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The state of the art literature about e-administmatidoption claims that there is a process of tdopf IT, unfolded
through several stages. Our hypothesis is thatlbption instead, as much as any strong organizatigmocess, looks very
much like a diffusion process through thresholds. & matter of fact, although the usage of compistaalready well
established, connectivity is far from diffused hesmit requires competences that are not acquiagtgssively. In front of
strong resistance, a trigger factor has to be pteshich provokes a cognitive and organizationgjrahent, which may be
very spectacular in small municipalities. This afigent quickly makes the variegated usages of |Tuallytreinforcing.

We verify our theoretical hypothesis through aistiaal analysis of an inquiry on local governmen8rittany. We end up
with a typology of IT adoption among municipalitiegich reveals a fairly large class of advancedptets among the
smallest municipalities. The statistical study does confirm the maturation cycle hypothesis, bseaof the existence of
both a very large number of non adopters, but alsmnificant group of early adopters, which staiddly speaking, should
not have been so advanced in their usage. Thertferstatistical analysis is complemented by sesesf case studies on
smallest municipalities among these statisticabpiions. These interviews confirm the “cognitivigainent” hypothesis of
IT adoption.

Adoption of Information Technology (IT) by publidministration is, under the buzzword
« e-government », on the political agenda sinceymaars now. A rather influential paper
has been Layne & Lee's model of “maturation cyclk”has triggered a vast array of
literature, both aiming at improving and challerggthis model. It has been at the source of a
political representation of and action about hogogernment should evolve. This normative
view has probably missed the real context of sihaahl authorities. Prolonging the Layne
and Lee's model maturation cycle, we claim thataghitive alignment” has to be established
inside the local government in order to overcongerésistances in front of ICT adoption.

We have conducted an inquiry of a sample of maaa #b50 Breton municipalities, completed
by interviews with some of them. The purpose of itiguiry was to identify the degree of
maturation of ICT adoption for e-government, andyébd information about the effective use
of ICT to better perform administrative tasks. Tihguiry thus provides both effectiveness (e-
government) and efficiency (e-administration) déttdhas been completed by interviews with
municipalities which were, from a statistical poaftview, unlikely to be early adopters. We
explain where these statistical exceptions comm femd confirm our theoretical hypothesis.

The paper is organized as follows: in the firstagaaph we give a quick account of the
literature. Then we present our own model of ICD@obn by municipalities. We give the
results of our statistical analysis in the thirdggmaph and a report on the interviews in the
last one. The conclusion gives some clues for éuntesearch.

1. E-administration: a matter of cycle?

In an influential paper, Layne and Lee [5] suggistt IT adoption by municipalities is
following a four stages path. They posit that imgst one, initial efforts of state governments
are focused on establishing an on-line presenderiation). This is achieved through the
development of a website and the provision of ebeit forms, which can thus be
downloaded by citizens. In the second stage, ergavent initiatives focus on connecting the
internal government information system to on-liméeifaces in order to allow citizens to



interact and even transact electronically withtiarfsactions). As the quantity of these e-
transactions increase, governments will be pressedtegrate the states’ or local systems
with their own web interfaces, or in some case$uitd on-line interfaces directly connected
to their functional intranet. Thus integration nf@ppen in two ways: vertical and horizontal.
Vertical integration refers to connections of lgsthte and federal governments to provide an
online service for the citizen, through a one stbppping interface. In contrast, horizontal
integration is defined as integration inside a giaeiministration of different departments in
order to provide online to the citizen the most pter services, encompassing several tasks.
Vertical integration will be attained before homtal integration. Hence, the phase of
horizontal integration with central government iayLand Lee's phase 3, while horizontal
integration in order to provide one-stop-shoppimghe citizen is stage 4.

Another typology is the ASPA-UN (American Society fPublic Administration & United
Nations, 2001) model, close to Layne and Lee. Batyne and Lee and ASPA-UN can be
interpreted as descriptive “maturation models” (Bng2]). This framework later influenced
several authors such as Andersen and HenriksetMdgn [6], Reddick [11]. Interesting is
Moon’s model which establishes a five stages madébrmation dissemination, two ways
communication (request and response), service amhdal transactions, vertical and
horizontal integration (similar to Layne and Lee’'ahd political participation (electronic
voting). It emphasizes the diversity of interacidhat governments may have with citizens.
Andersen and Henriksen [1] suggest that the fodusuld be centred on activity of
government on one hand, and citizen on the othed.h@hey also propose a four stages
model with “cultivation” (phase 1), “extension” (pbe 2), maturity (phase 3) and
“revolution” (phase 4). From our point of view thayne and Lee’s maturation model and its
follow-ups are fairly descriptive: they are moreless a kind of roadmap which identifies the
more and more complex tasks performed electrogitailgovernments. They bring signposts
on the road to digitization of government tasks.

Critics of the maturation model have emphasizetl [fhadoption seems, in that perspective,
an efficiency issue, ICT being supposed to helpegawments to better perform their task, as
much as in business. Some authors (e.g. AnderskeRl@mriksen [1]) claim that the real issue
Is that of effectiveness not efficiency, namelyptovide better services to the citizen.

Another line of critics stems from the managemeatspective. Ebbers and van Dijk [3]
drawing from the innovation process literature, bagize the non linear nature of the
adoption process because of internal resistancey Thnstruct indicators of support and
resistance, to measure the likelihood of diffusi@ar claim is that the diffusion process is the
consequence of a “cognitive alignment”, necessargedneralize IT in organizations. Both
their organizational features and missions at s@mat determine why the organization
decides to change and to adopt ICT. The “stagesitiied by Layne and Lee may be the
learning curve of their adoption path. We develap tonception in the next section.

The maturation cycle model does not envisage tlsipitity for governments to be stuck
either in a non adoption attitude, or in the fstge (to simplify, web presence and an email
address). The seemingly inevitable successionagfest does not permit to think about the
factors which move a government from one stagenttheer. Nivaes [7], drawing on the
literature referring to New Public Management appfees, shows that public innovation and
diffusion may be triggered by 1) external fact@sdjo-economic development, demographic
or economic factors) 2) the political system cheeastics (the party system, political actors
or lobbies), 3) the administrative system charasties (federal or unitary, administrative
culture and decision making) 4) system dynamicspublic sector reform could harness a



local government with the capacity of deciding tlmpt ICT. In section three we will propose
alternative factors. But before, let us presentawn reference framework.

2. Cognitivealignment : an alter native explanation?

Nonaka and Takeushi [8] have given a model of “smoeous” (that is, not planned)

innovation which gives some clues about the proogéssognitive alignment” necessary in

the adoption of ICT. In a nutshell, an individualki@e origin of the innovation communicates
first with close friends and colleagues in the orgation and this helps him or her to
formalize and improve the original concept. Thém innovation has to be codified in order
to be supported by the hierarchy, while competingh wother ideas. When deployed

successfully the innovation is internalized in thends of its adopters, who refer to it in a
pure tacit way. Hence tacit and codified knowledgeve both to be created along the
diffusion path. To obtain a cognitive alignmentaingh different vectors of communication
(codified and tacit knowledge transmission) becobh a challenge and a necessity.

ICT adoption is an innovation. People have torigar work and to coordinate themselves
differently. For example connectivity (such as dlge management of a website) requires
competences that are not naturally and progregsacgjuired by anybody, but still have to be
shared within the organization. Hence a triggetdiatas to be present, which may help
people to overcome their reluctance and anxietfyant of the expected effort they have to
produce to implement the organizational innovatithe variety of missions and tasks of a
local government, the organizational layout, thensitory position of decision makers (the
elected council has to think permanently to thet redgction), all of these elements make it
difficult to progressively adopt ICT. This is thesistance mentioned by Ebbers and Van Dijk.
Hence the innovator has to create the conditiomsafdcognitive alignment” inside the
organisation.

When we refer precisely to local governments, dlevance of the cognitive alignment model
appears naturally. As said before, local admirtisting do handle a lot of tasks, ranging from
celebrating marriages or organizing elections, rtaviding legal documents such as identity
cards, keeping the civil status or land registridisiributing school canteen vouchers and
social aid, and so on. Referring to Hiller anda®ejer [4] we can classify their tasks between
services to the citizen (including information seeg), involvement in the democratic
process, financial relationships (mainly levyinges) and public procurement. It is not clear
whether there is a single introduction strategyl@r: is it better to begin with information
services and to end up with democratic participaservices (electronic voting)? Or G2B
(Government to Business) relationship is a priodtythe agenda? There is scope for path
dependant diffusion strategies which may depenblotin context and persons.

The big bunch of activities of local authoritiesyrae performed in small cities or villages,
by a tiny number of elected persons assisted lewaldcal civil servants. In France indeed,
municipalities are in most cases very small, coagemo more than several hundreds of
inhabitants. In Brittany, with a population of #l& more than 3 millions inhabitants, there are
more than 1200 municipalities. With such dispersgmme economies of scale may be lost in
the administrative processes. Therefore local @$mes of municipalities have been set up
(“communautés de communes”). Altogether the missidamsks and organizational layout of
local governments deeply rooted in the day to dayof the city, involve a small number of
persons whose tacit knowledge and coordinationgol@@s may be difficult to translate into
digitally controlled procedures.



Our core research hypothesis therefore, is thdhimvithe context of local governments, IT
adoption is more the consequence of cognitive algmt of local civil servants and elected
persons alike, than the one of careful planningdbgision makers intertwined with their
capacity to overcome internal resistance and tviolthe maturation cycle. To test this
hypothesis we rely both on a statistical analysissl @n interviews with very small

municipalities at the forefront of IT adoption.

3. Dataanalysisof e-administration in Brittany

Marsouirt (through its observatory Opsis) produced a nmgjliry concerning e-government
in 2005, repeated in 2007. In between, Interndusiibn (particularly broadband diffusion)
has brought the focus on understanding the drivleusage. We got a 38% return rate in 2007
(477 responses). Answers were prominently comiog fsecretary-general, secretaries, a few
from mayors. Our sample is representative of blathmain administrative areas and the size
of the cities in Brittany.

E-government is an ill-defined concept (Yildiz [L3Attempts have been made to split it into
different categories. We already have mentioneteHénd Bellanger [4] typology. Reddick
[11] relying on this typology distinguish betweer2G (services to the citizen, relationship
within the democratic process —e.g. voting lin&/g suggest instead three dimensions:

e Impact on public decision: that is both the uséTao help better collective decision by
elected persons and better control by the citiZdnis aspect refers to the fact that the
complexity and variety of decisions taken by localincils stretch the elected members’
capabilities and often lead to a cognitive overlo@dizen may exert their control power
(council’'s assemblies are public, but only inforntgitzen may be interested in attending the
assemblies)

« Digital exchanges with citizens. This is mordess akin to Reddick’s G2C and refers to
effectiveness of public authorities.

e Impact on administrative tasks: software assiséstts, collaborative tools. This view
relies on the efficiency issue at the core of tlesvNPublic Management.

ICT and public decision

Our 2007 survey shows that if nearly all (98%) tben-halls are connected through a
permanent connection, for citizens the situatiomigh less favourable. Only one out of two
municipalities provides public access points tonthéhence not everybody can get an
electronic access to public decisions, even thraughblic access point. Moreover, one town
out of two receives “complaints of citizens whicstimate that they do not get correctly an
ADSL/the broadband private connection.”

The representatives (and specially the mayor) hata large use of ICT at work. A minority
only (one third) has a connection to the Intereetises of their administration. And their use
of the office automation tools still remains vergak: only 13% of mayors and 20% of
secretary-general often or occasionally use slidews at their meetings (commissions,

1 Marsouin is a group of Breton Universities and4@des Ecoles” researchers working on ICT usage and
sponsored by the Brittany Council.



boards ...). In the same vein, 82% of municipalitieser disseminate an electronic version of
the preparatory documents before each regularasess$ithe City Council. Without having
electronic documents, it is useless to have tHrimation published on the municipality’s
website, if it does exist. The lack of interest tpresentatives may be a result of low
perceived benefits of ICT compared to their costssmall municipalities the informal
circulation of information among the few administra people may seem sufficient. As a
result expectations are low: one municipality outveo having a low usage does not ask for
an assistance to access to ICT. But the reversmiesfor those who feel a lack of ICT
investment.

A better use of IT tools by the local administratis explained by the size of the town, its

wealth, the level of equipment deployed given tize sf the city, and the age of the mayor!
Moon [6] and Reddick [10] have already documentel importance of the city’s size and
wealth. But Internet usage is also a generatiarejsasven for elected persons.

Altogether, the public decision making and confnalcesses is not really improved by ICT in

many Breton municipalities Most mayors except ppshitnose of the new generation are not
convinced of the impact of ICT because they doe& them in their day to day activity. For

this to change, one has to expect for a triggdofamr for an innovator (possibly the mayor or

the secretary general, if he or she get acquawiidthe use of ICT for his or her tasks).

ICT and digital citizenship

As seen above, “digital local public life” (i.e.eldirect relations between the council and
citizens) have to be split into two types corresping to stages one and two in the maturity
cycle model: communication (the town hall to citizgeand vice versa) and transactions.

The ICT enthusiasts have highlighted electroniangptis the ultimate form of democracy,
and electronic forms down and uploading as tools tfansparency and sustainable
development (for the economy of paper).

Presently electronic interactions are not, for loedministrations, as good as paper
interactions. For example while almost all munitipgs have an email address, this
information is not mentioned in their bulletin officdial addresses to citizens for 21% of
municipalities. The large majority of Breton muipialities does not envision communication
by mail as a standard practice of interaction. Areén this exists, it is far from certain that
the emails are received by the right people. Mogeownly 16% of municipalities routinely
accuse receipt of an email from citizens, somethafach is totally unconceivable for
traditional mail (letters).

Similarly, a municipality out of three does not kaa referring person (an editor in a way),
rubber stamping the contents put on the websitenEwvore astonishing, one has to know that
only 40% of Breton municipalities have a websithisTcontrasts with the US figures where
Reddick [11] reports an 80% rate. And while the sigs are richer now, there is no clear
editorial policy and content vary widely from ongesto another. Finally, while 45% of
municipalities update their website daily or week$% do it monthly and 22% less often or
never. Under these conditions, it is not surpristiog find a low level of electronic
communication between the municipality and citizehe forums and chats with councillors

2 Through a logistic regression model



are the exceptions (respectively on 3% and 19% ebsites). Electronic geographic
information systems or GIS (useful for example dgetting access to the land register) are
uncommon (17%) at a time when Google Maps or ted=tlench IGN (Institut Géographique
National) provide accurate aerial photographs atdilgéd plans of the entire French territory.

The variety of services available on Breton murabipes’ websites shows that even for a
communication purpose, the level of diffusion ofadced web functionalities is very 18w
In particular the so called “web 2.0” tools (syration to other websites, discussion forums,
interactions with the members of the council) aoé yet at hand. True the inquiry is from
2007 and Web 2.0 has got a momentum since then. dduthe whole, two ways
communications (stage 2 in Moon maturity model) bk to reach reasonable levels in
Brittany, particularly, because 60% of municipaltistill do not even have a website.

In synthesis, no more than 10 to 15% of towns oittdry consider their electronic

interactions with citizens as important as theaditional interactions (via paper or orally). It
follows that the transparency and ease of acces¥domation offered by the Internet are a
myth in this region.

Breton municipalities still do not consider transaes, in particular up and downloading of
forms, as a perfect substitute to paper. Besidesldiv number (11%) of municipalities

equipped with certificates (electronic signaturésyy have software applications to facilitate
the administrative life of citizens, whether forban planning (GIS, 37%), social policies
(registration in the schools canteens), links ® fikcal administration (potentially possible
through a national platform called “Helios”). Hoveey many up and downloads of forms are
monitored by the central government (identity cartlsx payment online, electronic

communications with civil engineering departmerst), that the municipalities are just an
intermediary. Facing this same challenge, munitipaldo not react in the same way.

A logistic regression identifies the factors expiag this heterogeneity. The size of the
municipality is by far the primary cause of divéysifollowed by the presence of human
resources dedicated to ICT and the fact that thwn tic a tourist destination. These factors
confirm previous analyses such as Moon’s [6]. Lredsvant seem the age of the mayor, the
wealth of the city, or ICT investment (the latteiry surprising). From this regression we do
not find big surprises. Structural factors (sizedtion of the city) give the main explanation.
But the presence of ICT resources is a hint for dbmplexity of the task of organizing
interactions and transactions with the citizenac&ielectronic interactions have not the same
value as the traditional (written) ones for the mipalities, digitization probably remains a
second order objective, at least in Brittany.

ICT and public management

ICT harness municipalities with the benefits ofidapirculation, processing and storage of
information. Because of the subsequent shufflegamisations, there is a possible reluctance
of the staff to adopt new technologies; this is ébBband Van Dijk point. And the more
complex is the organization the more likely is tlasappen.

3 Content of websites (percentages providing tha iteparentheses: Agenda (80%), contacts adresses,
schedules (97%), public tenders (29%), agendaso€thuncil (35%), forums (3%),FAQ (2%), e-mailingt$
(21%), maps, online GIS (17%), syndication (9%) dtable city journal (58%).
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Picture 1: Use of productivity tools and municipgl size

If key management applications are now well useakenspecific software is not completely

known, not to say used (including electronic laadisters). But very banal uses (email) are
seldom adopted, even to communicate inside therasimative staff. Again, exchanges are
prominently oral, because in a small city with ohlyo or three administrative officers, e-

mails may not find their place anyway. The use ofencomplex productivity tools (shared

agenda, collaborative work spaces) is limited toiority of probably large cities.

There are several explanatory factors to the stchsarity of uses: the size of the town but
also economic conditions or location urban arearigb city and average income in the city);
but also ICT-related elements: the membership inGin project, a real motivation to use
ICT, the existence of human resources dedicateliCio(may it be a person or a whole
department). The point now is whether we can idgtiie key factors of this divide.

Identifying the origins of the divide

Many Breton municipalities have not yet graspedlieefits of digitization, but some small
municipalities with limited means are far aheadha adoption of ICT. Conversely, despite
the wide availability of personal computers, thase not very much used by politicians in
local governments. And more worrisome is the straeg of interest in ICT in municipalities
poorly equipped or having low usage. Laggards Ik#ly continue to be laggards because
they do not seem interested in the adoption of IChis casts some doubts about the
inevitability of the “maturation cycle”.

The large number of “laggards” may be at first sigleature of Brittany. However in general
Brittany stays very close to the national or Eussp@&verage. More significant seems the
elements identified in our survey: the difficulty formalize an information which is loose
and tacit, the lack of interest, or even more aataince of the council vis a vis ICT. To give
just a number: 30% of mayors and 42% of their cellois express a negative impression of
the impact of digitization upon their work. This nfmms the Ebbers and Van Dijk’s
hypothesis of resistance. The hypothesis of “cognialignment” may provide a clue to



overcome it. To verify this we have used classiftta methods to construct a typology of
municipalities which reveals five profilesegarding e-government:

- Group 1: Its members have no website and lingirtbse of email to exchanges among
the administrative staff, access usual productigipplications but not those specific of the
local government. Most of them have no or limit€&il ldedicated human resources. This
large group (50% of towns) represents the "left’ @fitthe digital world, not having entered
the first stage in the maturation cycle.

- Group 2 (14% of the sample) includes the munltipa with emerging uses. Their
modest adoption of ICT is revealed through theaisamail by elected representatives but not
of other digital tools. This seems the first steglose the gap.

- Group 3 represents only 10% of municipalitiegtdeed by use of ICT by the mayor
(usually younger than 60 years) and by some cdorgiincluding e-mail, and writing digital

presentations in the City Council. This familianityth ICT is shown by the availability of an
ICT policy and substantial financial resources.yraee "users in transition."

- Group 4 concerns 17% of municipalities with agesaf ICT for both internal and
external goals, they mobilize the full range ofiwilgtools (certificates, electronic calls for
tender, websites). They have significant financiabme, are often tourist areas, the elected
representatives are driving forces, the size ofdie is fairly large. These municipalities
build a group of "experienced users"

- Group 5 is the smallest group: 7% of the townkeyl use advanced ICT tools
particularly for productivity (including collaboian tools and shared agendas). They
declared their participation in an ICT project, thieges of this category are, not surprisingly,
large or very large, often in tourist areas, wilgke income, and even a young mayor. These
are the "advanced users".

The picture seems rather bleak: 14% of Breton mipalities are in a state of development of
e-government which is no more than having a wepsaitde 50% do not even have one. This
result contrasts with say, the US situation (Noaisd Moon [9]) where 88% of local
authorities report a website in 2002. But at tretedmost municipalities, even in the US, did
not have transaction related services.

The results can be interpreted according to twali@snof use: those related to the internal
activity of the town council (tools of e-adminigiomn, enhancing productivity and
performance such as relations between electediadéficand administrative personnel,
operation of administrative services) and thoseateel to their external electronic
communication (tools for local government and eitizhip).

To some extent, ICT adoption for the purpose odaiveness (better services to the citizen)
is correlated with ICT adoption for efficiency (whae call internal usages). Hence it may be
misleading to oppose the two concepts. In facrdla¢issue is ICT adoption as an innovation
which may be translated in both efficiency and @ffeness. Also, implementing this

innovation requires resources and cognitive aligmma fact we have correlated the presence

4 Methodologically speaking, each class has forminaintra-class difference (within the same slas
minimized, so many common characteristics while im&ing inter-class difference



of both a referring representative and an admatise resource to operate the IT
infrastructure, with the typology above. This exsgcshows that on average only 7% of
municipalities have both a referring representasind an administrative IT resource, but this
proportion raises to 25% when it comes to Groufh® (host advanced municipalities) while
being less than 1% for the “laggards” (Group 1). &5 having both a referring representative
and an administrative resource is a sign of cogmitilignment, as well as organizational
transformation: both elected persons and civil @ty are committed to ICT adoption. The
correlation shows that this is really the case.

Given the impact of city size on ICT adoption, wevé attempted to eliminate this factor
which is purely structural; hence, we have builtauplassification in the population of cities
with less than 2000 inhabitants. The new typolasgyaw:

- A new small group of outsiders (3% of towns) whéne agents do not even have an
email. These town councils include a majority afeglcouncillors.

- A more consistent core group (79%), confirmingttmost lingering municipalities are
small and represent 80% of Breton towns under 2@®@bitants. This underscores, if
necessary, the need for a public action to help #aoption of ICT (including their elected
representatives).

- A class consisting of former groups 2 and 3 (7%presenting a group of users in
transition.

- And more surprising, a non negligible group ofmeipalities which are advanced users
(11%) relatively more important in the small mupalities population than on average. In a
nutshell, a small Breton town out of ten has belgle o demonstrate its ability to “master
ICT”. Being an advanced user is not the privilef&ame cities. These villages have

The existence of a consistent group of advancedu§&rs among very small municipalities
suggest that the determinism lying behind the nitstaycle does not work. We feel instead
that the cognitive alignment explanation is betfEradoption does not seem to follow a linear
maturation cycle and some particular events maylenigt provoke a quick involvement of

municipalities supposed to be under unfavourabtelitons. A casual look at some of the
members of the group of early adopters among vagtisnunicipalities fully confirms this.

4. Interview with successful adopters

The city of Kernascleden (379 inhabitants, Morbjhiarone of the tiniest. At the origin of its
presence on Internet is a British citizen, pensignin that city and former computer scientist.
He decided to open the website of the village,amy bringing Kernascleden in the phase 1
of Layne and Lee’s classification, but also expagdthe interactivity by offering the
opportunity to put online the municipality’s infoation sheet, thereby providing regular
information to the population. Within a so smallage there are only three clerks: a secretary
and two technical agents. The secretary now toesehd mails to the mayor. Also, tourists
send mails to obtain information about visit hofos the small village chapel. The modest
involvement of the municipality is proportional tiee amount of information that this village
has to put on the Internet. The mayor has onlynticeot a connection at home, and the
action of an outsider does not call for his persomaestment: the volunteer continues to
update the website. But at least there is no loagesistance of this village.



Langrolay (831 inhabitants, Cotes d’Armor) has aseebsite. The decision has been taken
in 2002 by the local group of municipalities (“comnauté de communes”). It was a
collective decision. They needed an external sergrovider and chose to share the project,
the experiences, the decisions and the costs. dsnthintenance is outsourced, it creates
difficulties because of a lack of homogeneity dibmmation provided by each municipality
and the difficulty to design a common architecturerthermore, the cities would like to
update on their own some pages of the websiteods chot seem, in that perspective, that
there is a full cognitive alignment inside the “aoremauté de communes”.

Ploeven (474 inhabitants, Finistére), has a welsgiiege 2005. The case illustrates a difficulty
to maintain an effort in a small village, when a erson moves away and is replaced by a
less computer literate individual. The former adstiative agent had a full time job to get
information about his village. He was fond of hrgt@and managed to have the information
collected onto a website. His aim was to highlitite touristic and patrimonial value of the
village. Now that the website is up and running thayor and his council have asked the
new secretary, who is only part-time and withouly axperience to pass information
internally. For instance, the agenda and docunfentthe monthly meeting are sent through
email. The secretary has also learned how to irteertmunicipal information sheet in the
website. This internal adoption of ICT by the calntakes the municipality ripe to move to
stage 2 of the maturation model. However, updativegcontent is not done regularly. Also
the mayor would like to have an online booking sgstfor the presbytery used for social
events. Although he is aware of the necessity terek the use of Internet, this is not
considered as a priority, due to the lack of resesir both human and material. A similar
example is provided by Tourch (875 inhabitantsjdténe); in that case however, two clerks
have been trained and an external support is aiattavith a private firm.

In Treffendel (1206 inhabitants llle et Vilaine}he cognitive alignment has come from a
joint reflection by the municipality and the assdmns. As a result, a volunteer of an
association has created the website, with regutaating from the civil servant and the
associations. This volunteer acts as a triggeofdot this municipality.

lle d’Arz (254 inhabitants, an island), has oneh# best practise of ICT among all Breton
cities, whatever their size. Here the cognitivgrainent has been reached when a computer
engineer, later elected in the city council, hapriomed a previous version of the website,
adding plenty of functionalities (RSS threads, ferap and downloading, most read articles,
chats, etc.) A special commission has been insttwiithin the Council, headed by the
webmaster. All the elected persons are web suafgiscommunicate through mails. The case
is interesting in the sense that the web preseasebben created by a previous coalition but
completely transformed by the new one, winner efftllowing election. In the new team, a
computer scientist has set himself the task to aedhe costs by internalizing functions
previously outsourced, and through a large usaggenh source software. He also invited his
elected fellows to use mail, shared calendars @ner @ollaborative work tools. He also set
up some “Web 2.0” tools. This elected person h&sdaas an innovator in the Nonaka and
Takeushi sense, convincing his teammates to addpt |

5. Conclusion
In this paper, we have discussed the validity efrttaturation cycle model. We have provided

both casual and empirical evidence of its limitatand proposed an alternative model of
interpretation of the diffusion process, cognita@gnment. The empirical evidence shows



that maturation is far from obvious in most locavgrnments in Brittany (and probably in

France). Most municipalities are stuck in a stdténon presence” (they do not even have a
website), while a significant part of very small mzipalities, supposed to be “laggards” are
indeed very active. The empirical evidence alsowshthat there is a correlation between
efficiency and effectiveness, two concepts oftepoged in the literature. ICT adoption is a
whole and may not be so easily split into “stages”.

Casual evidence shows that the hypothesis of aitoggyalignment is necessary to understand
the diffusion of ICT in small municipalities. It sd explains the relationship between
effectiveness and efficiency, the innovator crepta “learning curve” effect in the local
government. Further research will enable to reflis concept and provide more empirical
evidence.
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