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3" SESSION OF ROUND OF MEETINGS

Introduction

On June 27, the INA sponsored the third session
of the Round of Meetings, a day given to the topic
of innovation in Public Administration, concluding
the set of initiatives planned for 2018.

The session “Innovation in Public Administration
Management” took place in the Cam&es Theatre,
the Pavilhdo do Conhecimento, and the Lisbon

Oceanarium, and was attended by a total of 573

managers and employees in Public Administration.

Both plenary sessions and workshops were held,
contributing to the discussion on one more of the
topics which, under the slogan “Building today the
Public Administration of tomorrow”, have enriched
our reflections on the bases of policy laid down by
the Government for Public Administration.

This was an initiative bringing together the areas
of the Presidency and Administrative Modernisation
with that of Finance. It was attended by the
Ministers Maria Manuel Leitdao Marques and Mario
Centeno, as well as by Prime Minister Anténio
Costa, who jointly announced the launch of the
System of Incentives to Innovation in Public
Management (SIIGeP), for which the Ordinance
was published that same day.

Fatima Fonseca, Secretary of State for Public
Administration and Employment, closed the
morning session, reviewing and highlighting the
conclusions of this and preceding meetings.

Itis clear that Public Administration currently
faces challenges requiring constant adaptation
and the introduction of innovative practices and
methodologies so as to respond to the needs of
citizens and businesses. It is, therefore, both
necessary and desirable to discuss the already
available management tools and to rethink what
is possible, since only thus will it be possible to
find mechanisms for continuously upgrading public
services and raising their levels of qualification,
and to ensure the country's appropriate and
sustainable development.

This brochure makes available the meeting’'s main
conclusions. By bringing together Portuguese and
international experts, employee representatives and
the general public, it has contributed significantly
to a comprehensive reflection on the challenges,
in the area of innovation, which Public Administration
faces.






OPENING SESSION

MINISTER FOR THE PRESIDENCY AND ADMINISTRATIVE MODERNISATION

Maria Manuel Lettao Marques

Innovation in the public sector is not something
that has emerged in recent times. Even without
this term in our vocabulary, we often, in the past,
made innovations in all areas of government,

even introducing revolutionary projects such as
Lojas de Cidadao (Citizen's Bureaus) or Informacdo
Empresarial Simplificada (IES, Simplified Businesses
Information). | might also mention some of the

1 200 Simplex measures which, in close to 10
years, have likewise brought many improvements.

“We need to innovate continuously in
how we work and how we provide public
services.”

Why do we speak today so insistently of innovation?
Firstly, because our services' users pressure us,
demanding more and better public services:
mobile phone notification when their Cartdo de
Cidadao (Citizen Card) is about to expire, more
online or personalised services.

Secondly, because technologies allow it and are
increasingly available for improving the efficiency
of our services: interoperability between systems
of different services, so that we do not have to
request the same information more than once,

or Artificial Intelligence so that, with the information
we already have, we can act preventively.

Thirdly, because we need to improve efficiency;
the challenges facing Public Administration cannot
be solved using the same methods to which we
grew accustomed in the past. And shortage of
human and financial resources is a reality which
we must continue to deal with. We have to do
more and more, better, and often with less
resources.

Citizens and businesses look to us as the
guarantor of their rights and as providers of
services essential to their life and activity.

The public sector cannot lag behind the private
sector, nor does it have to.

How, then, can we be more innovative? Firstly,

by integrating more knowledge, from investing in
training to establishing partnerships with research
centres and universities, as in the recent tender
for the development of Al solutions for PS, which,
surprisingly, had about 50 applications.

Secondly, by trying out new solutions. In order

to help PA become more innovative, to investigate
problems, to think of scenarios for solving

them, and to test them before disseminating

“Innovation does not belong only to technology and to the private sector.
The public sector needs innovation as much as or more than the private,
because it must continue to be relevant and to provide quality services.”



them, we created LabX in 2016, a safe space for
experimentation, with a team available to all,
where we can be more ambitious, fail, and learn
to correct our errors, to aspire to be the bestin
what we do.

Thirdly and lastly, we can be more innovative
by attracting new ideas from inside and outside
PA. And who better than those who experience
citizens' challenges, and feel and hear their
complaints and suggestions? Permanent
openness to suggestions for improving services,
in the context of Simplex and other initiatives,

is important.

That is why we have announced today that we
will reward those who excel, who innovate, in
public administration management. Innovation,

is not, nor can it be, a service outsourced to
private experts. Nor can it be merely an annual
event, a competition, or a procedure for
collecting suggestions. It must include these
things, which are very important, but it must go
further. Innovation must be a change in culture
and a new way of operating. It must be in your
organisations’ DNA, in the DNA of the whole Public
Administration, from the internal management
of services’ day-to-day affairs to the front-office
provision of services to citizens.

“Innovation must be the new normal
in Public Administration.”

INOVACAO

ADMINISTRAGAD PUBLICA

KEYWORDS

Innovation | Public Service | Efficiency | Quality | Partnerships | Experimentation | Attracting Talent

Simplex



OPENING SESSION
MINISTER OF FINANCE

Mario Centeno

The topics of these meetings - Occupational Health
and Safety, Career Paths and Skills, and Innovation
in Management - correspond to the three bases
for intervention established by the Government

in order to build organisational capacity in public
services: enhancing the value of employees,
developing positive work environments and
improving public management.

Public Administration faces challenges that demand
constant adaptation and require the introduction
of innovative practices into its operations, since
today's public administrations are not those of
the past, nor will they be those of the future. At their
heart they have, and will continue to have, a core
of values and principles, such as the defence of
public interest or the safeguarding of the Rule

of Law, but the way in which they pursue their
objectives, how they are organised, how they are
managed and how they provide services, has
changed radically and with unprecedented speed.

“Innovation is not a fad but a matter
of survival for all organisations, public
or private, large or small, in all areas
and locations.”

Fostering innovation in the public sector

is one of the objective of the Programme of the
XXI Constitutional Government and has been
pursued through various initiatives.

The Public Administration transformation strategy,
based on the pillars of enhancing the value of civil
service employees, creating and ensuring good
working conditions, and improving organisation
and public management, provides the fundamen-
tal conditions for fostering innovation as

a cross-sectional ability in all public bodies.

The great challenge facing public bodies today is
to develop work environments and models which,
together with leadership that provides motivation,
will allow workers to identify problems, formulate
ideas, devise proposals, implement projects,
evaluate outcomes, and share knowledge more
collaboratively.

“Innovation demands vision, foresight,
creativity, collaboration, adaptability,
qualifications, persistence, experimentation,
evaluation and sharing.”

It demands effective leadership, that encourages
and embraces innovation. Leaders who foster and
actively participate in the creation of work
environments that enable employees, leaders who
are motivated, who motivate others and who set
an example.

A good proportion of our Administration’s leaders
are present at this meeting. We set this challenge
to each and every one of you: be the catalysts for
innovation potential in your services.



To support your action, the Portuguese Government
has created the System of Incentives to Innovation
in Public Management (SIIGeP). A system aimed at
direct and indirect central administration, with the
objective of stimulating innovation in giving grea-
ter value to human resources, work environments
and management models.

By means of innovation initiatives in the improvement
of work environments, well-being at work is the
goal, resulting from the implementation of
mechanisms for balancing professional and
personal life, of occupational health programmes
and of improvements in the management of
absences due to illness or work accidents.

These initiatives focus on fostering collaborative
work and cross-sectional management within a
given body, between bodies in the same area of
government or between bodies in different areas
of government and other public administrations,
but also on the simplification of processes.

“The system here announced (SI/GeP)
is based on three types of incentives:
Training, Experimentation

and Recognition.”

Training for innovation includes training courses,
professional experience in innovative international
institutions, or other similar incentives to
strengthen the innovation skills of leaders and
employees.

Experimentation entails the development

of innovation projects aiming to test new
management models with precise objectives for
improving the functioning of public services.

The experimental projects may involve the
temporary suspension of legal regimes in force,
through the appropriate legal instrument for
this purpose and for the duration of the project,
by introducing the procedure for the “right to
challenge”, a concept used in other countries to
test solutions not provided for in law.

Recognition will be achieved by awarding
innovative management projects which show
measurable results.

Preparing Public Administration to serve the
country demands concerted action by all,

in particular political leaders, managers and
employees. For everyone to play their part

in a collective project that must unite us all.

A challenge that demands commitment, creativity,
persistence and belief in the future.

KEYWORDS
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Positive Work Environment | Public Management | SliGeP



OPENING SESSION
PRIME MINISTER

Antonio Costa

About twenty years ago, when | was in charge

of the Expo-98 folder, | inaugurated the first
School in Parque das Nagbdes, in Lisbon. Itis a

very beautiful and unique school inspired by

the oceans, with waves and shaped like a whale.
During the inauguration, | asked the architect in
what studio he worked and he told me that he
was an employee of the Directorate-General for
School Buildings. I tried to hide my surprise, which
the architect nonetheless picked up on: “yes, |
understand your surprise, but on this occasion

| had the freedom to design the project which |
truly wanted for this school”. This was a significant
lesson | will never forget: there is no innovation
without creativity.

“There’s no creativity without freedom.”

With this example | want to make it very clear
that | defend that, for Public Administration to
innovate, there must be freedom at its core.

Public Administration is no more conservative by
nature than any other element of society. There
is no genetic reason for someone working at

a company to be more innovative than someone
working in Public Administration.

The big difference between those working

at a company and those working in Public
Administration is that the latter are usually overly
constrained by legal regulations. And constrained
by an internal control system that is generally not
very efficient, and suppresses freedom, creativity
and the ability to innovate.

“If we want innovation in Public
Administration we must stimulate

it and promote the “right to be
challenged”: so that every employee
and manager can propose initiatives,
as well as take the initiative, striving
to do more and better.”

We often complain that whenever someone
proposes some change they come up across

a red light: “no, that's not possible because we
have always done it this way”. We can make this
light turn green and move forward, ushering in
progress, and fighting the old reflexive habits of
always doing things the same way. The solution
is not only to allow but also to encourage people
in Public Administration to do things differently.
Motivating them to innovate and change.

Change is a process. Some think that state

reform happens instantly, at the press of a button,
a sort of Big Bang where we wake up one day

and everything is different. Reality is different.

| do not believe in Big Bangs or magic wands that
solve problems overnight. Change is evolutionary,
constructive, a continuous process in all its
dimensions.

Some transformations, especially in the past, were
top-down. Fortunately, deep transformation took
place in Public Administration over the years, and



a culture of innovation was adopted. Change
is no longer merely vertical and top-down,
it is multi-dimensional.

Ten years on, it is with great satisfaction that

| note that the overwhelming majority of the
yearly Simplex proposals are put forward by the
Administration itself. And it is this dynamic that
we have to make a permanent part of Public
Administration.

The Incentives System for Innovation in Public
Management (SIIGeP) has this very goal: to
motivate managers and everyone else in the
Administration. It is a clear acknowledgement

of the added-value of human resources, and

a bet on improving work environments, and
developing new management models. It is an
“incentive to challenge” so that pre-designed
models can be challenged and challenge us to do
things differently.

This is therefore also a challenge for the government
itself. We are well aware that for this freedom to
exist within Public Administration, it is essential
that the government, in its legislative and
regulatory capacity give civil servants back their
freedom to create and innovate.

In conclusion, we all have the “Right to challenge”.
Public Administration has the right to challenge us,
and the government has the stimulating challenge
of accepting to do things differently. Challenge us
to do things differently.

Challenge us all to do things differently, and
increasingly better.

Because we all share the same higher goal: that
Public Administration continue to be a source of
pride for each and every one of us in Portugal.

“Let us challenge ourselves.
Let us innovate. Let us improve.”

KEYWORDS

Innovation | Creativity | Freedom | Initiative | Motivation | “Right to Challenge” | SIIGeP
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Marcos Bonturi
Director of Public Governance at the OECD

1. Public administrations are often poorly structured
for dealing with change and constant uncertainty.
This is not to say that governments are not
innovative. Many governments are innovating
and Portugal is a clear example, with several
efforts towards innovation, such as Simplex or
LabX. There are governments that take this aim
very seriously but none have truly attained it,
which exposes the huge gap between what is
being done and what can be done.

2. In the public sector, innovation is not structural.
Governments often innovate in response to a
crisis or rely exclusively on a single leader steering
the change. Innovation presupposes a structural
change in the way Public Administration

is organised, so that is no longer merely reactive.

3. What is and what is not innovation? To innovate
is to do something different or to do it differently.

“A good idea that is not implemented
is not innovation.”

4. When there is real innovation, there are gains
and losses. For example, when a country's existing
tax system changes over to digital systems, there
are enormous gains in efficiency but there are also
those who lose their role as intermediaries in the
chain of administration.

“In the public sector, innovation is a
process that we must manage, support,
facilitate and encourage.”

5. Public services should concentrate on how they
provide services, in accordance with their missions

and objectives, but they must, above all, foresee
and prepare for the challenges of the future.

6. There is no magic formula to create innovation.
It depends on the combination of three factors:
will, capacity and possibility. Innovation is also

a learning process and awareness of the value
that it can add to each employee and the value
that, on the whole, represents to the organisation.

7. The OECD works with several countries in order
to increase the public sector capabilities and to
make innovation more structural, by working

to change the very concept of innovation, so that,
from something ambiguous, it is transformed

into something more tangible, more meaningful,
and measurable.

“It is difficult to measure innovation

and it is even more difficult to measure
its impact. The answer can be on what
separates the problem from the solution,
the difference between what needs to be
done and what is really being done.”

KEYWORDS

Public Service | Proactive Change | Structural Innovation | Ongoing Process | Value



Brenton Caffin

Executive Director of Global Innovation
Partnerships at Nesta

“It is important to recognise that
innovation is not something new;
organisations have been innovating
for centuries.”

8. It is essential to give public administrations
the capabilities to know how to deal with the
challenges they face today. Innovation can be

a vague concept, affected by the personal and
professional experience of each individual;
depending on this experience or on the party
involved, very different visions of innovation and
of how to deal with it may arise.

9. Nesta has drawn up a chart to articulate
different approaches (talent space, solution
space, technology space and intelligence space)
and methods of innovation, examples of which
are people-centred design, behavioural insights,
innovation labs, big data or Open Administration.
People are encouraged to diversify problem-
solving methods, which allow us to identify the
best approach for a given type of situation.

10. Innovation goes beyond technology. It is how
we use it, together with the initiative, imagination
and work of the organisations, that allows us to
innovate in public service and to redesign it.

11. One can explore multiple possible futures,
predict the different foreseeable future scenarios
and, finally, explore the area of problems and
solutions. One must iterate between perceiving
the nature of problem and coming up with
possible solutions, testing in order to see if the
problem has been well understood.

12. The building of skills in the public services of
the 21st century implies empowering people to
learn, experimentation, collaborative work with

the various stakeholders, and involving citizens
more creatively in the designing of public services.

“Innovation is often risky because
it has not been tested.”

13. Leading people in change requires different
leadership, an enthusiastic leadership that gives
time, resources and space to people so that they
can create value.

14. As in the case of Nesta, which has been
developing a skills framework with multinational
and multidisciplinary teams, combining features
ranging from those that can be worked on to
those that are innate to any human being, we
must, when recruiting the workforce of the future,
take into account these characteristics and bring
them into our organisations.

15. The Portuguese Prime Minister stated that
“creativity demands freedom”. Opportunity and
freedom always go hand in hand and there are
many examples in various parts of the world
where this opportunity to innovate has been
created, particularly in Canada and Europe. In
Canada’s Free Agents Programme, people may
apply to and take part in an initiative, being free
to go through public agencies, create their own
projects and form their own teams, and are
encouraged to create public value.

KEYWORDS

Innovation | Opportunity | Freedom | Skills | New Leadership | Experimentation |
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Gongcalo Caseiro
Chairman of the Board of Directors at INCM

16. INCM - Imprensa Nacional Casa da Moeda
(Portuguese Mint and Printing House) is mainly
known for its editorial activity as a national interest
publisher but, in fact, it has four business areas.
The two main areas representing more than 90 %
of its activity are the security printing and minting.

17. An organisation in operation for 250 years must
have some drive to innovate in its culture and DNA
which enables it to adapt to the times. Looking
back about 20 years we realized how different the
INCM was back then compared to how it is today.
In 2000, we made a living from the commaodification
of bureaucracy. We were known for forms, signing
the Official Gazette (Diadrio da Republica) and
printing it on paper.

“The digital transformation marked

a turning point: we internationalized
quality products we had been making
for a long time.”

18. A big transformation took place with the
administrative modernisation programmes, with
the creation of the citizen card, and the electronic
passport in the early years of the Simplex
programme. By 2014/2015, the INCM was
completely transformed.

19. Portugal is known for its citizen card, has one of
the most secure passports in the World and stands
out for administrative modernisation projects. We
had the products and there was an export market.

20. From 2014 to 2017, INCM exports grew at

a rate of 15.5 % to PALOP countries, but also to
Latin American countries. These exports provided
the financial capacity to invest in other areas and in
new products, based on the pillars of trust, security
and the capacity for transformation.

21. Faced with this challenge, we opted for “open
innovation”, partnering up with Universities and
their engineering schools to help the INCM be
disruptive through innovation. Four fundamental
pillars were defined:

- The creation of an “ideas bank”;

- Disruptive innovation requires time, space
and teams;

- The creation of a network to bring the INCM
closer to the free research that is done at
Universities;

- The investment of 1 % of turnover in R&D with
the creation of a EUR 500 000 award, the largest
ever awarded in Portugal in this area.

22. For example, as a result, the citizen card

may already use chips supplied by different
manufacturers, and this is only possible thanks

to collaboration with universities. This is clearly

a winning project, requiring a small investment
for the advantages it brings to public procurement
and competitiveness.

“Portugal can do things as well as the best
in the world thanks to open collaboration,
our culture and our partners.”

KEYWORDS

Administrative Modernisation | Digital Transformation | Disruptive Innovation | Partnerships |

R&D | Competitiveness
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Jon Pierre

Professor of Political Science at the University
of Gothenburg, Sweden

1. When it comes to innovation in the public sector,
one should think of involving people, of identifying
the obstacles to innovation for change and reform,
and ask five basic questions: What is innovation?
Why do organisations innovate? How do
organisations innovate? Why are innovation and
change challenging? And how do we mobilise civil
servants to support and engage with innovation
and change?

2. Innovation in the public sector implies a new
strategy for the provision of services and a new
model for providing these services, discovering
new partners with whom to work and share ideas.
It implies new concepts of public service, new
digital platforms for interacting with citizens, new
ideas about management, employee involvement
and training.

“If a private-sector company fails to
invest in innovation and development it
eventually goes bankrupt. This does not
happen in public organisations but there
are other consequences such as the loss
of legitimacy and trust.”

3. Organisations must innovate because what
citizens expect of public services has changed. The
public sector prides itself in providing services in a
uniform manner; equal treatment of all is its brand
image. But citizens in most countries do not value
equal treatment, they want services that respond
to their individual needs, and we still do not know
how to adapt public services to this reality. There is
also a demand for increased efficiency and reduced
costs with the use of new technologies.

4. We must make a distinction between a top-down
model of innovation and a bottom-up model.
Experience shows that civil servants working at

ADM NISTRAGAD PUBLICA

front desks, for example, know very well what is
practical. But public organisations are extremely
hierarchical, display a division between those who
have power and those with practical knowledge and
this, in itself, is a problem.

5. Public organisations learn a lot from each other.
A recent German study on the public sector in
Denmark concluded that “79 % of innovation in
public organisations is carried out in collaboration
with one or more external partners, most of which
are other public organisations”.

“Innovation implies that employees

are part of the process, so change has
consequences at the level of management
and leadership.”

6. Employees often feel threatened by change,
which is most often imposed without being
properly explained, and they must be involved in
the process and understand what its objective is.

If they are involved and feel motivated, they may
come up with extraordinarily good ideas. Public
managers must give up their monopoly of control,
listen to employees and learn from them, everyone
must understand the reason for change and feel
secure about it.

KEYWORDS
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Ken Smith

Chief Executive Officer and Dean of the Australia
and New Zealand School of Government (ANZSOG)

7.1t is not only important to innovate with the
workforce but also with the community. The main
trends affecting public services and particularly
public-sector education are: Big data and its
analysis increasingly impact how we work, we
receive information and we make decisions; the
decline of trust in public administration that is
occurring globally. The closer administration and
service delivery is to people based on the principle
of subsidiarity , the greater their sense of engagement
and trust will be; the increasing complexity of
technological change makes it necessary to
empower people for this change; demographic
change, with people living longer and healthier,

is in itself a challenge to the workforce, including
creating opportunities to get young people involved
in Public Administration.

8. On the other hand, attitudes towards professional
development are changing. Workplace training,
the acquisition of ‘just in time’ skills and lifelong
learning are more valued by employees; the
profile of the civil service employee is changing.
Employees are increasingly better qualified and
the recruitment process is more flexible; with the
evolution of technologies and the ease of access to
information, citizens demand greater transparency
and value creation.

9. Of the crucial skill set identified by the OECD for
innovation in the public sector, the first, somewhat
controversially, is termed “insurgency”, a purposely
chosen term that goes beyond disruption, and
challenging the status quo. Iteration, data literacy,
focus on the citizen, curiosity and storytelling are
also highlighted.

10. The Dutch writer, Zeger van der Wall, working
at the School of Public Policy at the National
University of Singapore, has identified further

skills needed by public leaders in the 21st century:
Networking, mentoring, involving stakeholders,
digital literacy, design thinking, storytelling,
responsiveness, flexibility, courage,
entrepreneurship and facilitation.

“In Australia and New Zealand, each of
the 10 jurisdictions and 15 universities
network through ANZSOG to develop
public sector skills.”

11. We must continue to invest in people’s training
and development. Awards, and rewards, for public
sector innovation are vital, and are not limited
merely financial incentives.

12. Real leadership draws out the best in its
workforce, gives it freedom and ensures that it
can achieve strategic objectives. Innovation should
not be shut in a cubicle; great changes will occur
when all know what results are expected and feel
respected for their professionalism and ability.

“(...) we must take a step back to see if
we are leading or managing, and | would
prefer us to lead, knowing that this
means total commitment.”

KEYWORDS

Big Data | Skills | Leadership | Training | Personal Development | Insurgency | Freedom



Nuno Bulcao Sarmento

Head of the Planning Division at the
Navy General Staff

13. The Portuguese Navy’s mission is to enable
Portugal's use of the sea, performing 3 duties:
(i) deterrence, military defence and support for
external policy; (ii) security, state authority and
support for civil emergencies, and (iii) economic,
scientific and cultural development.

14.In 2006, the Navy considered it had good
strategic planning but that such planning was not
aligned with its personnel. We opted for the
Balanced Scorecard, hiring a Portuguese consulting
company. From a corporate perspective, the
implementation was a disaster, with conflicts at
top and middle management level. In fact, it did
not work and for one to two years nobody in the
navy spoke of the Balanced Scorecard.

15. In 2009, the problem remained and perhaps
this was the first drive to innovate, the possibility
of failure. The second was realising that, sometimes,
innovation requires looking at the same things
from a different perspective, and finding
consensus between different parties. We contracted
the services of two companies, one specialising

in the Kaplan and Norton balanced scorecard and
the other in project management, for
operationalization. We wanted to help develop

a model and not exactly its implementation, which
allowed for the introduction of some components
of naval culture into the process. This partnership
produced the Navy's strategic policy directive, a
document for internal and external communication.

“You can’t manage what you don't
measure.”

16. In addition to being an interesting
communication tool that promotes discussion
at top, middle and operational levels within the
organisation, the strategic map was developed

as a mechanism for vertical and horizontal
integration, resulting in the creation of an internal
consultancy core to promote full implementation,
with the support of the contracted companies.

17. One of the fundamental components of
innovation was technological integration, with

a continual focus on personnel and the tasks they
had at hand. Each time they were asked to plan
something else or provide additional information,
we sought to introduce information systems that
facilitated such work. An example of this is the
Plan of Activities, currently generated by the plan-
ning system.

“Currently, we have a strategic map that
enables us to isolate an objective and
identify its links to top and operational
levels. If need be, we can “go down” to
project management level and use this
information to support the decision.”

18. Five factors are considered critical to success
in a strategic planning process: (i) commitment
from top management, (ii) creating a sense of
urgency, (i) active leadership that ensures
continuity, (iv) communicating to engage people
and (v) critical organisational mass.

KEYWORDS
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CLOSE OF THE MORNING SESSION

Fatima Fonseca

Secretary of State for Public
Administration and Employment

“Why do we insist on talking about the
old topic of innovation? Because we all
need to innovate.”

Innovation is essential in the private sector but

is no less essential in the public sector. Innovation
is essential to achieve the integrated policy
objectives required for sustainable development
in an ever-challenging world. Objectives demanding
new ways of functioning from the public sector,
across different organisations, using their adaptive
capacities and open to the participation of
employees, partners and customers.

We are speaking of innovation that goes beyond
the traditional paradigms with their roots in the
industrial revolution and in information and
communication technologies. Innovation which,
in addition to focusing on science, technology
and the economy, also addresses the matter of
the institutional change necessary for a more
comprehensive social change. Change that is
founded on ethics, human values, and social

well-being in order to foster sustainable
transformation. A holistic vision of innovation,
comprehensive and collaborative innovation,
driven by a strategic vision.

“Innovation is not a stroke of genius or a
lucky chance, it is a collaborative process”.

In successful innovations, the ideas of some feed
the work of all, and there are at least three areas
in which innovative organisations are proficient:
generating ideas through debate, making inclusive
decisions combining different and even opposing
ideas, and testing and experimenting through
quick implementation, reflection, learning and
adjustment.

“Capabilities are not spontaneous; they
are actively developed in organisations,
with leadership playing a fundamental
role.”

So leadership is essential to activating these
capabilities. A recent Danish study on innovation
in the public sector states that 69 % of innovations
involve politicians, that is real political leadership.
As announced today, the Government can and
must encourage an ecosystem conducive to
innovation and it does so by empowering, by
stimulating experimentation, and by rewarding
innovative practices. That is the role of political
leadership, thus doing its part.

Organisational leadership is, in turn, essential.



Each management team must play its part for
employees to be able to play theirs. | would
venture to summarise this under the three
responsibilities of having the right attitude,
knowing the organisation well, and setting your
path:

(i) Having the right attitude, because no one
innovates by decree. Taking risks, accepting
change, stimulating open debate and doing
things differently is a matter of personal attitude
and, if each manager does not play their part

as a catalyst for innovation, training people and
waiting for innovation to happen will not be
enough. Being innovative is a philosophy and

a personal attitude, which carries over into the
world of work: understanding that learning comes
from experimentation, curiosity and courage,
transformed into habits, routines and systematic
procedures.

(i) Knowing the organisation well means knowing
the people, the culture and the existing skills,
and understanding what skills need to be acquired
is @ major part of the capacity for innovation.

Of the 10 indispensable skills for 2020, many
are fundamental for innovation, but identifying
them is not enough, they have to be transferred
into the organisation. So it is essential to have
people-management models appropriate for
new ways of working.

(iii) Setting your path means essentially two
things: having a philosophy that embraces
experimenting, learning, adapting, and trying
again, while always being willing to share and
adopt methodologies which allow this philosophy
to be put into practice in the organisation’s
day-to-day life. Being aware that methods are

not fixed models, nor are they themselves the
objectives of innovation. All leaders, teams and
organisations must find their own path, being
flexible in how they use tools and seeing each
workspace as a space for experimentation.

“There are no quick fixes or miracle
formulas. There are no tools which
cannot be modified, because managerial
tool-boxes are not ends in themselves
but are means for achieving results

and having an impact.”

We thus bring to a close this round of three
meetings, in which we have discussed the three
pillars of the transformation of public
administration: increasing people’s value,

positive work environments and, in this meeting
specifically, management and innovation in
management. Because these are three intersecting
aspects of a holistic vision of change. None of
these parts has any effect alone, it is necessary to
combine all of them for changes to take place. For
this reason, the Government invests in these three
aspects, with specific measures and clear
commitments.

“The implementation of the measures
that change Public Administration does
not depend on the Government alone,
it is a collective plan where each person
plays a role.”

Let us combine reflection and action. Several
needed innovations are waiting to happen. They
only want an opportunity.
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1. The subject of innovation raises three concerns.
We may term the first one “dualistic restlessness”.
On the one hand, the will to innovate, and on the
other the need to offer a set of services which
must be regular and follow consolidated work
practices, accepted procedures and a well-aligned
set of legal regulations.

“How can we establish this dual purpose

of being adaptive on the one hand, while
simultaneously falling in line with existing
practices.”

2. Everything is very simple for innovative
companies: a research and development
department is created, and its personnel managed
according to one set of rules, and then a production
department is created. These are two distinct
things. Many times, individual units, departments
or sections in public services are requested to play
all roles, from research to development and
production.

3. Asecond broader concern, which does not
only apply to the public sector, may be termed

the “superperson”, “superwoman” or “superman”
concern, or in this case the “superleader” concern.

KEYWORDS

It encapsulates the idea that in order to promote
innovative practices, leaders must have special
characteristics. There is a belief in our society
that leaders are an extremely important factor
in ensuring that certain organisational results
are achieved.

“There is a generic belief about
leadership that is profoundly incorrect,
that leadership is a set of individual
attributes, and that replacing a person
who lacks these attributes will lead

to improved results.”

4. The third concern is termed isomorphism, an
unusual term, which has already been discussed
here in the context of the Balanced Scorecard and
of the insistence on implementing solutions that
already exist elsewhere. This leads to a direct copy
of practices that may be perceived in a positive
light and have produced good results for certain
institutions, but which in the majority of cases
have not been assessed for their impact on our
organisation, because they are not open to
assessment, only to measurement.

5. Changes in management processes occur within
particular organisational contexts. You don't have
to be a superman to change, nor must you have
special characteristics to make changes to workflows.

Will | Procedures | Regulation | Super-leader | Isomorphism | Impact Assessment | Change |

Organisational Context
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6. The subject of modernizing Public Administration
has been present in all democratic government
programmes. History tells us that in a general
manner change is processed through changes to
worker statutes, weakening contractual relations,
and changes to the remuneration structure. All of
this under different guises, either of reform, deficit
containment or improvement of public services.

“It is important that union leaders
understand which paths are opening up
and which cycles are coming to an end in
the current PA management movement.”

7.In the present case a question arises when
emphasising the role of the manager-leader

in the innovation process of Public Administration
management: How much leeway does a PA
manager-leader have in the exercise of their
functions regarding management innovation?
Possible answers are based on direct constraints
to the actions of the managers, and concern
everyone.

8. They are asked to achieve or exceed objectives
with increasingly scarce resources, acting solely
in the pursuit of the public interest, respecting
the legally established rights and the interests

of citizens, which include civil servants, under the
Constitution and the Law, and based on respect
for the principles of equality, proportionality and
good faith.

9. They are also called on to “debureaucratize”
their activities to the extent possible and remain
as close to the people they are serving as possible,

by taking part in effective management through
associations, namely trade union associations or
other forms of democratic representation. All of
this is foreseen in Title IX, Articles 266 to 272 of
the Portuguese Constitution.

10. There are factors whose nature also influence,
limit or determine change, such as party agendas
and competition among the various actors seeking
to achieve political leadership, the leadership
agendas of specific sectors or groups fighting for
survival and also the factors imposed on us by
third parties, such as the external requests for aid
made in 1977, 1983 and 2011.

11. The innovation process also raises questions
of a different nature: Have we complied with
everything that is enshrined in Title IX of the
Portuguese Constitution? Are the interested
parties ensured participation in the effective
management of the services, and in the decisions
or deliberations which concern them? Are there
salutary practices for assessing PA services? How
are the results of previous reforms assessed?
How were the knowledge and techniques that were
used shared?

“On the path of change and
experimentation we find PA managers
and workers who give their best on

a daily basis.”

12. Leaders and workers are the main parties
interested in everything working smoothly and
that citizens feel satisfied with the services
provided. They feel the duty of public service,

and have always been the resource that is capable
of producing change, and nonetheless continue
to be disregarded, particularly the better qualified
professional groups.
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13. At the start of the century, leadership was
defined as the ability of the individual to influence
others and to empower them to contribute to

the success and effectiveness of organisations.
However, leadership issues related with innovation
have raised new challenges.

14.In 2001, Jim Collins identified five hierarchical
levels for leaders. Levels that have nothing to do
with the hierarchical structure of organisations
but with leadership. At the 3rd intermediate level
lay the “competent manager”, who can manage an
organisation with a good strategic plan, uses the
available tools and makes good use of the
performance management system by aligning the
objectives of people with those of the organisation.
The “great leader” (level 5) is one who encourages
long-term performance, demanding high
professional determination and great personal
humility from the leader.

15. More recently, in 2016, the Harvard Business
Review published an article about organisations
that innovate and, among them, those that seek
to promote radical innovation. These are organi-
sations that go beyond their own limits and make
alliances with others so that they can think outside
the box, create new perspectives and achieve
innovation. The need to deal with other contexts
and to work with other organisations brought the
challenge of leadership beyond organisational
boundaries.

16. Traditionally, task forces or project teams
were created within organisations as facilitators,
to achieve objectives more quickly, and bring
diverse perspectives together. Today, dialogue
between organisations is critical and the Harvard

Business Review article identifies four steps
to promote the appropriate organisational
environment: (i) promote an adaptive vision,
(ii) promote psychological safety in a risk
environment, and (iii) encourage collaborative
interaction.

17.“Collaborative leadership” demands that

our organisations evolve from ego-systems into
eco-systems, replacing traditional top-down
control, silo mentality, and territorial, power and
information-retention logics for a wider reality
that goes beyond the organisation itself. The new
challenges are the ability to exert influence
through dialogue, establish partnerships, share
information, and have joint responsibility and
common knowledge and support systems.

“The collaborative leader is a facilitator
(...) that provides processes and structures
...and, at every moment, knows what
questions to ask to enable members

of the group to find their own answers.
(BENS, 2006)"

18. Ensuring that there is a permanent staff and
organisational commitment to skills development
is essential. Therefore, we must be aware of our
weaknesses so we can overcome them. Limiting
factors include the need for protagonism, lack of
transparency and fear of losing.

19. One last challenge concerns how we deal with
mistakes. Learning must be an ongoing process
and the cycle of inertia and helplessness must be
broken.

“We must create an environment where
the organisation can learn from its
mistakes... and attempt to hide them.”
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20. Nowadays, managers in Public Administration
have a huge responsibility, because society has
changed, and services are constantly faced with
new simplification measures that must be
implemented, through the Simplex programme
or other mechanisms.

21. People's expectations for Public services are
completely different from those of 20 years ago,
and it is necessary that the State and the
administrative machinery be organised differently,
changing how the various services work with each
other. There is a new different model on the way
citizens and companies expect and, to a certain
extent, demand that public services are provided.

“It is essential to realise the manner
in which citizens, the end-users of
public services expect these to be
provided, and we must constantly
make this assessment.”

22. Managers in PA were challenged to implement
Simplex measures. There was a huge pressure
and people played a key role to ensure everything
worked out. The multiplicity of legal acts and the
disarticulation among public services require an
increased effort toward dialogue and convergence.

23. A significant difficulty lies in the fact that teams
continue to respond bureaucratically, referring to

rules and procedures end-users do not understand.
It is difficult to engage people with innovation
when there are highly qualified and competent but
poorly remunerated staff and others who greatly
resist change.

“It is necessary that managers act
differently when faced with different
situations.”

24, If managers do not have the means to offer
appropriate salaries to retain competent and
qualified staff, who bring value to the organisation,
they will have great difficulty promoting the
competitiveness of PA and the factors that are
critical to success. Managers are faced with

a motivation problem when they cannot guarantee
that those who work with them and help them
achieve results are paid according to their
expectations.
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Workshops

MAIN CONCLUSIONS

Innovation in PA is both inevitable and ever-present, because serving citizens and organisations effectively,
in a context of permanent and rapid change requires people, teams and organisations have the ability
to question and reformulate processes, procedures, values and attitudes, enabling the creation of value
and continuous improvement. This presents a challenge, given the scale, complexity and diversity in PA,
but it is not a chimera, as can be seen from the testimonies of the middle managers who took part in the
workshops dedicated to the discussion of Innovation and Management Tools in Public Administration.

PROMOTING AND SUSTAINING A CULTURE
OF INNOVATION IN PA

There is a need in PA to promote a culture in
which to questioning and doing things differently
become everyday attitudes. To this end, critical
ability is required to identify the needs of the
community which must be satisfied, through
what services and with what resources, seeking
to balance among different management criteria.

Innovation implies freedom to think and act
differently, driving away the fear of taking on
risks and challenges, so that things can be done
better, generating benefits for society in a
sustainable way.

PA cannot come to a halt to reinvent itself. It is
a continuous and uninterrupted process that
involves critical ability and sharing, reflecting on
the present and looking forward to the future,
without negatively impacting expected results.




INNOVATION CULTURE:
FACILITATING FACTORS

It is essential that PA organisations recognise

that innovation is a strategic imperative, which
must be incorporated into your daily activities and
culture. This goal is dependent on the development
of a climate of confidence, which is conducive

to constructive criticism and to PA workers and
managers proposing new processes and
procedures; in short, foster the involvement

of everyone across-the-board.

Stimulating creativity, empowering workers and
getting them involved, and supporting leaders
who can mobilise the members of the organisation
to work toward a better future are indispensable.
And how? Communicating with clarity and
authenticity the purpose of change, recognizing
talent, aligning action with strategy, and accepting
that mistakes are part of the process of continual
learning and improvement. Leaders with courage
to champion change are required.

It is critical to have management mechanisms,
namely for managing human resources, that
attract and retain talent, as the knowledge and
skills of those who work in PA are the crucial asset
for successful performance.

It is essential that people and teams be motivated.
Proponents of innovative solutions should be
recognized and if possible involved in designing
and implementing them.

The ability to prioritize and improve time
management in function of the workload is
particularly relevant today. In addition to the
daily pressure exerted by the end-users of public
services, time must be set aside for innovation:
to think and rethink what the organisation

is doing, why, and how, to create opportunities
for learning and experimentation.

Innovation also means listening and engaging
end-users, to ensure that PA is providing a service
that satisfies their needs.

FACTORS THAT FACILITATE
INNOVATION IN PA

* Developing a climate of trust, which
enables people to get involved in the
discussion of problems and their
solutions;

« Critical ability to identify what needs
changing;

« Active participation and effective
contribution of workers and managers
in the design and implementation of
innovation projects;

* Empowering people, and giving them
autonomy;

* Fostering collaborative work that allows
knowledge and innovation-oriented
experiences to be shared;

* The existence of an entity in Public
Administration with a catalytic role in
organisational management innovation;

* A legal framework that supports initiative
and enhances appropriate motivational
standards;

* Strong leadership that ensures cohesive
teams;

* Multigenerational experiences that enable
innovative solutions based on knowledge
sharing.



INNOVATION CULTURE:
INHIBITING FACTORS

Resistance to change is a reality present in many
public bodies. It is undeniable that, sometimes,
managers and workers react negatively to changes
in culture, rules, processes, procedures and ma-
nagement practices. Such resistance may be due,
among other factors, to the feeling of insecurity,
lack of clarity about the objective, the relevance
and benefits of innovation or lack of capacity to
respond to new requests, placing them outside
their comfort zone.

The legal framework which regulates
management in PA does not always facilitate
innovation. The focus on efficiency, notably through
mechanism to control spending and safeguard the
proper use of public resources, sometimes based
on complex processes and procedures, may under
certain circumstances penalize the effectiveness
of innovation exercises. Public procurement
procedures and centralized purchasing were
mentioned as examples of this type of constraint.

There are shortcomings in strategic and integrated
management that result from inadequately engaging
workers in discussing activities and objectives.

In this regard, management tools such as plans

of activities and budgets must be better aligned,
so that organisations can define a feasible course
of action, manage the resources at their disposable
in a sustainable manner, and report on the impact
and efficiency of their actions.

Communication must be properly ensured. If
well-founded, an explanation of the reasons
behind the proposed change, the expected benefits
and the role to be played by leaders and workers
facilitates innovation. When insufficient or unclear,
it becomes a barrier.

Innovation requires open, engaged and flexible
management, from technically and behaviourally
skilled managers. There is a paradigm shift that
calls for new knowledge, attitudes and values.

FACTORS THAT INHIBIT
INNOVATION IN PA

* Heterogeneity between management
services, styles, and practices in PA;

* Resistance to change from managers
and/or workers;

* Arigid legal framework that generates
procedural complexities that take
up effort, resources and time, at the
expense of the creation of value;

+ Shortcomings in strategic management,
namely in communicating and engaging
with workers, which lead to ignorance
of objectives, and make an aligned
search for solutions difficult;

+ Ineffectiveness of internal
communication, with negative
consequences on motivation
and adherence to innovation.

Emotional intelligence, negotiation, openness
and tolerance of differences are valued skills.
Creativity, humility, availability for continuous
learning, communication and team management
are also highlighted as being positively related

to innovation, hampering it when absent.
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