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PREFACE

A  B O O K  A B O U T  S T R AT EG I C 

C H A N G E  M A N AG E M E N T

There is plenty of debate about public management reforms. 
There is also suffi cient agreement about which reforms are needed 
and which managerial tools should be introduced in the public 
sector. What is missing is the proper implementation of these 
reforms, which are often designed and announced, but never get 
beyond the drawing board.

We believe that there are several reasons behind this. One of 
these reasons is that the theoretical and managerial debate focuses 
more on the design of the reforms than on how they should be 
implemented.

The implementation of managerial reforms often requires 
public organizations to change their structures and behaviours. 
As a consequence, for a successful reform implementation it is 
necessary that these change processes are effectively managed.

We would therefore suggest that both academics and practi-
tioners devote more attention to the change management pro-
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cesses that follow reforms. What factors can facilitate change 
processes? How should change processes be managed? What tools 
should be employed to do so? These are just some of questions 
we will try to answer in this case book.

W H Y  A  CAS E  B O O K ?

The description of different case histories seems to us to fi t in 
with the aim of understanding the change management processes 
and identifying their drivers.

Looking at different cases of change management processes 
in the public sector we can realize the diffi culties and resistance 
that implementing reform has to face within the public sector, 
we can understand the different forces able to affect the change 
processes, we can identify the different players involved in the 
change processes and understand their attitude to change, we can 
see how the change processes evolve, etc. The aim is to gain 
some insights about how change processes should be designed and 
managed.

The case authors are analysts who are not always directly 
involved in what they describe, thereby assuring a more detached 
and objective approach. The downside is that it becomes harder 
for them to fully understand the heart of organizations, their 
cultures and their social dynamics.

This case book analyses many different public sector organi-
zations in order to achieve a wide-ranging and diversifi ed 
overview, giving the reader the chance to look at diffi culties 
and resistance to change in different scenarios and evaluate the 
impact of different change strategies for managing change 
processes.

The aim of the book is to form grounds for discussion since 
it is unlikely that general agreement about how to manage change 
processes can be achieved. We believe, in fact, that there is no 
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best way in change management, and even evaluating the extent 
of success or failure is very subjective.

This is our starting point, and all we are trying to do is offer 
a framework on which to build a discussion about how to manage 
change processes.

A  CAS E  B O O K  F O R  T R A I N I N G  A N D 

T E AC H I N G

The book aims to be particularly useful for managerial training 
and teaching. The cases are written in order to be discussed in 
workshops and classrooms (or in parks or pubs when applying 
creative teaching methods!). That’s why the cases are descriptive 
and interpretative in nature.

We think that change management is the attitude and mindset 
public managers need. To cultivate it they need a good theoretical 
background about the institutional and organizational dynamics 
of the public sector; they also need to practise reform, to study 
cases, to discuss different solutions. They have to develop the 
ability to design and manage change in the public sector.

Each single case has many different perspectives that can be 
analysed and discussed.

It is not always possible to come to an agreement about the 
best solution, partly because of the complexity of the public 
environment. It certainly helps to always keep the discussion 
lively and intense (effective for teaching and emotional 
comprehension).

W H I C H  CAS ES?

All the cases deal with medium to large public sector organiza-
tions at local level. All the organizations described are autono-
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mous, and none depends directly on central government. This 
means that the cases are not only local governments (municipali-
ties) but also local authorities, local public companies, local 
quangos, etc. The cases also deal with different sectors: govern-
ment, health care, university, utility, sport, economic develop-
ment, etc. This means that we have a wide spectrum of local 
public sector organizations, differentiated by their institutional 
confi guration and mission.

The focus is on internal organization development and not 
on general reforms. The national reform framework is considered 
here purely for its environmental conditions or infl uences.

W H Y  A  EU R O P E A N  CAS E  B O O K ?

The aim of the book is to get an international comparative per-
spective, in order to look for common problems and solutions for 
implementing managerial development. As a result we have 11 
different cases from 11 different countries.

We want to see the differences in situations that are of a suf-
fi cient cultural, social, political and economic similarity to be 
compared. A like-for-like comparison helps to understand if the 
diffi culties in reform implementation are shared, and thus whether 
change strategies can be applied.

Typically, the comparisons select different countries that meet 
the following criteria: all English speaking countries (Common-
wealth plus USA and Canada); countries from the same regional 
area (middle and north Europe); all industrialized countries, 
etc.

We wanted to produce a European case book because we 
think that Europe has its own specifi c, powerful and vivid tradi-
tion and framework in public administration, welfare and society. 
We need to further explore this common social framework, 
looking for our own identity.
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We feel that the 11 cases selected represent a very broad and 
rich spectrum in this direction.

T H E  S T R U C T U R E  O F  T H E  B O O K

The book is based on the following structure:

• introduction;
• theoretical background;
• a guide through the 11 cases;
• 11 European cases.

The theoretical background presents the editors’ thinking 
about strategy, change management, and strategic approach to 
change management. This represents the framework at the basis 
of the entire work.

The 11 European cases are presented with a similar 
structure:

• case overview and description of the context in which the 
case developed;

• description of the managerial tools introduced by the public 
management reforms;

• description of how, following the introduction of a new set 
of managerial tools, the change process is managed;

• description of the outputs of the implementation processes;
• analysis of the diffi culties and identifi cation of the drivers of 

the change processes.

The teaching notes are delivered separately in order to show 
to trainers and teachers how to use each case. Teaching notes 
include the following topics: position of the case, learning objec-
tives, question discussion, case analysis, and further reference.
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T H E  TA R G E T  O F  T H E  B O O K

Those who are interested in understanding how to manage 
change management processes are the target of this book.

So the book is mainly aimed at:

• managers and politicians of local public administrations;
• post-graduate and executive students in public management 

courses;
• trainers, teachers, and researchers in public management.

The goal is to have a full portfolio of cases rather than a 
comprehensive theory about change. The basic idea is that the 
ability to manage change processes depends on individual skills 
and on organizational culture and sensibility. These skills have to 
be increased and practised; reading and analyzing our cases can 
help school the mind about change processes.

H OW  TO  U S E  T H E  B O O K

The book can be used in different ways and perspectives.
It is an extensive series of different case histories for studying 

what is happening as regards the introduction of managerial tools 
and practices in the public sectors within European countries.

It is a comparative book about change management.
It is a set of different cases which can be used individually 

for study, discussions or training.
Teaching notes for trainers and teachers are delivered 

separately.
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C H A P T E R  1

MANAGING PUBLIC 
REFORMS EFFECTIVELY: 

A STRATEGIC CHANGE 
MANAGEMENT APPROACH

Francesco Longo

I N T R O DU C T I O N

For a long time the managerial debate about public administra-
tion was about the boundaries and the scope of the state, the 
market and civil society, the reform schemes, and the new mana-
gerial tools we needed to introduce. Hede (1992) suggests three 
separated reform periods: the merit reforms (begun in the mid-
eighteenth century), focused on abolishing political patronage; 
the equity reforms (1950s–1970s), aimed at guaranteeing equal 
opportunities for all citizens to be employed in the public sector; 
and the managerial reforms, aimed at introducing managerial 
instruments in the public sector. Hood (2001) and Rhodes (2000) 
add the market reform period, and Vigoda (2002) and Wettenhall 

Strategic Change Management in the Public Sector. Edited by F. Longo & D. Cristofoli
Copyright © 2007 John Wiley & Sons, Ltd.
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(2003) suggest the community involvement period in which state 
and civil society mix together. Keast and Brown (2003) consider 
the managerial reform (the third period) more oriented to restruc-
turing the internal operational framework of the public sector, 
while they consider the market and community reforms (the 
fourth and fi fth wave) more related to stakeholders’ and users’ 
expectations.

Since we discovered that the reform process goes at an unsat-
isfactory speed, researchers started to look at possible systemic 
drivers able to improve change and to increase the innovation 
rate (Osborne and Gaebler, 1992; Joyce, 2000; Pettigrew et al., 
1992; Borgonovi, 2004; Osborne and Brown, 2005). There was 
general agreement that the reforms designed were good, and the 
problem was simply that public organizations were reluctant to 
introduce them. “Most large public sector organisations seem to 
manage the tasks of writing mission statements and identifying 
who their clients and service users are. [.  .  .] Implementation 
activities are more challenging” ( Joyce, 2000, p. 1).

So the debate started to focus on how to encourage public 
administrations to innovate, breaking down the barriers of their 
resistance. New Public Management (NPM) scholars suggested 
that this could be guaranteed by a good external pressure and 
incentive system, like public competition, quasi-market, public 
accountability, external fi nancial incentives, marketization (Hood 
and Scott, 1996), etc. But this seems not to be enough. Of course 
the external pressure can try to push the public organization to 
introduce something that has never been done before, but if the 
organization is simply not able to do it (because of their lack of 
culture, knowledge, experience, competence, and trust in innova-
tions), there will be no chance of success.

That’s why the literature has now begun to look more inten-
sively inside the public organization.

There is in fact a general agreement that we need to have a 
clear and balanced scheme for public reforms, that we need to 
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introduce effective external incentives and accountability for 
innovation; but thorough and far-reaching reforms need fi rst of 
all to change the organizational culture, structure and strategy of 
public organizations to be successfully implemented. Reforms 
depend mainly on the change management attitude in the system. 
Change management is an internal function which requires spe-
cifi c skills pertaining to the organizational sphere.

Since organizations change constantly, we can suggest that 
the skill for managing change pertains to the more general abili-
ties we expect to fi nd in managers. Managing complex organiza-
tions in a dynamic environment means, in fact, to be constantly 
managing change.

That’s why managers not only need to be able to design new 
strategies, new organizational structures, new managerial tools to 
face reforms but, above all, they must be able to introduce and 
to develop them. This means creating consensus and working on 
organizational culture, training people, creating knowledge man-
agement, selecting people internally, involving process reengi-
neering, etc. (Doyle et al., 2000).

There is a linear and continuous process from designing 
change through to implementing and evaluating it which, put 
together, is simply management. Defi ciencies and failings in any 
one of these phases disrupt the others.

To sum up we assume that:

• the effectiveness of reforms depends on many elements, but 
one of the most important is the management’s abilities;

• management mainly means change management;
• design, implementation and evaluation are just the different 

steps of the integrated change management process.

Since we want to discuss an effective framework for managing 
public reform, we should fi rst classify reforms in order to have a 
clear defi nition of what we are dealing with.
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A  C L AS S I F I CAT I O N  O F  PU B L I C  R E F O R M S 

A N D  C H A N G E  M A N AG E M E N T

Public reforms relate to the general structure of a public sector 
or policy, or a business function of all the public organizations 
(like performance measuring, human resources management, 
etc.). They have a broad scope and are usually designed by 
an external authority through a signifi cant political process. 
Change management deals with the internal implementation 
of organizational development or transformations. Changes can 
derive from internal decisions or processes or external pressure. 
They can involve political decisions or be more of a civil servant 
task.

The impact of every public reform depends on the effective-
ness of the change management process in every single public 
organization involved and in their networks.

We can make various assumptions to classify public 
reforms.

Looking at the purpose of reform, different kinds of innova-
tion in the public sector can be seen. They can relate to:

• the role of public administrations and the boundaries between 
state, market and civil society;

• the reshaping of public administration and the allocation of 
public functions (e.g. decentralization and centralization);

• the introduction of administrative rules and proceedings;
• the identifi cation of failings in public policies defi ning which 

actions have to be taken to contribute to a public interest, 
having a cultural and value background;

• the introduction of managerial tools, such as organizational 
structures, stakeholders’ control or evaluation systems, new 
marketing or fi nance solutions, etc.
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The fi rst two types of reform deal more with institutional build-
ing and have their implementation problems more in the political 
environment, but they still have to be prepared and achieved 
within the public organization. New administrative rules and pro-
ceedings can be begun by a legislative start-up driver, but then 
they have to become known and applied throughout the organiza-
tion, so this change needs to be managed. The typical problems of 
public policies are in the implementation arena. Managerial tools 
need to be implemented too, after they have been tailored to the 
organization undergoing innovation, and this is the most diffi cult 
part of the work. For instance, the diffi culty is not in choosing 
what should be the indicators for a performance evaluation system, 
but to apply the evaluation system.

These other dimensions are crucial in many ways, but less 
important strictly for our purposes.

As can be seen, public reforms are very diversifi ed in their 
aims, but they all have a relevant implementation dimension, 
which makes change management fundamental. The ability to 
manage change often infl uences the real impact of reforms or, 
alternatively, the attention reforms have for an implementation 
approach determines their success rate.

Internal organizational development processes differ in inten-
sity. We can have changes or innovations in the public environment. 
“Change is a broad phenomenon that involves the growth and/or 
development of one or more of a number of elements in public 
services. [.  .  .] By contrast, innovation is discontinuous change” 
(Osborne and Brown, 2005, p. 4). In the former we innovate 
existing organizations by developing services and skills, in the 
latter we radically change structures, social targets, and service 
content. Of course change and innovation overlap.

Lynn (2001, p. 196) divides change into fi ve different levels: 
cultural environment (national and global), institutional (public 
choice), managerial, technical (primary work) and political 
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assessment. This classifi cation helps to illustrate that change creates 
a dynamic set of relationships that operates not only internally 
within each level, but also between the different layers. It also 
demonstrates how these broad global cultural changes infl uence 
the operation and management of public service organizations, 
but that national culture and public service institutions have 
mediated the type of change that occurred. Also, Pollitt (2003) 
considers that, to understand public change, we need to consider 
both general infl uences and the organizational context, divided 
into different dimensions contained in a multi-layered gover-
nance framework.

Change can be planned or emergent. Change is planned when 
it is “the result of a systematic process of scanning the environment 
and determining the ways in which an organization must change” 
(Osborne and Brown, 2005, p. 25). Change emerges in an orga-
nization when it is brought about by “changes in its environment 
that are outside of its control” (Osborne and Brown, 2005, p. 25). 
Planned approaches suggest that it is possible to assess the environ-
ment and the organizational change needs, and to plan and imple-
ment them rationally. However, approaches that are emerging 
consider environment and organization too complex and dynamic 
to be rapidly and cheaply analysed; so the only managerial chance 
to steer change is to encourage and control the changes that occur 
autonomously, trying to lead them to the desired goals.

Looking further into public reforms and change processes, 
what are their main features?

F E AT U R ES  O F  PU B L I C  R E F O R M S  A N D 

C H A N G E  P R O C ES S ES

Does change and innovation in the public sector result primarily 
from global pressure or do they depend on domestic, political, 
economic and social forces and drivers?


