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Abstract: Digital transformation is reshaping public administration, especially in human resource ma-
nagement. This article explores how it redefines organisational values, skills, and roles, highlighting job
evaluation as crucial for adapting to new digital demands. It also addresses HR planning challenges,
stressing the need to anticipate future profiles and build a culture that embraces technological innova-
tion to create a more agile and efficient administration.
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Introduction

Digitalisation, which basically consists of the acquisition and implementation
of technology, is a prerequisite for digital transformation. This involves a more pro-
found modification or change that affects not only technology (ICTs), but also organ-
isational culture, management models (administrative processes), and interaction
with citizens in order to respond to their needs and expectations. The notion of dig-
ital transformation helps to understand the impact of digitisation, the implementa-
tion of which redefines the way we interact, work, and access public (and private)
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services (Ayata, 2024; Kerikmade et al., 2019; Mazur & Ramiro Troitifio, 2024; Ramiro
Troitifio, 2022). Digital transformation brings about profound and extensive changes
in public organisations that affect both their structure (how they are organised, their
hierarchies, and the distribution of functions) and their functioning (procedures,
decision-making, service provision, etc.) (Salvador Serna, 2021). Therefore public
administrations, like other organisations, generate changes when they adopt techno-
logical tools, forcing them to comprehensively reconfigure their public management
model (processes, structures, competencies, and values).

The human resources subsystem is deeply impacted by digital transformation,
which requires updating public employees’ training to develop digital skills aligned
with today’s technological demands (Salvador et al., 2020). Human resources plan-
ning (HRP) must also anticipate future professional needs, manage talent proactively,
and enhance skills, structures, and performance. However, such planning is often in-
formal and lacks professionalisation, relying on the discretion of senior officials or
politicians. While not explored in depth here, digitisation enhances data-driven hu-
man resource management through AI, big data, and integrated systems, enabling
better planning, evaluation, and training. It also demands new organisational stand-
ards, system interoperability, and updated methods, reshaping talent management in
the public sector.

Two key points follow from the above. First, given that public employment rep-
resents a large share of the workforce in developed countries (Lupi et al., 2024; Niska-
nen, 1971), the planning and sizing of human resources deserve priority, especially in
adapting to digital transformation (de la Guardia, 2005). Second, strategic manage-
ment of public employment has a democratic role: amid growing scepticism about
democracy, institutional legitimacy depends on delivering effective results (Easton,
1965). Assuming that public administration supports democratic development (Ac-
emoglu & Robinson, 2012), this study sees improved HRP as a means to reinforce
democracy.

After defining the concepts of digitalisation and digital transformation, this
article aims to analyse their implications in the field of public administration, par-
ticularly in HRP. Based on an initial theoretical foundation, it refers to practices and
values that emerge in the digital context, as well as the impact of these processes on
the education and training of public employees. Next, it addresses some of the con-
sequences of digital transformation on strategic HRP, with a special focus on identi-
fying new professional profiles and adapting public employment to the demands of
the digital environment, including remote working. The analysis is set in the Span-
ish context and seeks to contribute to a deeper understanding of the challenges and
opportunities posed by talent management in the face of the digital transformation
process.
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1. Digital transformation and public administration: Evolving tools,
services, and values

Mergel et al. (2019) outline three phases of digital transformation: digitisation
(conversion of analogue services to digital formats and channels), digitalisation (pro-
cess redesign through technology to enhance efficiency and accessibility), and digital
transformation (which entails broader organisational, cultural, and relational shifts).
This last phase represents a comprehensive rethinking of public services, grounded in
user needs and policy analysis, and leading to both improved and entirely new digital
services. As Trujillo Sdez & Alvarez Jiménez (2021) note, this transformation entails
a reinvention of public administration to strengthen core values like efficiency, trans-
parency, accountability, trust, and legitimacy.

Trujillo et al. (2021) emphasise that digital transformation arises from digitali-
sation, driving broad economic and social changes that impact organisations (Gio-
vanola, 2023; Rek, 2024). However, adoption varies greatly across countries and
regions, causing disparities in public service efficiency and quality. While some na-
tions have advanced digital integration, others struggle due to poor infrastructure,
resistance to change, and inadequate staff training (Lopez et al., 2025; Poulose et al.,
2024). Digital transformation positively influences strategy, culture, leadership, and
human resources, enhancing strategic agility, but faces obstacles like infrastructure
gaps, cybersecurity concerns, and skill shortages (Lopez et al., 2025). This process af-
fects all government levels — national, regional, and local - reshaping public service
organisation and delivery (Hamuldk, 2016; Maatsch, 2024).

Pittaway and Montazemi (2020) argue that digital transformation entails rede-
signing key organisational processes, replacing outdated technologies, developing
new skills, and introducing new working methods, leading to significant operational
changes. This goes beyond technology adoption, involving structural and cultural re-
invention within public organisations, and requiring shifts in the behaviours of both
employees and citizens. Digital technologies improve efficiency and help institutions
better meet challenges like transparency;, agility, and personalised services. Thus dig-
ital transformation should be seen as a strategic and cultural change, where technol-
ogy is a tool but managing organisational change is the real challenge.

Digital transformation deeply reshapes administrative processes to enhance
agility, efficiency, and citizen focus. It promotes automation, simplification, and in-
teroperability to enable accessible, personalised online services, replacing traditional
face-to-face and paper-based models with faster, more transparent interactions.
Workplace practices evolve through remote working and flexible office designs,
changing task execution and professional interactions. These changes optimise inter-
nal management and transform citizen relationships, fostering a more efficient and
accessible public service model (Salvador Serna, 2021). New workplace dynamics like
remote working, task automation, and system interoperability are promoted. Public
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employees need to develop digital skills, and organisations must implement change
management strategies for smooth adaptation. The use of collaborative tools and da-
ta-driven decision-making, supported by technologies such as data analytics and Al,
enables administrations to make more informed, evidence-based decisions beyond
traditional methods.

Digital transformation fosters a citizen-centred approach that enhances proac-
tivity, personalised service, and user satisfaction. It reshapes the relationship between
administration and citizens by empowering the latter to participate actively, demand
transparency, and access services directly. This raises citizens’ expectations for faster,
simpler public services, prompting administrations to modernise procedures, train
staff, and build trust through accessible, efficient, and transparent services.

In short, digital transformation goes beyond technology, representing a compre-
hensive change that reshapes work practices, institutional values, and societal per-
ceptions of public administration. As Salvador (2021) highlights, its success depends
on strategic planning that integrates technological modernisation, staff training, and
the fostering of an organisational culture aligned with digital-age challenges. Several
authors (Ballart & Rami6, 2000; Cortés Abad, 2020, cited in Trujillo Sdez & Alvarez
Jiménez, 2021; Mokra, 2023; Rase, 2014) underline the evident cross-cutting role of
digital technologies in current public administration transformation policies.

Public administration must move beyond simply digitalising existing processes
and services; it needs to harness the opportunities offered by digital technologies
and data to fundamentally redesign operational models and its relationship with cit-
izens. Specifically, three core dimensions of digital transformation can be identified:
processes, technologies, and public servants. Each dimension includes key factors:
processes involve policies, procedures, re-engineering, and computerisation; tech-
nologies cover data transmission, citizen interaction, and meeting needs; public serv-
ants encompass roles and responsibilities, training and innovation, and competencies
(Salvador et al., 2020). Digital transformation is not merely technological upgrading
but a structural and cultural shift that reshapes how administrations function and en-
gage with society. Modernising technology alone does not ensure greater efficiency
or improved public services; it requires a comprehensive strategy that integrates staft
training and organisational change management.

2. Public employees and digital transformation: Redefining
professional profiles in public administration

At the organisational level, digital transformation impacts four main areas: 1)
the administrations structure, including governance type, unit size and organisa-
tion, resources, inter-institutional collaboration, and public-private partnerships; 2)
the role of public employees, encompassing their mindsets, skills, and inter-organi-
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sational networks of care; 3) leadership, which promotes learning from successfully
transformed units, problem-solving, and resource mobilisation; 4) the distribution of
power, particularly in decentralised contexts (Trujillo Sdez & Alvarez Jiménez, 2021).

In the context of digital transformation, human resources policies are crucial for
organisational adaptation. Beyond the implementation of technology, staff must be
trained to use it effectively, and the organisational culture must evolve. Trujillo Sdez and
Alvarez Jiménez (2021) and Lépez et al. (2025) emphasise the need for public employ-
ees to develop digital skills and receive ongoing training to meet new roles and respon-
sibilities. For instance, Spain’s National Digital Skills Plan (2021) recognises the unique
digital training needs of public servants and proposes a dedicated programme to equip
them for internal transformation, enabling the administration to fulfil its role in driving
the country’s digital transition (Trujillo Sdez & Alvarez Jiménez, 2021).

To meet the increasing expectations of digitally savvy users - particularly
younger generations — public administrations must adopt technology to transform
how they engage with citizens. This transformation begins with public servants, who
are central to implementing these changes (Salvador et al., 2020). The widespread use
of digital tools has significantly altered how governments operate and communicate,
raising citizens’ expectations for accessible, agile, and high-quality services. Conse-
quently, it is crucial to reform recruitment and retention strategies to prioritise can-
didates with expertise in digital technologies, data analysis, and artificial intelligence.
Additionally, performance evaluation systems should incorporate metrics that assess
adaptability to digital environments and improvements in service quality.

Digital transformation necessitates a clear understanding of the digital competen-
cies that current public employees must develop. This goes beyond simply learning to
use new technologies; it involves grasping their broader impact on administrative work-
flows and service delivery. Key priorities for public administrations include promoting
digital skills training programmes, fostering a culture of innovation that embraces tech-
nological solutions, and ensuring the recruitment of specialised talent in areas such as
data analysis, artificial intelligence, cybersecurity, and digital platform development.

Finally, digital transformation in public institutions demands not only techni-
cal training but also a profound cultural shift (Criado Grande, 2016). This includes
moving away from rigid hierarchical structures towards more collaborative and effi-
ciency-driven work models. It involves challenging traditional mindsets that view
digitalisation as a threat and replacing outdated bureaucratic procedures through au-
tomation and interoperability. A key obstacle in this process is resistance to change. To
address this, public administrations must implement change management strategies,
actively involve employees in the transformation, and emphasise the benefits for their
daily work (Poulose et al., 2024). In this regard, when there is resistance to change in
public organisations, it often works very well to clarify the purpose of these changes,
eliminating uncertainties, socialise them among the workforce, and refining a good
discourse from the leadership that motivates and rationalises the need for change.
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In the context of digital transformation, public administrations must implement
human resource management strategies that support staff in adapting to new digital
tools and actively participating in the modernisation of the public sector. This pro-
cess requires not only continuous training but also strategic workforce planning to
identify which professional profiles will be essential, or redundant, in the future. The
following analysis explores HRP within digital transformation, emphasising the chal-
lenges and opportunities it presents for public employment.

3. Human resource planning in the context of digital transformation

To properly understand the issue, it is important to recognise that public em-
ployment is not merely a structural matter but a subjective one (Pineda Nebot, 2019).
It reflects political, economic, social, and cultural models tied to the concept of the
public sector being managed (OECD, 2009). The characteristics, size, and structure
of public employment often align with political ideologies ranging from more to less
liberal views on the economy and public services. However, once a country defines
its public sector model, the planning of public employment becomes a technical task
which includes formalised human resource management processes such as job plan-
ning and analysis (Dolan et al., 2007).

Planning must be understood as both an essential (Cuenca Cervera, 2018) and a
complex public function, given the significant resources and societal impact associated
with public services and employees. In many developed countries, between 20% and
35% of public spending is allocated to staff salaries, with public administrations often
being the largest employers (Knies et al., 2018; Pineda Nebot, 2019), representing an
average of 20.8% of total employment in OECD nations (OECD, 2022). The concept
of ‘legitimacy through results’ (Easton, 1965) or ‘legitimacy through performance, in
Weber’s (2002) terms, remains central, as public service outcomes are directly tied to
government actions and taxpayer contributions. Human resource management sys-
tems play a critical role in organisational performance (Knies et al., 2018). It is there-
fore important to distinguish between the political dimension of public sector size and
the technical dimension of its management efficiency, with strategic planning falling
under the latter. However, defining HRP is challenging due to the nature of public or-
ganisations as ‘weak links, lacking clear, shared objectives (March & Olsen, 1976). This
ambiguity undermines the strategic character of HRP, as a coherent strategy requires
well-defined goals known throughout the organisation (Cuenca Cervera, 2018). More-
over, an absence of a long-term vision is exacerbated by the short-term focus of political
agendas driven by electoral cycles (Salvador Serna, 2001, 2008).

The term strategic highlights the importance of aligning personnel decisions with
the broader objectives of public administrations (Colley & Price, 2010; Cotten, 2007;
Waterman et al., 1980). However, this planning function has often lacked profession-
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alisation, becoming entangled in internal power struggles among departments and
bureaucratic bodies (Salvador Serna, 2001; Sanchez Mordn, 2012). Despite these chal-
lenges, HRP in public administrations is increasingly recognised as a strategic activ-
ity (Barzelay, 2006), requiring adaptability to changing environments (Mondy & Noe,
2005) and long-term vision (Bohlander & Scott, 2007). Strategic human resources plan-
ning, which is very common in the private sector, has traditionally been considered one
of the main shortcomings of current public administrations. This traditional shortcom-
ing is accentuated by the enormous complexity of the scope, diversity of tasks, and in-
terests involved in any public administration (Salvador Serna, 2001).

This initial deficit in strategic planning (Gorriti Bontigui & Jiménez Asensio,
2018), traditionally justified by an incrementalist approach (Parrado Diez, 1996) and
a context not conducive to rational resource use (Mayntz, 1985), complicates efforts
to improve human resource management due to unclear starting points and time
frames. Beyond these structural and technical limitations, there are operational chal-
lenges: departments often lack a clear understanding of their human resource needs,
and personnel databases are frequently fragmented (Bouzas Lorenzo, 2011) or suffer
from basic deficiencies (Cortés Carreres, 2001; Ferretti, 2022), resulting in duplicated
data handling. However, this situation is gradually improving with the integration of
big data technologies to support decision-making (Varela et al., 2023).

According to the classic definition by Vetter (1972), refined by Cuenca Cervera
(2018), HRP is the process by which an organisation ensures it has a sufficient num-
ber of qualified staff in the right roles at the right time to enhance efficiency. This
concept links organisational goals with the resources needed to achieve them. Cotten
(2007) reinforces this idea by emphasising that HRP ensures the right people with the
right skills are in the right job at the right time.

Building on Herrero (1995), HRP can be understood as a set of interrelated ac-
tivities connected to various personnel subsystems (Bohlander & Scott, 2007), such
as recruitment (to identify suitable candidates), training (to ensure up-to-date quali-
fications, especially in the context of digital transformation), and workforce manage-
ment (to align staffing with workload demands). However, as Colley and Price (2010)
note, many organisations lack sufficient data on their workforce - such as employee
numbers, skills, and roles — which hinders effective planning and analysis.

The traditional lack of technical methods in HRP within public administrations
can be attributed to several factors: the diversity and scale of public sector organisa-
tions (Albi et al., 1997; Salvador Serna, 2001), the fragmentation of units and agencies
versus a need for centralised data (Colley & Price, 2010), and the absence of clear stra-
tegic objectives due to the political nature of public administration (Lohman, 2005,
2009). Often, political interests — regardless of party — favour informal and intuitive
approaches to staffing decisions, complicating the development of strategic planning
(Colley & Price, 2010; Salvador Serna, 2001). Nonetheless, there is growing consen-
sus on the need for technical, objective workforce planning (Colley & Price, 2010),
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as emphasised in Spain by the report of the Committee of Experts for the Study and
Preparation of the Public Employee Statute (CEBEP, 2005). The following challenges
are universally recognised as key obstacles to effective strategic HRP:

— The complexity and diversity of public administration

— Poor strategic orientation and a tendency towards intuitive processes

— 'The problem of incrementalism

— Deficiencies in personnel records

— The impact of corporatism

Conversely, based on these negative factors that affect proper planning, we can
point to the features of a professionalised model or a correct way of planning. We can
consider (Cuenca Cervera, 2010; Pineda Nebot, 2019; Villoria Mendieta, 1997) a se-

ries of activities that would necessarily be included in an HRP subsystem. These are
sequentially arranged in the following list:

1) Planning of personnel stock (quantity and composition)
2) Planning of personnel needs (quantity and composition)
3) Planning of coverage strategy (specific objectives)

4) Evaluation of planning objectives and areas; projects for improvement (quan-
titative and qualitative redesign of positions)

5) Socialization and political-managerial leadership of planning

According to Poulose et al. (2024), digital transformation requires professionals
to evolve and acquire new skills while collaborating with leadership to implement
effective human capital strategies (Hill, 2019). For successful adoption, HR profes-
sionals must possess digital competencies and be familiar with relevant technologies,
as these factors influence users’ readiness to embrace new systems. However, HR de-
partments often lag behind other areas in digital proficiency, which hampers digi-
talisation efforts (Mazurchenko & Marsikova, 2019). Additionally, HR professionals
need strong data analytics capabilities — including statistical analysis, big data man-
agement for public decision-making (Varela et al., 2023), multivariate modelling, re-
search methods, and qualitative data collection - along with the ability to formulate
research questions and develop analytical models (Poulouse et al., 2024).

4. Planning personnel needs:
New profiles for a new digital public service

The planning phase for personnel needs goes beyond numerical estimations and
includes assessing professional suitability and qualification profiles, aligning with
concepts such as ‘competency-based management’ (Alles, 2007) and ‘human capital
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management’ (Bontis et al., 1999, p. 393). This phase also requires precision in identi-
tying the specific positions to be filled and the urgency for them to be covered, form-
ing part of a broader strategy for effective workforce planning.

Job evaluation is a strategic procedure in human resource management that is
essential for advancing towards a more sophisticated management model. Its pur-
pose is to assess the relative value of different roles within an organisation, which in-
fluences their placement in the staffing structure. This process enables the integration
of emerging needs linked to digital transformation - such as digital communication,
personalised technical support, cybersecurity, and complex technical procedures -
into the job catalogue. As society evolves, so too must the skills and roles within the
public sector. Once the need to depoliticise HRP and align it with professionalised
planning is established, it is important to highlight the profound transformation un-
derway due to the impact of new technologies on public administration.

As a result of the intense digitalisation process, current administrations need to
adapt to a new technological environment. New trends in human resources manage-
ment cannot ignore the constant impact on public administrations of new informa-
tion technologies, digitalisation, big data, and AI, to mention just a few. These can be
categorised and broken down into the following key areas.

4.1. The impact of digitalisation on processes

Digitalisation has significantly reduced the need for manpower in traditional ad-
ministrative functions due to the streamlining of processes through e-government
initiatives (Criado et al., 2004), robotic automation, and increased citizen partici-
pation. A notable example is the role private companies played in Spain during the
rapid implementation of ERTEs (Temporary Employment Regulation Files) during
the COVID-19 pandemic, effectively acting as processing agents. This shift illustrates
how new technologies and automation are reshaping administrative operations. In
this regard, examples of the introduction of new technologies and robotisation in the
Administration include:

— Robotisation or automation of procedures: Automation has streamlined ad-
ministrative tasks through interconnected databases across different govern-
ment levels. For example, in Spain, verifying a person’s legal residence, once a
manual, paper-based process involving local police, is now handled digitally
between the Ministry of the Interior and local administrations. Similarly,
checks for tax or social security debts are now automated, reducing manual
workload and increasing efficiency.

— Improvement of institutional websites as an official and reliable communi-
cation channel: In the case of Spain, the Tax Agency, the National Police, re-
gional and local administrations, and the wide variety of health services that
can be managed from the websites of the health departments of the different
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autonomous communities stand out (Mahou Lago & Bouzas Lorenzo, 2012).
Web forms have also been improved and simplified, and are now more intu-
itive, with simple and accessible information that is easily understandable by
all types of users.

— Use of chatbots: The use of chatbots for recurring queries from public service
users often replace the classic frequently asked questions or ‘FAQs’ sections.
Examples in Spain include the Tax Agency and the public railway company
(RENFE).

— Use of mobile applications (‘apps’) and smartphone features (WhatsApp, Tel-
egram, SMS, etc.): Here, we can recall important meteorological phenomena
in Spain in which these types of tools have played a major role, sometimes
because of their usefulness in warning the population and ultimately saving
human lives, and in other cases because their misuse and poor management
of these warnings led to extreme weather events causing a significant number
of human losses."

— Massive introduction of fully telematic administrative procedures.

These changes in work processes bring up a clear debate, addressed extensively
in Spain by Rami6 and Salvador (2018), on the need to reformulate public sector
staffing and design new standards of professional competence, in line with the logic
of reducing the number of staff who ‘row’, and compensating for this reduction with
staft who ‘steer’ (highly qualified and specialised personnel), if deemed necessary in
each administration (Osborne & Gaebler, 1994). The exploration of new possibili-
ties, in addition to being the focus of educational programmes, must be considered
by training schools for public employees from the point of view of the production
of intra-organisational knowledge that must flow through all parts of the institution
(Bouzas Lorenzo & Garcia Arias, 2007).

The protective role of the state must ensure that digital transformation does not
exclude citizens lacking technological means or skills. This process must uphold val-
ues such as equity and the egalitarian purpose of public administration, avoiding the
digital divide and ensuring, as European Commission state (2021), that ‘no one is
left behind’ In Spain, recent research highlights not only access issues but also digital
complexity, with even young people struggling with procedures like obtaining a digi-
tal certificate (Gonzalez-Cacheda et al., 2024).

1 In 2024, the DANA (Depresién Aislada en Niveles Altos, or isolated depression at high levels)
phenomenon in Valencia was particularly striking in this regard. Despite the existence of such
technological warning systems, significant shortcomings were observed in management and deci-
sion-making processes, which ultimately rendered the available alert technologies ineffective.
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4.2. The impact of digital transformation on selection, provision,

and ongoing training

Access

Selection processes, which clearly need improvement in Spain, are starting to
develop the idea of accrediting prior digital skills (there is currently a debate about
which model each administration should follow). The other option, whether com-
plementary to certified accreditation or not, consists of demonstrating these skills
through some type of test, which would normally be eliminatory in nature. However,
this is beginning to be criticised due to its cost in terms of equipment, facilities, and
test controls, with the idea of moving towards a system of prior accreditation of digi-
tal skills, or even demonstration of previous experience, gaining momentum.

On the other hand, civil service positions themselves seem to be at a critical
juncture. The prevailing scientific doctrine in Spain predict the disappearance of civil
service positions linked to activities that do not contribute public value, are easily
replaceable, or will undergo intense robotisation in the performance of their tasks.
At this point, it seems clear that alongside this movement of ‘contraction’ there is
another of expansion, with an increase in STEM professions (professions linked to
training in technical disciplines) and other profiles related to the digital revolution
(MPTEFP, 2021), such as data analysts, software developers, cybersecurity experts,
and artificial intelligence experts, to name a few.

It is already possible to find examples in official gazettes that announce calls for
applications for positions that reflect these new profiles, which are now considered
structural even in the field of local government. This is the case of the Ayuntami-
ento de Guadalajara, which has advertised a position for a Communications and New
Technologies Technician, and the Ayuntamiento de Finestrat (Alicante), which is
looking to recruit a social media and communications technician.

Continuous retraining

Administrations are beginning to anticipate the need for constant updating of
knowledge, with special attention to knowledge of computer environments or appli-
cations, given the enormous speed with which these contexts change. In this regard,
special attention should also be paid to new forms of telematic relations between cit-
izens and their administration (Salvador Serna, 2021), and within this, to the digital
identity of users and the administration, with its various aspects in terms of secu-
rity, accessibility, and usability of websites or telematic environments (Mahou Lago
& Bouzas Lorenzo, 2012). This adaptation to new technological scenarios and pro-
cedures must be linked to opportunities for promotion, career advancement, or the
provision of career destinations and jobs. In other words, adaptation to new ways
of working in digital environments must be considered a professional merit, even
though it also has a duty dimension: the duty of all public employees to keep up to
date in their jobs, which is usually included in the civil service regulations of any
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modern country. However, it should be noted that there may be excessive pressure on
staff, who are subject to the intense pace of change in technological requirements and
needs, making training and updating throughout their professional lives a source of
stress and impairment in their personal and professional development. This causes a
negative externality that is directly contrary to what is intended.

Training

Training in new technologies should be approached in a broad sense, with access
to training being considered an obligation while at the same time being promoted,
with a view to the ultimate goal of ensuring that such training permeates the en-
tire organisation. It will be necessary to consider current and, above all, future skills
(some of which are even unthinkable at this point), but it is possible to anticipate
some basic skills that the profiles of public employees should have.

4.3. Process digitalisation and remote working

For some years now, human resource management theory has largely defended
the possibilities of remote working in public administration, without any loss of pro-
ductivity and even with the opposite effect. In fact, remote-working projects were
already considered by the EU in 1993 as an important social phenomenon (Euro-
pean Union, 1993); they were and are presented with the characteristics of voluntari-
ness, reversibility in both directions (company-employee) (AMC, 2002), adaptation
to jobs where it can be implemented, the introduction of technical criteria for ac-
cess to remote work, and objectives, and are offered with maximum transparency in
the organisation. In a current definition, in this case taken from the relevant Span-
ish legislation (Real Decreto-ley 28/2020, 2020), remote work is ‘carried out through
the exclusive or prevalent use of computer, telematic, and telecommunications (ICT)
means and systems.

The first steps towards remote working as a project to be implemented in pub-
lic administrations can be found in the European Framework Agreement on Tele-
working, in the Lisbon Strategy (CES, 2007). This agreement, revised in 2009, seeks
to promote ‘e-government’ to take advantage of new technologies by making infor-
mation more accessible, structuring remote working around the basic principles dis-
cussed above (AMC, 2002). This first legal milestone was the result of a European
initiative launched at the time to advance the development of this form of work or-
ganisation, based on articles 138 and 139 of the Treaty Establishing the European
Community. It was founded on several key principles: remote working and returning
to the workplace must be voluntary, and remote workers should receive equal treat-
ment and rights to on-site employees, including collective representation, health and
safety protections, training, and access to necessary work equipment.

Remote working aligns with and accelerates the digitisation of public admin-
istration and the shift towards hybrid work environments (Dixit, 2023). This trend
builds on earlier European initiatives, including the 2010 Action Plan on eGovern-
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ment (European Commission, 2010) and its predecessor from 2006. After the 2008
economiic crisis, the Europe 2020 Strategy aimed for smart, sustainable, and inclusive
growth, further supporting digital transformation. Although momentum has slowed
in recent years, remote working has resurged, driven largely by the COVID-19 pan-
demic’s unplanned and reactive push, and is now a key focus in debates on human re-
source management (Poulose et al., 2024).

Alongside organisational socialization, the citizen’s perspective is crucial, and it
is necessary to recognise the legitimate right of citizens to have their needs metand
to the responsiveness of the public sector. As Sancho Royo (1999) highlights, citi-
zens contact with public administration remains fundamental, and this must be con-
sidered in remote working arrangements and broader digitalisation efforts, despite
the well-documented benefits of online service delivery. The debate may be some-
what skewed: while face-to-face services remain highly valued by the public, grow-
ing evidence supports a dual-channel service-delivery model (‘two-way service) that
complements remote working. This model offers users both digital interaction and
in-person assistance. A remote working approach compatible with maintaining face-
to-face services seems the most suitable framework, considering all stakeholders in
public service, as confirmed by Gonzalez-Cacheda et al. (2024).

Data on remote working across Europe reveal that it is not the ‘dream labour
paradise’ it was once thought to be. It is neither universally desired nor seen as a fully
remote model where civil servants lose all in-person contact. Studies after the pan-
demic-forced shift show no clear preference for remote working among employees.
Consequently, the future remote working model remains uncertain; clarity on its op-
timal extent, implementation challenges, and impacts on citizens in public adminis-
trations is awaited.

Based on original analyses conducted with over one hundred public employees
since 2007, the following table summarises the key strengths, weaknesses, opportuni-
ties, and threats (SWOT) associated with the shift to remote working arrangements.

Table 1. Arguments for and against Remote Working.

For Against
Lower environmental externalities (pollution), Costs of equipment and connectivity; reliance on
energy costs, and labour-related costs asso- the remote worker’s personal equipment unless
ciated with the absence of the remote worker the administration explicitly provides all necessary
from public buildings. equipment.
Increased productivity in intellectual work, Risk of reduced quality in public service provision (re-
provided that a more isolated and focused en- | quires monitoring by the authority granting the remote
vironment is achieved at home. work). In some cases, remote workers are expected
to be permanently available and may be summoned
to attend physically at any time.
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Improved work-life balance, with knock-on
benefits for the workplace climate (enhanced
perception of the value of work and greater
staff retention).

Loss of corporate identity or organisational socialisa-
tion (which can be mitigated by requiring at least one
mandatory weekly day of in-person presence).

Potential for improved work efficiency through
self-organisation.

Lack of direct supervision (which can be mitigated
through technological tools or task-/goal-based per-
formance techniques).

Motivation can be maintained through digital
communication enhanced by the benefit of be-
ing allowed to work remotely.

Loss of motivational influence from the human team
or hierarchical superiors, where these structures are
present.

Social acceptance is possible if the greater
oversight of remote working and the re-
duction in ecological footprint are properly

Lack of social acceptance, especially given the per-
ception that public sector employment already enjoys
favourable conditions.

communicated.

Reduction in absenteeism due to improved
compatibility between personal, family, and -
professional obligations.

Relocation of public administration jobs to ru-
ral or less advantaged areas.

Potential loss of collective learning.

Increased cost for citizens in terms of dissatisfaction
with virtual service provision when compared to face-
to-face attention.

Reduction in public expenditure associated
with remote work (lower spending on electric-
ity, heating, shared services staff, etc.).

Source: Author’s own elaboration based on the reviewed literature and the SWOT methodology

An important issue is monitoring the quality and quantity of work under remote
working arrangements. For remote working to gain social acceptance, productivity
must be strictly controlled. Tools for tracking working hours, evaluating service qual-
ity, and monitoring performance are essential to demonstrate that remote working
and productivity control are fully compatible.

Conclusions

This article has examined the impact of digital transformation on public adminis-
tration, focusing particularly on strategic HRP. Digital transformation should be seen
as an integrated process that goes beyond adopting technological tools (digitalisation),
requiring the adaptation of people, processes, and organisational culture. It reshapes
public administration by altering internal processes and citizen relationships. Automa-
tion, interoperability, and personalised digital services are replacing traditional, stand-
ardised, presence-based models; at the same time, a citizen-centred approach is gaining
strength, enhancing participation, transparency, and service quality.

Digital transformation is reshaping the working environment through remote
working, workspace reorganisation, and new organisational dynamics. Strategic
HRP is directly affected, making investment in training, change management, and
talent attraction essential. Public administrations must equip current staft to use dig-
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ital tools and contribute to modernisation, while also identifying professional profiles
that may be needed in the future or that may potentially become obsolete.

HRP encompasses activities like recruitment, training, and workforce allocation.
Effective planning is hindered by the lack of accurate data on staff numbers, skills,
and roles - a critical issue as public administrations face the challenges of rapid tech-
nological change. Emerging trends in people management must account for technol-
ogies like AT, big data, and automation, which are reshaping required job profiles and
tools for strategic talent management.

Evidence shows that the new digital environment brings several challenges: a
need for continuous training, ‘technostress, reduced human interaction in service
delivery, and the potential erosion of team spirit and organisational culture in remote
work. These developments highlight the need to rethink HRP models and recruit-
ment processes to align with evolving digital demands and to uphold core public sec-
tor values such as efficiency, transparency, accountability, and trust. At the same time,
the debate on technological challenges has been enriched by proposals to address
their impact on public organisations — particularly in HRP, but also in areas such as
training, talent retention, organisational climate, personal development, and produc-
tivity monitoring in remote-work settings.

Finally, it is essential to reflect — drawing on scholarly evidence — on the impact
of new work arrangements, especially remote working. Further research is needed on
three levels: organisational dynamics, employee adaptation, and citizen satisfaction.
This emerging line of inquiry carries major economic, social, political, and organisa-
tional implications, and requires a stronger empirical foundation.
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