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The Danish 
Digitalisation
Journey
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Denmark established a comprehensive digital infrastructure that serves as the nervous 

system for public services. This includes secure digital identity systems, standardized data 

exchange protocols, and integrated platforms that connect citizens, businesses, and 

government seamlessly. The infrastructure ensures that digital services are accessible, 

secure, and interoperable across all levels of government.

KOMBIT: The Municipal Game-Changer

KOMBIT (Kommunernes IT-organisation) emerged as the crucial catalyst that brought all 98 

Danish municipalities together under one digital umbrella. Rather than each municipality 

developing separate IT solutions, KOMBIT created a collaborative model where shared 

systems, common standards, and joint procurement became the norm. This approach 

eliminated costly duplication, ensured consistency in citizen services, and created 

economies of scale that made advanced digital solutions accessible to even the smallest 

municipalities.

The Collective Impact

By uniting municipalities through KOMBIT and building upon solid digital infrastructure, 

Denmark achieved what many countries struggle with: truly integrated public services where 

citizens experience government as "one entity" regardless of which level they interact with. 

This collaborative approach transformed Denmark from a collection of individual municipal IT 

initiatives into a cohesive digital nation.
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State

Defence

Police and courts

Universities and high schools

Highways

Financed by state taxes

Regions (5)

Hospitals and psychiatry

Regional public transport

Regional development

Financed by state grants

Municipalities (98)

Childcare & elderly care

Passports & driver’s license

Public schools

75 pct. local taxes

Culture & libraries

Local public transport

Employment

Social area

25 pct. state grants

Administrative structure in Denmark
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Communication 
Infrastructure

The Digital Post Case 
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Digital Mailbox is the 
common infrastructure and 
framework for secure and 
efficient engagement 
between Authorities and 
Citizens.
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Citizen have

◼ Easy access to official documents and 

letters

◼ Easily access public services through 

modern, recognizable and efficient 

processes

◼ Control and transparency - only share 

data that is needed and 

Public Administrations have

◼ Ability to communicate securely with 

citizens and with other authorities

◼ GDPR and Cybersecurity compliant

◼ Facilitate the digital transformation of 

public services

◼ Enhanced fraud prevention

◼ Interoperation framework for 

exchanging contextual standardized 

data



The Digital Post as backbone of the digital Society
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Maternity 

Benefits

Children & 

youth 

support

Justice & 

Taxes 
Social 

Support

Health 

benefits & 

insurance

Education & 

Student 

Loans

HR & Pay

Digital Post

Municipal Infrastructure Regional Infrastructure State Infrastructure



360 million DKK = approx. 48 million Euro

Danish Financial Committee, February 2010

Savings potential by authority level - percentage of total 
potential for postage and materials 
Estimations from 2010

State

Municipality

Region

Self-administration

Total
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Business case – Digital Post

◼ There is no recent summary or revision of the running solution in 
Denmark. The last report [2015] was published after Digital Post 
became mandatory in 2014 but before it was fully implemented across 
Authorities, and running on old Solution

◼ Rigsrevisionen* concludes, in 2015, that estimated savings on postage 
and material (designated “simple savings”) are realistic: Postage: DKK 
5.4-9.6 per Letter, Material: DKK 0.90-2.21 per letter

◼ Salary savings were estimated from 72% of Letters in 2015. Estimated 
savings in Denmark were 2 minutes per letter (1.5 minutes per letter in 
Regions). Estimations based on measurements in 4 municipalities. This 
amounts to ~15DKK (~1,97) per letter

◼ Agency of Digitization calculated yearly saving-potential of €134 million, 
if they were possible to move 72.4 million letters yearly to Digital Post. 
Rigsrevisionen was in 2015 skeptical about moving 72.4 million letters 
to Digital Post.

◼ 9 years later, 2024, 252 million letters are Digital (increased need for 
communication), and the official Post service in Denmark will be 
deprecated by end of 2025. Adjusted in scale, that would amount to 
€469 million in savings if assumptions still hold

◼ There has not been an official updated report since 2015, unfortunately. 
Savings associated with more modern processes and functionality from 
current version of Digital Post is therefore not included in the numbers

Hard cost savings – postage and material

Cost component Savings

/letter

Annual Effect @250M Letters

Postage and 

Materials

(2012 numbers)

0,83€ - 1,60 € 205.832.81250 € - 387.161.719 €

Adjusted for 

inflation

248.959.687 € - 468514687 €

Cost component Savings

/letter

Annual Effect @250M Letters (72%)

Labour / 

Handling 

(Rigsrevision 

2015)

1,97 € 354.326.484 €

Adjusted for 

inflation

427.838.203 €

Hard cost savings – Time saving

Strategic value
• Fast turnaround in communication

• Bidirectional flows with support for structured data

• Authorities retain communication sovereignty

• High level of transparency and direct communication

676.797.891 €– 896.352.891 € yearly

*Rigsrevisionen audits the Danish public accounts based 
on the provisions of the Danish Auditor General Act.

Source: Rigsrevisionen’s Digital Post savings-potential [2015][Danish]

Source: Rigsrevisionen’s Digital Post savings-potential [2015][Danish]

https://www.rigsrevisionen.dk/Media/6/6/Besparelsespotentialet-ved-obligatorisk-Digital-Post.pdf


Monopoly Break 

The KOMBIT Case
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▪ Historically, the Danish municipal IT market was 

dominated by KMD, providing a full suite of 

systems, infrastructure and services to the 

municipalities.

▪ Originally under municipal ownership, KMD was 

sold to commercial ownership in 2008.

▪ Together with the aging stage of several of KMD’s 

most critical IT systems as well as increasing 

prices, this raised the need for a municipal 

owned IT organization able to strategically plan 

and procure IT systems on behalf of the 

municipalities from a range of commercial 

vendors.

▪ On this basis KOMBIT was established and from 

the start given the task of lifting key municipal 

IT systems out of the de facto monopoly of 

KMD

▪ From 2010 – 2021 the Danish municipalities 

have thus emigrated from several outdated, 

expensive IT systems to a range of modern IT 

systems and digital infrastructure led by KOMBIT 

and delivered by many vendors (including KMD).

▪ The result is decreased costs (aver. 25 %), a 

modern system portfolio and IT architecture, as 

well as easy access to data and improved 

security for the municipalities.

▪ KOMBIT continues to supervise and partner with 

the vendors, securing the municipality’s improved 

quality and continued competition in the IT 

market.

Supporting quality and competition in the municipal IT market
‘Breaking’ the vicious circle of monopoly and legacy



The municipal value proposition

Local government value is created by

- focusing purchasing 
power for optimal IT 

contracts and value in 
system operation

- Strengthen 
competition and 

ensure there are more 
suppliers to support 

the it market for local 
government

- Promote 
standardization and 
cohesiveness across 

local government and 
IT systems

- Initiating and 
manage digitalization 
projects which focus 
on value and benefits 
for local government

Infrastructure & data access

Common solutions/systems

Knowledge center



Projects as a result of a 

specific law
Infrastructure, standards & 

access to data

Volentary projects & 

services 

(98 Municipalities)

0,- ÷

+/÷

A municipal business framework in balance



The Role and the Business

KOMBIT uses its € 200 

million of equity to finance 

projects and systems via 

commercial vendors. The 

municipalities repay the 

investments, as well as the 

ongoing costs, over year-

long contract periods 

(typical 4 to 10 years). This 

approach has created a 

self-sustaining financial 

ecosystem  



Overview of quantitative and qualitative benefits
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Average municipal IT savings of 25%

The new IT solutions and projects in the monopoly break were covered by one 

formal commitment in 2012 from all municipalities. The commitment presupposed 

an average saving in municipal IT operating expenses in the affected areas of 

25%, as the use of the new professional and infrastructure solutions is significantly 

cheaper than KMD's old professional and prerequisite solutions.

The prerequisites for calculating the average municipal savings are therefore now 

in place for the business case that spans from 2009 to the end of 2022. Overall, we 

have succeeded in achieving the intended savings of 25% in IT operating 

expenses in the affected areas. In addition to these savings, the municipalities are 

looking toward a future with modernized IT solutions and a shared IT infrastructure, 

which continuously enables further benefits as well as opportunities for service 

improvements for citizens and businesses.

Main benefits from the Monolpy Break

• Modernized IT solutions with relatively high user-friendliness and supporting 

efficient work processes in a number of professional areas.

• A modern, inter-municipal IT infrastructure which, among other things, 

enables municipalities (and their suppliers) to access and exchange data 

securely and at low cost.

• Economic savings of 25% target over a 10-year period compared to the 

municipalities' expenses to their previous supplier, KMD, in 2017.

• The modernized IT solutions have given Danish municipalities the 

opportunity to streamline their internal administration by 20-40% in the 

mentioned period.

• Municipal reputation and influence, as the monopoly break has given Danish 

municipalities a strengthened position vis-à-vis the Danish government, and 

national and international suppliers.



Monopoly Break

The economic savings
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Key financial details

17

Total annual savings

137.2 Mio DKK

25%

For all Danish municipalities. 

Average 

economic 

savings of 25%

Source: itchefer.dk & Deloitte Report

▪ Baseline comparison: Municipal expenses to KMD totaled 549.8 million 

DKK in 2017

▪ Target savings: With the new IT solutions fully implemented, total 

municipal payments should not exceed 412.5 million DKK

▪ Annual savings: This represents an annual savings of 137.2 million 

DKK

▪ Variation: Some municipalities saved more, others less, depending on 

their previous agreements with KMD

Municipalities now have a shared infrastructure they own collectively, which 

frees them when new solutions need to be implemented and re-tendered. 

This infrastructure creates a "data highway" across systems that 

municipalities can also utilize in digitalization efforts.

The future focus will be to enter a period focused on "value hunting" - 

ensuring that value is harvested from all the investments made on behalf of 

the municipalities, rather than continuing as monopoly breakers.

https://itchefer.dk/article/monopolbruddet-er-gennemfoert


The Monopoly Break

Lessons Learned 

18



19

We could have been better at thinking 
the process through to the end from 
the beginning. We were busy 
specifying the new solution, but there 
is also a big task in shutting down the 
old system. It has not been 
uncomplicated for either KOMBIT or 
the municipalities.

Morten Balstrup, KOMBIT

Source: Ingenøren

“

https://pro.ing.dk/digitech/artikel/kombit-har-lukket-kmd-sag-det-sidste-punktum-i-forhold-til-kunne-sige-nu-har-man-gennemfoert


The Monopoly Break

The Business Case
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Local 
government

KOMBIT

The local
government BC 

must be
attractive and 

apply to all 
local

governments

The KOMBIT BC 
must have an 

acceptable ROI 
at the 

proposed cost
to local

government

The Dual Business Case
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Business
Case 1 Municipality - Cash flow analysis (ROI)

Scenario 1 - Hourly savings in hours per application

Price per Citizen kr 1,65 Digital Construction Permit

Price per Citizen kr 0,25 Environmental Application

↓ VÆLG HER ↓ 

Municipality                     SELECT >> Solrød << SELECT

Number of citizens 21.135            

Potential savings

Number of const. Permits/year 707                 

Number of environmental app. 25                   

Average savings 1,75 Hours per application 441 Hourly rate in kr.

in  kr. Year 1 Year 2 Year 3 Year 4 Year 5

Expenses

DCP - yearly cost

DCP - operation

Environmental - yearly cost

Environmental - operation

Implementation -50.000

Education -100.000 0 0 0 0

Total Expenses -190.157 -40.157 -40.157 -40.157 -40.157

Potential savings
Savings on                                           Automation % 10% 40% 70% 70% 70%

Adm. / work processes 56.492            225.968       395.445           395.445    395.445                    

Current system license 0 0 0 0 0

Local tender cost 0 0 0 0 0

Centralized vendor management 25.000 25.000 25.000 25.000 25.000

Total saving potential 81.492            250.968       420.445           420.445    420.445                    

Cash flow -108.664 102.148 482.436 862.724 1.243.012

 

-5.284 -5.284 -5.284 -5.284 -5.284

YELLOW ARE NEEDED INPUT

-34.873 -34.873 -34.873 -34.873 -34.873



Scenario 2 - What does it take for the investment to balance in year 5
Price per citizen kr 1,65 Digital Construction Permit

Price per citizen kr 0,25 Environmental Application

Municipality Solrød

Number of citizens 21.135            

Potential saving

Number of const. app. per. Year 707                 0

Number af envir. app. per year 25                   

Average saving per app. 0,33 timer pr. byggeansøgning 441 Timeløn i kr.

i  kr. Year 1 Year 2 Year 3 Year 4 Year 5

Expenses

DCP - yearly cost

DCP - operation

Environmental - yearly cost

Environmental - operation

Implementation. -50.000

Education -100.000 0 0 0 0

Total Expenses -190.157 -40.157 -40.157 -40.157 -40.157

Potential Savings
Savings on                                       Automation % 10% 40% 70% 70% 70%

Adm. / Work processes 10.572            42.289         74.006             74.006      74.006                      

Current system license 0 0 0 0 0

Local tender cost 0 0 0 0 0

Centralized vendor management 25.000 25.000 25.000 25.000 25.000

Total Savings 35.572            67.289         99.006             99.006      99.006                      

Cash Flow -154.584 -127.452 -68.603 -9.753 49.096

-34.873 -34.873 -34.873 -34.873 -34.873

-5.284 -5.284 -5.284 -5.284 -5.284

Business
Case 2



The Monopoly Break

Risk and Portfolio Management
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FINANCIAL RISK MANAGEMENT – PORTFOLIO 
APPORACH

System

Calculated cost

Risk budget

Actual cost

1 2 3 4 5

Cost



FINANCIAL RISK MANAGEMENT – PORTFOLIO 
APPORACH

Cost

Calculated cost

Risk budget

Actual cost

System

1 2 3 4 5



FINANCIAL RISK MANAGEMENT – PORTFOLIO APPORACH

Cost

System

Calculated cost

Risk budget

Actual cost

1 2 3 4 5



An international 
perspective

From our neighbor Germany
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Feasibility study on the development of a federal application platform
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The results indicate a realistic potential for savings of around 20 per cent in human resources: In 

the United Kingdom, the digitisation of 82 per cent of all services with more than 10,000 users per 

year could lead to a reduction of 19.5 per cent. In Denmark, the Danish Business Authority was 

able to achieve a potential saving of 20 per cent despite heterogeneous IT structures – a 

scenario very similar to the planned platform. For Estonia, the World Bank estimates the effect of 

administrative digitalisation at two per cent of gross domestic product. Applied to Germany, this 

would amount to EUR 86.5 billion.

A German example from a citizens’ service centre shows theoretical maximum values of up to 75 

per cent for registration procedures. In another example from a district, a maximum savings 

potential of 80 per cent is calculated for the ‘housing benefit’ service. However, the direct 

applicability of these two examples is limited. Supplementary interviews from Denmark and 

Ukraine confirmed the findings in the literature and support the assumption of an efficiency 

potential of around 20 per cent.

„

Oliver Falck, Director of the ifo Centre for Industrial Organization and New Technologies Bureaucracy in 

Germany costs 146 billion euros a year in economic output | Press Release | ifo Institute

If Germany were to catch up with 
Denmark in terms of the digitalization of 
public administration, its economic 
output would be 96 billion euros higher 
per year.



Appendix

Background information
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Reporting & 
Transparency

KOMBIT – Municipal business models and 

approach   



Vendor status & performance

Project grant/financials

Ressource management

Steering Committee reporting



Portfolio risk

Status -development



Project model and 
organizational 
consideration

KOMBIT – Municipal business models and 

approach   



• The project around the IT solution is the main 

organizational unit that is part of a flexible organizational 

structure

• Life cycle perspective – from new development to 

continuous further development

• Complex stakeholder landscape

• Both infrastructure and user systems

Idea

Analysis 
and plan

Requireme
nts and 
contract

Developme
nt and 

deploymen
t

IT solution

THE CYCLE OF SOLUTIONS 

from new development to continued development

Management and 

further development



Project constitution (10 principles)

1. Involve the municipalities extensively in development of scope and project management 

2. The business/VALUE case should be your baseline during the entire project – also during operations and 

ongoing development

3. Focus on deliveries that creats value to the municipalities

4. Seek out and learn from others experiences – and share your own

5. Establish roles and responsibilities in the project organization – using approved project roles

6. Any risk of deviation from the project plan must be reconciled with the project owner (scope, time, 

business case)

7. Devide projects in fases and work packages with a resonable horizon of planning

8. Use approved methods and management tools – adjusted in accordance with the projects scope

9. Involve vendors openly and equally – also before the specification is prepared

10. Limit scope in first version of the projects deliveries – and plan your ongoing development



Governance & 
involvement 

KOMBIT – Municipal business models and 

approach   



Governance model 



Municipal governance & involvement



Municipal governance – legal compliance



Implementation

KOMBIT – Municipal business models and 

approach   



Implementation model

Municipal assignments monitored by KOMBIT/Vendor, follow up and escalation in 
regards to progress

The Municipality is primarily responsible for the organisational implementation

KOMBIT and the Vendor are primarily responsible for the technical implementation

O
rg

a
n
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tio
n
a
l

T
e
c
h
n
ic

a
l

Project & senior 

management

BC & added

value

Knowledge & 

skills

Organisation & 

workflows

System exit & 

implementation

System setup & 

infrastructure

Security 

M
u
n
ic

ip
a
l

im
p
le

m
e
n
ta

ti
o
n

ta
sk

s

Education of primary users (using train the trainer) and administrators

Implementation- and commissionings manuals provide an overview, as well as 
document all essential information about the municipal implementation

Tools to support municipal implementation (change management and BC) 
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