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Resumé 

Formål 

Dette studie har til formål at undersøge hvordan teknologisk drevne organisatoriske 

ændringer kan styres og forankres succesfuldt i en given organisation. Her er formålet at 

opnå en holistisk forståelse af de implikationer der indgår i denne type forandring, både fra 

et teknologisk, kulturelt og forandringsledelsesperspektiv.  

Metode 

I studiets undersøgelses design indgår først og fremmest udformningen af en 

forandringsledelses model baseret på eksisterende litteratur indenfor de tre hovedområder: 

digital transformation, organisationskultur og forandringsledelse. Denne model er 

efterfølgende blevet forsøgt verificeret på baggrund af kvalitative data fra fem udførte 

interviews med virksomheder.  

Resultater 

På baggrund af eksisterende litteratur blev en seks-trins model for ledelse af teknologisk 

drevne organisatoriske ændringer udformet. Modellens seks trin blev til en overbevisende 

grad verificeret på baggrund af de fem udførte interviews. Ydermere blev enkelte pointer 

tilføjet på baggrund af interview data. 

Konklusion 

Dette studie konkluderer at teknologisk drevne organisatoriske ændringer på effektiv vis kan 

ledes ud fra den udformede seks-trins model. Her kan det konkluderes at organisations 

kultur har en afgørende rolle i transformationsprocessen og i den efterfølgende forankring. I 

denne forbindelse er det dermed vigtigt at denne type forandring ophøjes til et strategisk 

niveau udover de teknologiske overvejelser. 

Temaer 

Digital transformation, organisations kultur, forandringsledelse.  
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1. Introduction 

“In the new world it is not the big fish which eats the small fish, it’s the fast fish which eats 

the slow fish” (Schwab, 2015). 

Technology today is constantly evolving at an incredible pace. In the world of business, this 

means that companies must constantly look out for new technologies and be ready to 

adapt, if they want to stay competitive (BCG, 2020). New technology has the capacity to 

disrupt entire industries and, in this sense, change the rules of the game. Digital 

transformation does however not necessarily mean adopting new and radical technologies 

in the attempt to disrupt industries. Transforming digitally is also necessary to keep up with 

technological improvements and live up to industry standards (BCG, 2020). 

The process of digital transformation and the implications that it has goes way beyond the 

technology itself, as it impacts many different aspects of the organization. Digital technology 

is what enables the transformation, but it is not enough to drive change on its own. In 

today’s increasingly digitalized world, companies must have several IT systems in place, 

simply just to operate as business. Together, these systems are what makes the operational 

backbone of a company (Ross, Mocker, & Beath, 2019). The operational backbone must 

ensure that operations are reliable and efficient. These are systems that are commonly 

known as enterprise IT systems and include traditional systems, such as customer 

relationship management (CRM) and enterprise resource planning (ERP) systems. 

Large scale digital transformations such as the implementation of a new enterprise system 

that supports core business functions, brings with it several challenges for the organization. 

Transforming digitally will have a number of consequences for the organizational processes, 

structures and culture (Markus, 2004). As a result, it is important that the organization 

manages these changes throughout the process of digital transformation. Put in an 

organizational perspective, change management related to digital transformation must 

ensure that new processes are accepted and adopted by the affected parties. Without 

managing change on the organizational level, digital transformation is likely to not yield the 

expected results, as it impacts many different properties of the organization beyond the IT. 

In the context of digital transformation, it is important that change management is not 
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ignored. Moreover, the ever-changing nature of digital technologies requires that change 

management theories and concepts are continuously adapted in their application. 

1.1 Research Question 

To explore the implications of managing large scale digital transformations in today’s world 

of business, the research question below will be answered. 

How can organizational changes driven by digital transformation be managed and 

sustained through organizational culture? 

1.2 Intended Audience 

The intended audience of this thesis is the censor, supervisor, researchers, and other 

students with an interest in the fields of digital transformation, organizational culture and 

change management. Additionally, conclusions drawn from this thesis are relevant for 

professionals working in cross functional teams and practitioners leading digital 

transformation efforts in organizations. By combining three overall theoretical fields, this 

thesis contributes with new perspectives on the leadership implications for managing digital 

transformation in the context of organizational culture. 

1.3 Thesis Motivation 

The following section will give a brief introduction to my personal motivation for exploring 

the topic of digital transformation in this thesis, based on the experiences I have made both 

professionally and academically over the last few years. 

Throughout my last five years of studies, organizational culture has been a central part of 

many courses. However, during my recent minor in digital business development, I found 

that the cultural aspect was often neglected in literature on digital development and 

transformation. My professional experience over the last two years as a digital consultant, 

working with the implementation of enterprise IT systems has showed me that large scale 

digital transformations often fail, due to other factors beyond the IT. Technology and digital 

transformation have the capacity to enable organizational change across various functions. 

However, careful consideration must go into planning the change initiative while 

acknowledging the cultural aspects, which may create blockers or resistance to change. I 

believe that by combining existing literature within digital transformation, organizational 

culture and change management, it is possible to close the gap that exist between these 



Matthias Theodor Schmitz Master’s Thesis Cand.merc. (kom) 

6 
 

topics. Hereby creating some guiding principles for successfully managing digital 

transformation efforts, while sustaining changes on both the IT and organizational level 

through culture. 

2. Methodology 

This chapter will go through the methodological approach of this thesis. This will be 

regarding the research design, the scope and delimitation and the philosophy of science 

which is applied. Moreover, the approach and thought process towards selecting and 

combining theoretical fields will be described. Finally, this chapter will outline the process of 

gathering empirical data, which consists of interview data acquired through a series of 

interviews. 

2.1 Research Design 

To answer the problem statement of this thesis, a conceptual model for managing 

technology-driven change will be developed. The development of the model will be built on 

relevant literature and research within the three theoretical fields of digital transformation, 

organizational culture and change management. Existing literature will be identified and 

chosen, based on their relevancy for answering the problem statement of this thesis. The 

theoretical framework is developed with the goal of formulating a model built on crucial 

points and assumptions within the literature. To test and verify the model, several 

interviews will be conducted with organizations that have recently undergone a major 

digital transformation process. Additionally, interviews will be conducted with digital change 

management consulting specialists. The developed model will then be verified by testing it 

against interview data in order to conclude on its applicability, based on real world 

examples. Finally, the practical implications of the model will be discussed and how 

potential limitations of the research design and data impacts the final conclusion. 

This thesis is structured on one overall problem statement which is: How can organizational 

changes driven by digital transformation be managed and sustained through organizational 

culture? Initially, three sub questions acted as an extension of the overall question in guiding 

the direction for this thesis. These three sub questions were centred around exploring each 

of the three theoretical fields on digital transformation, organizational culture and change 

management. However, the three sub questions were excluded, as they were in essence 
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already integrated in the overall problem statement. Moreover, the research design with 

the final goal of developing and verifying a conceptual model does not support the 

relevancy of having additional sub questions. This is since the analysis section serves as a 

singular approach to test and verify the model, which in itself provides the conclusion to the 

overall problem statement. The three initial sub questions are outlined below. 

1. How can technology driven organizational change be managed? 

2. How does organizational culture impact the process of digital transformation? 

3. How to can organizational changes driven by technology be successfully anchored in 

organizational culture? 

2.2 Scope and Delimitation 

The purpose of this thesis is to answer the problem statement through the development of 

a step-by-step model, for a best practice approach to managing technology-driven 

organizational change. The model will be built on existing literature within the three 

theoretical fields of digital transformation, organizational culture and change management. 

As a result, the scope of this thesis is limited with the consideration to the three fields 

mentioned. This means that the thesis results are targeted at developing a high-level model, 

for managing a certain type of organizational change. Results are not aimed at explaining 

the specific role of IT management, with respect to certain types of software. Moreover, 

results are also not targeted at explaining project management methodologies on a granular 

and specific level. The applicability of the model will be tested and verified through 

qualitative interview data and will abstain from using quantitative methods. This decision is 

based on the limited access to relevant quantitative data and the timeframe of this study. 

The data collection of this study is purposely limited to large scale digital transformations 

with cross functional impacts, this must be acknowledged when verifying the applicability of 

the developed model and its results. 

2.3 Philosophy of Science 

The research in this thesis has been conducted with a social constructionist approach, both 

in the interpretation of theory and in the analysis of empirical data. This means that we 

must question the possibility of a neutral observation language and dismiss the claim of 

scientific objectivity (Clark & Johnson, 2006). The following section will briefly explain the 
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social constructionist point of view and the implications that it has, for the development and 

conclusion of this thesis.  

There are several different directions within social constructionism. However, they all 

perceive knowledge as being constructed in a social context. It takes the view that 

“knowledge in some area is the product of our social practices and institutions, or of the 

interactions and negotiations between relevant social groups’’ Gasper, 1999, p. 855, in 

(Young & Collin, 2004). As a result, social constructionism is not searching for an objective 

truth, but rather to find how the knowledge of reality is constructed. The ontology of social 

constructionism is relativistic, in the sense that reality is based on constructions influenced 

by interactions, in the specific context (Clark & Johnson, 2006). The epistemology entails a 

subjective approach to knowledge creation, as it is created through social transactions. As a 

result, there is an emphasis on the importance of language in constituting reality in the ways 

it exists in interactions, processes and social practices (Young & Collin, 2004). 

By approaching the topic of digital transformation with a social constructionist approach, 

this thesis acknowledges that it exists as a social phenom that can be explored. Moreover, it 

is with the consideration that there is already existing literature and knowledge in the field 

of digital transformation, in addition to organizational culture and change management. It is 

accepted that the existing theory that provides the baseline of knowledge for this thesis, is a 

social construction produced through other researchers. The results and conclusions drawn 

from this thesis does not constitute what can be perceived as a final solution or theory. 

Instead, the social constructionist approach means that the conclusions from this thesis 

should be interpreted, used and tested in relation to the given context. 

2.4 Relevance of Theoretical Fields 

This section aims to outline the relevancy of combining the three theoretical fields that are 

used as a frame for this thesis. This thesis is built on theory from the three overall fields of 

research: digital transformation, organizational culture and change management. 

Combining these three areas of research in this thesis, is done with the intent to expand the 

understanding of the implications for digital transformation, beyond the focus of just the IT. 

As with any major changes to an organization, digital transformation has a collateral effect 

on both the people and processes across the organization. When trying to gain an 
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understanding of how digital transformation may be managed successfully, traditional 

theories within change management such as Kotter’s (Kotter, 2012) eight step model for 

leading change, presents a useful framework. However, when applying change management 

theory to the concept of digital transformation, it is important to consider how the 

characteristics of technology affect the process of implementing change. Technology has the 

potential to yield great organizational benefits by increasing productivity and agility. 

Additionally, the implementation of technology in a digital transformation context, has the 

potential to simultaneously enable organizational change across the organization. Markus 

(Markus, 2004) proposes the concept of technology-driven organizational change as 

technochange. The collateral impact of technochange to existing organizational properties, 

underlines the importance of approaching digital transformation as a business initiative, 

rather than just an IT project. As with any change initiative, the potential for successful 

digital transformation is also impacted by the culture that exists within the organization. 

Latta (Latta, 2009) suggests that the potential impact of organizational culture is different, 

throughout each stage of a change process. Acknowledging that cultural impacts may differ 

at each stage, means that digital transformation initiatives must continuously consider 

organizational culture before, during and after the implementation process.  

When talking about digital transformation, there are some obvious interrelations between 

change management and organizational culture. However, these relationships are typically 

not considered within the individual fields. To utilize existing literature within change 

management effectively in a digital transformation context, we must acknowledge the 

correlation between the theoretical fields. To understand the implications for technology 

driven change, we must first and foremost gain an understanding of how digital 

transformation impacts the organization. Additionally, theory on organizational culture such 

as Schein (Schein, 2017), helps us build a deeper understanding of how both the 

technological and organizational changes may be implemented and sustained long term. 

2.5 Data collection 

Five interviews have been conducted to act as the empirical base of data for this thesis. The 

decision to focus on obtaining qualitative interview data, was done with the purpose of 

acquiring rich descriptions of large-scale digital transformations, based on real world 

examples. Additionally, interview data was obtained with the goal of attempting to verify 
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the developed model, which has the purpose of answering the problem statement of this 

thesis. 

Questions were aimed at unfolding the digital transformation journey of three different 

Danish companies, all operating within different industries. Moreover, two interviews with 

digital transformation consultants were aimed at testing the applicability of the conceptual 

model that was developed in the context of this thesis. The questions were all centred 

around the three overall topics that guide the direction for this thesis: digital 

transformation, organizational culture, and change management.  

Interviews were semi-structured in the attempt to seek and obtain rich descriptions of the 

given process of transformation, leaving open the possibility for changes to the sequencing 

of questions and the exploration of additional topics (Kvale, 2008). When analysing 

interview data, statements were colour coded thematically, based on whether they 

supported the different steps of the developed model. Colour coding provided a better 

overview of interview data and how it applied to the different steps, when attempting to 

verify the model. Interviews were conducted over a period of roughly three weeks. All the 

interviews with the three companies follow a similar structure, with the same overall 

research questions. However, the interview questions were slightly adapted after each 

interview session. Here additional questions were added as the interviews acted as a 

process of discovering the most efficient ways of gathering information, in the specific 

interview setting. 

Interview results have been optimized by following the seven practical phases of the 

interview process (Kvale, 2008). The seven stages concern the entire process before, during 

and after the actual interviews take place. To keep this section brief and concise, each 

individual step will not be described in depth. Instead, a visual representation of how the 

seven stages have been reflected in the context of conducting interviews in this thesis, is 

provided in figure 2. 

2.6 Interviewees 

To form the empirical base for this thesis, three interviewees from three large Danish 

companies were included. All three companies were chosen because they recently went 

through a major digital transformation initiative. All companies went live with a new 
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customer relationship management (CRM) system, as a part of transforming their enterprise 

IT systems. All three companies were identified and contacted based on online blog posts, 

concerning their digital transformation journey. By reaching out to these companies, key 

persons of interest were identified with responsibility of managing the digital 

transformation initiative. The three companies are Arbejdernes Landsbank (AL), Alm. Brand 

and Søstrene Grene. Additionally, a managing partner from the consultancy ChangePeople, 

specializing in change management related to digital transformation was interviewed. This 

person was interviewed to gain a broader perspective, based on experiences from her 

involvement in countless change initiatives. Finally, a digital change management specialist 

from the large global digital consultancy, Wipro, was interviewed. This last interview was 

conducted with the goal of presenting and testing the applicability of the model for 

managing technology-driven organizational change, that was developed as a result of this 

thesis. The three companies and the two consultancies will be presented in further detail in 

the analysis chapter. In each interview, all five interviewees provided verbal consent for the 

interviews to be recorded and quoted in this thesis. All five interview guides and transcribed 

interviews can be found in the appendix. 
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Figure 1: The seven stages of an interview inquiry (Kvale, 2008). 

 

2.7 Developing the Theoretical Framework 

This section will argue for the combination of specific theory and literature chosen for the 

theoretical framework of this thesis. Additionally, the path of identifying and applying 

existing literature to the problem statement of this thesis will be described. The theoretical 

framework for this thesis consists of theory and literature, within the three fields of digital 
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transformation, organizational culture and change management. The theory being applied 

within these three fields will also be discussed, in the context of the social constructionist 

approach of this thesis. This will be done to underline how existing theory is interpreted in 

its application, throughout the thesis. 

2.7.1 Theory on Digital Transformation 

Three overall theories have been included to gain an understanding of digital 

transformation as a concept. A vast amount of existing literature on digital transformation 

incorporates the change management aspect, of successfully driving digital transformation. 

Several existing models for managing change exist within the field of digital transformation 

(Bygstad et al., 2020; Endres et al., 2020; Cennamo et al. 2020). However, a common factor 

for these existing models, is that they do not approach digital transformation with a holistic 

approach to the many potential factors impacting change. Instead, the focus is typically on 

the technology and business processes. In relation to the problem statement of this thesis, 

the goal is to explore the implications that digital transformations have on the 

organizational level, looking beyond just the IT aspect. Here Markus’ (Markus, 2004) notion 

of technochange, as a term for technology-driven organizational change is useful. It helps 

bridge the gap between change management in a greater organizational context and digital 

transformation. Applying Jackson et al.’s (Jackson & Philip, 2010) three perspectives on the 

relationship between culture and technology, is done with the intention to put 

technochange in a cultural context. Finally, Mugge et al.’s (Mugge, Abbu, Michaelis, 

Kwiatkowski, & Gerhard, 2020) levels of organizational maturity for digital transformation, 

provides a model for understanding when and how digital transformation may be initiated. 

Thereby we take the first steps in bridging the gap between digital transformation, 

organizational culture and change management, by taking an outlook in the digital 

transformation field of literature. 

In relation to the social constructionist approach of this thesis, we must also be conscious of 

how the authors of included literature, view the construction of reality and to which degree 

they seek an objective truth. Jackson et al. view organizational culture built on the premise 

that culture “explores the different cognitive modes through which people interpret, act out 

or understand their social world” (Jackson & Philip, 2010, p. 447). Markus does not explicitly 

mention how organizational culture is constructed and exists but does provide a brief 
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definition of the concept as: “Organizational culture can be defined as the “way we do 

things around here”” (Markus, 2004, p. 15). Similar for the way these authors approach the 

concept of organizational culture, is that it is socially constructed within both the individual 

and the group context. This means that in the process of engaging in technochange, there is 

no final and objective best practice approach. This consequence is also reflected in the 

CMMI model for digital maturity (Mugge, Abbu, Michaelis, Kwiatkowski, & Gerhard, 2020), 

also presented in this paper. The CMMI model states that cultural tendencies reflect how 

digital transformation may be initiated. As a result, we must acknowledge that any 

recommendations and conclusions drawn from this thesis, must be applied to digital 

transformation in the context of the organizational culture in which it exists. 

2.7.2 Theory on organizational culture 

For the further development of organizational culture as a concept, Schein’s (Schein, 2017) 

definitions on organizational culture are included to gain a deeper knowledge, of how it may 

interact with the process of digital transformation. In accordance with the social 

constructionist approach of this thesis, Schein views culture as the accumulated shared 

learning of a group (Schein, 2017). In that sense, culture is created and integrated in the 

social process of learning. Culture does not exist as a physical and stable element within the 

organization but is created and transformed in the social context. While acknowledging that 

culture is not a stable element, but something that is transformed in the social context, 

Schein believes that culture is not easily modified (Schein, 2017). The ontology of culture is 

according to Schein’s view constructed socially, as it is the result of the social process of 

learning. However, Schein’s epistemology is objective, in the sense that he does in fact 

argue, that it is possible for the researcher to discover a somewhat objective truth 

concerning the culture of an organization, by studying it closely (Schein, 2017). With this in 

mind, he does however also propose that knowledge of culture will be influenced by the 

preconceptions of the researcher. It is a conscious decision to include Schein’s definitions of 

culture, as the overall guiding theory for the further development of the knowledge 

framework of this thesis. As a result, we must also be conscious of how Schein views culture 

as a phenomenon and how it can be investigated. This impacts the way we can apply 

knowledge of organizational culture, in the context of digital transformation and change 

management. By viewing organizational culture as socially constructed, we must be 
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conscious of how the resulting recommendations and conclusions from this thesis, may be 

applied. Here it important that the approach is always context specific. According to Schein 

we can gain objective knowledge of organizational culture, but this knowledge is still a 

socially constructed process of learning that exists in the context in which it is investigated. 

2.7.3 Theory on change management 

To explore the change management aspect of digital transformation, one overall model 

within the field of change management has been included in the knowledge framework of 

this thesis. Kotter’s eight step model for managing change was first published in 1995 

(Kotter, 2012), however it still serves as a highly relevant model for understanding the 

implications of organizational change, even in today’s rapidly evolving business 

environment. Kotter’s eight step model is useful for our approach to the problem statement 

and in helping to close the gaps between our three theoretical fields of digital 

transformation, organizational culture and change management. The model provides a step-

by-step apporach for change, which combined with our knowledge of digital transformation, 

provides a tangible approach for managing change in a digital context. Moreover, Kotter’s 

eight step model considers the impact of organizational culture, both in enabling and 

sustaining change. 

As with any theory and literature included in this thesis, me must be conscious of how 

Kotter views both change and culture, when applying it in the context of this thesis. In his 

definition of culture, Kotter shares a similar view with Schein (Schein, 2017). Kotter defines 

culture as: “Culture refers to norms of behavior and shared values among a group of people” 

(Kotter, 2012, p. 156). Here norms of behaviour are referred to as ways of acting, within a 

group that continues to exist if they are taught to new members. In this sense, Kotter’s view 

on culture is aligned with Schein’s as a social process of learning.  Once again, organizational 

culture is according to Kotter viewed as a socially constructed process of learning, in 

accordance with a social constructionist point of view. Kotter’s view on organizational 

change, also impacts how we may apply his eight-step model in this thesis. Large 

organizational transformations can impact the organization across many business units. 

However, how the impact of change is perceived, tends to be socially constructed according 

to Kotter. Here, it is individual experiences and beliefs and the culture of the specific group 
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that impacts potential resistance or acceptance of change initiatives and how change is 

anchored in the organization (Kotter, 2012). 

The figure below, shows a visual representation of the theoretical framework of this thesis 

and the practical relationships between each theoretical field. Furthermore, it shows the 

implications of managing change in the intersection of each theoretical field. 

 

Figure 2: Theoretical Framework Venn Diagram (own creation) 

3. Literature Review 

The following chapter will review existing literature within the three fields of digital 

transformation, organizational culture and change management. When reviewing literature 

within each of the three fields, an introduction to relevant research will first and foremost 

be provided. Thereafter literature will be identified and reviewed, on which the theoretical 

framework of this thesis will be built to answer the problem statement. The literature 

review has resulted in the conceptualization and development of the 6-step model for 
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managing technology-driven organizational change. The model is visualized in its simplified 

form below in figure 3. The development of the model and the implications of each step will 

be described in further detail, in the final section of the literature review. Furthermore, the 

model is visualized in its full form in figure 6, which is also presented in the final section of 

the literature review. 

Figure 3: The 6-step model for managing technology-driven organizational change (own 

creation) 

3.1 Introduction to Relevant Research within Digital Transformation 

As the nature of technology is rapidly evolving, so is theory and research concerning digital 

transformation. The increasing dependency on technology to ensure operational efficiency 

across all industries, means that new research is published at a rapid pace. Early studies 

within digital transformation, have argued that the process of transforming digitally, must 

be done with the goal of aligning IT strategies and implementations, with existing business 

objectives and processes (Brown & Magill, 1994). More recent research and literature, has 

to an increasing degree made the argument that digital transformation shapes business 

strategy and drives organizational change, thus challenging the traditional alignment view 

(Venkatraman, Bharadwaj, El Sawy, & Pavlou, 2013). In this sense, research makes the case 

of rethinking the role of IT strategy from functionally aligned with the business strategy, to a 

strategy that reflects a fusion between the IT and business strategy. The changing view in 

literature on digital transformation, reflects the changing and increasingly important role of 

technology in general. Digital disruption means that organizations must constantly monitor 

their industry and respond to the changes in technology (Gartner, 2017). The ability to 

successfully engage with disruption, can for an organization make the difference between 

long term success or failure. The fact that technology today has the capacity to disrupt 

entire industries, corresponds with the emerging view in literature, that Business strategy 

and IT strategy are becoming increasingly interdependent.  
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The dependency between IT and busines strategy has been introduced in the literature 

through the notion of technochange, meaning technology enabled organizational change 

(Markus, 2004). Research on technochange provides useful insights into how technology can 

be used to shape business strategy, in a digital transformation context. The notion of 

technochange will be explored further in this thesis, as it reflects the more recent views on 

business and IT strategy fusion, within digital transformation research.  

3.1.1 Using Technology as a Driver for Organizational Change 

As the theoretical starting point for developing an understanding of the relationship 

between digital transformation and organizational change, Markus’ (Markus, 2004) notion 

of technochange will be applied. In the light of the problem statement for this thesis, we 

must first and foremost account for how digital transformation may enable and drive 

organizational change. This knowledge will allow for the further elaboration on 

organizational change driven by digital transformation and the role of culture, in managing 

these changes. The following section will account for the characteristics of technochange 

and how it relates to the concept of digital transformation. 

There are many ways to think about digital transformation and the impact on the 

organization is likely to be related to the scale of the project. Simple upgrades to existing 

systems and processes, if done correctly, are typically not likely to affect the way end users 

work. These kinds of small incremental changes to IT, may however still provide significant 

payoffs for organizational efficiency and productivity. However, when completely new uses 

of IT are implemented, existing organizational processes and procedures are likely to be 

disrupted and may impact both customers, employees, and other stakeholders (Markus, 

2004). These large-scale organization wide implementations of new systems often brings 

with it, both high-risk but also high-reward potential for the organization. Markus defines 

the consequences for organizational change, created by such projects as technochange 

(technology-driven organizational change) (Markus, 2004). 

Because of the wide range of implications that technochange has for the organization, 

Markus suggests that such projects must be approached as a business initiative, rather than 

just an IT project (Markus, 2004). In this sense, new technology and digital transformation, 

may be used as a catalyst for organizational change at the same time. This could mean 
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adapting existing processes around procurement, to enable increased effectiveness of a 

new enterprise resource planning (ERP) system. By adapting such processes, IT is not simply 

built around the existing business, instead the business is shaped with the technology in 

mind. The benefits of technochange, comes from the changes to the organization that 

exploit the possibilities of IT, rather than simply fitting IT to the existing organizational 

structures. 

Technochange or in other words, using technology to drive organizational change, may be 

used successfully as a deliberate strategy for some organizations. One reason for using 

technochange this way, is that some organizational changes, simply are not possible without 

IT (Markus, 2004). One example of this could be the wish to improve sales processes and the 

overview of customer relationships, on a centralized platform. The solution could in this 

example be to look at the available technology and implement a new customer relationship 

management (CRM) system as a centralized platform. Using IT to solve such a requirement, 

could at the same time drive organizational change to existing sales processes and job 

functions. 

Another reason for using technochange to trigger organizational change, is that largescale 

cross-functional change, without an IT focus will not work in some organizational cultures 

(Markus, 2004). Initiating and getting the required support for change, across the entire 

organization is difficult if existing culture and structures are rigid. In this sense an 

implementation of a new IT system affecting the organization across several functions 

forces organizational change, as the initiative would require the support and collaboration 

of all business units (Markus, 2004). The effort to implement a new system may be kicked 

off as an IT project, while eventually turning into technochange once it becomes apparent 

that the IT alone, will not achieve the desired results. In this sense, technochange may be an 

intentional strategic choice to guide organizational change, or it may be an unintentional 

outcome. 

Technochange works as a hybrid between traditional IT projects and organizational change 

programs. Hence, the key factor for successfully engaging in technochange, is that there is 

tight coordination between business units. Moreover, efforts between the people involved 

in organizational change programs and the IT project in question needs to be aligned 

throughout the process (Markus, 2004). 
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3.1.2 Technology-driven Organizational Change 

Following Markus’ (Markus, 2004) notion of technochange and the potential impacts that 

digital transformation has on the organization as a whole, it is relevant to further explore 

the different perspectives for understanding technochange. In order to apply the concept of 

technochange to the problem statement of this thesis, we must also explore the 

implications of organizational culture in this regard. To gain a deeper understanding of the 

relationship between organizational culture and technological change, Jackson and Philip 

(Jackson & Philip, 2010) propose three different perspectives. These three perspectives 

focus on either technology, culture, or a dualistic focus considering both. Acknowledging the 

different perspectives for the management of technochange, allows us to understand the 

salience of both technology and culture as determining success factors.  

When understanding the relationship between technochange management and 

organizational culture, Jackson and Philip (Jackson & Philip, 2010) propose three different 

perspectives: Technological determinism, cultural determinism and the techno-cultural 

emergence perspective. 

The technological deterministic perspective, takes the view that technology is the key 

determining factor, for driving cultural change (Jackson & Philip, 2010). With this 

perspective in mind, it is thus the belief that resistance to change is mainly the result of 

technical issues with existing IT systems. As a result, it is supposed that if existing IT 

problems are improved by implementing a new system, then the resistance to change will 

naturally fade and cultural transformation will follow simultaneously (Jackson & Philip, 

2010). The major shortcoming of the technological deterministic perspective is namely the 

fact that it neglects the importance of organizational culture, as a factor for successful 

technochange (Jackson & Philip, 2010). Organizational culture is also a factor originally cited 

by Markus (Markus, 2004), as being a determining factor as to why IT implementations 

often fail. 

In contrast to technological determinism, is the cultural deterministic perspective (Jackson & 

Philip, 2010). This perspective takes the view that the main causes of technochange failure, 

are the human and cultural factors within an organization. Resistance to change comes from 

values and beliefs inherent within the certain groups in the organization. As a result, a 

successful new IT implementation is dependent on transforming the existing organizational 
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culture, before introducing the new IT solution (Jackson & Philip, 2010). Within this 

perspective, organizational culture is viewed as a basic concept. It is built on the premise 

that a certain culture is shared across the organization, and that it is easily modified from a 

managerial level. Even in organizations that have gone through extensive cultural change 

initiatives prior to a digital transformation, implementations of new IT systems are still likely 

to fail (Jackson & Philip, 2010). This typically happens when insufficient emphasis is put on 

the actual technical attributes of the transformation.  

Because of the issues connected with having a deterministic perspective on either culture or 

technology, Jackson and Philip propose a techno-cultural emergence perspective (Jackson & 

Philip, 2010). Neither technology nor culture can be strictly planned from a managerial level 

from the beginning of an IT implementation. Instead, what is required for successful 

technochange, is ongoing attention to both the technical and cultural issues that come up 

throughout, but also after the implementation process (Jackson & Philip, 2010). In this 

sense, change should be viewed as an ongoing activity, rather than a single event that can 

be planned before kick-off. As a result, the techno-cultural emergence perspective 

acknowledges, that it is the ongoing dynamic interaction between people and technology 

that are key for successful technochange (Jackson & Philip, 2010). 

With the conclusion that a hybrid perspective, considering both the technology and culture 

is best suited for managing technochange, Jackson and Philip propose three cosmologies 

that will enable change in this regard (Jackson & Philip, 2010). These three cosmologies are: 

hierarchism, egalitarianism and individualism/market (Jackson & Philip, 2010). 

Organizations require the resources and coordination of hierarchism, the teamwork trust 

and knowledge sharing of egalitarianism and the visionary leadership and coordination of 

hierarchism (Jackson & Philip, 2010). Individuals within an organization may be part of 

multiple cosmologies at once and may also move between them. In that sense the 

membership of a cosmology is not fixed but rather dynamic. As already mentioned, the 

techno-cultural emergence perspective proposes that successful technochange is not a 

definitive end goal, but instead an emergent and continuously developing process. To 

account for this, migration and constant interaction between the different cosmologies are 

crucial in a successful technochange process (Jackson & Philip, 2010). 
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3.1.3 Digital Transformation 
The notion of digital transformation is closely related to the concept of technochange, 

however the terms are not simply interchangeable. Digital transformation is defined by 

Nambisan et al. as: “The creation of, and consequent change in, market offerings, business 

processes, or models that result from the use of digital technologies” (Nambisan, Lyytinen, 

Majchrzak, & Song, 2017, p. 224). 

As noted by Markus (Markus, 2004), digital transformation acts as a catalyst for the 

enablement of technochange. Digital transformation involves the consequent changes to 

offerings and processes, resulting from change to digital technologies. Whereas 

technochange has the potential to drive change across organization as a whole. Within both 

concepts, it is however the technology that drives the enablement of change. In this sense, 

digital transformation is of course a natural part of any technochange process, with regard 

to the way technology is transformed first and foremost.  

With the natural relationship between digital transformation and technochange as 

concepts, it is relevant to explore the consequences and characteristics of digital 

transformation and how it may be managed. Mugge et al. (Mugge, Abbu, Michaelis, 

Kwiatkowski, & Gerhard, 2020) point out that organizations must first and foremost be 

conscious of their digital maturity, before assessing their potential approach towards digital 

transformation. A practical approach to assess digital maturity, is through the Carnegie 

Maturity Model Integration (CMMI) process (cio.com, 2018).  The CMMI model is a five-level 

behavioural model, devised to help organizations assess risks in software, product, and 

service development (cio.com, 2018). Mugge et al. (Mugge, Abbu, Michaelis, Kwiatkowski, & 

Gerhard, 2020) distinguish between digitally mature and digitally developing organizations 

through the CMMI model.  



Matthias Theodor Schmitz Master’s Thesis Cand.merc. (kom) 

23 
 

 

Figure 4: CMMI Staged Maturity Levels (Mugge, Abbu, Michaelis, Kwiatkowski, & Gerhard, 

2020). 

Using the CMMI model in addition to existing literature on digital transformation and 

feedback from practitioners, Mugge et al. (Mugge, Abbu, Michaelis, Kwiatkowski, & 

Gerhard, 2020) developed the following definitions for each of the five levels of digital 

transformation maturity. Level 1 is the initial stage, where there are no concerned efforts on 

digitization. In level 2, the organization makes digitization a strategic priority and a 

transformation strategy is developed. Level 3 is where the actions of managers are reflected 

by new and desired behaviours, with the goal to institutionalize the new model. In level 4 

synergies occur, as the organization involves competencies and people from external 

sources. Level 5 is the final and optimized state, here the organization has achieved digital 

maturity and is concerned with the continuous improvement and development of the new 

business model and processes. 

Mugge et al. (Mugge, Abbu, Michaelis, Kwiatkowski, & Gerhard, 2020) argue that the chasm 

between level 3 and level 4, is the point that separates digitally mature and digitally 

maturing organizations. Based on a survey answered by decision makers in 559 digitally 

developing companies, Mugge et al. (Mugge, Abbu, Michaelis, Kwiatkowski, & Gerhard, 
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2020) synthesized six key themes, that together provide a practical guide for organizations 

involved in digital transformation towards becoming digitally mature.  

The first point Mugge et al. (Mugge, Abbu, Michaelis, Kwiatkowski, & Gerhard, 2020) make, 

is that organizations should align both financial and human resources with the strategy. 

Digitally mature organizations invest in their employees while also investing in new 

technology, moving their products and services to cloud based platforms. Digitally mature 

organizations invest in new technology to build new business and value propositions, 

instead of simply automating their current business processes. 

Secondly, digital mature organizations engage key partners and develop externally focused 

business plans and strategies (Mugge, Abbu, Michaelis, Kwiatkowski, & Gerhard, 2020). This 

involves integrating competencies from outside the organization, into the strategy. Key 

external partners such as suppliers, distributors and developers are essential in creating 

truly ground-breaking digital offerings. 

The third point is that digitally mature organizations enable collaboration, through a nimble 

development environment (Mugge, Abbu, Michaelis, Kwiatkowski, & Gerhard, 2020). In 

order to be responsive to the accelerating changes in customer demands and technological 

developments, digitally mature organizations must adopt agile design principles. Agility 

enables more iterative and short-term development cycles, ensuring the speed of digital 

transformation.  

The fourth point is concerned with the actions of leaders in digitally mature organizations 

(Mugge, Abbu, Michaelis, Kwiatkowski, & Gerhard, 2020). Here leaders actively promote the 

digital transformation process, by making decisions based on data driven analytics. 

Additionally, leaders follow and promote an entrepreneurial culture, which enables 

employee performance and a responsible mindset, for driving transformation and 

innovation. Change in a digital transformation context is often destined to fail if the 

necessary support is not present from the leadership. According to Mugge et al. (Mugge, 

Abbu, Michaelis, Kwiatkowski, & Gerhard, 2020), digitally mature organizations are more 

likely to have leaders with extensive technological expertise, actively promoting digital 

transformation.  

The fifth point stresses the importance of communication in spreading the vision for digital 

transformation across the organization (Mugge, Abbu, Michaelis, Kwiatkowski, & Gerhard, 
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2020). Leaders need to communicate the vision frequently and effectively, as the message 

will have to compete with other day to day aspects of organizational communication, thus it 

must be embedded in everything that leaders do. Results of the survey conducted by Mugge 

et al. (Mugge, Abbu, Michaelis, Kwiatkowski, & Gerhard, 2020) showed that there is a great 

difference in the use of communication between digitally mature, and digitally developing 

organizations, in ensuring the speed and effectiveness of digital transformation.  

In the sixth and final point, results show that digitally mature organizations make an effort 

to support each organizational department, to ensure that their individual goals are tied to 

the development of digital capabilities and the overall organizational goal (Mugge, Abbu, 

Michaelis, Kwiatkowski, & Gerhard, 2020). This means investing in employee training as the 

rightly skilled employees, will be key in determining the success of digital transformation. 

Digitally mature organizations are more likely to create functional groups, specifically 

designed to enable and drive continuous digital transformation efforts, consisting of 

employees with the necessary technical expertise, this has to be ensured through the 

necessary investment to training. 

To summarize, achieving digital maturity through digital transformation is not an easy task. 

Mugge et al. (Mugge, Abbu, Michaelis, Kwiatkowski, & Gerhard, 2020) argue that 

organizations achieve digital maturity through investment, leadership and commitment. 

Being either a digitally mature or digitally developing organization, decides how well the 

organization is able to respond to new emerging technologies. Before embarking on a digital 

transformation journey, organizations must first and foremost be conscious of their digital 

maturity to identify, which capabilities that need development. 

3.1.4 Conclusion on Digital Transformation 

The previous paragraphs have introduced relevant literature and research within the field of 

digital transformation. From this literature, selected theories have been chosen in order to 

explore the problem statement of this thesis: How can organizational changes driven by 

digital transformation be managed and sustained through organizational culture? 

To approach this problem statement, we must first and foremost gain an understanding of 

how digital transformation may enable organizational change and furthermore how change 

is impacted from a cultural perspective. Here Markus’s (Markus, 2004) notion of technology-
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driven organizational change or technochange, provides useful insights into how to drive 

organizational change in this regard. For technochange to be successful, it is important that 

change initiatives are approached as business initiatives, rather than just IT projects. This 

means considering how organizational processes and structures may be formed around the 

technology, rather than just adapting technology to the existing organization (Markus, 

2004). Building on the notion of technochange, Jackson et al. (Jackson & Philip, 2010) 

provide three perspectives on the impacts of both technology and culture. The cultural 

deterministic, technology deterministic and techno-cultural emergence perspective on 

technochange, underline the challenges of not managing dynamics of both technology and 

culture. Going back to the problem statement and how organizational changes may be 

driven by digital transformation, Jackson et al. propose that technochange is best managed 

with a techno-cultural emergence perspective. In the process of technochange, there is an 

ongoing dynamic between technology and culture, and thus these issues must be managed 

accordingly, as they emerge throughout the process (Jackson & Philip, 2010).  

With the knowledge of how digital transformation may be used to drive organizational 

change, we must also be conscious of the underlying characteristics required for 

approaching change this way. The chapter lastly explored how digital maturity impacts the 

organization’s capacity for successfully engaging in digital transformation efforts, based on 

the CMMI model (Mugge, Abbu, Michaelis, Kwiatkowski, & Gerhard, 2020). Digitally mature 

organizations commit both financial and human resources to the digital strategy built on 

data driven decisions, while continuously communicating the vision for the digital 

transformation. 

3.2 Introduction to Relevant Research within Organizational Culture 

The previous chapter provided a knowledge base for the understanding of both digital 

transformation and technology enabled organizational change. Additionally, we found that 

literature on digital transformation such as Markus (Markus, 2004), suggested that 

organizational culture had a meaningful impact in the process of enacting change. However, 

to understand how organizational culture may be approached in a digital transformation 

context in this thesis, we must consider the deeper assumptions that exist in organizational 

culture literature. 
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Historically, studies of culture go way back and to understand the many different views and 

approaches that exist within literature is a complex task. Within the research field of 

organizational culture there are several disputes, as to what the best ways of studying 

culture are. Understanding the underlying assumptions of these disputes, is an important 

first step, if we want to approach the concept of organizational culture in a meaningful way. 

One of the early proponents of studying culture in an organizational context was Smircich 

(Smircich, 1983). Smircich argued that incorporating culture in organizational analysis was 

crucial for questioning underlying assumptions and raising important issues of context and 

meaning. 

It is difficult to give a concise definition of what organizational culture entails, as researchers 

within the field largely disagree on this. However, there is typically the consensus that 

culture is something that is shared between certain members (Martin, 2001). In the context 

of organizational culture, scholars largely agree that what is shared between members of an 

organization is the values, beliefs and underlying assumptions (Schein, 2017). Other studies 

argue that organizational culture does not only consist of values and beliefs, but that it is 

also expressed through organizational stories, metaphors, and narratives (Dube & Robey, 

1999). While there are some shared consensus across much of the existing literature on 

organizational culture regarding the sharing of values, beliefs and assumptions, there is 

disagreement on how these are shared. To incapsulate the overall characteristics of these 

disagreements that exist within the literature, Martin proposes the three overall 

perspectives; integration, differentiation and fragmentation (Martin, 2001). Research within 

these three perspectives either see culture as shared universally across the organization, 

shared in subcultures or fragmented within each employee. When trying to gain an 

understanding of how digital change may be implemented with a focus on organizational 

culture, we must be conscious of how existing literature see culture as being shared and 

how that affects the conclusions drawn from this thesis. 

Existing literature on change management propose that there is a direct relationship 

between change efforts and organizational culture. This is especially related to how change 

is anchored and sustained in the organization post implementation (Kotter, 2012). 

Additionally, it is argued that organizational culture plays an important role throughout the 
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entire process of a change implementation, where the impact of culture is different 

throughout each stage (Latta, 2009). 

3.2.1 Understanding Organizational Culture 

Defining culture with a definitive and clear statement is a difficult task, as there are many 

different dimensions to consider. As a phenomenon, culture has been studied for centuries 

by different groups of researchers, such as anthropologists. A typical way to think about 

culture, is on a national level. In this sense, Hofstede famously defined culture as: “The 

collective programming of the mind that distinguishes the members of one group or 

category of people from others” – quoted from (Hofstede Insights, 2021).  

This definition can also to some degree be applied to the concept of organizational culture. 

However, even though some leaders may try to argue that employees within their 

organization all act with a certain mindset built on company values, it is often more 

complex. Even though employees are all members of the same organization, a collective 

programming of the mind may not be shared across different business units. As a result, 

when considering the implications that organizational culture has for a digital 

transformation process, the complexity of the concept must be considered. 

When giving a definition of organizational culture that works well as a basis for the further 

exploration and direction of this paper, Schein’s (Schein, 2017) definition of organizational 

culture is useful:  

“The culture of a group can be defined as the accumulated shared learning of that group as 

it solves its problems of external adaptation and internal integration; which has worked well 

enough to be considered valid and, therefore, to be taught to new members as the correct 

way to perceive, think, feel, and behave in relation to those problems. This accumulated 

learning is a pattern or system of beliefs, values, and behavioral norms that come to be 

taken for granted as basic assumptions and eventually drop out of awareness” (Schein, 

2017, p. 6).  

Schein, who is one of the most influential scholars of organizational culture, still today offers 

a valuable input to guide our understanding of the concept in this thesis. There are several 

facets to Schein’s definition of organizational culture. First and foremost, it is dynamic, in 

the sense that it captures both how culture forms and evolves within an organization. 
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Furthermore, Schein’s definition proposes that the beliefs, values and behaviours within a 

group evolves as the shared learnings evolve. Finally, the behavioural norms that exist as a 

result of the culture are enacted unconsciously through the actions of members, while also 

being taught and projected by the actions of new members. As a result, Schein’s definition is 

focused on the process of how any culture is taught and adopted and how it will evolve. 

When describing the unconscious elements of culture, Schein mentions the notion of 

“Cultural DNA” (Schein, 2017). In an organizational context, this means that there will be a 

certain set of beliefs, values and behaviours that initially built the organization and made it 

successful. These will be deeply ingrained and will unconsciously guide behaviour. However, 

because the cultural DNA is ingrained as such, it cannot simply be changed without changing 

the organization altogether. This is why, according to Schein, that the first and most basic 

premise of culture-change programs, must be that they are consistent with the existing 

cultural DNA (Schein, 2017). 

3.2.2 The Three Levels of Culture 

Analysing organizational culture, can be a difficult task. Culture shows itself through several 

tangible and intangible levels. This could be through behaviour and actions that are clearly 

visible to the observer, or the more unconscious assumptions and mindsets that are at the 

very essence of the cultural DNA. Schein proposes three different levels at which culture can 

be analysed: Artifacts, espoused beliefs and values, and basic underlying assumptions 

(Schein, 2017).  

The first level of culture are the artifacts, these are visible and feelable phenomena within 

the organization (Schein, 2017). These could be the physical environment, the technology, 

the language, or emotional displays. The important point about this level of culture, is that 

while it is easy to observe, it is also difficult to decipher. As a result, deeper assumptions 

about organizational culture cannot be concluded from artifacts alone. Instead, the de eper 

understanding can be gained when asking individuals why they do what they do (Schein, 

2017). 

The second level are the espoused beliefs and values (Schein, 2017). Any shared group 

learning within an organization will initially be based upon the belief and value of another 

individual member, often a leader (Schein, 2017). In an organization faced with threats, 
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employees will initially come up with proposed solutions, based on their own experience of 

what is right and wrong and what may and may not work in the given context. If the 

proposed solution proves to be successful, the initial personal beliefs and values that the 

solution is built on, will be transformed into a shared value and belief and finally a shared 

assumption within the group (Schein, 2017). These values and beliefs become shared, only 

once proposed actions are tested and proven as a successful solution to the problem or 

threat. However, some beliefs and values are also confirmed through social validation 

(Schein, 2017). These are not linked to actions that can be proven through performance and 

success, instead they are reinforced through other group members. Those who fail to accept 

these beliefs and values, run the risk of being excommunicated from the group (Schein, 

2017). 

The third level are the taken-for-granted underlying basic assumptions that exist within a 

culture (Schein, 2017). These underlying assumptions will be the ones guiding employee 

attitudes and behaviour. Because these actions are guided by underlying and unconscious 

assumptions, they are also difficult to visibly see and analyse within an organization. New 

employees in an organization will be influenced by existing assumptions and will adopt a 

shared mindset. However, Schein also suggests that new employees will contribute to the 

existing organizational culture, with their own learnings from organizations they have been 

part of previously (Schein, 2017). Furthermore, the underlying basic assumptions will 

typically be deeply ingrained, and thus difficult to actively change (Schein, 2017). 

3.2.3 Three Theoretical Perspectives on Organizational Culture 

Building on Schein’s (Schein, 2017) definition on organizational culture as a process of 

shared learning, within a group that are unconsciously taught to new members, it is relevant 

to explore how culture is shared across the organization. We can assume that potential 

cultural differences in groups within the organization, is likely to impact digital 

transformation efforts differently. To answer the problem statement of this thesis, we must 

understand how culture is shared, in order to conceptualize how to manage change 

accordingly. 

There are many different theoretical perspectives on organizational culture that are being 

endorsed in the existing literature. For this thesis to approach the concept of organizational 
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culture in a meaningful way, we must first be conscious of these different perspectives. 

Outlining all the possible perspectives and definitions that exist concerning organizational 

culture, is a near impossible task. However, the different perspectives in existing literature 

and research, can according to Martin (Martin, 2001) be boiled down to three overall 

perspectives: Integration, Differentiation and Fragmentation. 

Researchers and literature with an integration perspective, assumes that there to a large 

degree is organization-wide consensus towards culture (Martin, 2001). Here, an integrated 

organizational culture will largely share a single set of assumptions. Studies with an 

integration perspective, see deviations from integration as regrettable shortfalls from an 

integrated ideal (Martin, 2001). Studies with an integration perspective will often be 

conducted through a quantitative method of gathering data, neglecting the more in depth 

and qualitative data (Martin, 2001). Critics of the integration view would argue that a study 

can only claim to represent the culture of an entire organization, if every kind of employee 

within that organization has been studied (Martin, 2001). Some proponents of the 

integration perspective respond to this critique, with the acknowledgement that deviations 

within a certain organizational culture occur, however they exist on a relatively superficial 

level and thus do not represent the deeper essence of that culture (Martin, 2001). This goes 

back to Schein’s (Schein, 2017) definition on organizational culture, in which there is 

emphasis on the shared basic assumptions within the culture.  

The second overall perspective is the differentiation perspective. Studies with a 

differentiation perspective, does unlike an integration study, view differences and 

inconsistencies as unavoidable but also desirable (Martin, 2001). Subcultures within an 

organizational culture and their differences in assumptions and beliefs, are a focus point of 

attention. Meaningful interpretation of culture exists in the analysis of different subcultures. 

Within these subcultures there will be a mutual consensus, this may however not be the 

case between different subcultures. Contrary to the integration perspective, studies will 

typically attempt to gain a more in depth understanding, through qualitative research 

methods. 

The third perspective within organizational culture, is the fragmentation perspective 

(Martin, 2001). Organizational culture studied from a fragmentation perspective, views 

ambiguities within culture as normal and unavoidable. Culture is not necessarily shared 
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through organizational consensus, as with an integration perspective. Neither can cultural 

consensus be consistently attributed to certain groups and subcultures. Instead, culture is 

fragmented across the organization and comes down to the values and beliefs of 

employees, in relation to individual issues (Martin, 2001). 

Going back to Schein (Schein, 2017), he acknowledges that there is certain value in defining 

overall perspectives on organizational culture, such as Martin’s three perspectives (Martin, 

2001). Schein does however also point towards the weakness that these perspectives 

oversimplify the complexities and thus limit the perspective, by prematurely focusing on a 

few dimensions (Schein, 2017). Being conscious of the different perspectives on 

organizational culture is important for the further development of this thesis. The way we 

view culture as being either shared across the entire organization, shared by subcultures or 

fragmented individually, has implications for the way we view cultural changes within the 

organization. In this sense, conscious change efforts to organizational culture or natural 

change to organizational culture because of digital transformation, must be either shared 

collectively, differentiated or fragmented. Being conscious of the multiple perspectives in a 

cultural analysis, enables the researcher to profile the dominant organizational culture, 

while comparing the differences that exists throughout the different subcultures. 

Understanding the way in which culture can be shared across the organization, is the first 

step in deciding the effectiveness of planning cultural change. 

3.2.4 The Impact of Organizational Culture on Leading Change 

With Schein’s (Schein, 2017) definition of organizational culture as a shared learning 

process, we must according to Martin’s (Martin, 2001) three perspectives also acknowledge 

that culture can be shared on several levels. Certain cultural aspects may exist universally in 

the organization, within certain groups or in the individual employee. Organizational change 

driven by digital transformation happens in a process. As a result, it is relevant to explore if 

the implications of organizational culture differ throughout this process. By approaching 

organizational change and culture from a step-by-step model, we may apply it in the context 

of the problem statement.  

Models of organizational change have been studied from both process and conceptual 

perspectives. Conceptual models of change focus on the antecedents but also the 
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consequences of change (Latta, 2009). Whereas process models of change consider the 

roles and strategies required for successful change implementation. Process models of 

organizational change vary with respect to if culture is identified as the target of the change 

initiative, or if cultural changes serve as a measure to affect other strategic change 

initiatives (Latta, 2009). The different perspectives on the context for culture in an 

organizational change process, opens the question of whether culture influences 

organizational change in a uniform manner, or if it has a different impact throughout each 

stage of the implementation (Latta, 2009). To answer this empirical question, Latta (Latta, 

2009) suggests that organizational culture influences the process of change differently at 

each stage of the implementation. Results from a qualitative study of organizational change 

at a university, has resulted in the process model of organizational change in cultural 

context (OC3) model, in which eight stages of cultural influence are identified (Latta, 2009). 

Stage one concerns cultural analysis, as the readiness for change is also culturally embedded 

(Latta, 2009). In this first step, including cultural analysis in assessing the readiness for 

change gives an understanding of whether there are certain dimensions of culture that are 

likely to create resistance to change, or may help in enabling change. 

Stage two involves using organizational culture to help shape the vision for change (Latta, 

2009). Some theories on change view changes to organizational culture as a prerequisite for 

effective strategic change, rather than finding ways to link a vision to existing culture (Latta, 

2009). Others propose that cultural change can only happen, as a result of behavioural 

change in the organization. In this sense there is disagreement in theory, between whether 

organizational or cultural change should come first. The OC3 model proposes a third 

perspective, namely that knowledge of organizational culture  is essential for leaders in their 

decision making, throughout the entire process of change (Latta, 2009).  

The third stage of the OC3 model involves using knowledge of existing organizational culture 

to formulate the specific change initiatives that are necessary (Latta, 2009). After the vision 

for change has been formulated as described in stage two, the vision must be translated 

into specific change initiatives. Gaps between the vision and existing values and behavioural 

norms within the organization, point to areas that are the most crucial for effecting cultural 

change (Latta, 2009). 

Stage four involves determining the most effective ways to implement the desired 
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objectives for change (Latta, 2009). Effective implementation strategies may consider 

additional or different aspects of organizational culture, than what was considered when 

formulating the change initiative (Latta, 2009). This means that the impact of organizational 

culture may be different in the way it used to formulate the change initiative itself, and in 

the way it is used to formulate the implementation strategy. 

The fifth stage of the OC3 model acknowledges that change initiatives and their 

implementation strategies embody intent to modify or reinforce organizational culture 

(Latta, 2009). This intent may in some cases be explicit or implicit, it is however important 

that leaders identify the aspects of organizational culture targeted for modification but also 

those intended to be preserved or reinforced. 

The sixth stage of the OC3 model involves the notion of cultural median and of tacit 

elements of culture that have the capacity to mediate the implementation of change (Latta, 

2009). Tacit elements of culture are dimensions that have not been explicitly considered 

during the planning phase of a change initiative, as a result it will emerge unexpectedly 

during the implementation process. These tacit elements of culture that emerge 

unexpectedly, have the potential to mediate change by either accelerating or impeding the 

process of change, depending on how aligned the cultural tenets are with the 

implementation strategies (Latta, 2009). Tacit elements of culture may appear differently 

across the organization, as different subcultures will respond differently to change 

initiatives. If cultural mediation results in resistance to change, initiatives and their 

associated implementation strategies should be modified accordingly (Latta, 2009).  

In stage seven of the OC3 model, culture exerts a moderating influence on the outcomes of 

organizational change (Latta, 2009). Organizational culture does not only influence the 

process of implementing change as described in stage six, it also influences the outcome of 

the change process. In this sense, culture has a moderating influence on determining the 

degree in which the stated objectives of a change initiative are realized (Latta, 2009). This 

means that outcomes of change have the potential to be either weakened or augmented, in 

relation to the goals and objectives of the initiative. 

The eighth and final stage concerns the collateral impact that organizational change has on 

the organizational culture (Latta, 2009). Even if the intended goals and objectives of a 

change initiative are not realized, the process of introducing change will create collateral 
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effects on the organizational culture. Whether or not a change initiative is targeted 

specifically at altering existing elements of culture, the process of change may 

simultaneously either alter or strengthen collateral dimensions of organizational culture 

(Latta, 2009).  

3.2.5 Conclusion on Organizational Culture 

The purpose of this chapter was to gain a deeper understanding of organizational culture 

and the different perspectives, for how it may exist and be influenced within the 

organization. This knowledge allows us to understand the implications of culture in 

technology-driven organizational change, in relation to the problem statement of this thesis. 

Theory in this chapter was included with the intent to explore the underlying characteristics 

of organizational culture, how it is shared within the organization, and how it may be 

modified in a transformation process. 

By accepting Schein’s (Schein, 2017) definition on organizational culture as the beliefs and 

values accumulated through shared learnings of a group, we furthermore explored how it is 

shared within the group and the organization as a whole. Here culture may be shared on 

three different levels universally across the organization, within specific groups or 

fragmented between individuals (Martin, 2001). Finally, the OC3 model provides a 

conceptual model, suggesting that organizational culture has the capacity to mediate the 

implementation of change differently, throughout the transformation process (Latta, 2009). 

To finalize the theoretical framework of this thesis, we have yet to explore how change may 

be implemented and managed successfully. Understanding the characteristics of 

organizational change as a concept, allows us to relate our learnings on digital 

transformation and organizational culture in a meaningful way. To conclude on how 

organizational change driven by digital transformation may be managed and sustained, a 

step-by-step model for change acts as a necessary framework. The next chapter will give a 

brief introduction to relevant research within change management and present a relevant 

model for change in regards to the problem statement of this thesis. 

3.3 Introduction to Relevant Research within Change Management 

Within the body of literature on change management, Kurt Lewin’s (Lewin, 1947) model of 

(unfreezing → changing → refreezing), is likely the most classic and fundamental approach 
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to managing change (Cummings, Bridgman, & Brown, 2016). As research and literature has 

evolved, Lewin’s model has since been largely criticised for oversimplifying the approach to 

change processes (Cummings, Bridgman, & Brown, 2016). More recently, scholars within 

change management argue that Lewin’s model is not applicable to organizations in today’s 

complex business environment, which requires rapid adaptation and flexibility (Child, 2015).  

However, the model has provided an early and solid base for the further development of 

change management theories. 

Several organizational change models have emerged throughout the last several decades as 

the study of change management has increased in its significance. Different organizational 

change models have emerged in the literature, with different approaches to the concept. 

Here one approach focuses on change in the context of different phases of continuous 

emergent change (Maimone & Sinclair, 2014). Another approach focuses on change as being 

planned as opposed to emergent (Porras & Silvers, 1991).  

Another model for managing organizational change is Kotter’s eight step model from 1995 

(Kotter, 2012). While Kotter’s eight step model resembles some of the fundamentals of 

change as introduced by Lewin, it is much better suited in its applicability today. Through 

the eight steps, it incorporates the complexities of managing change in today’s world, 

requiring organizations to adapt more rapidly. Additionally, Kotter acknowledges the 

influence of organizational culture in managing and sustaining change successfully. Step-by-

step models for change, such as Kotter’s eight step model, provide a useful best practice 

framework. However, they may oversimplify certain implications of change, in an attempt to 

be universally applicable. As a result, the effectiveness of Kotter’s eight step model is widely 

discussed within the field of change management. Critique is largely targeted at Kotter’s 

rigid approach to change and the missing consideration of the specific context (Appelbaum, 

Habashy, Malo, & Shafiq, 2012). However, Kotter’s eight step model still plays a central role 

throughout this thesis, in shaping our understanding of how organizational changes driven 

by digital transformation, can be sustained through organizational culture. This decision is 

supported by the context specific focus of digital transformation in this thesis, in addition to 

the consideration of organizational culture and its impact throughout the process of change. 

Some scholars argue that change never starts because it never stops (Weick & Quinn, 1999). 
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While this may be true in a greater organizational context, the nature of a specific change 

initiative has an impact on how it can be managed successfully. 

3.3.1 Kotter’s eight step model for leading change 

At the time of writing this thesis, Kotter’s (Kotter, 2012) eight step model is over 25 years 

old, however the choice of including it as an overall model for change, makes sense in the 

context of this thesis. First and foremost a step-by-step model for change allows for a more 

methodical approach in its application to the problem statement. With the addition of the 

knowledge obtained on digital transformation and organizational culture in the previous 

chapters, we can apply Kotter’s eight step model to also understand the challenges 

organizations face in the process of digital transformation today. In 2014 Kotter expanded 

on his eight-step model (Connelly, 2020). Here the fundamentals of the eight steps did not 

change, instead some of the recommendations are altered to suit today’s business 

environment. With this is mind, it is still the decision to focus on Kotter’s original eight-step 

model (Kotter, 2012). This is because one of the goals of developing a conceptual model in 

this thesis, is to make it applicable to the context of technology-driven change and the 

characteristics of today’s business environment. 

1. Establishing a Sense of Urgency 

The first step in any successful change process according to Kotter, is to establish a sense of 

urgency (Kotter, 2012). In order to gain the required cooperation to enable change within 

the organization, the urgency of change must be visible to the involved parties. If the 

urgency is not clear to these parties, the organization is likely to stick with the complacency 

of the status quo, meaning that transformational efforts will go nowhere. 

When managing a change effort, Kotter stresses the importance for managers to never 

underestimate the magnitude of the forces that reinforce complacency and that help 

maintain the status quo (Kotter, 2012). These forces for complacency often relate to low 

performance standards, low-confrontational culture, the absence of visible organizational 

crisis and organizational structures that focus employees on narrow functional goals (Kotter, 

2012).  

Establishing a sense of urgency in the organization, first and foremost means removing 

these mentioned sources of complacency, or at least reducing their impact. From a 
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management perspective, this must be done by shifting away from the “business as usual” 

mindset (Kotter, 2012). This could be by setting higher goals for productivity, revenue, or 

customer satisfaction, and by dividing the accountability for reaching these goals, beyond 

just the top management. 

The role of organizational crises, plays an important role in creating urgency and making it 

visible to employees throughout the organization. Typically, such a crisis could be related to 

financial losses. However, when achieving the necessary urgency for a digital 

transformation, such a crisis may be less explicit. As an example, the organization may be 

seeing great customer satisfaction and financial returns with the current backbone of IT 

systems in place, why then change? 

The ever-evolving nature of IT means that organizations are constantly positioned on a 

burning platform, meaning that sooner or later, a comprehensive digital transformation is 

necessary to stay competitive (BCG, 2020). 

2. Creating the Guiding Coalition 

As the second step of successfully leading change, Kotter describes the importance of 

creating a guiding coalition with a high level of trust and shared objectives (Kotter, 2012). 

Today’s fast moving and increasingly competitive business environment, requires strong 

decision-making processes to guide organizational change. The necessary decisions in large 

organizational change programs, must be made quickly. Moreover, they require knowledge 

across many business units and are often based on complex and emotionally charged issues 

(Kotter, 2012).  

Kotter outlines four characteristics of a strong guiding coalition. Firstly, there must be the 

necessary position power, meaning that the right parties with the necessary decision-

making authority, must be involved given the change process (Kotter, 2012). This also holds 

true in a digital transformation context, where cross functional impact across the 

organization is often the case. 

Secondly, the guiding coalition must have the sufficient expertise (Kotter, 2012). This 

involves making sure that the involved players have the necessary experience within their 

individual roles, so that intelligent decisions can be made. 

Thirdly, the group must have the necessary credibility within the organization, so that 

decisions and outcomes will be taken seriously (Kotter, 2012).  
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Lastly, individuals involved in the guiding coalition must have the necessary and proven 

leadership and management qualities to drive the change process (Kotter, 2012). 

In short, building a coalition that can facilitate change, must consist of the right people, that 

together are able to create trust and develop a common goal to guide the process of 

change. 

3. Developing a Vision and Strategy 

In his third step of leading change, Kotter outlines the importance of developing a vision and 

strategy, that can break through all the forces of resistance to change that are inherent in 

the organization (Kotter, 2012). Kotter describes three important characteristics of an 

effective vision. Firstly, the vision must clarify the direction for change, this helps to 

motivate and coordinate the actions of the involved parties. The direction must be clearly 

defined as to avoid prolonged discussions, about whether a certain initiative is in line with 

the direction of the vision (Kotter, 2012). 

Secondly, a vision must motivate people to facilitate changes that may not be in their own 

short-term self-interests (Kotter, 2012). Initial pains for a change process could be that 

employees have to learn new skills or work with fewer resources. A good vision must 

acknowledge these pains, while outlining the long-term personal and organizational benefits 

(Kotter, 2012).  

Thirdly, a vision must align people in coordinating their actions efficiently (Kotter, 2012). 

With a shared sense of direction, people can work with a higher degree of autonomy, 

avoiding constant meetings which drive up both costs and time consumption (Kotter, 2012). 

Furthermore, Kotter presents six further characteristics of an effective vision (Kotter, 2012). 

The vision must be imaginable in conveying a picture of the future. It must be desirable to 

appeal to the long-term interests of employees and other stakeholders. It must be feasible 

as the goals must be realistic. It must be focused on providing clear guidance for decision 

making. It must be flexible to accommodate for changing conditions. Finally, the vision must 

be easily communicated so that it can be explained and understood (Kotter, 2012). 

4. Communicating the Change Vision 

In the fourth step of effectively leading change following the development of a vision and 

strategy, Kotter describes the importance of communicating the change vision (Kotter, 
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2012). A great vision only fully serves its purpose, if it can be communicated and understood 

across the entire organization and by all individuals, even if they are not directly involved in 

the change process. 

When going through the step of communicating the change vision, Kotter outlines some key 

elements of effectively communicating the vision (Kotter, 2012). 

Communication must be simple, hence all unnecessary industry jargon must be eliminated 

(Simplicity). This enables individuals in different business units across the entire 

organization, to clearly understand the vision. The vision must be communicated through 

various channels, both formal and informal (Multiple forums). Communication of the vision 

must be heard multiple times in order to be ingrained in the mind of people across the 

organization (Repetition). Actions performed by leaders within the organization must be 

consistent with the vision (Leadership by example). Perceived inconsistencies of the 

communicated vision must be addressed swiftly to avoid the loss of credibility (Explanation 

of seeming inconsistencies). Two-way communication to open up dialogue and allow 

employees to listen while also being listened to (Give-and-take) (Kotter, 2012). 

5. Empowering Employees for Broad-Based Action 

Even after creating a sense of urgency, building a guiding coalition, developing and 

communicating a vision, certain barriers may still prevent employees from creating the 

needed change. To avoid this, Kotter proposes the fifth step of leading change, to empower 

employees for broad-based action (Kotter, 2012). 

When empowering employees to enable them to achieve a certain vision, the organizational 

structures must be compatible with the vision (Kotter, 2012). A rigid hierarchical 

organizational set up and structural silos, prevent cross-functional collaboration and kills 

employee initiatives. 

Another important consideration for empowering employees is to invest in the necessary 

training to develop the right skills and attitudes (Kotter, 2012). Employees will over the 

years develop certain attitudes and habits in the way they perform their work. Outlining the 

necessary attitudes, skills and behaviour required by employees in a change process, will 

determine the necessary training. 

Finally, supervisors and managers who undermine the change process must be confronted 
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(Kotter, 2012). Managers who do not believe in the change process will affect employees 

negatively, which in turn disempowers employees. 

6. Generating Short-Term Wins 

The sixth step of Kotter’s model for leading change, involves being conscious of the 

importance of short-term wins for the overall process (Kotter, 2012). Certain organizational 

transformations may take years to achieve. However, even if this is the case, the possibilities 

for creating short-term wins must considered. Short-term wins play a number of roles in a 

successful change process. First and foremost, they provide evidence that sacrifices and 

costs are worth it, which helps maintain the support of potential critics and provides 

evidence that the transformation is on track. Furthermore, these wins help fine tune the 

vision and strategies, giving the guiding coalition confidence on the viability of their ideas 

based on data, whenever certain goals are met. Lastly, it helps build momentum in gaining 

support for initiatives across the organization and building employee morale and motivation 

towards change efforts (Kotter, 2012). 

Kotter defines a good short-term win as having at least three characteristics (Kotter, 2012). 

First, it must be visible, this means that a large number of employees must be able to clearly 

see the result themselves and not just through unconcise corporate communication. This 

point is closely connected to the second key characteristic, a good short-term win must be 

unambiguous. This means that there can be little argument as to the validity of the result, 

for example by having clear targets related to financial returns, productivity or customer 

satisfaction. Lastly these short-term wins must of course be related to the change effort, if 

they are to be perceived as legitimate (Kotter, 2012). 

7. Consolidating Gains and Producing More Change 

In the seventh step, Kotter describes the importance of consolidating gains and producing 

more change (Kotter, 2012). To do this, the guiding coalition must use results from the 

short-term wins generated in step six, to tackle additional and bigger change projects. Even 

though the success of short-term wins can be celebrated, it is important that managers 

maintain the momentum of change and keep urgency levels high, to avoid the organization 

going back to a state of complacency (Kotter, 2012).  
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The process of continuously producing more change in change programs, that may 

potentially last years if not decades is a difficult task. This especially holds true in complex 

organizational setups, with many cross-functional interdependencies (Kotter, 2012). A key 

task for managers to enable both short- and long-term change, is the identification and 

reduction of unnecessary interdependencies. Unnecessary interdependencies between 

business units, such as complex approval processes and policies are typically a result of 

historical artefacts, rather than current reality (Kotter, 2012). Eliminating unnecessary 

interdependencies does not only speed up the process of change, but also ensures that 

change efforts are not being built around outdated and unnecessary practices. 

8.Anchoring New Approaches in the Culture 

The last and final step of Kotter’s eight step model to leading change, is anchoring new 

approaches in the organizational culture (Kotter, 2012). It is important for leaders not to 

think of a transformation process as complete, simply because the new initiatives have been 

successfully implemented in the organization. If new practices are not properly ingrained 

into the organizational culture, individuals may begin to revert to business as usual and over 

time neglect the transformational efforts.  

When talking about culture, Kotter defines it as: “Culture refers to norms of behaviour and 

shared values among a group of people” (Kotter, 2012, p. 156). According to Kotter, culture 

is the last and determining factor, which guides whether or not change will be anchored in 

the organization. Here culture is a powerful factor, because culture exerts itself through the 

actions of individuals unconsciously (Kotter, 2012). 

Even though culture plays a crucial role in determining whether change efforts will have 

long-term success in the organization, Kotter does not believe it is possible to effectively 

change culture before beginning the process of change (Kotter, 2012). Culture will only 

change once people’s actions have successfully been altered. As a result, cultural change 

happens in stage eight, only once employees see the connection between new actions and 

performance improvements (Kotter, 2012). 

3.3.2 Conclusion on Change Management 

When addressing the implications of managing technology-driven change in the context of 

this thesis, Kotter’s eight-step model has been included as a framework for managing 
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change. Here we found that the process of managing change is concerned with the 

implications both before, during and after the transformation is initiated. Furthermore, 

organizational culture plays a crucial role when attempting to anchor and sustain changes in 

the long-term. 

3.4 Final Theoretical Framework 

The previous chapters presented relevant theory within the three overall fields of this 

thesis: digital transformation, organizational culture and change management. The specific 

literature was chosen with the goal of creating a sufficient base of knowledge for exploring 

the problem statement, of how organizational changes driven by digital transformation, 

may be sustained through organizational culture. 

In the chapter on digital transformation, Markus’ (Markus, 2004) notion of technochange 

incapsulates the importance of approaching large scale IT implementations as business 

initiatives, rather than just IT projects. This means transforming and shaping the 

organization around the technology, rather than just fitting technology to existing processes 

and ways of working. There are different perspectives on the role of culture in relation to 

the concept of technochange. Jackson et al. (Jackson & Philip, 2010) propose that in order to 

manage technochange efficiently, a techno-cultural emergence perspective is required, as 

potential issues often will occur as a result of the dynamic interaction between people and 

technology. Additionally, by including the CMMI model (Mugge, Abbu, Michaelis, 

Kwiatkowski, & Gerhard, 2020), we found that we must look at certain characteristics when 

defining an organization’s digital maturity and thus its capability for engaging in 

technochange. Digitally mature organizations invest in both technology and people. 

Furthermore, leaders promote an entrepreneurial culture, empowering employees to take 

responsibility for driving digital initiatives. Finally, digitally mature organizations support 

each organizational department, to ensure that their goals are tied to the development of 

digital capabilities and the overall organizational goal. In the first chapter regarding digital 

transformation, we also found that culture plays an important role in transformation efforts 

and that there is an important relationship to consider between technology and culture, 

according to Jackson et al.’s three perspectives (Jackson & Philip, 2010). As a result, the next 

chapter aimed to obtain a deeper knowledge of organizational culture, exploring both how 

it is created, transformed, and shared within the organization. 
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In the chapter on organizational culture, we found that by adopting Schein’s (Schein, 2017) 

definition, culture is the shared process of learning within a group, resulting in certain 

beliefs, values and assumptions. We cannot however simply view culture as something that 

is universally shared across the organization. Here Martin (Martin, 2001) presents three 

perspectives for how culture may be shared in different contexts within the organization. 

Acknowledging that some aspects of culture may be universally shared, while others may 

exist within specific groups or fragmentally shared between individuals, adds complexity for 

managing culture in digital transformation initiatives. To address the complexities of 

organizational culture in the context of change, the model of organizational change in 

cultural context (OC3) model (Latta, 2009) was included to consider a step-by-step approach. 

Relating this to the context of digital transformation, we found that cultural impacts will 

differ throughout different stages of the implementation. Here, existing culture must be 

considered before the change is initiated in assessing the readiness for change, formulating 

the vison for change and identifying gaps between vision and culture that must be 

addressed for successful change. When the process of change is initiated, tacit elements of 

culture are likely to emerge unexpectedly and create resistance to change, creating the 

need for continuous modification of implementation strategies. Finally, culture will 

influence the final outcome of organizational change. Even if the change initiative is not 

targeted specifically at altering existing culture, collateral effects will have either altered or 

strengthened existing culture. 

Finally, the chapter on change management presented relevant research and literature 

within the field. To provide a step-by-step model for managing change, driven by digital 

transformation for the context of this thesis, a decision was made to include Kotter’s 

(Kotter, 2012) eight step model for leading change. The step-by-step nature of Kotter’s 

model allows us to consider the implications of change, in a step-by-step approach. 

Moreover, as Kotter’s model considers the importance of culture, we can apply an extended 

understanding of organizational culture as presented in this thesis. Finally, our 

understanding of the implications of digital transformation and technochange, can be 

applied in the context of Kotter’s eight steps. 

Kotter’s model considers all the necessary phases involved in organizational change 

initiatives. From establishing a sense of urgency and gathering the required internal support 
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and project team, developing and communicating the vision. Empowering employees to 

enact the necessary change, generating short-term wins to continuously produce more 

change and finally anchoring the changes in the culture. By considering the specific 

characteristics that define organizational change driven by digital transformation, we can 

based on Kotter’s model attempt develop a framework for managing such change. 

Based on conclusions drawn from the final theoretical framework, we can revisit figure 2 as 

the theoretical framework diagram. The modified version of the diagram as depicted in 

figure 5, shows the implications of leading change driven by technology and sustaining 

changes in organizational culture. The six different notions on leading technology driven 

change are drawn and formulated based on the body of literature from the previous 

chapter. The six notions are characterized by all having a dependency between more than 

one of the three theoretical fields of digital transformation, change management and 

organizational culture.  
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Figure 5: Six notions of leading change within the theoretical framework (own creation) 

 

Based on the six notions of leading change within the theoretical framework and the 

relationship between the three theoretical fields, we can try to conceptualize a step-by-step 

model. The objective for developing such as model is done with the purpose of answering 

the problem statement of this thesis: How can organizational changes driven by digital 

transformation be managed and sustained through organizational culture? 

As a result of the theoretical framework and the six notions presented in figure 5, a 6-step 

model for managing technology driven organizational change has been developed. The 

process acts as a practical approach to managing change, based on the combination of our 

obtained knowledge within literature on digital transformation, organizational culture and 

change management. By approaching the problem statement from a step-by-step model, 
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we can based on interview findings either verify or falsify each step and the sequencing of 

these, thereby testing the model in its applicability based on real world examples. Figure 6 

depicts the developed 6-step model for managing technology-driven organizational change, 

which will be described further and tested in the following chapter. 
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Figure 6: 6-step model for managing technology-driven organizational change (Own creation) 
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4. Analysis 

The following chapter will analyse findings from the five interviews, conducted in the 

context of this thesis. Interview findings will be used to test the validity of the 6-step model 

for managing technology-driven organizational change, which was developed in the 

previous chapter. The interview findings will be analysed from a deductive reasoning 

approach. This is done by taking a top-down approach, from the general to specific. Here, 

we have a general assumption that the 6-step model for managing technology-driven 

organizational change, acts as an applicable framework to manage change in a real-world 

scenario. By analysing interview findings, we can try to verify or falsify its applicability, based 

on the specific examples and experiences described by the interviewees. In the following 

chapter, we will go through each of the six steps and either verify or falsify them. The 6-step 

model for managing technology driven organizational change is a conceptual process model, 

designed with the purpose of answering the problem statement of this thesis:  

How can organizational changes driven by digital transformation be managed and sustained 

through organizational culture? 

This chapter will test the validity of each step based on statements from the five 

interviewees. Each of the three companies interviewed have all initiated a major digital 

transformation journey and went live with large scale enterprise systems, in the form of a 

customer relationship management (CRM) system. All three companies have been identified 

based on customer success stories in the form of blog posts from the software provider. 

Interview questions were formulated with a goal of obtaining success factors and failures. 

Additionally, two management consultancies specialized in digital change management was 

interviewed, to gain a broader perspective on best practice approaches for managing digital 

transformation. In this chapter, the interviewees from the three companies and the 

consultancy will be presented briefly. Interview guides and transcribed interviews can all be 

found in the appendix. 

4.1 Empirical findings 

To investigate the implications of technology-driven organizational change and how it may 

be managed successfully in organizations, qualitative empirical data was collected through 

five interviews. The resulting data takes two different forms. The first three interviews were 
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conducted with companies that had recently undergone a major digital transformation. 

Interview data from these three interviews describe the strategic considerations and 

choices made by the three companies. Moreover, the data shows the challenges and areas 

in which the companies failed to facilitate the desired change. The last two interviews were 

conducted with management consultants from two digital consultancies. Empirical data 

from these two interviews provide practical examples of digital transformations, based on 

the professional experience from the two consultants. Data from these two interviews 

provide a broad base of practical examples and recommendations, on how to manage such 

change. Furthermore, in the final interview that was conducted, the interviewee was 

presented with the 6-step model for managing technology-driven organizational change. 

Thus, verifying of denying the applicability of each of the six steps based on real life 

examples. 

Arbejdernes Landsbank: 

Arbejdernes Landsbank (AL) is the sixth largest bank in Denmark, with around 1100 

employees. AL has for twelve consecutive years been awarded as the preferred bank among 

Danes (Arbejdernes Landsbank, 2020). The interviewee from AL is Michael Hartwig, Chief of 

Digital Channels & CRM, who has headed the CRM implementation and who plays an 

important role in the organization wide digital transformation of the bank.  

Søstrene Grene: 

Søstrene Grene is a Danish retail chain with roughly 200 stores in 14 countries (Søstrene 

Grene, 2021). Søstrene Grene has recently implemented a large-scale CRM implementation 

to replace older systems and bring various business functions into the cloud. The CRM 

implementation is also part of the retail chain’s bigger goal of putting more emphasis on 

their online sales channels. The interviewee from Søstrene Grene is Rasmus Skjøtt, who is 

the Chief Digital Officer (CDO). As the CDO Rasmus Skjøtt has been involved throughout the 

entire implementation and in the greater overall vision for digital transformation in the 

company. 

Alm. Brand: 

Alm. Brand is a publicly listed Danish financial services group, focusing on insurance as 

Denmark’s 4th largest insurer, while also engaging in banking activities (Alm. Brand, 2021). 

Alm. Brand is currently in the process of transforming digitally to improve their position as a 
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customer centric company. In this transformation they have implemented a new CRM 

system. The interviewee from Alm. Brand is Ane Damkjer who is a Vice President and leads 

the Salesforce chapter, where she has been responsible for leading the end-to-end 

implementation of the CRM system. 

ChangePeople: 

ChangePeople is consultancy, partnered with the leading CRM software provider Salesforce 

(ChangePeople, 2020). ChangePeople is assisting with the organizational reinforcement of IT 

implementations, by specializing in change communication, leader onboarding, user 

adoption a training. The interviewee from ChangePeople is Anna Pelvig, who is the founder 

and senior consultant.  

Wipro: 

Wipro Limited is a leading global information, technology and consulting company (wipro, 

2021). Wipro has 190.000 employees worldwide and aims to help companies adapt and be 

successful in the digital world. The interviewee from Wipro is Thomas Dorby, who is the 

customer success director in the Nordics, specializing in change leadership and business 

development. Thomas has been on both the consultancy side of leading transformations in 

Wipro and on the industry side with several years in Grundfoss. The interview with Thomas 

Dorby was the last interview that was conducted, and it was done with the specific purpose 

of assessing the validity of the 6-step model for managing technology-driven organizational 

change. The model was presented to Thomas Dorby in order to obtain direct feedback on its 

applicability in a real-world context. 

4.2 Verifying the 6-step model for managing technology-driven change 

The following section will go through each of the six steps of the developed model, in order 

to verify the applicability based on interview data. First the characteristics of each individual 

step will briefly be described. Then each step will be either verified or falsified based on 

interview data and potential additions to the step will be identified. 

 

4.2.1 Verifying Step 1: Assess Digital Maturity 

The starting point of the 6-step model for managing technology-driven organizational 

change, is assessing the digital maturity within the organization. Being digitally mature 
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means prioritizing digitalization by investing, integrating external competencies, embracing 

agile methodologies, and nimble data systems. To verify the validity and the importance of 

assessing digital maturity before beginning the transformation process, interview findings 

from the three companies will be analysed. Furthermore, the interview findings from the 

two digital change management consultants will be applied to test the applicability of the 

first step of the model. 

One example showing how digital maturity was not assessed correctly, is how AL did not 

have the sufficiently developed IT production environments in place to facilitate their 

transformation. Michael Hartwig from AL describes how their CRM implementation went 

into a full stop in 2018, as they were two years into the process. This happened as their 

existing IT systems were not developed to facilitate such a transformation. “So we had to 

build it in the best way we thought we could back in 2018 and it was built on the wrong 

platform” (Interview 1, l. 137). In this sense, AL’s existing systems were not sufficiently 

developed to support their transformation journey as it began in 2016, causing delays and 

financial losses. 

Assessing digital maturity also means acknowledging where internal resources are not 

sufficiently in place to facilitate the transformation.  In the five-year digital transformation 

journey of Alm. Brand and their major implementation of a new CRM system, Ane Damkjer 

describes how they were able to integrate external competencies throughout the process. 

Here Alm. Brand had a close partnership with the software provider and implementation 

and change consultants. “Throughout the entire journey they were always a part of our 

team as consultants, so it was like a joint venture there.” (Interview 3, l. 68). Assessing the 

need to integrate external competencies was a necessary step and a strategic choice for 

Alm. Brand, as they did not have the required capabilities themselves.  

In order to understand the implications of not assessing digital maturity correctly, Rasmus 

Skjøtt of Søstrene Grene provides a relevant example from a retrospective view of their 

transformation journey. Here, Rasmus Skjøtt describes the processes and ways of working 

within Søstrene Grene, before they started their transformation journey. “Our whole 

organization as one we weren’t digital at all… our way of working was so old fashioned in 

that way, both in processes and ways of thinking etc.” (Interview 2, l. 97). The lacking 

maturity within Søstrene Grene directly impacted the process of transformation, but also 
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how they are able to utilize the system today after going live. “I hoped that we from an 

internal perspective could have taken much more ownership on the strategic development in 

the system, we are very dependent on them the entire time.” (Interview 2, l. 137). The 

decision to involve external competencies in the development of the system was a 

necessary decision, based on the digital maturity. However, the continuous dependency on 

these external resources is still necessary, as Søstrene Grene did not make the necessary 

investments, to mature and develop internal competencies as they transformed.  

When describing the impacts of digital maturity in a digital transformation process, Anna 

Pelvig of the digital change management consultancy ChangePeople, mentions that they 

typically only work with digitally mature companies. “We don’t really have any companies 

who are not already fairly digital. We basically only work with very large corporations and 

they all have different kinds of systems” (Interview 4, l. 128). It is difficult to either verify or 

falsify the importance of digital maturity, based on the fact that ChangePeople only works 

with digitally mature companies. However, we can assume that the strategic decision to 

involve digital change management consultants, as a supporting part of a transformation 

process, is based on an internal understanding of digital maturity. 

In the attempt to verify the direct applicability of the 6-step model for managing 

technology-driven organizational change, the model was presented to Thomas Dorby who 

has several years of experience in digital change management, both on the industry and 

consultancy side. Thomas Dorby directly supports the applicability of the first step of the 

model, in assessing digital maturity first. “yes, I think you are right in assessing the digital 

maturity first” (Interview 5, l. 22). Thomas Dorby also mentions some of the implications of 

digital maturity that can be directly related to the previously mentioned cases of AL and 

Søstrene Grene. “what you will find is that maybe they are not very digitally mature in terms 

of implementing changes themselves in their own organization. Be it because they are not 

good at selecting the right tools or maybe because they are not good at making sure the 

adoption takes place” Interview 5, l. 16). Neither Søstrene Grene or AL was digitally mature 

in terms of implementing the changes themselves and thus had to rely on external 

competencies. Additionally, not achieving the necessary adoption of the new system, meant 

that Søstrene Grene required a continuous dependency on external consultants, even after 

going live with the new CRM system.  
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Summarizing Step 1: Assess Digital Maturity 

When attempting to verify the applicability of the first step of the 6-step model in assessing 

digital maturity, we looked at the three organizations, Søstrene Grene, AL and Alm. Brand. 

Interview data from all three interviewees from the three organizations support the first 

step of the model, in assessing digital maturity first. Here the examples from their respective 

transformations showed that initiating a transformation, without the necessary digital 

maturity cause project delays. Moreover, we found that identifying and being conscious of 

lacking digital maturity was solved by approaching digital transformation as a joint venture 

and integrating external competencies. Finally, interview data suggested that lacking digital 

maturity impacted the internal ownership of the project, both in the implementation phase 

and after going live. As a result, we can based on interview data from the three interviewed 

companies, verify that digital maturity directly dictates the capacity for success of 

technology-driven organizational change. Interview findings from Anna Pelvig of the digital 

change management consultancy ChangePeople, does not provide any clear evidence of the 

applicability of assessing digital maturity as a first step. Finally, Thomas Dorby of Wipro, 

directly supports the necessity of assessing digital maturity as a first step, when presented 

with the 6-step model.  

4.2.2 Verifying Step 2: Define the Vision 

The second step of the 6-step model for managing technology-driven organizational change, 

is formulating the vision for transformation. The vision must be aligned with the overall 

organizational vision. Additionally, strategic decisions must involve the specific objectives 

for change that are necessary to reach the formulated vision. The vison must be 

communicated consistently and repeatedly across the organization, through various 

communication channels. By analysing interview findings based on the real-world examples, 

we can try to verify the salience of vision as the second step of the 6-step model. 

Rasmus Skjøtt from Søstrene Grene describes a specific tagline that they were working with, 

when defining their vision for digital transformation. “That is in short terms: experiences like 

no other. So that is basically the headline we are working from when talking digital vision 

and digital transformation in Søstrene Grene.” (Interview 2, l. 19). In the early stages of their 

four-year digital transformation journey to implement a new CRM system and their new 

online sales channels, Søstrene Grene conducted several workshops. Here the objective was 
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to stage their exact vision for digital transformation in terms of where they are coming from, 

to where they want to be as a business in the future. Søstrene Grene had a vison of 

transforming from: “A traditional retailer with focus on unique sensory experiences in the 

physical stores and good finds” (Interview 2, l. 32).  Transforming to a future state as: “we 

are going to be the future of the retail where unique customer experiences and personalized 

services will renew the Søstrene Grene brand across channels and create something the 

world has never seen before” (Interview 2, l. 39).  

Søstrene Grene has a vision capturing the essence of providing experiences like no other, 

like they do with their stores, through new digital channels with a personalized experience. 

In this sense, Søstrene Grene’s vision for digital transformation is aligned with the overall 

organizational vision. Furthermore, the vision is formulated based on an understanding of 

where Søstrene Grene was, in terms of digital maturity at the time. Thus, supporting 

formulating the vison for change as the second step of the model, based on the assessment 

of existing digital maturity. 

The digital transformation journey for AL plays a central role and acts as an enabler for their 

overall strategic objective for 2025. “we are using salesforce as a tool to support the overall 

strategy of the bank, which comes down to our strategy for 2025 is that we want to have 

more satisfied customers, that is our strategic goal, and we believe that we can achieve that 

using Salesforce” (Interview 1, l. 20). The implementation of the CRM system Salesforce was 

for AL a strategic choice that was necessary, to drive the organizational change required for 

their overall organizational strategy for 2025. The process of formulating the exact 

objectives for change in relation to the system implementation was rather complex, as AL 

made a consortium deal with their financial technology provider and several other banks. 

“We made a consortium deal with Spar Nord and Nykredit and our data provider financial 

technologies BEC, those are our data centrals. They are kind of the master of our org in 

Salesforce, providing us with data from mainframe environments, so they have a total vision 

of what they want with salesforce for their 22 banks in their community, and we are just a 

part of that” (Interview 1, l. 10). It was a strategic decision by AL to implement the CRM 

system to achieve the overall organizational vision. However, AL left the process of 

formulating the change objectives for the specific system implementation, to their financial 

technology provider. As already mentioned, the whole project came to a full stop in 2018, as 
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AL’s mainframe environment could not support the integration with the new CRM system. 

Leaving the ownership of vison and change objectives for the CRM system to their partner, 

meant that AL was provided with a system that was not fit for their existing set up. This goes 

back to step 1 and the necessity of assessing digital maturity, before an effective vision can 

be formulated. 

In 2016 as Alm. Brand started their process of digital transformation, they had a vision of 

bringing their different channels of insurance, banking and pension closer to each other. 

“The vision was to succeed between across our channels in insurance, bank and pension. 

Now we have a new vision and new brand where we lately in October of 2020 we sold our 

bank and now we are going into a partnership with Sydbank instead. So this vison has 

changed from a perspective where we went across all financial channels and now more 

specifically into insurance and pension so that’s a change in direction for us” (Interview 3, l. 

8). The acquisition of Alm. Brand’s banking department in 2020 resulted in a new direction, 

with a focus on the core competencies of pension and insurance. In this regard the vision for 

digital transformation had to be reformulated, in order for it to be aligned with the new 

strategic direction for the organization. 

Anna Pelvig from the digital change management consultancy ChangePeople, underlines the 

importance of developing a vision. She mentions that most organizations have some sort of 

vision and direction for what they want to achieve. However, in order to communicate the 

vision, which is an important aspect of step 2 of the 6-step model, there needs to be a clear 

reason or a “WHY” incorporated in the vision. “I would say that most organizations don’t 

have a clear vision that they actually communicate to the users, so that’s typically our goal 

number one, that is to have a clear WHY, why are we doing this and what does it mean for 

the average user in long and short terms” (Interview 4, l. 15). Here, Anna Pelvig is talking 

about the specific vision for the digital transformation and not the overall organizational 

vision in general terms. In order to effectively communicate the vision for digital 

transformation and gain the necessary support, it has to be applicable to the users it is 

affecting, and they must understand why the change is necessary.  

Thomas Dorby adds to Anna Pelvig’s notion of having a clear “WHY” for the vision. Here 

Thomas Dorby underlines the importance of also thinking about the “HOW” in the context 

of a digital transformation vision. “However, what I am missing sometimes, as part of the 
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vision part, that is the strategy. And the strategy is basically how do I get from current 

situation “as is” to the future state “to be” (Interview 5, l. 30). Here, Thomas Dorby supports 

the point of clearly defining how to strategically achieve the vision, as part of step 2 of the 

6-step model. Going back to the example of AL, they had a clear vision for the organization 

that had to be supported by the strategic decision to implement a new CRM system. 

However, they left the part of formulating the strategic objectives for that system to their 

partner, which resulted in a solution that was initially incompatible with the existing 

business. 

Summarizing Step 2: Define the Vision 

Interview data from the three interviewed organizations support the relevancy of the 

second step of the model as defining the vision for change. Here the interview data suggests 

that to formulate a vision for change, there must be an understanding of digital maturity, as 

to identify both the direction and objectives for change. Furthermore, all three 

organizations aligned their vision for digital transformation with the overall organizational 

vision. Thus, using technology as an enabler of change for the strategic direction of the 

organization. Interview data with the two digital change management consultants underline 

the importance of the “how” but also adds a point of incorporating a clear “why” of the 

vision. This supports the notion in step 2 of the model, on defining how to strategically 

achieve the vision and communicating the vision. 

4.2.3 Verifying Step 3: Identify Culture 

The third step of the 6-step model for managing technology-driven organizational change, is 

identifying the culture that exists within the organization. This step builds on the previous 

step of defining the vision, as internal values, beliefs and ways of working that are not 

aligned with the formulated vision must be identified. Additionally, potential cultural 

differences across the organization, within certain groups or fragmented cultural differences 

must also be identified. Finally, the necessary initiatives to close potential gaps between the 

vision for change and the cultural tendencies must be formulated. 

Rasmus Skjøtt describes how they in Søstrene Grene worked to gain an understanding of 

cultural factors within the organization that were likely to create resistance to change, when 

starting out their digital transformation journey. Rasmus Skjøtt states how they in Søstrene 
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Grene would have liked to start transforming digitally at an earlier time. However, there was 

certain cultural aspects within the organization that did not allow for this. “we are a 

franchise in that we have a lot of stakeholders that could have seen the digital channel as a 

competitor and not as a partner if you know what I mean. Also, a lot of our partners have 

had their stores for a long time, and they haven’t been used to the digital customer habits. I 

think that has been one of the main concerns” (Interview 2, l. 80). What Rasmus Skjøtt 

mentions here is both related to step 1 of assessing digital maturity, but it also concerns the 

cultural mindset that exists within the franchisees in Søstrene Grene. The franchisees that 

operate the physical stores, are of course an important stakeholder for Søstrene Grene to 

consider. As a result, it is necessary that they are also on board with the digital 

transformation process of Søstrene Grene and the vision that they have for their online 

sales channels. In Søstrene Grene they were aware that their franchisees were different, 

from the rest of the organization in this sense. To mitigate this and gather the required 

support for the vision, a lot of effort went into initiatives to close this gap between culture 

and vision.  

“It was a focus for our CEO and I that we took the time to visit every partner in every country 

and elaborate on the business and what our digital transformation will mean for their stores 

and how they can utilize the stronger digital presence that we were going to have. So 

Mikkel, our CEO, and I took a 4-week journey to visit all partners and elaborate on our digital 

journey. I think that was crucial, because then we saw which partners were on board with 

this and where we needed to make some work to make them understand better what it can 

mean for them” (Interview 2, l. 169). 

The decision by top management to visit every partner in the different countries, was a 

necessary step for Søstrene Grene, before they could begin the process of transforming 

digitally. It allowed them to gather the necessary support but also to identify, where cultural 

differences required additional work and attention. 

Ane Damkjer from Alm. Brand mentions some of the cultural differences, between different 

business units in the organization, but also the differences based on geographic locations of 

the various departments. “It was hard selling it to the bank departments, they were also 

located many places around the country and had specific roles in each office. I think the best 

case was our own customer service and insurance, they really bought into the journey from 
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the beginning” (Interview 3, l. 101). Alm. Brand found that gathering the necessary support 

for the formulated vision for their digital transformation, was difficult especially in their 

banking departments. Moreover, their banking departments also differed between 

locations, as they had different ways of working in regard to roles and responsibilities. In 

this sense, Alm. Brand had not done enough to identify the differences in organizational 

culture, to find that it required a more complex approach when closing the gaps of their 

formulated vision and culture. 

Anna Pelvig from ChangePeople mentions that identifying organizational culture is an 

important step, in the work they do as digital change management consultants. “What we 

typically do is that 1 to 2 months before go-live we run workshops on resistance, to get the 

management team on board… Then we train the management in different types of 

strategies and how to handle that resistance” (Interview 4, l. 115). These workshops are 

targeted at identifying certain values and behaviours, within different groups that are likely 

to cause resistance to change and then providing management with the necessary tools, to 

handle this resistance. 

Thomas Dorby from the consultancy, Wipro, supports the importance of step 3 in identifying 

and addressing aspects of organizational culture, in any transformation process. Here he 

provides an example of how culture is differentiated across groups within the organization, 

as an example on the geographical level. “We saw also the cultural aspects of different 

countries. So I think it is very important piece of the model and it is actually related to any 

transformation, but I am almost inclined to say how many transformations do we actually 

see these days that don’t have elements of digitalization” (Interview 5, l. 77). In addition, 

Thomas Dorby expands on the different levels in which organizational culture may exist, 

which supports step 3 of the model, by identifying how culture differs among certain groups 

within the organization. “So honestly if we are talking about micro cultures, in a specific 

department or a specific company in a larger organization. You really need to be in an 

understanding of the people to understand the culture” (Interview 5, l. 100). These 

organizational differences in culture impacts the way change must be addressed, as certain 

groups may react differently to the formulated vision for change. This factor goes back to 

the example of how Søstrene Grene identified and approached differences in organizational 

culture, when presenting their vision for change at the start of their digital transformation 
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journey. Here it was especially culture within the different franchises that created potential 

resistance to change, but also the differences on national levels. Thomas Dorby adds an 

additional point to the implications of identifying people and culture from a stakeholder 

perspective. “But all of that actually meant that you are identifying the key stakeholders, 

and I realize that not necessarily being culture, but it was anyway because you figured out 

who is the one that makes the decision” (Interview 5, l. 99). This means that while culture 

differs among certain groups within the organization, there must also be a focus on 

identifying the key stakeholders and if certain cultural aspects define these.  

Summarizing Step 3: Identify Culture 

Interview findings from two out of the three interviewed companies support that 

organizational culture plays an important role, when transforming digitally. Moreover, 

statements from two of the interviewed companies suggest that they worked actively to 

identify and alter cultural aspects that were likely to provide resistance to change. However, 

nothing from the interview with AL, explicitly suggested that they worked actively to identify 

culture in their digital transformation process. Anna Pelvig mentions how identifying cultural 

factors that may create resistance to change, is an integrated part of the work they do in 

ChangePeople. Finally, Thomas Dorby of Wipro believes that step 3 is an important step of 

the model and that identifying culture should be natural step in any transformation. Thomas 

Dorby also adds an additional point on identifying decision makers, from a stakeholder 

perspective. To summarize, these real-world examples verify that step 3 on identifying 

culture has its place in the 6-step model for managing technology-driven organizational 

change. 

 

4.2.4 Verifying Step 4: Build Support 

The fourth step of the 6-step model for managing technology-driven organizational change, 

is building the necessary support to facilitate change. Responsibility must be shared with the 

right people in the organization, creating a guiding coalition with shared objectives. This 

means involving and getting the support from leaders with the right decision-making 

authority. These leaders must furthermore be included from the right business units that 

are targeted for change, to enable cross functional collaboration. 
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When AL decided to start their four-year journey to transform digitally, in a process where 

the implementation of a new CRM system played a key role as a centralized platform, it was 

of course backed and signed off by the CEO. “Well, it all started out with this project coming 

in from our CEO saying that he signed off on this project together with Spar Nord and 

Nykredit and our project manager took it in and started looking at it. In the first couple of 

workshops, he came to me and said he wanted to be more specific in the use, so I took over 

the project” (Interview 1, l. 154). Michael Hartwig took over the CRM implementation 

project as the product owner. In this role, he describes some of the key aspects that were 

involved, in creating a guiding coalition to facilitate the transformation. While there was 

initial support from the top-level management, there was no one with the necessary 

experience in similar implementations within management. As a result, a decision was made 

to hire a new development director from outside the organization to drive the process of 

change.  

“In the beginning we were only 3 and then there were some directors who had some idea of 

what Salesforce was, but they didn’t know enough. In October 2019, our new  development 

director came from Nykredit and had been working with Siebel CRM for 10-15 years, she had 

a lot of experience, from there on we kept hiring Salesforce admins. I am still working on 

expanding the knowledge of what Salesforce is for the rest of our business analysts in 

different business units” (Interview 1, l. 159). 

Because of the complexity of a large-scale digital transformation that goes with 

implementing a new CRM system and the complexity of the banking industry, it was crucial 

that a director with the necessary experience was hired. In this sense, it is not enough that 

management with decision making authority is involved, they also need the necessary 

experience based on the complexity of the change process. Additionally, Michael Hartwig 

describes how he to this day still tries to enable cross functional collaboration, across the 

different business units to drive the future development of the system after go-live.  

Ane Damkjer from Alm. Brand mentions that the buy in from C-level management was 

crucial in gathering the required support, for the digital transformation throughout the 

whole organization. “We had a great buy in from the senior executive stakeholders at that 

point, that created a lot of awareness around the platform. That was good and it was 

creating awareness around that salesforce could solve all of our problems that we have in 
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terms of legacy” (Interview 3, l. 116). The support from executive stakeholders meant that 

the necessary decision-making authorities were involved and enabled cross-functional 

collaboration, as the benefits of the new CRM system was made clear to all business units. 

When discussing the importance of building support for digital change initiatives, Anna 

Pelvig from ChangePeople, mentions how the involvement of top-level management often 

is impacted as the transformation proceeds.  

“The role of the sponsor, what we typically see as a challenge, is that the executive sponsor, 

those who fund the project and part of the steerco, they lose interest, so that would be the 

CEO or CCO etc. They lose interest because they move onto other expensive projects that 

they need to fund and engage with. We are not only building a system and asking people to 

enter data into the system, we are also asking managers from top to bottom to use that 

data to drive the business even better” (Interview 4, l. 53). 

Like we saw with the example of how AL involved top level management in the 

transformation, it is crucial that they have the necessary knowledge and experience to be 

properly involved in the process. Anna Pelvig adds to this, by noting that it is not enough to 

simply involve the right decision-making authorities, they must also be continuously 

engaged throughout the process and not lose interest. To do this, sponsors and executives 

must be engaged from the early stages, to see how data from the new system can benefit 

the business going forward. 

When presenting the 6-step model for technology-driven organizational change for Thomas 

Dorby from the digital consultancy Wipro, he supports the importance of understanding 

culture, before addressing roles and responsibilities. “This is highly relevant, the right 

stakeholder mapping is so important when you are getting into that, I would even argue that 

when you are talking stakeholders and culture, you basically cannot avoid it, it’s called 

responsibility but it’s also about identifying decision makers, so I don’t know which one 

comes first, can you actually assess the responsibilities and engage with the right 

stakeholders before you actually understand the culture” (Interview 5, l. 107). 

Here, Thomas Dorby mentions how you cannot identify stakeholders as decision makers and 

assign responsibilities, before understanding the role of organizational culture. Thereby he 

supports the sequencing of steps in identifying culture in step three. 
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Summarizing Step 4: Build Support 

Interview data from two out of the three interviews conducted with interviewees on the 

company side, support the applicability of step 4 of the model in building support. Examples 

from the digital transformation journey of both AL and Alm. Brand, describe the importance 

of building internal support. Here, it is not only the decision-making authority but also 

experience and knowledge that are crucial factors. Additionally, interview data suggests that 

getting buy in from senior executives naturally builds support for change, throughout the 

lower levels of the organizational hierarchy as well. Interview data from the last company 

interview with Søstrene Grene does however not provide any explicit details on the role of 

building support to verify step 4. Interview data from the two interviews on the consultancy 

side, suggests that the support from C-level management is crucial to keep momentum 

going, thus management and sponsors must be kept engaged throughout the entire 

process. Finally, interview findings suggest that there must be an understanding of 

organizational culture before it is possible assess how roles and responsibilities should be 

placed on decision-makers. Thus, supporting the sequencing and the process of the 6-step 

model for managing technology-driven organizational change. 

4.2.5 Verifying Step 5: Initiate and Facilitate Change 

Step five of the 6-step model for managing technology-driven organizational change is 

initiating and facilitating change. The previous four steps lay the groundwork for successfully 

initiating the actual change necessary to achieve the formulated vision, hence the actual 

change comes late in the 6-step model, as it is a consequence of the previous steps taken. In 

the process of change, cultural issues are likely to emerge as it is difficult to identify all the 

complexities of organizational culture in the early stages, which we also saw in the example 

of Alm. Brand. Emerging issues as the process of change is initiated, must be addressed to 

continuously diminish resistance to change. Additionally, the urgency and momentum of 

change must be maintained, as to not become complacent as initial objectives for change 

are reached. To maintain this momentum, employees must be empowered for action to 

drive and take ownership of the process of change. 

Michael Hartwig from AL describes how the digital transformation journey that they are on 

is a continuous process of change. Even after going live with the CRM system, there is an 

effort to maintain the momentum of change in the further development. There are a lot of 
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terms and new concepts of what is it that salesforce can do for them as an advisor, and they 

haven’t figured all that out yet. So, we are doing some reimplementation of some of those 

processes, and we will have to keep doing that over and over again” (Interview 1, l. 86). This 

is an example of AL actively working to not become complacent in their continuous digital 

transformation journey, even though many of the strategic objectives for change have 

already been reached, with the implementation of the CRM system. Additionally, Michael 

Hartwig describes how they work to define internal change agents, to continuously drive the 

process. “We tried to find those proactive change agents that can be good examples of 

whenever we have new functionalities of features, they can do the introduction for their 

colleagues” (Interview 1, l. 104). Doing this enables employees for action and promotes 

internal knowledge sharing, whenever new functionalities are introduced as a result of the 

continuous development. 

When we talk about the continuous development of the implemented system and not losing 

the momentum of change, Anna Pelvig from ChangePeople mentions how she as a 

consultant works with this. “So when we look at for example the technical roadmap, the job 

that we have as change managers is to constantly remind the project owners when they do 

their roadmap, how does this fit with what you set out to do originally” (Interview 4, l. 26). 

This goes back to step 2 of the model on defining the vision and strategic objectives for 

change and keeping these in mind, throughout the transformation process. 

Rasmus Skjøtt from Søstrene Grene describes that they generally had success with 

implementing their new CRM system and did not experience major resistance to change in 

this regard. “So, I actually think that for the salesforce implementation that actually went 

quite well because the people that we brought on we did with the purpose of implementing 

this. We haven’t seen any people being upset with that, what we actually see is that people 

have taken the system much more into their everyday work” (Interview 2, l. 160). Søstrene 

Grene made investments to bring in people within different business units, with the specific 

purpose of driving the transformation process. As described in connection with step 3 of the 

model of identifying organizational culture, Søstrene Grene is likely the company out of the 

three that did the most work in identifying potential cultural issues. As a result, they did not 

experience any significant emerging resistance to change, as they initiated their 

transformation journey. 
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One example of how emerging cultural issues impact digital transformation, once the 

change process is initiated is described by Ane Damkjer of Alm. Brand. “We could probably 

have done more. We worked to identify these issues, but there we are also up against an 

external partner in bank data. So, some part of that development took longer than we had 

planned to” (Interview 3, l. 106). This example underlines how even though effort is put into 

identifying cultural factors before initiating the process of change, issues may still occur 

throughout the process, which may cause resistance to change and project delays. In the 

example of Alm. Brand, this was strengthened by the complexities of working with an 

external partner for banking data in the implementation process. 

When presenting the fifth step of the model on initiating and facilitating change for Thomas 

Dorby of Wipro, he uses the analogy of change as a boat in which people within the 

organization must be on board. “My point is that this model is really interesting both from 

the change perspective of who is actually inside the change at this moment, who should we 

forget about, and who should we try to rescue and get into the boat. And the people that are 

in the boat, those are the ones that you want to identify and make sure that you empower” 

(Interview 5, l. 146). When defining and empowering internal change agents, effort should 

go into choosing the right people. In the continuous process of change, this means that 

there should be an understanding of the potential opponents to change, and whether these 

should be included, based on their role and decision-making authority. 

Summarizing Step 5: Initiate and Facilitate Change 

Interview data from the three interviewed companies provides relevant examples, verifying 

the fifth step of the model on initiating and facilitating change. Moreover, statements from 

the interviewees regarding their digital transformation can be led back to considerations 

taken in previous steps, thus supporting the sequencing of the six steps so far. Interview 

data suggests that in the process of continuous change, effort must be concerned with 

keeping the momentum and avoiding complacency. Examples from the interviews support 

that certain issues and resistance to change are likely to emerge, as the process of change is 

initiated. Here, the actions taken in relation to step 3 on identifying culture is a crucial 

factor. Interview data from the two interviews with the consultants provides examples 

describing some of the implications for change, as a continuous process and the role of 

identifying and empowering internal change agents. Here we found that it is important to 
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not only maintain the momentum of change, but it must also be done with the original 

vision in mind, considering how it fits into the roadmap. Moreover, it is important to 

empower internal change agents, however effort should go into identifying and 

empowering the right people in this regard. As a result, the fifth step of the model on 

initiating and facilitating change can be supported by the data from the five interviews.  

4.2.6 Verifying Step 6: Anchor Change 

The sixth and final step of the 6-step model for managing technology-driven organizational 

change, is anchoring the change produced in step five, as a result of the all the previous 

steps taken. Anchoring change in the organization ensures that the necessary adoption 

takes place and incentivises employees to take ownership of new systems and ways of 

working to drive continuous change. Important measures to ensure that change is anchored 

is the investment in training and education, promoting internal knowledge sharing and 

incentivizing adoption with a focus on performance improvements. 

In AL they are today well on their way in terms of their digital transformation journey, after 

having implemented a new CRM system. However, Michael Hartwig describes how they are 

still working on the user adoption of the system and anchoring the new ways of working, 

within the different business units. “If I look at our regular advisors in the bank, we’re not 

even close to 5-10% of their workday they are using salesforce, yet. But we want to scale up 

the usability of all that, but we do have a lot more for the managers to track stuff like how 

many leads does my branch have at the moment, what are the process time of those, stuff 

that they didn’t have before” (Interview 1, l. 75). Here, Michael Hartwig mentions how new 

performance improvements are an important selling point in advocating system adoption, 

on a managerial level. However, user adoption is still very low when looking at the banking 

advisors as a user group. Michael Hartwig mentions how they attempt to incentivize 

adoption by promoting internal knowledge sharing. “They are not using it that much, but it 

is starting to get there, they are starting to help each other, and that is one of the positive 

sides of using a community because you can reach out and get help from each other” 

(Interview 1, l. 106). In this sense, AL uses an online community to allow end users to share 

knowledge and ask questions, as a supplement to training and education. 
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Anna Pelvig from ChangePeople supports the point of the sixth step of the model, on 

anchoring change when it comes to user adoption and the role of internal knowledge 

sharing. “They are not going to be very enthusiastic about some foreign person or some 

strange person entering the room. What we typically do is that we create super users for 

users and super users for managers, they have very different requirements for how they 

want to share knowledge, so setting up super user groups for managers for reports and data 

output etc and setting up super users for data input is great” (Interview 4, l. 142). The way 

that ChangePeople as change management consultants try to incentivize user adoption 

through user groups and super users, is also clear in the previous example of AL. Getting 

employees on both a managerial and end user level to engage in the training and knowledge 

sharing, encourages them to take ownership of the system, which in turn drives user 

adoption as knowledge and enthusiasm around the implemented changes increase. 

When anchoring change in the organization, Anna Pelvig mentions the importance of the 

initial vision for change and the continuous communication of this. “So our job is going back 

to the vision and the to be processes to give them a view of the bigger picture. If they 

understand that, it is going to be much more easy to convince them that the information we 

ask them to fill in is useful. It’s difficult if you just introduce it and people don’t understand 

why” (interview 4, l. 166). Communication efforts to drive the adoption must be tied to the 

original vision for change. Moreover, the focus should be on performance improvements 

and why certain changes have been made. These examples by Anna Pelvig on how they, as 

consultants, try to anchor changes in the organization verifies the applicability of the final 

step of the model, on the notion of incentivizing adoption with a focus on performance 

improvements. Moreover, Anna Pelvig adds an additional point by going back to the vision 

formulated in step two of the model. Here the “why” of the vision should be communicated 

to anchor change and drive user adoption of the implemented systems. 

Ane Damkjer describes where they are in Alm. Brand in terms of user adoption and 

anchoring the changes, produced by their digital transformation. Here, Ane Damkjer 

mentions the importance of having a decentralized model when it comes to driving 

adoption through internal knowledge sharing. “I think it’s really important to have a 

decentralized model, so you can have users out there doing the work and having the 

knowledge of the several systems. It’s about doing the change management on board. We 
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still have a lot of work to do” (Interview 3, l. 82). This statement describes how they in Alm. 

Brand try to anchor change, by taking ownership of the new system and drive user adoption 

through internal knowledge sharing. The strength of managing change this way internally, is 

supported by Anna Pelvig from ChangePeople. “That’s key, even though we do training and 

we do everything in the change area, our main goal is that they become very good at it 

themselves, because without that they will not become engaged. So, we are not interested in 

just delivering a training program and then hope they will call us again” (Interview 4, l. 137). 

This example goes back to and supports the points of the sixth step of the model of training, 

knowledge sharing and internal ownership. 

When presenting the digital change management consultant Thomas Dorby for the final 

step of the 6-step model, he mentions the role of communication in anchoring change.  

“One thing I would like to mention specifically on the anchoring change, I agree with all of 

the things that you put in here. But what is really important is what is in it for me, the user. If 

I don’t understand why we are doing this and if I don’t see how it makes my life easier, I will 

detract to other things and go back to the old solution and then suddenly we are not 

becoming more efficient”. (Interview 5, l. 170). 

Here Thomas Dorby’s statement is in line with the opinion of Anna Pelvig on the importance 

of communication, with a focus on the specific benefits for certain employee groups, within 

the organization. Once again this supports the sixth and final step of the model on 

continuously communicating the vision, incentivizing adoption by focusing on performance 

improvements. 

Finally, Thomas Dorby mentions an additional point that he believes is key in anchoring new 

ways of working and that is utilizing data. “Changes are not really anchored until you on a 

continuous base use the data that the digital solution is providing you with. You have to 

utilize the data coming in to actually enforce the new processes and that requires leadership 

to bring this up. The leaders need to use the system, not only the CEO but all the way down 

to the lowest level of leaders” (Interview 5, l. 176). According to Thomas Dorby, the 

utilization of data from a newly implemented system such as a CRM system, drives adoption 

across all levels of management. This is in line with the statement from Anna Pelvig on the 

importance of communicating the “why” to drive user adoption. In relation to the points 
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from the sixth step of the 6-step model, the notion of data utilization adds to, but also 

supports the point of communicating the resulting performance improvements from the 

changes implemented. 

Summarizing Step 6: Anchor Change 

Examples from the interviewed companies support the importance of anchoring change, as 

the final step of the 6-step model for managing technology-driven organizational change. 

The Interviewed companies have today all successfully implemented a new CRM system as 

part of their digital transformation journey, which for all three is still ongoing. Examples 

from the interviewed companies support the 6-step model in the importance of training and 

education, internal knowledge sharing and continuous communication with the original 

vision in mind and a focus on performance improvements. It is however worth noting that 

interview data with Rasmus Skjøtt from Søstrene Grene does not provide any direct 

evidence, for how they worked with anchoring change in the organization.  

Interview data from the two interviews with digital change management consultants also 

provides evidence that supports the final step of the 6-step model. Here statements confirm 

that the consultants actively work on enabling internal knowledge sharing. Additionally, 

communication efforts after changes have been implemented, must be focused on 

performance improvements and why the new system is useful for specific groups of 

employees. An additional point is added to the step, with the suggestion that 

communication efforts in driving user adoption should be centred around the “why” of the 

formulated vision in step two. As a result, the vision for change must be continuously 

communicated, even after changes have been implemented. Finally, an addition to the 

communication and adoption aspect, is the suggestion that there must be a focus on data 

utilization from the newly implemented system, across all levels of management. 

4.3 Analysis Summary  

The table below summarizes the findings from the five interviews and whether they verified 

each of the six steps of the model. Each interview has been given a score based on the 

different examples. A score of +1 means that interview data directly supported the 

applicability of the individual step. A score of 0 means that nothing in the interview data 
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directly supports the step. A total score is calculated for each step based on the interview 

data from all five interviews. 

 AL Alm. Brand Søstrene 
Grene 

ChangePeople Wipro Total 

1: Digital maturity +1 +1 +1 0 +1 4 
2: Vision +1 +1 +1 +1 +1 5 
3: Culture 0 +1 +1 +1 +1 4 

4: Support +1 +1 0 +1 +1 4 
5: Change +1 +1 +1 +1 +1 5 

6: Anchor Change +1 +1 0 +1 +1 4 
 

Figure 7: Analysis Summary 

From the table displayed in figure 7 we can see that the only two steps of the model, that 

are fully verified by interview data from all five interviews, are steps two and five. For each 

of the other four steps there is in each case one interview that does not provide any clear 

data to verify the step. While these interviews do not directly provide any examples to 

support the specific step of the model, there is however nothing from these interviews that 

explicitly falsifies the step either. The table shows that it is mainly interviews on the 

company side that in some cases did not provide any evidence to support the applicability of 

certain steps. Meanwhile both interviews with consultants convincingly supported all steps, 

with the exception of the interview with the consultant from ChangePeople not providing 

any clear evidence that could support step one of the model.  

4.4 Revisiting the 6-step Model 

When verifying the applicability of each of the six steps of the 6-step model for managing 

technology-driven organizational change, we did not find any statements that directly 

countered any of the steps and their descriptions. However, we must also acknowledge if 

the six steps leave out any potential elements and if additional steps should be considered. 

Furthermore, we must also consider if the sequencing of steps is correct. The table below 

shows a summary of the additional points and suggestions that we found when verifying the 

6-step model against interview data. Here the focus is on the two interviews with the 

consultants from ChangePeople and Wipro. The other three interviews with companies have 

served the purpose of verifying or falsifying specific steps, based on real-world examples of 

digital transformations. However, it is from the two interviews with the digital change 

management consultants that we found additional points and suggestions, to add to the 6-
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step model. These are based on their experiences and best practice approaches to 

managing technology-driven organizational changes. The table below shows additions to 

different steps of the model based on interview data. 

 ChangePeople Wipro 

1: Digital maturity   

2: Vision + Vision should include a clear 

“why” 

 

3: Culture  + Additional focus on identifying 

and defining key stakeholders 

4: Support + Maintain sponsor interest 

and support 

 

5: Change   

6: Anchor Change + Go back to the “why” of the 

vision to drive user adoption 

+ Focus on data utilization on all 

levels of management 

Figure 8: Additions to the 6-step model 

Interview data with Anna Pelvig from Changepeople presented additional points and 

recommendations for step two, four and six of the model. Here Anna Pelvig underlines that 

there must be an additional focus on the “why” when formulating a vision in step two. This 

point comes into play again in relation to step six, as specific groups of users must be able to 

relate to the purpose of the communicated vision and perceive the outcomes as desirable. 

Additionally, Anna Pelvig supports the fourth step on the importance of building internal 

support. However, she also adds to this point by mentioning that it is not enough to build 

support, it must also be maintained throughout the entire process of change.  

Thomas Dorby from Wipro adds additional points to step three and six, when he was 

presented with the 6-step model. Here he adds a more specific focus on identifying key 

stakeholders in connection with step three. When identifying and attempting to change 

specific aspects of organizational culture, there should be an additional emphasis on key 

stakeholders as decision makers. Finally, Thomas Dorby adds an additional point to step six 

of the model when it comes to anchoring change. Here there should be a focus on utilizing 

data from the implemented systems, which in turn drives adoption as the benefits and 

return on investments becomes visible through new data. 
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5. Discussion  

The following chapter will discuss the 6-step model for managing technology-driven 

organizational change and its contribution to existing literature and the practical 

implications of applying the model. Furthermore, the potential limitations of data and 

research design will be discussed. Finally, additional perspectives and possibilities for future 

research will be discussed. 

5.1 Contribution to Literature 

The following section will discuss if the findings of this thesis and the 6-step model for 

managing technology-driven organizational change, adds a valuable contribution to existing 

literature. Additionally, the decision and the necessity of developing a change management 

model specifically for technology-driven organizational change is discussed. 

Kotter’s (Kotter, 2012) eight step model for leading change is used as a central model in the 

theoretical framework for this thesis. Kotter’s model is likely one of the most well-known 

within the field of change management. As a result, it acts as a useful baseline for the 

theoretical framework in obtaining an understanding of a process model to change 

management. What we found in the first chapter on digital transformation and within the 

notion of technochange, was that managing technology-driven change requires a different 

approach compared to other organizational changes (Markus, 2004). In relation to the 

developed 6-step model for managing technology-driven organizational change, certain 

elements of Kotter’s 8 -step model have been incorporated in its development. However, 

the two models still have fundamental differences.  

Within existing literature on digital transformation, we found that Mugge et al. (Mugge, 

Abbu, Michaelis, Kwiatkowski, & Gerhard, 2020) suggest that digital maturity within the 

organization plays an important role, in guiding the success of a transformation process. As 

a result, the 6-step model includes an assessment of digital maturity, as an important first 

step. What we found with Markus’ (Markus, 2004) notion of technochange was that large 

scale implementations of new systems should be approached as a business initiative, rather 

than just an IT-project. This means that the developed 6-step model resembles and draws 

upon elements from existing change management models, such as Kotter’s eight step model 

(Kotter, 2012). However, for technology-driven organizational change, the 6-step model 
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adds to traditional change management models, by including and acknowledging the 

technological implications in the relationship between culture, change management and 

technology.  

When looking at existing literature on managing digital transformation, both Markus 

(Markus, 2004) and Jackson et al. (Jackson & Philip, 2010) suggest that organizational 

culture is a determining factor as to why digital transformation initiatives often fail.  In this 

sense, by incorporating a focus on organizational culture, the 6-step model builds on an 

already established notion within the field of digital transformation. In the attempt to 

conceptualize how the relationship between digital transformation and organizational 

culture should be managed, the 6-step model builds on the work of Schein (Schein, 2017). 

Here the development of the 6-step model is not an attempt to add anything new to the 

specific field of organizational culture, instead it simply expands on existing definitions in 

the context of managing technology-driven organizational change. The decision to include 

Schein’s (Schein, 2017) definition on organizational culture is based on the fact that it is 

dynamic in explaining both how culture forms and evolves within the organization. 

Furthermore, Schein’s (Schein, 2017) three levels of culture is useful to understand how 

organizational culture can be analysed. Additionally, the developed 6-step model draws 

inspiration from Latta’s (Latta, 2009) process model of organizational change in cultural 

context (OC3) model. The OC3 model suggests that culture impacts organizational change 

throughout the entire process. As a result, a cultural aspect must be considered in every 

step and in every strategic decision.  

As already mentioned, the 6-step model for managing technology-driven organizational 

change does not add anything directly to the field on organizational culture. Instead, it 

draws upon existing literature within organizational culture, in the attempt to apply it in the 

context of digital transformation. It is in the intersection between the two fields of digital 

transformation and change management that the 6-step model acts as a useful contribution 

to the two theoretical fields. As mentioned previously, there are of course existing models 

providing different approaches for managing digital transformation (Bygstad et al., 2020; 

Endres et al., 2020; Cennamo et al. 2020). However, these models do not provide a holistic 

view and approach to the impact and dependencies between technology, culture, and 

change management. By testing the 6-step model on data from the five interviews, we have 
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tested its applicability based on real world examples. This showed that the model could be 

verified to a convincing degree. The final result is a 6-step process model for managing 

technology driven organizational change. The model is based on existing and widely 

accepted theories and literature within the fields of digital transformation, organizational 

culture and change management. The selection of existing theory and the development of 

the model in formulating the different steps and their recommendations, is done based on 

certain assumptions. As a result, the model can only be perceived as a valid contribution to 

existing literature, once it has been tested and verified based on data, which in this case was 

done through interview data from five interviewees that were all relevant to the context. 

5.2 Practical Implications 

The speed and innovation of technology moves at an incredible pace in today’s world of 

business. If businesses wish to compete in today’s market, they must adapt and follow 

technological advancements (cio.com, 2016). At some point, this imposes the organizational 

challenge of embarking on a digital transformation journey to keep up with the ever-

evolving technology. Managing large-scale digital transformations and ensuring the success 

of the large financial investment poses many challenges. It is in predicting and managing 

these challenges that the 6-step model for managing technology-driven organizational 

change, serves as a practical model for managers. By having an interdisciplinary focus on the 

three theoretical fields, the 6-step model addresses change beyond the strictly technological 

implications. In this sense the model can be used as a step-by-step approach, to identify 

potential challenges and risks and manage these from a best practice approach. The 6-step 

model is a high-level model, which should be used as inspiration for top level management 

when planning the digital transformation process. The high-level approach does however 

also mean that an industry and context specific focus must be applied on a more granular 

level, in addition to the 6-step model. The model does not attempt replace traditional 

project management models and methodologies such as agile or waterfall methods of 

managing IT projects.  

5.3 Limitations of Data 

The following section will account for the limitations of the choices and methods used to 

answer the problem statement of this thesis. First and foremost, the qualitative approach to 

gathering of data has certain implications for the results of this thesis. Here it must be 
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accepted that the decision to verify the 6-step model against qualitative data from five 

interviews, limits the degree to which results can be generalized. However, two of the five 

interviews were conducted with digital transformation consultants, which in addition to the 

three interviews with companies, adds a broader perspective to the interview data. 

Including data from more than five interviews could have provided a greater general 

applicability of results. The three interviewed companies, Søstrene Grene, AL and Alm. 

Brand are all operating within different industries in retail, banking and insurance. Including 

additional data from interviews within a wider range of industries, could potentially have 

provided different results. While companies within different industries will typically have 

very different visions and requirements for their digital transformation, the implications for 

managing digital transformation will generally be similar. This is why the 6-step model does 

not have an industry specific focus in the 6-steps. Instead, it acts as a management tool with 

a focus on strategic steps that can be applied and adapted to the specific organization and 

the industry specific challenges it faces. Moreover, the three interviewed companies have 

all undergone a very similar digital transformation, in the form of implementing a new 

customer relationship management (CRM) system. In this sense interview data is somewhat 

homogeneous when it comes to the nature of digital transformation that was explored. To 

account for this, the applicability of the 6-step model could be limited strictly to CRM 

system implementation. However, as mentioned previously, the 6-step model is not an 

attempt to address software system or industry specific challenges. Instead, it is centred 

around solving the challenges of managing and anchoring the organizational changes in the 

context of digital transformation. Here the interview data concerning the digital 

transformation of implementing a new CRM system is useful, as the implementation of such 

an enterprise system is typically large-scale and has cross functional impacts, across 

different business units. As a result, the verified applicability of the 6-step model goes 

beyond the limitations of strictly CRM implementations. It acts as a model for any large-

scale digital transformation, in understanding how technology-driven organizational 

changes can be managed effectively. 

The decision to exclusively rely on qualitative interview data in verifying the 6-step model 

has certain limitations. Supporting qualitative data by including additional quantitative data, 

would likely have resulted in more general and reliable results. Here quantitative data could 



Matthias Theodor Schmitz Master’s Thesis Cand.merc. (kom) 

76 
 

be gathered through questionnaires with various companies. However, getting access to 

relevant respondents from a sufficiently high number of companies, is in this case a very 

difficult task both due to access and time constraints. 

5.4 Limitations of Research Design 

In the context of this thesis, a 6-step model for change was developed in the attempt to 

answer the problem statement: How can organizational changes driven by digital 

transformation be managed and sustained through organizational culture?  

The 6-step model for managing technology-driven organizational change, was developed by 

including aspects of central literature and models, within the three fields of digital 

transformation, organizational culture and change management. The selection of the 

specific literature and models for the theoretical framework, for which the 6-step model is 

built, was selected with the purpose of answering the problem statement and thereafter 

verifying it against qualitative data. The process of selecting relevant literature for the 

purpose of this thesis, may potentially be limiting in its nature. In this sense the 6-step 

model may be limiting if certain aspects of managing technology-driven organizational 

change are not included, in the underlying literature and models used in its development. 

However, before selecting the literature for the theoretical framework of this thesis, 

thorough efforts went into mapping the different theoretical fields and the relevant 

research that existed. Additionally, the analysis of interview data was not simply done with 

the purpose of verifying the six steps of the model, but also with the purpose of adding 

additional points to each step that potentially were left out. While the 6-step model for 

managing technology-driven organizational change may not be exhaustive in the 

implications for managing such change, it does provide a structured and extensive model for 

managing change.  

The deductive methodological approach of this thesis, taking its outlook in existing research 

within the three theoretical fields has certain implications for the results of this thesis. By 

following a deductive reasoning approach in this thesis, results have been obtained through 

a top-down logic, from a general theoretical framework to a specific conclusion on how 

technology-driven organizational change can be managed. In this sense, the 6-step model 

acts as a hypothesis built on existing research on how change should be managed. The 
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model has then been verified through qualitative interview data. An inductive approach 

could for this thesis have been followed by conducting interviews and developing a model, 

based on interview observations and then verifying it based on existing literature. In the 

context of this thesis, following an inductive approach would have required a greater set of 

data in order to find and generate meaningful patterns to reach conclusions. A natural 

choice for the data collection from an inductive approach, would for this thesis have been 

through quantitative data, which could be sent in a questionnaire form to a large number of 

companies. If the premise of following an inductive approach would have been to develop a 

similar model as the 6-step model, a bottom-up approach to developing a model based on 

empirical data could have provided more practical and real-world nuances. However, as 

mentioned previously, the decision to follow a deductive approach for this thesis is partly 

built on access to data. Moreover, having a theoretical focus as a starting point to develop 

the 6-step model, allows for the inclusion and expansion of existing and relevant literature 

within the three theoretical fields of digital transformation, change management and 

organizational culture. 

5.5 Additional Perspectives 

When discussing the relevancy of the 6-step model for managing technology-driven 

organizational change, the possibilities for additional perspectives must also be addressed. 

First and foremost, the decision to build the theoretical framework based on the three 

overall fields of digital transformation, organizational culture and change management is 

potentially limiting as already mentioned. While the 6-step model already includes elements 

of communication in the different steps, an additional communication perspective could 

have been included as part of the theoretical framework, thus including four theoretical 

fields instead of three. An additional communication perspective could have added to the 

model when exploring the implications of building support and reducing resistance to 

change based on methods within corporate communication.  

As mentioned in the delimitation section, this thesis mostly abstains from considering the 

implications of different project management methodologies. The attempt to add 

perspectives on project management best practice approaches to the 6-step model, would 

alter the managerial implications of the model in its use. Here a project management 

perspective could make the 6-step model applicable on a granular level in managing digital 
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transformation from a more technical, financial, and time-based perspective. However, the 

decision to abstain from a project management perspective, is grounded in the attempt to 

develop a high-level model for managing technology driven change. The high-level strategic 

approach to managing technology-driven change, gives the 6-step model a greater general 

applicability and in this sense, it is to be applied coherently side by side with models of 

project management.   

The 6-step model does to some degree consider the implications of managing internal 

stakeholders as for the fourth step of building support. However, adding a greater focus 

from a stakeholder management perspective would have had different implications for the 

resulting model. This could be by including stakeholder management theory such as the 

stakeholder salience model (Ronald, Agle, & Wood, 1997). A focus on the internal 

stakeholder roles and relations could have given additional insights into managing 

technology-driven change. It is however not the intent of this thesis to conclude on the 

stakeholder management implications around internal politics and decision-making 

processes involving digital transformation.  

5.6 Future research 

The following section on future research will be based on the limitations outlined in the 

previous sections. Additionally, recommendations for future research should build on the 

particular findings of this thesis and the attempt to add different perspectives. As already 

mentioned, the results of this thesis evident in the 6-step model, has been verified 

exclusively through qualitative data. As a result, an obvious first step of future research 

would be an attempt to verify the 6-step model, with the addition of a larger base of 

quantitative data. Here it is furthermore interesting to test and verify the 6-step model in 

the context of different types and scales of digital transformation. Even though some of the 

interviewed companies in this thesis are international, it would be relevant to test the 

applicability of the 6-step model, from a more international perspective in relation to the 

impact of national culture. This is relevant because culture is already a central part of the 6-

step model, thus it is important to explore if the managerial implications of the model differ 

internationally.  
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In relation to the previously mentioned limitations of the study design, it relevant to include 

and attempt to adapt the model, based on conflicting literature opposing Kotter’s (Kotter, 

2012) approach to change management or Schein’s (Schein, 2017) definition on 

organizational culture as an example. Finally, when verifying the 6-step model against 

interview data, we found several new perspectives and additions to the model. Here, it was 

the importance of having a clear purpose included in the vision, the importance of 

stakeholder identification and management and the utilization of data. While this thesis and 

the 6-step model does not have a specific focus on stakeholder management, it would be 

relevant for future research to explore the further implications of the 6-step model, from a 

stakeholder management perspective. Here an obvious approach would be to include and 

test central literature such as the stakeholder salience model in the context of the 6-step 

model (Ronald, Agle, & Wood, 1997). Moreover, it is relevant for future research to expand 

on the additional finding of data utilization when it comes to anchoring change. This could 

be done with the intent to test data utilization such as reporting on performance 

improvements in building adoption from both end users and management levels in the 

organizational hierarchy.  

6. Conclusion 

The purpose of this thesis was to develop a conceptual model for managing technology 

driven change to answer the following problem statement: 

How can organizational changes driven by digital transformation be managed and sustained 

through organizational culture? 

As a result, the 6-step model for managing technology-driven organizational change was 

built on existing literature, within the three theoretical fields of digital transformation, 

organizational culture and change management. In order to test the applicability of the 6-

step model, it was tested and verified against interview data from five interviews with 

different companies and digital change management specialists. A clear and concise 

conclusion when answering the problem statement, is that technology-driven organizational 

change can be successfully managed and sustained by following the steps outlined in 6-step 

model, as a high-level step-by-step model. 



Matthias Theodor Schmitz Master’s Thesis Cand.merc. (kom) 

80 
 

The six steps of the developed model are as follows: 1. Assess digital maturity, 2. Define the 

vision, 3. Identify culture, 4. Build support, 5. Initiate and facilitate change, 6. Anchor 

change. These six steps were formulated based on a thorough literature review of existing 

literature, within the three theoretical fields.  

In the literature review on digital transformation, we found that in the context of large-scale 

digital transformations the notion of technochange describes the collateral effects that such 

a transformation may have on the organization as a whole. Here it is important that the 

transformation is approached as business initiative, looking beyond the technical 

implications for change. Additionally, we found that literature suggested that organizational 

culture plays a deciding factor, when managing such change. In the process of transforming 

digitally, there is an ongoing dynamic interaction between technology and culture. This 

implies a techno-cultural perspective for managing change, where cultural issues are likely 

to emerge throughout the process of transformation and must thus be managed 

accordingly. 

The relationship between digital transformation and organizational culture was further 

elaborated in the literature review, by exploring the implications for the different 

perspectives that exist within literature and how culture may be managed as a result. Here 

we adopted the definition of culture as beliefs and values, accumulated through the shared 

learnings of a group. In this sense, organizational culture is dynamic, both in how it exists 

and is formed. Additionally, we found that culture does not exist universally in a uniform 

matter across the organization. Instead, cultural tendencies may be integrated, 

differentiated or fragmented. Finally, we found that organizational culture has the capacity 

to affect the process of digital transformation differently, throughout the process of change. 

This means that while cultural tendencies can be identified before beginning the process of 

change, certain cultural tendencies may also emerge throughout the process, potentially 

creating resistance to change. 

Finally, the literature review addressed existing change management models, here Kotter’s 

(Kotter, 2012) eight step model for leading change was included as an inspiration for 

managing change, from a step-by-step approach. This decision was based on the model’s 

general applicability in answering the problem statement, while considering traditional 
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aspects of managing an end-to-end process of change, while also considering aspects of 

organizational culture.  

These points that were drawn from the literature review provided the theoretical 

framework, from which the 6-step model for managing technology driven change was 

developed. When verifying the model against interview data from the five interviews, we 

found that interview data from the three companies and two digital change management 

consultants convincingly supported the applicability of the 6-step model. Here interview 

data supported the points and recommendations of each step of the model. Moreover, the 

sequencing of steps was supported. Interview data with the two consultants, provided 

additional points, for certain steps of the 6-step model. Here the central points were on 

developing a clear purpose for the vision of change and later using this in anchoring 

changes. Additionally, data utilization of the implemented systems plays a crucial role, in 

anchoring changes and enabling user adoption. 

To conclude, the developed 6-step model for managing technology-driven change, provides 

a conceptual model for leading and anchoring change, which has been verified based on real 

world examples. The model acts as step-by-step guide giving managers a best practice 

approach for managing and anchoring technology-driven change, from a high-level 

approach. 
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