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Abstract: E-government initiatives struggle with realizing the transformational objectives defined in the most mature 
stages in the various e-government maturity models and ambitious e-government programs. Research indicates that, in 
general, e-government initiatives might have improved the efficiency of the public sector incrementally but failed to realize 
more transformational changes. This research summarizes t-government challenges and investigates how organizations 
can successfully overcome them and realize the goals of t-government in terms of citizen centricity and efficiency. The 
research is based in dynamic capability theory and on data from a Danish public library that has succeeded in 
transformational changes in line with the goals of efficiency and citizen centricity described in the t-government literature.  
The primary finding is that the success in this particular organization is based on a combination of environmental and 
organizational factors and on a long history of successful organizational changes. The context provides both pressure (e.g., 
competition) and support (e.g., funding) for transformation, and the organization has both the autonomy (e.g., to redesign 
processes) and the capabilities (e.g., regarding organizational change) needed for transformational change.   
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1. Introduction 

While public sector organizations have succeeded in providing online services to citizens, more fundamental 
back-office changes that increase the efficiency of these services have been more challenging (Van Veenstra et 
al., 2011). Within e-government research, this topic has been studied as transformational government (t-
government) (Weerakkody et al., 2011). T-government might be superseded by other kinds of e-government, 
such as lean government, open government, citizen-sourcing, etc. However, no matter the names and 
abbreviations, it seems that the problems with realizing the expected transformations remain. 
 
The primary driver behind t-government is the ambition to create citizen-focused, demand-driven public 
sector organizations and reduce operating costs (Weerakkody et al., 2011) by reaching the e-government 
stages characterized by a high level of vertical and horizontal integration of processes providing seamless 
service for citizens (e.g., Lee, 2010). The literature reports that t-government is characterized by the following:  
 

¶ Citizen centricity: T-government άtakes the needs of citizens as a starting point for the redesign and 
transformation of organizations, processes and facilitating infrastructureέ (Janssen and Shu, 2008) in 
order to provide flexible services for citizens and other organizations (Parisopoulos et al., 2009). 

¶ Single points of contact: Providing government services through a single point of contact to citizens 
and organizations so that they donΩt have to deal with distinct fragments of government (Janssen 
and Shu, 2008). 

¶ Flexible service delivery: Service should be less constrained by the traditional limits of time, space 
and other physical conditions (Janssen and Shu, 2008), and citizens should have the freedom to 
choose between multiple channels for service delivery (Parisopoulos et al., 2009).  

¶ Integration: Government processes and systems must be integrated across departmental and 
organizational boundaries (e.g., Irani et al., 2007); public sector organizations must break out of the 
silos (Parisopoulos et al., 2009). 

¶ Reengineering and optimization: Government processes should not only be integrated but also 
improved, e.g., through the use of business process engineering (e.g., Weerakkody and Dhillon, 
2008) and continuous optimization (e.g., Fagan, 2006).  

 

Many countries have established t-government programs (e.g., Parisopoulos et al., 2009), but generally, it has 
been difficult to realize transformational goals. Balutis (2001) studied 1300 public organizations and found that 
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only 4% of the e-government initiatives could be labeled as transformational. West (2004), Kraemer and King 
(2006), Weerakkody and Dhillon (2008), Montazemi et al. (2010), Norris and Reddick (2013) and Brown (2015) 
reported similar findings. There are, however, positive results. Foley and Alfonso (2009) studied 28 e-
government projects and found positive benefits, and, in particular, a higher level of positive benefits from 
transformational projects. 
 
Previous t-government research has identified challenges that contribute to our understanding of the 
difficulties in achieving transformational goals. This research investigates the research question: How 
organizations successfully can overcome t-government challenges and realize the goals of t-government in 
terms of citizen centricity and efficiency?  
 
To answer the research question, we studied a public sector organization that has transformed itself and 
realized both increased efficiency and increased citizen centricity. 
 
Section 2 presents t-government challenges from the body of knowledge and relates them to the dynamic 
capability model used to analyze the case. Section 3 describes the research method, section 4 presents the 
case, section 5 the analysis and section 6 provides the discussion and conclusion.  

2. Overcoming t-government challenges 

Dynamic capability theory seems appropriate to investigate how public sector organizations can achieve 
transformation to e-government maturity because it explains how organizations άintegrate, build, and 
reconfigure internal and external competencies to address rapidly changing environmentsέ (Teece et al., 1997). 
Within e-government research, dynamic capability theory has been used in relatively few papers, such as the 
paper by Klievink and Janssen (2009), but Piening (2013) suggests a helpful analytic dynamic capability model 
that is specifically adapted to public sector organizations. 
 

The model provides a framework άfor understanding how dynamic capabilities operate in public organizations 
and affect their performance outcomesέ (Piening, 2013). Dynamic capability theory is based on the resource-
based view that perceives organizations as bundles of resources (Eisenhardt and Martin, 2000), and a resource 
(e.g., physical, human or organizational assets such as IT systems) is a starting point for producing a service or 
a product provided by the organization. A capability is an organizationΩs capacity to exploit resources to 
achieve a desired outcome, e.g., in terms of providing health care services, eldercare or education in a public 
sector context. A dynamic capability is the capacity to change capabilities (Piening, 2013). The factors of the 
model are explained in the remaining part of this section, and the related challenges that we found through 
reviewing the t-government literature are listed. 
 

 

Figure 1: Dynamic capability model from Piening (2013) 
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2.1 Path dependency 

Path dependency is an important antecedent of dynamic capabilities (e.g., Teece et al., 1997). In particular, the 
historical development of an organization (e.g., Meier et al., 2007), learning barriers such as competency traps 
(e.g., Salge, 2011) and micro-politics (e.g., Ridder et al., 2007) influence the current performance of dynamic 
capabilities in organizations. 
 
The decision to overcome path dependency and use dynamic capabilities depends on the perception of the 
necessity for change (Piening, 2013). The development of new or improved capabilities is initiated when 
decision-makers find (through performance evaluations) that performance is below the desired level. 
Dissatisfaction with current performance is not enough, though; evidence suggests that the managementΩs 
perception of resource availability influences the intensity of innovation efforts (Ridder et al., 2007). Public 
organizations with high levels of slack are more likely to engage in innovation following a performance decline.  

2.1.1 Challenges in relation to path dependency identified in the t-government literature  

In an e-government context, a range of path dependency-related factors have been identified, though not 
overtly mentioned in the model. The outcome of the historical development of organizations has been shown 
by researchers to make e-government transformations more or less difficult, in particular regarding challenges 
in terms of organizational structure, culture, processes, technology, the alignment between technology and 
other factors, and power balances. 

Table 1: General path dependency challenges identified in the t-government literature 

 

While the t-government literature consistently mentions a shortage of various resources as a challenge for e-
government transformation, we have little knowledge of the relation between performance evaluations, 
dissatisfaction with current performance and initiation of e-government projects. The literature focuses on 
resource challenges related to lack of funds, people, time and the specific skills needed for e-government 
transformation. 
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Table 1: Resource challenges identified in the e-government literature 

 

2.2 The degree of publicness 

The extent to which a situation is public (called the degree of publicness e.g. by Piening (2013)) influences both 
the development and use of dynamic capabilities. Three factors determine the extent to which an organization 
is public or private: the level of collective ownership, the level of state funding and the degree to which 
managers are controlled by political forces (Andrews et al., 2011). In general, a higher degree of publicness is 
associated with strategic constraints and innovation barriers such as greater political influence and the 
absence of market incentives that discourage organizations from taking risks (Andrews et al., 2011). As a 
consequence of a high degree of publicness, an organization might also lack flexibility in improving its 
performance because the set of activities that is permissible and the way they have to be performed is defined 
more narrowly (Piening, 2013). A high degree of publicness may discourage organizations from making long-
term investments in dynamic capabilities because there is little local autonomy and few incentives to improve 
performance (e.g., Piening, 2011).  

2.2.1 Challenges in relation to degree of publicness identified in the t-government literature  

The t-government literature likewise emphasizes public organizationsΩ lack of incentives for innovation, as 
illustrated in table 3. 

Table 2: Incentive-related challenges identified in the t-government literature 

 

Furthermore, research suggests that e-government transformations might be more difficult in public sector 
organizations than in some private sector organizations. This is not only due to specific public sector 
requirements such as transparency and accountability, but also because processes might be heavily based on 
legislation that provides little local control or freedom to innovate. 
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Table 3: Public sector requirement challenges identified in the t-government literature 

 

2.3 Dynamic capabilities 

Dynamic capabilities influence organizational outcomes through the impact they have on operational 
capabilities (e.g., Helfat et al., 2007). This impact is achieved through organizational change involving the 
adoption of new technologies, practices and organizational structures that disrupt existing routines (Piening, 
2013). Generally, the change process depends on both the quality of the routines (e.g., the way employees are 
trained) that guide the change process (e.g., Easterby-Smith et al.) and the way these routines are invoked 
(Piening, 2011). The outcome might be measured using the concepts of evolutionary and technical fitness. 
Evolutionary fitness expresses how well the resulting operational capabilities match the requirements of the 
environment. Technical fitness refers to how efficiently a capability performs its function (Piening, 2011).  

2.3.1 Challenges in relation to dynamic capabilities identified in the t-government literature  

A broad range of challenges related to the process of performing planned organizational change in the context 
of e-government transformation has been identified (see table 5).  

Table 4: Organizational change challenges identified in the t-government literature 

 

 


