Digital Transformation Management for
Agile Organizations



This page intentionally left blank



Digital Transformation
Management for Agile
Organizations: A Compass to
Sail the Digital World

STEFANO BRESCIANI
University of Turin, Italy

ALBERTO FERRARIS
University of Turin, Italy

MARCO ROMANO
University of Catania, Italy

AND

GABRIELE SANTORO
University of Turin, Italy

emerald
PUBLISHING

Co

United Kingdom — North America — Japan — India — Malaysia — China



Emerald Publishing Limited
Howard House, Wagon Lane, Bingley BD16 IWA, UK

First edition 2021
Copyright © 2021 Emerald Publishing Limited

Reprints and permissions service
Contact: permissions@emeraldinsight.com

No part of this book may be reproduced, stored in a retrieval system, transmitted in

any form or by any means electronic, mechanical, photocopying, recording or otherwise
without either the prior written permission of the publisher or a licence permitting
restricted copying issued in the UK by The Copyright Licensing Agency and in the USA
by The Copyright Clearance Center. Any opinions expressed in the chapters are those
of the authors. Whilst Emerald makes every effort to ensure the quality and accuracy of
its content, Emerald makes no representation implied or otherwise, as to the chapters’
suitability and application and disclaims any warranties, express or implied, to their use.

British Library Cataloguing in Publication Data
A catalogue record for this book is available from the British Library

ISBN: 978-1-80043-172-0 (Print)
ISBN: 978-1-80043-171-3 (Online)
ISBN: 978-1-80043-173-7 (Epub)

ISOQAR certified
Management System,
awarded to Emerald
for adherence to
Environmental

standard 4 “\40
ISOQAR 150 14001:2004. v ¥
Y ¥
SL

Certificate Number 1985
1ISO 14001 INVESTOR IN PEOPLE



Contents

List of Figures
List of Tables
About the Authors

Acknowledgments

Introduction

Chapter 1 Building a Digital Transformation Strategy

1.1 Strategy and Digitalisation: An Introduction
1.2 Strategic Management Theories and Digitalisation
1.2.1 Digital Resource-based View
1.2.2 Digital Knowledge-based View
1.2.3 Digital Dynamic Capabilities
1.3 Digital Transformation as a Strategic Process
1.3.1 How to Structure the Digital Transformation Strategy
1.3.2 Different Extents of Digital Transformation
1.3.3 Digital Competitive Position
1.4 Strategic Challenges of Going Digital: Practical Takeaways
1.4.1 Addressing the Challenges
1.4.2 The Seven Decisions that Matter in a Digital
Transformation: A CEO’s Guide to Reinvention

Chapter 2 Technologies 4.0 Towards Digital Transformation

2.1. Technologies 4.0: Categories and Concepts
2.1.1. Data Collection, Exploitation, Management
and Protection
2.1.2 Transition from ‘Digital’ to ‘Real’ in a Smart Factory
2.2. Impact Of Technologies 4.0 On Competitive Ecosystems
2.3. Assessment In Digital Transformation Processes

X

X1

Xiil

XV

23

29
29

29
35
38
45



vi Contents

Chapter 3 Digital Business Models 51
3.1 Introduction to Digital Business Models 51
3.2 Business Models: Their Architecture and Relevance 52
3.3 Business Model Digitalisation of Traditional Companies 53
3.3.1 How to Digitalise a Business Model. Takeaways
from Disney 55
3.3.2 How to Digitalise a Business Model. Takeaways from
Domino’s Pizza 57
3.3.3 Digital-driven Servitisation 59
3.4 Missing the Train of Digitalisation. Lessons From Blockbuster
Versus Netflix 63
3.4.1. Before Streaming: The Blockbuster Case 64
3.4.2. Netflix Act I: Film Rental 66
3.4.3. Netflix Act Ii: Streaming 66
3.4.4. How Strategies Change Act I: From ‘Binge Watching’ to
‘Binge-Racing’ 68
3.4.5. How Strategies Change Act I1: Bandersnatch 68
Chapter 4 Shifting Paradigms in Modern Marketing 71
4.1 The Road to Modern Marketing Lead by
Digital Transformation 71
4.2 Modern Marketing as Data-Driven and Predictive 73
4.3. Exploiting Big Data for Mass Personalisation 77
4.3.1. Display Advertising 77
4.3.2. Email Advertisingl Marketing 78
4.3.3. Search Engine Marketing and Optimisation 78
4.4. Effectiveness in the Era of Modern Marketing:
A Selection of Emerging Topics 79
4.5. Retention Strategies and Churn Management 91
Chapter 5 Digital Leadership 97
5.1 Defining Digital Leadership 97
5.2 How Leaders Should Stimulate a Digital Culture 99
5.2.1 What is a Digital Culture 100
5.2.2 Learning Culture 100

5.2.3 How to Face the Unknown in the Era of
Digital Innovation 102



Contents  vii

5.3 How To Effectively be a ‘Digital’ Leader 103
5.3.1 How to Volte-Face the Way of Working and Thinking in
the Company 107
5.4 Five Rules for Leadership 109
5.4.1 A New Culture of Leadership 112
Chapter 6 Human Resource Management and Digitalisation 117
6.1 A New Era for the Human Resource Management 117
6.2 Core HR Process at the Times of Digital Transformation 120
6.2.1 Digital HR 122
6.2.2 An Incredible Example of HR Digital Innovation:
The Smart Working 123
6.3 The New Figures in the Corporations 125
6.4. The Five Traits of a Successful Chief Innovation Officer 130
6.4.1. Business Leader 130
6.4.2. Agent of Change 132
6.4.3. Talent Scout 133
6.4.4. Revolutionary Culture 134
0.4.5. Tech Instructor 134
6.5 Case Study — Avio Aero 135
Chapter 7 Data Management 139
7.1. Exploiting Key Assets for Business Management 139
7.2. Business Processes in Data Management 141
7.2.1. Intelligence Phase: Identify Big Data, AcquirelStore,
Organise 142
7.2.2. Design Phase: Model Planning and Data Analytics 143
7.2.3. Choice Phase: Analyse, Evaluate and Decide 145
7.2.4. Implementation Phase 146
7.3. Big Data Analytics and Knowledge Management 146
7.4. Data Management Platform 150
Chapter 8 Digital Ecosystems 153
8.1 Introduction to Digital Ecosystems 153
8.2 Ecosystems, Business Ecosystems, and Digital Ecosystems 154
8.3 Platforms as Digital Ecosystems 156
8.3.1 Different Types of Platform 158

8.4 Business Models of Platforms: Features and Dynamics 159



viii

Contents

Chapter 9 Agility for Successful Digital Transformation

9.1

9.2
9.3

9.4
9.5
9.6

Past Intuitions and Present Pitfalls in a VUCA World
9.1.1. Volatility

9.1.2. Uncertainty

9.1.3. Complexity

9.1.4. Ambiguity

The Need for Agility

It is not the Only Innovation. Lead the Digital World!
9.3.1. Digital Leadership

9.3.2. Experiment and Be Ready to Fail

9.3.3. Rethink Control

9.3.4. Reality Simplification

9.3.5. Be Open

A Change Management Approach

A Framework for Digital Transformation

A Digital Mind-Set and Final Remarks

Index

167

167
169
169
169
169
170
172
173
174
174
174
174
175
177
183

189



List of Figures

Fig.
Fig.
Fig.
Fig.

Fig.
Fig.
Fig.
Fig.
Fig.
Fig.
Fig.

Fig.
Fig.
Fig.
Fig.
Fig.

Fig.

1.1.
1.2.
1.3.
2.1.

3.1.
3.2.
4.1.
6.1.
6.2.
7.1.
7.2.

9.1.
9.2.
9.3.
9.4.
9.5.

9.6.

Activities and Elements of Digital Dynamic Capabilities.
Complexity and Impact of the Digital Transformation.
BCG Matrix for Digital Competitive Position.

Nine Critical Rivers of Companies’ Relative Success
Exploiting Analytics

Servitisation and Digitisation.

Apple’s Sources of Revenues from 2012 to 2019.

The Orchestrator Model.

Key Factors for CDO’s Roles.

How to Be a Successful CIO in Five Steps.

From 3Vs, 4Vs, 5Vs and 6Vs Big Data Definition.

The Big Data, Analytics and Decisions (B-DAD) Framework
(Elgendy & Elragal, 2016, p. 13).

VUCA World, the Need to be Agile.

A Transformation Approach to Flip the Odds of Success.
Agile Change Management Approach.

Transformation Framework.

Interaction of the Different Levels of Technology Is an
Example of Predictive Maintenance

Main Features of Future Organisations.

14
20
22

35
60
62
76
126
131
140

142
170
175
177
178

179
183



This page intentionally left blank



List of Tables

Table 6.1.

Table 6.2.

Table 6.3.
Table 6.4.

Distinctive Characteristics of People Mindset and
Skills for Digital Transformation

Key Factors for CDO’s Roles. How Activities

Are Changing (Old vs. The New Way).

Future of Jobs.

Distinctive Characteristics of a Humanised
Workplace for Digital Transformation

119

124
130

136



This page intentionally left blank



About the Authors

Stefano Bresciani, Ph.D. in Business Administration, is a Full Professor in Innovation
Management and Digital Transformation at the School of Management and
Economics, University of Torino, where he is the Director of the Ph.D. program
in Business and Management. He undertakes research integrated with the
Department of Management of the University of Torino; his main areas of
research include innovation management, knowledge management, international
business and open innovation. He is the Vice President of the EuroMed Research
Business Institute (EMRBI), Director of the Research Center of the Q-Institute,
Chairman of the EMRBI Research Group on ‘Multinational enterprises and
corporate governance’, and Member of the Steering Committee as Representative
for Europe of the Academy of Innovation, Entrepreneurship, and Knowledge.
He has published many refereed journal articles, contributed chapters and books,
and presented papers to conferences on a global basis.

Alberto Ferraris, Ph.D. in Business and Management, is an Associate Professor
at the University of Turin — Department of Management. He obtained the
qualification of Full Professor at the National Scientific Evaluation in Italy
in 2020. He is an Active Member and Research Fellow of the Laboratory for
International and Regional Economics, Graduate School of Economics and
Management, Ural Federal University (Russia), and he is Fellow (F-EMAB) of
the EMRBI. He is the author of many academic and scientific articles published
on international journals and he is in the editorial board and serves as a Guest
Editor for special issues in several prestigious international journals. During the
last years, he got several international awards such as the 2015 Emerald/ EMRBI
Business Research Award for Emerging Researchers’ and the ‘Best Reviewer
Award’ for different conferences as well as for Journal of Intellectual Capital (2018).

Marco Romano, Ph.D., is a Full Professor of Management in Italy and serves
as a Professor in ‘Entrepreneurship and Business Planning’, ‘Digital Innovation
and Transformation Management’, and ‘Marketing’, Department of Economics
and Business, University of Catania. He is a Visiting Professor with Newcastle
Business School at Northumbria University (UK). He has published papers in
leading international journals such as Journal of Technology Transfer, Journal of
Intellectual Capital, and Journal of Knowledge Management. He is currently an
Associate Editor in Journal of Intellectual Capital. He has successfully secured
research funding and is an experienced Principal Investigator leading large-scale



xiv  About the Authors

multi-partner publicly funded research programs at European, national, and
regional levels. He held several leadership positions including President of
Science and Technology Park of Sicily, Board Member of APSTI - Italian
network of scientific and technological parks, General Manager ‘Department
of Economic Development’ Regione Siciliana, and General Manager, Service
Health Emergency 118 in Sicily.

Gabriele Santoro, Ph.D. in Business and Management, is an Assistant Professor
of Business Management at the Department of Management, University of
Turin, Turin, Italy. He has authored/coauthored several papers in international
journals such as Technovation, Technological Forecasting and Social Change,
Small Business Economics, Journal of Technology Transfer, Journal of Knowledge
Management, and Journal of Business Research. He also published two books
on topics related to Open Innovation, and Strategic Management and Business
Modelling. He is currently an Associate Member (AM-EMAB) of the EMRBI
and Member of the Editorial Board of the Journal of Intellectual Capital. He also
works as a Strategy Consultant with small and medium enterprises based in Italy.
Finally, he is the Owner and Member of the Scientific Committee of Progesia (an
Italian consulting firm).



Acknowledgments

We would like to thank all the authors of the numerous articles, books, and
book chapters that have contributed to the digital transformation stream and
related topics. Without their work, we would not have written this book. We
also would like to acknowledge the friendly and supportive role of editorial staff
of Emerald. Last, but not least, we appreciate all our family members for their
encouragement to make this project a success.



This page intentionally left blank



Introduction

Everyone talks about digitalisation nowadays. It is not just a buzzword used to
create a new trend, but a phenomenon that has an immediate and substantial
impact on businesses.

The term ‘digitalisation’ is often replaced by ‘digital transformation” which
is a process requiring an organisational, technical, business model, and culture
change. The term ‘digital transformation’ can take different meanings and can
imply different extents of effort for companies. For this reason, every organisa-
tion needs to establish a strategic approach to the definition of the goals and
objectives, and scopes of application of digitalisation processes.

There are many definitions of digital transformation in the literature. A recent
definition suggests that:

Digital transformation is an ongoing process of strategic renewal
that uses advances in digital technologies to build capabilities that
refresh or replace an organization’s business model, collaborative
approach, and culture. (Warner & Wéger, 2019, p. 19)

As a consequence, we can observe that the transformation does not only con-
cern the technologies implemented by the company, but also strategies, activi-
ties, processes, skills, competencies, revenue models and costs. All these elements
require scholarly attention, providing clear implications on how digitalisation
should be embraced.

Investments in digital technologies are increasing in many sectors. Such invest-
ments allow to build new competitive advantages related to cost reduction,
through increased efficiency, and increased revenues, through the development of
new business models or the development of product innovations.

This book attempts to address this issue by providing a comprehensive and
exhaustive overview that addresses digital transformation in organisations from
multiple angles. In particular, the book offers theoretical and practical insights
on digital transformation in general, shedding light on what it is and why it is
relevant for businesses that aim to be competitive nowadays. It also provides evi-
dences on useful tools for digitalisation (such as social media, cloud technolo-
gies, RFID, IoT machineries, etc.) and how they can be implemented in order to
achieve competitive advantage. Then, the book discusses and presents cases on the
impact of digital transformation in terms of strategic management and business
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models, for example, underlining the changes in value creation, configuration,
and capture. Linked to these, different digital marketing strategies are addressed.
Moreover, the book advances the knowledge on how to adapt the management
of human resources as well as different leadership styles that are more successful.
Implementing digital transformation within companies requires different factors,
not only related to the selection and development of the right 4.0 technologies.
Finally, the book suggests methods for building and supporting an agile organisa-
tion that can leverage digital technologies balancing internal activities and pro-
cesses as well as external resources drawn from stakeholders and ecosystems.

How did we get to this point? It is well known that most of the technologies
available today have been developed in recent decades. In other words, techno-
logical development has undergone exponential growth in recent years. We live in
an era of technological convergence in which many complementary technologies
are being developed for an enabling technology, giving rise to numerous business
process redefinition and business model innovation at the firm level. Despite this,
the technological boom requires new skills, mindsets, and strategic approaches to
companies to avoid resources wasting and losing competitive advantages in an
increasingly dynamic and competitive environment.

The book is structured in nine chapters dealing with different, but linked,
organisational and systemic aspects related to digital transformation.

Chapter 1 aims to introduce the topic of digital transformation and to exam-
ine the strategic aspects of digital transformation, recalling past theories such
as resource-based view, knowledge-based view and dynamic capabilities. Besides,
the chapter offers practical insights on how to formulate a digital strategy and the
challenges of digital transformation.

Chapter 2 sheds light on the so-called technologies 4.0 enabling connection
and integration between people, machines, objects, and systems. Practical exam-
ples are provided to show and discuss how these technologies, along with the large
amount of data generated, are changing production processes, altering value
chains and representing new ways to create value.

Chapter 3 addresses the relationship between digitalisation and business mod-
els, shedding light on how digital technologies can foster successful business mod-
els. To do this, the chapter distinguishes between businesses born in the digital era
(born-digital) and those born before (traditional companies), providing theoreti-
cal and practical insights for both types. The value creation, configuration, and
capture framework is applied and discussed to explore the business model impli-
cations of digitalisation. The cases of Domino’s Pizza, Disney, Apple, and Netflix
are presented to highlight how and why business models should be digitalised.

Chapter 4 discusses new trends in modern marketing and how digital tech-
nologies are reshaping the company—customer relationship along the marketing
funnel. Emphasis is given to the traditional and innovative marketing strategies
such as display advertising, email marketing and search engine marketing and
optimisation.

Chapter 5 turns to the digital leadership, shedding light on how managers
should cultivate a digital and learning culture, and how to face the unknown in
the era of digital innovation. Then, the chapter offers insights on how managers
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could become digital leaders. The main message of this chapter is that digital
transformation is a complex process that requires guidance, culture, orientation,
curiosity, learning, and responsibility.

Chapter 6 explores the human resource management consequences of digi-
talisation. In the digital transformation process within organisations, the human
resources area is mainly involved in improving digital processes and skills to sup-
port the strategy. As a result, human resource managers play a vital role in train-
ing, researching, and selecting people and investments in digital.

Chapter 7 presents the digital opportunities driven by data management. Now-
adays data represents a key asset, a more and more critical resource for business
management, and a vital factor for competitiveness. In this regard, the chapter
illustrates the different phases (intelligence, design, choice, and implementation)
for managing data and transforming it into useful knowledge.

Chapter 8 looks at the reality of digital ecosystems, which are growing, thriv-
ing, and creating tremendous opportunities for businesses, individuals, and
society at large nowadays. Digital ecosystems represent a collective of firms inter-
linked by a common interest in the prosperity of digital technology for material-
ising their product or service innovation. This view somehow contrasts Porter’s
view of competition, suggesting that building a powerful ecosystem is better than
building a competitive advantage, as the latter is easy to lose. Thus, the chapter
sheds light on the types of digital ecosystems and the dynamics that govern these
complex systems. The Apple and Microsoft cases are discussed to explain why
and how an ecosystem vision is crucial to thriving in the platform business.

Chapter 9 concludes the book by emphasising that digitalisation requires agil-
ity. Starting from the assumption that organisations live in a world characterised
by volatility, uncertainty, complexity, and ambiguity (VUCA), the chapter indi-
cates the path towards an agile transformation. To reach this goal, several practi-
cal frameworks are presented and discussed.

In conclusion, this book is not meant to be a definitive answer to digital
transformation questions, but rather a guide to digital transformation in today’s
VUCA world. No one knows what will happen tomorrow. However, being ready
for what is happening today is a good start.

References

Warner, K. S., & Wiger, M. (2019). Building dynamic capabilities for digital transformation:
An ongoing process of strategic renewal. Long Range Planning, 52(3), 326-349.
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Chapter 1

Building a Digital Transformation
Strategy

1.1. Strategy and Digitalisation: An Introduction

We live in the digital age, a revolution that impacts people, groups, and
organisations. Such a paradigm shift is influencing companies and the way they
do business. Integrating and exploiting new digital technologies is one of the big-
gest challenges that companies currently face (Heavin & Power, 2018).

Overall, new digital technologies offer the opportunity to transform processes
and activities to create more value and sustain competitiveness (Majchrzak,
Markus, & Wareham, 2016). All sectors and types of organisations are some-
how and to a different extent, influenced by new technologies, such as mobile
devices, social media, analytics, and the cloud, which offer exciting opportunities
and challenges. New technologies are developed every year. Someone describes
them dividing between primary (e.g. mobile, social, cloud, Big Data, and 10T)
and secondary or emerging (e.g. 3D printing, wearables, virtual and augmented
reality, artificial intelligence (AI), drones and robotics, and deep learning algo-
rithms) (Spremic, 2017).

In recent years, firms in almost all industries have conducted several initia-
tives to explore those mentioned above new digital technologies and exploit their
benefits. This frequently involves transformations of crucial business operations
and affects products and processes, as well as organisational structures and man-
agement practices. Companies need to establish management practices to govern
these complex transformations. In this regard, a necessary approach is to for-
mulate a digital transformation strategy to integrate the complete coordination,
prioritisation, and implementation of a digital transformation within an organi-
sation (Matt, Hess, & Benlian, 2015).

The exploitation and integration of digital technologies often affect large parts
of companies and even go beyond their borders by impacting products, busi-
ness processes, sales channels, supply chains, and sometimes entire industries.
Potential benefits of digitalisation are manifold and include increases in sales or
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productivity, innovations in value creation, as well as novel forms of interaction
with customers, among others. As a result, business models can be reshaped or
replaced (Downes & Nunes, 2013).

Thus, as anticipated, the process of using new digital technologies has been
recently called ‘digital transformation’ in the literature and by practitioners.
However, what is a digital transformation? In order to fully understand its mean-
ing, it is necessary to understand the difference between three distinct but inter-
related concepts: digitisation, digitalisation, and digital transformation (Verhoef
et al., 2019):

e Digitisation: Integrating digital technologies within existing tasks. In other
words, it could be considered the process of converting information from a
physical format to a digital one. Examples are converting a VHS cassette to a
Blu-Ray disc; scanning a paper document; and saving as a PDF.

e Digitalisation: Using digital technologies to alter existing business processes
and to create and capture more value. It converts processes to be more efficient,
productive, and profitable. Examples could be saving a company’s document in
a cloud instead of local folds and hard drive; allowing people to get access to a
vast amount of data in real-time; or introducing an IoT machinery in produc-
tion processes.

e Digital transformation: It is the transformation of business activities, processes,
products, and models to exploit the opportunities of digital technologies fully.
It profoundly affects the way of creating and capturing value, engendering the
development of new business models. In other words, it leverages digitalisation
to reshape and innovate the current business model. Examples could be collect-
ing data from clients, analyse it, offering new products/services according to
their needs; introducing an IoT machinery in production processes, and chang-
ing the production patterns in such a way to increase efficiency and efficacy.

Therefore, digital transformation can be defined as the process through which
companies converge multiple new digital technologies, enhanced with ubiquitous
connectivity, to reach superior performance and sustained competitive advantage,
by transforming multiple business dimensions, including the business model, the
customer experience (comprising digitally enabled products and services) and
operations (comprising processes and decision-making), and simultaneously
impacting people (including skills talent and culture) and networks (including the
entire value system). This is in line with the recent definition provided by Warner
and Wiger (2019, p. 19), which stated that:

Digital transformation is an ongoing process of strategic renewal
that uses advances in digital technologies to build capabilities that
refresh or replace an organization’s business model, collaborative
approach, and culture.

Therefore, digital transformation can be comprehended as a continuous pro-
cess of climbing the scale of digital maturity by employing digital and other
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technologies and organisational practices to create a digital culture and find new
sources of value (Ivanci¢, Vuksi¢, & Spremié, 2019). This maturity will enable
the company to provide better services, gain a competitive advantage, and effec-
tively respond to actions in a complex environment. Ultimately, companies that
successfully employ digital transformation enjoy better returns on their assets
and are generally more profitable (Westerman, Tannou, Bonnet, Ferraris, &
McAfee, 2012).

Not everything will be different in the digital world, and not all should embrace
digital strategies in the same way. Large traditional companies can face the com-
petition of innovative digital start-ups by approaching an agile transformation.
As such, the digital transformation is something happening in both traditional
and high-tech companies, to a different extent. In this context, traditional com-
panies are players belonging to industries such as automotive, retail, and financial
services. Threatened by the digital economy they are at risk if they cannot change
their business models and activities according to the digitised world. Unlike
digital companies such as Amazon, Airbnb, and Google, traditional companies
sometimes do not have the competencies, skills, and resources to quickly embrace
a digital transformation strategy. As such, the paradigm shift is more problematic
for them.

For this reason, they need a clear and agile strategy, integrating informa-
tion systems and business strategy analysis. As a result, a digital transforma-
tion strategy aims to coordinate, prioritise, and implement a traditional firm’s
adaptation, to manage its journey to achieve the desired future state of being
in a digital competitive world (Matt et al., 2015). The digital transformation
strategy does not involve just the implementation of digital resources. However,
it involves adapting critical structural and organisational aspects, the use of
advanced information technologies (IT), and the improvement of the current
business models.

Therefore, as we will explore during the next sections and chapters, a digital
transformation should consist of a planned strategy. This strategy will need to
define in which areas the transformation will take place, how it will take place,
what resources will be used, and the timeline of the transformation. A digital
strategy, thus, involves both the IT and business strategies. Consequently, digi-
tal strategy is inherently transfunctional, as IT is pervasive in functions such
as operations and marketing. Hence, it is reasonable to infer that a fusion of
business and IT strategy composes the digital strategy. This contrasts the tra-
ditional view of IT as a ‘functional level strategy that must be aligned with the
firm’s business strategy’ (Bharadwaj, El Sawy, Pavlou, & Venkatraman, 2013,
p- 472). In other words, there is no longer a distinction between the two strategies.
In practical terms, the emergent digital strategy is both business centric and
technology oriented in the sense that both market logic and new technologies
can drive the company to pursue a new strategy with new dynamics, goals, objec-
tives, and investments.

A strategy is defined as a synonym of policies, objectives, tactics, goals, and
programs, by strategic management theories. More specifically, Miller and Dess
(1996) defined strategy as a set of plans or decisions to help organisations achieve
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their objectives. Porter (1996) defined strategy as performing different activi-
ties to those performed by rivals or performing the same activities differently.
Wright, Kroll, and Parnell (1997) defined strategy as the set top management
plans to achieve results consistent with the organisational mission and objectives.
Mintzberg, Ahlstrand, and Lampel (1998) defined strategy as the mediating force
between the organisation and its surroundings, focussing on decisions and actions
that come naturally.

Therefore, while it is agreed that strategy concerns all the actions and deci-
sions to achieve objectives, digital strategy can be defined as an ‘... organi-
zational strategy formulated and executed by leveraging digital resources to
create differential value’ (Bharadwaj et al., 2013, p. 472). Furthermore, a digital
transformation strategy seeks to provide insights into how such an organisa-
tion-wide digital strategy might be developed and implemented (Hess et al.,
2016; Matt et al., 2015). For these reasons, it is possible to assume that the digi-
tal transformation strategy does not replace any former strategy but will need
to be aligned with them. In reality, organisations pursue one of the follow-
ing two options: (1) develop an explicit digital transformation strategy or (2)
develop a business strategy that incorporates components regarding invest-
ments in digital tools.

Why do companies need a digital strategy? Because the digital transforma-
tion process should be managed as a strategic approach if the company wants
to achieve the expected results. As such, sharing a common digital vision is
a vital factor for the successful outcome of digital transformation endeav-
ours. Still, every company develops its strategy according to its own needs
and the stage of its digital transformation process. A digital transformation
strategy signposts the way towards digital transformation and guides manag-
ers through the transformation process resulting from integrating and using
digital technologies.

Despite the great interest in this topic and its importance from a manage-
rial perspective, how to embrace digital transformation is still not entirely clear.
Moreover, digital transformation is different from traditional forms of strategic
changes in a way that digital technologies have increased the speed of change
processes, resulting in an environment that is much more volatile, uncertain,
complex, and ambiguous. This means that elements such as vision, mission,
values, goals, objectives, resources implemented should be analysed and revised
more often in a digital context. Besides, even in traditional industries, aspira-
tions are very high, and executives would succeed in digital transformation by
developing new offerings and changing their companies’ business models. How-
ever, a McKinsey’s survey suggests that less than 30% of companies succeed in
this challenge and even less in traditional industries such as oil and gas, automo-
tive, infrastructure, and pharmaceuticals (McKinsey & Company, 2019). This is
because the evolution of digital technology offers great opportunities and chal-
lenges for companies and institutions. Facing these challenges and seizing the
digital opportunities is far from easy, as digitalisation touches every aspect of
an organisation and requires an unprecedented effort to coordinate people, pro-
cesses, and technologies. Precisely for this reason, digital transformation must
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