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ABSTRACT

Digitalization and increasing demand of e-government services
are not changing only the way the citizens can use public services,
but also the nature of work of many municipality employees. At
best this kind of digitalization can offer added value in the form of
enhancing the work of the municipality personnel. In this paper,
we study the effects of adopting an e-government service on work
in municipalities. Based on an empirical investigation of five
municipalities we propose flow efficiency as a key metric to grasp
the added value of digitalization of a public service, as it reveals
the most valuable activities as well as the potential bottlenecks.
Flow efficiency measurement gives therefore a better indicator to
be used in e-government process development than e.g. simple
throughput time especially when evaluating the effects of
digitalization on knowledge work productivity.
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1. INTRODUCTION

According to Irani et al. [12] electronic government (e-
government) encompasses a wide range of activities in public
sector, such as dissemination of information, cooperation with the
private sector, services to individual citizens and organizations,
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and participatory democracy. Due to this kind of wide nature of e-
government, it is not a surprise that e-government services have
been studied from a variety of perspectives, like e.g. information
systems (IS) procurement in the public sector [17, 18, 16],
hindrances and/or success factors in e-government [4, 1, 3],
benefits management and realization perspectives [20, 25, 6], and
value assessment [10, 8, 26].

Generally in IS literature several approaches have been proposed
for value assessment, such as financial [21, 27, 9], economic [13,
9] and strategic approaches [13, 27, 9]. From value assessment
point of view improving lead time (throughput time) from
application to decision has been recognized as one central
indicator of added value [25] enabled by e-government services.
For developing government processes also other efficiency
indicators are needed. Lean philosophy emphasizes value
efficiency as an important metric in developing more value for
customers [15] that has been investigated in the context of
knowledge work [14], but only scarcely in the context of e-
government. The perspective of the government employees as the
users of the IS (see e.g.[5]) and the enhancement of work have
been studied even more little when it comes to the added value of
e-government services.

In this paper we explore the e-government metrics perceived
important by the municipality personnel and present a proof-of-
concept of measuring lead time and value efficiency of the studied
e-government service. The aim is to study the enhancement of
knowledge work and added value of adopting an e-government
service in a municipality context through flow efficiency metrics.
Thus, this research seeks answers to the following research
question:

e In what ways adoption of an e-government solution
influence on the knowledge work productivity of the
municipality employees?

This study is empirically driven. For this reason the theoretical
bases of the research are in next shortly presented as presenting
knowledge work productivity viewpoints and as building the
concept of flow efficiency — that is then empirically tested and
evaluated in a case study of an e-government service called
Lupapiste. Contributions of this empirical investigation both on e-
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government [26] and knowledge work productivity [e.g. , 19]
research streams are presented in the end of the paper.

2. THEORETICAL BASES

Over a few years, e-government services access time has been
reduced dramatically, lead time for decisions has been shortened
and the number of staff reduced, meaning that both effectiveness
and efficiency has been improved [25]. However, municipalities
are facing increasingly complex situations with diverse goals, in
which case the problems of both deciding on and measuring
evaluation criteria will prove challenging [25].

Flow efficiency has been defined as the sum of value-adding
activities in relation to the throughput time [15]. Although
throughput time is itself often used as an indicator of value, where
the quicker it goes the better is the result, this is not always the
case in services, as humans have also indirect needs. In measuring
flow efficiency, the needs dictate what the value-adding activities
are and therefore what flow efficiency is. Flow efficiency
concerns the share of value-adding activities in relation to the
throughput time. [15]

For instance, while quickly rejecting applications municipalities
can maintain low average throughput times. While returning an
application for citizen to be corrected increases throughput time, it
can actually increase value adding time, which is captured in flow
efficiency measurement. Also municipalities might be tempted not
to accept incomplete or erroneous electronic applications, and
thus maintaining low throughput times, however, masking real
flow efficiency. Flow efficiency measurement gives therefore a
better indicator to be used in e-government process development
if municipalities are willing to make use of the data.

In situations, where value-adding activities are required from
multiple parties, flow efficiency measurement could be used to
highlight the time each party has spent on value-adding activities
and also who are responsible for most delays in the process. In
this way flow efficiency can provide a realistic view both on the
municipality’s citizen’s added value and the municipality’s
personnel’s work productivity increase caused by the use of the
digitalized service. In this paper we focus on the latter one, aiming
at study the enhancement of work in a municipality context
through flow efficiency metrics.

Based on the knowledge work literature, several different aspects
that enhance knowledge work can be identified, for example
organizational culture [28], physical work environment [11], and
motivation [24]. They can enhance different knowledge work
actions, such as acquiring, analyzing and generating information,
leading to increased knowledge work productivity. Franssila et al.
[7] also draws attention to information ergonomics as a vehicle to
enhance knowledge work productivity e.g. in the form of more
efficient and meaningful use of information technology.

3. RESEARCH PROCESS

3.1 Lupapiste service as the case

Lupapiste is a web-based open source service that enables digital
application of construction permits and other permits related to
infrastructure. Lupapiste is compatible with software that
municipalities use in managing and archiving documents related
to construction activities. Pricing of the service is divided into
two parts: monthly payment, which depends on the size of the
municipality and payments per transactions, which is dependent

upon the total number of applications in the service (i.e. more
applications nationwide, lower the price per application). In
addition, Solita offers complementary services, like electronic
archiving, training and consultancy services.

Lupapiste service was developed as a part of Action Programme
on eServices and eDemocracy (SADe programme) set by the
Ministry of Finance in Finland [22]. The programme aimed at
providing interoperable, high-quality public sector services via
digital channels in order to improve cost-efficiency, create
savings, and generate benefits to citizens, businesses,
organisations and local and government authorities. Special
attention was paid to the achievement of cost benefits to
municipalities. Lupapiste was one of the sub-projects in the
programme coordinated by Ministry of Environment. In addition
to Lupapiste, Ministry of Environment coordinated six other
projects, and total budget for those projects was 11,5 M€. After a
competitive bidding, Solita was chosen as a service provider for
Lupapiste. Lupapiste service was developed in co-operation with
municipalities that worked as pilots in the project.

3.2 Research methods

The empirical data is consisted of qualitative interview data and
data extracted from the Lupapiste service. The qualitative
interviews were mostly conducted by one researcher, whereas
researcher triangulation was used in the analysis of interview
results. Three of the researchers participated in the data collection
and data analysis of the Lupapiste data.

3.2.1 Interviews

For the qualitative data we carried out 10 semi-structured
interviews [23] in 5 municipalities ranging from small to large
(inhabitants varying from 19 000 to 210 000). All participating
municipalities were pilots in the development project SADe.

Before interviews researchers familiarized with the topic by
having a workshop at Solita, including staff from sales, product
development and service support. After the workshop, an expert
interview with a leading building inspector who had been active in
Lupapiste development and implementation was carried out.
Themes of the interview and structure of the interview was
decided after the workshop and expert interview. Themes of the
interviews included: motivation for the introduction of Lupapiste,
benefits and challenges related to the introduction and use of
Lupapiste, the functionality of the system and feedback to the
service provider. In addition, respondents were asked to describe
what data and what indicators related to construction permit
applications were utilized in decision making related to
construction permit application process, and what type of data
needs have they identified (if any) related to application process.

In each municipality, building inspector or leading building
inspector and person from customer service (usually office
secretary or customer service secretary) was interviewed. The
conducted interviews are presented in Table 1.



Table 1. Interviews conducted.

Muni- Roles of interviewees Number of
cipality interviews
Hyvinkaa Building inspector 1
Secretary, customer service | 1
Kuopio Engineer, construction 1
permit
Secretary, supervision of 1
building
Vantaa Director, supervision of 1
building
Secretary, supervision of 1
building
Sipoo Manager, supervision of 1
building
Secretary, supervision of 1
building
Mikkeli Leading building inspector | 1
Office secretary 1

3.2.2 Lupapiste data analysis

Lupapiste service creates data from user’s actions that are stored
in server log and also of each completed step and document,
which are stored in operative database. Both of these data sources
were used in computing the lead time and flow efficiency metrics.

The dataflow necessary to implement the data analysis includes
the following six sequences illustrated in Figure 1. In the first
sequence, the user performs an action in the user interface (1) of
the SaaS (Service as a Platform). Second, the data of the usage
event is saved to the server log (2). Third, the application stores
the data to the operative database (3). Fourth, the usage data
converter reads the server log an extracts a CSV file (4). Fifth, the
operative data converter extracts the data from the operative
database (5). Finally, the data analysator combines the two data
sources and produces a CSV file (6).

b 3 ——
— f = | Operative data
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database |

5.

Usage Operative_|
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Usage data 4
converter

| 6. | Result
{ Data analysator | data
J (csv)

Figure 1. Dataflow from Lupapiste service.

During the data analysis project, the usage data converter was
published as open source and is available from GitHub:
https://github.com/timole/sopernovus. Also the operative data
converter was published: https:/github.com/timole/sopernovsa.
The data analysator under development was programmed in R.

In next the findings from the empirical study based on both the
interviews and the Lupapiste system produced data are presented.

4. EMPIRICAL FINDINGS

4.1 Insights from the interviews

In the interviews, many types of work enhancers were identified.
Ability to process applications 24/7 wherever internet connection
is available increased flexibility of work by enabling flexible
working hours and remote work. Because of declined amount of
customer visits, work in customer service was perceived more
flexible; now personnel can reply to questions online, and the
pressure created by customers standing in line is eased. In
addition, time savings related to printing activities were
considerable for municipal employees, since printing large plans
that was required before digital service, is time consuming and
also costly. Even though these kinds of printing and scanning
activities were usually done by assistants, it still was considered
as one of the key factors increasing work productivity in overall in
interviewed municipalities.

Productivity improvements related to increased ability to utilize
resources was also brought up by the interviewees; especially
building inspectors had more time to focus on their core tasks
instead of searching for paper files and documents, which for
example ended up productivity improvements of 65% in
application handling (with the same amount of personnel) in one
of the studied municipalities. Lupapiste also reduces information
asymmetries by adding transparency between authorities and
customers. Transparency was in fact considered as one of the
major benefits related to Lupapiste by the interviewees. This also
has an effect e.g. on the information ergonomics [7] that further
influences on the work productivity. Due to Lupapiste features,
all parties involved in the application process have access to the
latest information regarding the process, which enables faster and
more informed decision-making. Transparency also declines the
amount of customer visits and phone calls and thus improves
overall productivity.

According to interviews, current software provide rather general
indicators related to construction permits, like total amount of
permits per year, amount of square meters built within a year, and
average lead times of construction permits. In practice, average
lead times were the only indicators related to application process.
According to respondents in managerial position lead times were
insufficient indicators to measure performance of municipal
authorities in processing applications, since applicants’ actions
affect to the lead time, e.g. if applicant delays with the
supplementary documents required, lead time will increase. In
addition, municipalities measured lead times differently; some
included weekends to the count, some did not etc.

From data analysis point of view, the focal question was to find
out what type of data managers in municipalities are missing for
process management, and if there are data needs that could be
fulfilled by Lupapiste data, i.e. how Lupapiste data could facilitate
process management in municipalities.

Respondents were not aware what data Lupapiste could provide in
general. After seeing visualizations of user data, e.g. adaptation
diagram, and discussions with researchers, respondents got the
view about the possibilities that Lupapiste data could provide. The
most cited need regarding the data related to more precise lead
time. Municipalities were lagging information about the efficiency
of the application process, i.e. what is the efficient work time
municipal authority spends per application. Thus, municipalities
needed information about the flow efficiency.



4.2 Data-driven evidence

Two sets of measurements were computed from the Lupapiste
service. First set, presenting the lead time measurements of
applications is illustrated in Table 2 and the second set of flow
efficiency metrics of applications is illustrated in Table 3. The
first set was gathered only from three municipalities, each
representing a different adoption phases of the Lupapiste and thus,
also varying amounts of processed applications through
Lupapiste.

Table 2. Measured lead times in municipalities.

Municipality Approved Distinct Average | Median

applications | operations | lead lead
times times

Municipality | 730 41 77 57

A

Municipality | 55 17 57 46

B

Municipality | 1600 39 69 56

C

The current adoption status of the Lupapiste service in the studied
municipalities is clearly visible from Table 2. Municipality B has
so far only 55 approved applications, from 17 distinct operations,
whereas Lupapiste has been already used more widely in
Municipality A and Municipality C.

In calculating the flow efficiency metrics, the two operations that
had the most approved applications in the studied municipalities
were chosen. Median flow efficiencies were calculated if a
minimum of 10 applications were approved during the year in the
different operation categories. The resulting flow efficiency
calculations are presented in Table 3.

Table 3. Measured median flow efficiencies in municipalities.

Municipality  and | 2014 2015 2016
operation
Municipality A | N/A 38 32

ground source heat

Municipality B | N/A N/A N/A
ground source heat

Municipality C |45 54 57
ground source heat

Municipality A | N/A 43 45
small houses

Municipality B | N/A N/A 40
small houses

Municipality C | N/A 44 44
small houses

From Table 3 it can be observed that flow efficiencies have
improved in Municipality C in ground source heat applications
from the year 2014 to the year 2016. The flow efficiencies
remained the same for small houses during the years 2015 and
2016 (2014 n=0, 2015 n=156, and 2016 n=160) in Municipality
C. For Municipality B there was sufficient data to calculate flow

efficiency only for small houses in the year 2016. In Municipality
A flow efficiency increased on small houses from the year 2015 to
2016, but decreased on ground source heat applications. It must be
noted that the situation may still change, as data was collected
only until September 2016.

In order to more deeply understand the time spent on value adding
activities, we calculated median application processing time in
minutes for the same operation categories. The results from the
calculations are presented in Table 4.

Table 4. Median time in minutes used to process the

applications.
Municipality  and | 2014 2015 2016
operation
Municipality A | NA 114 94
ground source heat
Municipality B | NA N/A N/A
ground source heat
Municipality C |91 86 73
ground source heat
Municipality A | N/A 552 603
small houses
Municipality B | N/A N/A 326
small houses
Municipality C | N/A 634 730
small houses

In Municipality C there was statistically significant difference in
the application processing times of ground source heat
applications, decreasing each year from 2014 to 2016. For
instance, Mann-Whitney U test on the ground source heat
application processing times of 2015 and 2016 years revealed a
statistical significant difference, with a P value of 0.03. While
flow efficiency remained the same for small houses in
Municipality C, the overall time used to process the application
increased from the year 2015 to 2016.

For Municipality A and B there less available data to perform the
calculations. In Municipality A median times used to process the
applications followed the trend of measured flow efficiencies. For
Municipality B we had sufficient data to calculate the value only
for small houses in the year 2016.

S. DISCUSSION AND CONCLUSIONS

This research has searched answers to the question “In what ways
adoption of an e-government solution influence on the knowledge
work productivity of the municipality employees?” Based on the
interview data, adoption of e-government solution (Lupapiste),
has enhanced the work of municipality personnel in many ways,
leading also in remarkable increase in knowledge work
productivity. The main factors increasing the knowledge work
productivity were increased flexibility of the work, possibility to
concentrate on the core work, information transparency and time
savings due to digitalization of the application process. These
empirical findings are in line with previous literature concerning
digitalization of knowledge work and knowledge work
productivity [2, 7, 19].



The new insights and contribution of the present study to the
knowledge work productivity research stream lays on the
development of data-driven metric of flow efficiency to evaluate
the effect of digitalization to knowledge work. Flow efficiency
calculations together with the median times used to process the
applications provide new indicators for evaluating the efficiency
improvement from digitalization. The most significant
improvements in efficiency were achieved in Municipality C,
which were the most active used of Lupapiste e-government
solution. In Municipality C statistically significant improvements
were achieved in application processing in ground source heat
operation category. This may indicate that benefits from
digitalization are more easy to achieve from applications that are
not very complex and time consuming handle. In more complex
applications, such as, small houses, the delays in the application
processing may be due several reasons. This could be an
interesting topic for future research.

Further empirical research is needed to validate the results, as the
present study has also several limitations regarding the data. The
interviews included only personnel from the municipalities, thus
lacking the perspective of citizens or professional users of
Lupapiste service. As the adoption of Lupapiste service is still
ongoing in municipalities, e.g. new application categories being
adopted each year, there is yet no stable longitudinal data
available for analysis. Furthermore, the municipalities only started
adopting the Lupapiste service in 2014 and the data from the year
2016 is only partial, until September 2016. Technically it is also
possible that an employee from one municipality processes an
application from another municipality, providing even more
influence on the knowledge work productivity among a network
of municipalities. However, this detailed level of analysis was not
included in the present study due to limited depth of the currently
available Lupapiste data.

6. REFERENCES

[1] Altameem, T., Zairi, M. and Alshawi, S. 2006. Critical
success factors of e-government: A proposed model for e-
government implementation. 2006 Innovations in
Information Technology (2006), 1-5.

[2]  Bosch-Sijtsema, P.M., Ruohoméki, V. and Vartiainen, M.
2009. Knowledge work productivity in distributed teams.
Journal of Knowledge Management. 13, 6 (2009), 533—
546.

[3] Ebbers, W.E. and Van Dijk, J.A. 2007. Resistance and
support to electronic government, building a model of
innovation. Government Information Quarterly. 24, 3
(2007), 554-575.

[4]  Ebrahim, Z. and Irani, Z. 2005. E-government adoption:
architecture and barriers. Business process management
journal. 11,5 (2005), 589-611.

[5]  Elliman, T. and Senyucel, Z. 2007. Assessing the impact of
e-government on providers and users of the IS function: A
structuration  perspective. Transforming Government:
People, Process and Policy. 1,2 (2007), 131-144.

[6] Flak, L.S. and Solli-Saether, H. 2013. Benefits Realization
in eGovernment: Institutional Entrepreneurship or Just
Hype? System Sciences (HICSS), 2013 46th Hawaii
International Conference on (2013), 2062-2071.

[7] Franssila, H., Okkonen, J. and Savolainen, R. 2015.
Developing measures for information ergonomics in
knowledge work. Ergonomics. (2015), 1-14.

(10]

[11]

[13]

[17]

(18]

(19]

(20]

(23]

Gouscos, D., Kalikakis, M., Legal, M. and Papadopoulou,
S. 2007. A general model of performance and quality for
one-stop e-government service offerings. Government
Information Quarterly. 24, 4 (2007), 860—885.
Gunasakeran, A., Ngai, EEW.T. and McGaughey, R.E.
2006. Information technology and systems justification: A
review for research and application. European Journal of
Operational Research. 173, (2006), 957-983.

Gupta, M.P. and Jana, D. 2003. E-government evaluation:
A framework and case study. Government information
quarterly. 20, 4 (2003), 365-387.

Heerwagen, J.H., Kampschroer, K., Powell, K.M. and
Loftness, V. 2004. Collaborative knowledge work
environments. Building research & information. 32, 6
(2004), 510-528.

Irani, Z., Love, P.E., Elliman, T., Jones, S. and
Themistocleous, M. 2005. Evaluating e-government:
learning from the experiences of two UK local authorities.
Information Systems Journal. 15, 1 (2005), 61-82.

Irani, Z., Love, P.E. and others 2002. Developing a frame
of reference for ex-ante IT/IS investment evaluation.
European Journal of Information Systems. 11, 1 (2002),
74-82.

Lehtonen, T., Suonsyrjd, S., Kilamo, T. and Mikkonen, T.
Defining Metrics for Continuous Delivery and Deployment
Pipeline.

Modig, N. and Ahlstrém, P. 2012. This is lean: Resolving
the efficiency paradox. Rheologica.

Moe, C.E. and Newman, M. 2014. The Public Procurement
of IS—A Process View. System Sciences (HICSS), 2014
47th Hawaii International Conference on (2014), 2158—
2167.

Moe, C.E. and Péivérinta, T. 2011. Challenges in
information systems procurement in the Norwegian public
sector. Electronic Government. Springer. 404—417.

Moe, C.E. and Péivérinta, T. 2013. Challenges in
information systems procurement in the public sector.
Electronic Journal of e-Government. 11, 1 (2013).
Okkonen, J. 2009. Measuring knowledge
performance, practical implications. (2009).
Péivarinta, T., Dertz, W. and Flak, L.S. 2007. Issues of
Adopting Benefits Management Practices of IT
Investments in Municipalities: A Delphi Study in Norway.
System Sciences, 2007. HICSS 2007. 40th Annual Hawaii
International Conference on (2007), 103—103.

Renkema, T.J. and Berghout, E.-W. 1997. Methodologies
for information systems investment evaluation at the
proposal stage: a comparative review. Information and
Software Technology. 39, 1 (1997), 1-13.

Saarijarvi, M., Alanko, I. and Nurminen, P. 2016. S4De-
ohjelma  (Sdhkdisen asioinnin  ja  demokratian
vauhdittamisohjelma).

Saunders, M., Lewis, P. and Thornhill, A. 2009. Research
Methods For Business Students. Pearson Education.
Sharabi, M. and Harpaz, 1. 2010. Improving employees’
work centrality improves organizational performance:
work events and work centrality relationships. Human
Resource Development International. 13, 4 (2010), 379—
392.

Skiftenes Flak, L., Dertz, W., Jansen, A., Krogstie, J.,
Spjelkavik, I. and Olnes, S. 2009. What is the value of
eGovernment-and how can we actually realize it?
Transforming Government: People, Process and Policy. 3,
3(2009), 220-226.

work



[26]

Srivastava, S.C. 2011. Is e-government providing the
promised returns? a value framework for assessing e-
government impact. Transforming Government: People,
Process and Policy. 5,2 (2011), 107-113.

Stix, V. and Reiner, J. 2004. IT appraisal methods and
methodologies: a critical literature review. Innovations
through information technology. Information Resources

[28]

Management Association International Conference, New
Orleans, Louisiana, USA (2004).

Sveiby, K.-E. and Simons, R. 2002. Collaborative climate
and effectiveness of knowledge work-an empirical study.
Journal of knowledge Management. 6, 5 (2002), 420—433.





