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The digital transformation of organizations is a prerequisite for their competitiveness. However,
digital transformation often results in the failure of large enterprises to adapt their business
model effectively. This paper offers a reconceptualization of the relationship between
organizational learning and digital transformation capability by arguing that learning
mechanisms need to be formalized and institutionalized if they are to continue supporting
adaptability throughout the transformation process. Based on dynamic capabilities theory, this
research asserts that successful digital transformation requires not only technological adoption
but also strategic alignment, cultural shifts, and knowledge-sharing processes. This paper
identifies four strategic capabilities within a sensing-translating-integrating-learning framework
that must be developed by organizations at different stages of transformation. The main thrust is
on data-driven leadership and evidence-based practice as tools for managing challenges of
transformation while underscoring the fact that change management skills can sometimes be
more important than technology itself. It further shows that measurement and evaluation should
be directed toward the outcomes of transformation—improved client service, positioning of the
organization, and financial sustainability rather than merely activity metrics. One critical finding
is that organizations often do not realize the promised benefits from digitalization because their
learning loops are fragmented across different time spans; even though there is potential in
digitalization. Organizations can improve their adaptability to change and competitive
advantage by formalizing organizational learning as a core competency and integrating it with

dynamic capabilities in increasingly complex digital environments. This integrated approach A
provides a comprehensive framework for overcoming persistent barriers to successful digital . Y )
transformation.
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1. Introduction International
Digital transformation (DT) presents both opportunities and challenges for established Journal of
companies. Those that undertake it often enter precarious markets dominated by start- Strategy and
ups spurred by rapid technological change. These old enterprises can nevertheless avoid Organisational
becoming obsolete if they rethink their ways of working. Organizational learning Learning
(OL)—the competitive advantage acquired when information and knowledge circulate Vol.2 No.2

more freely—is therefore essential during DT. The ongoing pandemic underlines this
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need; many firms have lost major revenue streams and must quickly remake themselves
around whatever new opportunities arise.

The links among DT, OL, and corporate strategies remain underexposed in the
literature. Most large companies still struggle to adapt their offerings to digital
platforms. Attempts to apply existing business models to data-driven approaches have
not improved their positioning. Digital service expansion is often hampered by internal
operations still designed around goods. Yet even as customer-centered strategies—
including omni-channel service—become ubiquitous, many managers remain uncertain
how to ensure that operations likewise evolve. Corporate entrepreneurship remains a
priority, alongside the further development of OL capabilities enabling experimentation
and the testing of new propositions. A reconceptualization of DV and OL is needed to
enhance DT capability, formalize learning mechanisms, strengthen organizations’
overall adaptability, and safeguard the learning loop across different time spans.

The proposed frameworks draw on a literature review of recent contributions to OL—a
historical overview reminding us how organizations learn—and established yet
underappreciated dynamic-capability approaches. Capability has in fact been central to
the OL concept since it first originated decades ago; it nevertheless remains curiously
absent from many current DT-related discourses. The research questions thus center on
how OL can enhance DT in established companies and what specific types of that OL
contribute most to achieving an effective transformation (Sebastian, Ross, Beath,
Mocker, Moloney, & Fonstad, 2017); (Johnson, 2019).

2. Theoretical Foundations

Narrowing in on conceptual divides, it can be useful to separate digital transformation
from what it is not and further disentangle the designation of digital transformation from
organizational change more generally. Digital transformation remains closely
intertwined with information technologies, often requiring new processes and systems
that radically transform service offerings, distribution mechanisms, and client
interactions. Evolving from information technology and similar industrial revolutions,
these transformations impact organizational structures and processes, power relations,
employee skills and roles, service offerings, client engagement, and strategy (Wessel,
Baiyere, Ologeanu-Taddei, Cha, & Blegind Jensen, 2021).

The emergence of digital infrastructure, including social media, mobile computing,
cloud computing, and the Internet of Things, has reshaped industries and altered the
methods of production and services (Johnson, 2019). Situating digital transformation
within technological revolutions helps clarify the factors that drive organizational
change, including the speed and magnitude of change across interconnected systems.
New technologies often interact with existing capabilities, resources, and processes to
create possibilities—the broader the sociotechnical environment, the more possibilities
present themselves, and consequently the greater the challenge in deciding which
technologies to pursue and how to transform the organization.
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2.1. Digital Transformation and its Dimensions

Digital transformation (DT) encompasses a wide array of innovative digital
technologies, including, but not limited to, social media, mobile platforms, advanced
analytics, cloud computing, and the Internet of Things (IoT) — often referred to as the
SMACIT stack. In addition to these, other emerging technologies such as artificial
intelligence, blockchain, robotics, and both virtual and augmented reality have gained
considerable traction. Organizations embarking on the journey of digital transformation
do so with the objective of achieving unprecedented levels of efficiency and
effectiveness across various operational dimensions, as well as enhancing their product
and service offerings. The transformative potential inherent in several multimedia
frameworks is rigorously examined to illuminate the pathway for the rehabilitation and
modernization of formal curricula dedicated to information and communication
technology instruction. (Varzaru & Bocean, 2024).

A plethora of empirical studies—both standalone and mixed-method—has delved into
critical areas such as organizational behavior, knowledge management, education and
learning processes, along with leadership and management practices, yielding a
sophisticated understanding of the varied perspectives that underpin this multi-
dimensional phenomenon of digital transformation. Predominantly, the research has
revolved around three principal combinations: theoretical-theoretical, theoretical-
empirical, and empirical-empirical. Among the various themes explored within this
research landscape, knowledge-management services notably emerge as a significant
yet still underexplored sub-theme, warranting further investigation and scholarly
attention to fully grasp its implications and potential contributions to the broader
discourse on digital transformation. (Wessel, Baiyere, Ologeanu-Taddei, Cha, &
Blegind Jensen, 2021).

Organizational learning theories offer insights on why knowledge is acquired, under
what circumstances, through what activities, to what end, and with what consequences
(Johnson, 2019). Theories emphasize collective learning, whereby individuals change
their perspectives in pursuit of shared understanding. Organizational adaptation is
supported by the creation and adaptation of knowledge building blocks with minimal
effort. An adaptation-oriented, collective-learning view highlights the level and type of
adaptation (Melbjerg Jorgensen, 2010).

The choice of a learning theory influences the learning processes, mechanisms,
enablers, and constraints seen as relevant. When learning consideration is included,
digitalization appears as a critical area. Certain theories detail the learning process itself,
while other focus on the outcomes that indicate or evidence learning. Organizations
seek to achieve digitalization-related capabilities because adapting to an increasingly
digitalized environment proves advantageous most organizations. Consequently,
relevant abilities become more visible than others in environments characterized by
digitalization. (Bygstad, @vrelid, Ludvigsen, & Dahlen, 2022).
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2.3. Dynamic Capabilities and Sensing-Translating-Integrating Framework

Dynamic capabilities involve sensing and shaping opportunities and threats, seizing
opportunities, and maintaining competitiveness through enhancing, combining,
protecting, or reconfiguring assets. They include enterprise-level capabilities needed to
adapt to changing customer and technological opportunities, shape ecosystems, develop
new products and processes, and design viable business models. In fast-paced,
OI- competitive environments, consumer needs and technological opportunities are
constantly changing, risking profit streams for incumbents. Sensing and shaping

opportunities require scanning, creation, learning, and interpretation.

Top management skills are crucial for sustaining dynamic capabilities through asset
orchestration, routine redesign, and integration, which aim to align and realign assets to
maximize complementarities, minimize conflicts, and ensure efficient operations.
Dynamic capabilities direct the change of operational capabilities by reconfiguring
routines to remain relevant in a changing environment (Beltran, 2015).

Dynamic capabilities are the capacity to sense and seize opportunities, then transform
and reconfigure as competitive forces dictate. They govern the rate of change of
ordinary capabilities that enable a firm to survive. Organisational learning occurs when
learning is embedded into the active life of the organisation and is driven by individuals
who acquire knowledge and understand cause-effect relationships. Managers play a
pivotal role in the learning process, especially in sensing and seizing learning
opportunities. The framework proposes that managers recognize learning opportunities
through expert and entrepreneurial learning, with variations for technological and
organisational problem solving. Entrepreneurial learning facilitates dynamic capability
development in highly dynamic environments (J. Lecler & Kinghorn, 2014).

Building on Nelson and Winter’s view of organizations as sets of routines that evolve
based on performance feedback, dynamic capabilities are a firm’s ability to integrate,
build, and reconfigure internal and external competencies to address rapidly changing
environments. This definition emphasizes the ability to adapt through the systematic
development of routines, highlighting that dynamic capabilities are structured and
persistent. An organization exemplifies this by adapting its operating processes through
stable activity dedicated to process improvements or managing projects systematically
after initial experiences. Learning mechanisms, which can be seen as second-order
dynamic capabilities, shape operating routines directly and through dynamic
capabilities, involving experience accumulation and cognitive processes like reflection
and knowledge codification (Zollo & G Winter, 2002).

3. Strategic Alignment for Digital Transformation

Digital transformation concerns the incorporation of digital technologies into
organizations, persuading fundamental changes in operation, processes, relations,
cultures, and values. It requires changes in broader aspects, such as business models and
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customer experiences. Likewise, organizational learning states that organizations
develop and improve based on the results of shared experiences.

These two concepts seem opposite in that whereas the transformation of the
organization occurs due to changes in the environment, organizational learning occurs
when an organization possesses a clear vision of the future. However, organizations
diagnosed with insufficient or equivocal alignment for transformation must strongly
engage with organizations’ learning process (Russell, O'Raghallaigh, O'Reilly, &
Hayes, 20158).

Digital transformation success depends on strategic alignment, which involves
systematic processes for dialogue and decision-making to establish a shared awareness
or vision about the transformation to be executed. Nonetheless, evolving organizational
vision becomes a critical issue to deal with transformation since it should project the
images of the future organization after undergoing the transformation. Similarly,
organizational climate for experimentation is required (Held, 2017).

High levels of adequate alignment during the transformation process lead to a
significant decrease of the level of uncertainty associated with the quality and fitness of
the newly decided transformation vision. Therefore, organizations must cope with
aligned transformation when they understand the necessity of transformation but are not
clearly aware of the target vision to pursue.

Within the boundaries of the assigned organizational focus for transformation, several
activities may potentially be manageable to control the ongoing transformation process.
First, determining the desired transformation direction is fundamental since the
circulation of a transformation proposal requires adequate and reliable criteria for
selection. Second, institutions or support systems should be established to critically
review and monitor distinct on-going transformation proposals so that parallel and
simultaneous transformation ventures do not exceed the manageable workload. Third, a
conditional portfolio mechanism can be considerate to manage the overall
transformation activities’ balance according to the latest priority. (Schiuma, Schettini,
Santarsiero, & Carlucci, 2022).

3.1. Vision, Governance, and Stakeholder Engagement

Digital transformation has become an increasingly crucial agenda for organizations
seeking to sustain their competitiveness in today's dynamic economic environment. In
order to thrive and ensure future growth, companies must skillfully leverage these
emerging technologies. An extensive body of research indicates that making greater
investments in process-oriented digital technologies tends to yield considerably greater
gains in productivity and overall performance when compared to other types of
investments. In particular, a comprehensive survey conducted across 400 organizations
found that possessing greater capabilities in managing digital investments correlates
strongly with heightened independent productivity and impressive performance gains.

These organizations, while diverse in terms of size, type, and sector, all share a common
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thread: their ability to utilize technology effectively to transform their existing
processes. This ability not only diversifies the range of possible organizational
transformations but also ensures that these transformations remain aligned with the core
purpose of the organization and cater to the interests of their stakeholders. To
successfully navigate their unique digital transformation journeys, organizations can
identify a set of central, interrelated transition strategies. These strategies should focus
on key areas such as vision, governance, stakeholder engagement, and resource
allocation. By adopting a strategic approach, organizations can utilize digital
transformation as a powerful catalyst for developing and cultivating a more agile
operating model. This model can be achieved through tighter integration of distributed
digital competencies and resources, fostering an environment where innovation can
flourish. At the same time, it is essential to ensure that there is a sound and consistent
arrangement in place for managing both technological advancements and process-
oriented transformations. By executing these strategies effectively, organizations can
position themselves to thrive amid the challenges and opportunities presented by the
rapidly evolving digital landscape. (Sebastian, Ross, Beath, Mocker, Moloney, &
Fonstad, 2017); (Borges Gouveia, 2019); (Barreto, Hadikusumo, & Ruswandi, 2025).

3.2. Capability Manning and Resource Allocation

Digital transformation represents a large-scale organizational change that reconfigures
corporate strategy, business models, value creation, and economic exchanges. In a
dynamic environment characterized by disruptive changes resulting from technology,
economics, or society, it takes time for large organizations to adapt to transformative
situations in alignment with an environmental shift. Consequently, deploying the right
capabilities and resources at the correct time and in the suitable direction is critical in
successfully undergoing digital transformation, which is inherently a dynamic
capability. (Gouveia, de la Iglesia, Abrantes, & Lopez Rivero, 2024).

In the above context, the concept of capability comes from the notion of dynamic
capability, which concurs with the understanding of dynamic capabilities as institutions’
potential to organize, integrate, and acquire competences or combinations of
technological, organizational, and knowledge-related resources within a substantial
timeframe. Outward sensing and inward transforming comprise the core dynamic
capability and are the basis upon which firms carry out digital transformation. The latter
refers to activities relevant to reacting to or seizing an opportunity and involves
activities such as information processing, decision-making, and resource allocation
(Johnson, 2019).

3.3. Change Management and Communication
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Change is the process through which an organization transforms its structures,
strategies, operational methods, technologies, or culture in a given time frame.
Changing an organization’s direction, strategy, structure, or culture involves enormous
challenges and hurdles. Change management involves the application of a deliberate
and considered set of activities to ensure the successful implementation of change, in
concert with activity within the transformed organization itself. Communication plays a
critical role in motivating, influencing, and supporting the transformation. When
organizations attempt to change the culture, strategy, or core processes of the
organization, vast additional burdens arise. A clear communication strategy can defuse
anxieties, secure involvement, and direct commitment.

Figure 1 Shows the Importance of Communication in Organizational Change

Level of Importance
ry
5

1
Aspects of

Change

Directing Reconsidering ) Management
Commitment Attachments Removing Roadblocks

Defusing Anxieties  Securing Invelvement

Importance of Communication in
Organizational Change

In situations of great organizational change, a window of opportunity opens for people
to reconsider their attachments to the past, so that the chances of removing the
roadblocks to change increase (Tarasovich & Lyons, 2011). Organizations may hope to
thrive in a rapidly changing digital landscape, but digitalization adds significantly to the
complexity of managing change. Yet the core of enterprise change is not the specific
technologies employed, but the ability to do the right things at the right level. Change
management skills may therefore prove more important than the technology itself. In
other words, organizations must be able to communicate their visions for change and
direction in a way that those within and outside the organization can understand.

During the rollout of a technology that enabled improved smart metering, the
implementation concerns were not related to the details of the technology. Rather
training, specifying the preferred direction for end-to-end data cycling, defining the
common Services Oriented Architecture for interfacing, and other activities were more
critical (Csedo, Kovacs, & Zavarko, 2018). As companies become increasingly
digitized, strategic changes to business models tend to elicit changes to administration,
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workflows, jobs, and organizational structure. Organizational alignment thus remains an
issue even after considerable prior attention. A communications campaign—spanning
the clarifications of strategy, establishing duty rosters according to the new strategy, and
informing individuals of the goals now prioritizing their contributions—has been
launched. Leadership, communication, and stakeholder management are among the
change management practices required for the above technology. Digitalization projects
commonly fail to institutionalize the changes when the corresponding modifications to
strategy, structure, and behavior remain unaddressed, raising the risk of
underperformance (Ghavifekr, Afshari, Siraj, & Zabidi Abdul Razak, 2013).

4. Learning as a Core Competency

Today’s organizations operate in a hyper-connected world characterized by globalism,
market volatility, unprecedented technological advancement, and sudden change. In this
turbulent environment, both private and public leaders view learning as a critical core
competency. Not only does knowledge creation enable organizations to acquire new
skills, improve flexibility, and better adapt to change, but collective learning also serves
as an essential source of competitive advantage. Such capabilities are especially needed
to navigate and exploit the disruptive impact of digital technologies. Moreover,
collective exploration of digitization opens new avenues of opportunity, and
experimentation is increasingly seen as a more effective path toward developing
understanding than analytical study alone (Serrat, 2009).

Digital transformation not only alters the framework upon which existing organizational
practices are based but also calls into question established values and conceptions of
how things should be done. A major challenge of evolving basic mindsets in a digital
context is that transformations often reflect a significant technological discontinuity and
push an organization toward an entirely different business model. Fundamental overhaul
is increasingly likely in the current dynamic environment. For many organizations,
realizing the full implications of digitization would involve a paradigm shift toward
fully digital products, requiring the acquisition of new knowledge and skills. In this
regard, an organization that has thoroughly embraced digitization is likely to behave
differently from one that is still exploring and learning what it means, and failing to
learn how to learn would likely constrict an organization’s development trajectory and
opportunities (Johnson, 2019); (Nyukorong, 2016).
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Moreover, knowledge must be managed differently in digital contexts, where the
biggest challenges often arise from the sheer scale and complexity of available
information rather than scarcity. Under conditions of abundance, data needs to be
filtered rather than collected. Fostering experimentation has been found to support
learning in both physical and virtual spaces. Given the high level of uncertainty and
unpredictability surrounding digital transformation, organizations need to adopt an

Learning Components

4

Knowledge

Management 4

Experimentation

and Feedback 2

Psychological

Safety 3

» Importance Level

Key Components of Learning in
Digital Contexts

experimental approach and trial-and-error process to make progress, cooperate in testing
potential and reframing assumptions around digitization, and build a broader capability
for experimentation. (Weber, Biittgen, & Bartsch, 2022)

Figure 2 shows the key components of learning in Digital Context

4.1. Knowledge Management in Digital Contexts

Digital transformation implies not only the adoption of information and communication
technologies, but also a change in mindset, culture, management style, and organization
of knowledge-sharing that affects the creation of knowledge-based products.
Knowledge resources support a firm’s activities with customer bases requiring
electronic engagement (Lazarenko, OnexcanapiBaa Jlazapenko, & AJekcaHApOBHA
Jlazapenko, 2018). The majority of knowledge-sharing activities occur through face-to-
face meetings and organizational systems designed to receive requests for assistance
from elements, soliciting divorced meetings whenever working out faces have already
commenced. Organization-wide seminars also provide opportunities for interpersonal
exchange. A knowledge-sharing culture, characterized by continuous attention to
requests for advice and collaboration aimed at resolving problems on activities
undertaken by colleagues, improves the quantity and quality of knowledge-sharing
activities, develops new business lines, and liberates both time and effort for the ramp-
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up of digital transformation. Relationships exist between the professed knowledge-
sharing culture and both the explicit knowledge-sharing practices undertaken and the
development of new business lines.

4.2. Experimentation, Learning Loops, and Feedback Systems

The nature of knowledge creation and the processes involved in reconfiguration change
significantly for organizations that are embarking on the journey of digital
transformation. As previously noted, this intricate process disrupts and challenges
present-day concepts, entrenched mindsets, and established business practices. For
many companies navigating this shift, it is not merely about developing new
capabilities; the very fundamentals of their operation must change. The emergence of
new markets, innovative business models, cutting-edge products and services, as well as
evolving types of co-creation, necessitate that organizations actively engage in a
concept known as Learning 4.0.

This concept focuses not only on understanding the “how” of capability-building but
also on considering the “what” of the newly established or envisaged capabilities that
may arise from this transformation. Learning 4.0 uniquely addresses both the side
effects and the complex interactions of various extra- and intra-organizational factors
that are significantly involved in the process of digital transformation. It accomplishes
this by utilizing principles that are derived from systems-thinking and complexity-
theory paradigms, allowing organizations to embrace the unpredictability of this
evolving landscape. By adopting these frameworks, organizations can better navigate
the turbulent waters of change and innovation, ensuring that they do not just adapt but
thrive in their new digital environments. (Johnson, 2019)

4.3. Psychological Safety and Learning Cultures

The external environment surrounding organizations is increasingly characterized by
rapid, unpredictable, and continuous change that presents a variety of challenges.
Organizations find themselves under escalating pressures to not only adjust but also
innovate and effectively adapt their products, services, and overall business models in
response to these changes. In this context, digital transformation emerges as a critical,
systematic, and coordinated response designed specifically to address the radical and
ongoing shifts in the environmental landscape. This process involves an extensive
reconfiguration of the underlying processes, structures, and systems that these
organizations rely on. Moreover, learning stands out as an essential prerequisite for any
successful digital transformation initiative. It is only through fostering a culture that
actively encourages experimentation, embraces risk-taking, and supports the exploration
of new ideas that organizations can adapt effectively to the rapidly changing digital
landscape. Such a culture enables them to unleash the enormous potential inherent in
their data assets, establish robust digital businesses, and develop innovative new
products and services. Furthermore, organizations are empowered to invent altogether
new business models that can thrive in this dynamic environment. Continuous learning
is absolutely indispensable if companies want to keep pace with the relentless
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advancements in technology and maintain a competitive edge in the market. Investing in
leadership development and enhancing organizational learning capabilities has been
proven to equip companies with the tools, methodologies, and mechanisms they need to
test, validate, and adapt digital strategies swiftly and effectively. This commitment to
ongoing learning not only positions organizations to navigate change more adeptly but
also fosters a mindset that embraces agility and responsiveness. (Serrat, 2009).

5. Data, Analytics, and Evidence-Based Practice

Investments in new technologies and digital capabilities have enabled many
organizations to continue operating, creating value, and engaging with stakeholders
during unprecedented disruptions. However, returning to pre-crisis operational models
is not a viable strategy for long-term success. Focused digital-transformation agendas
can strengthen resilience and organizational performance. (Russell, O'Raghallaigh,
O'Reilly, & Hayes, 20158).

Many organizations underestimate the challenges and complexities of transformation,
including balancing changes to technology, processes, and culture with day-to-day
operations. Organizations that persist in avoiding a broad-based digital-transformation
effort may find themselves unable to adapt as societal norms, expectations, and
behaviours shift. Digital-transformation agendas, therefore, remain critical yet prove
increasingly elusive. Digital- and COVID-19-induced changes in behaviours,
expectations, and interactions will persist, forcing organizations to rethink their value
propositions. Those seeking a sustainable advantage must orient their transformation
toward developing a unique set of capabilities. (Loots, 2023)

Three core digital capabilities—strategic alignment, learning, and data-analytics—
enable organizations to sense, translate, and integrate evolving environmental changes
into the formulation and implementation of strategies. Digital-transformation efforts
typically begin with devising a clear vision and strategy for harnessing digital
technologies. Fostering a digital mind-set among executives and throughout the
organization and creating a robust governance framework further increase the likelihood
of sustainable transformation. Innovations can restore, enhance, or create stakeholder
value. Past experiences also contribute to organizations’ ability to anticipate, prepare
for, and respond to uncertainty. The effective use of technological, data, and analytical
capabilities distinguishes enterprises positioned for exponential value creation.
However, the repetition of past options does not guarantee optimal outcomes in a
dynamic environment. Continuous experimentation and the ability to adopt and
generalize successful initiatives across the organization eventually emerge as key
elements of the capability set.

5.1. Data Governance and Quality

Data can serve as a vehicle for digital transformation, but it is rarely the case that
organizations understand its characteristics, quality, and availability. Consequently, data
governance is essential; managing data involves defining authorities, responsibilities,
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and processes that ensure the effective and efficient usage of data (Saliman Al-Ruithe &
BENKHELIFA, 1970). However, in terms of consumption, many decision
environments result in a stream of decisions needing more attention than quality and
better statistical measures. In many cases, organizations need to establish evidences
indicating the quality of the data being analysed, as high-quality data remains an enabler
for successful decisions but does not guarantee a successful outcome (Russell,
O'Raghallaigh, O'Reilly, & Hayes, 20158). Organizations operate in a dynamic context
where change occurs more frequently and disruption can strike on the long term. Thus,
the role of data and its quality will continue to gain relevance in decision-making. The
presence of four data types—structured, semi-structured, unstructured, and grey—
owner metadata datasets, and disposable datasets contributes to increasing the
situational awareness and the insight into the long-term behaviour of data in a dynamic
environment (Anstiss, 2012).

5.2. Advanced Analytics for Decision Support

Organizations are exposed to an immense amount of data that can potentially inform
strategic and operational decisions. This information is often underutilized because it
remains scattered and unconnected. Advanced analytics, supported by data governance
and quality initiatives, help integrate disparate pieces of information and illuminate
hidden patterns. By leveraging a wide array of internal and external data and integrating
them into an analytic data warehouse, organizations produce reports that describe
performance, benchmark against competitors, identify customer needs, monitor
satisfaction, and evaluate past initiatives. Such reporting supports a broad spectrum of
decision making beyond the traditional finance, HR, sales, and service areas (Brausch,
Cangemi, & Moody, 2018). Evidence-based design enables managers to take action
based on a systematic analysis of organizational situation. Descriptive and predictive
analytics set the stage for prescriptive analytics, which infers the best course of action in
a given circumstances (Ivan Pérez Rave, Patricia Jaramillo Alvarez, & Carlos Correa
Morales, 2022). Organizations use advanced analytics to augment, rather than replace,
managerial decision making (Johnson, 2019).

5.3. Data-Driven Leadership and Accountability

Data-driven leadership entails governing and directing organizations to address digital
transformation challenges drawn from digital and leadership capability sets (J. J.
Brunner, Schuster, & Lehmann, 2023). Establishing and articulating vision and purpose,
equipping employees with necessary tools, enacting governance structures, nurturing a
digital culture, and fostering employee engagement all feature prominently. Internally,
leaders must exercise transparency to detect and respond to environmental shifts;
externally, to cultivate adaptive capacity—resilience, feedback orientation, receptivity
to fresh ideas, and learning from setbacks—transparent and governance-embedded
communication with stakeholders remains crucial. Analogous to agile development
teams, firms preparing to embark on digital transformation should arrange work
designs—routines and processes—and leadership approaches that embody resilience,
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learning-orientation, results-orientation, participation, and creativity. Responsibilities
pursued along these lines include complexity management, creativity stimulation,
effective face-to-face and digital communication, and intercultural and remote
leadership. Leaders must model desired behaviors; galvanize and guide employees
toward vision fulfilment; cultivate participatory interaction; build connections through
coaching, enabling, and trust; and advocate change, agility, lifelong learning, talent
development, self-organisation, and collaboration (C., B., & R., 2019). Interpersonal,
business, and strategic skillsets like project management, technological literacy, data
analysis, strategic thinking, customer orientation, and change management similarly
merit attention. Digital leadership implies a mindset shift towards value-creation within
increasingly complex, rapidly evolving, virtual, and technology-mediated environments.

6. Measurement, Evaluation, and Learning Outcomes

The metrics and measures employed must be meaningful statements of the
organization’s progress toward achieving the intended outcomes of its transformation,
supporting its overall purpose, and reflecting its theory of change. The following are
suggested transformation success pyramid (Serrat, 2009):

Transformation Success Pyramid

O Periodically reflect on transformation value and
improve approaches

Facilitate data gathering and analysis

O
y‘ Use established measures or carefully consider

O new ones
~ Emphasize transformation outcomes over
activities
Figure No.3 Shows the transformation success pyramid

- Metrics should focus not just on activities or outputs but rather on transformation
outcomes. An ideal content area would relate outcomes to improved client service,
organizational position, and financial sustainability.

- Established performance measures from other initiatives may be used, but any new
KPIs need careful consideration of their relevance.
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- Dashboards can facilitate the gathering and analysis of a broad set of data. Each
organization should decide whether to post data publicly and how it might reinforce
individual and collaborative accountability.

- Provide staff with opportunities to periodically reflect on the value of the overall
transformation process to the organization’s strategic goals and to improve other
approaches used in the transformation.

The purpose of monitoring and evaluation is not merely accountability. Consequently,
the combination of plans does not need to specify when and how each metric will be
gathered or reported. Organizations frequently draw on the complementarity of
transformation initiatives as an institutional memory that preserves the rationale for the
investments made and the learning and understanding gained (Johnson, 2019).

6.1. Metrics, Dashboards, and KPIs

Organizations stand to gain significantly by implementing robust digital dashboards,
which serve as essential tools for facilitating the effective monitoring of critical
information. These instruments must be thoughtfully selected—organizational
performance should not simply be measured as an isolated end in itself; rather, it should
be viewed as an integral part of a balanced and multi-dimensional framework. Such a
framework empowers managers to pinpoint the few key areas in which strategic actions
can truly make a substantial difference and drive improvement across the board.
Therefore, a careful approach ensures that the chosen metrics lead to meaningful
insights and actionable strategies. (Russell, O'Raghallaigh, O'Reilly, & Hayes, 20158).

6.2. Continuous Improvement and Institutional Memory

Continuous improvement (CI) programs enhance service quality, boost productivity,
and increase involvement from employees across an organization. CI programs thrive in
environments characterized by frequent feedback, experimentation, and sufficient
resources for trial-and-error interventions (Johnson, 2019). Insights are documented
systematically and made readily available to direct future initiatives. Progress is
generally monitored using process management techniques, and assessment of
completed initiatives indicates inputs, outputs, constraints, and knowledge utilized
(Serrat, 2009). Quality screening determines which insights and changes are adopted on
a permanent basis. Audits of CI programs assess adoption rates for ex-ante and ex-post
activities; project durations and resource levels; and the roles undertaken by change
team members. Standard operating procedures, templates, training modules, and case
study repositories constitute key components within the supporting networks for such
programs.

Institutional memory encompasses a wide array of organizational experience, richly
laden knowledge, and nuanced understanding, which need not remain fully documented
in formal records for meaningful retention to successfully occur. The inevitable process
of staff turnover often leads to the unfortunate loss of valuable contacts and the

potential distortion of impressions concerning relationships between individuals within
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the organization. To mitigate these effects, knowledge repositories—comprehensive
databases containing essential contacts and critical information about past projects,
along with procedural guides—play a vital role in helping to ensure organizational
continuity and fostering a collaborative collective understanding among members.
Interpersonal and inter-organizational networks form dynamically between various
person-to-person and organization-to-organization contact markers, evolving to grow
and decay according to staff changes and movements. Sophisticated knowledge
management systems that effectively capture project-related insights and knowledge not
only enable meaningful deliberations surrounding current and future projects but also
facilitate direct inquiries to the most relevant individuals for information. Furthermore,
the use of social network analysis serves to identify the strengths and weaknesses
inherent in contact networks, allowing organizations to strategically enhance their
communication and collaboration practices. (Corujo, Revez, da Silva, & de Macedo,
2025).

6.3. Longitudinal Assessment of Transformation Impact

Despite the promising capabilities of digitalization, organizations often do not achieve
expected benefits. The digital transformation journey often does not proceed according
to initial plans. After embarking on a journey of digital transformation and adjusting
various metrics since inception, it becomes imperative to assess what impact the
transformation has actually had on firm performance and to disentangle this from other
influences. (Barba-Sanchez, Meseguer-Martinez, Gouveia-Rodrigues, & L. Raposo,
2024) highlight that while the early literature on digital transformation mostly relied on
anecdotal evidence, the number of empirical studies reaching clearer conclusions on its
impact is growing. Even digital-native companies such as Facebook, Amazon, Netflix,
and Google have not been consistently able to link digital transformation strategies and
related projects to improvements in firm performance. In addition to the evaluation of
day-to-day operational improvement measures, it becomes necessary to probe the
overall balance sheet of enhanced management capability, and the extent to which the
undertaking has increased lead-time flexibility, profitability, firm valuation, or
competence.

(Russell, O'Raghallaigh, O'Reilly, & Hayes, 20158) indicate that performance
management can also bring useful clarity to identifying value in uncertain
environments. In particular, organizations often report that their efforts in big data,
GDPR, cloud, security, and e-commerce have met or exceeded expectations, while
many others have not been able to trace positive impact from CRM investment. Given
this wide variation across different digital thrusts, it is useful to establish, then
periodically update, a management-level transformation strategy outline mapping out
the chosen direction, key initiatives under way and the anticipated intermediate and end-
performance metrics. This strategic blueprint serves as an aid to both mapping
initiatives under way and estimating potential returns on invested management
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attention, reminding stakeholders that continued transition remains beneficial and
deserving of active forward momentum.

7. Conclusion

Digital transformation is a term that was coined to effectively characterize a broad and
intricate social phenomenon that is increasingly evident across various organizations
and diverse industry sectors. It represents a large and dynamic set of technology-
enabled social shifts that are mainly associated with the strategic use of digitalization,
extensive data analytics, and various data-driven tools. Digital transformation
contributes significantly to the creation of new value by extending and enhancing
service experiences from the tangible and physical world to the vast digital world. The
magnitude of effort involved in this transformation is further complicated by the fact
that many sectors are moving towards adopting circular business models, and the
corresponding need for innovative new business models has multiplied significantly in
recent years. Transformation itself is an inherently complex phenomenon that
necessitates the capability to not only sense disruptive changes but also to orchestrate
large-scale changes concerning offerings, business models, and the supporting
capabilities necessary for success. Organizations increasingly depend upon their
learning capabilities to effectively drive transformation in increasingly complex and
uncertain environments. It is essential that new knowledge be created at a rapid pace to
define future directions clearly and to make informed decisions about what major bets
should be undertaken in the marketplace. Yet, the challenge of balancing both
performance and learning behaves in an opposite manner, creating tension. Thus,
cultivating the four strategic capabilities of a sensing-translating-integrating-learning
framework becomes profoundly important during the diverse stages of transformation.
This framework serves as a guiding structure that fosters proactive adaptability and
innovation amidst the evolving landscape of business and technology.
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