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New Trends in Information Technology

In the early 1980s we watched the micro-
computer revolution happening. The new
services in telecommunications and the new
products designed for the end-user gave rise
to a new impulse in the information society.

Today the trends in information technology
(IT), in society, in general, and within or-
ganisations, are dictated by the convergence
of technology, the appearance of standards
and open systems, wide and local area net-
works, orientation towards end-user needs
(availability of user driven systems with 4th
generation languages), CASE products and
the economic feasibility of information as a
resource.

From a technological viewpoint, computers
are becoming smaller, faster, cheaper and
more compatible, and simultaneously, the
organisational culture is changing from a
computer-centred into an information-
centred attitude.

Information is the primary characteristic of
our society and computers can no longer be
‘merely seen as calculating machines as they
used to be in the beginning; now, a com-
puter is a physical machine capable of pro-
ducing, modifying and combining symbols
which carry out logical processes in a simi-
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lar way to the human mind. Information
technology has grown out of a technique
used in scientific calculations confined to a
small circle of experts, and is now a social
reality in which people from industrially ad-
vanced societies take part.

Within organisations, the role of computer
is changing from an administrative and
operational level into a more tactical and
even strategic level.

From centralised data processing (DP) in
the past, to end-user computing (EUC)
nowadays, passing through the management
information systems (MIS) in the 1970s, not
only several (fashionable) steps were
climbed, but also a deep cultural change has
occurred within organisations. Authority re-
lationships are being replaced by informa-
tion relationships and the end-user began to
know how to use new technological tools
and work with their own data.

In practice, what we see in organisations in
general, and in Portuguese public admin-
istration in particular, is the overlapping of
those three stages. There are public services
that handle only routine tasks under a data
processing perspective; some handle historic
data and well-structured transactions in cen-
tral databases from a MIS point of view;
others are “islands” where end-user com-
puting proves to be quite successful.

What is Modernisation?

Modernisation is a rather diffuse concept,
but the word occurs frequently both in po-
litical and administrative vocabulary. Per-
haps it is just a sign of hope in a world
where bureaucratic and technocratic solu-
tions have failed by themselves.

Over the past ten years there was an attempt

to commit organisations by stimulating new
energies, according to a different interdis-
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ciplinary perspective of social and economi-
cal change and development.

If the word modernisation can be used as a
political slogan, it should also be under-
stood as a new social phenomenon; this ap-
plies particularly to developing countries
that are trying to approach more advanced
patterns in the international context, where
the new trends of development are led by a
few central and powerful countries, which
everyday create new patterns and needs for
a modern world where technological com-
petition exceeds all classical ideologies.

All countries, even the traditionally under-
developed, want to modernise according to
the economical, social and technological
patterns performed by a small number of
more advanced countries like Japan, USA
and northern Europe.

Those patterns of modernisation go beyond
national frontiers and are becoming an in-
ternational phenomenon offering political
advantages.

In the second half of the 1980s we notice
some specific trends in administrative mod-
ernisation:

B Service and client-orientation;

B Business-like and result-oriented man-
agement;

B Public participation;

B Better and more information to the
citizens;

B Deregulation and less control of soci-
ety;

B Easier procedures to the users;

B General use of information technology.
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Like other countries, Portugal is trying to
pursue this “image of the future” already
cemented and practiced by others.

Imitation may prove itself to be dangerous
and we should not see the administrative
modernisation as a fashionable objective in
itself, but as an instrument of social and
economical policy, supporting de-
centralisation and the democratisation of so-
ciety.

Social, political and technological condi-
tions in Portugal were deeply changed in the
last fifteen years. Having lived in a power-
centred society characterised by a central-
isation of resources, uniformity and submis-
sion, today we feel the influence of a young
democracy and of the new technologies, not
only where de-centralisation and de-
concentration of power are concerned with,
but also in terms of co-operation and diver-
sity of values in society. These are the rea-
sons for favourable conditions fo: admin-
istrative modernisation in Portugal.

The “Client-Oriented” Modernisation

A fundamental change is occurring in Por-
tugal which is common to all administra-
tions and which goes beyond the particular-
ities of each country. The modernisation of
public administration is beeng considered
not only as a critical goal for politicians but
also as an essential component of social and
economic policy, since old fashioned,
ineffective or inefficient public administra-
tion is a potential drag on social and eco-
nomic development.

Public administration is the major actor in
the economy as a supplier and a consumer,
provides administrative expertise to political
decision-making, is responsible for the de-
livery of social or economic services and
regulatory activities and interacts daily with
private businesses and citizens whose de-
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mands for better services are becoming in-
creasingly vocal.

A new context for public and private inter-
actions has appeared. The rapid pace of
change in technology and the evolution of
roles and responsabilities of government are
incompatible with static methods and struc-
tures, based on values and practices of the
past.

The complexity and intensity of the inter-
action with the public and service quality
improvements carried out by the private
sector have created an unavoidable pressure
on administrative modernisation, expressed
in the “client-oriented” approach.

Service quality is very important for both
the regulatory and performing productive
roles of public administration and clients
clamour for it.

The notion of “client” is generally mingled
with “public” or “general interest” notions.
This new outlook - “administration as a
service” must respond to the specific public
it serves, because “the client is the King” for
whom public servants are working.

Administration as a service is a new man-
agerial approach quite distinct from the
classical administrative model characterised
by the simple application of formal rules
and administrative routines. Administration
as a service challenges the traditional public
administration culture, focusing on the
achievement of results and policy goals, and
by dealing with the complexity of its inter-
actions with clients.

Public service is required to deliver a whole
variety of services to the community. Qual-
ity and speed of service, personalised cour-
tesy and efficiency of public servants are
crucial to the new image of public admin-
istration.
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Portugal is now laying a particular emphasis
on public-oriented information systems,
providing citizens with the information they
need, using a simple language and in an
accessible form.

Practical steps have already been taken to
provide useful information to the public,
and a general information policy is unfol-
ding within all administrative departments.

Introducing Change with IT

IT can be used to break off the vicious
circle of bureaucracy, however we can re-
inforce the bureaucratic model and its
closed system just using IT as an electronic
routine task with the same mechanical rules
and with the same social attitudes.

Max Weber described the bureaucracy as
“the rational solution to the complexities of
modern problems”, because this type of or-
ganisation could exceed the limitations of
individual “computational” and decision-
making.

The State can be seen, according to a cyber-
netic model, as a machine for processing
data on information, communication and
decision-making in political behaviour.

It is not difficult to find some similarities
between bureaucratic rationality and central
data processing, self-oriented and computer-
centred. But as traditional bureaucracy
doesn’t resist to the changes of the environ-
ment, data processing is changing its role
and its style of doing things within the or-
ganisations.

From a self-legitimised data processing simi-
lar to a closed bureaucracy to the new
information-oriented approach, organisa-
tions are becoming more and more mature.
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The organisational impact of IT are in gen-
eral summarised in those areas:

B New, better and quicker services to the
public;

B Decrease of service costs;

B De-centralisation and de-concentration
of function and services;

B Decrease of the importance or change
in role of middle management;

B Better conditions of work and valorisa-
tion of public servants.

We are not prepared to give clear indica-
tions of such IT effects on Portuguese public
administration but nowadays nobody be-
lieves modernisation can be achieved with-
out IT. I must stress the fact that during the
last year about 25% of the administrative
modernisation projects were related to the
information technology.

The change process with IT must be explic-
itly carried out with persevering strategy and
diplomacy.

In general, no formal effective strategic
model exists, but we believe that change
must be “self-motivated” and based on a
“felt need” contact between the user and
the designer or implementer, built on mu-
tual credibility and commitment.

A broader strategic process is rarely success-
ful in public administration owing to its
typical social inertia. On the other hand,
small successes and limited tactical deci-
sions are better for heading up to strategic
and global orientations with a logical in-
crementalism approach.

From the classical “Down and Out” ap-
proach based on a top managerial state-
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ment, lengthy design stages and a formal
system for planning and project manage-
ment, to the “Up and In” approach with
small groups, face-to-face involvement and
participative management, 1 believe that,
like in all transformation processes, admin-
istrative modernisation must be implement-
ed with paradoxical systems seach as “Down
and Out” and “Up and In” together, be-
coming “Down” from the hierarchy and
“In” from the people as much as possible.

We must use the power from the top and an
external control from the citizens, because
we need one clear direction to attain a le-
gitimacy in society, being necessary to solve
conflicts and differences of priorities, objec-
tives and values. But we must motivate the
bottom by limiting the scope of the projects
and reducing the number of players in-
volved in each problem.

Innovative systems create a feeling of uncer-
tainty and disturb the present security; that’s
why resistance to change can be seen rather
as a positive signal and a legitimate reaction
that should be encouraged so that it can be
openly responded to. Refusing to acknowl-
edge what is happening or ignoring the signs
of change is more perverse than explicit re-
sistance.

Like one of the main rules of marketing,
change agents involved in information tech-
nology should “make the user want to buy”
rather than “trying to sell”.

Planning and Designing the Needs of Public
Administration Clients

There is a strong relationship between mod-
ernisation goals and strategic IT planning in
the light of IT opportunities for delivery of
better services to the community.

Appropriate planning and design method-
ologies are needed for establishing strategic
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goals with shared visions from the political,
administrative and technical points of view,
concerning the needs of the client and their
relationship with public administration.

Relationship between
modernization goals
and IT planning
Political, administrative,
RIS ﬂ and technical shared values
l
E Client=oriented
: culture
z = =
y Social .| Planning and design
\ | experimentation [V l client needs with IT
B beiend Social and techaical
""""""" reward

JFIGURE 1: Relationship between
Modernisation Goals and IT Planning

Traditional ideas about systems design re-
quire the definition of the product, as to
information needs, before its implementa-
tion. When we think of applications devel-
opment for the public, we need a certain
kind of social experimentation of prototype
systems with constant feedback from, and
adaptation to the citizen’s needs.

But will it be possible to try this social ex-
perimentation, when the majority of Por-
tuguese citizens don’t have any IT culture
and computer experience?

Providing better services and better commu-
nications to the citizen are perceived as the
main objectives of administrative modern-
isation and the recent improvements of IT
may reach those strategic objectives.

IT in public administration has a great po-
tential for enhancing service delivery and to
meet its client’s needs, in a better way espe-
cially if we think of recent knowledge repre-
sentation with artificial ihtelligence, hyper-
text, computer animation, icon-oriented in-
terfaces, and so on.
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Within a wide scope of general information
to the citizens with classical databases like
“who does what”, addresses, opening hours,
rights and obligations ezc., we may also
speak in IT terms of inferring the right an-
swer to a specific citizen’s problems directly
to him or through the public servants.

Client-oriented
culture in PA
I IT culture in socicty >
IT as an instrument
in public ofices
as an agent
in public "kiosks"

FIGURE 2: The Evolving Réle of
Information Technology

The evolution from IT as an instrument of
public servants facing the public, to IT as an
agent in public “kiosks”, requiring a citizen-
machine relationship, implies especially a
very difficult cultural revolution, and it
seems very far away in practice, in spite of
technical improvements in IT to the public
(videotext, interactive video, intelligent in-
terfaces etc.).

Strategic Planning for IT and Political
Classes

Nowadays the majority of the political class
comes from a formal and legal culture and
often ignores the IT opportunities for ad-
ministrative modernisation. Nevertheless we
may profit from the opportunity of a certain
modern fashion of IT to improve and renew
a politician’s image.

An important step has already been taken
with the intended implementation of the
Government Information Network (RING),
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wich will allow politicians to have a new
outlook on IT possibilities.

Time is a very important resource when we
cope with social and organisational changes;
the political time is different from the limits
of time required in the change process. Poli-
ticians have legislative horizons to show
things done, but organisations and society
are in a continuous change, sometimes with
unexpected results.

Strategic planning for IT in public admin-
istration has to cope with tactical political
programs, dealing with their opportunities
and constraints and including uncertainty in
a theoretical structured methodology. This
is a dilemma for the desired divorce be-
tween technicians and politicians, and be-
tween natural and rational patterns in social
and organisational process.

Unfortunately most politicians treat infor-
mation technology just as a support service
and delegate it to EDP departments.

IT can no longer be the exclusive territory
of EDP or IS departments. The political
class must be directly involved in the man-
agement of the new technologies.

Politicians must accept that IT is more than
mere computers because it has acquired
strategic significance and is affecting all pub-
lic administration and its relationship with
the citizens it serves.

A new language is being used by Portuguese
policymakers, more business-like and client-
oriented. The need for budgetary restraint
forced the improvement of service quality
and increased responsiveness, changing pub-
lic attitudes towards public administration,
with positive reflexes on administrative
modernisation using IT.
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However, there is in Portugal a lack of po-
litical and strategic direction for administra-
tive modernisation in general, and for IT in
particular, owing to four central agencies in
existence, related to modernisation tasks,
each depending from a different member of
Government, and the IT co-ordination is
slotted with taxes and customs affairs.

PRIME
MINISTER
Sec, of State l Sec. of State
Administrative Cabinet of
Modernization Mini s
T T
oFr
GENERAL PROXOTION PINANCE TRALEING
AND COORDINATION -
Sec. of State
Budget
Instituto
* d.o EUMAX XXSOURCIS
Informatica ARD STRUCTUAES

FIGURE 3: Government Agencies Involved
in Administrative Modernisation

The Co-ordination of IT in Portuguese
Public Administration

The use of data processing in Portuguese
public administration goes back to 1948, in
the National Bureau of Statistics, and the
first database of Portuguese population was
available in 1969 in the Ministry of Justice,
when the automation of national identity
cards started.

Since January 1972 the Portuguese public
administration has been particularly con-
cerned with the use of new information
technology as an instrument for modernisa-
tion. The first step was the creation, in the
Cabinet of the Prime Minister, of the Inter-
ministerial Commission for Data Processing
(CII), and in 1973 the creation of the Sec-
retariat for Public Administration with spe-
cial duties in the formulation of data pro-
cessing policies.
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With the Revolution of 1974 in Portugal, the
Interministerial Commission for Data Pro-
cessing was suspended and the Secretariat
for Public Administration was replaced by
the General Directorate for Administrative
Organisation (DGOA), as far as their data
processing related duties are concerned.

Since 1977 this central agency controlled
computer purchases in public administra-
tion and in 1980 settled the foundations for
a General Strategic Planning for Data Pro-
cessing, including de-centralised depart-
ments for managing each ministerial sectoral
plan.

In 1982 the 2nd Interministerial Commis-
sion for Data Processing was created, and
the first Strategic Plan was presented to the
Government in 1984, including horizontal
policies for hardware, communications, hu-
man resources, financing, standardisation,
security erc., and ministerial plans for Edu-
cation, Justice, Finance, Health, Transporta-
tion, Defence etc.

In spite of its strategic importance, this Plan
was not approved by the Government, in
part because of the then prevailing political
instability.

In 1985 the Secretariat of State for Public
Administration was extinct, including the
General Directorate for Administrative Or-
ganisation, and their attributions, concern-
ing computer affairs, were then handed over
to the Instituto de Informatica.

Thus, since 1987 the Instituto de
Informatica is the central agency for IT in
Portuguese public administration, in spite of
its performance over the past ten years, as a
central department of the Ministry of
finance for applications development and
data processing.
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The technological capacity of the Instituto
de Informatica and the strategical outlook of
the former General Directorate for Admin-
istrative Organisation were sufficient to war-
rant success for this new central agency, but
its dependence on the Secretary of State for
Tax Affairs doesn’t seem to be the best po-
litical choice, according to the important
challenge that the administrative modernisa-
tion with IT represents.

Simultaneously the Secretariat for Admin-
istrative Modernisation (SMA) was created
in 1986; it depends directly from the Prime
Minister, and four main priorities inspire its
Plans:

B Service to the citizens;
B Qualification of the public servants;

B De-bureaucratising and de-
concentrating;

B Management of resources.

The role of the SMA is to promote and
sponsor projects of modernisation not only
in central agencies like the Instituto de
Informatica but in all services, specially
those dealing more directly with public.

The Secretariat for Administrative Modern-
isation is trying to pursue a political strategy
of change, by gradually promoting modern-
isation and some global reforms within
operational departments without imposing
solutions to them. This strategy is supported
by the Prime Minister himself.

The Role of Public Finance Management

Issues related with administrative modern-
isation and with finance management reform
are brought into a close relationship as this
was the core of the traditional public man-
agement in Portugal.
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The existing public finance management sys-
tem is still largely based on legislation made
during the ancien regime according to cen-
tralisation principles and requiring prelimi-
nary and detailed controls from several cen-
tral and redundant agencies.

A profound reform is under preparation as-
suming a renovated framework of modern
methods of management and simultaneously
an increased degree of responsability for top
public administration managers. In the
meantime we have already acquired a large
IT experience in budget preparation and in
budget implementation as well as in public
expenditures control, using fourth genera-
tion language and user-oriented systems.

Besides, an important tax system reform is
in progress supported by sophisticated IT
methods and resources.

In the second part of this communication,
my colleague Paulo Azevedo (Deputy Gen-
eral Director for Taxes) will present you the
first results of this important experience.

This is an extensive administrative reform
using Information Technology as an instru-
ment for bringing the public administration
near the citizen.
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