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Abstract
Digital transformation is increasingly shaping how organizations compete, serve

customers, organize work, and renew their business models. Yet the presence of
advanced digital technologies does not, by itself, guarantee successful transformation.
This study develops an integrated interpretation of digital transformation by examining
the organizational conditions that enable it, the factors that obstruct it, and the sequence
of actions through which transformation can be sustained. The paper uses an integrative
qualitative review of scholarly work published in Scopus-indexed sources during 2018-
2025, complemented by selected practitioner-oriented evidence on digital maturity and
transformation practice. The material was interpreted thematically rather than
statistically. Five closely connected areas emerged from the synthesis: strategic
leadership and governance; workforce and organizational culture; digital infrastructure
and systems integration; customer-oriented innovation; and data-enabled decision-
making. Recurring obstacles include dependence on legacy systems, insufficient digital
capabilities, resistance to organizational change, weak adoption, fragmented
accountability, and poor alignment between technology initiatives and strategic
priorities. On the basis of these findings, the paper proposes a cyclical four-stage
pathway consisting of organizational diagnosis, transformation design, implementation
and integration, and performance-led scaling. The framework extends the discussion
beyond technology adoption by positioning digital transformation as a capability-
building process that requires coordination among strategy, people, technology, data,
governance, and customer value. The study offers a practical basis for managers and a
conceptual foundation for future empirical validation.

Keywords: Digital transformation; organizational readiness; digital maturity; dynamic
capabilities; digital strategy; workforce capability; digital governance; data-driven
management

1. Introduction

Organizations are operating in an environment in which digital technologies increasingly
influence the way value is designed, delivered, and captured. Cloud services, artificial intelligence,
advanced analytics, automation, connected devices, and digital platforms have moved from
specialist applications into mainstream organizational activity. As a result, digital transformation
is now associated not simply with upgrading information systems, but with rethinking processes,
capabilities, customer relationships, and sometimes the underlying logic of the business itself.

The literature distinguishes transformation from more limited forms of technology adoption.
Digitization generally concerns the conversion of analogue information into digital form, while
digitalization refers to using digital technologies to improve an existing activity. Digital
transformation is broader: it can change organizational arrangements, value propositions,
operating models, and patterns of interaction with external stakeholders (Vial, 2019; Gong &
Ribiere, 2021; Wessel et al., 2021). This distinction is important because an organization may
possess sophisticated technology while remaining structurally and culturally unprepared to
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transform.

Research has consequently moved toward a more organizational understanding of DT. Verhoef et
al. (2021) describe transformation as a multidisciplinary phenomenon involving strategy,
technology, organization, and customer-related issues. Hanelt et al. (2021) show that the
literature increasingly connects digital change with organizational adaptation and ecosystem
participation. Warner and Wager (2019) explain transformation through dynamic capabilities,
emphasizing the organization's capacity to sense changes, seize opportunities, and reconfigure
resources. These perspectives collectively suggest that transformation should be assessed as an
evolving organizational capability.

However, the evidence is dispersed across several research conversations. Studies of digital
strategy emphasize strategic renewal; studies of technology emphasize architecture and
integration; organizational research highlights culture, leadership, and change; and customer
research focuses on experience and engagement. Practitioners, meanwhile, often express the
problem through maturity models and transformation roadmaps. Bringing these perspectives
together can provide a more useful basis for understanding why transformation succeeds in some
organizations and stalls in others.

This paper therefore develops an integrated framework that links transformation drivers,
organizational capabilities, constraints, and implementation stages. Rather than treating digital
technologies as the central unit of analysis, it considers the interaction among leadership, people,
technology, customers, data, and governance.

1.1 Problem Statement

A recurring managerial difficulty is the gap between investment in digital technologies and the
organizational ability to convert those investments into measurable value. Technology projects
may be completed without corresponding improvements in adoption, process performance,
customer experience, or strategic agility. This problem indicates that digital transformation
should be examined as a coordinated organizational change process rather than as a collection of
technology projects.

1.2 Research Gap

Three related gaps are addressed. First, important findings about DT are spread across
technology, strategy, organizational change, dynamic capabilities, and customer research. Second,
scholarly studies and practitioner maturity assessments frequently use different concepts and
levels of analysis, which makes direct integration difficult. Third, many discussions identify
success factors without sufficiently connecting them to a practical sequence for organizational
action. The present study responds by synthesizing these perspectives into a single capability-
oriented framework and a cyclical implementation pathway.

1.3 Research Questions

RQ1. Which strategic, organizational, technological, and market-related conditions most strongly
support digital transformation?

RQ2. Which recurring organizational and technological constraints impede transformation?

RQ3. What capabilities enable organizations to convert digital investments into sustained
organizational value?

RQ4. How can the identified conditions and constraints be translated into an actionable
transformation pathway?

1.4 Study Contributions

The paper organizes dispersed DT evidence into five connected capability domains rather than
treating individual success factors in isolation.

It connects the capability domains with a dynamic-capabilities perspective, highlighting
organizational renewal rather than one-time technology adoption.

It proposes a four-stage, cyclical transformation pathway that connects diagnosis, design,
implementation, and scaling.

It provides a bridge between academic discussion and practice-oriented digital maturity and
transformation evidence.
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2. Literature Review

2.1 From Technology Adoption to Organizational Transformation

The meaning of digital transformation has developed considerably over the last decade. Early
technology-oriented interpretations often emphasized the adoption of digital tools. More recent
work recognizes that transformation may alter structures, routines, relationships, and value
creation. Vial (2019) places changes in organizational properties at the center of the concept,
while Wessel et al. (2021) argue that transformation can affect the organization's value
proposition and identity. Gong and Ribiere (2021) further demonstrate that inconsistent
definitions have contributed to conceptual ambiguity in the field.

For this study, DT is understood as an organization-wide process through which digital
technologies are combined with strategic, organizational, and capability changes to produce new
or improved forms of value. This definition deliberately places technology within a broader
system of organizational change.

2.2 Strategic and Environmental Drivers

Several forces can initiate or accelerate transformation. Technological progress expands what
organizations can automate, analyze, connect, and personalize. Competitive intensity can make
slower operating models less viable. Customer expectations can increase pressure for faster and
more integrated digital experiences. Regulatory and ecosystem changes can also require
organizations to redesign processes and information flows. Finally, digital technologies can open
opportunities for new products, services, channels, and business models.

The significance of these drivers depends on organizational context. The same technology can
create very different outcomes when introduced into organizations with different leadership
structures, skills, data maturity, and change capabilities. Transformation pressure therefore
needs to be considered together with organizational readiness.

2.3 Organizational and Technological Barriers

The literature identifies barriers at several levels. Legacy infrastructure may make integration
difficult and raise the cost of modernization. Skill shortages may restrict the ability to use
advanced analytics, Al, cloud services, and cybersecurity practices effectively. Organizational
resistance may emerge when employees perceive digital change as a threat to established roles or
routines. Governance problems can produce unclear ownership and competing priorities. A
further challenge occurs when technology investments are made without a clear connection to
strategic or customer outcomes.

These barriers are interdependent. For example, outdated systems can increase employee
frustration, while inadequate skills can slow modernization. Similarly, unclear governance can
cause both duplication of investment and weak adoption. This interdependence supports a
systems view of DT.

2.4 Dynamic Capabilities as a Theoretical Lens

Dynamic capabilities offer a useful explanation for why organizations facing similar technological
conditions may achieve different results. Warner and Wager (2019) link digital transformation
with the continuing renewal of organizational capabilities. Their perspective suggests that
organizations need to recognize changes in their environment, act on promising opportunities,
and reorganize resources as conditions evolve. This study uses that logic to interpret leadership,
workforce learning, technological integration, customer responsiveness, and data use as mutually
reinforcing capabilities.

The framework is therefore capability-oriented rather than technology-centred. Technology is
treated as an enabler whose value depends on the organization's ability to integrate it with
strategy, people, processes, and governance.

2.5 Digital Strategy and Execution

A transformation strategy has limited value if it remains disconnected from implementation.
Correani et al. (2020) demonstrate the importance of learning through actual transformation
projects and of connecting strategic intentions with implementation activities. This implies that
organizations need mechanisms for prioritizing initiatives, allocating resources, managing
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change, measuring adoption, and deciding when successful initiatives should be expanded. The
roadmap proposed in this paper reflects this strategy-to-execution requirement.

3. Methodology

An integrative qualitative review was selected because the study seeks to combine different forms
of evidence and develop an explanatory framework. The evidence includes scholarly research and
selected practitioner material, which differ in purpose and format and therefore are not suitable
for simple statistical aggregation.

3.1 Scholarly Evidence

The academic component covers Scopus-indexed publications from 2018 through 2025
addressing digital transformation, digital strategy, organizational change, dynamic capabilities,
digital maturity, technology integration, workforce readiness, and related themes. Foundational
and highly cited studies are used to establish the conceptual base, while more recent studies are
used to reflect continuing developments.

3.2 Practice-Oriented Evidence

The practical component draws on selected transformation and digital-maturity reports that
describe organizational challenges, implementation priorities, capability gaps, and
transformation pathways. These sources are treated as contextual evidence rather than as
equivalent substitutes for peer-reviewed research.

3.3 Analytical Procedure

The material was examined through thematic synthesis. First, recurring concepts were identified
from the literature and practical material. Second, closely related concepts were grouped into
broader categories. Third, similarities and differences between academic and practitioner
perspectives were considered. Finally, the resulting categories were connected into a framework
that explains both transformation conditions and the sequence of implementation.

Identify recurring drivers, barriers, capabilities, maturity concerns, and implementation issues.
Group related concepts into higher-order themes.

Compare themes across scholarly and practice-oriented evidence.

Interpret the relationships among themes and develop the integrated framework.

Translate the framework into a practical transformation pathway.

3.4 Transparency and Scope

The study is intentionally presented as an integrative qualitative review. The available manuscript
materials do not contain a complete database export, exact search strings, article-level screening
record, or exclusion log. Accordingly, the paper does not report invented article counts or claim a
fully reproducible PRISMA systematic review. PRISMA 2020 is identified as the appropriate
reporting standard for a future formal systematic review extension (Page et al., 2021).

3.5 Framework Construction

The framework was constructed by looking for themes that appeared repeatedly across the
evidence and that could be logically connected to organizational transformation. Five domains
were retained because they collectively cover direction and control, human capability, technical
foundations, value delivered to customers, and evidence used for managerial decisions.

4. Findings

4.1 Integrated Transformation Framework

The synthesis points to five domains that should be managed as a connected system. Leadership
establishes direction and accountability; workforce readiness supplies the human capacity to
change; infrastructure provides the technical foundation; customer innovation connects
transformation to market value; and data-enabled decision-making supports learning and
adjustment. Weakness in any one domain can reduce the effectiveness of the others.
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Figure 1. Integrated framework of digital transformation dimensions
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4.2 Leadership and Governance

Transformation requires a clear answer to three questions: why the organization is changing,
which outcomes matter, and who is accountable for delivery. Leadership is therefore more than
sponsorship of individual projects. It establishes priorities, resolves competing demands, protects
resources, and creates the conditions in which experimentation and organizational learning can
occur. Governance mechanisms are particularly important when transformation crosses
functional and technological boundaries.

4.3 Culture and Workforce Readiness

Digital initiatives ultimately depend on people using new systems and adopting new ways of
working. Workforce readiness includes technical skills, analytical ability, learning orientation,
communication, and willingness to participate in process redesign. Training that is disconnected
from actual work is unlikely to produce lasting change; capability development should therefore
be linked to transformation objectives and role requirements.

4.4 Technology Infrastructure and Integration

A coherent digital architecture allows organizations to connect applications, data, workflows, and
channels. Cloud platforms, automation, analytics, and connected technologies can improve
scalability and responsiveness, but the benefits depend on integration. Modernizing isolated
components without considering the wider architecture can create additional complexity.
Technology choices should therefore be evaluated against interoperability, security, scalability,
and business value.
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4.5 Customer Experience and Innovation

Customer value is one of the clearest ways to judge whether digital transformation is producing
meaningful outcomes. Digital capabilities can support faster service, personalized interactions,
integrated channels, and new forms of product or service delivery. The key issue is not whether a
new digital channel exists, but whether the resulting experience is more useful, accessible,
responsive, or valuable to the customer.

4.6 Data-Enabled Decision-Making

Data becomes strategically valuable when organizations can trust it, interpret it, and use it in
decisions. This requires data governance, quality controls, analytical skills, and clear links
between insight and action. Al and advanced analytics should consequently be embedded in
managerial and operational processes rather than treated as stand-alone technology experiments.

Technology

/\

Processes

Figure 2. Key enablers supporting digital transformation

4.7 Recurring Constraints

Dependence on outdated systems and difficult-to-integrate applications.
Insufficient skills for emerging digital and analytical technologies.
Employee resistance, change fatigue, or weak participation.

Unclear ownership of cross-functional transformation programmes.
Digital projects that lack explicit business or customer outcomes.

Data fragmentation and inadequate governance.

The findings suggest that these constraints should be addressed together. A workforce cannot
fully exploit new technology without appropriate skills; modern infrastructure has limited value
without adoption; and data investments produce weak returns when governance and decision
rights are unclear.

5. Proposed Transformation Pathway

The framework is converted into four stages. The stages are presented as a cycle because
transformation does not end when a technology project is completed. New market conditions,
technologies, customer expectations, and organizational capabilities can trigger a return to
diagnosis and reprioritization.

5.1 Stage One: Diagnose the Starting Position

Map current capabilities across strategy, people, processes, technology, data, and governance.
Identify the most important operational and customer problems that digital change should solve.
Assess readiness, capability gaps, legacy constraints, and organizational risks.

Establish a baseline against which future progress can be evaluated.

5.2 Stage Two: Design the Transformation Portfolio

Define a transformation ambition that is directly connected to organizational strategy.

Select initiatives according to expected value, feasibility, risk, and readiness.
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Assign ownership, resources, milestones, and measurable outcomes.
Prepare workforce-development and change-management activities alongside technology plans.

5.3 Stage Three: Implement and Integrate

Pilot high-priority initiatives while maintaining appropriate governance.

Redesign processes where necessary instead of simply automating existing inefficiencies.
Connect systems and data across relevant organizational boundaries.

Track user adoption, operational performance, customer outcomes, and implementation risks.
Use feedback from employees and customers to refine the transformation.

5.4 Stage Four: Evaluate, Scale and Renew

Review outcomes against the agreed business and customer measures.

Scale initiatives that demonstrate sustainable value.

Redesign or stop initiatives that do not produce sufficient value.

Embed learning, experimentation, and capability development into normal management practice.
Repeat maturity assessment and begin the next cycle of transformation.

6. Discussion

The integrated findings support a view of DT as a continuing process of organizational renewal.
This is consistent with the dynamic-capabilities perspective and with major reviews that
characterize transformation as involving changes in structures, capabilities, and value creation
rather than technology adoption alone.

The five-domain framework adds value by showing how different transformation conditions
interact. Leadership and governance provide strategic coordination. Workforce readiness makes
adoption possible. Technology and integration create the operational foundation. Customer
innovation gives transformation a value-oriented direction. Data-enabled decision-making
provides the feedback required for learning and adjustment. These domains therefore form a
reinforcing system rather than five independent checklists.

The framework also helps explain why organizations with comparable technology investments
can achieve different outcomes. If employees do not possess the necessary capabilities, adoption
may remain low. If governance is weak, initiatives may become fragmented. If customer needs are
poorly understood, digital projects may improve internal efficiency without creating meaningful
market value. If data quality is poor, analytics and Al may produce unreliable decisions.

The proposed pathway responds to these interdependencies by making organizational diagnosis
a starting point and performance evaluation a continuing activity. It also recognizes that
transformation should be selective. Organizations should not pursue every available technology;
they should choose technologies and initiatives that solve important problems and strengthen
strategic capabilities.

6.1 Theoretical Implications

The framework strengthens a capability-based interpretation of DT by placing organizational
renewal alongside technology.

It links dynamic capabilities with leadership, workforce, infrastructure, customer value, and data
use.

It provides a conceptual structure that can be tested empirically rather than assuming that
technology adoption directly produces transformation outcomes.

It treats transformation as cyclical, making capability development and organizational learning
part of the transformation process.

6.2 Managerial Implications

Create explicit executive accountability for transformation outcomes.

Assess workforce capability before scaling advanced digital technologies.

Treat legacy modernization and systems integration as strategic decisions rather than purely
technical projects.

Use customer and operational outcomes to evaluate digital initiatives.

Establish data governance and analytical capability as core organizational infrastructure.

Review and renew the transformation portfolio continuously.
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7. Institutional and Policy Implications

The ability of organizations to transform is influenced by the surrounding skills, infrastructure,
regulatory, and innovation environment. Governments, universities, professional bodies, and
industry associations can contribute through digital-skills programmes, applied research,
innovation partnerships, cybersecurity awareness, and support for responsible data use. Such
ecosystem support can be particularly valuable for smaller organizations that lack the resources
available to large enterprises.

8. Limitations and Future Research

The study has four principal limitations. First, the review is qualitative and integrative, so it does
not estimate statistical relationships or effect sizes. Second, the current evidence base does not
include a complete article-level screening database and therefore the study does not present
numerical claims about the number of records identified or excluded. Third, practitioner material
was selected to provide contextual evidence and should not be interpreted as a statistically
representative sample of industry practice. Fourth, the proposed framework has not yet been
empirically tested.

A stronger next phase of research could use a fully reproducible systematic review protocol with
explicit search strings, databases, eligibility criteria, screening records, and a PRISMA 2020 flow
diagram. The framework could then be tested through survey research and structural equation
modelling, longitudinal case studies, or mixed-method research. Future studies could examine
whether the importance of the five domains differs across industries, organization sizes, and
national contexts.

Further research should also examine the implications of generative Al, cybersecurity, digital
ethics, employee experience, and sustainability. These issues may increasingly shape the
governance and capability requirements of digitally intensive organizations.

9. Conclusion

Digital transformation should be understood as a coordinated organizational change process in
which technology, strategy, people, data, governance, and customer value evolve together. The
literature and practice-oriented evidence considered in this study point to five central domains:
leadership and governance; workforce and culture; technology and integration; customer
experience and innovation; and data-enabled decision-making.

The paper's principal contribution is an integrated framework that connects these domains with
a four-stage pathway: diagnose the starting position, design the transformation portfolio,
implement and integrate, and evaluate, scale, and renew. The framework emphasizes that
transformation is not completed when a digital system is deployed. Value emerges when
organizations develop the capabilities required to adopt, integrate, govern, and continually
improve digital ways of working.

For managers, the implication is straightforward: digital investment should be accompanied by
investment in organizational readiness. For researchers, the framework offers testable
relationships among transformation capabilities, constraints, and outcomes. Future empirical
validation can determine how these relationships vary across organizational and institutional
contexts.
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