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CHAPTER 4. THE INTERFACE BETWEEN ENTERPRISE 
CONTENT MANAGEMENT AND RECORDS 
MANAGEMENT 

This chapter has built on a literature review and the integrated results of three 

interview studies that were conducted in two Swedish municipalities referred to as 

A and B. Its aim was to establish if a system oriented solution such as ECM and 

records management could be harmonized to contribute to a proactive and holistic 

information management approach. It did this by addressing the following 

questions: 

 

RQ.2. Can records management and ECM be harmonized to contribute to a 

holistic and proactive approach to content, records and information management? 

(a) What are the similarities and differences between ECM and records 

management? 

(b) Could the information and records management strategies being 

implemented in the public administrations be considered to be the same as or 

similar to ECM? 

The above research questions were answered by undertaking the following 

three sub-studies: 

 

 An exploratory study of projects directed at business process 

improvements. 

 

 The exploration of the concept of ECM in relation to Records 

Management. 

 

 The identification of ECM factors that were relevant to the 

mitigation of long-term preservation challenges. 

 

The first study took place between June – October 2009, and identified projects 

that were directed at business process improvements. The aim of the projects was 

to improve service delivery and to develop electronic services. The study was 

explorative and the researcher designed it in collaboration with a fellow researcher. 

See appendix 1 for the interview questions. The study enabled interaction with the 

project managers who had a deeper understanding of what was going on within 

the projects and the municipalities. Using an interview schedule which had semi-

structured questions, 16 project managers were interviewed. One of the project 

managers was responsible for two projects which brought the number of projects 
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to 17.  Answers to questions regarding; ownership and finances, duration, the logic 

behind the project, project gains, personnel involvement, customer orientation 

(citizens), information systems and project evaluation were elicited. The interviews 

gave an insight in the work that the two municipalities were undertaking and 

exposed some of the challenges the projects were facing.  

The second study explored the concept of ECM in relation to records 

management. See appendix 2 for the interview questions. This study aimed to 

establish whether the concept of ECM was known in the municipalities and 

whether the information management strategies that the municipalities were 

espousing were the same or similar to ECM. The study design was based on the 

literature review on ECM and records management and the results from study 1. 

This study was carried out between May – June 2010. It was based on the factors 

that ECM proponents prescribe and therefore questions relating to the following 

sub-themes were formulated; management of structured and unstructured 

information; business process analysis and enterprise architecture; information 

management systems; e-Government and e-services; organizational changes; 

effective information management; collaboration and information dissemination; 

repurposing of information; information overload; knowledge capture; and, long-

term preservation of information. A total of 18 interview schedules were sent out 

by email and 17 responses were received. The targeted administrative managers 

who could not participate recommended a person they thought was suitable. The 

three people who were recommended were IT Strategists/information officers from 

municipality A. The study particularly focused on administrative managers 

because they can make decisions and hence institute change. Additionally, 

information and records management issues require top management support 

(Shepherd & Yeo, 2003).  

The third study investigated whether ECM factors could mitigate long-term 

preservation challenges. See appendix 3 for questions that were asked. Qualitative 

interviews were conducted and the interview guide was based on the literature on 

ECM and records management. This study was carried out in September – 

December, 2010. The interview guide solicited opinions on; ECM; structured and 

unstructured information; Business Process Management (BPM); Enterprise 

Architecture (EA); organizational changes; information overload; effective 

information management; long-term preservation of information; storage 

repository; and, storage media. The study focused on municipal officers who dealt 

with the strategic planning and management of information. The categories of 

people interviewed included; archivists, system administrators, a registrar, a 

project manager, web editors and IT personnel. 14 people participated in the face 

to face interviews and the 15th informant answered the questions by email. The 

study started with the municipal archivists who recommended a member of staff 
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that they thought would most suitably answer the questions. That person in turn 

recommended the next informant. This is known as “snowball sampling.” Through 

interviews and observation one informant advises on issues that need further 

inquiry and hence directs the researcher to another person that might offer more 

answers (Pickard, 2007, p. 65).  

Section 4.1 presents the Swedish context and legal framework that governs the 

management of public information. Section 4.2 presents Enterprise Content 

Management (ECM) and records management characteristics while section 4.2.1 

presents results on ECM awareness and the records management overlap. The two 

sections answer RQ. 2(a). Section 4.3 presents the transformation that the 

municipalities were undergoing as a result of e-Government development.  

Sections 4.3 and 4.4 present the projects that aimed to improve business processes, 

the organizational, structural and the information management challenges that the 

municipalities faced. These sections contributed to an understanding of the 

information management framework of the municipalities and a comparison with 

ECM. The sections facilitated answering RQ. 2(b).  

 

4.1 The Swedish Context and Legal Framework 

The Swedish public sector constitutes three levels: central (governmental 

agencies), regional (governmental agencies and municipal county councils), and 

local government (municipalities). The county councils and municipalities are to a 

certain extent independent of central government (Ostberg, 2010). Municipalities 

are also independent authorities. However, they are legally bound to the central 

government in so far as they are subject to the rules of local self-government 

instituted by the constitutional law in the Instrument of Government, known in 

Sweden as Regeringsformen, RF.  

According to the Local Government Act of 1991 every municipality should have 

an elected council, which appoints an executive committee and other committees 

to fulfil the responsibilities and obligations of the municipality. The executive 

committee heads and co-ordinates the municipal administration, supervises the 

activities of the specialised committees, drafts the municipal budget and prepares 

and implements council decisions. The executive committee is presided over by a 

chair who is the highest political representative of the municipality.  

The specialised committees are responsible for assisting the municipal executive 

committee in the preparation and implementation of decisions made by the 

municipal assembly. Each committee is an independent agency with its own 

decision-making powers.  

Within their territories the municipalities have certain legal responsibilities such 

as the power to levy and collect taxes and to create some ordinances. They can also 

enact certain local political decisions within the limits of legislation. Municipalities 
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provide wide-ranging and complex services for and on behalf of the citizens. The 

services include mandatory services such as: social services, childcare and pre-

school, primary and secondary education, care for the elderly, support for the 

physically and intellectually disabled, primary healthcare, environmental 

protection, spatial planning, refuse collection and waste disposal, rescue and 

emergency services, water supply and sewerage and road maintenance. They also 

deliver optional services such as; culture, housing, energy, employment, industrial 

and commercial services (Häggroth, Kronvall, Riberdahl, & Rudebeck, 1996; 

Larsson & Bäck, 2008). The municipalities can also own limited companies. 

Sundqvist (2009) hence argued that municipalities are very complex organizations 

that engage in different fields of competences.  

Sweden promotes readily access to public records and there is no demarcation 

between current and archival records. Therefore the term “archives” according to 

the Archives Act means both current and archival records. The moment a public 

record is received and stamped or created and put on file, it becomes public and 

can be accessed by the general public. In the Freedom of the Press Act, the concept 

of official documents is used. An official document is defined as “any written or 

pictorial matter or recording which may be read, listened to, or otherwise 

comprehended by using technical aids” (Sveriges Riksdag, n.d., p. 210). Chapter 2 

of the Freedom of the Press Act, Article 1, guarantees that “every Swedish citizen 

shall be entitled to have free access to official documents, in order to encourage the 

free exchange of opinion and the availability of comprehensive 

information”(Sveriges Riksdag, n.d., p. 209). The principle of public access to 

government records is one of the cornerstones of the Swedish judicial system. This 

right is however restricted in the provisions of the law, where classified 

information is concerned. The legal framework which governs the management of 

public information and records follows: 

 

 The Freedom of the Press Act (SFS 1949:105) 

 The Public and Secrecy Act (SFS 2009:400) 

 The Archives Act and Ordinance (SFS 1990:782; SFS 1991:446) (Sundqvist, 

2009). 

 

The rules governing public access to government records date back to the first 

Freedom of the Press Act of 1776 (Gränström, Lundquist, & Fredriksson, 2000). 

Access to government records guarantees that public agencies can be scrutinized in 

order not to misuse their powers. The Public Access and Secrecy Act was enacted 

in 2009 and has provisions that supplement the ones in the Freedom of Press Act 

on the right to access public records. A good example of such a provision is the 

obligatory registration of public records (Regeringskansliet, 2009). The registration 
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of public records is a requirement by law (Gränström et al., 2000). It is an 

important part of the open governance structure of Swedish public 

administrations. It facilitates the traceability of records and hence promotes 

information access.  

Sundqvist (2009) clarified  that Sweden’s registry system emanates from the fact 

that it belonged to the German cultural sphere and was during the early modern 

times dependent on public servants educated in the German states. This is why the 

registry system also emerged in the Swedish royal chancellery. According to the 

Swedish Archives Act 1990, records should be handled in a manner that promotes: 

 

 The right of free access to public records; 

 Information requirements to public jurisdiction and administration;  

 Research requirements.  

 

The municipal archives are supposed to meet the above objectives and they are in 

addition, a national cultural heritage. The archives Act and Ordinance therefore 

spell out the general rules of records and archives management.  
 

4.2 Enterprise Content Management and Records Management 
Characteristics 

This section presents the characteristics of the two information and records 

management approaches. Since Enterprise Content Management (ECM) had not 

been implemented in the two Swedish municipalities, a comprehensive literature 

review was undertaken as demonstrated in chapter 3 in order to establish what it 

entailed. The section is therefore based on a literature review, the research findings 

of the study that explored the ECM concept in relation to records management 

and, the information and records management strategies of the two municipalities.  

ECM is a relatively new area of research that has engaged primarily information 

systems researchers and the technology industry while records management is an 

established field and practice that has occupied records managers/archivists 

(Shepherd & Yeo, 2003; Smith & McKeen, 2003; vom Brocke, Simons, et al., 2008). 

Records management focuses on records and their evidentiary value. It hence 

facilitates decision-making processes and protects rights by providing evidence 

(Shepherd & Yeo, 2003; Yeo, 2007), while the focus of ECM is on unstructured 

content (MacMillan & Huff, 2009). Unstructured content includes; documents, web 

pages, reports, audio files, video clips, project spaces, shared disk drives, and 

desktops (Feldman & Villars, 2006; MacMillan & Huff, 2009; Reimer, 2002).  ECM 

has an enterprise-wide view and prescribes enterprise architecture, business 

process management, collaboration, knowledge management, system integration, 

repurposing of information and the life cycle information management (de 
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Carvalho, 2007; MacMillan & Huff, 2009; O’Callaghan & Smits, 2005; Smith & 

McKeen, 2003; vom Brocke, Simons, & Cleven, 2009). There are international 

standards that aim to promote good records management practice. No ECM 

standards are extant. Records management systems have been used to maintain 

the quality of records, that is, their authenticity, reliability, integrity and usability 

while ECM systems endeavour to manage and facilitate access to all an 

organization's content.  

The table below presents the identified characteristics of the two information 

management approaches that are based on the literature review that the researcher 

carried out (For reference see Chapter 3 for details): 

   Table 2: Summarizes the characteristics of ECM and records management.  

Discipline Enterprise Content  

Management (ECM) 

Records Management (RM) 

 An emerging field and practice; 
a subfield of information 
systems for the computing 
disciplines. 
 
Engages information systems 
researchers and the IT-
industry. 
 
Endeavours to bring all of an 
organization’s unstructured 
content into a managed 
environment in order to 
promote information sharing, 
controlled access, retrievability 
and archiving. 

 
 
Defined as an integrated 
approach (an initiative) to 
managing all of an 
organization’s information 
content. 

Established established field and practice 
practice. 

 
 
 
Engages records managers and archivists, 
and the IT industry. 
 
 
Aims to control the creation, receipt, 
maintenance, use and disposition of records 
efficiently and systematically. 

Systems Facilitate access to all the 
relevant information in an 
organization. 

Used to manage records effectively by 
maintaining their authenticity, reliability, 
integrity and usability and to improving the 
quality and coherence of processes. 

Drivers Driven by the need to meet the 
global collaboration needs of 
an organization’s employees, 
customers and partners 
through digital information 
content. 
 
 
A convergence of document 
management, web content 
management and digital asset 
management. 
 

Driven by legislative requirements; underpins 
government accountability, freedom of 
information and privacy legislation, protection 
of people's rights and entitlements, and the 
quality of the archival heritage. 
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Claims to improve business 
process management; 
collaboration; change 
management; repurposing of 
information; knowledge 
management; system 
integration; enterprise 
architecture; and the 
management of information 
throughout its life cycle. 

Takes care of risk management, knowledge 
sharing and organizational efficiency. 

Focus Focuses on content. Focuses on records that are differentiated 
from other types of information because of 
their evidentiary value. 

Social and 
Technical 
aspects 

Has social and technical 
aspects. 

Has a social and technical aspect. 

Approach Life-cycle view: active, semi-
active and retention or 
destruction. 

Has a life cycle, a records continuum 
perspective, and a view to long-term 
preservation.  

Orientation Technology oriented but it is 
also claimed that it is also 
about the people and 
processes. 

Both technology-oriented and analogue. 

Standards Is based on quality assurance 
standards ISO 9001 and ISO 
17025. 
 
In 2006 the need for increased 
interoperability among 
disparate ECM applications 
gave rise to an international 
standards organization called 
Interoperable enterprise 
content management  (iECM) 
consortium. The aim to define 
standards and best practice. 
 

Guided by international standards and best 
practice such as: 
 
-ISO 15489.1: 2002 Records management – 
General 
-ISO 15489.2: 2002 Records management – 
Guidelines 
-Open Archival Information System (OAIS 
ISO 14721:2002)  
-Standard for metadata ISO 23081;  
-Technical Report on Work Process Analysis 
for Records ISO/TR 26122: 2008 
-ISO 30300:2011 Management system for 
records. 
 

 

The literature review resulted in an identification of eight ECM factors. These 

factors are referred to by the ECM proponents as crucial to the successful 

implementation of an ECM solution in an organization (Glazer et al., 2005; Jenkins 

et al., 2006; MacMillan & Huff, 2009; vom Brocke, Derungs, et al., 2008). The factors 

constitute: Enterprise Architecture (EA); Business Process Management; Change 

Management; Collaboration; Knowledge Management; System Integration; 

Repurposing of Information and the Lifecycle Management of Information. A 

definition of each of the factors follows here below: 

Enterprise Architecture (EA) is defined as an approach for managing an 

organization’s information systems portfolio (Johnson & Ekstedt, 2007). 

Goikoetxea (2007, p. 2) defined it as, “a set of business and engineering artefacts, 

including text and graphical documentation, that describes and guides the 



57 

 

operation of enterprise-wide system including instructions for its lifecycle 

operation, management, evolution, and maintenance.” Aziz, Obitz et al (2005) 

defined EA as a holistic view of an enterprise’s processes, information and 

information technology assets. It is a vehicle for aligning business and IT in a 

structured, efficient and sustainable way. The successful deployment of 

information systems should be based on EA because it enables good decision 

making processes regarding information systems and how they fit the existing IT 

environment (Johnson & Ekstedt, 2007). EA models include applications, business 

processes, information and the organization’s IT infrastructure. According to the 

Butler Group (2004) EA has become increasingly important to organizations 

because it helps them to understand the impact of technology investments on 

overall operations and to achieve legislative compliance. It also provides the 

essential framework for the communication, interpretation, and implementation of 

corporate objectives through a well aligned IT environment. As part of the EA, 

organizations also need to analyze their business processes. 

Business Process Management is defined by Elzinga, Horak et al. (1995, p. 119) 

as “any structured approach used to analyze and continually improve 

fundamental activities, such as manufacturing, marketing, communications, and 

other major elements of a company’s operation.” The analysis of business 

processes facilitates the ability to identify where records and information are 

created and received and helps organizations to improve business operations in 

their entirety focusing on the input, the output, the customer, and the value of the 

output (Hammer & Champy, 1995; ISO/TR 26122, 2008; Ljungberg & Larsson, 

2008). When processes are analyzed they often lead to organizational changes 

which require change management. 

Change Management is according to Thumma (2011, p. 1) “a structured 

approach to transitioning individuals, managers, teams, and organizations from 

their current situation to a desired future state.” The implementation of ECM 

systems brings about change in organizations.  Their effective use hinges on how 

people embrace them.  Change is inevitable in today’s business world but it is 

important that the reasons for change are effectively communicated (Rockley et al., 

2003). Flexibility and responsiveness are key to implementing change successfully, 

but it requires organizational change capabilities such as strong leadership, the 

ability to change the organizational culture and values, and a focus on customer 

service (Sundberg, 2006). McGreevy (2003) pointed out that difficulties in 

managing organizations through a transition should not to be underestimated 

because individual reaction can vary. The line managers play a central role in 

implementing change by providing relevant explanations and information to those 

affected. It is also important during times of change for people to collaborate and 

to share information. 
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Collaboration is central to ECM; it enables employees to work dynamically 

toward a common goal while capturing, storing, and archiving the content they 

produce. Conceptually, collaboration implies awareness, motivation, self-

synchronization, participation, mediation, reciprocity, reflection, and engagement 

(AIIM Market Intelligence, 2009). In short, collaboration is about openness and 

knowledge sharing. According to Hockman (2009) it involves: 

 

 Awareness of documents that are shared between departments; 

 Communicating internal knowledge and experience; 

 Coming up with common search terminology that will be meaningful to 

different departments as indexing terms; 

 A shared vision for process improvement; and 

 Input from every department to encourage buy-in. 

Knowledge management is equally as important and was defined by Alavi and 

Leidner (2001, p. 113) as the identification and leveraging of collective knowledge 

in an organization  in an endeavour to help an organization to compete. They 

argued that knowledge management promotes innovativeness and responsiveness. 

ECM and knowledge management are linked and are of increasing importance in 

modern organizations. ECM implementation in organizations is underpinned by 

the idea and practice of information sharing, which enhances the capture and 

transfer of knowledge. The efficient management of information guarantees 

continuity of business processes and knowledge management. A lot of knowledge 

is retained in the minds of the employees, but some of the ECM proponents claim 

that ECM can help organizations to retain knowledge when employees leave 

(Butler Group, 2004; MacMillan & Huff, 2009). If knowledge is to be effectively 

managed and shared, information systems need to be integrated. 

System integration allows systems to “talk” to each other and eliminates 

information silos (Rockley et al., 2003). The management of information systems is 

central to business operations and access to accurate and timely information 

hinges on how well aligned these information systems are with business 

operations. According to Themistocleous (2004), the real value of information 

systems derives from the integration of disparate applications so they can support 

processes across the whole value chain. It is also equally important that the 

information that organizations endeavour to capture, manage and preserve is 

repurposed. 

Repurposing content saves money (Iverson & Burkart, 2007) and enables 

organizations to avoid “reinventing the wheel.” Rockley, Kostur & Manning 

(2003) recommended a unified content repository where information would be 

readily available for use and reuse. Currently, there is considerable emphasis on 
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the reuse of government information at the national and European levels through 

the public sector information (psi) directive (The European Union, 2003). Reuse or 

repurposing promotes the development of new services from existing 

governmental data sets. This requires a holistic information management view 

that would enhance the management of the information continuum. 

The life cycle of information has to be managed from its creation, management, 

and review to its distribution, storage, and eventual disposition (MacMillan & 

Huff, 2009). ECM applies a life cycle model to the management of information. 

Munkvold, Päivärinta, Hodne and Strangeland’s (2006) research on Statoil 

confirmed that Statoil’s ECM strategy focused on the entire lifecycle of the content 

- that is, from capture/creation to long-term preservation or disposal.  

 

4.2.1. ECM Awareness and the Records Management Overlap 

This section presents the overlap that was identified between the two 

information management approaches. The research findings revealed that there 

were similarities between ECM and the information management activities of the 

municipalities. The majority of those interviewed in the study were not aware of 

ECM as a concept. There were however a few who thought that the way 

information was being managed in the municipalities had some similarity with 

some of the ECM factors. The following informant for example argued: 

 

“I partly think that we manage information as in the ECM strategy. 

We have different ways of handling our digital information in the 

different business systems that are closely connected to the 

different business activities but, I think we still miss a cross 

organizational approach (Officer E9). 

 

The municipalities were required to handle their information and records 

according to the legal framework governing public information. Within the records 

management framework, they undertook work that was similar to the ECM 

prescribed factors. These were; change management, business process 

management, collaboration, repurposing of information, knowledge management 

and system integration (See table 3 below). 
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   Table 3: Activities pursued by municipalities A and B similar to ECM 
ECM Factors Records Management Factors 

 Municipality A Municipality B 

Change 
Management 

Engaged in change 
management. 

Engaged in change 
management.  

Business Process 
Management  

Process work was on-
going and process owners 
had been appointed. 
Results had led to the 
standardization of case 
handling in one of the 
units and the merging of 
some of units. 

Process work was on-going 
but not at the same level as 
in municipality A.  
Results in one of the units 
had led to rationalization of 
work, reduction in staff and 
the merging of units. 

Collaboration Staff members 
collaborated around 
information but not in a 
systematic  manner.  
 
A project that aimed to 
promote information 
sharing was being 
planned. 
 
The municipality had 
issues when it came to 
collaboration with other 
municipalities around 
innovative ideas that had 
not yet become official. 
This is because once this 
information was captured 
then it had to be made 
accessible in accordance 
with   the Public Records 
Act. 

Staff members collaborated 
around information but not    
in a systematic manner. 
 

Repurposing of 
Information 

Consultation with old 
records and the archives 
was performed. 
 
Investments in a common 
repository had been made 
to facilitate information 
access, sharing and 
traceability. 
 
The municipality had 
undertaken information 
modelling though it was 
not enterprise wide. 

Consultation with old records 
and archives was performed. 
 
Investments had been made 
in a centralized registry 
function to facilitate readily 
access of records and 
traceability. 

Knowledge 
Management 

Employee-to-employee 
transfer of knowledge was 
the norm. 
 
Two projects were 
underway to capture and 
to systematize knowledge 
management. 

Employee-to-employee 
transfer of knowledge was 
the norm. 
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System Integration Had started thinking about 
system integration at the 
systems procurement 
stage. 

Had started thinking about 
system integration at the 
systems procurement stage. 

 

The municipalities undertook change management whenever new systems 

were implemented because they recognized that without training staff, there 

would be a high risk of under-utilisation or rejection of new information systems. 

Training also enabled the employees to acquire the necessary skills required in the 

new environment. There was also an opposite view that claimed that lots of 

investments were being made in new applications but less was spent on change 

management. The following administrative manager P7 was of the view that: 

 

“I think that little money is invested in training sessions. Expensive 

applications are bought and then it is believed that things will 

work out automatically and that is not often the case.” 

 

Work with business process analysis was being undertaken but it was being 

pursued at differing levels of maturity. Municipality A had done much more than 

municipality B. Municipality A had for example appointed process owners to work 

with process analysis. It however lacked a common definition for business process 

management. One of the informants argued that they had an IT perspective, a 

business perspective and an information management perspective. The challenge 

was to create a common understanding of the term. In municipality B process 

analysis was still premature, but there was awareness of its importance.  

Collaboration around information management issues was emerging, and 

municipality A had even engaged in information modeling in order to identify 

information needs. However, this information modeling was not done at an 

enterprise-wide level.  

In both municipalities the archives function was not integrated with the rest of 

the core functions, but archives were looked upon as a place to send records that 

were no longer active or a place to keep the original records. This meant that 

information that was to be reused was kept in the information management 

systems or in the intermediate archives. The central archives were consulted for 

old records. Information officers/IT Strategist P1 contended that close collaboration 

between the records management function and information technology units 

would facilitate the management of information. Some of the informants said they 

collaborated with the archivists and others were of the opposite view. 

Administrative Manager P15 stated that they had a good dialogue with the 

archivist: 
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“Yes, but we could be better at utilizing the competence that we 

have in that area. I think that we have over time had a relatively 

good dialogue.” 

 

One of the informants in municipality A argued that the administrative staff 

ought to be made aware of the fact that they need the archivists during information 

planning. The following informants argued that: 

 

“The municipal archivist is not consulted as much as I would wish 

but he is being used more and more to structure up information 

especially, when it comes to how information is used in the 

business processes. This is meant to facilitate for the archives to 

manage it later” (IT Strategist P8). 

 

“The archivist is a very progressive person but I think he is in 

certain processes consulted quite late” (Administrative Manager 

P16). 

 

“The archivist is rarely consulted. I think he was involved in the 

procurement of the case and records management system, in the 

steering group but there are lots of other systems that are procured 

and used without his knowledge” (IT Strategist P1). 

 

“I cannot answer whether the expertise of the archivist is utilized” 

 (Administrative Manager P13). 

  

“The municipality has not been good at utilizing the competence of 

the archival institution and the archivist. It is bad at utilizing that 

competence and letting the archivist to be actively involved” (IT 

Strategist P9). 

 

The interviews revealed that in municipality B there was no collaboration 

between the IT Unit and the archivist. In both municipalities, processes of 

information systems acquisition excluded the archivists and sometimes members 

of the IT unit. This created an IT infrastructure with disparate information systems 

that further exacerbated the issue of long-term preservation since the 

municipalities had to deal with many systems. Since the archivists were not 

consulted during information planning, the issue of long-term preservation was 

often not put into consideration. Focus was put on the management of current 

information in order to create more efficient business processes. The studies 

revealed that projects aimed at improving business processes often lacked long-
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term preservation strategies and this could be clarified by the fact that archival 

expertise was often left out of such projects.  

 The different information systems served as temporary “digital archives.” IT 

Strategist P1 argued that: 

 

“Our worst example is that in this municipality (A) there are three 

personnel salary systems of which two are ”storage.” One of them 

is active and is our personnel administration system but since the 

other two have not been archived or migrated then they are also 

kept. It is a heavy job.”  

 

Municipality A was faced with the challenge of maintaining aging systems 

because there were no better replacements. Some systems were maintained 

because integration was difficult or the measures to migrate the information to 

new platforms were too expensive. 

In both municipalities, information was being repurposed by consulting old 

records or the archives. The fact that the municipalities did not have digital 

archives further complicated the proper re-use of information. This was an area 

that needed further development. 

The municipalities faced the challenge of knowledge management. There was 

no systematic way of managing the knowledge accumulated by long-term 

employees who had developed specialized knowledge. However, there was 

awareness of the need to establish a more developed system for knowledge 

capture. The following informant argued that:   

 

”Knowledge management is quite unstructured. In certain cases it 

is necessary to ensure that those who leave the organization for 

various reasons and have critical business information, that it is 

retained in the organization. Normally we do not do it but let the 

information disappear” (Administrative manager P14). 

 

 The current knowledge management approach required retiring or vacating 

officers to pass on knowledge by working side by side with their replacements. 

This facilitated the maintenance of knowledge in-house while the replacement was 

being trained. The time period was limited as it was costly to pay two salaries for 

one position.  Information/IT Strategist P8 revealed that a retired employee had 

tentatively introduced the idea of managing knowledge via a wiki. She further 

argued that this would be a systematic way to capture knowledge, but it would 

also require the engagement of all employees to document their problem solving 

tactics. In another instance, Administrative manager P12 expressed the fact that a 
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project was being conducted to document the experiences of a member of staff who 

had worked in Municipality A for a long time. The project was to also include 

important documentation that has been accumulated by the retiring member of 

staff over the years. The project was to be completed before the person’s 

retirement.  

The issue of disparate information systems was caused by un-coordinated 

procurement processes that were done outside the formal procurement 

procedures, and lack of enterprise architecture to guide investments in the IT 

infrastructure. This resulted in an IT infrastructure with disparate systems that 

created islands of information. These systems became stand-alone systems and 

created inefficiency, duplication of information and needed separate maintenance. 

This further created integration problems. There was however a realisation in both 

municipalities of the necessity to create a more consolidated IT-environment with 

integrated systems. Municipality A had therefore invested in a case and records 

management system and it needed to integrate all its information systems and to 

migrate information from these legacy systems.  However, some of the information 

systems were very old which made it practically impossible. Some of the 

information was manually moved to the new systems, which was a time 

consuming exercise. Municipality A had about 50 systems that were old, and if 

anything was to go wrong information would be lost.  The management of 

unstructured data in both municipalities remained a challenge. Issues regarding 

enterprise architecture had become more pronounced in municipality A because 

there was a growing awareness of how information systems and business 

processes should be aligned. However, this alignment was not yet well planned for 

or mapped. Sometimes, individual units purchased small systems that were 

specific for their activities. The following informant argued: 

 

”The municipality has an IT plan which lays out the process for 

acquisition of new systems but since all departments have their 

own budgets and finance their own IT systems then one ignores 

the IT-plan and indeed they do” (IT strategist P1). 

 

The information systems procurement process was supposed to involve 

representatives from different units, to establish whether an information system 

could serve more than one administrative unit. However since the purchase of new 

systems was uncoordinated and was based on the individual administrative unit 

needs, it led to the implementation of specialized systems that only a few people 

could manage. Administrative manager P3 argued that: 

 

“We have some obvious worries where we are supposed to 

collaborate beyond the information systems’ boundaries. Right 
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now we are in a process of changing the personnel system and the 

personnel planning system that are not integrated with each other. 

This is an area that needs further development. We have many 

specialized systems that are isolated.” 

 

Specialized systems required special competence which made the 

municipalities vulnerable where personnel who managed them on a regular basis 

were absent from work. The management of different information systems was 

costly and posed challenges. Responding to the issue of system integration 

Administrative manager P5 and IT strategist P1 expressed the fact that: 

 

“Integration is a requirement but I cannot say it is an issue we have 

effectively dealt with. We still have one or two systems that appear 

without consultation” (Administrative manager P5). 

 

“The integration of systems is not thought about and when one 

buys new systems it comes up as a surprise during the pursuit of a 

project” (IT strategist P1). 

 

An informant in Municipality A argued that they were instead faced with the 

problem of multiple integrations of systems that are not standardized and, had 

problems with upgrades. The acquisition and mergers of system suppliers also 

caused problems to the municipalities. This complication was often overlooked 

during the formulation of requirements specifications. This meant that once a 

supplier of a system was bought up by another company, then the maintenance of 

the supplied system could not be guaranteed. Municipality A for example was 

forced to buy a new personnel system despite the fact that the system it was using 

was still new and functioned well. The personnel also had just been trained after 

its implementation and were acquainted with it. The municipalities were despite 

the challenges of information management engaging in e-Government 

development and hence transforming their way of working.  

 

4.3 The Municipalities’ Transformation and e-Government 
Development  

 This section presents the transformation that the municipalities were 

undergoing and the efforts they were making to engage in e-Government 

development. The interviews revealed that the two municipalities had embraced 

change and were also transforming in order to cope with the demands for high 

quality service delivery and e-Government development. According to the 

informants, changes were constantly taking place in both municipalities. This also 

transformed the way work was being executed and resulted in the merging of 
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units. These changes had led to a new leadership style and consolidation of 

business processes. The administrative managers in both municipalities talked 

about delegation, an inclusive decision-making process, personnel involvement 

and inclusive leadership. Administrative manager P3 argued, that while the 

changes that had taken place had been accepted by employees, the heads of units 

still had to understand the impact this was due to have on positions of power.  

Municipality B had centralized its functions, established general guidelines and 

was working its way away from the “silo way” of doing business. This is was an 

endeavour to cope with the changing environment in which it operates, create 

more effective processes and hence better utilize the common resources. 

Administrative manager P5 argued that: 

 

“What we are trying to do is to centralize and to also create 

common guidelines. We are trying to work more across 

departmental boundaries than the old silo structures. They do not 

work.” 

 

 She further contended that this required double leadership that is to say, 

leaders who can both focus on their units but also on the entire municipality:  

 

“One should not pay a blind eye to all the challenges that exist and 

the fact that one gets a bit protective as a leader by focusing only 

on one’s own unit or department. I however think that we are on 

our way to getting more and more people in leadership positions 

to realize that, leadership in this respect has to be double whereby 

one must be responsible for a unit/department but also see to it 

that the entire organization functions well. One is part of the 

organization and I think that is how we shall get the municipalities 

to function” (Administrative Manager P5).  

 

Administrative Manager P5 was of the view that these developments were 

impacting the old structures. Even though things were moving slowly, definite 

changes were taking place and were to lead to improvements as far the 

standardization of municipal activities was concerned. Administrative manager P3 

stated that they were working with workflows and not “silos” and that leadership 

in the municipality was based on the Lean Method.1 Officer F9 further clarified that 

                                                           
1
 The Lean Method is the systematic elimination of waste from all aspects of an 

organization’s operations and where waste is viewed as any use or loss of resources that do 

not directly lead to the creation of a product or service a customer wants. The method gives 

administrative managers the tools to be good leaders and aims to reduce production 
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Lean is actually a philosophy that means becoming more effective and a means of 

eliminating unnecessary work moments. It is about bettering ways of working so 

that people can work smarter in order to maximize the output from the resources.  

She emphasized the need to discuss who the municipalities were there for and 

who their “customers” were. In municipality A for example, the social services unit 

had created “one-stop-shop” which was meant to enable the citizens to have “one-

stop point” to turn to in case of an inquiry. Cases that had before been spread 

among different officers were now being handled by a group of professional 

officers, using specialized knowledge. A “one-stop shop” was being discussed for 

prospective business organizations because, where for example permits for 

different purposes were to be granted, citizens have had to deal with different 

instances within the municipality. A “service declaration” had also been 

introduced in Municipality A. This was a way to keep track of the progress of 

citizens’ cases. The citizens were progressively informed about how their cases 

were being handled and the time it would take to deal with them. 

On the 1 July 2009, municipality A established what it referred to as 

Koncernstaben, which is a committee that was to undertake a holistic management 

of the municipality and its subsidiaries. Koncernstaben was to effectively work with 

a document called mål och resurs plan literally translated as the “goal and resource 

plan.”  This had led to the consolidation of units, where several functions were put 

under the same roof and units had been physically amalgamated. It was hoped 

that these changes were to lead to improvements in service delivery.   

Both municipalities were actively participating in experience-sharing fora to 

facilitate the development of e-services. Municipality B was involved in a 

European Union funded project called Promoting Innovation and Knowledge 

Economy (PIKE). The project highlighted good examples of public authorities in 

the European regions that have established better service, democracy and 

efficiency through the increased use of information technology. It also facilitated 

knowledge sharing and had financed a study tour to the Republic of Ireland in 

which both municipalities and a couple of others had participated. The purpose of 

the tour was to familiarize the participating municipalities with the Irish Donegal 

Online Planning Services (DOPS) project. The project had developed an e-service 

which was regarded as a good example by the European Union Pike Project worth 

spreading to other municipalities. The DOPS e-service allowed the citizens of 

Donegal to fully access up-to-date planning information in a transparent and 

accessible manner. All information relating to a planning application was 

published online. Both municipalities also participated in a project called E-Länet 

literally translated as e-county. This project was meant to create a more conducive 

                                                                                                                                                    

resource requirements and costs; increase customer responsiveness; and improve product 

quality, (National Research Council Canada, 2004). 
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environment for new businesses through the delivery of effective services and the 

implementation of e-services, meeting places, quick expedition of cases, and the 

facilitation of information on the tendering process within the municipalities.   

E-services were being developed at varying degrees and some of them were still 

partially digital. The following officers gave examples of the e-services that the two 

municipalities had so far developed: 

 

 “In Municipality A we still have very few e-services. There is one 

real e-service and this is “school on the Internet” where parents 

can communicate with the teachers, see the grades and school 

work and the attendance and absence of the school children” 

(Information/IT Strategist P1). 

 

“We have an e-service where the citizens can post their views 

about what is good or bad about the municipality and the 

reception they get” (Administrative manager P5). 

 

“We are not completely done with the process of application forms 

for adult education as an electronic service. The forms can however 

be accessed and are downloadable at the moment but they have to 

be manually filled in. The aim is to have a fully developed 

electronic service where people can fill in the forms from home 

when applying for courses and send them electronically” 

(Administrative manager P13). 

 

Both municipalities were updating their websites with information relevant to 

the delivery of e-services and with various forms that could be completed and sent 

to them by ordinary mail. Informants argued that the most developed e-service in 

both municipalities was being delivered by the school administration units which 

offer interactive services. The school e-service enabled parents with an e-signature 

to access information about the attendance and absence of their children, 

homework, school reports, and minutes of school meetings, photographs and other 

documents about the school. Information/IT Strategist P1 believed that the 

municipal e-services will have to offer the same possibilities as the Swedish 

Internet banks. Internet banking services allow customers to view their bank 

accounts, transfer money, access bank statements among other services without 

getting in physical contact with the bank. 

The same information/IT strategist P1 hoped that via an e-service, citizens 

would be able to view the different engagements they have with their 

municipality. Those who have parents in elderly peoples’ homes, children at day 

care and at school, would be able to log into a system and access information about 
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the type of business they have with their respective municipality. This would 

however require an integration of systems so that information could be accessed 

via a common interface and leveraged to serve the queries that would be posed by 

citizens. The same interviewee contended that municipalities needed to change the 

way they viewed information and re-focus from an information systems 

management perspective to an information management perspective. In other 

words, more attention should be paid to the information that is in the information 

systems and that there has to be someone responsible for it.  

Information/IT Strategist P8 believed that technology required further 

development if e-services are to generate internal and external value to both the 

municipalities and the citizens. She was of the view that there should be a 

complete chain of information management.  She for example contended that if a 

citizen applied for a permit to start a restaurant, the application should directly be 

sent to the case handling system, which in return would send a signal to the officer 

in charge that there was a case to handle and, which would automatically be 

registered. A message would then be automatically sent to the applicant (the 

citizen), establishing a two-fold communication. She furthermore argued that there 

are 290 municipalities, with the same type of customers but they all have different 

companies that deliver different IT solutions to them. The same informant wanted 

to see a standardization of the different case handling systems and hoped that this 

would facilitate the development of integrated e-services and enhance the 

integration of information systems.  

 

4.4 Business Process Improvement Projects and the Identified 
Problems                                                      

This section presents the kind of projects that the municipalities were 

undertaking to improve service delivery, develop electronic services and the 

problems they were faced with. In order to engage in e-Government development, 

the municipalities had to improve their business processes and they did this by 

undertaking projects. Projects are looked upon as an organizational model aimed 

at improving an identified area of business (Ljungberg and Larsson, 2008). A 

number of ongoing projects were identified in order to establish if there were any 

challenges relevant to the subject of study. All the projects involved information 

management and in some of the projects the concerned municipality collaborated 

with other parties and therefore information was managed via a common server. A 

few of the projects that clearly demonstrated the impact information management 

can have on service delivery are described below.  
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The following table lists the type of projects that were on-going during the time 

of study 1: 

   Table 4: Summary of on-going improvement projects in municipality A and B: 

Project Motive Municipality A Municipality B 

Business Process 
improvements 

Case and Records Management 
System  

Centralized Registry 
Function (Case and 
Records Management 
System 

Geographic Information System 
(GIS) 

Municipal Master Plan 

E-Trading E-Trading 

Accounting System E-Invoices 

 Personnel Management System Care Planning Process 

 Staff Service System Learning Swedish by Doing 

  Young People in Focus 

 

4.4.1 Examples of Projects and Identified Information Management 

Problems 

 

Project 1 involved Municpality A and B, three other municipalities and the 

county medical care (primary care and hospital care). The decision to institute the 

project was made by the heads of the different departments of the participating 

municipalities and the county medical care. The purpose was to ensure that the 

right information was conveyed to the parties involved (municipality/county 

medical care). The project aimed to improve the communication gap that the 

patients, the health personnel from the municipalities and county medical care 

experienced. This gap resulted in patients who overstayed instead of being sent 

home and hence fewer available beds for new patients.  This increased the costs for 

both the county medical care and the municipalities. In order to improve the 

security of all the parties involved there was need to effectively manage the 

information flow in order to avoid misconceptions. Lack of proper information 

management created an environment where the right decisions could not be made. 

This in turn put the patients and the personnel involved at risk since some of the 

patients needed special equipment installed in their houses prior to their return. 

Healthcare personnel could have access to the patient information for a period of 6 

months and thereafter it is blocked. The rest of the information was integrated in 

the medical files. According to the interviewed project managers, the project had 

already started showing benefits in healthcare planning. The bottlenecks that were 

created by the misunderstandings and lack of information used to subject the 

patients to unnecessary suffering. 

Project 2 of Municipality A aimed to achieve effective planning and 

management of health care staff working hours, a good overview of where the staff 

were most needed in the unit, better utilization of staff skills, and to create a 
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common repository for records. The project for personnel planning was directed at 

personnel working with services for the elderly and disabled people who were still 

living in their homes. It was initiated because there were too many temporary 

personnel and poor co-ordination of their work schedules. This meant that at times 

staff forgot to visit some of the patients. Lack of co-ordination of information had 

resulted in some deaths. Some staff members did not know when they were 

expected to be on duty and others forgot or thought they were off-duty. A political 

decision was taken to effectively deal with the problem to avoid further 

catastrophes.  

Project 3 – of Municipality A - the case and records management project aimed 

to bring about a more effective management of records in the municipality. The 

system was to act as a common repository which would enhance effective records 

management and facilitate follow up of decisions. The system would promote 

better information access, transparency and accountability. The problem the 

project faced was to migrate information from the legacy systems.  

Project 4 pursued in Municipality B was based on a political decision and it 

targeted young people who were school dropouts or unemployed. The purpose of 

the project was to prevent young people’s alienation and develop tools that could 

empower them. In 2005 a new law obliging the municipalities to take responsibility 

for young people between the ages of 16 – 20 was enacted.  It obliged the 

municipalities to organize supporting activities for them. There was an informal 

group before the initiation of the project which constituted representatives of the 

school, the social care administration department and, the employment bureau. 

This informal group had meetings on the problems experienced by the young 

people at school and at home. However, there was no formal organization to deal 

with these problems. Besides the informal structure made up of different 

authorities, there were legal aspects as a result of the Secrecy Act that hindered the 

exchange of information. The project co-ordinator argued that the various 

resources that the different authorities invested could be more cost-effective if they 

were co-ordinated. This would also result in better decision-making processes, 

which in turn would benefit the youth. The project manager had plans to establish 

a web site with important information targeting different groups that is, the 

parents, school personnel, businesses and the community life. How the 

information was to be organized had not decided by the time of the interview. 

These projects posed the following challenges: 

 

 Lack of correct information and hence poor decision making 

processes. 

 Patients who overstayed and cost much more than planned or 

less available beds to new patients. 



72 

 

 Misconceptions that put the patients’ lives at risk and sometimes 

resulted into death. 

 Lack of system integration which made information access 

difficult since systems could not “talk” to each other. 

 Lack of cost-effectiveness since information sharing among the 

parties dealing with an individual was sometimes prevented by 

the Secrecy Act.  

 

The two municipalities were not used to working with processes that stretched 

beyond their own committees and this created obstacles in the operation of the 

projects. However informant A6 argued that: 

 

“The accounts unit was used to working with cross-functional 

projects but in the beginning during the pre-study it was harder to 

interest the entire municipality. The personnel who practically 

work with the core activities were positive.” 

 

The “silo” problem also appeared in the information systems because new 

information systems were procured without consultation with other units who 

might have had the same needs. Project manager A1 argued that the concerned 

bosses and the project leaders have to play a more active role in informing the 

personnel about the objectives of the projects in order to avoid the silo way of 

thinking and to promote collaboration.  

While some of the informants expressed satisfaction regarding the support they 

enjoyed, a few were critical. Lack of support complicated the management of the 

projects. Informant A5 expressed disappointment since the reference group of the 

project she was in charge of did not have a representative at a top management 

level. She argued that where there were clear reasons to institute organizational 

changes, it was not possible to do so because the reference group members did not 

have the required powers. The constant change of top management staff was also 

cited as a big problem in some of the projects. 

Project managers and teams developed new ways of thinking and working 

methods. Knowledge transfer from the projects differed depending on what the 

achievements were but, was often achieved through the establishment of networks 

and websites. Different training methods were required and e-learning platforms 

and the Intranet were used for training and information dissemination.  

Project manager A14 demonstrated that special knowledge was developed 

during the pursuit of the projects and argued that: 

 

“The project has stimulated the development of specialized 

competence since e-invoicing requires a different way of working. 
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One needs to know the laws governing the suppliers and through 

the assistance that is extended to the suppliers’ the personnel have 

developed a problem solving attitude.” 

 

In one of the projects where a new system was being implemented, project 

manager A1 revealed that: 

 

“The learning of the new information system will be e-based which 

will give the employees ample time to study it at their own 

convenience on the Internet. A specialist at each unit will be 

trained by the system developers and they will be the ones 

responsible for any issues their fellow employees will have.” 

 

Project manager A10 expressed the frustration she felt during the conduct of her 

project. She highlighted the need for a holistic approach and a well prepared 

commencement phase which for example, would take into account competence 

development issues. She postulated that a project costs more where people do not 

have the right competence since there is always a delay in the delivery of results. 

This prolongs the project time. Project manager A6 also confirmed that competence 

development needed to be emphasized and that employees have to be receptive in 

order to develop new ways of thinking and working. She argued that team work 

requires working with processes and that, the delivery of results requires people to 

be ready to let others critique their work before submission in order to incorporate 

the different views. She also revealed that prestige and power struggles were a big 

hindrance in the conduct of the municipal work. 

Most of the interviewed project managers had experienced resistance to change 

which they attributed to a combination of factors, like project fatigue, changes in 

ways of working, lack of competence and understanding.  

Both municipalities lacked satisfying long-term preservation policies for digital 

information and this was in part due to the fact that records were still being 

printed out on paper. Both municipalities lacked digital archives.   

A good example that demonstrated the challenges caused by lack of long-term 

policies are the municipal websites. In Sweden, websites are public records but 

their dynamic nature makes it hard to document the changes that constantly occur. 

Therefore the capture and preservation of web pages was still a challenge in both 

municipalities. The following informants argued that: 

 

“We do not actively preserve information that is on the website but 

information rolls all the time. The municipality today has about 

5000 web pages. Even if we work with this all day long, we have 

no complete control because things happen on all the web pages. 
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We do not know what people publish. It is becoming big and 

complex” (Officer E7).  

 

“There is no long-term preservation policy in the organization 

about what to do with superseded information on the website. It is 

us who decide what information to preserve if we want it. There is 

no pronounced policy regarding the preservation of such 

information. We are however working a lot with both an 

information and communication plan but things are moving very 

slowly” (Officer E7).  

 

 An informant in Municipality A stated that website changes were tracked by a 

system and back-ups were also taken but she did not know how long they were 

kept and maintained. In municipality B, there was no strategy for handling 

information that was no longer current on the websites. Superseded information in 

the form of news or old websites was only preserved based on the web-editors’ 

initiatives. This information was not saved or managed as part of the overall 

information resources. Lack of a common policy for long-term digital preservation 

was cited as a frustration in municipality B. The interviews further confirmed that 

Municipality B had a generation of backups that were stored away and no one 

knew if the information on them was retrievable. Additionally, no clear 

responsibilities had been assigned regarding the backups taken by the IT unit in 

municipality B.  

Issues of long-term preservation were not discussed during the acquisition 

phase of information systems. The following Administrative Manager P15 

responded that: 

 

“We have a good example here which is the procurement of the 

case and records management system. The system suppliers said 

that we could handle Open Office in the system but when the 

delivery took place, in order to get this functionality to work then 

one had to acquire a specific application. One can manage open 

formats to a certain level and that is not a problem but if 

intelligence is to be built in them then, one is dependent on the 

system suppliers. We have a document generator that generates 

documents in open formats and we have installed a PDF/A printer 

and all employees have it on their computers. We have therefore 

undertaken a couple of activities in order to deal with long-term 

preservation but the market is not mature yet.”   
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IT Strategist P8 confirmed that Municipality B had become better at discussing 

long-term preservation issues. The majority of the informants however were of the 

view that long-term preservation issues were not discussed prior to system 

acquisition like in the following examples: 

 
“Not at all. We have historically not discussed long-term 

preservation but now when we talk about the new personnel 

administration system; the issue is put on the table and is 

thoroughly discussed” (Administrative Manager P14).  

 

”We have not been discussing long-term preservation in any 

substantial way but now that we understand the issue, we have 

started discussing it” (Administrative Manager P5). 
 

To solve issues of information access in an effort to make business processes 

more effective and hence high quality service delivery, the municipalities were 

working towards achieving what they referred to as a “one-point-access to 

information”. In order to promote a “one-point-access” to information, 

municipality A implemented a case and records management system. The system 

was supposed to serve as a common repository for the municipality. Where 

possible, some of the disparate systems were also to be integrated with the case 

and records management system. Municipality B also had a case and records 

management system but its functionality was not fully used and therefore only 

offered the registration of incoming and outgoing records. This investment also 

enabled a centralized registration function in the municipality. There were 

however plans to increase its functionality to a fully fledged case and records 

management system. IT Strategist P9 argued that there were many specialized 

systems that were isolated and made information and records retrieval difficult 

since employees had to seek information in different systems. They also created 

“isolated islands” of information and increased the risk of using wrong and 

superseded information. 

Some of the municipal units which delivered services governed by the Secrecy 

Act did not see the need to integrate their systems with other systems. This was to 

safe guard the integrity of the citizens. Administrative manager P7 was of the view 

that if information systems were to be satisfactorily aligned with business 

processes and given the rapidly evolving technology landscape, the information 

technology department must acquire competence that matches these 

developments. Concern was also expressed that the municipal systems suppliers 

were also slow in designing systems that could facilitate the use of information in a 

standardized manner and that would enable re-use. Information/IT strategist P8 

considered that the municipalities were far ahead in their thinking regarding the 
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effective use of information and the development of their activities than their 

suppliers. Responding to the issue of system integration and whether it was a 

factor considered before the acquisition of system IT strategist P8 responded that: 

 

“We are working towards the integration of systems. We however 

always end up in a conflict with the systems suppliers.  We have 

not come a long way because the suppliers do not have that 

customer push. I think we are quite early with the kind of 

requirements that we ask for and the suppliers are not there yet 

since, they have not had that demand, especially the ones that 

supply the municipalities. They have driven this development and 

this has to do with their business model that fixes the customers in 

a particular corner. Right now I feel we are ahead of the system 

suppliers. If we make specific requirements on the re-use of 

information, standardization and accessibility and that information 

should generate new services, I do not think we would get 

responses during procurement.”   

 

Although the municipalities were engaged in different projects meant to create 

more efficient processes, they had a number of challenges to address. Section 4.4.1 

demonstrates the impact that poor information and records management regimes 

have on service delivery. The municipalities will need to address the following 

challenges in order to achieve their ultimate goal of delivering high quality 

services to the citizens: 

 

 The silo structures; 

 Lack of top management support during the conduct of projects; 

 Lack of systematic knowledge management and competence development; 

 Resistance to change;  

 Lack of long term preservation strategies; 

 Lack of collaboration; and 

 Disparate information systems. 

 

Project manager A6 was of view that project work within municipality B 

needed to be organized differently and that there had to be a holistic approach 

during the conduct of projects. This sub-study further revealed that it was hard to 

conduct projects that concerned the entire municipality because of the several 

committees, administrative units and the subsidiaries involved. Some of the 

identified problems included: 
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 Organizational aspects: reorganization, change of managers, lack of a 

holistic approach to work, lack of established routines, unwritten 

rules and guidelines, prestige and power struggles. 

 Technical aspects: an array of information management systems.  

 Legal aspects: Sometimes the Secrecy Act hindered the exchange of 

information between the different committees where co-operation 

about innovative ideas was concerned. 

 

However, the projects also demonstrated the efforts the municipalities were 

investing in the improvement of their information and records management 

environment. This further improved the quality of information and hence better 

service delivery. The municipalities had taken up the challenge and were utilizing 

modern information technologies to develop and automate their business 

processes. The complex nature of their organization made these efforts 

fragmentary and this study identified some challenges that need to be addressed in 

order to optimize the advantages of business process management and the 

effective use of technology, in a manner that would give a return on investments.   

 

4.5 Discussion and Conclusion 

This chapter aimed to establish if a system oriented solution such as ECM and 

records management could be harmonized to contribute to a proactive and holistic 

information management approach. This was done by critically examining the 

similarities and differences between ECM and records management. It further 

established if the information and records management strategies of the 

municipalities were the same or similar to ECM. 

ECM is defined in both technological and non-technological terms. It is referred 

to variously as a technology, a vision, a strategy and an approach. MacMillan & 

Huff (2009) contended that it is not just about technology, nor is it about 

technology being of prime importance. Rather, ECM is about the people in an 

organization, followed by the context and content, and lastly the technology. 

Neither records management nor ECM is purely about technology. However, they 

each have a slightly different focus. ECM focuses on the wider content of an 

organization while records management focuses specifically on the records.  

Records management is an established field and practice. It continues to play a 

major role in the municipalities to ensure compliance with legislation governing 

public information, and also to serve broader democratic issues of transparency, 

accountability, the citizens’ right to access information and the enhancement of the 

collective societal memory. Since records management ensures the systematic 

capture of records and enhances their reliability and authenticity, ECM proponents 

look upon it as a means to ensure compliance.  
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The ECM literature reviewed emphasized enterprise architecture, business 

process management, change management, collaboration, knowledge 

management, system integration, repurposing of information, and the lifecycle 

management of information (Glazer et al., 2005; Jenkins et al., 2006; MacMillan & 

Huff, 2009). The literature on records management clearly shows that the discipline 

is centred on the management of the records as evidence that results from an 

organization’s business processes (Duranti & Preston, 2008; Eastwood, 1994; 

Gilliland-Swetland, 2000; Shepherd & Yeo, 2003).  

Both ECM and records management endeavour to help organizations to deal 

with the deluge of information, enhance improved decision making processes, and 

elevate efficiency. ECM as Bantin (2008) argues grew out of the need to manage 

documents and the rest of the content that is outside records. The three studies that 

were conducted in the two municipalities confirmed that ECM was not a known 

phenomenon. However, once the informants in both municipalities had been made 

familiar with the definition of ECM that the researcher gave them and the factors 

which underpin it, they confirmed that there were similarities between ECM and 

their own information and records management framework. 

The municipalities were expected to maintain their information and records in a 

manner that enhances public access. They applied records management as a 

strategy to deal with their information resources. This was done according to 

specified laws like the Archival Law, the Public Access and Secrecy Act and the 

laws that govern the different areas of their operations, (Gränström et al., 2000; 

Larsson & Bäck, 2008). Traditionally, municipalities have operated in “silos.” 

However, legislative requirements, and the new current information demands, 

necessitate a holistic view that promotes the management of resources, including 

information, in a manner that focuses on the entire organization and not just parts 

of it.  Fortunately in this regard, new thinking was emerging. The leaders in the 

municipalities were expected to espouse a more holistic view instead of the unit-

based thinking that only promotes individual units. An example of this was the 

investment that was being made in one of the municipalities to create a unified 

information repository. There were however, still many specialized systems that 

posed problems and created islands of information. This had a negative impact on 

the opportunities for collaboration and information sharing.    

The municipalities had records management functions and/or information 

management strategies. The research findings confirmed that the municipalities 

were also working with certain aspects of ECM. The maturity level of the ECM 

prescribed factors was still low, and there were varying degrees of engagement in 

each of the municipalities. Both municipalities were engaged in business process 

development even though in Municipality B this was still a very premature 

engagement. They had also started discussing ways of collaborating around 



79 

 

information in order to develop a culture of sharing it. They further discussed 

information re-use even though it is not done systematically.  The municipalities 

still have much progress to make before they can be said to be re-using information 

in any meaningful way.  This is due in part to the fact that re-use of information 

also requires an IT infrastructure that enables systems to at least interface with 

each other. As such, the municipalities have realised the need to address issues of 

system integration.  

ECM and records management differ primarily in five ways:   

 

 ECM is an emerging field that requires further investigation, 

while records management is an established practice that 

continues to develop in order to devise tools to fit the current 

digital information management environment.  

 ECM focuses on content that is all unstructured information in an 

organization, while records management focuses on records. 

 ECM is driven by business efficiency while records management 

is in addition driven by legislation and broad societal needs. It 

promotes government efficiency, transparency and 

accountability for democratic developments and enhances the 

societal memory. 

 ECM is pursued by information systems scientists and the IT 

industry while records management has occupied records 

managers/archivists and the IT industry. 

 

The research confirmed that there were also similarities as demonstrated in Table 

4. These similarities, which covered areas of improvements pursued by the two 

municipalities included: 

 

 Change management efforts conducted during the introduction 

of new systems. 

 Business process management undertaken to improve service 

delivery to the citizens. 

 Collaboration around information issues, which is still 

underdeveloped but is being discussed. 

 System Integration an issue caused by lack of consultation and 

respect of information systems procurement procedures. 

 Both Enterprise Content Management and records management 

constitute the people, processes and technology. 
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In conclusion, this chapter set out to examine whether a systems oriented 

solution such as ECM could contribute to a holistic and proactive approach to 

information management. This has been achieved by establishing the similarities 

and differences between ECM and records management. Sections 4.2 and 4.2.1 

have answered question (a) by establishing the ECM and records management 

characteristics and the overlapping areas between the two information 

management approaches. Despite the differences, this research showed that there 

are areas of overlap, or commonality between the two information management 

approaches. The overlapping areas include: business process management; 

collaboration; change management; repurposing of information; knowledge 

management; system integration; and the lifecycle management of information. 

This overlap demonstrates the relevancy of the ECM factors and could within the 

records management framework lead to more awareness regarding what ought to 

be done, in order to achieve effective information management regimes.  

ECM like records management endeavours to help organizations to manage 

their information assets. The biggest difference between the two strategies is that 

while ECM focuses on content, records management focuses on records. Records 

management ensures that the records’ evidential value, reliability and authenticity 

are maintained. By focusing on content, ECM ensures that the information that 

falls outside the managed records is also brought into a managed environment and 

leveraged in a manner that supports business activities. In the case studies, it was 

evident that the focus on existing records captured in records management 

systems, but neglecting information in general information systems, that under 

certain circumstances could qualify as records. The efforts that the municipalities 

were investing in information management were fragmentary and hence did not 

promote an enterprise-wide information approach. 

Sections 4.3 and 4.4 show the developments that are taking place in the 

municipalities and the efforts they are making to improve their information 

management environment. These sections facilitated an understanding of the 

municipalities’ information management strategies in order to establish whether 

they were similar or the same with the ECM factors and addressed question (b). 

Despite the engagement in projects aimed at making business processes more 

effective, the Swedish municipalities still have to address the silo structures, lack of 

top management support during the execution of projects, system integration, 

knowledge management, long-term preservation strategies and resistance to 

change. Even though the municipalities had started engaging in the analysis of 

their business processes and were aware of the need for system integration, lack of 

enterprise architecture made the integration of information systems difficult.  

The issue of collaboration for example failed the embracement of a holistic 

approach to information and records management because people with the right 
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expertise were often excluded from information planning projects and hence the 

neglect of long-term preservation issues. Though the municipalities were 

undergoing a certain degree of transformation in order to embrace e-Government 

development, information management challenges were still omnipresent. The 

municipalities were however making discernible changes in the way they worked 

and also embraced the outside environment for learning and experience sharing 

purposes.  

If the municipalities are to cope with new information demands and if e-

Government development is to give a return on investment, they will need to fully 

develop some of the factors that were similar to the ECM proposed factors and that 

were also relevant even in the records management environment. A combination 

of ECM and records management would create greater awareness of the challenges 

that have to be addressed prior to the creation of information. This would promote 

a proactive and holistic information management approach including records 

management requirements.  

What can be established from these studies is that Swedish municipalities are 

governed by a robust legal framework concerning the management of public 

information and records. There is technological capacity in terms of information 

management systems and to some degree also awareness of how public 

information and records ought to be managed. However, the effective 

implementation of systems and practices that meet with the legal requirements and 

promote business efficiency are still a challenge. Apparently, there are other factors 

that impact on the performance of the organizations. Factors concerning behaviour 

and compliance, and that need to be further explored. 

The chapter that follows presents results from the fourth study that focused on 

the impact of information culture on the management of public records in the two 

Swedish municipalities used for the ECM and records management research  and a 

municipality in Belgian. 

 


