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Summary: 1. Introduction — 2. Dynamic capabilities of public sector organizations: a theoretical underpinning to orga-
nizational readiness for digital transformation — 3. Measuring organizational readiness for digital transformation 4.
Research design — 5. Assessing the NRRP horizontal reform “public administration digitalization” through the organiza-
tional readiness framework — &. Conclusions

Negli ultimi due decenni, I'adozione delle tecnologie dell’informazione e della comunicazione
si & dimostrata vantaggiosa per le organizzazioni erogatrici di servizi pubblici, abilitandole
alla trasformazione di molti servizi tradizionali in servizi automatizzati o di tipo “smart”. Esem-
pi di tali utilizzi includono la didattica a distanza per gli studenti, le relazioni a distanza tra
pazienti, famiglie e medici, e il c.d. “smart working” per i dipendenti pubblici. Il perseguimento
di tali obiettivi ha portato diversi Governi a dare prioritd alla trasformazione digitale nei loro
programmi di riforma. Tuttavia, I'attuazione della trasformazione digitale nelle organizzazioni
del settore pubblico richiede di “essere digitali” che non equivale a digitalizzare, ossia alla
semplice conversione di dati analogici in formato digitale. Una tale trasformazione richiede lo
sviluppo di capacitd dinamiche specifiche che rendano un’organizzazione pronta a attuare la
trasformazione digitale. Per indagare questo processo di trasformazione, questo scritto adotta
il concetto di “organizational readiness” al fine di valutare la riforma orizzontale del PNNR
“digitalizzazione della pubblica amministrazione” con I'obiettivo di comprendere quale logiche
organizzative e manageriali, risorse e processi portino alla creazione di valore pubblico attraverso
la digitalizzazione. La nostra analisi illustra come I'integrazione delle capacita dinamiche di tipo
tecnologico con le competenze digitali delle risorse umane fornisca percorsi per le organizzazioni
del settore pubblico per passare da una mera “digitalizzazione” a una diffusa “digitalizzazione”,
consentendo una migliore appropriazione del valore pubblico da parte dell’utente finale, della
comunita e dei professionisti che operano nell’ambito dei servizi pubblici.
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Over the last two decades, the adoption of information and communication technologies has
proven beneficial to public deliveries allowing organizations to transform many traditional
encounters into automated or smart services. Examples of such usages include online student
classes, remote patientfamily physician relationships, and from-home work for civil servants. Pur-
suing such goals has led several governments to prioritize digital transformation for their reform
agenda. However, implementing digital transformation in public sector organizations does not
equate to digitizing, i.e., the simple conversion of analog inputs into digits but “being digital”.
Such a metamorphosis demands the development of specific dynamic capabilities which make
an organization ready to implement digital transformation. To investigate such a transformation
process, the paper adopts the organizational readiness framework to assess the NRRP horizontal
reform “public administration digitalization” with the intent o reveal which organizational and
managerial logic, resources, and routines lead to public value creation through digitalization.
Our analysis illustrates how integrating technological-driven dynamic capabilities with human
resources digital skills provides paths for public sector organizations to move from a mere “digi-
tization” to a pervasive “digitalization”, enabling superior public valve appropriation by the
user, community, and service professionals.

Au cours des deux derniéres décennies, |'adoption des technologies de I'information et de la
communication a été bénéfique pour les prestations publiques, permettant aux organisations de
transformer de nombreuses rencontres traditionnelles en services automatisés ou intelligents. Des
exemples de tels utilisations incluent des cours universitaires en ligne, des relations & distance
entre les médecins de famille et leurs patients ainsi que le travail & domicile (home office) pour
les fonctionnaires. La poursuite de tels objectifs a conduit plusieurs gouvernements & prioriser la
transformation digitale dans leur programme de réforme. Cependant, la mise en ceuvre de cette
transformation au sein des organisations du secteur public ne se résume pas & la numérisation,
ex., d la simple conversion d’entrées analogiques en chiffres, mais & «étre numérique». Une telle
métamorphose exige le développement des capacités dynamiques spécifiques qui rendent une
organisation préte & exécuter la transformation digitale. Pour analyser un tel processus, I'article
adopte le cadre de préparation organisationnelle pour évaluver la réforme horizontale du PNRR
“digitalisation de I'administration publique” dans le but de révéler les logique organisationnelles
et managériales, les ressources et les routines qui portent & la création de valeur publique &
travers la digitalisation. Notre analyse illustre comment I'intégration des capacités dynamiques
en technologie avec les compétences digitales des ressources humaines offre des chemins
aux organisations publiques pour passer d’une simple “numérisation” & une “digitalisation”
généralisée, permettant une appropriation supérieure de la valeur publique par ['utilisateur, la
communauté et les professionnels du service.

* Corresponding author; email: vincenzo.vignieri@unisi.it

Articolo ricevuto il 14/11/22- accettato il 5/06/23
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1. Introduction

Over the last two decades, the adoption of information and communica-
tion technologies has been beneficial to the functions of public sector or-
ganizations (Matheus et al., 2020; OECD, 2003, 2017; West, 2004).
More recently, the contribution of digital technology became remarkably
evident to the public when the COVID-19 pandemic outbroke (Crahay
et al., 2021). In such an emergency condition, the public has found the
availability of digital assets and the managerial capacity to prompt them
crucial factors in preventing public service disruption (Mazzucato & Kat-
tel, 2020). What we all experienced during the lockdown provides a viv-
id example of how digital means are vital for ensuring fruitful interactions
among public service users and providers (Russo et al., 2022).

In fact, the intensive use of digital technologies (Lindgren et al., 2019)
may allow public sector organizations to transform many traditional “pub-
lic encounters” (Goodsell, 1981, p. 3) into automated (Kattel et al., 2020)
or “smart” (Timeus et al., 2020) services. Examples of such usages include
online classes for students, remote patientfamily physician relationships,
and from-home work for civil servants. Through digitalization, public sec-
tor organizations may improve public value in terms of efficiency (e.g.,
information gathering, control, and distribution), effectiveness (e.g., ser-
vice accessibility), and impacts (e.g., service time) on the final user. The
pursuit of public value has led several governments to make digital trans-
formation a priority for their reform agenda (Mergel et al., 2019) so as
to transform their “internal processes and [...] the relationships between
governments and other social and political actors” (Luna-Reyes & Gil-Gar-
cia, 2014, p. 545).

However, implementing digital transformation in public sector organ-
izations does not equate to digitizing, i.e., the simple conversion of ana-
logue inputs into digits. Digitalization refers to “the manifold sociotechni-
cal phenomena and processes of adopting and using these technologies
in broader individual, organizational, and societal contexts” (Legner et
al., 2017, p. 301). This means that the challenge for public administra-
tion digital transformation is not decoupling information from physical re-
cords by streamlining production, storage, transmission, and distribution
systems (Tilson et al., 2010) but “being digital” (Bhimani, 2021). Such
profound metamorphosis cannot be achieved as a discrete process; in-
stead, it demands the development of an organizational “ability to build,
integrate, and reconfigure internal and external competencies to address
rapidly changing environments” (Teece et al., 1997). In this sense, public
administration is greatly challenged as several forces impact its tradition-
al ethos (Ongaro & Ferlie, 2020), creating the risk of fragmentation and
discontinuity, which jeopardize public value creation. To limit fragmented
and inconsistent policy responses to wicked societal problems (Head &
Alford, 2015; Levin et al., 2012), digital technologies may support pub-
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lic administration in the governance of complex programs (Bache & Flin-
ders, 2004; Christensen & Laegreid, 2010; Osborne, 2010).

This entails rethinking the civil service activities, roles, and functions
so as to develop innovative capabilities to adapt, learn, manage, and
govern technological advancements as they occur (Cordella & Paletti,
2019; Margetts & Dunleavy, 2013a; Mazzucato & Kattel, 2020). Such
capabilities are essential for two main reasons. First, digital transforma-
tion is becoming a priority for managers and policy-makers as it greatly
innovates many professional traits of people working in organizations. In
fact, the availability of disruptive digital technologies (e.g., robotics, au-
tomation, and cloud) is simplifying — if not replacing — highly repetitive
working tasks (Mintrom et al., 2022). Second, digital transformation in-
terfaces with accounting, shaping its practices and language (Bhimani,
2020, 2021; Quattrone, 2016), and with public service delivery (OECD,
2017), demanding new spaces, techniques, and logic of provision (Lem-
ber et al., 2019; Trischler & Westman Trischler, 2022). In the current
technological landscape, big data repositories provide insights into pub-
lic issues affecting socio-ecological systems, but their use requires specific
knowledge to be harnessed by decision-makers (Funk et al., 2022; Giest,
2017; Young, 2020). Also, the rise of artificial intelligence has brought
ethical and behavioral problems to public administration, requiring com-
pefencies to disentangle value-laden translation of desired outcomes into
lines of code (Bracci, 2022).

These arguments have motivated our interest in understanding two is-
sues. What managerial and organizational capabilities should the pub-
lic administration develop to be ready to implement digital transforma-
tion? To what extent the reform “public administration digitalization” of the
National Recovery and Resilience Plan is developing such capabilities?
We posit what follows to make these questions the thrust of this article.

From a conceptual perspective, organizational readiness for digital
transformation is regarded in this paper “as an organization’s assessment
of its state of being prepared for effective production or adoption, assim-
ilation, and exploitation of digital technologies” (Lokuge et al., 2019).
To elaborate on this view, we make organizational readiness for digi-
tal transformation contingent on specific dynamic capabilities, i.e., a set
of organizational and managerial logic, resources, and routines (Eisen-
hardt & Martin, 2000; Mazzucato & Kattel, 2020; Teece et al., 1997;
Zollo & Winter, 2002).

Such a concept is an established understanding in the management lit-
erature, with most of the scholarly investigation focusing on the role of dy-
namic capabilities in sustaining performance (Amit & Schoemaker, 1993;
Lin & Wu, 2014; Teece et al., 1997) and digital transformation (Ellstrém
et al., 2022; Kindermann et al., 2022; Warner & Wager, 2019) in the
business context. Though such a relationship has proven valid in the pri-
vate sector, there is a paucity of parallel studies in public sector organi-
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zations (Kattel, 2022; Mazzucato & Kattel, 2020; Piening, 2013). Such
a gap sets the context for our empirical investigation. As digitalization is
an overarching goal for public sector organizations, the concept of dy-
namic capabilities holds an explanatory potential to reveal how internal
resources may be built up and deployed. Through them, public sector or-
ganizations set out for a diffuse and pervasive digitalization, enabling val-
ue creation for individuals, the community (Osborne, 2020), and the ser-
vice ecosystem (Laitinen et al., 2018; Ng & Vargo, 2018). Understand-
ing how digitalization reform may support public value creation is rele-
vant for our field of analysis since the success or failure of public sector
organizations does not relate to market or competition.

To investigate the specific horizontal reform “public administration
digitalization'” of the National Recovery and Resilience Plan? (NRRP),
we adopt the “digital readiness framework”, which provides methodo-
logical guidance to assess the digital transformation of public sector or-
ganizations (Agostino & Costantini, 2022, p. 1141). More specifically,
the framework dimensions target specific organizational and manageri-
al capabilities deemed critical for implementing digital transformation in
the machinery of government. As a result, our analysis sheds light on the
paths that make an organization ready to harness digital transformation.
Along this way, we provide insights into how digitalization enables pub-
lic value creation.

After the introduction, section 2 discusses the role of dynamic capo-
bilities as drivers of organizational readiness for digital transformation
in the public sector. It illustrates why dynamic capabilities enable digital
transformation and a systemic introduction (i.e., scope and intensiveness)
of technological advancements in the public domain. To measure such ca-
pabilities, we adopted the “digital readiness framework”, as illustrated in
section 3. Then, section 4 explains the research design, while section 5
covers the analysis and the discussion to provide insights into how digi-
talization enables public value creation. In section 6, we respond to our
research questions with findings and implications. Also, limitations and
future research avenues conclude the paper.

2. Dynamic capabilities of public sector organizations: a theo-
retical underpinning to organizational readiness for digital
transformation

The spread of digital technologies into the contemporary reality of public
administration has brought remarkable changes, whose effects have been

1 Such reform aims to consolidate new digital skills of civil servants, accelerate investments
in digitalization and begin using new infrastructure and applications to achieve further pub-
lic NgRRP goals, such as’improving recruitment procedures, managerial capacity, reducing
red tape, and the weight of bureaucracy in public service delivery.

2 The NNRP is a complex policy program recently adopted by the ltalian Government with-
in the Next-generation EU funding framework in order to cope with the current socio-eco-
nomic distress caused by the COVID-19 pandemic.
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— not infrequently — misunderstood by practitioners as a mere shift from
an analog-based to a digitally rooted service (Newman, 2017). Such a
modernizing approach to digitalization is “accompanied by a sense of
techno-optimism” (Trischler & Westman Trischler, 2022, p. 1251), imply-
ing the risks of overlooking the implications for public value creation pro-
cesses (Lindgren et al., 2019).

As the complexity of the policy issues affecting contemporary socie-
ties increases, public sector organizations and the decision-makers there-
in struggle to learn and experiment (Vignieri, 2019) with new policy in-
itiatives capable of generating public value (Moynihan et al., 2011; Vi-
gnieri, 2022). Effective management narrows a series of gaps influenc-
ing the sharing of information, skills, and resources and implies the devel-
opment of “patterned organizational behavior of learning and change”
(Kattel, 2022, p. 6). In management studies, value generation has been
associated with the development of distinctive organizational and man-
agerial capabilities (Coda, 2010; Ruggiero, 2011) whose endowments
are built up and deployed over time through several layers of flows hi-
erarchically ordered (Bianchi, 2016). Such a change process affects all
the tangible and intangible organizational assets, including those commit-
ted to exploiting them within the scope of particular “organizational func-
tions” (Catturi, 2003, p. 335). The idea that resource endowments change
over time, even inertially, is embodied in the dynamic capability theory.

As outlined in the introduction of the paper, dynamic capabilities con-
stitute precursors for public sector organizations aiming to be digital as
they “help organizations change their resource configurations” (Klievink
& Janssen, 2009, p. 276), in order to pursue their desired transforma-
tion gradually. In fact, as a novel contribution to the resource-based view
(Barney, 1991), dynamic capability theorists proved that resources are
not static, but they are “dynamic” alike the environments in which they
are being deployed (Bianchi, 2016; Bianchi & Vignieri, 2020; Pana-
giotopoulos et al., 2019). Such innovative understanding has given new
light to the strategies leading to the flows that change the organizational
assets (Coda & Mollona, 2010). In particular such policies configure “a
set of specific and identifiable processes” (Eisenhardt & Martin, 2000,
p. 1105) of learning and experimentation (Pablo et al., 2007, p. 687)
through which organizations “achieve new resource configurations” (Ei-
senhardt & Martin, 2000, p. 1106). Examples of dynamic capabilities
in the public sector include the ability to learn new practices, networking,
boundary-spanning activities, and analytical skills, such as information-
gathering and assessment. Also, intellectual capital, leadership, informa-
tion-sharing systems, and performance management routines may be re-
garded as a comprehensive set of dynamic capabilities (Barney & Clark,
2007; Boyatzis, 1991; Ruggiero, 2011; Spencer & Spencer, 1993).

The literature on public sector dynamic capabilities (Piening, 2013)
mostly takes a descriptive account, with Gullmark (2021) differentiating
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managerial and organizational capabilities and Pablo (2007) framing
them as a strategic approach for learning and experimenting. Building
on empirical work, other scholars have recognized the role of dynam-
ic capabilities in public value generation processes (Kattel & Mazzuca-
to, 2018) with a specific emphasis on stakeholder management relation-
ships (Cabral et al., 2019) or inclusive governance practices (Crosby et
al., 2017). Such a discussion dates back to the seminal work of Moore
(1995) that frames available dynamic capabilities as enablers of public
value (Moore, 2013). Such an idea has been expanded by public service
management scholarship (Lusch & Vargo, 2013; Osborne, 2018; Osborne
et al., 2012, 2015), which led Osborne (2020, p. 80) to localize pub-
lic value at the “user, community, and professional service system level”.

For instance, at the user level, a comprehensive digitalization process
may help reducing the authorization time for a construction permit. Similar-
ly, a route planning mobile app may improve local transportation service
accessibility from the community perspective. Also, the introduction of cloud
infrastructure for sharing documents may support civil servants to handle bu-
reaucratic procedures with high standards of security, privacy, and transpar-
ency. A systemic implementation of digital technologies in a plurality of do-
mains may further strengthen such value appropriation streams synergistically.

In line with this idea, Panagiotopoulos et al. (2019, p. 1018) illustrat-
ed how “capabilities can contribute to public value creation by permeat-
ing the boundaries between the various digital government implementa-
tions that may exist in relative isolation from each other”. This parallels
what we posited in the introduction of this paper: innovating dynamic co-
pabilities is a vehicle to make an organization ready for digitalization to
sustain public value creation.

Mainly at the governmental level — studies in such a direction have
commenced exploring digitalization approaches in the public sector, in-
cluding open innovation initiatives (Mergel, 2018; Mergel & Desouza,
2013), agile project management (Mergel et al., 2018), and digital ser-
vice teams (Mergel, 2019), to identify managerial, organizational, and
technological challenges (Kattel & Mazzucato, 2018; Mazzucato & Kat-
tel, 2020; OECD, 2017).

Methodological efforts in such a direction are even more needed “in
the increasingly complex digital government landscape” (Panagiotopou-
los et al., 2019, p. 1017). In fact, as Piening (2013, p. 210) remarked,
if public sector organizations disregard innovating dynamic capabilities,
“they will find it difficult to respond effectively to changes in their environ-
ments”. In line with this idea, several authors remarked that digital trans-
formation configures a significant challenge for public sector organiza-
tions (Dunleavy, 2005, 2006; Margetts & Dunleavy, 2013b; Mazzucato
& Kattel, 2020; Trischler & Westman Trischler, 2022) since the new tech-
nologies are bringing about an unprecedented transformation of our so-
cieties and the logic of institutions operating in them.
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In front of the challenges posited by digital transformation, public sec-
tor organizations have shown a limited attitude (Borins, 2001; Jones,
2005; Lombardi & Secundo, 2020; Matt et al., 2015; McNulty & Fer-
lie, 2004; Ridder et al., 2005) to convey “distinctive competencies to or-
ganizational aspirations and goals” (Bryson et al., 2007, p. 702). With-
out a proper alignment of specific dynamic capabilities with the intended
digital transformation policy ambitions, no systemic implementation will
be successful due to the lack of “organizational readiness” (Lokuge et al.,
2019). Such conceptualization renders dynamic capabilities a path to
organizational readiness for digital transformation. This means that if dy-
namic capabilities underpin organizational readiness for digital transfor-
mation, the way in which digitalization initiatives impact the current re-
source configurations is instrumental to public value creation. To lead an
organization going through such a transformative challenge, specific di-
mensions could help managers “to understand the current practices and
to guide future actions and objectives” (Agostino & Costantini, 2022, p.
1144). A measurement framework to account for organizational readi-
ness for digital transformation is illustrated in the next section.

3. Measuring organizational readiness for digital transfor-
mation

The “digital readiness framework” (Agostino & Costantini, 2022, p. 1150)
comprises five dimensions, i.e., people, digital resources, process, users,
strategy, and investment, each having one or more sub-dimensions, as
shown in Table 1. Such attributes regard critical organizational aspects
which are at stake in the digital transformation process. The framework
identifies key areas of concern by targeting such dimensions to the specif-
ic complexity of the investigated context®. In turn, it allows one to under-
stand the relevant dynamic capabilities to make an organization ready
to implement digital transformation.

3 The authors clearly state that “while dimensions and sub-dimensions are applicable at

organizational level, o;;erctioncl metrics and weights are industry specific” (Agostino &
Costantini, 2022, p. 17)
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Table 1 — The digital readiness framework dimensions (Agostino & Costantini,

2021:9)
Dimension Definition Sub-dimensions Definition
People People refers fo the presence Digital skills Digital skills identifies the way digital
of the appropriate digital o .
. o capabilities are managed internally and
skills and capabilities of the . o
the existence of digital roles
staff
Technology Technology refers to the avai- | Technology adoption | Technology adoption refers to the acqui-
lability, adoption, and use of sition of a certain technology within the
technological infrastructures, organization
metllwd, GnddtOOISFO gdqther, Data analytics Data analytics considers the systema-
analyze, and employ data : ;
/ . tic usage of online data to support
and information to support o .
. . decision-making processes
decision-making processes
Technological infra- | Technological infrastructure indicates
structure the facilities needed for delivering
digital services
Process Process reveals how Front-office Front-office refers to the interactions with
digitalization contributes to external users
delivering intermediate and Backoff
final outputs fo internal and ack-ottice Back-office refers to the interactions with
external users, respectively. internal users
Customer Customer reflects the orga- Customer awareness | Customer awareness means the front-
nizational capacity to meet and-back-office users’ consciousness
infernal and external users’ about digital service availability
expectations by using digital
services
Strategy and | Strategy and investment Digital strategy Digital strategy measures the level of
investment infend to measure organiza- infegration and consistency among the

tional intentions to pursue a
longterm digital transforma-
tion strategy

different initiatives undertaken by the
several actors who are responsible for
implementing digitalization initiatives.

Investment

Investment gauges the perceived gap
between the desired digitalization level
and the current condition.

As Table 1 shows, the dimension “people” refers to the presence of
the appropriate skills and capabilities of human resources as measured
by the subdimension “digital skills”, which identifies the way digital capa-
bilities are managed internally and the existence of digital roles. The role
of people in organizations is central to implementing digitalization initia-
tives (Pirola et al., 2019). The dimension “technology” refers to the avail-
able technological infrastructures to empower people to adopt methods
and tools to gather, analyze, and use data to support decision-making pro-
cesses. In fact, such dimension contains three subdimensions: “technology
adoption” indicates the acquisition of specific technology by the organi-
zation; “data analytics” considers the systematic usage of online data to
support decision-making processes (Canetta et al., 2018); and “technolog-
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ical infrastructure” regards the facilities needed to enable digital services
both inside and outside the organization (European Commission, 2018).

The third dimension of the digital readiness framework is “process”,
which reveals how digitalization contributes to delivering intermediate
and final outputs. In the investigated context, the process dimension cov-
ers those activities using digital technologies (e.g., software, websites,
portals, and mobile apps) to deliver services to external and internal us-
ers, which are gathered by the “front-office” and “back-office” subdimen-
sions, respectively.

The “customer” dimension reflects the organizational capacity to meet
internal and external users’ expectations using digital services. It embod-
ies the concept of awareness to indicate internal and external users’ con-
sciousness about digital service features (e.g., security, privacy, reliabili-
ty, and accessibility) and availability (Khando et al., 2021).

The last dimension is “digital strategy and investment”, with each of
them being a subdimension. In turn, “digital strategy” measures the lev-
el of integration and consistency among the initiatives undertaken by the
several institutional actors responsible for implementing digitalization ini-
tiatives. “Investment” gauges the perceived gap between the desired dig-
italization level and its current condition.

The illustrated framework dimensions refer to a wide area of manage-
rial and organizational domains: human and technological resources, in-
ternal and external deliveries and relationships, and the overall strategic
approach to digitalization. Such “empirical properties” (Pfanzagl, 1971,
p. 15) provide methodological guidance to assess the level of readiness
to implement the digital transformation (Lokuge et al., 2019). As report-
ed in the next section, we adopted such framework dimensions to meas-
ure the extent to which the NRRP horizontal reform “public administration
digitalization” innovates the dynamic capabilities underpinning organi-
zational readiness for digital transformation.

4. Research design
This paper adopts a qualitative methodology to develop a deductive-in-
ductive approach to research in two subsequent phases, as illustrated in
Figure 1. In the first phase, we reviewed the existing literature on dynamic
capabilities in the public domain to discuss their role in civil service digi-
talization. Given the extent of the body of knowledge in this specific field,
we selected top journal articles and well-known referenced works for the
literature review — as discussed in section 2. Such a choice was motivat-
ed by the fact that the theory from which we are drawing (i.e., dynamic
capabilities) is a well-established understanding in the management liter-
ature (Eisenhardt & Martin, 2000).

Such conceptual work enabled us to illustrate why specific dynamic
capabilities set out for a diffuse and pervasive implementation of digital
transformation initiatives. This idea positions dynamic capabilities at the
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core of organizational readiness, implying that an organization is ready
for digital transformation when the dynamic capabilities provide consist-
ent means for public value creation.

In line with this ideq, in step 2 of phase 1, we studied the dimensions
contained in the “organizational readiness framework” (Agostino & Cos-
tantini, 2022, p. 9) so as to focus digitalization as a process innovating
resources, practices, routines, and procedures (i.e., dynamic capabilities)
in public sector organizations.

1. Framing dynamic capabilitics as paths to organizational readiness for digital
transformation

In the investigated context, dymamic capabilitics are enablers of public value generation as they
make an organization ready for systemically implementing digitalization initiatives in wide amays
of areas.

||
Phase I
Deductive \'/
2. Setting the analytical framework to measure organizational readiness to
implement digital transformation

Organizational readiness requires measuring the expected changes in 1) people;
2) technology; 3) process; 4) customer; and S) strategy and investments,

</

3. Applying the analytical framework to the investigated context

= Developing an investory of the NRRP reform “Public administration Digatalization™ initiatives.

Phase 2 = Clustenng reform instiatives into “organizational readiness framework” dimensions.

Indwctive = Taking digital reform initiatives' intensivencss as an indicator of prionity goals for NNRP
digitalization practices.

= Discussing how such practices make an organization ready for digital transformation illustrates
how dymamic capabilitics provide ¢ tent paths for public value creation.

FiFgure 1 — A pictorial representation of the overall research design process as composed
of two phases

In the second phase, we applied the analytical framework to the in-
vestigated context with the intent to assess the extent to which current ini-
tiatives are developing the dynamic capabilities underpinning organiza-
tional readiness for digital transformation. In particular, document analy-
sis (i.e., governmental dossiers on NRRP implementation, European com-
mission reports on digitalization in the context of Next Gen EU plan, jour-
nal articles, and official NRRP webpages) was used to frame the content
of the NRRP reform “public administration digitalization”, which was then
clustered with the framework dimensions. To this end, by surveying the
NRRP Mission 1 “Digitalization, innovation, competitiveness, culture, and
tourism”, with a specific reference to component 1 “Digitalization, inno-
vation, and safety in public administration” (M1C1 hereafter), we limited
our analysis to the investments planned under the domain 1 “Public Ad-
ministration digitalization” (i.e., M1C1-1) and 2 “Public Administration
innovation” (i.e., M1C1-12). In doing this, we left out the third domain “in-

281

(1'zewoaiunejwou029 B olated A) ejoddo ejoed Ip OAISN|9Sd OSh pe 0]0d19se]



Dynamic capabilities as paths to organizational readiness for digital transformation Saggi

novation of the judiciary system” (i.e., M1C1-3) included in the M1C1
of the NRRP because its primary focus — as per the investment description
— does not fit with the scope of our investigation. We applied the same
rule for the reforms comprised in the domain M1C1-13.

To retfrieve the required information on the investments comprised by the
MI1C1-11 and M1C142, we used the search tool available on the NRRP
website (i.e., https://www.italiadomani.gov.it/), as portrayed in Figure
2. The dotted line boxes highlight the filters we used to generate the list
of initiatives under the label M1C1. In contrast, the solid boxes refer to
the two investments under the label M1C1-13 excluded from the analysis.

Figure 2 — Two screenshots of the search tool available on NRRP official website
from which the information about the investments has been retrieved
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Also, we integrated such a list with the three specific reform initiatives
included in the M1C1. In doing this, we excluded the reform pertaining
to the M1C1-12, since they are not explicitly associated with digital trans-
formation. In fact, as per the NRRP description, they aim to make human
resources selection procedures more efficient (i.e., MTC1-R2.1), simpli-
fy administrative practices (i.e., M1C1-R2.2), and renovate managerial
carriers in the public domains (i.e., M1C1-R2.3). To achieve these goals,
no digitalization processes are at stake.

Hence, 13 initiatives (i.e., 7 investments and three reforms of the
M1C141 and 3 investments of the M1C1-12) set the scope of our analy-
sis. To identify the NRRP expected impact on the current resource config-
urations, we clustered targeted digitalization initiatives through the digi-
tal readiness framework dimensions based on the fit between the object
and the definition of each measure. Two examples may clarify the selec-
tion logic. We associated the investment in “digital infrastructure” com-
prised by the M1C1-11.1 with the framework dimension “technology” as
it refers to the availability, adoption, and use of technological infrastruc-
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tures. With the same logic, we clustered the investment in “skills and ad-
ministrative capacity” comprised by the M1C1-12.3 within the dimension
“people” as it indicates a commitment to build appropriate digital skills
and capabilities of public administration staff.

By using the digital readiness framework, we can address the research
questions raised in the introduction of this work: 1) what managerial and
organizational capabilities should the public administration develop to be
ready to implement digital transformation? 2) To what extent the reform
“public administration digitalization” of the National Recovery and Resil-
ience Plan is developing such capabilities? As a result, our investigation
illustrates what dynamic capabilities provide paths enabling public sec-
tor organizations to set out for diffuse and pervasive digitalization lead-
ing to public value appropriation by users, community, and service pro-
fessionals. Such a discussion provides directions to “guide future actions
and objectives” (Agostino & Costantini, 2022, p. 1144) associated with
the digital transformation of public sector organizations.

5. Assessing the NRRP horizontal reform “public adminis-
tration digitalization” through the organizational readiness
framework

In this section, the organizational readiness framework outlined in sec-
tion 3 is adopted as an analytical lens to assess the NRRP horizontal re-
form “public administration digitalization”.

The NRRP* is a complex policy program adopted by the Italian Gov-
ernment in 2021 to overcome the adverse aftermaths of the Covid-19 pan-
demic so as to recover the ltalian socio-economic context. Such an initia-
tive joints a European choral effort.

With a total budget of 235 billion euros, the Italian Government has
articulated the NRRP along six strategic missions: 1) digitalization, inno-
vation, competitiveness, culture, and tourism; 2) green revolution and eco-
logical transition; 3) infrastructure for sustainable mobility; 4) education
and research; 5) inclusion and cohesion; and é) health. As a strategy to
pursue such missions, the plan includes three kinds of reforms®: 1) hori-
zontal reforms that cut across all the missions of the plan; 2) enabling re-
forms that are designed to guarantee the implementation of the program;
and 3) sectoral reforms that introduce a more efficient regulatory and pro-
cedural frameworks for each field covered by the plan.

The reform “Public administration digitalization” falls within the first
category and it is four-fold: 1) developing the administrative capacity of
central and local government; 2) strengthening the processes of selec-
tion, training, promotion, and mobility of public employees; 3) stream-

4 The NRRP is funded by the “Next-generation EU” plan (NGEU) through which the Euro-
pean Union has allocated a total budget of 806.9 billion euros for the 27 EU Member Sta-
tes to cope with the current socio-economic disruption.

5 https:)a/itcﬂiodomani.gov.it/en/lnterventi/riforme.html (accessed on 19/09/2022)
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lining bureaucracy; and 4) promoting the digitalization of administrative
procedures. From a policy design perspective, such a plan contemplates
a two-tier approach as it conflates urgent initiatives to address organiza-
tional and structural deficiencies of the ltalian public administration and
tailored initiatives targeting specific policy goals.

As explained in section 4, to scope the content of the horizontal re-
form “public administration digitalization”, we selected the initiatives com-
prised in the M1C1. Table 2 (see the appendix) provides an inventory of
the initiatives pertaining to the horizontal reform “public administration
digitalization”. The investments and reforms included in our analysis tar-
get an array of public administration bottlenecks, which are addressed
by the Italian Government through digitalization initiatives.

5.2 Framing the reform “public administration digitalization” through the
organizational readiness framework

The five dimensions of the organizational readiness framework set the or-
ganizational and managerial context for our analysis on which the reform
“public administration digitalization” is expected to impact. To this end,
we weighted each initiative — as a fraction of the overall reform budget
— to determine the intensiveness of each framework dimension. The result
of such exercise is reported in Table 3 in the appendix.

As Table 3 (see appendix) illustrates, the first dimension is “people”,
measuring human resources digital skills, and abilities to use digital re-
sources (e.g., devices, tools, software, applications, and networks) to store,
access, and manage information. Related to such dimension, the “reform
public administration digitalization” intends to hire specialized human re-
sources with technical profiles and train employees to reskill and upskill
their human capital at the State and local level, including their abilities
to audit the vulnerability of hardware and software solutions employed
by public agencies. To implement such initiatives, the reform introduces
training vouchers and encourages the institution of a community of prac-
tice. It is worth noticing that the “people” dimension, with regard to digi-
tal skills, takes 7.41% of the whole investment volume, including person-
nel employed by the State and regional administration.

The second dimension refers to “technology”, in terms of its “adoption”,
use for “data analytics”, and associated “infrastructure” availability. As
for the first, NRRP initiatives intend to digitalize urban planning services
and one-stop-shops for business creation, introduce a national platform
for public records consultation, improve communication with citizens by
sustaining the spread of mobile phones applications (i.e., “PagoPa” and
“IO"), and make the national digital identity system (i.e., SPID and CIE)
the standard to get access to digital service. Regarding “data analytics”,
a specific investment targets the introduction of the “Single Digital Gate-
way” to enable interoperability at the European level. Concerning “tech-
nological infrastructure”, the plan aims to endow public administration
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with a national digital platform to store data, apps, and websites. It also
fosters the release of application programming interface (i.e., API) to en-
able interoperability across public sector organizations at the central and
local level and to develop a cloud and a cybersecurity infrastructure. The
dimension “technology” takes 62.15% of the whole reform budget, with
a fraction devoted to providing public administration with “technologi-
cal infrastructure” (i.e., 36.5 %) and sustaining “technology adoption”
(i.e., 29.15 %). The sub-dimension “data analytics” takes only a margin-
al budget quota (i.e., 0.57%).

The “process” dimension contains two sub-dimensions, i.e., “back-
office” and “front-office”, which reveal how digitalization contributes to
delivering intermediate and final outputs to internal and external users,
respectively. Concerning the “back-office” perspective, NRRP initiatives
aim to recover process efficiency and speed-up bureaucratic procedures
(e.g., acquisition of ICT services) through a comprehensive digitalization
of large central administrations (i.e., national institute for social security,
judicial system, minister of defense, minister of internal affairs, and fiscal
police). Also, the reform intends to establish a national unit for digitaliza-
tion and a “software development & operations management” organiza-
tion to support digital transformation at the central and local administra-
tion levels. Regarding the “front-office” sub-dimension, user experience
and service accessibility are particularly interesting for the M1C1 of the
NRRP. In addition, the “process” dimension absorbs about a quarter, i.e.,
26.53%, of the entire reform budget. As per our reconstruction, NRRP ini-
tiatives place slightly more emphasis on “back-office” (i.e., 15.52%) than
“front-office” (i.e., 11.01%) activities.

The “customer” dimension reflects digital services capacity to meet
internal and external users’ expectations. In this perspective, the reform
aims at improving the “awareness” of internal (i.e., back-office) and ex-
ternal (i.e., frontoffice) users about digital service availability and fea-
tures through intergenerational support (i.e., civil service projects for dig-
italization) and local facilitation centers (i.e., schools, libraries, and com-
munity hubs). Such initiatives are meant to overcome the risk of digital ex-
clusion of the elderly population and increase people’s interactions with
the new service delivery modes. Such dimension is guaranteed with a re-
sidual share of 2.01%.

Finally, the last dimension of the framework is “strategy and invest-
ment”, gauging the overall intentions to pursue a long-term “digital strat-
egy” through specific “investments”. Related to that, by leveraging the in-
novative potential of a “digital strategy”, the reform aims to reduce red
tape within administrative processes and enable information exchange
among several administrations to recover efficiency in public service or-
ganizations and improve the quality of deliveries. To this end, the M1C1
set “investments” info seven key areas: technological infrastructure, cloud
platforms, interoperability, digital services, cybersecurity, and basic digi-
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tal skills. Our analysis does not associate any fraction of the budget with
“strategy and investments” because it cuts across the different initiatives
previously commented. In fact, “digital strategy” gauges the whole logic
underpinning the digital transformation plan, while “investment” consid-
ers the gap between a desired digitalization level and a current condition.

From our analysis, it emerges that the reform “public administration
digitalization” sets out a digital transformation strategy that aims at re-
ducing the gap in three critical dimensions of digitalization, i.e., technol-
ogy, process, and people, which takes the 62.15%, 26.53%, and 7.41%
of the reform budget, respectively. Building on this evidence, we discuss
what dynamic capabilities enable public sector organizations to create
public value through digitalization. This is the object of the next section.

5.3 What insights the organizational readiness framework provides us
on the role of dynamic capabilities as paths for digital transformation in
the public sector?

In the previous section, we have shown that the investigated reform pri-
marily focuses on reducing the digitalization gap associated with tech-
nology, process, and people.

Technology clusters the initiatives that make digital infrastructures avail-
able for adoption by public sector organizations. Process focuses on digi-
talizing administrative procedures, routines, and services. People convey
the development of employees’ digital skills through training and recruit-
ment. In this way, each framework dimension points to specific dynamic
capabilities providing paths to organizational readiness for digital trans-
formation. Our discussion unfolds these paths to illustrate how pervasive
digitalization leads to public value appropriation (Lindgren et al., 2019;
Panagiotopoulos et al., 2019) by the user, context, and professional ser-
vice system (Osborne, 2020).

Technology is instrumental to societal purposes (Heidegger & Lovitt,
1977). In fact, in the context of public administration, technology supports
information-sharing and coordination as it helps the actors committed to
delivering certain services or implementing specific policies to cooperate
by leveraging digital assets within specific administrative processes. For
example, the availability of digital infrastructure and web apps that sup-
port interoperability among different administrations may facilitate civil
servants to get access to specific files concerning a policy domain (e.g.,
public works or education) or a use case (e.g., permits to build, residence
permits, social benefits). This enables public sector organizations to en-
hance mutual adjustments by providing the involved actors with the means
to address managerial challenges, such as reducing information asym-
metries, aligning financial documents, and coping with porous adminis-
trative boundaries within and across departments and jurisdictions. This
is because technology may help streamline the technical and legal assess-
ment underlying the traditional public administration rationality, avoiding
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funneling citizens throughout the public service realm to collect the several
pieces of information required to get their paperwork done. As a result,
infroducing digital technologies in public service may improve organiza-
tional efficiency and effectiveness, including reducing service lead time,
avoiding conflicting decisions, limiting paperwork overlaps and reloca-
tion, and improving transparency and quality of deliveries.

In line with its instrumental role, technological resource availability
and adoption set the field for the digital transformation of public admin-
istration by conveying its transformative potential (Markus, 2004b) into
administrative processes and service delivery modes. As shown in Fig-
ure 3, the path “setting the field” involves the development of arrays of
dynamic capabilities associated with the use of technological resources,
such as digital infrastructure (e.g., platforms for data storage), informa-
tion sharing logic (e.g., APIs for expanding communicative functionali-
ties), and innovative bureaucratic routines (e.g., service requests and no-
tices sent by mobile apps), which create the preconditions for a service-
oriented use of digital facilities in back-and-front-office activities (i.e., the
process dimension).

However, “digital transformation is not (only) about technology” (Tabri-
zi et al., 2019). This idea reminds us of the distinction between digitiza-
tion and digitalization (Legner et al., 2017). The latter requires a perva-
sive transformation of the societal system in which technologies are used
(Lokuge et al., 2019). “Being digital” (Bhimani, 2021) also requires “non-
technological aspects such as leadership, culture, and employee training”
(Oliveri et al., 2023, p. 1067), so to enable an organization to unleash
the potential of technology.

Developing human resources provides a “working in the field” path to
digitalize the machinery of government. In this sense, digital skills (e.g.,
ability to use the software) and data analytics abilities (e.g., developing
a toolkit to use big data) of the employee holding key positions in public
sector organizations are crucial to deflect obstructive technologies (e.g.,
cyberattack) and absorb technological-driven disruptions (e.g., artificial
intelligence) as they emerge (Bracci, 2022; Mergel et al., 2018). If human
resources skills do not match what is entailed by the innovation brought
about by the technology being introduced, the organization may find it-
self unprepared in front of the challenge of configuring, using, and un-
derstanding the output provided by digital artifacts (Maciejewski, 2017;
Quattrone, 2016).

The introduction of technology should parallel human resource up-
skilling and reskill initiatives by taking into account the roles and respon-
sibilities of using the tools being released for public deliveries. A gran-
ular development of both capabilities implies endowing public adminis-
tration with technological infrastructures and ensuring that people devel-
op the ability to understand how the system gathers, interprets, and em-
ploys digital data. This is relevant for public administration accountabili-
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ty (Mussari & Steccolini, 2006) because “digitalization impacts the form,
substance, and provenance of internal accounting information” (Bhima-
ni, 2003, p. 1).

Digital culture is an “important organizational characteristics” (Markus,
2004a), whose development requires a conscious understanding of how
digital tools and technologies shape the appearance of workplace rou-
tines and the substance of professional practices. In this case, hiring ex-
ternal consultants expecting that digital skills will flourish within the public
domain does not suffice. Also, the training of human resources should be
aimed at challenging conventional “techno-optimistic” beliefs that tend to
consider technology and its application inherently open, accessible, and
transparent than analogic working rationalities. Such an approach reveals
a tendency to overrate the benefits of technology in the workplace, lead-
ing people to overlook the underlying logic according to which data are
being produced, analyzed, and distributed along the service chain (Klijn
& Koppenijan, 2015; Vydra & Klievink, 2019), with the implicit risk of di-
luting the public value generation (Bryson et al., 2007). Evidence can be
found in the recursive use of algorithms in public service delivery, whose
classical promise is to make complex procedures fast, reliable, and ob-
jective (Dourish, 2016) - often leaving humans out of the decision-mak-
ing loop (Wieringa, 2020). Though algorithms have proven successful,
scholars warned that this happens when they are “handled with care”
(Kolkman, 2020, p. 101488 since the belief that the code is intrinsical-
ly neutral may herald unfair service outcomes (Martin, 2019).

As Figure 3 shows, developing dynamic capabilities associated with
technological resources sets the field for digitalizing administrative pro-
cesses and service delivery modes. In turn, digital skills, data analysis
routines, and a robust digital culture can effectively create a digital pub-
lic service ecosystem.

The consistency between the hard (i.e., technological resources) and
the soft (i.e., human resources) component of digital transformation ena-
bles value harvesting from the public service delivery ecosystem (i.e., a
systemic digitalization of administrative processes and service delivery
modes), which is the third path. Firsthand evidence of this path can be
found in the contemporary reality of public administration. The Covid-19
pandemic is undeniably one of the most relevant issues of our recent past.
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Figure 3 — Dynamic capabilities as paths to organizational readiness for digital
transformation, leading to public valve appropriation

Seftng he Rold
Tohodogaal SL5Y E r—
Posoaes gl beo
gt (T
Carng cynt e
< e
o aEmemrr .
raamer Rts
Harvesting vabue < N
\
— '.
‘ v | smrveng on! Ingrstanen of
ik vabue .. Méday ol ety | | bengen adi
etan e o = B S varrs omd aevi
= = Ativery menky
-
e
(R
gn s me! done
- L
[N =
Pharas beesd .~
fesources o Wrdung in e fcll
| Seting o ol 5 n w0 | At of v (vl pade - -~ -
1 Wy o e Dl —— Lomazooy v ( \ service debvery —
) Harveming whe = - o | cepeilas 3 sconyvace Grmans

As the reader may remember, with the surge of the disease, many gov-
ernmental attempts to use “contact tracing” (ISS, 2020) to detect new in-
fections have failed (Clark et al., 2021) while few of them “got it right”
(Lewis, 2020, p. 384). The adoption of obsolete technology, including
software that does not integrate traditional contact tracing with the data
generated by smartphone apps, hindered the system attitude to alert peo-
ple that they might have been exposed to the virus. In this context, also
the ability to transfer technology from other countries and tailor them to
the societal characteristics in which it is expected to operate would have
made the difference. The failure to implement such technology in the ltal-
ian context provides a vivid example of how the success of a digitaliza-
tion initiative requires a balance between technology and knowledge.
The mutually supportive relationship between the two enables public ser-
vice professionals to unleash the potential that technology holds for hu-
man progress. While technology helps mobilize needed resources to or-
ganize rapid responses, the “learning and transfer of capabilities” (Maz-
zucato & Kattel, 2020, p. S265), even from other contexts, requires de-
veloping an attitude.

If “setting the field” and “working in the field” paths are associated
with the impact of the initiatives under the “technology” and “people” di-
mensions of the organizational readiness framework, the path “harvest-
ing value” concerns the “process” dimension. The dynamic capabilities
associated with that dimension reveal how digitalization delivers interme-
diate and final outputs to internal and external users. Examples of such
capabilities regard integration logic (e.g., sharing citizen data across
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administrations), learning and transferring processes (e.g., tailoring and
using open-source software), and mobilizing resources (e.g., allocating
capacity where needed). Through a set of specific dynamic capabilities,
an organization is ready to implement a systemic digital transformation,
which makes public deliveries go beyond the sole value exchange (Moore,
1995; Thomas, 2014) to impact appropriation processes by user, com-
munity, and service professional (Osborne, 2020).

Examples of value creation at the user level are improving citizens-
public administration interactions, including ubiquity in the use of a ser-
vice, remote meetings via video call applications, and up-to-date notic-
es through push notifications. Value creation at the community level con-
cerns the capacity of the digital ecosystem to meet community needs and
expectations, such as the provision of digital identity, including the pos-
sibility to share such data across different public administrations, as well
as an improvement in cybersecurity and privacy standards. Also, busi-
ness organizations operating in a region may welcome digital technol-
ogy to speed up specific administrative procedures. Similarly, a system-
ic introduction of digital tools in education and the health care system
may help reduce the distance between remote areas and central service
hubs, allowing marginalized communities access to vital public services.

Value appropriation for the service system implies the need for public
service professionals to learn how to adopt digital technology to innovate
their deliveries substantially. For example, if a systemic introduction of ro-
botics within health care for surgical treatment on the one side is likely to
improve the accuracy of interventions, on the other side, it requires not
only adequate individual expertise of the surgeon but also of its support-
ing team, and a set of specific pre-and-post surgical treatment routines.
Another context in which digitalization may create value for service pro-
fessionals is the educational system. In this context, the ever-increasing
use of digital means for teaching purposes (e.g., slides, software, course
management systems, and audience interaction tools) challenges tradi-
tional modes of content delivery. Such a trend pushes instructors to learn
how to use these digital solutions within their disciplines to embrace their
engaging and communicative potential.

As discussed in this section, the combined effects of “setting the field”
and “working in the field” paths lead to creating a digital public service
ecosystem by employing technology-driven dynamic capabilities and hu-
man resources skills and abilities to digitalize administrative processes
and service delivery modes. This enables public value appropriation by
users, community, and service professionals through digitalization.

6. Conclusion

This paper has shown what managerial and organizational capabilities
enable public sector organizations to generate public value through digi-
talization. To this end, in the first part of this work, we have reviewed the
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extant literature on public sector dynamic capabilities to discuss their role
in digital transformation. As illustrated in section 2, our conceptual analy-
sis has framed dynamic capabilities as paths to organizational readiness,
discussing how digitalization may lead to public value creation.

The use of the “organizational readiness framework” (Agostino & Cos-
tantini, 2022, p. 9) has provided the analytical dimensions to assess to
what extent the NRRP reform “public administration digitalization” is con-
tributing to developing the dynamic capabilities underpinning digital frans-
formation. As shown in section 5, our analysis of the NRRP reform is in-
grained in the five dimensions of the framework with the intent to locate
specific dynamic capabilities that make an organization ready to imple-
ment digital transformation. In particular, we have shown that “technol-
ogy”, “process”, and “people” are the three major concern areas of the
reform “public administration digitalization” in the context of the NRRP.
Such emphasis has allowed us to identify three paths to pervasive digital-
ization that may ultimately lead to public value creation. In this sense, im-
proving public value creation is subjected to the digitalization paths as-
sociated with technology-driven capabilities and human resources skills
and abilities, allowing for a comprehensive digitalization of administra-
tive processes and service delivery mode, i.e., what we have termed as
a service digital ecosystem.

Our study contributes to the debate on the public sector digitalization
(Agostino et al., 2022; Drechsler & Kattel, 2020; Mazzucato & Kattel,
2020) by focusing on the role of dynamic capabilities (Piening, 2013;
Ruggiero, 2011). To this end, in response to the first research question
(i.e., what managerial and organizational capabilities should the public
administration develop to be ready to implement digital transformation?)
we pointed out that human resource skills and abilities are as essential as
technological resources for a system-level digital transformation of public
sector organizations. In this sense, the consistent combination of technolo-
gy with a digital culture makes public administration ready to render digi-
talization a social phenomenon involving the public service professionals,
the user, and the society at large in a unique service delivery ecosystem.

As discussed in section 5, though technology sets the field, are the hu-
man resources that work in the field. This finding allowed us to provide
an answer fo the second research question (i.e., to what extent the reform
“public administration digitalization” of the National Recovery and Resil-
ience Plan is developing such capabilities?). This implies that putting the
sole technological-driven dynamic capabilities at the forefront of digital
transformation may bear the risk of losing control over the logic accord-
ing fo which data are produced, and information distributed along the
value chain, mainly when puzzling digital artifacts are involved (e.g., al-
gorithms). Related to that, as our analysis has illustrated, the reform “pub-
lic administration digitalization” tends to frame digital transformation as
mainly driven by technological means. The intensiveness of the dimension
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“technology” and the specific content of the initiatives clustered under the
“process” dimensions are evidence of that inclination.

Our discussion has suggested that an important path for making an
organization ready to implement digital transformation is upscaling the
dynamic capabilities associated with human resources. However, such a
dimension takes a small share of the whole reform budget, with some of
its substantial initiatives being concerned with temporary external techni-
cal support to civil servants. As we have illustrated in this work, develop-
ing a digital culture may create employees’ and users’ awareness about
the potential of technology, which in turn can help public sector organiza-
tions overcome the risk of a techno-optimistic approach to digitalization. In
this way, a digitalization reform may be an effective instrument to imple-
ment a transition from mere “digitization” to a pervasive “digitalization”
driven by innovative teams’ attitudes “to build, integrate, and reconfigure
internal and external competencies to address rapidly changing environ-
ments” (Teece et al., 1997, p. 516). In section 5, we have provided sev-
eral examples illustrating how a digital service ecosystem that integrates
technology and human resources capabilities enables public value ap-
propriation by users, the community, and the professional service system.

We respond to our findings with implications to advance the study and
practice of digital transformation in public service delivery, emphasizing
the role of dynamic capabilities in creating a digital ecosystem that ena-
bles superior public value creation. The first implication is that investment
in technology is not an alternative to advancing human resources, noting
that pervasive digital transformation initiatives should consider a consist-
ent balance among them. The introduction of technological infrastructure
requires skills and capabilities to configure digital tools so that the public
service system produces valuable outputs. This implies that technological
resources employed in digitalized administrative processes require a cer-
tain degree of agility and adaptability since their reconfiguration might be
needed as digital skills and abilities advance with training and practice.

We are conscious that our investigation is limited by the early devel-
opment of the NRRP reform, particularly since most initiatives still need to
be fully developed into specific projects. Our exploratory analysis may
provide avenues for future research in at least two directions. A first po-
tential avenue for developing this work is carrying out case studies target-
ing specific fields once digital transformation initiatives have been carried
out (e.g., health care). A second possibility for future development is to
take a comparative account among EU states, given the common frame-
work and trajectories of public administration digitalization initiatives set
by the European Commission.
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