
Received: 25 November 2024

Revised: 2 January 2025

Accepted: 2 January 2025

Published: 6 January 2025

Citation: Molin, F., & Norrman

Brandt, E. (2025). Navigating Change:

Experiences of Digitalisation Projects

Within the Swedish Transport

Administration. Administrative

Sciences, 15(1), 18. https://doi.org/

10.3390/admsci15010018

Copyright: © 2025 by the authors.

Licensee MDPI, Basel, Switzerland.

This article is an open access article

distributed under the terms and

conditions of the Creative Commons

Attribution (CC BY) license

(https://creativecommons.org/

licenses/by/4.0/).

Article

Navigating Change: Experiences of Digitalisation Projects
Within the Swedish Transport Administration
Fredrik Molin 1,2,* and Eva Norrman Brandt 1

1 IPF, The Institute for Leadership and Organizational Development, Uppsala University, Kungsängsgatan 5B,
753 22 Uppsala, Sweden; eva.brandt@ipf.se

2 Department of Medical Sciences, Occupational and Environmental Medicine, Uppsala University,
752 37 Uppsala, Sweden

* Correspondence: fredrik.molin@ipf.se

Abstract: Background: Digital transformation has emerged as an important theme in con-
temporary organisational studies, particularly within public sector institutions striving to
enhance operational efficiency, improve service delivery, and foster innovation. This study
aimed to explore the experiences of key actors within the Swedish Transport Administra-
tion, focusing on the challenges and opportunities associated with digital transformation.
The research questions were as follows: (1) How do key actors perceive the effectiveness
of the organisation’s management control systems in supporting digitalisation efforts?
(2) What challenges and opportunities do key actors identify in the project management ap-
proach for implementing digital transformation initiatives? (3) How do key actors view the
alignment between project-level goals and the Administration’s overarching strategic goals
for digitalisation? Methods: The study employed a qualitative approach, conducting semi-
structured interviews (n = 18) with participants from the Administration. Data from the
interviews were analysed using an open coding approach. Results: The findings revealed
that (1) respondents favour a more centralised and cohesive approach to management
control, (2) there is a notable lack of expertise in change management, and (3) alignment
between strategic and project-level objectives is insufficient, creating challenges in ensuring
consistency and coherence in the implementation of digitalisation efforts. Conclusions:
The results shed light on issues regarding management control, prioritisation, and the
coordination of digitalisation efforts within a public sector administration.

Keywords: digitalisation; public organisation; management control; Sweden; qualitative
method

1. Introduction
Digital transformation has emerged as an important theme in contemporary organisa-

tional studies, particularly within public sector institutions striving to enhance operational
efficiency, improve service delivery, and foster innovation (Yang et al., 2024). With the
increasing rate of change and digitalisation within society (Kotter, 2012; Palmer & Kaplan,
2013; Iveroth & Hallencreutz, 2020), it is important to comprehend the implications of these
developments in a public setting. The public sector faces the challenge of adapting its
services, policies, and structures to keep pace with technological advancements (Kitsios
et al., 2023).

Management control systems (MCSs) are integral to the successful implementation of
digital transformation initiatives. These systems encompass a range of tools and processes
that organisations use to ensure their strategies are effectively executed (Malmi & Brown,
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2008). In the context of digitalisation, MCSs can facilitate the alignment of resources, pro-
cesses, and outcomes with strategic objectives. According to Ferreira and Otley (2009),
effective MCSs can enhance organisational performance by providing relevant information
to support decision-making. Research indicates that the perception of MCS effectiveness is
influenced by several factors, including organisational culture, communication channels,
and the involvement of key actors in the design and implementation of these systems
(Ahrens & Chapman, 2007). Furthermore, opportunities for innovation and efficiency
arise when organisations embrace digital tools and collaborative platforms (Omol, 2024).
Gann and Salter (2000) emphasise the importance of knowledge sharing and collabora-
tion in project environments, which can enhance problem-solving and drive innovation
within organisations.

A challenge in the public sector is the projectification of government activities, which
adds complexity and fragmentation to governance (Jensen et al., 2016). As societal demands
grow more diverse, governments must manage multiple projects to address issues and
deliver services. However, this proliferation of initiatives can lead to duplicated efforts and
difficulties in coordinating resources and priorities across departments (Godenhjelm et al.,
2015). These issues underscore the need to understand the dynamics of projectification in
public governance and its implications for digital transformation. The temporary nature
of projects complicates continuity and sustainability, potentially undermining their long-
term impact (Jensen et al., 2016). This issue is particularly critical in the context of digital
transformation, where the alignment between project-level goals and strategic objectives is
essential. Kaplan and Norton (2001) propose the use of the balanced scorecard framework
as a tool to align projects with strategic priorities. Misalignment, as noted by Hrebiniak
(2006), can result in wasted resources and project failure, making clear communication
channels and performance metrics critical. Leadership also plays a pivotal role in fostering
alignment. Kotter (1996) emphasises that effective leadership is instrumental in creating a
shared vision and securing stakeholder commitment to strategic goals.

In the context of digital transformation, the alignment of project-level goals with
strategic objectives also requires addressing the evolving nature of technology and market
demands. As organisations navigate the complexities of digitalisation, it is essential to
maintain flexibility and adaptability in project planning and execution (Teece, 2007). Such
adaptability enables organisations to respond proactively to changes in the external envi-
ronment while ensuring that their digital initiatives remain closely aligned with strategic
priorities (Zhang et al., 2023).

The adoption of management control and project management systems from the
private sector has become increasingly prevalent in the public sector as a response to
a constantly evolving environment (Felicio et al., 2021). These systems often include
organisational structures, strategies for innovation and implementation, and leadership de-
velopment (Ibid.). This shift is part of the broader trend known as New Public Management
(NPM), first introduced by (Hood, 1991), which advocates a more service-oriented and
cost-effective approach in public organisations. However, efforts to control and measure
activities in sectors such as healthcare and education have been less effective (SOU, 2019:43).
In 2016, the Swedish government launched an investigation to explore new ways to capture
professional expertise in knowledge-based and professional organisations, such as schools
and healthcare. This was prompted by the recognition that attempts to micromanage
and measure efficiency in these areas have often resulted in a distorted view of actual
effectiveness (SOU, 2019:43).

Otley (1999) offers a framework for analysing and understanding management control
systems (MCSs) within organisations, focusing on how different components interact
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together to guide and control activities towards achieving strategic goals. The framework
revolves around five key questions that address critical aspects of the control process:

1. What are the organisation’s primary objectives?
2. What strategies and plans have been implemented by the organisation to reach these

objectives?
3. What are the key performance measures and indicators?
4. What rewards or incentives are in place to motivate individuals?
5. What information flows, feedback mechanisms, and control processes are utilised?

Otley’s (1999) framework underscores that management control goes beyond financial
metrics, incorporating strategic, behavioural, and operational dimensions. It also highlights
the interdependence of these five elements, where changes in one component can influence
the others. Ultimately, the framework provides a structured method for evaluating an
organisation’s control system, ensuring the alignment of behaviours and decision-making
with its strategic objectives.

The concept of digital transformation encompasses more than just the adoption of
new technologies; it entails rethinking how organisations operate and deliver value to their
stakeholders (Yang et al., 2024; Zhang et al., 2023). This transformation often necessitates
changes to organisational structures, processes, and mindsets, as well as the development
of new skills and competencies (Alvesson & Willmott, 2002).

Key actors are individuals who play significant roles in managing and implementing
digital transformation initiatives within organisations. These include decision-makers,
project managers, and IT specialists, i.e., those whose contributions are essential for the
success of such initiatives (Fitzgerald et al., 2014). These actors possess various skills and
experiences that are important for digital transformation. They contribute to activities such
as setting strategic goals, engaging stakeholders, and securing the resources needed for
digital initiatives (Westerman et al., 2014). IT specialists, in particular, provide the technical
expertise necessary for deploying digital technologies. Their insights into technological
trends and practical knowledge help organisations use digital tools effectively to improve
efficiency and service delivery (Matt et al., 2015).

There is a notable lack of research specifically examining the experiences of key actors
in navigating digitalisation initiatives within large, complex public organisations. Most
existing studies focus on the technical, financial, or strategic aspects of digitalisation (e.g.,
Ismail et al., 2017) without adequately addressing the human factors and management
control challenges faced by those directly responsible for implementing these changes. As
such, the role of key actors—individuals directly involved in the planning and execution
of digital initiatives—is increasingly critical. Their insights and experiences offer valuable
lessons for understanding the complexities of digital transformation and the factors that
influence its success or failure. Understanding how key actors perceive the effectiveness
of MCSs in supporting digitalisation is crucial for identifying their impact on public
organisations. Chenhall (2003) highlights that organisations with adaptive MCSs are
better positioned to respond to the dynamic nature of digital transformation, suggesting
that management control frameworks can be used to manage digitalisation efforts within
an organisation.

By integrating these theoretical perspectives, this study advances the understanding
of how public organisations navigate the complexities of projectification and achieve
alignment between strategic and project-level objectives in digital transformation.

The aim of this study is to investigate the experiences of key actors within the Swedish
Transport Administration as they navigate the complexities of digital transformation. By ex-
amining their perceptions of the Administration’s management control systems and project
management strategies, the study seeks to illuminate the dynamics that characterise the
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implementation of digitalisation efforts. Specifically, it addresses three research questions:
(1) How do key actors perceive the effectiveness of the organisation’s management control
systems in supporting digitalisation efforts? (2) What challenges and opportunities do key
actors identify in the project management approach for implementing digital transforma-
tion initiatives? (3) How do key actors view the alignment between project-level goals and
the Administration’s overall strategic objectives for digitalisation?

2. Materials and Methods
2.1. Setting

This study was conducted within a Swedish governmental agency: the Swedish Trans-
portation Administration. This organisation is responsible for the long-term planning of
infrastructure for road traffic, railways, shipping, and aviation, as well as the construction
and operation of state roads and railways in Sweden. It has an operating budget of approx-
imately SEK 90 billion (approx. EUR 10 billion) and has roughly 10,000 employees with
diverse backgrounds. The Administration was created in 2010 through a merger, primar-
ily between the Swedish Road Administration and the Swedish Railroad Administration
(Annual Report, 2023).

The Administration is organised into six central functions, six business areas, and
four profit centres. The business areas are planning, traffic, maintenance, investment, large
projects, and ICT. Planning oversees the development of state infrastructure for roads,
railways, shipping, and aviation. Traffic monitors and directs traffic on roads and railways.
Maintenance manages, maintains, and develops the road and rail network, as well as its
technical systems. Investment is responsible for procurement, implementation, and follow-
up of major reconstruction measures and new investments. Large projects is responsible
for procurement, implementation, and follow-up of larger new investments exceeding SEK
1 billion. ICT manages IT infrastructure and oversees the technical administration of IT
solutions (Annual Report, 2023).

Examples of major ongoing and partially implemented digitalisation projects within
the Administration include joint maintenance allowance, market-adapted capacity plan-
ning, and digital graph for traffic control. Joint maintenance allowance is a system designed
to support maintenance work on roads and railways. It integrates several IT components
that together contribute to the total system support. Market-adapted capacity planning
is a business development project that, in collaboration with the industry, develops new
digital solutions for more efficient, faster, and transparent capacity planning on railway
tracks. Digital graph is a system designed for train management and traffic control, which
is being introduced at the traffic control centres within the Administration. The tool is
based on digital graphs and calculations to help traffic controllers generate updated arrival
and departure times.

2.2. Sampling and Data Collection

A purposive sampling strategy (Suri, 2011) was employed to select participants repre-
senting various roles within the Swedish Transport Administration’s digital transformation
projects. This strategy enabled the selection of individuals based on characteristics relevant
to the study’s focus. Participants were chosen based on specific inclusion criteria, includ-
ing their involvement in ongoing projects, their roles within the organisation, and their
contributions to digital transformation initiatives. This approach aimed at improving the
credibility of the data. In addition, it allowed for adjustments in participant selection as the
study progressed.

With the support of an internal project leader, interviewees engaged in digital transfor-
mation were selected. Some respondents had been with the Administration for many years,
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while others were new and employed in the past few years. The average length of working
experience among the respondents within the Administration was 12.56 years (Min = 3,
Max = 42). A majority of respondents had backgrounds in engineering or data science.

The inclusion criteria required respondents to hold significant roles within the Ad-
ministration related to managing and implementing digital transformation projects. This
included the following roles: project managers, IT specialists, business developers, digital
strategists, and enterprise architects. To ensure they possessed the necessary insights,
respondents were required to have at least two years of experience in their respective roles,
specifically in projects related to digital transformation. Efforts were made to include a
diverse range of respondents from different departments and business areas, ensuring a
broad spectrum of perspectives and experiences related to digital transformation.

Semi-structured interviews were conducted with the selected participants. This inter-
view format was chosen to provide flexibility and allow for the exploration of participants’
perspectives and experiences while ensuring consistency across interviews (Bryman, 2016).

2.3. Participants

A total of 18 respondents participated in the study, comprising 5 female and 13 male
participants, reflecting the gender distribution within the agency. The sample size was
determined based on the principle of data saturation, which suggests that new information
and insights tend to diminish after a certain number of interviews (Guest et al., 2006).

This approach allowed for open-ended discussions about participants’ attitudes, per-
ceptions, experiences, and strategies concerning ongoing digitisation projects. The inter-
views were conducted via Skype, telephone, or Teams from December 2021 to February
2022. All interviews were digitally recorded and lasted between 45 and 105 min.

The interviews followed an interview guide that included three themes based on the
purpose of the study: the antecedents to change, the process of change, and the expected
or perceived outcomes and results of the change. These broad themes were explored with
open-ended questions such as “Tell me about how the change process took place”. Such
general questions were followed up by more specific ones to gather information about the
participants’ experiences and reflections. All interviews were transcribed verbatim (four
of the interviews were transcribed by a professional typist, while the remaining fourteen
interviews were transcribed by the authors). This resulted in approximately 200 pages of
written text.

2.4. Data Analysis

Thematic content analysis (Braun & Clarke, 2006) was employed to identify recurring
themes, patterns, and insights within the qualitative data. Transcripts were coded to extract
key concepts related to actors’ responses to change, adaptation strategies, challenges, and
success factors. The analysis was conducted iteratively to ensure rigour and validity. The
process began with multiple readings of the transcripts to develop a comprehensive under-
standing of the material (Miles et al., 2014). In the initial phase, all transcribed interviews
were coded line by line (Miles et al., 2014). The codes were kept close to the respondents’
wording in the transcripts. In the second step, the codes were compared to each other and
grouped into broader segments, resulting in tentative categories (Yin, 2009). Finally, in the
third step, the results were summarised under each category (Braun & Clarke, 2006).

To ensure that the analysis was grounded in the data, ongoing discussions were
held between the two co-authors regarding the emerging issues related to the categories
and results. Throughout the analysis, the researchers moved back and forth between
the produced material and the transcribed interviews to ensure that the findings were
grounded in data and not overly influenced by the researchers’ preconceptions.
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2.5. Trustworthiness

To enhance the rigour and trustworthiness of the analysis (Shenton, 2004), the re-
searchers employed several strategies. Firstly, inter-coder reliability was established by
having two independent researchers code a subset of the data and then comparing their
coding to ensure consistency and agreement. Secondly, member checking was conducted
by sharing the preliminary findings with a subset of participants to validate the accuracy
and interpretation of their responses (Patton, 1999). The preliminary analysis, along with
emerging results, was presented at an internal results workshop at the Swedish Trans-
port Administration in June 2022. The workshop participants included both respondents
from the study and invited managers from all types of businesses. Additionally, peer
debriefing was undertaken by discussing the analysis process and findings with colleagues
experienced in qualitative research.

2.6. Ethical Considerations

Ethical guidelines for research involving human participants were strictly followed.
The study was conducted in accordance with the Declaration of Helsinki, and informed
consent was obtained from all the participants involved. The confidentiality and anonymity
of the respondents were preserved throughout the research process. Participants were pro-
vided with an informed consent form that outlined the purpose of the study, the voluntary
nature of participation, and the confidentiality and anonymity of their responses. They
were assured that their identities would be protected, and all data would be anonymised
and reported in aggregate form to maintain confidentiality. Participants were also informed
of their right to withdraw from the study at any time without any consequence.

3. Results
The aim of the study was to investigate how key actors experience overall project

management.

3.1. Management Control

The analysis of interviews conducted at the Swedish Transport Administration reveals
that respondents perceive governance within the Administration as insufficient and lacking
the strength needed for successful digital transformation projects. Management control
appears fragmented, unclear, and partially reliant on voluntary participation, allowing
employees to selectively adhere to management directives. While a control structure
built on trust and autonomy finds acceptance among respondents, they express a need
for clearer priorities. Current management control is perceived as overly influenced by
lower organisational levels, lacking overarching priorities and a comprehensive perspec-
tive. Respondents advocate for a more centralised and cohesive approach to governance
throughout the organisation to ensure greater efficiency. One respondent summarised the
situation as follows:

‘At present, the organisation suffers from scattered and ambiguous direction and frame-
works, compounded by unclear mandates. Large projects often operate as isolated “silos”,
lacking adequate communication with other business areas, leading to inefficiencies and
individuals being occupied with less value-added tasks’.

Many respondents argue that adopting a more centralised management approach
would improve information exchange between different business areas and mitigate the
risk of suboptimal performance in various parts of the organisation. They also identified
a challenge stemming from the absence of shared commitments and unified objectives,
particularly for investments spanning multiple business domains. To address this, respon-
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dents stressed the importance of clearer directives and guidance from top management to
facilitate the execution of efficient, value-driven projects.

The interviews revealed a significant level of fragmentation within the Swedish Trans-
port Administration. Respondents expressed concerns about duplication of efforts and
resources, as similar projects are being undertaken across different areas of the organisation.
One respondent explained:

‘I firmly believe that in certain domains, we are duplicating efforts by running identical
projects in multiple locations. We operate within silos, essentially pursuing the same
project objectives and goals, albeit with slight variations in approach’.

Respondents criticised the digitisation projects aimed at enhancing railroad traffic
planning. These projects, which are now nearing their deadlines, were described as having
been poorly managed over the years. Respondents noted that deadlines for one project had
been repeatedly rescheduled, ultimately leading to a need to scale back ambitions due to
resource constraints. A lack of coordination and communication among various business
areas emerged as a significant concern, contributing to inefficiencies and a focus on less
value-added activities. The organisation was characterised as lacking a unified language
across different functional areas and having disparate IT solutions. This fragmentation
impedes central control and coordination efforts within the organisation, making it difficult
to operate efficiently.

3.2. Challenges and Opportunities

The interviews revealed significant deficiencies in leadership within the Swedish
Transport Administration, particularly in key areas. Respondents noted a predominant
emphasis on theoretical process development and regulatory frameworks, rather than
on nurturing essential leadership competencies. Leadership was identified as crucial for
inspiring individuals, fostering autonomy, navigating change, encouraging collaboration,
and maintaining a forward-looking perspective. However, a notable lack of expertise in
change management emerged as a recurring and prominent challenge. One respondent
highlighted the issue with this example:

‘There has been a noticeable gap in understanding change management, exemplified by the
delayed implementation of a digital graph in train control centres. Despite the decision
being made two decades ago, with the aim of having a new train management system
operational by 2018, it remains pending. However, the implementation is inevitable, and
it will be realised’.

Historically, resistance to change within the Swedish Transport Administration was
attributed to unclear managerial communication. Nonetheless, investments in leadership
training have proven beneficial, particularly in traffic management, where all staff un-
derwent training and tested new digital tools in secure trial settings. Managers received
specialised training in addressing resistance to change, leading to enhanced implementation
of digital tools. There was also a strong emphasis on bolstering employees’ comprehension
of customer benefits and fostering a shared organisational vision.

The merger of the two authorities in 2010 continues to influence the organisation’s
culture. Some respondents questioned the benefits of the merger, as the two cultures that
were merged were very different. One respondent remarked: ‘Personally, I don’t think we
gained much by merging [the authorities]’. The merger resulted in extensive and complex
operations, making it difficult to form an adequate management system.

The merger further compounded the organisation’s challenges by significantly expand-
ing the scope and complexity of its operations. With the integration of multiple entities,
systems, and processes, establishing a cohesive and efficient management system became
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increasingly difficult. Moreover, reconciling the disparate corporate cultures and opera-
tional norms of the merging entities added another layer of complexity to the management
task. One respondent noted:

‘We carry significant remnants from previously merged authorities. Altering established
practices proves to be quite challenging’.

While the organisation has learned from these experiences, there is still a need to
change the culture and mindset within the Swedish Transport Administration. The current
organisational culture has been characterised as lacking a long-term perspective, insuffi-
ciently considering societal benefits, and failing to keep costs down. The recruitment of
new managers who are used to thinking about business and customer benefits is seen as a
critical step towards addressing these issues. Changing the old culture of “silo thinking”
and preference for stability is seen as essential. Moving forward, the organisation must
increase its crisis awareness, improve cost prediction capabilities, and become faster and
better at dealing with resistance to change.

Another cultural challenge within the organisation is the perceived lack of accountabil-
ity, with little or no consequences for managers and employees failing to follow through on
decisions. One respondent expressed: ‘Absolutely nothing happens if you neglect to do what
is decided’.

This absence of accountability compounds the organisation’s difficulties. Managers
and employees often lack incentives to collaborate or share information across different
departments, hindering effective communication and the exchange of knowledge. Addi-
tionally, the organisation’s prevailing engineering and expert-focused culture, while highly
valuable in technical domains, tends to neglect the development of crucial leadership skills.
These leadership capabilities are necessary for guiding teams, fostering collaboration, and
navigating the complexities of large organisational environments.

‘We must heighten crisis awareness within the Administration /. . ./. It’s imperative to
cultivate a more business-oriented mindset and prioritise customer benefits. /. . ./ We also
need to enhance our agility in addressing resistance to change. Digitisation is reshaping
work environments and challenging traditional power structures, requiring us to adapt.
As a crucial societal actor, we have no option but to keep pace with the evolving landscape’.

3.3. Alignment of Projects Within the Administration

A recurring issue within the Administration is the absence of a comprehensive perspec-
tive, which has been identified as a significant obstacle. Several respondents highlighted
the Administration’s organisational structure as a key factor impeding effective information
sharing and the ability to gain a clear overview of ongoing project initiatives. The current
structure is functionally divided and designed to focus on specific tasks within individual
units. While this approach may enhance efficiency in handling specialised responsibili-
ties, it creates silos that hinder collaboration and communication between business areas.
Consequently, these areas often operate independently, prioritising their own objectives
without adequately considering the broader organisational context. This lack of cohesion
not only complicates cross-functional projects but also impacts the Administration’s ability
to respond effectively to the needs of customers and stakeholders. One respondent articu-
lated: ‘We struggle with feedback and collective learning. Our organisation and operating model
function more like isolated silos’.

Respondents expressed concern that these structural barriers hinder the organisation’s
adaptability and innovation. Achieving the alignment of efforts and projects, and foster-
ing collaboration across units, is viewed as essential to leveraging the full potential of
ongoing initiatives. One respondent stated: ‘The challenge lies in managing the project as a
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whole. The business areas have operated as independent units, which has impacted both customers
and operations’.

An example of misalignment within the organisation is how information is produced
and processed within individual business areas, but often remains isolated. Other business
areas may not utilise this information simply because they are unaware of its existence.
This lack of visibility leads to unnecessary duplication of work and time-consuming efforts
to locate information within the system. One respondent explained: ‘If someone approaches
and asks for information, you’re willing to share, but they might not know what they should be
asking for’.

Respondents also highlighted significant gaps between processes within the organ-
isation. Each business area operates independently, with management often satisfied as
long as its specific area functions well. Follow-up and accountability are primarily centred
on delivery responsibilities within individual operational areas, rather than across the
organisation as a whole. This lack of overarching accountability limits the Administration’s
ability to align efforts with shared objectives. One respondent observed: ‘The Administration
is undergoing extensive digitisation, with numerous projects and initiatives in progress. One
major challenge is the lack of coordination among these efforts, leading to inefficiencies and reduced
cost-effectiveness’.

4. Discussion
The analysis of the collected data revealed several key findings related to management

control within the Swedish Transport Administration. These findings shed light on the
perspectives of the respondents regarding the management control approach, priorities,
and investment commitments within the organisation.

Previous research on management control emphasises the importance of a clear and
well-defined control structure to ensure that organisational goals are achieved efficiently
and effectively (Merchant & van der Stede, 2017). The respondents’ emphasis on a top-
down approach implies a desire for stronger leadership and decision-making from higher
levels of management, suggesting that they believe a more centralised control structure
would improve coordination and alignment of efforts. Research on digitalisation in the
public sector indicates that leadership plays an important role in handing the inherent
complexity of digitalisation (Edelmann et al., 2023).

Furthermore, the respondents highlighted the need for a cohesive management con-
trol approach, indicating a perception of insufficient coordination and consistency in the
current control mechanisms. This finding is consistent with the literature on management
control systems. For instance, Simons (1995) emphasises the importance of integrating and
aligning control mechanisms across different levels and functions within the organisation.
A cohesive management control approach ensures that all units and individuals within the
organisation work towards the same priorities and goals, reducing conflicts and enhancing
overall organisational performance.

The respondents also emphasised the importance of clearer priorities, suggesting that
they perceive a lack of clarity in the current organisational goals and objectives. Locke
and Latham (2002) highlight the importance of clear and specific goals in guiding both
individual and organisational behaviour, with clear priorities providing employees a sense
of direction and purpose. This enables them to focus their efforts on the most important
tasks and activities. Without clear priorities, employees may become confused or prioritise
tasks that are not aligned with the organisation’s strategic objectives. This is consistent
with contemporary research on digital transformation indicating the critical role of coordi-
nation of digitalisation efforts to amplify overall efficiency (Yang et al., 2024). Plekhanov
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et al. (2023) refers to this as a tension between local initiatives and the comprehensive
digitalisation strategy of an organisation.

Finally, the respondents called for joint commitments regarding investments, indicat-
ing a desire for more collaborative decision-making processes around resource allocation.
This finding suggests that the respondents feel excluded from investment decisions, which
may lead to feelings of disengagement or dissatisfaction. The importance of involving em-
ployees in decision-making processes, particularly those related to resource allocation, has
been highlighted in the literature on organisational behaviour and management (Robbins
& Judge, 2024). Joint commitments to investments not only enhance employee engagement
and satisfaction but also leverage the collective intelligence and expertise of the workforce,
leading to better decision-making outcomes.

A challenge highlighted by respondents in this study is a deficiency in general leader-
ship skills, particularly in change management, within the agency. Leadership effectiveness
is strongly influenced by organisational culture, a concept defined by Schein (2010) as the
shared values, beliefs, and norms that shape behaviour within an organisation. Previous
studies have demonstrated that a positive organisational culture, characterised by trust,
collaboration, and open communication, fosters effective leadership and improves overall
organisational performance (Cameron & Quinn, 2011). Conversely, a dysfunctional cul-
ture can undermine leadership effectiveness, leading to resistance, conflict, and reduced
performance (Kotter & Heskett, 1992). Leaders and managers also play an important
role in communicating and creating meaning around digitalisation efforts (Nielsen et al.,
2024). In addition, leadership and organisational culture are important drivers of digital
transformation in the future within organisations (Omol, 2024).

This dynamic is particularly relevant in the context of digitalisation, where traditional
work roles and power structures may be disrupted. For instance, the power of local man-
agers may shift when a more centralised digitalisation strategy is adopted (Plekhanov et al.,
2023). Transitioning from established practices, often rooted in years of experience, to new
approaches that rely on digital tools can create stress and resistance among employees. Such
resistance is not uncommon; studies show that technological and process changes often
challenge employees’ sense of competence and stability, leading to anxiety or opposition
(Rafferty & Griffin, 2006).

Additionally, the introduction of new management strategies and digital workflows
can significantly impact employees’ work identities. Work identity, shaped by one’s role
and sense of contribution, is often tied to established routines and expertise. When these
routines are altered, employees may feel a loss of identity or relevance within the organisa-
tion. This shift underscores the importance of leadership in guiding employees through
transitions, addressing their concerns, and fostering an environment where new tools and
strategies are embraced (Alvesson & Willmott, 2002).

In the Administration, many employees have long-standing tenures, with their pro-
fessional identity rooted in engineering expertise and specialisation within specific areas.
However, new demands on the Administration have necessitated shifts in work practices
and behaviours. These include a stronger emphasis on cross-functional collaboration, the
adoption of digital tools, a more holistic approach to operations, and a focus on delivering
value to customers. While these changes require significant shifts in work identity for parts
of the organisation, the message from leadership has been perceived as unclear. Employees
express a need for more concrete direction and clarity, yet leadership’s communication has
not effectively conveyed the vision for change. Consequently, resistance to change remains
prevalent, with minimal consequences for those who do not adapt.

Addressing these concerns could contribute to improved organisational performance,
employee engagement, and overall effectiveness. The Administration should consider
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revisiting its control mechanisms, enhancing communication and transparency, and involv-
ing employees in decision-making processes to address the identified issues effectively.
Furthermore, the need for renewal among employees is important, creating a coalition
for change and new cultural assumptions. One interviewee contended: ‘There is a need
for young people with another mindset, but also room for those fostered in stability and admin-
istration’. The societal demands on the Administration present a true challenge for an
organisational culture built on stability, silos, and expertise. To respond effectively to these
demands, a combination of managerial skills, including strong communication about the
new challenges, and changes in the workforce will be essential.

4.1. Implications for Policymakers

The findings underscore several important implications for policy formulation. First,
the call for a more top-down management control approach indicates the need for stronger
leadership to enhance organisational coherence and alignment with strategic goals. Pol-
icymakers should prioritise the establishment of a clear control structure that facilitates
effective coordination across all levels of the organisation. Second, the respondents’ desire
for clearer priorities necessitates the development of specific, measurable goals to guide
employee behaviour and focus organisational efforts (Locke & Latham, 2002). Policymakers
should implement systems to communicate these priorities regularly, reducing confusion
and ensuring alignment with strategic objectives. Finally, beyond addressing control issues,
it is also important to address “soft skills” in leading and managing change. This need will
become even more important as digitalisation presents new challenges. Effective leadership
and talented change management can help mitigate resistance to change and facilitate
smoother transitions. This would ensure that the organisation is better equipped to adapt
and thrive.

4.2. Limitations

Due to the specific focus on participants within the Swedish Transport Administration,
the findings of this study may not be fully generalisable to other organisations or contexts.
The organisational culture, structure, and dynamics unique to the Swedish Transport
Administration could limit the broader applicability of the results. While the findings
reflect broader trends in public administration, certain aspects of the culture and structure
of the Administration may be seen as unique. However, it is important to note that
many of the challenges identified in this study are also common across large, bureaucratic
public sector organisations. Similar patterns may also be observed in other public sector
organisations, particularly those operating in highly centralised and regulated contexts.
This suggests that while the findings may not fully apply to all organisations, they do offer
insights relevant to comparable organisations.

In addition, this study was conducted over a relatively short period, and this limited
time frame may not capture the full spectrum of experiences and perspectives related to the
ongoing digitisation projects within the Swedish Transport Administration. Longitudinal
studies or extended data collection periods could provide a more comprehensive under-
standing of the ongoing digital transformation processes as they evolve over time. Finally,
the study focused solely on the perspectives of key actors involved in the ongoing digital
transformation projects, potentially overlooking the viewpoints of other stakeholders in-
volved in these projects. Including a broader range of stakeholders in future research could
offer a more nuanced understanding of the challenges associated with digitalisation efforts.
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5. Conclusions
The findings of this study underscore key challenges within public sector adminis-

tration regarding management control and the implementation of digitalisation efforts.
Firstly, the preference for a more centralised and cohesive approach to management control
underscores the need for more centralised structures and unified direction to prevent mis-
alignment and inefficiencies in digital transformation. This centralisation can facilitate more
effective decision-making processes and ensure that all levels of the organisation are aligned
with overarching strategic goals. A more centralised management control structure will
enhance alignment with strategic goals and promote overall effectiveness across all levels.
This should also be paired with the involvement of everyone participating in digitalisation
efforts to create a culture of collaboration, collective ownership, and shared responsibility.

Secondly, the study identified a perceived lack of expertise in change management. As
public sector organisations increasingly confront the demands of digitalisation, investing
in change management training will be crucial. Equipping managers and employees with
the necessary skills to manage the implementation of digital changes will help mitigate
resistance and enhance the success of transformation efforts. Therefore, public sector
organisations need to create training programmes that cover both technical skills and
important soft skills like leadership, communication, and change management.

Finally, the insufficient alignment between strategic and project-level objectives may
pose a barrier to achieving consistency and coherence in digitalisation initiatives. Establish-
ing clear communication channels and frameworks that bridge these levels will be essential
to ensure that digitalisation efforts are effectively implemented and sustained over time.
To achieve this, public sector organisations should hold regular review sessions to help
strategic planners and project managers work together better, improving consistency in
their digital transformation strategies.
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