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Abstract: Egovernment initiatives strugglavith realizing the transformational objectives defined in the most mature
stages in the various-government maturity models and ambitiousgevernment pograms. Research indicatéhat, in
generd, e-government initiatives might have improved the efficiency of the public sentmementaly butfailedto realize
more transformational changeghis researclsummarize t-government challenges and investigates how organizations
can successfully overcomthem and realize the goals ofgovernment in terms of citizen centricity and efficiend@he
researchis basedin dynamic capability theory andn data from a Danish publidibrary that has succeeded in
transformational changes imk with the goal®f efficiency and citizen centriciyescribed in the-government literature.
The primary finding is that the success in this particular organization is based on a combinatiovirofimentaland
organizational factorandon a long history of successful organizational changBse context provides bothressure(e.g,
competition) and support (e.gfunding) for transformation, and the organization has both the autonomy ,(Egedesign
processesandthe capabilities (e.gregarding organizational change) needed for transformational change.
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1. Introduction

While public sector organizations have succeeded in providitige services to citizens, more fundamental
backoffice changes that increase the efficierafithese services hae been more challenging/@n Veenstra et
al., 2011). Within egovernment researchthis topic has beerstudied as transformaional governmaet (t-
government)(Weerakkody et al 2011) T-government might be superseddny other kinds of egovernment
such as lean government, open government, citisearcing etc. However no matter the names and
abbreviationsit seemsthat the problemswith realizing the expected transformationsmain.

The primary driver behind-government is the ambition to create citizdocused, demandiriven public

sector organizations and reduce operating costs (Weeraklaidgl., 2011) by reaching the-government

stages characterized by a high level of vertical and horizontal integration of processes providing seamless
service for citizens (e.d.ee, 2010). The literature reports thagjbvernment is characterized ltlge following

1 Citizencentricity: T-governmentdtakes the needs of citizens as a starting point for the redesign and
transformation of organizations, processes and facilitating infrastruét(lf@nsserand Shu, 2008) in
order to provide flexible services for citizens and otbeganizationgParisopoulos et 312009.

1 Single points of contactProviding government services through a single point of contact to citizens
and organizations so that they dfrhave to deal with distinct fragments of governmeidanssen
and Shu, 2008)

1 Flexible service deliveryService should be lesgnstrained by the traditional limits of time, space
and other physical conditionsldnsserand Shu, 2008), and citizens should have the freedom to
choose between multiple channels for service delivegri@@poulos et a) 2009).

1 Integration: Government processes and systems must be integrated across departmental and
organizational boundaries (e,drani et al., 2007)public sector organizations must break out of the
silos Parisopoulos et a12009.

1 Reengineering and optimizatianGovernment processes should not only be integrated but also
improved e.g, through the use of business process engineering ,(8\perakkodyand Dhillon,
2008) and continuous optimization (e.§agan, 2006).

Many countres have establishedgovernment programs (e.gParisopoulos et gl2009) but generally it has
beendifficult to realizetransformationalgoals. Balutis (2001) studied 1300 public organizations and found that
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only 4% of the ggovernment initiatives cdd be labeled as transformational. West (200d)aemerand King
(2006),Weerakkody and Dhillon (20Q8)lontazemi et al(2010) Norris and Reddick (2018hd Brown (2015)
reported similar findings.There are however, positive results.Foley and Alfonso (2009) studied 28 e
government projects and found positive benefiemd, in particulara higher level of positive benefits from
transformational projects.

Previous {government research has identified challenges that contribute to ooderstanding ofthe
difficulties in achieving transformational goal$his researchinvestigates the research question:How
organizationssuccessfullycan overcome {government challenges and realize the goals -gbvernment in
terms of citizercentricity and efficien®

To answer the research questiowe studied apublic sector organization that hagransformed itself and
realized both increased efficiency and increased citizerricéty.

Section 2presentst-government challengeffom the body of knowledge and relasthem to the dynamic
capability model used to analyze the caSection 3describesthe research method, section gresentsthe
case, section 5 thanalysis and sectionfrovidesthe discussion and conclusion.

2. Overcomingt-government challenges

Dynamic capability theory seems appropriate to investigate how public sector organizations can achieve
transformation to e-government maturity becauseit explains how organizationsintegrate, build, and
reconfigure internal and exteal competencies to address rapidly changing environnédiiesece et al., 1997).
Within e-government researchdynamic capability theory has been used in relatively few papsersh as the

paper by Klievink and Janssen (2009), but Piening (2013) sugdesksful analytic dynamic capability model

that isspecificallyadaptedto public sector organizations.

The model provides a framewoctkor understanding how dynamic capabilities operate in public organizations
and affect their performance outcomégPiening, 2013)Dynamic capability theory is based on the resource
based view that perceives organizations as busdfaesources (Eisenhardnd Martin, 2000) and a resource
(e.g, physical, human or organizational asssteh as IT systems astartingpoint for produdng a service or

a product provided by the organization. A capabilityais organizatio® capacity toexploit resources to
achieve a desired outcome,e.in terms of providinghealth careservices, eldercare or education in a public
secbr context. A dynamic capability is the capacityctangecapabilities (Piening, 2013Jhefactors of the
model are explained in the remaining part of this sectiaand the related challenges that we found through
reviewing the tgovernment literature ag listed
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2.1 Path dependency

Path dependency is an important antecedent of dynamic capabilféeg, Teece et al., 1997In particularthe
historical development of anrganization(e.g, Meier et al., 2007)learning barriersuch as competency traps
(e.g, Salge, 2011and micrepolitics (e.g, Ridder et al., 2007influence the current performance of dynamic
capabilities in organizations.

The decisiorto overcome path dependency angse dynamic capabilities depends dhe perception of the
necessityfor change(Piening, 2013)The development of new omproved capabilities is initiated when
decisionmakers find (through performance evaluationshhat performance is belowthe desired level.
Dissatisfaction with current performance is not enougiough; evidence suggests that the managem@nt
perception of resource availabilitynfluences the intensity of innovation effori®idder et al., 2007)Public
organizations with high levels alack are more likely to engageiimovationfollowinga performance decline.

2.1.1 Challenge#n relation topath dependencidentified in the {government literature

In an egovernment contexta range of path dependenaglated factors have been identifiedhough not
overtly mentioned in the model. The outcome of the historical development of organizatiam®eenshown

by researchers to make-government transformations more or less diffigutt particular regardinghallenges

in terms oforganizational structure, culture, processes, technology, the alignment between technology and
other factors, and power balances.

Table 1:General path dependency challenges identified in tHgeternment literature

Challenges related to path dependency

Structure Bureaucracy (Montagna, 2005, Kraemer & King, 2005), fragmentation (Van Veenstra et al.,
2011), autonomy (Van Veenstra et al., 2011), ill-defined decision-making responsibility (Van
Veenstra et al., 2011), insufficient IT governance (Van Veenstra et al., 2011), and conflicting
priorities (Weerakkody et al., 2008; Jones, 2012).

Culture Cultural constrains (e.g. Weerakkody et al., 2008; Ebrahim & Irani, 2005; Irani et al., 2007; Jones,

2012) for example in terms of rigidity (Weerakkody et al., 2008).

Processes Confusing existing processes and lack of process ownership (Weerakkody et al., 2008), no

available descriptions of organizational processes (Van Veenstra et al., 2011).

Technology Constrains caused by inflexible and incompatible legacy systems (Weerakkody et al., 2007;
Weerakkody & Dhillon, 2008; Van Veenstra et al., 2011), increasing costs from legacy systems
(Ebrahim & Irani, 2005; Weerakkody et al., 2008), lack of basic infrastructure (Van Veenstra et
al., 2011), infrastructure does not support BPR (Weerakkody et al., 2008), lack of system
standardization (Van Veenstra et al., 2011), lack of enterprise architectures (Van Veenstra et al.,

2011), and dependency on software vendors for system innovation (Van Veenstra et al., 201 1)

Alignment Lack of alignment between information systems, processes and organization (Van Veenstra et al.,
2011), between organizational planning and IT planning (Weerakkody et al, 2008) and between

front and back office development (Van Veenstra et al., 2011).

Politics Lack of political support (Weerakkody et al., 2008; Van Veenstra et al., 2011; Fagan, 2007),
resistance to change (Weerakkody et al., 2008; Robinson & Griffiths, 2005; Murphy, 2005;
Weerakkody et al., 2007, West, 2004; Conklin, 2007), memory of recent failures limits

possibilities of new efforts (Van Veenstra et al., 2011)

While thet-government literature consistently mentiorssshortage of various resources as a challenge for e
government transformationwe have little knowledge of the relation between performance evaluations,
dissatisfaction with current performance ariitiation of e-government projectsThe literature focuses on
resourcechallenges related tdack of funds, peopletime and the specificskills neededfor e-government
transformation
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Tablel: Resource challenges identified in theggevernnent literature

Challenges related to resources

Funds Limited funds in general (Weerakkody & Dhillon, 2008; West, 2004; Jones, 2012),

transformational projects being expensive and difficult to fund (Fagan, 2006), division of costs
and funding arrangements (Van Veenstra et al., 2011), and concerns about value for money

(Weerakkody et al., 2008; Jones, 2012), inflexible financial budgets (Jurisch et al., 2012).

People Lack of manpower (Fagan, 2006).
Time Insutficient time to implement IT systems (Weerakkody & Dhillon, 2008; Tennant & Wu, 2005).
Skills Lack of skills in general (Montagna, 2005; Jones, 2012), lack of technology skills (Ramaswamy

& Selian; 2007; Van Veenstra et al., 2011), lack of business process engineering skills
(Weerakkody et al., 2008; Van Veenstra et al.,, 2011), lack of systems integration skills
(Weerakkody et al., 2008), lack of experience in collaboration (Van Veenstra et al., 2011),
inability to redesign organizational processes based on the use of IT (Bekkers & Homburg, 2007),

and fear of IT general (Weerakkody et al., 2008).

2.2 Thedegree of publicness

Theextent to which a situation is publ{called the degree of publicness e.g. by Piening (20df8)ences both
the developmentand use of dynamic capabilitieBhree factors determine thextent to which arorganization
is public or privatethe level of collective ownershipthe level of state funding and the degree to which
managers are controlled by political forc&ndrews et al., 20111n general a higher degree of publicness is
associated with stratgic constraints and innovation barriesuch asgreater political influence and the
absence of market incentivethat discourage organizations from takintgsks (Andrews et al., 2011)As a
consequence of aigh degree of publicnessan organization mightalso lack flexibility in improvingts
performance because the set of activities that is permissipie the way they have to be performésidefined
more narrowly(Piening, 2013)A high degree of publicness may discouragganizationdrom making long
term investments in dynamic capabilitibecause there is little local autononand few incentives to improve
performance (e.g.Piening, 201}

2.2.1 Challenges irelation todegree of publicness identified in thgdavernment literature

The t-government literaturelikewise emphasizes public organizatiddlack of incentives for innovatigras
illustrated intable 3.

Table2: Incentiverelated challenges identified in thegovernment literature

Challenges related to incentives for transformation

Lack of choice Citizens generally have no choice but must use the service (Dwivedi et al., 2012; Jurisch et al.,
2012).
No competitors Limited competition limits incentives for innovation, little financial incentives can be gained

from innovative ideas, and the use of ICT is no challenge to public organizations’ existence

(Dwivedi et al., 2012).

Budget behavior Public organizations do not necessarily aim for further savings once their budget is met (Jurisch
etal., 2012).
Risk aversion Risk aversion makes it difficult for public organizations to engage in radical transformations

(Jurisch et al., 2012).

Furthermore researchsuggess that e-government transformations might be more difficatt public sector

organizationsthan in some private sector organizationshis isnot only due to specific public sector
requirements such as transparenapd accountability but alsobecatse processesnight be heavilypbased on

legislation that provides little local control or freedom to innovate.
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Table3: Public sector requirement challenges identified in thgovernment literature

2.3 Dynamiccapabilities

Dynamic capabilities influence organizational outcontbsough the impact they haveon operational
capabilities(e.g, Helfat et al., 2007)This impact is achieved through organizational change involfiag
adoption of new technologs, practices and organizational structureshat disrupt existing routinegPiening,

2013) Generallythe change procesdepends on both the quality of the routines (e.ghe way employeesare

trained) that guide the change proce¢s.g, EasterbySmith et al.)Jand 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 fun¢Bgmning, 2011)

2.3.1 Challenges in relation to dynamic capabilities identified in {heviernment literature

Abroadrange of challenges related to the process of perfargnplanned organizational chan@gethe context
of e-government transformatiornas been identifiedsee tables).

Table4: Organizational change challenges identified in Hggpvernment literature
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