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H o r v á t h  M. Tam ás

M odem ization  in  the G lobalized Environm ent 
T h e  Case of A dm inistrative M odem ization  in  H u n g á rián

L ocal G overnm ents

M odem ization o f public administrative structures is a tendency o f 
globalization. It seems to be sttange, because globalization is mainlv an 
economic and world trade phenom enon. It means m ore than world trade, 
since world trade took shape a long time ago. Globalization alsó implies the 
liberalized free m ovem ent o f  goods and Capital, furtherm ore the form ing and 
functioning o f the institutional system aiming to secure that free m ovem ent.1 It 
is the international and “supranational” factors and alsó the adjusted strucmral 
elements o f individual States and societies that enable the uniform  operádon of 
the basic markét economy. Beyond that, globalization is a context o f  relations 
and in various senses. It is a relationship between developed and developing 
countries and alsó countries undergoing political transition inasmuch as they 
export the economic and social conditions o f W estern countries. O n  the other 
hand they spread markét relations to other areas o f hum án hfe, like the natural 
environm ent and community life.

It is exactly the relations natúré o f  the phenom enon which results in 
conflicts. International integration organizations regarded to be the disciples o f 
globalization have long been criticized fór their hom ogenizing schematizing 
philosophy, which is insensitive to national, historical and environmental 
characteristics and tries to enforce the same pattem s in all parts o f  the world in 
an aggressive way, regardless the damaging, sometimes specificallv destractive 
impacts o f  their ‘magic spells’.- It would, nevertheless be mistaken to blame 
solely the W orld Bank and the International M onetary Fund fór this policy. In 
fact it is an ideology, which deeply penetrates the thtnking and interests o f  the

1 Grzegorz W. KOI.ODKO, Globálisam és a volt szocialista országok fejlődési tendenciái [Globálisadon 
and the development tendencies o f  former socialist countries], Budapest, K ossuth Kiadó, 2002, 
21 .

2 Joseph E. STIOl.rr/, A  globalizáció és visszásságai [Globálisadon and its absurditv], Budapest, 
Napvilág Kiadó, 2003
3 Mark RUPIÍRT, Ideo/ogies o f Globalization: Contenting Visions o f a New World Order, London, 
Routledge, 2000.
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developed world, whose roots reach as far back as Marx, Gramsci, and which 
culminates in neo-liberalism in the m odern age. The ideological and attached 
aspirations have led both to achievements and failure. As far as our study is 
concerned, ít is less the philosophical context than this ideology’s im pact on 
economics which is worthy o f our attendon.

Govemmental issues o f  globalizadon related to certain themes o f public 
administrarion have been brought to the forefront o f attendon, on the one 
hand, in the context o f clearly defined overall conflicts, such as in world trade, 
security policy, the warming o f the atmosphere, etc., on the other, almost all 
administration areas are facing globalizadon problem s, and the set o f 
instrum ents required fór managmg them  are in the process o f developm ent as 
fór instance in the military, telecommunicadon, cultural and environm ent 
m anagement sectors. Conflicts may arise between the individual areas as well, 
even in an acrimonious manner. An example o f this is the developmg o f 
comprehensive system requirements fór environmental sustainability which 
ever increasingly counters world trade globalizadon.

1. The first stage: institution-building and taking part in transformation

1.1. Transformation process

Globalizadon is an issue in the context o f the public administration reform  as 
well. According to a survey involving 123 countries, the following main topical 
fields were determined as com m on goals in reforms:

■ decentralization
* privatization
■ decreasing the further expansion o f  the public sector
■ public sector reform
■ inform adon technology
■ the reform  o f  financial and budgetary management.

And from  here it is onlv one step further to integrate intő the scope of 
globalizadon a large part o f the m ovem ents targeted at thoroughly 
transform ing the New Public M anagement (NPM), administration 
organizational and govem m ental acdvities. This philosophy should clearly be 
distmguished form  the more widely spread one, recogmzing com m on features

Governance is a Globali^ing World, eds. Joseph S. NYR, John  D. DONAHUE, W ashington, D. C., 
Brookings, 2000.
5 Elaine Ciulla KAMARCK = Governance is a Globalicjng World, eds. Joseph S. N y e , John D. 
D o n  A HU E, W ashington, D. C., Brookings, 2000, 229-252.
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solely in W estern developm ent/’ Evén though the com m on features and 
circumstances m eant to be spread are o f  remarkable similarity, the domains o f 
interpretation are significantly diverse.

The extrapolation o f the process o f new m anagement, governance, o f 
becoming m ore European, and o f other related tendencies to the world may 
appear a litde exaggerated. Anyhow, there should be awareness o f  the fact that 
the shaping and conduct o f  trade policy is an integrál part or even condition o f 
trade transform ation. This is substantiallv supported by the IM F’s loan policy, 
which obviously nő t accidentally favoured governmental reforms, especially in 
the form  o f  transferring pohtical support, which cannot be m easured by 
financial means. W hy so? A n explanation is provided by a basic statem ent 
concermng governance as defined in the üterature on globalization, 
interpreting good governance as an element o f  sound economic developm ent 
induced by economic competition, which in turn has been induced by global 
econom ic competition. However, no parallel should necessarily be drawn 
between the two phenomena: between economic transition and the shaping o f 
the whole o f  governm ental policy. The counter-example o f m odern China 
illustrates that the economic effects o f globalization within a huge markét, and 
alsó regarding their outside influences are enorm ous — whereas a governm ent 
reform  applying the western pattern was nő t to be im plem ented simply due to 
the lack o f political reform. N o chronological order or determ ination can be 
presum ed either. The pattern based developm ent o f  a given country is nő t 
necessarily initiated by economic, bú t by pohtical changes. And when 
economic changes have become prevalent, pohtical transition will nő t take the 
same course, or may even be blocked. The socially interpreted territorial 
context o f global economy can be o f  various types, and let us face it, nőt 
necessarily pohtical democracy.

Civic state organizational reforms, and within that, civic self-government 
developm ent itself form  an integrál part o f  the W est-European social context 
and are closely tied to it. Even though unified models do nőt exist, main 
historical ways o f  decentralization cannot make difference in  somé o f the basic 
key elements and directions o f development. The question can be raised 
w hether the results and values taking shape there can be turnéd intő a basic

6 Local Government in Europe: Trends and Developments, eds. Richard B aTLEY, Gerry S'fOKER, 
Houndmills, Macmillan, 1991; Eocal Government in the 1990s, eds. John STEWART, Gerry 
S'l'OKER, Houndmills, Macmillan, 1995; Stig MONTIN, A  Conceptual Framemrk — Towards a 
New  Concept o f  Local Self-government? Recent Local G overnm ent Legislatíon in Compara- 
tive Perspective, eds. Erik AMNA, Stig MONTIN, Bergen, Fagboksforlaget, 2000; Peter jOIIN, 
Local Governance in Western Europe, London, SAGE, 2001. and others.
7 KAMARCK, op. át., 233.
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dem and fór other regions.8 Local governm ent reforms especially in countries 
undergoing political transition form a part o f  governmental globálisadon.

1.2 Characteristics of Central-Eastern European countries joining intő 
the EU

In the acceding (in 2004) C E E  countries certain similarity o f the routes o f the 
political transition undertaken is their massive com m itm ent to the western 
developm ent model. A p roo f o f this com m itm ent is their EU m em bership. In 
the developm ent process o f the 90s various m tergovernmental and 
m ternational programs underpinning public administration (Phare, US A ID , 
British K now  How Fund, WB programs, Soros Foundations OSI, the SIPA 
and SAPARD support programs o f the EU) tried to emphasize the conditions 
and potentials o f  pattern pursuance. In order to be able to roughly interpret 
the overall outcome, we will have to examine the time gap in which local self- 
governm ent changes took piacé in relation to the political transition. The year 
o f  declaring independence is alsó o f considerable importance, fór six o f  the 
eight countries were fully newly constructed. Municipal elections can be 
interpreted this time closely linked to the constitutional structure taking shape. 
A nother basis o f comparison fór studying local self-government reorganisation 
can be the lowest point o f economic recession, since transitional countries 
undenvent a substantial transform ádon o f the economic structures, and alsó 
severe production crises owing to social changes. These crises surpassed, even 
in their slightest form, the shock o f the Great Econom ic D epression in 1929, 
as far as the drop in G D P is concerned. The transform ational decline, alsó had 
external causes at the same time.9

8 This statement is widened on different civilizations in HORVÁTH M. Tamás, Humpty Dumpty: 
Globaltgation hsues lllustrated b j Local Self-government Development, International Journal o f Public 
Administration, 2 (2007).
9 Significant one o f  these were the collapse o f  the Soviet Union and later the monetary crisis in 
Russia (1998-99); the changes in the prices o f raw materials all throughout this time, and the 
vanons régiónál wars. KOl.ODKO, op. át., 57.
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Table 1
The basic  circum stances o f  creating loca l self-govern m en t sy stem s  

in  countríes o f  the farm er E astern  block, acced in g  to the E U  in  2004

C o u n try Time of 
political 
transition

Time o f 
obtaining 

independence

Local govem 

fonna! change

nent sjstem ’s

fir s t*  genuine 
change

Time o f the lowest level o f 
economic recessioujear: 

(G D P', 1989-100 %)

1. Czech llep. 1989-90 )an. lst. 1993 the same—> Scpt. 1990 1992 (86,9);1993 (86,9)

Estonia 1990 Aug. 1991 Nov. 1989 ]u n e 1993 1994 (63.7)

Poland 1989-90 - the same—» March 1990 1991 (82,2)

Latvia 1990 Mav 1991 l'cbr. 1990 1991-92 1995X54,1)

Lithuania 1990 Ecb. 1991 Ecbr. 1990 1993-94 1994 (54,3)

1 Iungary 1989-90 - the same—» August 1990 1993 (81.9)

Slovakia 1989-90 )an .lst 1993 the same—> Scpt. 1990 1993 (75.1)

Slovenia 1990 |une 1991 1991 1993 1992 (79,1)

Source: Based on Decentralipation: Experiments and Reforms: Local Governments in Central 
and Eastern Europe, YroIume 1., ed. HORVÁTH M. Tamás (2000) Budapest: Local 
Governm ent and Public Service Reform Initiative, Open Society Institute, 2000; 
GDP-figures: Economic Survey o f Europe, No. 2. New York, United Nations, 2003, 112; 
Á g h  Attila, The Politics of Central Europe, London, SAGE, 1998; Local Fináncé In the 
Coumtries Joining the European Union in 2004, Paris, Dexia Editions, 2003.

' Reál G D P /N M P  (gross domestic product/national revenue), at an unaltered pnce, 
in percentage.
** Generally, comprehensive genuine changes occur in several phases; the onlv 
excepüon in this respect was Hungary. The second phase concem ed basicallv the 
régiónál level and mergers and alsó the functional settlement. O ther comprehensive 
reforms came intő effect in the Czech Republic, 2000, Estonia, 1995, Poland, 2004, 
Latvia, 2003-04, Litvánia, 2001, Slovakia, 2002.
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In the table \ve used separate boxes fór the “ formai” and “genuine” changes o f 
nadonal local self-govemment systems. The former applies to the adopdon o f 
new laws fór municipahties and to the declaration o f  the new system replacing 
the Soviet tyrpe councils. Com pared to this “genuine” change is the legislation 
that results in deep-going changes in the institutional system. In Central- 
Eastern-European countries these two points o f time were m osdy the same, or 
were at least very close to each other. This means that the polidcal transidon 
processes was m ore or less uniform. The social and governmental processes o f 
the transidon reached the local context at more or less the same time. The 
integrál relationship is well illustrated by how it was related to the economic 
crisis. The lowest level o f the recession was always preceded by the polidcal 
transidon, inclusive the reál starting point o f the establishing process o f self- 
governments. Hence, the polidcal transidon is supposedly linked to economic 
reforms, nő t separable from  them, its effects being beyond quesdoning. This 
scenario was absolutely different from  that process took piacé eidier in Balkan 
States and the States o f  the form er Soviet U nion.1

Naturally, all countries are different even is group o f  C E E  countries. Fór 
instance, in certain cases one leap was enough fór genuine change (Poland, 
Hungary, that time existing Czechoslovakia) in othcrs several ones were 
needed. The Hungárián act o f 1990 illustrates the one-phase radical change, 
while in o ther cases bargaining took longer. By now, even the m em ory o f  the 
“big leap” in Hungary has w om  out considerably. It is no longer so highly 
valued, knowing that the correcrions required have nőt been implemented. 
The num bers and dates may even provide cause fór justifiable further 
argument. As a basis fór establishing an assessment we provide a description of 
the forming o f  the systems,2 which we have tried to check upon from  various 
sources.

Consequentíy, we conclude that in this group o f countries the polidcal 
transidon was fairly compact. Their own economic developm ent could nőt 
serve as the basis fór change, since the transform adon o f  the institutional 
system was in the process o f  changing. The question o f how to overcome the 
crisis was still a m atter o f  daily importance. Finding a connection between 
following the western pattern, as fór the adopdon o f institutions o f  markét 
economies and democracies, and the maturing phase o f  this adaptation, 
regarding the economy and the polidcal institutional system seems to be 
justified. Polidcal changes, local self-govemment changes inclusive, did become 
implem ented despite the confusing tum s in the m aturing process o f the new

1 HORVÁTH, Humpty Dumpty..., op. á t.'
~ Decentralipation: Experiments and Reforms, op. át.
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system, which is a good sign, even though it does nőt guarantee immunity 
against faltering.

2. The second stage: efforts on further development in institution
building

2.1. The decenttahzation process in Hungary

The two existing sub-national governm ent tiers (municipalities and counties) 
were m aintained after 1989, although the hierarchical link between them  was 
abolished. The decentralisation ptocess had three milestones.
i) The restoration o f the autonom y o f  sub-national govem m ents (1989-1995): 
several laws were passed in 1990 to turn sub-national governm ents intő elected 
bodies with specific responsibilities and funding means (LXV Local 
G overnm ent Act, LXIV Act on the election o f  mayors and municipal 
councillors, C A ct on Local Taxes). The existing State administrative bodies at 
sub-national level, the “Commissioners o f the Republic” were replaced in 1994 
by “public administrative offices” .
ii) Stabilisation o f  sub-national governments (1996): to  im prove the financial 
situation o f sub-national governments, a lót o f them  facing deficit because o f a 
lack o f resources, a “stabilisation program m e” was set up to simplify the 
“norm ative” grant system and to ensure that sub-national governm ents did nőt 
find themselves with excessive debt. Three Acts were passed in 1996 setting a 
ceiling on debt servicing, an adjustm ent o f municipal debt and the conditions 
fór governing bond issues. The same year, seven statistical planning regions 
were created. The transform ation o f  statistical planning regions intő sub- 
national governm ents elected by direct universal suffrage had been discussed 
fór years. A governmental decision was taken in this direction in 1999 bút was 
nőt implemented. Such a transform ation would imply a m odification o f  the 
Constitution and o f  all acts concerning sub-national governments.
iii) Establishm ent o f  micro-regional multi-purpose associations covering all the 
territory o f the country from  2003. Municipalities were persuaded by strong 
financial incentives to jóm one o f  the districts which were defined by legal 
rules. This was a final point o f a long pohcy process generated from  an 
intention to integrate anyhow, at least at a minimum  level many small local 
governmental units. The Hungárián system is a disintegrated one: even the 
smallest settlement, viliágé has autonomy, com m une like in Francé. 
Nevertheless forms o f mtegration were underdeveloped, because municipalities 
did nő t want to cooperate anyhow. Although national governm ents tried to
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support intention fór cooperation established legal framework and proposed 
several policies fór municipalities, especially small ones. After the long éra o f 
deprivation the new autonom y was too nice fór local socieües to get rid o f ít so 
suddenly.

There was a crucial obstácle in front o f the further or m ore strategic 
changes in the system. The m odificadon o f the local governm ent act should be 
based on two third majority voting m the Parliament. A t first, in 1990 ít was 
intended to get wider consensus in political parties. However, it became an 
unexpected pitfall, because it was impossible to develop the system at all, 
lacking the high majority or trust between ruling and oppositional political 
powers.

O n the other hand the whole process is im portant nő t only from 
structural point o f view. It should be better to focus on functional effects.

2.2. Sub-national public service m anagement

M anagement o f public Services is nő t based necessarily on municipal units. 
i) Because o f the large num ber o f municipalities, the Central governm ent 
encourages inter-municipal groupings on a voluntary basis, especially among 
the smallest municipalities. In 1997, the Act on the Associations and 
Cooperation o f Local G overnm ents was passed to stimulate cooperation 
between municipalities in order to  cut m anagement costs and provide better 
quality local public Services via a pooling o f resources.

Several forms o f  cooperation are allowed, including since 2004 the multi- 
purpose association at the m icro-regional level. Set up by the Act on Micro- 
Regional M ulti-Purpose Associations adopted in 2003, this new form  o f 
association (which has the form  o f  a legal person) can be used fór com m on 
providing o f public Services and to  participate in the coordinated developm ent 
o f the territorv o f the micro-region. It is a particularly useful form  when it 
comes to obtaining and managing EU  structural funds.

In  2005, there were 2,590 inter-municipal cooperation structures in 
Hungary. 60% were associations fór m aintaining institutions, 25%  notary 
districts (com m on mayor’s office), 9% associations fór administrative purpose, 
and 7% micro-regional m ulti-purpose associations. However, the latter ones 
became units o f overall national policy and regulation. Financial resources o f 
these associations are generally based on the contribution o f m em ber 
municipalities. Notary districts and m ulti-purpose associations are supported 
by grants from  central budget. M ultipurpose associations do have functions o f
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public service delivery. N őne o f the tvpes o f associations have the right to  levy 
taxes.
ti) All municipalities, nő t only small ones can opt fór one o f  several m odes to 
run their public sendces, including:

- Local internál bodies, called “budgetary institutions” . Their resources come 
mainly from grants allocated by the municipality, from  which m ost o f  them  
coming from  State grants, with the remainder generated by their own revenue 
(like room  rentals in schools outside school hours, fór example). These 
“budgetary institudons” are mainly used to manage educational, health, 
cultural, sports and social Services facilities. Roughly one third o f the endties 
responsible fór running local public Services are budgetary institudons.

- Local public companies, with a commercial statute. They are either totally 
owned by the municipality or partially so besides other municipalities an d /o r  
priváté companies. They collect their own revenue, spend funds and make staff 
decisions independendy, within the framework o f existing legal constraints. 
T h e i r  accounts are nőt Consolidated in the overall municipal budget. Their 
revenue comes mainly from  the tariffs and fees charged fór the Services they 
provide. They propose the tariffs and the council sets them. Possible deficits 
are covered by a grant from  the municipal budget. They are nő t subject to 
credit ceilings and can borrow  as they see fit, with the municipality often 
providing them  with credit guarantees. They generally managed sendces such 
as provision o f drinking water, sewerage and household waste collection.

- Contracting to a priváté company, generally used fór sendces such as waste 
processing, upkeep o f public areas and roads, snow clearing and parking meter 
collection.3 In the field o f infrastructural Services this m ethod o f  m anagem ent 
became generál. A t the same time this element o f changes made the m ost 
crucial differences among policies, strategies and practices o f  municipalities. 
Quite a lót o f new legal instruments were established, like public procurem ent, 
forms o f financial control, guarantee o f public accountability, etc. However, 
many conflicts arose. Corruption and bias o f it seems to becom e generál in 
public.

Many o f the areas o f provision o f local public functions were shifted to the 
field o f markét. Local governm ents had to get additional sources to delivery o f 
comm unal Services. Instead o f or near the public providers investors and 
undertakers emerged. Simultaneously, consum er fees and charges were 
increasing. The public had to face two-way process. M ost o f  the urban

3 Navigation to the Markét: Regi/lation and Competition in Local Utilities in Central and Eastern Europe, 
eds. PíiTKRI G., H o r v á th  M. T., Budapest, OSI LGI, 2001.
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Services cannot be provided without any public influence even in the new 
circumstances. It is obvious, because many o f local public functions are 
typically areas o f  m arkét failures. However, although new forms o f  reguládon, 
working in m arkét environm ent have been emerged, that was a m uch longer 
process than expected by theorists and policy-makers. Additionally, reguladng 
funcdons o f  local governm ent should be operated in different way, than its 
form er ow ner’s position. I f  the non-dominate regulator is nő t strong enough, 
m arkét failures will nő t be influenced in a sadsfactory way. In generál, 
m onopolies are nőt restricted so precisely, than it would be necessary. Local 
consumers and m any dm es municipalides as such becom e defenceless against 
influendal providers. Because o f  these public failures, tradidonal markét 
failures failed to be com pensated. In the m onopolized m arkét com petition is 
very limited in many cases. Consumers have to face a ver}' defenceless 
situation. Therefore, local transform adon failures consist o f  m arkét failures and 
governm ent failures at the same time.

This complexity o f  conflicts can be called transform adon failures 
consisting o f  rem aining state and early markét failures in provision o f  local 
public (utility) services. They m ight strengthen each other.

3. The third stage: improvement of m anagem ent capacities

The W eberian Bureaucracy M odel has been supplem ented and shifted with 
m anagement focus to the m odel o f customer oriented style m public 
administration and public service provision in European  countries fór 
decades.4 In the m eantim e, in East European countries the transition penod 
from  form er com m unist regimes to democratic governance took over under 
special circumstances. A t first they focus on building dem ocratic institutions 
and different levels o f  governm ents directed by elected representative bodies. 
N ő t so m uch later on their interest m rned to institutional reform s to 
effectiveness and efficiency o f  public funcdons.

Revival o f  ‘Rechtstaat’ tradition had to be established at the same time 
while new m anagement m ethods were being introduced. These phases o f 
developm ent followed each others almost direcdy. There was n ő t enough time 
to deepen the W eberian tradition again in public adm inistration however 
countries in this region had to face challenges o f new m anagem ent m ethods.

4 Aloderniging Government in Europe, ed. H. HlLL, Baden-Baden, N om os, 2007, 14; O. E. 
HUGHES, Public Administration and Management, Basingstoke, Palgrave Macmillan, 2003; C. 
Pollitt, G. Bouckaert, Public Management Reform: A  Comparative Analjsis, N ew  York, Oxford 
University Press, 2000.
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According to somé comparative descriptions3 and analyses6 o f  the area, the 
Hungárián case is realized as typical case. Either at the Central and local level 
the ver}’ first phase o f developm ent was an institution-building period o f 
democratic State. In a relatively short period this stage was followed and 
intertwined by experiments in order to introduce and disseminate a few new 
m ethods o f public management.

These changes are based on adaptation o f mainstream  m ethods o f m odern 
m anagement at the end o f  the 20th century, like N ew  Public Management, 
Reinventing Governm ent, Totál Quality Management, etc.' The challenge to 
improve m anagement capacities in the public sector derives from  outside fór 
Eastern countries, especially East-Central European ones. O w n structures o f 
these countries were relatively underdeveloped after the long history o f 
socialism. Evén by the middle o f  1990-ies new instimtions worked very 
imtially, w ithout too many operational experiences from  democratic systems. 
That is why conflicts emerged from  missing tradition o f guarantees, the new 
type o f ethics, etc.

However international donors and especially the European Union made 
quite a lót o f incentives in order to develop admimstrative systems to the 
direction o f  recent paradigm o f  provision o f public functions. Initiatives o f 
traditional reforms and new managerial reforms are mixed gradually. In this 
step-by-step process m anagement efforts began to strengthen. This process 
can be measured m two ways in this paper. Firstly, content o f  govem m ent 
resolutions on reform  is overviewed. Secondly, measures o f  local governments 
are good to characterize in the administrative practice. In the case o f  Hungary 
a speciality is that traditional institutional reforms m ust be passed by the 
Parliament only with two-third majority. Because lack o f  this consensus in 
m ost o f  the electoral terms national governm ents tried to compensate 
themselves with managerial changes in the fleld o f  operational reforms.

5 HORVÁTH, Decentrali^ation: Experiments and Reforms, op. át:, Stabilipation o f Eocal Governments. 
Local Governments in Central and Eastern Europe. Volume 2., ed. Emília KAN15EVA, 
Budapest, Local Governm ent and Public Service Reform Initiative, O pen Society Institute, 
2001; (2001) DevelopingNeiv Rules in the Old Environment. Local Governments in Eastern Europe, 
in the Caucasus and Central Asia. Volume 3., Igor MUNTRANU, Victor PORA, Budapest, Local 
Governm ent and Public Service Reform Initiative, O pen Society Institute, 2001.
6 M. L a y ig n e ,  The Economics ofTransition: From Soáalist Economy to M arkét Economy, Basingstoke, 
Palgrave Macmillan 1999; ÁGH A., Ferf.N C Z A., MOCSÁRI, J., Public Polig-Making in the E U  
after Enlargement, Budapest, ‘together fór Europe Research Centre and Foundation’, 2007.
7 Agnieszka PAWI.OWSKA, Katarzyna RAD'ZIK, Institutional Models o f Eocal Eeadership -  
Comparative Analysis, International Journal o f Public Administration in Central and Eastern 
Europe 2 (2007), 45)
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3.1 Content of resolutions on administrative reforms

The governm ent made 36 resoluüons on reform or m odernization m Hungary 
between the years o f 1990-2004.8 According to a primary analysis9 the m ost 
often focused issues are as follows:

reform  o f  Iocal and régiónál branches o f public admimstration 
deregulation
preparation o f reform  on State budget 
inform ation technology in public administration 
developm ent o f personnel
unification and simplification o f  administrative processes in individual 

administrative matters
In  tliis list o f  tasks new forms o f  instruments (like IT, deregulation) are 

mixed with traditional reform  initiatives. In the 90-ies other issues are nőt reallvj
focused on new direction o f strategies such as New Public M anagement and 
further orientation. However, focus and weight o f NPM -related instruments is 
increased gradually. It means, NPM -orientation is simply1" that rule-based 
bureaucratic systems are sílifted to goal-oriented, flexible structures in public 
administration, m onopoly o f career system in public personnel is m ore and more 
supplemented by individual contracts based on management requirements, in 
budget moving from incremental instruments to result oriented arrangements.

Hajnal analyzed” somé o f the m ost im portant governm ent resolutions 
from  the point o f view o f  representation o f NPM  characteristics. The results o f 
data basis show the spread o f managenal im provem ent o f  the public sector at 
the national level as a pohcy orientation on developm ent o f public 
administration in Hungary. The content and weight o f new measures is 
presented by the Table 3, Annex. Traditional bureaucratic measurem ents are 
existing together with managerial instruments. The m ost frequent elem ent is 
linked to enhance o f citizen satisfaction, i.e. spreading o f citizens’ charters, 
one-stop-shop, questionnaires on administrative quality level, developm ent o f 
front office. A nother focus point is to improve quality o f regulations, i. e. 
adding compulsory cost-benefit analyses, revision o f im plem entation, and

8 The first comparison was made by Lúczi J. in the Hungárián Institute o f  Public 
Administration, Budapest, 2005.
9 SlVÁK J., Helybenjárás vagy lépésváltás? (Trendek és kényszerek a közigazgatás korszerűsítésében), 
Magyar Közigazgatás 55 (2005/1).
111 W. JANN, C. RlilCIIARD, TLvaluating best practice in Central government modernization = Evaluation 
in Public-Sector Reform: Concepts and Practice in International Perspective, ed. H. Wolmann, 
Cheltenham, Edward Elgar, 2003, 41.
11 HAJNAL Gy., Country profilé -  Hungary, Conference paper, NISPAcee 14th Annual Conference, 
11—13 May 2006, Ljubljana, Slovenia, Working Group on Public Sector Quality, 2006.
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decrease o f  ad hoc elements is preparation process, policv orientation. H um án 
relation m anagement is alsó preferred m ore and m ore in personnel 
management. Performance related salary svstem, reform  o f  selection process, 
weakening o f fixed career based system is preferred in resolution on reforms.

The survey cited does nőt refer on implem entation o f thcse measures. The 
direct experience that is ven ' contradictory. Firstly, these are nő t really 
implemented. Then the individual measures are dropped in an absolutely 
indifferent environm ent, so effects were very invisible. However, w hat is 
relevant in the context o f  diis presentation that a symbolic content o f  changes 
is quite characteristic. It emphasizes wcights o f  governm ent policies.

3.2 Initiatives of local governments on reforms

A nother empirical study12 is about frequency o f N PM  practice in Hungárián 
municipalities. The Hungárián system o f local governm ents is very fragmented. 
The largest municipality is the Capital, Budapest, 1.7 millión inhabitants. The 
least ones have no m ore than 50 0 .  So, the public is very different in different 
places.

The Table 3, Annex lists the m ost popular techniques adapted local 
governm ents as managerial tools. Mayors have been asked in a representative 
sample about practicing o f different managerial tools. Issues were selected as 
follows from  the m ost popular to lesser ones:

— E-governm ent
— Organization analysis
— BPR (business process reengineering)
— Im pact analysis
— ISO
— IT (bureau w ithout paper)
— Program  budgeting
— CAF

The practice o f  these managerial instrum ents is relatively wide. Local 
governm ents have different sources o f  applications to strengthen abilities in 
order to m odernize their administration. Many times their ability is applicable 
in different networks with European countnes. These kinds o f  incentives are

12 H a jn a l  Gy., My önkormányzati működés korszerűsítésének irányai és lehetőségei, Kutatási jelentés 
[Final Report], Magyar Közigazgatási Intézet, Budapest, 2007.
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good enougli to develop the expected directions. Local governm ents seem 
m ore innovative than the national governm ent in this country.

Naturally, w ith higher capacides, the options fór innovation are better. It 
alsó seems from  the table, the larger the community the m ore innovative 
character is to  managerial instrum ents listed. O n the other hand, municipalities 
with larger capacities have m ore chance to realize managerial initiatives more 
consequently.

Practically, the problem  o f  symbohc policy makmg and média pohcy is a 
reál danger even at this level. Mayors and other officials are very prepared to 
answer by questionnaires to interviewers. However, in the practice, quite a lót 
o f  m isunderstandings are taken piacé concerning managerial reforms. Many 
tirnes only the used words are contem porary, bú t the practical issues follow a 
very traditional view in bureaucratic administration.

All-in all municipalities are essential elements and representatives o f the 
changing paradigm  o f  pubhc administration even in at the East-Central 
European  countries.

3.3 R ecent trends: new projects

In the ongoing cycle o f  the E U  budget, different programs are working at the 
country level linked to  the m odernization o f public m anagem ent systems. One 
o f  the m ost im portant reform s focuses the state as a whole from  budgetary and 
functional po in t o f  views. The second aims the developm ent o f  E-governm ent. 
It is based on  m ore than 10 year experiment in legal reguládon in this direction. 
Between 1993 and 2006 at least 13 laws and governm ental decrees focused 
different aspects o f  informatics in administrative practice in the country.

T he third branch o f  projects is on personnel. These may be the m ost 
contradictory ones. Dow nsizing is linked to the increase o f perform ance just in 
recent years. Many o f  experts are ambiguous about it, because symbohc, 
political elements are mixed with professional arguments. Expectations are 
quite confused about it.

4. Concluding remarks

From  many respects international trends are followed in reform s o f  pubhc 
adm inistration. C om m on characteristic directions are coloured by national 
speciahties. In the m ost recent decades pubhc managerial tensions seem to base 
on too  fást changes in the Hungárián developm ent and there are stmilar
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circumstances and trends in other East-Central European countries, and 
similar in other Eastern regions.11 New managerial tools and measurements 
have been introduced to  quite an underdeveloped institutional environment. 
Results and conflicts are arising from the different sides o f  the same 
developm ent process o f the existing governing practice.

We m ust note, however that adopting the whole local governm ent svstem 
is nő t globálisadon interest, purely the interest o f a norm -setting m inim um  of 
globálisadon. Two furtber aspects follow: on the one hand m aintaining the 
globahsation interest with respect to territorial local governm ent is only feasible 
to a certain degree. O n the other hand, considering the advantages and funds 
arising from  adopting the model, the will to adopt it is mainly there in the 
transitional countries, even though their civilisadon context would suggest 
otherwise. O ften a sort o f “alibi pattern adoption” results from  the unique and 
limited scope o f  interest. In o ther words, the adoption is realized to the 
minimum  extent required in exchange fór the gained benefits, bú t the 
transference does nőt become systemic. O ften it cannot even do so, since 
global impacts clash with tradidonal strucmres in a destrucdve way.

11 H o r v á t h , Humptj Dumpty..., op. át.
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A nnex

Tab/e 2

N P M -rela ted  m easures in m orc sp ec iílc  govern m cn t reso lu dons on adm inistratívc
reform s in  H ungary
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1026/1992 0 0 0 1 0 0 0 0 3 4 40

1100/1996 0 0 0 2 1 2 0 1 0 6 34

1052/1999 1 4 1 1 1 0 0 3 0 11 34

1057/2001 1 3 1 o 0 0 0 1 4 12 52

1113/2003 1 0 0 0 0 0 0 5 0 6 22

1052/2005 0 0 2 0 0 0 1 3 1 7 12

Totál: 3 7 4 5 3 2 1 13 8 46 194

Soutcc: HAJNAL Gv., Countty profilé, op. dt.
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Tabie 3

N P M -rela ted  techniqucs in  loca l g overn m en ts in  H u ngary
(%)

Settlements as seat o f municipalities Totál

Capital
distnct

Cities \vith 
countv 
rights

Over
10,000

inhabitants

2,000 -  
10,000 

inhabitants

Up to 
2,000 

inhabitants

E-government 71 92 38 31 28 18

Orgaiiization
analvsis

59 50 50 32 23 26

BPR 41 33 43 34 18 22

Impact analysis 59 33 36 27 19 22

ISO 82 75 44 22 15 18

IT 41 50 27 17 13 15

Program
budgeting

41 25 18 13 10 11

CAF 47 17 24 15 6 9

Source: HAJNAL Gy., önkormányzati működés..., op. át., 11.


