


 



 

•  Governments were becoming more complex, citizens 
more demanding 
–  The ‘getting things done’ gaps were widening 
–  Think about the NHS in the 1960s and 1970s 

•  Or the ‘big government’ critiques in the USA or New Zealand at the time 

•  And theorists were criticizing thinking in the classical 
administrative model 
–  Offering new ways of thinking about getting things done 
–  And new tools with this  



•  Simon: Past ‘science’ = proverbs; analyze decision making more rigorously 
–  At the heart of management, but about satisficing; people are complex, 

information is limited; processing capacities often limited 
•  PPBS and Waldo: focus less on process and more on the decision 

–  Results matter; we can strategize rationally; the element of science is 
still there but you need to focus on results more than process 

•  Humanist school and others: People matter, and they are complex 
–  Extrinsic and intrinsic motives matter 

•  Public choice: Look at motives, decisions of bureaucrats, politicians 
–  Discipline these using a variety of tools; decentralize, constrain 
     government size, empower the customer, and more 

•  New PA and participatory theorists: Bureaucracy should be  
     responsive to citizens 

–  Bring government closer to citizens, empower citizens 
•  Policy analysis: Behavioral and decision analysis into what,  
     who and how government should do things 



The influence of private sector management theory (70s on) 

The rational side 
•  “From the rational side came zero-base 

budgeting (Lerner and Wanat, 1992), 
management by objectives (Drucker, 1954; 
Sherwood and Page, 1976), techniques of 
performance measurement and accounting 
(Henry, 1990), public-sector marketing 
(Kotler, 1975), and rational, strategic 
management (Wechsler and Backoff, 1986).  

•  These rational approaches possess a heavy 
bias towards the gathering and analysis of 
information in the search for optimal 
answers to management problems. The 
rational approach also emphasized the 
objective measurement of performance and 
the rewarding of organizational leaders 
based on documented results.”  

–  Gruening 

 

The humanistic side 
•  “But in the early 1980s, the book In Search of 

Excellence by Peters and Waterman (1982) 
changed the scene. Peters and Waterman 
showed that the best and most successful 
American companies did not employ a rational 
management style; instead, they used organic 
structures, humanistic strategies, and a thick 
culture to lead their employees.  

•  In Search of Excellence provoked an intense 
public discussion and helped turn business 
towards a more humanistic style—and soon this 
movement began to spread in public 
management. More and more scholars asked 
whether it might be possible to make public 
organizations excellent by adapting Peters and 
Waterman’s ideas. 

•   Important examples for organic and humanistic 
styles and approaches are organizational 
development (Golembiewski, 1969), total quality 
management (Milakovich, 1991; Swiss, 1992), or 
culturally oriented strategic management, which 
uses mission statements for leadership purposes 
(Moore, 1995).” 

–  Gruening 



 
•  Many different ideas, not really a coherent whole 

–  Note Guerning trying to make sense of the behavioral-administrative sciences 
•  Rationalists, individualists, emancipators 
•  Egalitarians, hierarchists, individualists, fatalists, hermits  

–  (Thompson, Ellis and Wildavsky…) 

–  The discussion takes us back to the first class: Many theories reflect different 
ways of thinking about the world… If we disagree it may be because we see 
things differently 

•  And we need to respect that 

•  But they contributed to a ‘New Public Management’, however: 
–  all the strands of thought sit side by side 

•  My sense: 
–  You have ideas related to the content (organizational level) 
–  And agency (the people working in the agency) 
–  And even context (market forces matter, equity issues matter etc.) 
–  But they don’t always relate well 



The context, or environment Markets matter, as does equity 
The content of work; at the 
organizational level, within an 
environment 

Rational structured management 
matters, but flexible processes 
matter too 

Agents, or individuals working in 
the organization 

Citizens matter, but customers do 
too. Customer citizens matter? 
And bureaucrats are customer 
citizens and selfish producers 



to reform administrative organizations and delivery systems are influenced by their disci-
plinary socialization and training, this survey will examine whether theoretical concepts
other than public choice and managerialism have influenced NPM.

2. Characteristics of New Public Management

The NPM movement began in the late 1970s and early 1980s. Its first practitioners
emerged in the United Kingdom under Prime Minister Margaret Thatcher and in the
municipal governments in the U.S. (e.g., Sunnyvale, California) that had suffered most
heavily from economic recession and tax revolts. Next, the governments of New Zealand and
Australia joined the movement. Their successes put NPM administrative reforms on the
agendas of most OECD countries and other nations as well (OECD, 1995).
Only later did academics identify the common characteristics of these reforms and

organize them under the label of New Public Management (Dunsire, 1995, p. 21). These
common attributes of NPM—undisputed characteristics that are almost always mentioned by
academic observers—are listed in Table 1, along with a few debatable attributes that are
included by some but not all observers (see, for example, Borins, 1994, 1995; Boston,
Martin, Pallott, & Walsh, 1996; Buschor, 1994; Gore, 1994; Hood, 1991; Nashold et al.,
1995; Reichard, 1992; and Stewart and Walsh, 1992).

Table 1
Characteristics of the New Public Management

Undisputed characteristics (identified by most
observers)

Debatable attributes (identified by some, but not all,
observers)

Budget cuts Legal, budget, and spending constraints
Vouchers Rationalization of jurisdictions
Accountability for performance Policy analysis and evaluation
Performance auditing Improved regulation
Privatization Rationalization or streamlining of administrative

structures
Customers (one-stop shops, case management) Democratization and citizen participation
Decentralization
Strategic planning and management
Separation of provision and production
Competition
Performance measurement
Changed management style
Contracting out
Freedom to manage (flexibility)
Improved accounting
Personnel management (incentives)
User charges
Separation of politics and administration
Improved financial management
More use of information technology
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A mish mash:  
decentralize, trim down, focus on  
results,  use market forces, contract out, 
Allow flexibility, use technology, and more. 



What NPM involves (Pfiffner), part 1 
•  A move from from top down policy control with a procedural focus to delegated production 

with a results focus:  

–  In the traditional bureaucracy, “Laws are carried out or implemented by executive 
branch departments or ministries that are structured as strict hierarchies. 
Accountability is achieved by the control of each level of implementation by the 
superior level of control. If a policy is not faithfully carried out, accountability can be 
assigned by examining each stage of the process to determine who (in which 
position) is at fault. Accountability and control are the greatest strengths of this type of 
system; compared to all other systems, it is very reliable. The downside to this 
traditional model is that it is often relatively slow and cumbersome, and it is subject to 
the criticism that workers can become so concerned with complying with rules that 
they can lose sight of the overall goal or mission.” 

 
–  “The new public management would alleviate the problems caused by tight, 

hierarchical control by delegating greater flexibility and discretion to lower levels in the 
production of goods and services. It would delegate implementing discretion to those 
closest to service delivery. They would have greater control of hiring and firing 
personnel as well as discretion about how to spend money in the accomplishment of 
policy goals. If program implementation is contracted out, management decisions are 
at the discretion of private sector managers; and their decisions are acceptable as 
long as they legally produce the goods or services under contrac.t” 



What NPM involves (Pfiffner), part 2 
•  From merit based, neutral, tenured public hires to non-public hires 

contracted from the broad market 
–  “In traditional public administration the personnel of government are hired 

through a merit system designed by the government personnel agency and often 
enacted in law. A merit system is designed to prevent partisan political 
interference in the implementation of policy. The hallmark of such a system is 
neutral competence, with competence achieved through a system of hiring the 
most qualified workers for the positions. Partisan neutrality is achieved through 
rules that protect workers from partisan political pressure and prevent them from 
actively participating in partisan political campaigns.” 

–  NPM…“would carry out the policies of the state largely with employees who are 
not directly employed by the government. In the case of privatization, the 
government would abandon the attempt to provide some services entirely and 
leave their provision to the private sector. Control would be achieved through the 
market system; if goods are overpriced, a competitor will spring up to provide 
them at a lower price in order to make a profit.”  

–  “It is argued that private businesses can manage efficiently because they are not 
encumbered with the rules and regulations of merit systems (e.g. merit 
competition, classification, appeals of adverse actions, etc.) and they can hire the 
workers they need in an efficient labor market. The result will be that the 
government’s goals will be accomplished at a cost to the public that competition 
will keep to a minimum.” 



What NPM involves (Pfiffner), part 2 
•  From a focus on efficiency (inputs) to broader results and performance 

–  “The traditional model of public administration places its major emphasis on 
accomplishing the mission and accountability for resources. A hallmark of the 
traditional model is its rhetorical stress on efficiency. But efficiency is very difficult to 
measure, and perhaps the rhetorical value of efficiency is so high because it is so 
hard to measure objectively. At a micro- level, of course, efficiency can be judged 
over time (e.g. more output from the same resources than last year) or compared 
with a similar unit producing comparable goods. But at higher levels of generality, 
e.g. at the program level, there are no broadly accepted measures of efficiency. 
Thus one of the most common measures of government production is that of 
resources used, that is, inputs”  

–  “The New Public Management approach rejects measuring inputs and advocates 
the use of “performance measures” to evaluate programs and management. 
Accountability for resources is less important than the accomplishment of goals at a 
given cost. Creative managers should be given the widest flexibility to use the 
resources at their disposal to accomplish programmatic missions. Their success will 
be measured by their performance in accomplishing goals rather than in their careful 
accounting for the resources (inputs) used”  



7. Is New Public Management really new? Does it reflect a paradigm change?

From the analysis above, I can offer a number of additional hypotheses about New Public
Management.
Hypothesis 2: Many of the theoretical origins and influences on NPM are not new.
Some can even be traced back to the Progressives and are almost a hundred years old. This

finding, however, must be qualified.

Table 2
Characteristics of NPM and theoretical approaches

ClassicalPA

NeoclassicalPA

PublicChoice

AustrianSchool

Principal-Agent

Property-Rights

TransactionCosts

NPA

Constitutionalism

Communitarianism

Discourse

Pol.Analysis

RationalPuMa

OrganicPuMa

Budget Cuts X X X X X X X
Privatization X X X X X X
Sep. Prov./Prod. X X X
Contracting Out X X X X X X
User Charges & Vouchers X X
Customer Concept X X X
Competition X X
Flexibility for Management X X
Sep. of Pol. & Admin. X X X X X
Acc. for Performance X X X X X X
Decentralization X X X X X X X X X X
Performance Measurement X X X X X
Impr. Acc. & Financial Mt. X X X X
Performance Auditing X X X X
Strategic Planning & Mt. X X X
Management Style X X X X
Personnel Management X X X
Use of IT
Legal Spending Constraints X
Improved Regulation X
Rationalzt. of Jurisdictions X X X X
Rationalzt. adm. Structures X X X X
Analysis and Evaluation X X X
Democratization & Particip. X X X
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Note these ideas come from a variety of places, and the sources don’t 

always overlap (Gruening)…so we might expect some tensions 



So NPM gave us more tools in the toolbox 

•  As per bureaucracy: we should ask how it has worked out? 
–  Wednesday and next Monday we look at two case studies 

•  Using performance information as targets in the UK NHS 
•  Water sector concessions in Mexico 

–  And we will ask about when these NPM-inspired mechanisms work 
and when they don’t 

•  Wednesday’s class is a team learning exercise (6 
readings); next Friday is another team exercise on NPM 
–  So you will need to plan accordingly 
–  And sit together in teams on Wednesday 



What can we learn from our 
team work to date? 

•  Teams are an important tool for getting things done 
–  But hard to make work properly 

•  We have a learning experiment this semester 
–  What did you do in your team last week? 
–  What did you learn?  

•  Was it a lesson from failure/trouble and struggle? 
•  Was it a lesson from success? 

– What do you plan to do next, to work  
more effectively in the team? 



Some important observations about teams 
•  Teams usually go through a process of development 

–  Forming, storming, norming, performing, and then adjourning 
–  http://m.youtube.com/watch?v=ohbKcpNCr9A 

•  Effective forming requires naming members, forcing engagement, 
giving tasks (clear and consequential), organizing basic rules 

–  team members are busy getting to know each other and on guard, eager to engage 
•  Has that been the last week? 

•  Storming is probably coming next, and is not quite so easy 
–  Personalities come out and conflict can take place 
–  This is where the team’s character is really forged, hopefully…  

•  If the team gets through the storming 
•  Will that be your team in the coming weeks? 

•  Norming follows, where teams develop real roles, rules 
–  Who leads, how, when; what others do, etc. 

•  These stages are considered quite common… 
–  Each week I will ask you to reflect… see where you are 



See you Wednesday 


