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A negelected, but highly relevant 

field of research
• Electronic ticketing has been introduced in most 

European cities

• Technology and public sector projects have been
negelected in project managing and implementation
research

• This study can contribute to the literature by 

 Identifying success factors in technology projects

 Evaluating the role of policy and organizational
challenges in technology projects
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The e-ticketing project ”Flexus”

• The project was initiated in 2000

• It was a joint project involving three companies owned

by seperate public authorities

 OS – municipality of Oslo merged into the

 SL- county of Akershus company ”Ruter” (in 2008) 

 NSB – state government
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The e-ticketing project ”Flexus”

• The project has been criticised in media and 

customers are generally not satisfied

• The previous City chief Comissioner got a no-

confidence motion in 2008 after a public inquiry
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Some headlines (2008-2013)
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http://www.osloby.no/nyheter/Han-

trykker-som-en-gal_-men-

automaten-ser-bare-ut-til-a-gjore-

narr-av-ham-6283852.html

http://www.osloby.no/nyheter/Han-trykker-som-en-gal_-men-automaten-ser-bare-ut-til-a-gjore-narr-av-ham-6283852.html
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Major implementation problems

• The implementation of electronic ticketing in Oslo 

resulted in the following problems: 
 budget over-runs 

 In 2008 the project had cost the OS exclusively 35 mill. euro

 Long delay 

 6 years of delay in the Oslo metropolitan area

 A low quality system

 Dissatisfied customers

 Dissatisfied employees

 Access gates are in place, but never used
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The access gates

8



9

Theoretical approaches
• Policy networks can be defined as stable patterns of social

relations between interdependent actors

• Top-down approach: Linkages in the implementation chain, 

veto points (Pressman & Wildavsky 1973)

• Bottom-up approach: Communication channels and 

organizational learning (Elmore 1980; Hjern & Porter 1981)

• Technology approach: Is the technology affecting the whole

organization? Is it mature? (Baldersheim et.al. 2008; 

Bouwman 2005)
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Data & method
• Document analysis

 Public documents provide detailed descriptions of the course of

events

 Transcription from a public inquiry in 2008, arranged by the

municipality of Oslo

• Four in-depth interviews with key players:
 Director of OS

 OS project leader

 Comissioner for transport in the municipality of Oslo

 Employee representative from an operating company
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Top-down approach: Identifying the

veto points
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Top-down approach: Conflicting goals 

among the interacting actors

• Implementation barriers caused by conflicting goals 

among actors:
 Organizational barriers

 Inadequate cooperation structures

 Lack of fare reform

• Fare reform was the key challenge for an operative 

system:
 Organizational barriers

 Absent political leadership
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Bottom-up approach: Communication

channels

• The line organization in the OS was not involved
 Poor user-friendliness

 Income security was prioritized

• Lack of communication led to
 Extra adjustment costs

 Delays

 Dissatisfaction among employees – the new system is 

slower than the old
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Technology approach: If you automate 

a mess, you get an automated mess 

• No existing software could readily be transferred to 

match the three fare systems in Oslo and make it 

interoperable

• Implementation of technology demands an 

‘accommodating’ organization to overcome barriers 

created by organizational boundaries 
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Relation between the variables
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Conclusions & recommendations

• The Flexus e-ticketing system was implemented without

adequate attention to  the organizational complexity

(technology-led view)
 Fare systems turned out hard to change due to conflicting

interests between autonomous organizational entities

• Fare reform needs to be anchored at political level
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Conclusions & recommendations

• Critical factors for success:

 Fare reform anchored at the political level

 Co-ordination between actors

 Better monitoring of the project’s performance

 Regular reporting
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Opening questions

• How can the structure and form be improved as 

a scientific paper?

• What factors are major contributors when

introducing new technology into public sector

organizations?
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