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BARRIERS TO IT-DRIVEN GOVERNMENTAL
TRANSFORMATION

Henningsson, Stefan, Center for Applied ICT, Comg@n Business School, Howitzvej 60,
2000 Frederiksberg, Denmark, sh.caict@cbs.dk

Van Veenstra, Anne Fleur, Faculty of Technologyljdyaand Management, Delft University
of Technology, Jaffalaan 5, 2628 BX Delft, the N@tands, a.f.e.vanveenstra@tudelft.nl

Abstract

A number of separate studies have concluded thagrgmental organizations could greatly improve
their efficiency as well as their quality of semviby embracing state of the art IT. However, initga
few of the potential benefits are actually leveicgéven those organizations that have succeeded in
establishing online service delivery often failtiansformational aspects such as service orientatio
and a networked organizational structure. This paguids to the theoretical body of Transformational
Government by a longitudinal study of barriers td-driven change in a European Customs
organization. In a first workshop we identifiedtgitwo potential barriers, which were later assabkse
to understand their impact on the transformationgass. Our findings show that some of the barriers
could not be controlled within the project, therebnaming the ‘window of opportunity’ and
determining the outcome of the transformation pssc&Ve also found differences in the importance of
overcoming the barriers and in the mechanismsitifatenced organizational transformation.

Keywords: Transformational government, e-governmeitustoms, barriers.
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1 INTRODUCTION

European and international trade is currently fgcan challenging paradox. Increased threats of
terrorist attacks, diseases such as the bird andesflues, and fraud have led consumers and
governmental agencies to demand increased comtdo$ecurity from producer to end consumer (Tan
& Klein & Rukanova et al. 2006). At the same timegders are already suffering an extensive
administrative burden associated with Customs gho@s, estimated at about two percent of the total
turnover for trading companies (Bjgrn-Andersen 20Qstoms authorities are facing the seemingly
impossible task of lowering the administrative mdand at the same time increase control and
security. In a number of national and pan-Europetdiatives (e.g. FoodTraceTracebacR electronic
government (e-government) initiatives have beerarer currently introduced as the answer to this
seemingly impossible demand.

The past decades government organizations haveaeatbinformation technology (IT) to realize
electronic service delivery to citizens and bussessand to increase their operational effectiveness
These initiatives are believed to enable “a lortgem transformation of government that goes far
beyond online service delivery” (OECD 2005, p. l6d#)stead of merely digitizing current
government processes and activities, this trangftbom aims at leveraging the value of e-government
initiatives (Irani & Elliman & Jackson 2007). Fuettmore, objectives of ‘good governance’, such as
transparency, participation and accountability, presued. Thus, the aim of the paradigm of
Transformational Governmetig to radically change the way government orgditma operate, and
achieve benefits such as a reduction of the adtratige burden of businesses (Lenk 2002).
Reduction of their administrative tasks is welcorbgdusinesses that often consider their interactio
with the public sector to be a burdensome taskiffeon & Osorio-Urzua 2001).

However, empirical evidence suggests that in reétite IT-driven organizational transformationrca
be observed (West 2004; Coursey & Norris 2008)viBus research has started to outline the barriers
impeding governmental transformation. Based omreetldimensional framework and two case studies
in Dutch government organizations Van Veenstra 8eWhk & Janssen (2009) identified a lack of
knowledge about necessary changes, a lack of charige organization structure and the absence of
a transformational mindset as major barriers toeraging the benefits of IT in government
organizations. In this paper we build further upba framework by Van Veenstra et al. (2009). We
use the framework to identify barriers to transfation within the Danish Customs organization and
we then assess how the barriers affect the transtton process. The paper is based on a real-time,
longitudinal study of the Danish Customs organ@atihat is trying to radically transform into an
organization that fully leverages the potential 10f to deliver better services and lower the
administrative burden for Danish traders. Our stuliffjers from the previous study on barrier
identification by Van Veenstra et al. (2009) amdludes customers and follows the case study real-
time, thereby allowing for impact assessment ottheiers.

Next, we discuss issues of IT driven governmemgaisformation and present the barrier classificatio
framework. Then, we present the case study of azghonal transformation in Danish Customs
including identification of barriers. Finally, wegsent conclusions and recommendations.

2 GOVERNMENTAL TRANSFORMATION

Government organizations implement IT to improvwevise delivery for citizens and businesses and at
the same time increase their efficiency (Gascd 2808emer & King 2005; Irani et al. 2007). For

L www.eufoodtrace.org
2 www.traceback-ip.eu
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example, as a result of legal obligations and widelailable information technology many public
agencies aim to decrease administrative costs fiminbsses. To emphasize and spur the
transformational effect of IT implementation in gorment, this new generation of e-government
initiatives is referred to a$ransformational Governmentlefined as a driver for generating greater
benefits from e-government (Irani et al. 2007) haligh the claim is not new (see, for instance, Baum
& Di Maio & Caldwell 2000), the transformational pest of e-government has recently received
increased attention (see, e.g. Scholl 2005; DugléaMargetts & Bastow & Tinkler 2005; Irani et al.
2007; Dhillon & Weerakkody & Dwivedi 2008).

2.1 Transformation of public administration

Many separate studies claim that IT has the patetdgitransform the public sector (Fountain 2001;
Lenk 2002, Moon 2002; Gasc6 2003; Scholl 2005;iledral. 2007; Weerakkody & Dhillon 2008).
Dunleavy et al. (2005) describe the emergence gifatliera governance, with IT as the main driver
for public sector reform. Others, however, statd th reality little transformation of the publiecor
can be observed (West 2004; Coursey & Norris 200Wtead, they claim that IT reinforces the
current institutional structure of public admin&@ion (Kraemer & King 2005). Realization of
increased benefits of e-government, therefore, iregjichanges in multiple directions besides IT
implementation. A prominent expectation is that gyovnent organizations will become more
customer-oriented (Peristeras & Tarabanis 200@uireg organizations to transform back office
processes beyond merely setting up a service deligvdront office (Dhillon et al. 2008). A
transformation from organizations with a traditibmartical command and control structure will take
place by moving away from this siloed structurewihich islands of IT perform isolated tasks to
performing tasks as part of chains or networks {€las2000; Bannister 2001).

Based on literature, the transformation of pubgjerecies will follow some or all of these dimensions
improved client-oriented service delivery (Periage& Tarabanis 2000; West 2004; Irani et al. 2007),
formation of service delivery chains through presly stove-piped organizations (Janssen & Joha
2006; Dhillon et al. 2008; Kamal & Weerakkody & &sn2009), business process re-engineering of
the back office (Scholl 2005; Weerakkody & Dhill@®08) and formation of networks in which
multiple organizations collaborate (Castells 208@mal et al. 2009). However, within the public
sector many different agencies are responsibléhigir own specific tasks and have a relativelydarg
degree of autonomy. Organizational transformatgnthus, expected to be a cumbersome process
with this fragmented structure being a large impedit. Therefore, IT-driven organizational
transformation is usually embedded in a reform gsedhat not only included IT-implementation, but
also organizational and institutional changes.

2.2 Transformational barrier classification

Many studies focus on success factors for pubtitoseeform and the implementation of information
systems focuses (e.g. Poon & Wagner 2001; Akkerr8aman Helden 2002; Fernandez and Rainey
2006; Rosacker & Olson 2008) instead of on barwetisnpeding factors (Ebrahim & Irani 2005; Gil-
Garcia & Chengalur-Smith & Duchessi 2007; Jansse@r&sswell 2005). However, considering the
ongoing debate on whether IT-driven transformatisn actually taking place, research on
organizational transformation could benefit fromrriea identification. In order to continue a
cumulative knowledge creation process we build study on a recent framework for barrier
classification suggested by Van Veenstra et alD920The authors, who sought to identify barriers t
leveraging benefits from IT in government orgaritmas, suggested a layer categorization into
governance, organizational and managerial, andclntdogical layer. Although in the previous
framework a business process layer was includeliowimg Gil-Garcia & Pardo (2005) the
technology and information layers will be groupedoiforming the third layer in this paper. Key
categories of barriers to transformation of goveentrorganizations are summarized in Table 1.
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Category Barrier Literature
Governance Insufficient IT governance Liu & Hwang (2003)
('“ghlld'”? political | structure of the public sector | Fountain (2001); Janssen & Cresswell (2005)
and legal) Political pressure (or lack Fountain (2001); Scholl (2005); Gil-Garcia & Pardo
thereof) (2005); Fernandez & Rainey (2006)
Division of costs Ebrahim & Irani (2005); Janssen & Cresswell (2005)
Organizational and | Lack of IT skills and personnegl Ebrahim & Irani (2005)
managerial Lack of coordination Dhillon et al. (2008); Ebrahim & Irani (2005);
guidelines
Lack of organizational Gil-Garcia et al. (2007)
readiness to business process a|-Mashari & Zairi (1999)
re-engineering
Information and System complexity and Al-Mashari & Zairi (1999); Gil-Garcia et al. (2008)
technology incompatibility (including the | Ebrahim & Irani (2005)
lack of standards)
Security threats Ebrahim & Irani (2005)
Lack of enterprise architecture Janssen & van Veenstra (2005); Kamal et al. (200Q)
Table 1. Framework for key categories of barrienpeding the transformation in public

administration (Van Veenstra et al., 2009)

On thegovernancdayer, multiple studies emphasize the importariqeottical, legal and governance
aspects for transformation of government orgaronatie.g. Fountain 2001; Gil-Garcia & Pardo 2005;
Janssen & Cresswell 2005; Kraemer & King 2005; 8c@05; Fernandez & Rainey 2006). Liu &
Huang (2003) identify insufficient IT governance the central government as a major impeding
factor. Fountain (2001), Scholl (2005), Gil-GaréiaPardo (2005), and Fernandez & Rainey (2006)
find political pressure (or the lack thereof) asiamportant barrier to transformation of the public
sector. And also the division of costs is identifigs a barrier (Ebrahim & Irani 2005; Janssen &
Cresswell 2005).

Some of the manizational and manageriaimpediments identified are the lack of IT skillada
personnel (Ebrahim & Irani 2005), the lack of capation in between departments (Dhillon et al.
2008; Ebrahim & lIrani 2005; Janssen & Cresswell3)p@he adoption of a project management
approach and the lack of implementation guideliif€sl-Garcia et al. 2007), and a lack of
organizational readiness for business process reamag (Al-Mashari & Zairi 1999).

Barriers relatedo information and technologynclude system complexity and incompatibility (Gil-
Garcia et al. 2007) and a lack of standards aretdperable systems (Ebrahim & Irani 2005; Al-
Mashari & Zairi 1999). Furthermore, the lack of emterprise architecture (Janssen & van Veenstra
2005; Kamal et al. 2009) and security threats (Ebma& Irani 2005) are identified as impediments.

3 RESEARCH METHODOLOGY

The transformation of Danish Customs to an orgaioizathat fully exploits IT for delivering its
services is an ongoing process that started in988s when the first systems for reporting of austo
declaration data were set up. In line with the galndevelopment of e-government initiatives, until
recently development efforts have focused on defigeexisting services on-line instead of on paper.
In this outset the Danish Customs organizationtegs very successful. Already by 2004 almost all
export declarations were reported electronicallye Hevelopments studied in this paper (see section
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four), can be categorized under TransformationaleBament as the IT-implementation enables
paradigmatic changes in the approach to custontsaten

3.1 The potential barriers generating workshop

The starting point of this research was a two-daykshop in which twenty-nine participants,
representing eight different organizations (Tablevith insight and interest in the Danish Customs
organization, generated potential barriers forttaesformation. After being introduced to the short
and long term transformational objectives of Danstoms, the participants individually created
short lists (three items) of what they thought te the most significant barriers impeding
transformation. In total seventy-nine items werentiomed. Afterwards, three researchers individually
categorized the potential barriers according totiinee categories of the transformational framework
Upon disagreement of the categorization, the ppéit behind the proposition was asked to elaborate
the meaning and intention behind the barrier amsh@ally consensus was agreed upon classification.
All of the suggested barriers were discussed iroiat jsession which also addressed proactive
measures for overcoming the barriers. The origimahtion of the workshop was to rank the barriers,
thereby determining the most problematic barriérsad, but this turned out to be impossible. Some
barriers were generally regarded as more severepaotidlematic than others but the output of the
workshop was not a list of key barriers to overcdme rather a catalogue of potential barriers and
ideas on how they might affect the transformatimtess.

Organizational belonging Participants
Customs 5

Other governmental agencies 2

Traders 3

Technology providers 9

Research organizations 10

Table 2. Participants in the barriers generatingrivshop

3.2 Longitudinal case study of Danish e-Customs transfmation

Based on the framework by Van Veenstra et al. (@08 the potential barriers generated during the
initial workshop we conducted a structured casdysta assess to which extent the potential barriers
actually caused problems and if so, by which meicimas they influenced the transformation. The

essence of the structured case study approacho{ICZ060) is to form an iterative research cyclemnp

a formal theoretical framework. The framework cesad structure that permits collection of relevant
field data and in later stages, the case resul&bles tracing the conclusions and theoretical

generalizations (e.g. Yin 1994). The framework his tstudy was based on the three categories of
barriers outlined in Table 1. The value of thisdiadinal study is that it extends the previousdgtu

on barrier identification by assessing the actugddct of the barriers.

We closely followed the transformation project withthe Danish customs for two years. Much
information was conveyed by informal conversatiom®id by taking part in internal malil
correspondence exchanging documents. In additwelyé meetings and workshops on e-Customs
were held with representatives from the Danish @ust organization and other organizations
involved, such as IT developers, the European Casion (EC) and export companies. These were
complemented by ten semi-structured interviews ridesstand the specific details of the customs
processes. Visits to Customs offices took placa trequent basis.
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4 TRANSFORMATION OF DANISH CUSTOMS TO E-CUSTOMS

41 Past, present and future of Danish Customs

Danish Customs introduced its first IT-supportegak system in 1988. This pioneering system was
solely used internally by employees in the localdad customs offices to register export statements
electronically. From 1990, it became possible fompanies to send their export statements to the
system through an electronic connection. The poisgito report export statements via Internet gsin

a web-interface or FTP was introduced in 2000 dolafption was sparse.

In 2002 Danish Customs decided to reengineer tBepert system in collaboration with an industrial
advisory board. The objective was to achieve atl88% electronic export declarations. Two years
after implementation, practically all export deel@ons were reported electronically. As the Europea
Union (EU) has refined and elaborated its demamdeational customs authorities, these have been
successively implemented in similar but not ideaitezExport systems across Europe.

Until now, national customs authorities were reslole for their risks assessments, goods controls
and administrative tasks. A pan-European compahys,thad to deal with national Customs
organizations individually, complying with differetegislation and processes. With the modernized
customs code (TAXAUD 2004) and the e-Customs stalicktion (Regulation (EC) No 648/2005)
the EC seeks to harmonize all European export aéiguk and at the same time increase efficiency by
processing all declarations electronically. Thetiative to streamline and harmonize European
customs is part of a general EU initiative to regltite administrative burden caused by EU legisiatio
by 25%. The objective is set for all areas influencedhmsy EU, not just Customs. This would have a
significant economic impact on the European econanyncrease in the level of GDP of about 1.4%.

The EC’s e-Customs plans are outlined in the Maiftirual Strategic Plan (MASP) (TAXUD 2008).
In a near future the EC wants to allow goods taleéeared and the declaration accepted at the place
where the economic operator is established, reggsdbf where goods are physically located and
released by another customs office — so catlewtralized clearanceAnther important step in the
MASP is the establishment ofsigle electronic access poi(BEAP) to allow a trader to lodge all his
declarations to customs electronically via onelsimgterface of his choice which connects his syste
with all EU’s member states’ customs systems. Qe $urther than the SEAP (which is only
focusing on data explicitly for customs organiza$ip is thesingle windowapproach that allows
traders to log all information required under beotistoms and non-customs legislation for cross-
border trade of goods only once; the informatiofi thien be shared between all the authorities and
agencies involved in the movement of goods. Thetfanal specifications of the SEAP, centralized
clearance aspects and Single Window should be mmephy 15 February 2011. Full-scale
implementation “is anticipated to be establishedh®yMember States and the Community after 2012”
(TAXUD 2008, p. 17). In the following sections weillwefer to the transformation of Danish
Customs to an organization that fully leverages ¢hpability of IT to improve service delivery
described above as the ‘transformation to e-Customs

4.2 Initially identified barriers

The twenty-nine participants of the barriers idiécdtion workshop suggested seventy-nine barriers
potentially impeding the change of Danish Customse-Customs. Some overlap between the barriers
existed; in total sixty-two unique items were sugigd. The categorization of the barriers is shawn i

Table. Noteworthy is that one of the categorieganizational and management, represented 50% of

3 http://ec.europa.eu/enterprise/admin-burdens-téshibome_en.htm
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potential barriers. However, this categorizatioeslnot yet say anything of the potential weighthef
barriers. It only implies that the flora of antiated barriers is higher in one of the three categor
The workshop divided the categories into twelvecsidgories to facilitate discussion (see Table 3).

Barrier category | Subcategory Count (percentage)
Governmental 20 (32%)
Government issues 7
EU level issues 9
Regulation 4
Organizational and management 31 (50%)
People issues 6
Issues linked to smaller companies 4
Organizational 5
Change management issues 8
Financial aspects 5
Consequences of change issues 3
Information and technology 11 (18%)
Limitations of solutions 3
Standardization 4
Technical issues 4

Table 3. Barrier categories and subcategories

42.1 Governance

The first group of governance barriers is a direesult of the difference in nature between
governments and businesses. Business is focuse@rafit maximization and cost reduction.
Governments are focused on the general welfarétinéms. A related issue is the four-year election
cycle that drives political decision making. Whipeliticians are driven by concerns of being re-
elected, IT developments undertaken have showrdihatlopment and adoption requires twelve-year
cycles, extending, thus, beyond the ordinary edacgieriod. Hence, political changes could become a
barrier for IT implementation.

Another issue related to the nature of governmengdnizations, put forward in the workshop, igtha
public organizations are more likely put safety aedlability in favor of potential but unsecure
improvements. As expressed explicitly by one of plaeticipants: “The general attitude is that it is
better to over-regulate, than to miss income”. Goweents are very concerned about their
tax/Customs income, and are reacting to poteréaidf by businesses. Perhaps there is an assumption
of low trust of businesses within government. Tladads to regulation that is ultimately seen as
burdensome, although it is a means for the benefitsl. Most of the time the fraud regulation is
event-driven, hence policy-making as well as crgatiew laws is fragmented and overly complex
because resources are not allocated to coordindtsimplify regulation.

The situation in Denmark, where the Danish Custonggnization is partly dependent on EU-level
decisions for its e-Customs transformation createsther set of potential barriers. For developments
on the EU level all member state countries havagiee. As the EU is not a homogenous region,
suggested solutions do not fit the member coungteslly well, depending on nature of traded goods,
trade volumes, risk of fraud, etc. In addition,iségfion that is linked to Customs, i.e. regarding
financial auditing and privacy, is different in m&3J countries.
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4.2.2  Organizational and managerial barriers

When it comes to organizational and manageriakissbe workshop identified five subcategories of
potential barriers: Change management issues, @hangsequences, People issues, Communication,
Financial aspects, and Issues linked to smallepeoies.

The transformation to e-Customs is a challenge. @exity was already mentioned as one of the
major barriers. As no-one knows exactly what thganization should look like to leverage IT
potential the transformation process needs to lbeedaout continuously. The transformation also
faces the barrier of conflicting interests. As nimmtd above, there may be a clash at the super-
national level, but there will also be conflictsinferest between national organizations, departsnen
and individuals. Issues related to the ability amidingness of individuals to change was also
frequently mentioned as a barrier. e-Customs reguarcompletely different mindset. Customs has an
long tradition that is now challenged by paradigmahanges. Concerns were raised during the
workshop that they cannot be implemented easilyncEms were also raised regarding the
consequences for work processes. A transition 1o systems would reshape businesses processes.
Major barriers could be that new processes wowd te discontinuation of activities and lay-offs.

Lack of communication was a third subcategory nogril. e-Customs transformation is a distributed
transformation process where changes are requirddleoEU level, within several national agencies
involved in trade (customs, health authorities titeation bodies), within traders’ companies and
within other commercial organizations (technologypiers, logistics providers) involved in trade.
For example, the concern was raised that no cominmformation point is available for technology
providers on the basis of which they build theiformation systems. In addition, although some
channels exist for inter-organizational communimatffor example, within the industry or on the EU
level), these channels are not working perfectlye Tifficulties associated with opening up these
communication channels can become a significamtdvdor transformation.

Among the financial issues it was emphasized thapbtential investment cost for small and medium
companies could be a barrier. Among Europe’s mbaa two million traders many are small and
medium sized enterprises (SME’s), for whom the egsbciated with IT investments is likely to be an
issue. Many companies have huge sunk costs invegtetheir existing systems which would need to
be modified in order to fully leverage the potehtibe-Customs.

4.2.3 Information and technology

According to the workshop participants, the moglleimging task in the technological category was
alignment with the numerous other initiatives tgiowve conditions for world trade that took place

simultaneously to the Danish e-Customs initiati8@ce trade means continuous interactions with
trading partners and governmental agencies buspresssses of the actors are tightly connected with
mutual dependencies within process networks.

Standardization also plays an important role intthesformation to e-Customs. At the start of the
project there was no EU standard for data exchaltfeyugh the European e-Customs solutions were
supposed to be harmonized and work similarly thinoug) Europe. Instead, the twenty-seven member
states developed twenty-seven different e-Custargiens that in the future have to be integrated —
as well as the systems of two million traders. bhgier foreseen was that no blueprint is available
software providers that would lead to a wide variet systems unable to communicate with each
other.

Apart from the standardization barriers the workshparticipants also mentioned that the
technological challenges associated with the toansdtion affecting the internal systems of two
million traders and twenty-seven national authesitthat have to be implemented simultaneously
should not be neglected. The complexity of the iregutechnical development alone could bring the
transformation to a halt.
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4.3 The barriers’ effects on the transformation process

During the two years we followed the e-Customsdfammation some barriers were overcome without
major efforts while others appeared to be real tlimpents blocking the change process.

431 Governance

Two of the governmental barriers stood out as @aerly problematic, determining the possible scope
and pace of transformation. Initially the legal @dpwas thought of as being the greatest thregieto
project, but during the project the twenty-sevenaémber states agreed upon a modernized Customs
code that in general terms allowed for radical segte solutions. The text was written in a way tihat
opened up for new ways of performing Customs cénitiat it did not specifically prescribe that these
new procedures had to be implemented. What turnedcbe a limiting aspect instead was the
governmental institution’s choice for safety antlatglity instead of unsecure but potentially much
more successful improvements. Government institstitack direct competition forcing them to
continuously search for efficiency improvementsisTiimited the willingness to embrace innovation.

The EU’s structure of twenty-seven member stategnbato agree on any changes in the Customs
processes in order to achieve change was the gtivernmental factor forming the scope and pace of
the Danish e-Customs transformation. The decisinrctsire per se showed signals of being poorly
designed for fast decision making and, additionalhe internal conditions of the member states
favored different solutions. For countries withiraited trade sector, e-Customs expenses only had a
marginal reward. For others, trade improvementslavsignificantly improve conditions for national
companies. These two barriers described above duong to be deterministic for the Danish e-
Customs project and during the two years we follibwee project these barriers remained unsolved
which led to project adjustment to the scope peeaiiby EU regulations. Therefore, a significantly
less radical redesign than foreseen was developed.

4.3.2  Organizational and managerial

The subcategory within organizational and manabésgues that received most attention in the
workshop was people issues, put forward as fetayebffs and active opposition towards change for
personal reasons. However, this was not a promibanter during the implementation project.
Although it could have been a result of measurastere taken to overcome this barrier, this wds no
the case. In fact, very few measures were tak@msare a positive response from affected people. A
more likely explanation was that the people redesgy processes were not the ones being
immediately affected by the changes. Change wastead, implemented by semi-detached
development units. Also, changes undertaken at auslow pace that people were more concerned
with other, faster development process taking ptateiltaneously.

Organizational issues associated with bringing edialders together were solved internally but, as
explained above, they were not completely solvedthen EU level. Danish Customs has a long
tradition of developing their services in cooparativith businesses. These established relations wer
used for the e-Customs transformation. Establisk&ions also included channels to communicate
with SME’s. These companies were also expectedate fproblems with the financial investments
following the e-Customs transformation. Since, duethe diminished innovation scope on the
governmental level, redesign was limited no newporate system development was required.

4.3.3 Information and technology

Although the desired results have not been achjethexl technological aspect of the project was
considered to be successful. Danish customs hasdi#e to cope with standards requirements from
the EU, UN, and the World Customs Organization.3&ptember 2009 Danish Customs was able to



18th European Conference on Information Systems Page 10 of 13

upgrade its systems according to the latest EU-wadalation with the objective to harmonize export
systems in the union. However, although Customstesys are compliant to the same specifications,
the desired effects for the traders are still risible. The Danish e-Customs transformation managed
to be compliant with the standards, but the staislarere not inclusive enough to cover all aspects
that need to be specified in order for the Europeqoort systems to be perceived as harmonizeceto th
pan-European exporters. The exporters we investigat this study all reported that they still had t
deal with the European customs organizations iferdint ways, and that they required distinct
interfaces — despite the *harmonization’.

In general, the project was able to handle thenieeh difficulties that lay within the project’s
mandate. However, this took place at large cosiseforts. Still, the project was some months beéhin
schedule when finished. More and more people ireslstarted to question the appropriateness of
developing twenty-seven different systems in Eurioptead of one common solution in the future.

5 DISCUSSION: BARRIER CHARACTERIZATION

Previous research has listed many potential barfe@rgovernmental transformation, but as far &s th
authors have been able to identify no one has thékeher into the nature of these barriers and how
they influence the transformation process. Our chgavs a clear distinction between two types of
barriers: those that can be solved within the ptofmd those that are outside the project’'s control
span. Foremost, barriers in the governmental lesgge outside the control of the project. The projec
had very little possibilities to influence the pess of creating new EU legislation for the Customs
area and it was sheer luck that this did not ptovee a problem. However, this luck did not help ou
when it came to the eagerness of governmentatiitistis to embrace innovation. Neither did it make
a difference for the collaboration structure withie EU that led to long negotiations and very slow
transformation. Other barriers out of the contrbltloe project included the poor quality of the
international standards that the project was swgapos follow. The standards were implemented, but
the intended effects were not achieved due toditoits of the standards.

The findings from the e-Customs case suggest thaimgortant characteristic for understanding
transformational barriers and their impact is h@sily they can be controlled within the scope @&f th
transformation project. On the one hand of theinomim we discovered a set of barriers completely
under project control and on the other hand we dobarriers to be completely outside of project
control. Internal communication and project membemmpetence are examples of controllable
barriers. International trade legislation is anregke of a barrier almost impossible to influencedn
individual project. The barriers leaning towardg tlncontrollable side of the continuum together
create a ‘window of opportunity’ for transformatigojects. Failing to understand the scope of
transformation possible determined by barriersidatthe project’s control is likely to result inggect
failure. In the case of e-Customs, failing to acklealging the readiness for radical change coulé&hav
resulted in the creation of a solution that would loe accepted on EU level.

6 CONCLUSION

In accordance with earlier studies that find ITvdn transformation not being merely a technicaless
(Fountain 2001; Irani et al. 2007), we found bagrialso at the governance and organizational levels
This leads us to conclude that Transformational gsowent is not just about adopting the right
technologies, acknowledging client's wishes or amgmg on standards, but that it is about the
fundamental re-orientation of the role and functidran organization as part of a network that affer
services to citizens and businesses. Furthermoregquires appropriate governance mechanisms
supporting transformed organizations. Focusing pe part only — whether improving systems or
setting up a service oriented front office — intibihe comprehensive organizational and process
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reform that is needed for transformation. Ofteke lin the case studies, organizations take tomwarr
a focus on transformation and neglect the invasatare of the process on all categories identified.

This research aimed to contribute to the reseamt 6f Transformational Government, a research
field that studies the transformational effectseejovernment implementation supporting enhanced
use of ICT for more effective service delivery. this paper barriers impeding transformation in a
Danish e-Customs project were identified and categd. We believe that identifying these barriers
complements the present focus on success factemsg Uiterature review, a classification of barsier
was developed consisting of governance, organizati@and managerial, and information and
technology. This classification was used to anabrmt understand the barriers’ potential impact.

By first indentifying a large number (sixty-two) pbtential barriers and then assessing their impact
the transformation project we found that some ef barriers identified were completely outside the
control of the transformation project. These fastoicluded international legislation, organizatimin
superior authorities and shortcomings in directi@ad regulations. Together the barriers that cannot
be influenced created the project’s ‘window of ogipoity’ to which the transformation process had to
be adapted. Eventually this led to a less radiedesign than anticipated, but at the same time,
following the original outset would have createdaution that would have been misaligned to the
factual situation, and would likely have been regdat the EU level.

The existing research has been good at listingngiatebarriers for governmental transformation. We
suggest that future research should continue indinection of in this paper to understand the
characteristics of the barriers and their influenoethe transformation process. Frameworks such as
the one applied Van Veenstra et al. (2009) areuus$ef identifying potential barriers, but say very
little on which effect the barriers have (the cality) or how they can be overcome — if they can.
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