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1. Introduction 

 

Municipal public management has been a theme in focus in recent years, due to the current 

economic and social situation of Portugal and some other European Union countries. 

The population in general and the users of each municipality aims and expects high quality 

services and public administrations are preparing a positive answer, that means provide 

services with a high degree of professionalism, in terms of efficiency, effectiveness and the 

economic rational use of resources. 

New management tools and delivery of services have been studied and implemented as a 

means of combating the financial difficulties and of the existing management constraints which 

has been giving more responsibility and decision-making powers to the municipalities and their 

decision-makers. 

Municipal expenditures have been increasing as the reorganization of the local governments is 

taking place, causing the reform of all levels of government, through the decentralization 

policies at the public municipal-level decisions (Afonso and Fernandes, 2008). In this sense, the 

theme of decentralization gained importance and many Governments have followed new forms 

of management in order to ensure more efficient and effective management models in their 

structures, resources and services.  

The municipalities have resorted to different models of organization and financing to pursue its 

mission and expertise as a way to increase their ability to provide local services. The set of 

options includes the local authority services, municipal, inter-municipal companies, associations 

of municipalities and the use of models of financing and private management, in the form of 

public-private partnerships of contractual and institutional nature. 

The evolution of issues such as the previously mentioned, causing the municipalities face new 

challenges such as exploring the potential involvement of the private sector, for example 

through the privatization / Public-Private Partnerships (PPP) and concession, in activities such 

as provide services, operation and maintenance of infrastructure that are under responsibilities 

of the municipalities (Portal Autárquico, 2017). 

The purpose of this study is to identify, analyze and compare how the main Portuguese 

municipalities manage their municipal infrastructure and provide public services, so leading to 
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the identification of the set of management models used by various municipalities for the 

management of municipal assets. 

2. Organization and decentralization of the State  

According to the information provided in the public web site of the Government of Portugal, the 

administrative organization of the political power in Portugal is divided into three levels: Central, 

Local and Regional (Autonomous Regions of Madeira and the Azores). 

The central political power is linked to the figure of the Government and its representative 

bodies, while the local government is linked to the city councils and Parish Councils and their 

representative bodies and the regional political power to the autonomous regions of Madeira 

and the Azores which hold a regime with administrative autonomy and legislative policy. 

According to the Government of Portugal, the Government leads the general policy of a Country 

and directs the Public Administration, which has the function to execute the policies of the State. 

Public administration can be described as the set of State structures responsible to satisfy the 

collective needs of all citizens. In other words, the public administration is the set of services, 

agents and State organs as well as other public entities (e.g. municipalities) which provide the 

most diverse public services as well as management of public goods as a way to respond to the 

needs and the well-being of the entire population. 

The local public administration consists of local authorities (municipalities and parishes), inter-

municipal bodies (metropolitan areas and inter municipal communities), and special purpose 

associations of municipalities and parishes and municipal companies (Portal Autárquico, 2016). 

In accordance with (Afonso and Fernandes, 2009), local authorities and the respective organs 

have powers and duties within a set activities aiming to meet the needs of local communities, 

and powers in areas such as the socio-economic development and organization, regional 

planning, public water supply, basic sanitation, health, education, culture, the environment, civil 

protection and sports.  

With regard to legislation, law No. 169/99 of 18 September, establishes the set of 

competencies, the legal regime of operation of the organs of the municipalities and parishes, as 

well as the principles of autonomy and democratic decentralization of the local authorities which 

are regulated in detail in the Constitution of the Portuguese Republic (Carvalho, 2010). 

According to the Decree-Law No. 30/2015, of 12 February, the nineteen constitutional 

Government defined as one of the their goals the  administrative decentralization, aiming to 

define  "paths to a new process of transfer of powers from the central Government to the 

municipalities and inter municipal authorities, including the financial allocation in areas such as 

education, local health services, contracts for development and social inclusion and culture but 

without increasing public spending". 
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The traditional model of public management assumes that bureaucracy is the only model of 

organization of public administration. The limitations of the traditional model and the pressure of 

evolution and change have led Western societies to introduce, in the early 80’s, a new Public 

Management Model. This new management model was characterized by introducing innovative 

ways of providing public services. This new public management model is the adaptation to the 

public sector of techniques and measures employed in the private sector, with the goal of 

making a set of reforms as a way to maximize the efficiency of available resources by State 

(Matei e Antonoie, 2014). The new public management model assumes that public 

management practices are close to the private management practices and focuses on results 

(Matei e Antonoie, 2014).  

In this way, were introduced, in the practice of traditional administration tools such as 

privatizations, concessions, and management following private company’s rules among others 

(National Administration Institute, I.P., 2011). 

Thus, the Public Administration is divided into three groups of entities: direct administration of 

the State (Law No. 4/2004 of 15 January), indirect State Administration (Law No. 3/2004 of 15 

January) and autonomous Administration. The General Direction of Administration and Public 

Employment (DGAEP) defines each of these large groups of entities as being:  

 The direct administration of the State all organs, agents and services integrated into the 

collective person of the State which, directly and under hierarchical Government 

dependency, play an activity to meet the collective needs. 

 It is said that we are faced with an indirect State administration when public entities, other 

than the collective person "State" develop an administrative activity pursuing a certain 

purposes of State, have administrative and financial autonomy and endowed with legal 

personality. Indirect Administration can be public or private. 

 Regarding the autonomous administration comprises the set of entities which pursue own 

interests of people and that define autonomous and independently their orientation and 

activity. It is subdivided into three categories: Regional Administration, Local Government 

bodies and public associations. 

Figure 1 summarizes the types of public administration. 

 

Figure 1- Types of public administration 

Public Administration 

Direct Indirect 

Public Private 
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3. Public service management models  

In Portugal, for the provision and delivery of services and equipment to improve their 

management, services and equipment, many cities have opted to create a local business 

activity, and by the public contracting and concession to private companies. According to 

Ribeiro (2014), it's clear the existence in Portugal of a local business sector (SEL), which 

includes numerous entities within the municipal and inter municipal framework which functions 

are the provision of a different set of local services that constitute a kind of market, under local 

and inter municipal, forming alternatives to the private and third sector market. 

Currently, according to Rodrigues et al. (2009), local public services can be provided by the 

municipalities through the following management models: management services operated direct 

by the municipality (municipal services and related municipal services), the local business 

sector (E.M., E.M.T. and E.I.M.), the private industry (concession and contracting of public 

services) and associations (partnerships public/private/non-profit). Figure 2 summarizes the 

different existing management models. 

Types Management models 

Services directly operated by the municipalities Municipal services and related municipal services 

Local Business Sector Municipal, Inter municipal and Metropolitan Companies 

Private Sector Concessions/Contracting 

Associations Partnerships public/private/non-profit s 

Figure 2 - Types of management models used in Portugal (adapted from Rodrigues et al., 2009) 

It is important not to confuse municipal services with local authority services. Municipal services 

are services provided by the municipality through its various departments, without any kind of 

autonomy and are a clear example of direct management, in which the municipality ensures the 

management and municipal assembly snaps activity control (cross, 2008). According to 

Coutinho (2013) and Cruz (2008), the local authority services are part of the organizational 

structure of the municipality, and two or more municipalities may create join services managed 

under the corporate form, having an administrative, financial and patrimonial autonomy, but 

without legal autonomy (the contracts are the responsibility of the municipality) (Figure 3). 

 

Figure 2 – Type of services directly operated by the municipalities (Adapted from Ribeiro, 2014). 

Local businesses companies are incorporated or subsidiary companies, through which 

municipalities may exercise a dominant influence in the form of management control by having 

 
Municipality 

 
Municipal services 

 
Inter municipal services 
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a large part of the capital or of the voting rights including the right to appoint or dismiss a 

majority of the members of the management, administrative or supervisory body (Portal 

Autarquico, 2016). Local companies, as shown in Figure 4, can be of municipal nature (“EM” 

due to the Municipal Company in Portuguese means Empresa Municipal, where the dominant 

influence is exercised by a single municipality), inter municipal ("E.I.M.", due to Inter Municipal 

Company means in Portuguese Empresa Intermunicipal) where the dominant influence is 

exercised by two or more municipalities) or metropolitan ("E.M.T.", where the influence is 

exerted by a metropolitan area) (Coutinho, 2013). 

 

Figure 3 - Business local sector l (Adapted from Ribeiro, 2014) 

Of the various models of management involving the private sector with public sector, Rozsa and 

Gerary (2004) describe as, the most important are: 

 Contracting ("outsourcing")-contracts for the provision of services or functions that could or 

not being carried out by the municipalities; 

 Public-Private Partnerships ("PPP") – partnerships between the public and private sector to 

collaborate in the realization of a project or part of it; 

 Competitive Contract Bidding – local authorities can compete for a contract against the 

private sector;  

 asset sale/ concession -the municipalities sell or applies the concession model to the assets 

to the private sector; 

 voluntary partnerships – type of partnerships where the services are provided by volunteer 

users and where local authorities provide a support service providing some kind of bottom, 

some guidance and some workers; 

 privatization – service or function to be performed totally by a private entity. Cruz and 

Marques (2012) describe the PPP as "a procurement model used in the provision of 

infrastructure and services. The public and private sectors establish a relationship 

(contractual or institutional), with established responsibilities, to design, finance, build and 

manage a given infrastructure and/or provide a service. A PPP can consist of a public works 

concession contract or public service and usually includes a significant component of 

private funding, in the form of capital and/or debt assumed by the commercial banking or 

capital markets ". 

The Green Paper on Public-Private Partnership (PPP’s) sets that purely contractual PPPs are 

based simply on a contractual relationship between the parties, in this case between the public 

and the private, and it is said to be the most commonly used model of the concession. 

Local Companies 

Municipal companies Metropolitan companies Inter municipal companies 
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Dinis and Marques (2010) descried a PPP contract type a contract which are conducted through 

a concession contract by prior public tender for selection of the private partner. 

The Green Paper on PPP´s also describes that the PPP’s of institutional type "implies the 

establishment of an entity held jointly by the public partner and the private partner. The joint 

entity has the responsibility to ensure the delivery of a work or provision of a service for the 

benefit of the public. In the Member States, public authorities sometimes use these structures, 

in particular for the management of public services at the local level (for example, for water 

supply services or waste collection.  

To Dayan and Marques (2010) the PPP’s of institutional type are all those that fall within the 

local business sector and to integrate municipal companies, inter-municipal companies or 

metropolitan areas. Uses the participation of private capital, but at minority level, in the capital of 

local public companies. 

When it comes to the pure definition of concession, Pietro (2000) presents as follows: 

  Any kind of act, unilateral or bilateral, where an administration grants rights or powers to an 

individual/particular; 

 As the delegation of powers to the provision of public services.  

Johnson (2015), describes a concession agreement as being a type of contract where the 

service provider is responsible for all aspects of the service, including the construction and/or 

maintenance and rehabilitation. The service provider will operate according to a form of 

"concession" on the infrastructure, but will not be the owner of the same. 

The word "outsourcing" results from the merging of two words "out" and "sourcing", where the 

second word meant the transfer of a work, responsibilities and decisions for another person 

(Tayauova, 2012).  

Rozsa and Gerary (2004) define the Contracting ("outsourcing") as the contracts for the 

provision of services or functions that could or not being carried out by the municipalities. 

Contracting and concession contains principles and similar ideas. 

In concession, private entities may have to expend a certain financial amount for the benefit of 

the entity as a form of financial compensation to explore a particular service; getting your Office, 

at your sole risk, to determine how to ensure the financial and economic viability of the activity 

to be performed.  

In short, in the concession if the municipalities consider to exist in a particular activity or service, 

a potential commercial activity to attract private entities they decide to eliminate the risks and 
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existing charges to the provision and operation of that activity service, through a given financial 

compensation. 

4. Management models of municipal infrastructures in Portugal  

This chapter is designed to identify, analyze and compare how some municipalities in Portugal 

have conducted the management of maintenance of their infrastructures and the various 

decision-making and management models used. 

The selection criteria of the sample of municipalities to be studied, it was 100,000 or more 

inhabitants, and according to this criterion a significant number of municipalities to be studied 

and compared was selected. Following the adopted sample were selected the following: Lisbon, 

Porto, Braga, Coimbra, Amadora, Gaia, Almada, Setubal and Funchal. 

Tables 1-5 summarize the set of models adopted by municipalities.  

Table 1-Summary of choices by direct management model 

Direct Management 

Áreas Lisboa Porto Braga Amadora Coimbra Almada Gaia Setúbal Funchal Total 

Cultural Activities       X X X X X X 6 

Public Parking               X   1 

Social Housing       X X X   X   4 

Urban Renewal     X X   X   X X 5 

Cemeteries X X X X  X   X X 7 

Municipal solid vaste X X     X X   X X 6 

Urban Cleaning X X 
 

X X X X X X 8 

Management of infrastructures X 
 

X X X X X X X 8 

Public Transport 
         

0 

Management and maintenance of water supply 
        

X 1 

Parks and gardens X X X X 
 

X X X X 8 

Public works X 
 

X X X X X X X 8 

Total 6 4 5 8 6 9 5 10 9 
 

 

Table 2-Summary of choices by municipal companies management model 

Municipal Companies 

Áreas Lisboa Porto Braga Amadora Coimbra Almada Gaia Setúbal Funchal Total 

Cultural Activities X X X             3 

Public Parking X         X     X 3 

Social Housing X X X       X   X 5 

Urban Renewal X           X     2 

Cemeteries                   0 

Municipal solid vaste             X     1 

Urban Cleaning     X             1 

Management of infrastructures   X               1 

Public Transport  X  X X        X     4 

Management and maintenance of water supply   X X   X   X   X  5 

Parks and gardens             X     1 

Public works   X               1 

Total 5 6 5 0 1 1 3 0 3 
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Table 3-Summary of choices by co participated or inter municipal companies 

Co participated or inter municipal companies 

Áreas Lisboa Porto Braga Amadora Coimbra Almada Gaia Setúbal Funchal Total 

Cultural Activities 
                  0 

Public Parking 
                  0 

Social Housing 
                  0 

Urban Renewal 
  X     X         2 

Cemeteries 
                  0 

Municipal solid vaste 
X   X X X X X  X   7 

Urban Cleaning                   0 

Management of infrastructures                   0 

Public Transport                   0 

Management and maintenance of water supply X                 1 

Parks and gardens                   0 

Public works                   0 

Total 2 1 1 1 2 1 1 1 0 

 
 

Table 4-Summary of set of municipal services 

Municipal Services 

Áreas Lisboa Porto Braga Amadora Coimbra Almada Gaia Setúbal Funchal Total 

Cultural Activities                   0 

Public Parking                   0 

Social Housing                   0 

Urban Renewal                   0 

Cemeteries                   0 

Municipal solid vaste                   0 

Urban Cleaning                   0 

Management of infrastructures                   0 

Public Transport         X          1 

Management and maintenance of water supply       X   X       2 

Parks and gardens                   0 

Public Works                   0 

Total 0 0 0 1 1 1 0 0 0 
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Table 5-Summary of the set of options for private management 

Privado 

Áreas Lisboa Porto Braga Amadora Coimbra Almada Gaia Setúbal Funchal Total 

Cultural Activities                   0 

Public Parking   X X X           3 

Social Housing                   0 

Urban Renewal                   0 

Cemeteries          X         1 

Municipal solid waste   X               1 

Urban Cleaning   X                1 

Management of infrastructures                   0 

Public Transport       X   X   X X 4 

Management and maintenance of water supply               X   1 

Parks and gardens                   0 

Public Works                   0 

Total 0 3 1 2 1 1 0 2 1 

 
 

5. Conclusions  

The critical financial situation of Portugal, with reflection in the municipalities, has implied that 

the traditional model of public management adopted techniques and measures from the private 

sector, aiming to improve public management practices. 

However, during the searches to prepare this study it was realized that this model has raised 

some questions being verified that the private management tools have not had the desired 

impact on local public administration. 

The analysis carried out may demonstrate that there are a great number of options to be 

applied on the management of public infrastructure, from the public or private sector, and also 

that as a rule, that the most complex management services are carried out using models other 

than the direct management of the municipality, and the remain services that require a smaller 

number of people and machinery are conducted directly by the municipalities. 

Most municipalities prefer to maintain directly most of its several urban systems, using their own 

means while public parking, public transportation and water supply are cases where less this 

management model are employed. 

On the other hand, services such as public works and urban renewal while in principle 

continues to be kept in the form of direct management by local authorities, then for the 

development and implementation of respective projects they opt for private contracting. 

Despite the decentralization policies, in force, they shift some of these services that until 

recently were under the municipalities to local authorities. Services such as the maintenance of 

infrastructure, management of cemeteries, urban cleaning and maintenance of public gardens 

are, in many cases, currently in charge of parishes.  
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As a conclusion of this dissertation, we note that the creation of public companies by cities for 

the provision of various services has been decreasing. 

The existing municipal companies operate mainly on social housing area, where five of the 

studied municipalities are using municipal companies on this matter. These companies are 

acting also in areas such as water supply and public transportation management, where four 

municipalities opted for the creation of municipal companies for the respective public service 

management. 

The co participated and inter municipal companies, with the exception of the municipality of 

Funchal, are employed by all municipalities mainly in the area of municipal solid waste. 

This study reveals that private contracting for the provision of public services continues to be a 

management model adopted, mainly in the fields of public service of urban transport. 

Another conclusion is that the most sensitive and critical services such as social housing and 

water supply continue to remain on the tutelage of municipalities. This may be an indicator that 

the municipalities would rather continue to have control of these services as a way to ensure the 

satisfaction of users, whether through own services or municipal companies or subsidiaries. 

Taking into account the main observations and conclusions analyzed in the present work, some 

recommendations were issued, first for the maintenance and/or renegotiation of the contracts 

and then for each part of the contracts. 

Thus the main measures to implement and develop wishing to respond to these needs are: 

 introduce new technologies in the form of asset management systems; 

 maximize the usefulness of the assets;  

 ensure greater sustainability of the existing infrastructure and the environment;  

 optimize the maintenance of existing assets and develop new techniques that can respond 

to existing deficiencies in these processes; 

 ensure greater efficiency and effectiveness of the municipalities. 

 
Another recommendation is that the strategies followed by the municipalities shall ensure a 

management of their assets in the most effective, efficient and in order to maximize the return 

on investments that have been made. 

In short, despite the different municipalities studied implemented multiple levels of 

management, to the extent that enjoy certain autonomy, we must bear in mind that local power 

is institutional and politically integrated in the national political system. 
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