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Abstract 
 
The ongoing digitalization is reshaping both society and business practices, necessitating a 
proactive response from companies to harness the potential of digital data, software, and 
ecosystems. (Schildt, 2020) This thesis aims to empower Organization X for future growth by 
providing enhanced tools and a deeper understanding of its operations.   
 
The thesis study revolves around the central research question: How to develop a digitaliza-
tion strategy for software organization? This question serves as the cornerstone of the study. 
The main research question is supported by sub-research questions aimed at providing com-
prehensive insights into the digitalization process.  
 
The structured theoretical framework guides the thesis through the digitalzation journey. An-
alyzing business strategy, establishing a clear vision and mission, and using the OKR methodol-
ogy to define achievable objectives aligned with the mission. The theory section includes 
Kotter's 8 Steps Process for a structured approach to initiate organizational change and gain 
employee support. Additionally exploring continuous learning in dynamic environments, em-
phasizing the role of technology in shaping learning methodologies. It encourages for fostering 
a learning culture within companies undergoing change, emphasizing the importance of un-
derstanding influencing factors throughout the change process. Before initiating the change 
process, a comprehensive understanding of digitalization, including principles, maturity lev-
els, and methodologies, is crucial.  
 
To assess the current status, eight employees of Organization X were interviewed with open-
ended questions related to the theoretical framework. Key discovery from the interviews indi-
cates that although Organization X is committed in investing in software development of its 
core business, a notable gap is identified in the attention given to auxiliary software and pro-
cesses related to them. The communication and ownership inside Organization X regarding 
them has been suboptimal. If these important components receive insufficient focus, it can 
potentially lead to hindering the organization's overall understanding and implementation of 
digital transformation. 
 
To address these challenges, this study include suggestions for adopting the Roadmapping 
technique and conducting a digital maturity assessment. These measures aim to provide a 
clearer understanding of the current digitalization state and prioritize development needs ef-
fectively. Additionally, enhancing stakeholder involvement and designating a responsible per-
son for overseeing the digitalization journey are proposed to ensure successful implementa-
tion of strategies and initiatives. 
 
Implementing a digitalization plan requires significant time and effort, emphasizing the need 
for effective communication. The understanding of strategic objectives, and tools like the 
eight-stage approach could enhance the success of implementing and anchoring change. Fu-
ture research should explore the software ecosystem concept at a deeper level. 

Keywords: Digitalization strategy, Business strategy, Strategy tools, Digitalization   
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1 Introduction 

Digitalization is revolutionizing how both society and businesses operate. To harness the op-

portunities offered by digital data, software, and digital ecosystems, companies are encour-

aged to cultivate a 'digital culture' and embrace new agile processes. Business literature sug-

gests that substantial changes are underway, and companies unwilling or unable to pursue 

digital transformation run the risk of obsolescence. (Schildt, 2020)  

New players are entering the markets and renewing how traditional services are delivered. 

Platform providers are one example where traditional services are shaped through a new ap-

proach by the likes of Uber and Airbnb. Though they disturb the market with their new inno-

vative platform approach, these companies still have the same digitalization journey to go 

through where it comes to their business processes and utilization of data. (Schildt, 2020) 

Depending on their journey status companies are in different maturity levels. Determining the 

classification of companies according to their level of digital maturity is a multifaceted pro-

cess, depicted through three key scales: the digitalization strategy, the extent of the organi-

zation's digitalization, and its readiness for digital transformation. Based on these three 

scales, four distinct levels of digital maturity are delineated: "beginners," "catchingups," "off-

track," and "leaders". (Aslanova & Kulichkina, 2020)  

1.1 Purpose, research question and objectives 

The purpose of this thesis is to develop a digitalization strategy for a software Organization X. 

The aim is that with a strategy Organization X should enable their future growth with better 

tools and understanding on how their organization operates.  

First goal in the thesis is with the help of theory on business strategy to understand the strat-

egy the organization has selected and how it will affect the future business operation choices. 

With the vision and mission clarified the next phase is to set feasible objectives and key re-

sults through OKR-methodology, that will aim towards fulfilling the mission. With Kotter’s 8 

Steps Process, we continue providing a structured approach for organizations to establish the 

necessary conditions to initiate the change process and gather support from employees for 

the envisioned transformation. (Kotter, 2007)   

We will explore the significance of ongoing learning for organizations operating in dynamic 

environments and examine how technology is shaping the methods of learning. We will discuss 

the reasons why companies should adopt a culture of becoming learning organizations. 
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Throughout the process of change, the organization need to comprehend the factors influenc-

ing the change process and how they should be taken into consideration. 

Before starting a change process, it is also crucial to understand the concept of digitalization. 

What is digital transformation, what kind of maturity levels there are and how they are deter-

mined. Qualitative research conducted based on the theory part of this thesis is used for de-

termining the status of the project Organization X in their digitalization journey. After gaining 

the understanding of base line the roadmap for development can finally be drafted. 

The research work is guided by the following sub-research questions to address the question 

of developing a digitalization strategy for a software organization. 

Why does the organization need a digitalization strategy? 

How to understand the digitalization maturity of the organization? 

How to proceed with the development project? 

How to implement the strategy in practice? 

1.2 Thesis structure 

This thesis is organized into four sections. The first section introduces the purpose of the the-

sis, which is to investigate the development of a digitalization strategy for a software organi-

zation operating in the platform industry. It outlines the structure and theoretical framework. 

In the second section, the focus is on the software industry, covering its history and status. A 

detailed examination of platform providers is included, followed by an exploration of business 

strategy and the tools used for its determination. The latter part of this section delves into 

digitalization, exploring its concept and various levels. A summary section concludes section 

two, highlighting the main points. 

The third section is dedicated to the research aspect of the thesis, presenting the introduc-

tion of the qualitative research methodology and the chosen interview method. It provides a 

comprehensive description of the data collection processes and conducts data analysis on the 

gathered interviews to reveal the findings. 

The final section contains the discussion and conclusion, summarizing the work and proposing 

next actions for the development of digitalization strategy for Organization X. 
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1.3 Theoretical framework 

Theoretical frameworks central element Context and Decision-Making represents the continu-

ous decision-making process that businesses undergo in terms of products, markets, generic 

strategy, scope, growth, and development options. The center emphasizes the need for un-

derstanding the business and aligning strategic options with organizational goals.  

Key questions for Strategic Options surround the central decision-making process and high-

lights the key questions proposed by Campbell et al. (2004) to evaluate strategic options. 

The third layer Strategic tools aid in the evaluation and selection of strategic options.   

 

 

Figure 1: Theoretical Framework. 

 

Digitalization

Strategy Tools

Key questions for Strategic 
Options
1. Is the strategic option suitable? 

2. Is the strategic option feasible? 

3. Is the strategic option acceptable?

4. Will the strategic option enable the organization 
to achieve competitive advantage?

Context and decision-
Making

Strategy Map OKR Methodology 

8 Steps Process Learning Organization 

Ecosystem Strategy 

Maturity level Roadmap 
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The framework guides through the digitalization journey. Recognizing the outer layer Digitali-

zation as a force comparable to the industrial revolution. Giving tools with Maturity level as-

sessment and Roadmapping for Identifying outdated management practices and organizational 

cultures. It provides a comprehensive view of how organizations navigate the complex land-

scape of technological advancements and organizational adaptation, emphasizing the need 

for strategic alignment, continuous learning, and agility in the information economy.  

2 Software industry 

Software industry has evolved significantly since its origin in the 1950s, transitioning from 

early punch-card programming to today's innovative trends like software as a service (SaaS), 

device programming for the Internet of Things (IoT), and the growing adoption of open-source 

alternatives by major companies. (McDonald, 2022) Future technology trends have been 

grouped into five broad categories: the AI revolution, building the digital future, compute and 

connectivity frontiers, cutting-edge engineering, and a sustainable world. (Chui, et al. 2023) 

Software is deeply intertwined with our daily lives in the information age, as individuals and 

businesses rely on it for various tasks. Enterprise software spending is on the rise, making it 

one of the fastest-growing segments in the tech industry, with projections indicating further 

growth in 2023. A prominent trend in the sector involves the shift from on-premises software 

to software-as-a-service (SaaS), representing a substantial portion of the overall software 

market. SaaS offers advantages like reduced total ownership costs and simpler implementa-

tion compared to traditional models, pointing to continued growth in this direction. (Sta-

tista.com. 2023) 

This transformation in the software development landscape is reflected in both the industry 

and the profession. Significant changes have been noted, with a growing focus on tools and 

methodologies that enhance automation, adaptability, and scalability (Schneckenberg, et al. 

2021). Key advancements include practices like continuous integration/continuous develop-

ment (CI/CD) and the increasing use of cloud platforms to manage hardware resources and 

the foundational layers of the software stack (Laato, et al. 2022). These shifts underline the 

dynamic nature of the software industry and its ongoing impact on society. 

The development of the industry makes the weight of talent even larger. The shortage of tal-

ent stands as a foremost issue impeding growth, resulting in a substantial disparity between 

the demand for individuals possessing the requisite skills to harness the potential of techno-

logical trends and the availability of such talent. The lack of suitably skilled professionals has 

consistently acted as a restraining factor in the advancement of numerous high-tech domains, 

spanning AI, quantum technologies, space technologies, and electrification and renewables. 
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The talent shortage is particularly emphasized in the case of trends like cloud computing and 

the industrialization of machine learning, which are indispensable in nearly every industry. 

Additionally, this shortage poses a substantial challenge in fields that rely on exceptionally 

specialized experts, such as the future of mobility and quantum computing. (Chui, et al. 

2023) 

2.1 Industry description, focus on platform providers. 

Throughout history, the concept of platforms serving as intermediaries, connecting buyers 

and sellers, has played a pivotal role. Marketplaces have been instrumental in this regard. Re-

cent times have witnessed a similar role being assumed by entities such as shopping centers 

and stock markets. These platforms have traditionally struggled with limitations related to 

physical distance and transaction costs, necessitating the involvement of intermediaries at a 

significant expense. The arrival of digital platforms has steered in a transformative shift, fa-

cilitating connections between buyers and sellers at a substantially reduced cost in compari-

son to conventional platforms and intermediaries. This evolution is made possible through the 

combination of various complementary digital technologies. (Ojanperä & Vuori, 2021) 

Industrial transaction platforms, serving as intermediaries in B2B interactions, exhibit charac-

teristics of low data integration but high ecosystem actor integration, primarily due to the 

substantial number of participating buyers and sellers. These platforms are primarily oriented 

toward reducing transaction costs between customer and supplier businesses to stimulate in-

creased transaction volumes (Truong et al., 2012). They capture value through intermediary 

commissions, earning them the classification of industrial transaction platforms. While they 

streamline offline customer-supplier interactions by reducing search and transaction costs, 

they may not fully exploit the additional value potential that industrial data offers. Chal-

lenges including trust issues and irrevocable expenses have hindered their widespread adop-

tion compared to B2C platforms. (Madanaguli et al., 2023) 

Industrial digital platform ecosystems represent the peak of data and actor integration. They 

strategically orchestrate partners and leverage data extensively in value creation, delivery, 

and business models (Gebauer et al., 2021). These platforms enable new data-driven value 

delivery, making traditional manufacturing and selling less appealing (Jovanovic et al., 2021; 

Shree et al., 2021). This transformation introduces various business model complexities, such 

as balancing leverage, data sharing, architectural management, and boundary control. 

(Thomas et al., 2014; Jovanovic et al., 2021, Madanaguli et al., 2023) 

Platform leaders, often large industrial firms, seek to create ecosystems that deliver complex 

value propositions to customer businesses, departing from the winner-takes-all logic of tradi-

tional platforms (Hein et al., 2019). Architectural openness and the ability to incorporate 

multiple contributors emphasize generativity and complementarity, reinvigorating discussions 
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about new value creation and value protection. These ecosystems of firms serve as vehicles 

for business models focused on digitally enabled services or digital servitization, enabling 

complex value creation, delivery, and capture mechanisms that differ from traditional plat-

forms. (Jovanovic & Ritala, 2024; Sjödin et al., 2022; Madanaguli et al., 2023) 

Digital platforms are now recognized as pioneering and potentially revolutionary frameworks 

for structuring a diverse range of trading activities. This acknowledgment of their substantial 

potential is a relatively recent development, as exemplified by the launch of Apple's App 

Store in 2008, which initially received significantly less attention than the iPhone. It took 

time for industry observers to understand the App Store's crucial role as a complementary 

component to the iPhone, a trend embodied by the remarkable growth of platform-based 

businesses like Airbnb, whose market capitalization now surpasses the combined value of tra-

ditional hospitality giants Marriot and Hilton. This transformation extends globally, with plat-

form-based enterprises growing, and the United States and China leading the way. In 2021 

eight of the top ten most valuable companies are platform-based entities, including six from 

the US (Apple, Amazon, Facebook, Google, Microsoft, Tesla) and two from China (Ant Group, 

Tencent). (Ojanperä & Vuori, 2021) 

The remarkable growth in market value of leading companies is driven by their scalability. 

Furthermore, digital platforms harness network effects, enhancing their appeal to new cus-

tomers as the user base expands. Once a platform reaches critical mass, its growth acceler-

ates, often posing challenges to potential competitors. Additionally, as a platform's user base 

grows, it generates increasingly extensive datasets. (Ojanperä & Vuori, 2021) 

2.2 Business strategy 

How is strategy defined? “Strategy can be defined as the determination of the basic long-term 

goals and objectives of an enterprise, and the adoption of courses of action and the allocation 

of resources necessary for carrying out these goals”. (Chandler, 1962)  

One of the key terms used in strategy literature is Strategic management, it is used in compa-

nies as a vehicle for achieving and sustaining superior performance. Strategic management is 

the continuous and dynamic process through which companies shape their central purpose, 

thoroughly assess both their external and internal landscapes, and strategically choose one or 

more approaches to generate value for customers and various stakeholders, notably share-

holders. (Hoskisson, et al. 2004) 

This central purpose, often referred to as the vision, encompasses at least two vital ele-

ments: a mission that encapsulates the firm's fundamental identity, and a forward-looking 

portrayal of the firm as it envisions itself in the future. The mission serves as a manifestation 

of the organization’s essence, encapsulating the essential information and traits necessary for 
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its proper functioning. The vision aims to inspire and guide the organization's employees, in-

viting them to envision the firm's future potential and fostering a framework for ethical con-

duct. (Hoskisson, et al. 2004) 

A strategy is essentially an orchestrated course of action meticulously crafted to drive an or-

ganization closer to the realization of its envisioned future. In contrast, the firm's mission fo-

cuses on the markets it serves and the specific products, be they goods or services, that it of-

fers. The mission serves as a loadstar, defining the core purpose of the organization and out-

lining the specific industries or sectors in which it intends to operate. (Hoskisson, et al. 2004) 

The traditional approach to strategic thinking in firms has long advised them to concentrate 

on a specific industry, pinpoint an optimal position, and cultivate capabilities aligned with 

that position. Historically, venturing into unrelated industries was viewed as a potentially ill-

advised move, with genuine leadership attributed to having a vision that aligns organization's 

actions toward a particular goal. Even those advocating strategic agility often narrow their 

focus, emphasizing agility within the existing industry and rapid product development rather 

than expanding executive perspectives to harness the novel opportunities of the platform era. 

(Ojanperä & Vuori, 2021) 

As a contrast to the traditional approach, Ojanperä & Vuori (2021) have proposed a new para-

digm for strategic thinking, where leading firms actively seek to transcend traditional indus-

try boundaries and create synergistic value across diverse sectors. This capability is enabled 

by the utilization of platform business models and AI tools, which allow for the integration of 

activities that were traditionally considered incompatible. However, this ability isn't solely 

reliant on technology; it also hinges on the human qualities of creative insight to spot oppor-

tunities and the courage to act.  

In the domain of resource-based strategy, organizations are mandated to possess a diverse ar-

ray of resources, encompassing financial, human, tangible, and intangible assets, to achieve 

predetermined goals. The distinctive skills associated with a firm's core competence contrib-

ute additional value, establishing a competitive advantage that is formidable to replicate. In 

the context of the modern business landscape, dynamic capabilities play an increasingly piv-

otal role, compelling organizations to foster innovation, adaptability, and the assimilation of 

changes in both tangible and intangible resources. A comprehensive analysis of how value-

adding activities are structured and coordinated becomes indispensable. (Teece, 2007) 

Business professionals wield a crucial influence in guiding the planning, organizing, leading, 

and controlling of organizational resources. In the contemporary dynamic milieu, character-

ized by turbulence and uncertainty, managers across private, public, and voluntary sectors 

contend with a diverse array of rapidly advancing technologies. Their mandate is to adeptly 

integrate the most suitable and pertinent technologies into their strategies and business 
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models while consistently pursuing entrepreneurial and innovative solutions to establish and 

sustain a competitive edge. The impact of information systems on organizations and business 

conduct is unquestionably profound, ushering in transformative shifts in operational para-

digms and methodologies. (Campbell et al. 2011) 

To transcend conventional industry boundaries, a firm should possess three pivotal elements 

and conceptualize its strategy as a sequential progression over time. These three factors en-

compass: 1) harnessing network effects through a platform-oriented approach, 2) establishing 

an AI-enabled learning loop, and 3) actively leveraging human intelligence, insights, and crea-

tivity. (Ojanperä, 2016) 

2.3 Strategy tools 

In most cases a business is in a continual process having to make decision on products and 

markets, decisions on generic strategy and scope, decisions on growth and development op-

tions. (Campbell et al., 2004) 

For an organization to be able to make these decisions they need to understand their business 

and where they are aiming at. According to Campbell et al., (2004) when evaluating which of 

the optional actions the business should pursue the following questions should be asked.  

 

Figure 2: Questions for determining the actions business should pursue. Modified from (Camp-

bell et al., 2004). 

A strategic choice proves suitable when it genuinely aligns with the organization's capacity to 

attain its strategic goals. Feasibility characterizes a strategic option if it is practically achiev-

able. Should an option demand resources like capital that are currently inaccessible, human 

expertise challenging to procure, or scarce intellectual assets, it's more likely to fall short of 

meeting the feasibility criteria. (Campbell et al., 2004) 

An option becomes acceptable when it gains approval from the key stakeholders involved. 

Stakeholders possessing the highest combination of both the ability to exert influence (power) 

and the inclination to wield that influence (interest) will wield the most effective impact. In 

1. Is the strategic 
option suitable? 

2. Is the strategic 
option feasible? 

3. Is the strategic 
option acceptable?

4. Will the strategic 
option enable the 

organization to 
achieve competitive 

advantage?
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many instances, the board of directors emerges as the most influential group of stakeholders. 

A strategic option would not pass the competitive advantage test if it's anticipated to result 

in the business merely attaining a status of 'ordinary' or aligning with industry norms. (Camp-

bell et al. 2004) 

There are number of tools that can help managers to run through the evaluation and selection 

stage to determine the best option. In the following sections we will cover selected tools for 

the thesis. 

2.3.1 Strategy Map 

The lack of a comprehensive strategy description not only inhibits effective communication 

among executives and employees but also obstructs the establishment of organizational align-

ment. This challenge becomes increasingly critical in the context of evolving global competi-

tion, deregulation, customer empowerment, advanced technology, and the growing signifi-

cance of intangible assets such as human and information capital (Kaplan et al., 2004). To ad-

dress these issues, the strategy map, an evolution of the balanced scorecard, serves as a vis-

ual guide for creating value by connecting strategic objectives through causal relationships 

denoted by arrows, ultimately facilitating organizational alignment with the strategy (Evans, 

2013). 

The construction of a strategy map is vital in understanding an organization's strategic direc-

tion. Jassbi et al. (2011) define it as a tool for establishing the links between the strategic ob-

jectives of various perspectives within the Balanced Scorecard, representing the correspond-

ing cause-and-effect relationships. Identifying these causal links is a human-driven process 

that combines knowledge, experience, and managerial preferences. 

In the pursuit of constructing strategy maps, various methods have been developed to struc-

ture individuals' knowledge and establish these relationships. These methods aim to reduce 

judgment ambiguities and account for the real-world intricacies and interdependencies 

among criteria. It's worth noting that while some, like Kunc (2008), incorporate systems de-

sign, others rely on a quantitative approach (Chen and Tzeng, 2015). Nevertheless, it remains 

challenging to assert that a strategy map derived through mathematical tools possesses a con-

ceptual meaning for managers or fully aligns with their understanding of the business (Moraga 

et al., 2020).  

When organization's strategy fails to incorporate all essential elements on the strategy map 

template, it can be considered flawed. Commonly observed omissions include the absence of 

links between internal process metrics and a customer value proposition, undefined goals for 

fostering innovation, and vague objectives regarding employee skills, motivation, and the role 

of information technology (Kaplan et al., 2004). Notably, various organizations and 
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consultants have customized the balanced scorecard to align with their perspective priorities. 

This adaptation often involves expanding the original four perspectives proposed by Kaplan 

and Norton to include five or six, acknowledging the significance of aspects like information 

management, environmental impact, and innovation (Evans, 2013). 

The strategy map framework offers a valuable perspective on how intangible assets, such as 

human, information, and organizational capital, can be visualized as assets that ultimately 

translate into cash – the most liquid of assets – by driving increased sales and reduced ex-

penditures. This concept of strategic readiness mirrors the idea of liquidity (Kaplan et al., 

2004). Just as in the case of a flawed strategy highlighted in the previous chapter the same 

elements apply here, the level of strategic readiness signifies how swiftly intangible assets 

can contribute to cash generation. 

The following diagram, represented in Figure 3, illustrates an exemplification of the Balanced 

Scorecard strategy map featuring four perspectives, commencing with the Financial Perspec-

tive. This perspective is identified as the paramount objective for profit-maximizing enter-

prises. The map serves as a tool for executives to discern the precise human, informational, 

and organizational capital necessitated by the strategy (Kaplan et al., 2004).  

Financial objectives typically center around profitability, quantified, for instance, by metrics 

such as operating income and return on investment. The overarching financial objective is un-

equivocally aimed at sustaining growth in shareholder value. The long arrow from the Internal 

Perspective illustrates the correlation regarding this ultimate objective. Consequently, the 

financial component of the strategy should encompass both long-term growth and short-term 

productivity dimensions. The simultaneous equilibrium of these two forces serves as the guid-

ing principle for the subsequent components of the strategy map. The figure illustrates these 

different dimensions included in the section and their correlation with other components. 

(Kaplan et al., 2004). 

In the Customer perspective, managers define the target customer segments in which the 

business unit operates and define the performance measures for customers within these tar-

geted segments. Upon identifying its target customers, the organization can then establish 

the objectives and metrics for the value proposition it aims to offer. The value proposition 

should clarify what the organization intends to provide to its customers better or differently 

than its competitors (Kaplan et al., 2004). 

The internal processes and learning and growth perspectives reveal how the strategy will be 

executed. The organization oversees its internal processes and the development of human, 

informational, and organizational capital to deliver the differentiated value proposition of the 

strategy. Exceptional performance in these two perspectives propels the strategy forward. In-

ternal processes fulfill two pivotal components of an organization’s strategy: they generate 



  16 

 

 

and deliver the value proposition for customers, and they enhance processes and minimize 

costs for the productivity component within the financial perspective. Arrow from the Opera-

tions Management Processes to the Improve Cost structure and the arrows from the Processes 

to the Customer perspective in the figure illustrate the stated correlation between these 

components. (Kaplan et al., 2004). 

The fourth perspective, learning and growth, outlines the organization's intangible assets and 

their significance in strategy. It consists of Human, Information and Organization capital. 

While all organizations endeavor to cultivate their people, technology, and culture, many fail 

to align these intangible assets with their strategies. The key to establishing this alignment 

lies in granularity, necessitating a shift beyond generalities such as "develop our people" or 

"live our core values" and concentrating on specific competencies and qualities required by 

the critical internal processes of the strategy (Kaplan et al., 2004). 

Once the objectives and targets have been defined, it becomes imperative to operationalize 

them to realize the desired outcomes. A set of Action Programs, often denoted as strategic 

initiatives, should be implemented. These action plans, which outline and allocate resources 

for the strategic initiatives, ought to be aligned with the strategic themes and perceived as 

an integrated bundle of investments rather than a collection of independent projects. The 

segment within the figure encompassing Strategic Job Families, Strategic IT Portfolio, and Or-

ganization Change agenda symbolizes these strategic themes with existing independent busi-

ness cases (Kaplan et al., 2004).  
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Every organization tailor the strategy map to align with its unique set of strategic objectives. 

Typically, this customization entails the inclusion of twenty to thirty measures within the as-

sociated Balanced Scorecard. While this quantity may seem substantial, the strategy map 

clarifies how the multitude of measures on a meticulously constructed Balanced Scorecard 

serves as the instrumentation for a single strategy (Kaplan et al., 2004). 

 

Figure 3: Strategy map: Intangible Assets Must Be Aligned with the Strategy to Create Value 

(Kaplan et al., 2004, 200).  

2.3.2 OKR methodology 

The letters OKR come from Objectives and Key Results. Andy Grove defined OKR method in 

his management manual, High Output Management (Grove, 1983). The book was the result of 

Grove’s own experience working in Intel, where the organization had to change fast and 

adapt to market changes to succeed in their business. John Doerr’s Measure what matters 

(2018) brought the method to the awareness of a larger audience. John Doerr explain OKR as 

“A management methodology that helps to ensure that the organization focuses efforts on the 

same important issues throughout the organization” (Doerr, 2018). 

A successful MBO (Management by Objectives) system hinges on addressing two fundamental 

questions: firstly, "Where do I want to go?" which pertains to the objective, and secondly, 

"How will I pace myself to see if I am getting there?" This seemingly straightforward second 

question sparked the OKRs (Objectives and Key Results) movement, introducing the concept 

of "key results" linked to objectives. (Niven et al., 2016) 
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According to Doerr (2018), objectives should be significant, concrete, action-oriented, and 

ideally inspirational. When well-crafted and effectively deployed, objectives act as a defense 

against vague thinking and execution. On the other hand, "KEY RESULTS" outline how to attain 

the objective. Effective key results are specific, time-bound, ambitious yet attainable, and, 

most importantly, measurable and verifiable. “OKRs are meant to bring you out of your com-

fort zone” (den Haak, 2021). When you establish ambitious goals using OKRs, the key results 

associated with them should propel you into what is often referred to as the "learning zone." 

This zone is characterized by the aspirational nature of the goals, which are intentionally set 

as challenging targets that may not be easy to attain. It's important for this environment to 

feel somewhat uncomfortable because it represents uncharted territory. (den Haak 2021) 

Andy Grove further reinforces the significance of setting clear objectives, stating that a few 

well-chosen objectives convey a distinct message about priorities, guiding what to embrace 

("yes") and what to discard ("no"). He recommends that companies, teams, and individuals 

should typically link each objective to five or fewer key results (Doerr, 2018). Notably, the 

focus in employing OKRs is not to create a master checklist of tasks to complete. Rather, the 

model serves the purpose of identifying the most critical business objectives and evaluating 

accountability through quantitative key results. This underscores the strategic wisdom that 

discerning what not to pursue is as vital as determining what to pursue. In this context, disci-

pline is key in deciding what objectives make the final cut (Niven et al., 2016). 
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All the key results should aim for achieving the objective. If this is not true, then it is not an 

OKR. In the Table 1 example on OKR quality levels. 

 

Weak Average Strong 

Objective: Win the Indy 

500. 

Key result: Increase lap 

speed 

Key result: Reduce pit stop 

time. 

Objective: Win the Indy 

500. 

Key result: Increase average 

lap speed by 2 percent. 

Key result: Reduce average 

pit stop time by one second 

Objective: Win the Indy 

500. 

Key result: Increase average 

lap speed by 2 percent.  

Key result: Test at wind 

tunnel ten times. 

Key result: Reduce average 

pit stop time by one second. 

Key result: Reduce pit stop 

errors by 50 percent. 

Key result: Practice pit 

stops one hour per day. 

Table 1: An OKR Quality Continuum (Doerr, 2018, 55). 

The implementation of OKRs involves a systematic four-step process. Initially, it entails set-

ting goals, encompassing organization, department, and employee objectives on various time-

scales, such as monthly, quarterly, or annually. The choice of timeframe, like quarterly ob-

jectives in a dynamic market, often yields superior performance compared to annual goals 

due to the increased sense of urgency and productivity it fosters. It's imperative for compa-

nies to tailor their OKR schedules to their unique business contexts. (Hao & Yu-Ling, 2018) 

The next step is to define the key results corresponding to each objective. Key results serve 

as quantifiable indicators to assess the fulfillment of specific target requirements by the end 

of the period. (Hao & Yu-Ling, 2018) 

Subsequently, the third step involves putting the established plan into action. This phase is 

where the real work happens, and efforts are directed toward achieving the designated goals. 

(Hao & Yu-Ling, 2018) 
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Lastly, the fourth step focuses on regular feedback. During each evaluation cycle, targets' 

completion is rigorously assessed, and timely feedback is provided. Based on these evaluation 

results, adjustments are made, and the OKR implementation plan for the subsequent cycle is 

determined, ensuring an ongoing cycle of improvement and goal attainment. (Hao & Yu-Ling, 

2018) 

In addition to these steps, a successful OKR plan includes specific actions like providing OKRs 

education, developing or confirming the mission, vision, and strategy, creating corporate-

level objectives and key results, presenting OKRs to the organization, monitoring OKRs 

throughout the quarter, and reporting results at the end of the period. These additional ac-

tions ensure a comprehensive and effective OKR implementation. (Niven et al., 2016) 

2.3.3 8 Steps process 

Making a strategy loses its point if it can’t be implemented. Kotter and Cohen (2002) empha-

size that the key to success lies in focusing less on formal activities such as strategy, struc-

ture, or systems. These are important, but the central aspect of success involves effectively 

demonstrating the issues at hand and providing clear solutions to address them. Change be-

comes feasible when we are able the change how people behave. Understanding feelings 

plays a significant part in this.  

Kotter's eight-phase model provides a structured approach for organizations to establish the 

necessary conditions to initiate the change process and garner support from employees for 

the envisioned transformation. It notably places significant emphasis on the leadership's role 

in guiding change. (Kotter 2007) 

Leadership plays a pivotal role in shaping the future, aligning individuals with a shared vision, 

and motivating them to overcome obstacles (Kotter 2012). In many instances, senior execu-

tives find themselves immobilized by the potential negative outcomes. They express concerns 

about senior employees becoming defensive, a drop in morale, events spiraling out of control, 

the potential jeopardization of short-term business results, declining stock value, and the 

fear of being held responsible for creating a crisis. (Kotter 2007) 

This paralysis within senior management often arises from an imbalance between the number 

of managers and leaders within an organization. Management's primary responsibility is to 

mitigate risk and maintain the current operational system. On the other hand, change inher-

ently demands the creation of a new system, which, in turn, necessitates leadership. Typi-

cally, the initial phase of a renewal process remains stagnant until enough genuine leaders 

are either promoted or brought into senior-level roles. (Kotter 2007) 
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Transformations frequently find their starting point and progress effectively when an organi-

zation is led by a new head who is a competent leader and recognizes the need for significant 

change. When the scope of renewal encompasses the entire organization, the CEO plays a piv-

otal role. In cases where change is required within a specific division, the division general 

manager assumes a central position. In situations where these individuals are not new lead-

ers, exceptional leaders, or advocates of change, the first phase of the process can present 

substantial challenges. (Kotter 2007) 

This significance is particularly heightened in business domains characterized by constant and 

rapid change. According to Kotter's model, the transformative journey unfolds across eight 

distinct phases. Commencing with the creation of a sense of urgency, driven by potential cri-

ses and opportunities, the process proceeds with the formation of a coalition comprising indi-

viduals possessing the necessary credibility to lead the transformation. Following this, a well-

defined vision is articulated and communicated to individuals empowered to remove obsta-

cles in their path. Actively pursuing visible short-term successes helps fortify belief in this 

strategic vision. Subsequent adjustments are implemented and consolidated to sustain the 

growing momentum. (Kotter, 2012) 

The initial four steps in this transformation process are geared towards unfreezing a rigid sta-

tus quo, acknowledging the inherent difficulty of change. Phases five to seven introduce a 

multitude of new practices, while the final stage embeds the changes in the corporate cul-

ture, ensuring their enduring impact. (Kotter, 2012) 

It is important to follow the steps and not skip them. Skipping steps can jeopardize the 

change process. The process can become artificial, it can lose the momentum if step 1 is not 

done initially. Creating the feeling of urgency doesn’t mean moving hasty. Every phase should 

be covered with enough time. The main goal is common understanding and standing by the 

vision and made strategy. If the leaders do not understand where the organization is aiming 

for with the change it is very hard for them to get rest of the people in the organization 

onboard with the change. (Kotter, 2012) As stated this is a process not an event. To achieve 

results demands long term commitment. 
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The figure 4 represents Kotter’s summary on the steps producing successful change. 

 

Figure 4: The eight-stage process of creating major change. (Kotter, 2012, 23). 

2.3.4 Learning Organization 

In today's dynamic and fiercely competitive landscape, the necessity for companies to trans-

form into learning organizations is increasingly evident (Sarder, 2016). The forces of globali-

zation, evolving economies, advanced technology, heightened competition, novel products 

8 Anchoring new approaches in the culture
- Creating better performance through customer - and productivity-oriented behavior, more and better leadership, and more effective management

- Articulating the connections between new behaviors and organizational success

- Developping means to ensure leadership development and succession

7 Consolidating gains and producing more change 

- Using increased credibility to change all systems, structures, and policies that don't fit together and don't fit the transformation vision

- Hiring, promoting, and developing people who can implement the change vision

- Reinvigorating the process with new projects, themes, and change agents

6 Generating short-term wins

- Planning for visible improvements in perfomance, or "wins"

- Creating those wins

- Visibly recognizing and rewarding people who made the wins possible 

5 Empowering  broad-based action

- Getting rid of obstacles

- Changing systems or structures that undermine the change vision

- Encouraging risk taking and nontraditional ideas, activities, and actions

4 Communicating the change vision

- Using every vehicle possible to constantly communicate the new vision and strategies   

- Having the guiding coalition role model the behavior expected of employees 

3 Developing a vision and strategy

- Creating a vision to help direct the change effort

- Developing strategies for achieving that vision

2 Creating the guiding coalition 

- Putting together a group with enough power to lead the change

- Getting the group to work together like a team

1 Establishing a sense of urgency

- Examining the market and competitive realities

- Identifying and discussing crises, potential crises, or major opportunities
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and services, and the convergence of diverse disciplines exert significant pressure for adapta-

tion. In the face of these changes, there is an increased potential for rewards for those who 

possess foresight. Organizations should engage in continuous learning to effectively prepare 

for these dynamic shifts and shape a world that optimally enhances their chances of success 

(Sessa et al., 2006). These organizations distinguish themselves by placing a paramount em-

phasis on comprehensive learning that permeates every level of the hierarchy. This extends 

beyond the mere availability of courses and online programs for employees to address perfor-

mance gaps; it encompasses integration into all aspects of the organization, influencing deci-

sion-making, problem-solving, information dissemination, organizational structure, and even 

physical workspace layout (Sarder, 2016). 

The shift towards learning organizations aligns with the widely shared view that in fast-paced 

and competitive environments, all organizations should cultivate the competence of organiza-

tional learning (Hamel and Prahalad, 1994; Nonaka, 1991; Senge, 1992). Easterby-Smith and 

Araujo (1999) make a critical distinction between organizational learning, which primarily fo-

cuses on observing and analyzing learning processes at the individual and collective levels 

within organizations, and the learning organization literature. The latter follows an action-

oriented approach, employing specific diagnostic and evaluative tools to identify, promote, 

and assess the quality of learning processes within organizations (McGill et al., 1993; Nonaka, 

1991; Senge, 1992; Ulrich et al., 1993). This approach centers on individual and group out-

comes, including production, rewards, and methodologies such as dialogue and systems analy-

sis. (Armstrong et al., 2003) 

Furthermore, Huysman (1999) summarizes various definitions of a learning organization, de-

scribing it as an organizational form that facilitates the learning of its members, resulting in 

positive outcomes like innovation, efficiency, better alignment with the environment, and a 

competitive advantage. Finger and Brand (1999) conceptualize the learning organization as a 

strategic objective, akin to goals like increased profitability or enhanced customer satisfac-

tion. (Armstrong et al., 2003) 
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In this work we use Sarder’s (2016) framework for building a learning organization. Figure 5 

illustrates the construction of the framework, commencing with the cultivation of a condu-

cive culture. The establishment of a learning culture is paramount, necessitating the pres-

ence of adept leaders who embody the principles they support. These leaders need to culti-

vate teams comprised of individuals with receptive minds, willing to engage in constructive 

dissent. Supportive behaviors, such as collaboration, experimentation, and risk-taking, under-

pin this cultural transformation. Leaders within learning organizations acknowledge that in-

vestment in learning is indispensable, requiring adequate resource allocation (Sarder, 2016). 

Moving forward in the framework, Learning Plan serves as the channel for translating vision 

into tangible outcomes. It entails defining objectives within defined timeframes at organiza-

tional, team, and individual levels. The understanding on why learning is needed is spread 

through the whole organization, facilitated by competency models that pinpoint existing pro-

ficiencies and areas for development regarding strategic objectives. Tailored learning meth-

odologies address competency gaps, acknowledging the diversity of learner needs. Assessment 

mechanisms measure the efficacy of learning initiatives, assessing their value proposition for 

both the organization and individuals (Sarder, 2016). 
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Third and final section, Learning operations oversee the procedural aspects to ensure goal at-

tainment, with designated individuals responsible for execution. Managing this entails curat-

ing a vast repository of content, necessitating meticulous organization and maintenance. De-

livery modes should align with organizational and learner requirements, with careful selection 

of technological tools to diminish unnecessary expenses. Centralized administrative and mar-

keting functions streamline operations, optimizing resource allocation and ensuring adher-

ence to procedural standards (Sarder, 2016).   

 

Figure 5: Sarder Framework: Building the Learning Organization (Sarder, 2016, 29). 

At the organizational level, the demonstration of learning is observable through shifts in ele-

ments such as vision, strategy, policies, regulations, structure, and products or services. Pro-

active management of learning is crucial for individuals, groups, and organizations, emphasiz-

ing the acquisition of necessary skills and knowledge to enhance current work performance 

and prepare for future challenges. Relying on explicit directives for learning is not practical, 

as such guidance may never materialize (Sessa et al., 2006). 
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Garvin et al. (2006) present their three Building blocks approach, which has the same basic 

principle as the Sarder’s Framework (2016) used in this work. Three fundamental factors cru-

cial for organizational learning and adaptability have been identified, collectively referred to 

as the building blocks of the learning organization. These factors include a supportive learn-

ing environment, concrete learning processes and practices, and leadership behavior that pro-

vides reinforcement. While each block, along with its discrete subcomponents, is essential to 

the overall framework, they operate independently and can be measured separately (Garvin 

et al., 2008). These two tools with slightly different approaches help in understanding how 

the organization is functioning as a learning organization.   

To establish a culture of continuous learning, it is vital to assess your current practices to 

identify strengths and areas for improvement. Evaluate the characteristics of a learning or-

ganization that are already embedded in your organizational framework. Decide whether a 

complete overhaul is necessary and contemplate the adjustments needed in leadership, per-

sonnel, behaviors, and resources to align with your envisioned learning culture. Conducting a 

comprehensive assessment is pivotal in understanding the necessary changes. Utilize tools 

such as questionnaires, surveys, and focus groups to gather insights from individuals across all 

levels of the organization, including frontline staff, senior management, as well as input from 

customers, vendors, and other stakeholders. This diverse range of perspectives contributes to 

forming a valid and accurate representation of the current situation. (Sarder, 2016) 
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After understanding the status, the next steps are to come up with ideas how to develop the 

organization. To bring your vision of a learning organization into fruition rather than being 

overshadowed by seemingly more urgent priorities, a comprehensive learning plan is indispen-

sable. This plan should involve an overarching organizational learning strategy, individualized 

learning plans for each team, and specific learning plans for every employee. Comparable to 

an itinerary for a journey, this plan serves as the foundation for your learning and develop-

ment initiatives by clearly delineating your destination and the path to attain it. (Sarder, 

2016) 

 

Figure 6: A learning plan comprises four vital components: Modified from (Sarder, 2016).  

Implementing an organization-wide learning plan is a multifaceted process that follows care-

ful planning. The implementation phase involves numerous tasks and engages a significant 

number of individuals, requiring extensive information and substantial technological re-

sources. Without proper supervision and efficient systems, the learning operation is at risk of 

becoming fragmented, redundant, inefficient, and disconnected from the organization's mis-

sion, values, business needs, and strategic goals. Even with allocated resources, a well-de-

signed learning plan may not yield meaningful results in such instances. To ensure success, it 

is crucial to establish a comprehensive system for managing the learning operation. (Sarder, 

2016) 
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Moreover, continuous learning is essential for groups at any organizational level, especially as 

they play an increasingly vital role in making crucial decisions for the organization. Working 

effectively in groups is not an inherent skill, necessitating a learning process for members to 

transform from individuals into a cohesive unit with shared goals and a mutual understanding 

of methods to achieve those goals. This learning journey encompasses structuring the group, 

effective communication, conducting work processes, decision-making, and implementing de-

cisions. In the dynamic organizational context, groups need to remain adaptable, ready to re-

structure themselves, adjust decisions, and update plans as needed. (Sessa et al., 2006) 

Among a long list of key factors, the implemented learning system enables you to: 

 

Figure 7: Implemented learning system enables to: Modified from (Sarder, 2016). 

To effectively manage your learning operation, you can employ four broad functions to struc-

ture the work. These functions are Content, Delivery, Technology and Administration & Mar-

keting. Content forms the core of your learning operation. Given the substantial volume of 

content involved in organizational learning—such as curricula, course materials, assessments, 

tests, competency models, employee performance and development plans, and evaluations—

it is crucial to organize and manage this content efficiently. This ensures easy access and up-

dates, preventing resource wastage and maintaining the smooth operation of your learning 

organization. (Sarder, 2016) 

Anticipate your future learning and development needs.

Keep competency models current to reflect changes in your business.

Align learning initiatives, team and individual learning plans, and activities across the 
organization, evaluating their effectiveness in achieving desired outcomes.

Avoid unnecessary redundancy and control costs.
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In the contemporary landscape, virtual workshops and seminars enable group learning regard-

less of geographical location. Learning is increasingly being Delivered through various digital 

formats like e-learning, video, webcasts, podcasts, and massive open online courses (MOOCs). 

This not only reduces costs but also expands the reach of your learning initiatives, providing 

employees with flexible access to learning resources whenever and wherever needed. Over a 

few generations, Technology has transformed the way we work, with learning system technol-

ogies offering benefits beyond administrative streamlining, encompassing curriculum storage 

and the delivery of e-learning programs. Today's technologies foster collaboration by facilitat-

ing the efficient sharing of knowledge throughout the organization. (Sarder, 2016) 

The administrative and marketing function plays a crucial role in ensuring that all tasks re-

lated to managing the learning operation are executed accurately, efficiently, and cost-effec-

tively. Establishing systems and processes for this function is essential to streamline opera-

tions. (Sarder, 2016) 

Building a learning organization does not occur merely by having the concept or support from 

senior leaders, and it certainly does not happen overnight. It requires sustained, long-term 

commitment, a reservoir of patience, meticulous strategic planning, and a consistent alloca-

tion of resources. You need to cultivate a culture of learning, develop comprehensive learning 

strategies, and establish a structured system for overseeing your day-to-day operations. (Sar-

der, 2016) 

2.3.5 Ecosystem strategy 

A software ecosystem denotes a collective of actors functioning as a cohesive unit within a 

shared market for software and services, engaging in relationships supported by a common 

technological platform or market. This engagement involves the exchange of information, re-

sources, and artifacts (van den Berk et al. 2010). In the broader context, a fundamental dis-

tinction arises between traditional and contemporary economies. The former, characterized 

as an industrial economy, thrived on economies of scale, whereas the latter, an information 

economy, is fueled by the economics of networks (Lansiti & Levien, 2004).  

Ecosystems, especially those purposefully crafted, are gaining prominence. In fact, in an in-

creasing number of industries, the concept of the firm and even the industry has become less 

relevant for strategic analysis. Instead, our attention should be directed toward the competi-

tion among digitally empowered, purposefully designed ecosystems that transcend the con-

ventional boundaries of industries. These ecosystems offer intricate and customizable combi-

nations of products and services. When it comes to designing or participating in such ecosys-

tems, traditional strategy frameworks provide limited guidance. A firm-centered framework is 

insufficient; instead, an ecosystem-focused framework should address five crucial questions. 
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Figure 8: Five crucial questions: Modified from (Jacobides, 2019). 

The formulation of a firm's strategy, whether explicit or implied, becomes evident through its 

operational decisions, which achieve optimal overall performance when aligned with the or-

ganization's environment. In a networked context, these decisions should be influenced by the 

structure and dynamics of the business ecosystem, necessitating harmony with the chosen 

role and cultivated capabilities of the firm. (Lansiti & Levien, 2004) 

The upcoming Wal-Mart example will show how ecosystem strategy can be used to thrive in 

the firm’s selected field. For an extended period, Kmart and Wal-Mart stood as the prominent 

figures in the U.S. retail industry, sharing commonalities that extended beyond stylistic dif-

ferences for most consumers and industry professionals. However, a significant shift occurred 

when Kmart filed for Chapter 11 protection in January 2002, while Wal-Mart continued to 

prosper as the most successful retailer in history. What distinguishes Wal-Mart's success is not 

merely a matter of style but a unique approach to creating, managing, and evolving a power-

ful business ecosystem. (Lansiti & Levien, 2004) 

Examining Wal-Mart's relationship with its extensive network of business partners reveals a 

distinctive driver of its success. Wal-Mart strategically harnessed its capacity to gather con-

sumer information to coordinate the distributed assets of its expansive network of suppliers. 

This intricate network, akin to a single vast operation comprising thousands of companies, 

was meticulously organized through a combination of technology, capabilities, and policies. 

The result was a collective force that efficiently supplied customers with the products they 

needed at the right time and at the lowest feasible cost. This strategy proved exceptionally 

1.
Can your contribution help other firms create value?

2.

What specific role should your organization play within the 
ecosystem?

3.
What should the terms and conditions for participation be?

4.

Is your organization adaptable enough to thrive within the 
ecosystem?

5.

How many ecosystems should your organization manage 
concurrently?
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effective, yielding significant advantages in cost, operating margin, and sales per square 

foot—a gap that Wal-Mart not only maintained but also expanded over time. (Lansiti & Levien, 

2004) 

Wal-Mart strategically embraced real-time demand tracking and took a distinctive approach 

by sharing this information with its supplier network. The introduction of Retail Link, a sys-

tem that remains unrivaled in delivering the most precise real-time sales information in the 

industry, became a pivotal move for Wal-Mart. Through the dissemination of software and 

hardware, Wal-Mart equipped its network partners with the tools and technological compo-

nents needed to integrate Retail Link seamlessly into their respective supply chains. This not 

only enhanced the impact of the consumer information provided but also empowered thou-

sands of individual firms to partake in the value created by Wal-Mart's information infrastruc-

ture. As a result, these firms developed their own technology and business processes, effec-

tively leveraging Wal-Mart's information assets. (Lansiti & Levien, 2004) 

Fundamentally, Wal-Mart recognizes that its destiny is intertwined with that of other mem-

bers in the business network. Instead of predominantly concentrating on internal capabilities, 

Wal-Mart places significant emphasis on the collective attributes of the business networks it 

engages with, treating them more akin to organic ecosystems rather than conventional supply 

chain partners. They comprehend the influence they individually wield on the overall health 

of their own performance. Ultimately, Wal-Mart achieved success by assuming the role of a 

keystone within its respective ecosystem. Term keystone characterizes a behavior pattern 

that not only enhances the overall performance of an ecosystem but, in the process, elevates 

individual performance as well. (Lansiti & Levien, 2004) 

Whether organization occupies a central position in a business ecosystem or concentrates on a 

specific niche, the formulation and implementation of strategy depend on grasping three fun-

damental aspects of competition in a networked environment. The first pillar is architecture, 

determining how companies delineate boundaries between technologies, products, and organ-

izations. The second pillar is integration, elucidating how organizations collaborate across 

these delineated boundaries, sharing capabilities and technological components. The third 

pillar is market management, influencing how organizations conduct transactions across these 

boundaries, navigating the intricate market dynamics that govern business networks. (Lansiti 

& Levien, 2004) 

2.4 Digitalization 

Digitalization, recognized as a pivotal trend reshaping both society and business in the fore-

seeable and distant future, is poised to have a profound impact comparable to the industrial 

revolution. The ongoing digital transformation, spanning decades and influencing various sec-

tors, has seen early pioneers in the telecom industry leading the way, while the automotive 
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sector is currently embarking on its digitalization journey. This transformative process signi-

fies a fundamental departure from traditional emphases on hardware and products, pivoting 

towards software, services, and potentially disruptive business models. This shift introduces a 

transformative landscape for numerous companies navigating intense competition. For those 

seeking to enhance their utilization of software and services, deciphering available options, 

and determining necessary actions poses a significant challenge. (Parviainen et al. 2017; Fitz-

gerald et al. 2017) 

A consensus has arisen, highlighting the necessity for companies to invest not only in cutting-

edge information technologies but also in discarding outdated management practices and en-

trenched organizational cultures. To harness the opportunities offered by digital data, soft-

ware, and digital ecosystems, companies should cultivate a 'digital culture' and embrace new 

agile processes. Common sentiment in popular business literature suggests that substantial 

changes are underway, and companies unwilling or unable to pursue digital transformation 

run the risk of obsolescence. (Schildt, 2020) 

While some researchers and practitioners may observe similarities between Business Process 

Reengineering (BPR) and Digital Transformation (DT), there are also notable distinctions. 

Hammer and Champy (1993) defined BPR as the rethinking and reengineering of business pro-

cesses with the aim of reducing costs and enhancing products and services. Although there 

are parallels between BPR and DT, significant differences exist. BPR mainly concentrates on 

automating rule-based systems, which are characterized as processes with clearly assigned 

rule-based (algorithmic) procedures automated by technology. In contrast, the primary objec-

tives of DT revolve around acquiring new data and utilizing this data to reimagine old, rule-

based processes. 

The data-centric approach of DT provides an opportunity to acquire fresh insights and subse-

quently reimagine business models and operations. For instance, Airbnb shifted its focus from 

processes to data, offering an alternative to hotels through part-time landlords who lease 

their properties in desirable locations on a short-term basis. This data-driven approach trans-

formed the traditional, rule-based processes in the hotel industry, creating unique value for 

guests. (Bendor-Samuel, 2017) 

2.4.1 Defining the concept  

Digital transformation encompasses changes in work methodologies, roles, and business offer-

ings produced by the adoption of digital technologies within an organization or its operational 

environment. This transformation manifests at various levels, including the process level, 

where new digital tools are adopted, and processes are streamlined by reducing manual 

steps; at the organizational level, where new services are introduced, obsolete practices are 

discarded, and existing services are presented in novel ways; at the business domain level, 
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leading to changes in roles and value chains within ecosystems; and at the societal level, con-

tributing to shifts in societal structures, such as the nature of work and means of influencing 

decision-making. (Parviainen et al. 2017) 

While the terms digital transformation and digitalization may carry some vagueness, they sig-

nify a purposeful effort to establish structures and workflows within organization. This initia-

tive empowers the organization to leverage real-time data and computer algorithms, with the 

goal of improving efficiency, facilitating interactions with stakeholders, and fostering the cre-

ation of innovative products and services. (Schildt, 2020) 

The profound impact of emerging information technologies on companies lies in their ad-

vanced capability to capture extensive streams of digital data, subsequently utilized for auto-

mating, coordinating, and optimizing business processes. This increased collection and utiliza-

tion of digital data are made possible by the current affordability of data transfer and stor-

age, a significant shift from a decade ago. Complementing these advancements, innovations 

in machine learning and artificial intelligence (AI) provide tools to discern patterns from data, 

enabling the creation of intelligent automation adaptable to evolving contexts. (Schildt, 

2020) 

In contrast to early business information systems, contemporary systems are highly intercon-

nected and integrated, utilizing data flows to coordinate diverse processes across organiza-

tional boundaries. Advanced algorithms empower companies to build smart automation, opti-

mizing complex processes in real time. Unlike the original notion of reducing complexity, digi-

tal technologies now enable companies to efficiently manage ever-greater complexity. Plat-

forms like Facebook exemplify this by leveraging historical data to generate a unique mix of 

content for each user with every access, marking the ongoing digital transformation charac-

terized by the integration of software systems and an increase in complexity. (Schildt, 2020) 

2.4.2 Defining different maturity levels 

The concept of digital maturity encompasses organization's response to shifts within the digi-

tal landscape, its integration of digital advancements into operational processes, and the cul-

tivation of digital competencies among its workforce. However, this definition, while compre-

hensive, remains broad in scope. Given the novelty of this term, a universally accepted, pre-

cise definition characterizing the essence of digital maturity has yet to emerge. (Aslanova & 

Kulichkina, 2020) 

Maturity, in a broader sense, is defined as an organization's capacity to respond effectively to 

its environment through proficient management practices. Scott and Bruce (1987) explain ma-

turity within an organizational context as a reflection of the suitability of its measurement 

and management practices concerning its strategic objectives and responses to environmental 
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changes. In a more pragmatic perspective, Rosemann and de Bruin (2005) view maturity as a 

metric for evaluating an organization's capabilities within a specific discipline. Organization's 

response to its external environment is typically a learned response rather than an instinctive 

one. It's important to note that an organization's maturity is not necessarily correlated with 

its age (Thorstein et al. 2020). 

Aslanova & Kulichkina (2020) present an option for classifying companies in different maturity 

levels. The classification of companies according to their level of digital maturity is a multi-

faceted process, represented through three key scales: the digitalization strategy, the extent 

of the organization's digitalization, and its readiness for digital transformation. Based on 

these three scales, four distinct levels of digital maturity are delineated: "beginners," "catch-

ing-ups," "off-track," and "leaders." 

"Beginners" are organizations that lack a digital transformation strategy; they might collect 

and analyze information about it, or in some cases, have no intentions of developing one at 

all. Such companies typically embody a traditional organizational structure, making it chal-

lenging for them to adapt to changes in business processes. Management might not be geared 

towards modernization, and employees often lack the necessary skills to engage with contem-

porary technologies. Additionally, their technical infrastructure may not be conducive to digi-

talization. (Aslanova & Kulichkina, 2020) 

"Catching-ups" are organizations that recognize the need for a digital transformation strategy 

but have not yet developed one. They understand the necessity of change and are prepared 

for it, and both management and employees share this vision. Furthermore, they either pos-

sess the essential technical equipment or are prepared to acquire it. (Aslanova & Kulichkina, 

2020) 

"Off-track" organizations have a digitalization strategy in place but encounter difficulties in 

its execution. Management is eager to evolve the organization in line with the demands of the 

digital age, yet various obstacles hinder the path to successful digitalization. These chal-

lenges are often related to human resources, technological infrastructure, data digitization, 

and more. (Aslanova & Kulichkina, 2020) 

"Leaders" represent organizations with a digitalization strategy in place and a proven track 

record of successful implementation. Typically, these are modernized companies with a busi-

ness model tailored to the digital age. Their management embodies forward-thinking leader-

ship that drives the organization towards success. These companies have the necessary tech-

nical foundation, and their employees possess the essential skills and competencies to engage 

with it effectively. (Aslanova & Kulichkina, 2020) 
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To achieve the highest level of digital maturity, organizations should establish a comprehen-

sive digitalization strategy complete with key performance indicators (KPIs) to gauge its im-

plementation. The absence of such a strategy poses risks, potentially leading to ineffective 

decisions that could adversely affect the organization. Furthermore, reaching the highest 

level of digital maturity necessitates the presence of the required infrastructure, structures, 

and units to facilitate the process of digital transformation. A pivotal component in attaining 

maximum digital maturity is the human factor, encompassing the willingness of both manage-

ment and staff, in addition to the essential skills and competencies required for the organiza-

tion's digitalization. Hence, optimizing these various aspects is the pathway to achieving digi-

tal maturity. (Aslanova & Kulichkina, 2020) 

The classification by Aslanova & Kulichkina is easily understandable and clear, but to bring 

and aspect from a more common and widely used way of conducting the assessment The Digi-

tal Maturity Assessment (DMA) tool by the European Digital Innovation Hubs (EDIHs) is intro-

duced next. EDIHs serve as comprehensive support centers established to assist companies in 

addressing digital challenges and enhancing their competitiveness. 

Digital maturity assessment is established through a questionnaire, inquiring companies about 

their approach and capabilities in several categories: Intelligence, Connectivity, Flexibility, 

Automation, Sustainability, Services, Social. The questionnaire includes for example the fol-

lowing multiple answer questions;” In which of the following business areas has your enter-

prise already invested in digitalization and in which ones does it plan to in the future? Which 

of the following digital technologies and solutions are already used by your enterprise? How 

does your enterprise make use of digital technologies to contribute to environmental sustain-

ability?” (Kalpaka, 2023). Additionally, the evaluation will encompass the market maturity of 

innovations via the "Market Maturity Indicator" and the potential for market creation of spe-

cific innovations, assessed using the "Market Creation Potential Indicator" within the frame-

work of the Innovation Radar. (Kalpaka, 2023)  

EDIHs uses a three-year timeline; It starts by determining the base digital maturity level be-

fore EDIHs gets involved with the organization. During the timeline the DMA is filled three 

times by the organization; 6 months before EDIHs presence, 1 year after the first DMA and 2 

years after. During the period EDIHs observes the organization to understand the DMA growth 

curve.  
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Figure 9: EDIHs DMA Framework for SMEs (Kalpaka, 2023, 13). 

2.4.3 Roadmapping 

The roadmapping technique is suggested as a valuable tool for helping companies navigate 

through unpredictable and turbulent business environments. It offers a structured approach 

for both monitoring the external landscape and evaluating the progress of individual technol-

ogies, including those that might disrupt the status quo. While technology roadmaps may 

seem straightforward in their presentation, their creation involves substantial complexities, 

primarily due to their broad scope, encompassing a multitude of intricate conceptual ele-

ments and human dynamics. (Phaal et al., 2004) 

A comprehensive plan for accomplishing a goal is crafted. To begin with, it necessitates a me-

ticulous evaluation of the disparities between the present state and the desired objective. In 

the context of internal efficiency objectives, this entails a thorough scrutiny of existing pro-

cesses and technology against the goal, pinpointing the requisite modifications. When the aim 

revolves around external opportunities, the focus shifts to defining the tasks essential for de-

veloping offerings for a new customer or segment. This involves identifying the competencies 

required, developmental work, and potential alterations to the current offerings. In the case 

of disruptive change objectives, the analysis encompasses the identification of current com-

petencies and offerings that can be leveraged in the new context, along with the identifica-

tion of any missing elements. (Parviainen et al., 2017) 

After clearly defining the gaps, the subsequent step involves outlining actions to bridge these 

disparities. Actions for objectives associated with enhancing internal efficiency may include 
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the adoption of new technologies, like IT tools, optimizing existing processes, or reconfiguring 

them to make the most of digital opportunities. This goes beyond mere digitization, encom-

passing the definition of functionalities that optimize the utilization of digital opportunities. 

The reevaluation and updating of key performance indicators (KPIs) to better align with new 

business objectives are also part of the process. (Parviainen et al. 2017) 

For goals linked to external opportunities and disruptive changes, actions may include defin-

ing and developing novel offerings, acquiring new competencies, analyzing potential markets, 

and redistributing internal resources. (Parviainen et al. 2017) 

Once actions are identified, their feasibility is thoroughly analyzed and prioritized. Feasibility 

evaluation entails conducting a cost-benefit analysis, assessing their impact on existing prac-

tices, offerings, and resources, as well as a risk assessment and an evaluation of constraints. 

Common costs related to digitalization encompass the technology required, staff training and 

support, and the maintenance of digital data. As digitalization implies change, the general 

expenses linked to altering work practices are applicable. (Parviainen et al. 2017) 
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A part of the feasibility analysis may involve conducting trials and prototypes of potential so-

lutions to gain a deeper understanding of the required actions. After prioritizing actions, their 

interdependencies and the viewpoints of relevant stakeholders are taken into consideration. 

The organization's change management capacity is also considered to ensure the correct pace 

of implementation. Ultimately, the prioritized actions are consolidated into a comprehensive 

roadmap, delineating their order, significance, and assigning responsibilities for execution. 

(Parviainen et al. 2017) 

 

Figure 10: Roadmap for Digital Transformation (DT): (Schallmo et al., 2016, 23). 

2.5 Summary  

This chapter concentrates on the main insights collected from the theory section. Starting 

with the Strategy Map. This visual guide, introduced by Evans (2013), facilitates the creation 

of value by connecting strategic objectives and promoting organizational alignment. Failure 

to integrate essential elements on the strategy map template, as highlighted by Kaplan et al. 

(2004), results in a flawed strategy. 

Objectives and Key Results (OKR) are used to contribute to organizational clarity, as de-

scribed by Niven et al. (2016), OKRs provide strategy tools for companies to answer funda-

mental questions about their direction and progress. Well-crafted objectives are specific, 

time-bound, ambitious yet achievable and measurable. It is recommended to select a few 

well-chosen objectives linked to five or fewer key results, fostering a "learning zone" where 

companies challenge their abilities (Doerr, 2018). OKR implementation involves a four-step 
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process: setting a time scale, defining key results, putting the plan into action, and continu-

ous evaluation and feedback. 

The implementation of a created strategy requires people's support for success. Leadership, 

particularly the role of senior executives and CEOs, plays a pivotal role in shaping the future, 

aligning individuals with a shared vision, and overcoming obstacles (Kotter, 2012). However, 

concerns about potential negative outcomes often immobilize senior executives, including 

fears of defensive reactions from senior employees, declining morale, events spiraling out of 

control (Kotter, 2007). The transformative journey, delineated by Kotter (2012), unfolds 

across eight phases, emphasizing the importance of following each step to avoid jeopardizing 

the change process. These steps are 1. Establishing a sense of urgency, 2. Creating the guid-

ing coalition, 3. Developing a vision and strategy, 4. Communicating the change vision, 5. Em-

powering broad-based action, 6. Generating short-term wins, 7. Consolidating gains and pro-

ducing more change and finally 8. Anchoring new approaches in the culture. 

In the contemporary competitive landscape, the transformation into learning organizations is 

crucial (Sarder, 2016). Such organizations prioritize comprehensive learning throughout all 

levels, impacting decision-making, problem-solving, information dissemination, organizational 

structure, and physical workspace layout. To establish a culture of continuous learning, or-

ganizations should assess current practices, identify strengths and areas for improvement, 

and develop a comprehensive learning plan. This plan should include an overarching organiza-

tional learning strategy, individualized plans for each team, and specific plans for every em-

ployee (Sarder, 2016). 

For organization working in software industry the concept of a software ecosystem becomes 

as an increasingly important factor. The concept, explained by van den Berk et al. (2010), re-

fers to a collective of actors operating as a cohesive unit within a shared market for software 

and services. Traditional and contemporary economies differ fundamentally, with the latter, 

an information economy, relying on the economics of networks (Lansiti & Levien, 2004). Pur-

posefully crafted ecosystems are gaining prominence, challenging traditional firm-centered 

frameworks.  

Whether occupying a central position or focusing on a niche, companies competing in a net-

worked environment need to grasp three fundamental aspects: architecture, determining 

boundaries; integration, addressing collaboration across these boundaries; and market man-

agement, navigating transactions and market dynamics (Lansiti & Levien, 2004). This under-

standing is essential for formulating and implementing effective strategies within networked 

ecosystems. Committed, educated workforce with a vision gives the possibility for organiza-

tion to succeed in the new way of working.  
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Connected to software ecosystems, Digitalization in general is reshaping society and business. 

The ongoing digital transformation, spanning various sectors, signifies a shift from traditional 

hardware/product emphasis to software, services, and potentially disruptive business models. 

Digital Transformation aims at acquiring new data to reimagine old, rule-based processes. 

Airbnb’s example on the shift from processes to data, exemplifies the data-centric approach, 

which is transforming traditional industries.   

While going through the digitalization journey it is important for the organization to under-

stand their current Digital maturity level. Digital maturity involves organization’s response to 

digital shifts, integration of digital advancements, and the development of digital competen-

cies. Aslanova & Kulichkina (2020) propose four digital maturity levels - "beginners," "catch-

ing-ups," "off-track," and "leaders" based on digitalization strategy, extent, and readiness for 

transformation. Achieving Highest Maturity Requires a comprehensive digitalization strategy 

with KPIs, infrastructure, structures, and units for digital transformation. Human factors, in-

cluding management and staff willingness and essential skills, are crucial. 

There are several available Digital Maturity Assessments. The European Digital Innovations 

Hubs assessment is used as an example for describing what is involved with the assessment 

and what kind of timeline is used for following the growth development curve.  

Finally, Roadmapping is suggested as a valuable tool for navigating unpredictable business en-

vironments, evaluating progress, and managing disruptive technologies. It involves evaluating 

disparities between present and desired states, defining tasks for external opportunities or 

disruptive changes, outlining actions, conducting feasibility analysis, and prioritizing actions.   

The change process demands time and dedication from the companies. In many cases the 

leadership will need to educate themselves before and during the change process to be able 

to help the organization through change. Using different strategic tools will give the organiza-

tion a wider view on the change and decrease the potential amount of knowledge gaps. As 

said already change is a journey not an event. 
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3 Research methodology 

Methodology refers to the framework or set of decisions and procedures that govern a study, 

making it understandable to others, and is open to scrutiny, critique, and replication or adap-

tation in different contexts. In this context, the term methods relate to the techniques used 

by qualitative researchers to collect data within the defined framework of the study estab-

lished by its methodology (Lapan, et al., 2011). 

The research methodology employed in this study is qualitative research. “We define qualita-

tive research as an iterative process in which improved understanding to the scientific com-

munity is achieved by making new significant distinctions resulting from getting closer to the 

phenomenon studied. (Aspers, et al., 2019)” The selected approach allows the research flexi-

bility in both data gathering and analysis. The primary goal is to identify topics lifted by par-

ticipants in a research study, aiming to reveal a range of perspectives and highlight those pre-

dominant among the study participants. Unlike quantitative researchers, those engaged in 

qualitative research are content with offering detailed descriptions and explanations tailored 

to a specific setting. This purpose aligns with qualitative research's focus on variation and in-

dividual experiences. (Lincoln, 2021) 

This research aims to give answers to the following research question; How to develop digital-

ization strategy for software organization? Throughout the research, the objective is to attain 

a more profound comprehension of the subject by examining the following sub-research ques-

tions; Why does the organization need a digitalization strategy? How to understand the digi-

talization maturity of the organization? How to proceed with the development project? How 

to implement the strategy in practice? 

3.1 Qualitative Research method 

Qualitative research is inherently guided by theory. The extent to which theory influences the 

initiation and direction of data collection varies depending on the researcher's preferred sci-

entific paradigm. Researchers should possess a well-defined understanding of their data col-

lection methods and tools, along with a clear rationale for their selection, as well as a plan 

for organizing, managing, analyzing, and integrating the collected data within the framework 

of their methodology. This understanding is crucial as research typically begins with a theo-

retical framework that serves as the foundation for testing. In this context, the selection of 

instruments is predetermined based on the components outlined within the theoretical 

model. In qualitative research, a conceptual model acts as the theoretical starting point, 

providing a visual representation of the study's conceptual trajectory. This model, portrayed 

as a diagram, defines the primary research domains anticipated to be explored in the study, 

informed by initial assessments and existing literature. (Lapan, et al., 2011) 



  42 

 

 

Grounded theory method is used in this research for shaping data collection and analysis. 

Grounded theory prioritizes understanding people's actions and the meanings behind them, 

including intentions, stated explanations, and implicit assumptions. While the focus is typi-

cally on actions and processes, grounded theory strategies can also be applied to investigate 

other phenomena. Theory approaches methodological strategies flexibly, adapting them ac-

cording to the engagement with data collection and analysis. (Lapan, et al., 2011).   

Interview was selected as the method for gathering data. The conceptual model described 

earlier was chosen for this study as a base for constructing the interview questions. This 

model allows the researcher to combine the gathered theoretical and personal knowledge and 

with this identify the most important topics to be studied (Lapan, et al., 2011). At this point 

the decision on where and who to study, and the sampling plan was made. The next chapter 

will describe the used method in more detailed manner. 

3.1.1 Interviews 

Semistructured interviews aim to gather comparable data from a broader range of partici-

pants, typically ranging from twelve to fifteen individuals, but usually not exceeding ninety 

(Lapan, et al., 2011). In this research data was gathered through interviews with eight em-

ployees from Organization X, representing various roles within the organization. The inter-

views were conducted via Teams, recorded, and transcribed automatically, ranging from 34 

minutes to 1 hour and 8 minutes each. Six interviewees received the questions beforehand, 

while two were given the questions at the start due to an oversight by the interviewer. 

Before commencing the interviews, participants were queried about their receipt and famili-

arity with the questions. Subsequently, the recording began, and participants were briefed 

once more on the main research objective; How to develop digitalization strategy for soft-

ware organization, and the recording process before the interview initiation. The interview 

comprised 26 open-ended questions, generated based on the theoretical themes. Four ques-

tions, namely those addressing technology maps, the significance of authentic leadership, im-

pact assessment, and the use of DMA, were optional and not posed to all interviewees. The 26 

interview questions are included to the thesis as Appendix 1.  

The interview initiated with inquiries about strategy, exploring the interviewees' understand-

ing and definition of the term. Topics included the role of resources, business professionals, 

and stakeholders. Following this, questions delved into strategic tools, probing whether the 

organization utilized tools like strategy maps to communicate and align strategic goals, and if 

these goals were linked to key results. Individual questions covered leadership's role and the 

organization's approach to learning, aiming to grasp how change is managed and supported by 

leadership. 
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In the third section, the interview shifted to the organization's perception of the software 

ecosystem and its role in the industry. Questions continued to explore digital transformation, 

examining how the organization views it, their perspective on the data-centric approach, and 

their definition of digital maturity. Additionally, interviewees were asked about factors influ-

encing their organization's digital maturity level. 

3.2 Data collection procedures 

Photo and video cameras along with digital recorders serve as valuable tools for capturing live 

scenarios and conducting in-depth interviews. When using these methods, the researcher 

should be sensitive to possibility that not all the interviewees agree to be filmed. Researcher 

should always ask the permission before taking a photo or filming (Lapan, et al., 2011). In this 

research the interviews were, conducted through Teams, were recorded, and automatically 

transcribed. The interviewees were informed on the matter before the start and permission 

was asked. The objective of these interviews was to comprehend the rationale behind the or-

ganization's need for a digitalization strategy, examining how the organization navigates stra-

tegic decision-making and evaluating the existing digital maturity level. To fulfill this goal, all 

information obtained from the interviews was systematically gathered into an Excel sheet.  

When conducting qualitative research an analytic summary serves as an intermediate report 

detailing the findings resulting from a focused analysis of a particular coding category. This 

entails extracting all data segments coded under the designated category. The subsequent 

analytic report organizes these findings by differentiating between category and exploring the 

diverse dimensions within each category. By synthesizing the characteristics, the summary 

clarifies both commonalities and differences, providing a comprehensive overview of the sub-

ject matter (Lapan, et al., 2011).   

In this research with the help of ChatGPT, the answers to individual questions were summa-

rized, with meticulous care taken to cleanse the answer data of any identifiable information 

before employing ChatGPT for the initial summarization process. The initial summarizations 

were checked through by the researcher by reading through the individual answers and com-

paring the summarizations to them. Only after verifying the accuracy and usability of the 

summaries, they were used as part of the analysis. After the verification the summaries were 

gathered into a separate Excel sheet. Subsequently, five main themes were detected by the 

researcher from the summarized answers, and data were collected under these identified 

themes. Under the five main themes several sub-themes were found that had similarities 

across the five main themes. Table 2 lists the found main themes and sub-themes. 
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Main Themes Sub-Themes 

Understanding and Formulation of the Strat-

egy 

Unified Vision, Role of Technology, Utiliza-

tion of Data, Stakeholders, Objectives  

Considerations and Tools in Development Unified Vision, Role of Technology, Utiliza-

tion of Data 

Leadership and Communication in the Or-

ganization 

Unified Vision, Objectives, Roles  

Information Flow in the Organization Gener-

ally 

Stakeholders unified Vision, Values, Role of 

Technology 

Personnel Development and values, Processes and 

Tools, Goals 

Table 2: Main themes and sub-themes from the interviews. 

3.3 Data Results 

The analysis of qualitative data involves a systematic process of categorizing ideas, themes, 

topics, activities, types of individuals, and other relevant categories important to the investi-

gation. The researcher studies and presents the diversity within each code category, estab-

lishes connections among code categories, verifies these connections using additional exam-

ples, and subsequently clarifies and interprets them. (Lapan, et al., 2011) 

In this chapter, we will explore the identified concepts, main themes, and sub-themes. In the 

concepts there is indication with (+) if the concept has a positive effect on the theme and (–) 

if it is negative. Some concepts have both indications (+/-) due to the varying scope of the 

concept. There are overlapping sub-themes in the different main themes. These sub-themes 

are covered with theme specific angle in the different main themes giving the deeper under-

standing of their effect. 

The following sections will present the findings gathered from these topics. The chapter com-

mences with an examination of the Understanding and Formulation of the Strategy, revealing 

the roles played by a Unified Vision, Technology, Utilization of data, Stakeholders, and objec-

tives within this framework. 

Subsequently, the discussion progresses to Considerations and Tools in Development, encom-

passing a reiteration of the significance of a Unified Vision, the Role of Technology, and 
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Utilization of data. This segment delves into the challenges and opportunities inherent in 

strategic development. The third overarching theme pertains to Leadership and Communica-

tion within the organization, where sub-themes delve into the roles of a Unified Vision, Ob-

jectives, and Leadership during periods of change. The emphasis lies on recognizing the im-

portance of effective communication from leadership during organizational transformations 

and understanding diverse leadership levels within the organization. 

Moving forward, the fourth main theme centers on Information Flow in the organization, em-

phasizing the stakeholder-centric Unified Vision. This theme addresses communication strate-

gies and collaboration with stakeholders, with a sub-theme dedicated to Values, underscoring 

the significance of fostering transparency within the organization. Additionally, the role of 

technology as a platform for disseminating information is explored. 

The fifth main theme focuses on Personnel, initiating with Development and values, exploring 

how development is supported, and encouraging personnel to assume new roles within the or-

ganization. A sub-theme, Processes and Tools, follows, examining the consideration or lack 

thereof for personnel in relation to existing software and tools. This section concludes by ad-

dressing Goals, emphasizing the necessity of providing continuous development opportunities 

for employees and establishing pathways for growth in a dynamic organizational landscape. 

3.3.1 Understanding and Formulation of the Strategy 

Unified vision 

Through the conducted interviews, a distinct pattern emerges wherein the vision and mission 

serve as guiding forces influencing the day-to-day operations of the organization. These guid-

ing principles serve not only to facilitate decision-making but also to empower individuals, 

emphasizing the importance of a clear and straightforward mission. One interviewee indicates 

that, "the creative team is painting a large canvas, but they usually leave the details to be 

defined by the individual." Another interviewee points out the guiding force for not standing 

still but instead moving forward, "sometimes try to get a bit of thinking outside the box, you 

know, so you can kind of stay with it." 

All the interviewees indicate that the vision and mission are not merely seen as static state-

ments; instead, they are envisioned as dynamic sources of inspiration capable of resonating 

with the emotions of employees. One interviewee describes the functionality of the organiza-

tion mission in the following manner, “the good thing about it is that, well, it's very simple 

and understandable. In the end, if I do things or engage in dialogue or talk with a colleague, 

it guides, in fact, all of us or provides an opportunity to guide decision-making, make choices 

in our everyday lives.” Not all the interviewees think that the current mission and vision are 
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inspiring enough. One interviewee states the following, “now, they are clear, but maybe they 

are not inspiring enough." 

Strategy is fundamentally perceived as a meticulously crafted action plan designed to achieve 

specific business objectives. It encompasses a predetermined path or map that guides the or-

ganization towards a predefined destination. Furthermore, according to the interview mate-

rial, it is a plan established and adhered to by the organization’s leadership. The leadership 

team is described by one of the interviewees as the captain of a ship, responsible for imple-

menting the organization's goals and strategy. Strategy in general described by one inter-

viewee, "It basically tells what kind of game is desired to be played. We know what we focus 

on, what we do, and maybe how not to do that."  Another interviewee goes as far as stating 

that in their team the mission is, "tattooed on the lower back."  

 

Concepts Main Themes Sub-Themes 

A plan predetermined and adhered 

to by the management. (+) 

A living playbook that updates in dif-

ferent situations. (+) 

Brings clarity, focus, and peace of 

mind to the activities within the or-

ganization. (+) 

Vision and mission create a common 

direction and set the standard. (+) 

Helps make choices and rule out 

certain alternatives. (+) 

Understanding and Formula-

tion of the Strategy 

Unified Vision 

Table 3: Understanding and Formulation of the Strategy, Unified Vision. 
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Role of technology 

The role of technology in strategy making is pointed out in the interviews, focusing on its im-

pact on resource management, budgeting, and addressing challenges and opportunities in 

strategic integration. All the interviewees that gave answers to these questions addressed the 

listed topics in some level.  

When looking at the technological goals, based on the answers the organization aims to be a 

technological frontrunner, leveraging data for business model innovation and ensuring a con-

tinuous digital transformation. One interviewee from the leadership level sums up the goal in 

the following manner, “we are constantly developing our product and adopting advanced 

tools, aiming to be at the forefront. This is definitely an aspiration.”  

Several responses addressed the internal technology of the organization and its fundamental 

operations. One interviewee from the leadership level describes the factors affecting techno-

logical decision making in the following manner, “If there isn't a common view of what prob-

lem we are solving, then it becomes challenging to achieve that. It's challenging to figure out 

what needs to be integrated or what role this technology plays, how it should be imple-

mented, or in what way it could support our strategy. Ultimately, it probably comes back to 

the same thing. When we know what we are doing, this isn't challenging, but if we can't dis-

cuss it or don't understand it well enough to build a case, then it becomes challenging.”  

There was a limited depth in the responses concerning auxiliary technology. The ones that ad-

dress the topic indicate that there is several different software currently in use for conduct-

ing everyday work. Here a comment on the topic from one of the service expert interview-

ees,” so into the software, into Excel, into my own Excel, and what else, then into a third 

software, and then a calling tool. So, I have, like, probably 4 or 5 different places where I 

make notes."  
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When discussing the impact of information systems in the organization’s business behavior 

one interviewee from the operational side gives the following comment, "It probably affects 

most here on our end, especially in support, how to make that system work, you know. Is 

there a lot of manual work or does the system do it automatically? That affects the size of the 

staff." Another interviewee representing the leadership rases the following question, "but the 

fact that I'm not sure is whether we are utilizing the software we have chosen to use enough?" 

Based on the interviews, it is evident that recognizing essential technological requirements 

can pose a challenge. 

 

Concepts Main Themes Sub-Themes 

Affects resource management, and 

their efficient use is important. (-) 

Identifying critical technological 

needs can be a challenge. (-) 

A common understanding is needed 

regarding the problems that tech-

nologies aim to solve. (-) 

Understanding and Formula-

tion of the Strategy 

Role of Technology 

Table 4: Understanding and Formulation of the Strategy, Role of Technology. 
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Utilization of Data 

The digital transformation emphasizes a data-centric approach, offering opportunities for 

gaining new insights. The organization utilizes data to reimagine business models and opera-

tions, employing prototypes and customer-centric strategies. The role of data is recognized 

by all the interviewees in supporting decision-making and identifying novel opportunities. 

Even though large amount of data is collected, there is an acknowledgment by majority of the 

interviewees that the significance and potential of data may have been underestimated. Here 

is a summary of one interviewees view: the participant recognizes the utilization of data in 

their setting, underscoring its significance in revealing insights. Nevertheless, data may not 

be fully exploited, stressing the importance of broader scrutiny, and dedicating additional re-

sources to optimize the effective utilization of data. Based on the interview material the data 

utilization gap has been identified and actions to better the situation are in process. 

 

Concepts Main Themes Sub-Themes 

Used in developing business models 

and planning strategy. (+/-) 

The significance and potential may 

have been underestimated. (-) 

Understanding and Formula-

tion of the Strategy 

Utilization of Data 

Table 5: Understanding and Formulation of the Strategy, Utilization of Data. 
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Stakeholders 

Stakeholders play a crucial role in the evaluation and decision-making of strategic alterna-

tives. The organization encourages dialogue and regular interaction with key stakeholders, 

such as customers and partners, highlighting the importance of understanding their needs and 

integrating them into the strategic decision-making process. Additionally, there is recognition 

by the interviewees of the need to leverage both internal and external expertise in the stra-

tegic process, with an emphasis on involving stakeholders in strategic product development. 

There is uncertainty about the practical implementation of interaction, as indicated by the 

following statement: “Certainly, I hear in discussions that, like, well, there's a desire to in-

volve various stakeholders more broadly, but, well, I can't say how that happens in practice. 

Like, how much those stakeholders are involved”. 

 

Concepts Main Themes Sub-Themes 

Dialogue helps to understand stake-

holder needs and integrate them 

into strategic decision-making. (+/-) 

Involving stakeholders in strategic 

product development an area for 

improvement. (-) 

Understanding and Formula-

tion of the Strategy 

Stakeholders 

Table 6: Understanding and Formulation of the Strategy, Stakeholders. 

Objectives 

The organization tests the effectiveness of its objectives by understanding the role of re-

sources in implementing its strategy. At the core of the strategy is a transparent comprehen-

sion of various resources, encompassing financial, human, tangible, and intangible assets. The 

strategy is anticipated to play a guiding role in directing resource allocation towards critical 

areas, underlining the significance of efficiency in spending. The acknowledgment of the in-

fluence of information systems on resource management is evident, emphasizing the im-

portance of utilizing technological resources effectively. 

The interviewees emphasize assessing the suitability of goals and the practical implementa-

tion of the strategy. Concerns have been expressed based on the collected interview data re-

garding the visibility of goals, especially in the context of comprehensive growth. A service 

expert interviewee pointed out a perception of divergent goals within the organization, stat-

ing, "I sense that our employees have different goals than our management team." On the 
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other hand, interviewee from the leadership described the clarity of objectives in the follow-

ing manner, “To some extent, and almost perfectly when it comes to numbers, but then 

there's the pathway of how the numbers transform into reality, so that might not be as well 

established yet”. 

Recognizing the strategic importance, a systematic linkage between goals and results is con-

sidered indispensable. The role of strategy as a tool for achieving goals is acknowledged, par-

ticularly in the domains of growth and technological development. 

 

Concepts Main Themes Sub-Themes 

How the organization directly links 

its goals to results. (+/-) 

Must guide resources to be directed 

towards essential targets. (+/-) 

Means to achieve goals, especially in 

terms of growth and technological 

development. (+/-) 

Systematic management approach 

and monitoring the achievement of 

goals are crucial. (-) 

Unity among different departments 

of the organization is needed for de-

cision-making. (-) 

 

Understanding and Formula-

tion of the Strategy 

Objectives 

Table 7: Understanding and Formulation of the Strategy, Objectives. 

3.3.2 Considerations and Tools in Development 

Unified Vision 

From the research conducted it is detected that a transparent and collectively shared vision 

cultivates a unified understanding of the basic reasons for work in the organization, particu-

larly within teams. The core vision of the organization is clear to all the interviewees. This 

shared understanding serves in the organization as an encouragement for employees to for-

mulate innovative solutions and break free from conventional boundaries.  
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Acknowledgment is extended to the impact of information systems on resource management. 

Emphasis from the gathered interview material is placed on the effective utilization of tech-

nological resources, aiming for a result where technology is seamlessly integrated into opera-

tions for optimal resource use. Challenges and opportunities linked to the integration of tech-

nologies into strategies are pointed out and examined. The absence of a shared vision is rec-

ognized as a current obstacle, underscoring the necessity for clear responsibility in integra-

tion. Despite these challenges, there is optimism about the potential benefits of integrating 

technologies, particularly CRM systems, to positively influence business growth. 

There is involvement of external facilitators in the strategic process. This external perspec-

tive contributes to objectivity and the generation of new ideas, underscoring the importance 

of diverse inputs in shaping a unified vision. Effective leadership is considered crucial for cre-

ating an environment favorable to achieving goals. This involves both individual and team 

leadership, serving as the bedrock for the organization's capacity to realize unseen objectives 

and embark on innovative endeavors. 

Concepts Main Themes Sub-Themes 

Various factors are considered in 

software development and producti-

zation. (+/-) 

Thinking outside the box. (+) 

Implementation issues can signifi-

cantly impact business behavior. (-) 

In an ideal world, integration, espe-

cially CRM systems, offer significant 

opportunities. (+/-) 

Lack of comprehensive technological 

understanding and the need to com-

prehend external opportunities and 

technological diversity. (-) 

The right kind of leadership lays the 

foundation for achieving unseen 

goals and do innovative things. (+/-) 

Considerations and Tools in 

Development 

Unified Vision  

Table 8: Considerations and Tools in Development, Unified Vision. 
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Role of Technology  

The importance of investments in the selection and development of information systems is 

lifted by some of the interviewees. They suggest that without adequate focus and resources on 

choosing and developing information systems, the life of the business unit could be more chal-

lenging. One interviewee describes the current situation and future goal in the following man-

ner "So, we have various systems with software and different databases in them. We collect 

data, and there's that. Also, then, well, certain integrations and such. It's like, if you think 

about how, it affects business behavior when considering, for instance, if we have many differ-

ent systems, how do we get them into one, how can we make them as seamless as possible?" 

Interviewees point out that currently there is no technology map in use that would give a ho-

listic view for the whole organization on the strategy. 

There is a recognition by the interviewees of opportunities presented by AI to enhance opera-

tions and increase efficiency. This indicates an awareness of technology's potential to posi-

tively impact various aspects of the organization, aligning with growth and development 

goals. Information systems enable the effective utilization of data across different units 

within the organization. This has a significant impact on areas such as sales, marketing, and 

decision-making, underlining the transformative role of technology in shaping business prac-

tices. Interviewee representing the leadership brings the following example regarding the uti-

lization of information systems, “At least, I have encountered when defining the types of in-

formation systems needed, how to integrate them, and the process of implementation. There 

are opportunities, of course, that when information system development, for example, oc-

curs, it enables many things and a certain kind of automation naturally. It has been seen that 

if we hadn't done anything in the selection of information systems or the development of our 

own software, our business unit's life would probably be entirely different, and the team 

would likely be twice as large.” 

The challenges related to the interpretation of technology as a system developed internally 

and the lack of a comprehensive understanding of external possibilities and technological di-

versity are acknowledged by majority of the interviewees. This underscores the importance of 

a holistic approach to technology for effective development.  

The interviewees point out a lack of significant benefits from the use of technology in organi-

zational learning. Only one of the interviewees brings an example how technology is used in 

the learning path for partners. The absence of tools and methods for assessing and document-

ing learning through technology suggests a need for further integration and optimization in 

this aspect. Part of the organization faces challenges in understanding and embracing digital 

transformation. This is reflected in uncertainties regarding how the organization perceives 

and incorporates digital change into its developmental work. 
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Concepts Main Themes Sub-Themes 

Technology map not in use. (-) 

Technology is interpreted as a sys-

tem developed by the organization 

itself. (-) 

Investments in the selection and de-

velopment of information systems. 

(+/-) 

AI streamlines operations and en-

hances efficiency. (+/-) 

Lack of tools and methods to assess 

and document learning through 

technology. (-) 

Challenges in understanding and em-

bracing digital transformation. (-) 

Considerations and Tools in 

Development 

Role of technology  

Table 9: Considerations and Tools in Development, Role of technology. 

Utilization of Data 

Based on the interviewees the AI team assumes a central role in shaping the functions and 

business models of the organization. Leveraging data analysis, particularly with the assistance 

of AI, proves instrumental in generating fresh insights and cultivating a forward-looking tech-

nological vision. 

The organization relies on data as a cornerstone for decision-making, striving to extensively 

harness it in the continuous development of robust business models. Despite possessing a con-

siderable amount of data. There is added need to allocate resources specifically towards the 

analysis and utilization of this data. 

Regarding digital maturity, various interviewees position the organization as “leaders” in 

their own software but highlight the position of “catch-ups” in terms of adopting digital tools 

and utilizing data in day-to-day operations. Challenges related to internal digitalization and 

handling manual workloads are emphasized as current hurdles. These challenges underscore 

the immediate necessity to tackle issues such as underutilized data, improving digital 
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practices, and optimizing internal software and work processes. When inquired if the organi-

zation has conducted a digital maturity assessment, none of the interviewees knew if this 

type of assessment had been conducted for the organization. 

In essence, data emerges as a key player in the decision-making processes, technological evo-

lution, and overall business advancement within the organization. This is evident in its proac-

tive efforts to embrace digital practices while acknowledging and working towards overcom-

ing associated challenges. Regarding software ecosystem majority of the interviewees were 

not familiar with the concept. The ones that were familiar indicated the organization is more 

on the traditional approach where they are looking more in their internal needs and aspira-

tions than looking at the larger market environment and their part in the larger picture. 

 

Concepts Main Themes Sub-Themes 

The AI team plays a significant role. 

(+) 

Data analysis, with AI, helps gener-

ate new insights and develop a tech-

nological vision. (+) 

Data is used to support decision-

making. (+/-) 

Increasing resources for data analy-

sis and utilization is necessary. (-) 

Challenges in internal digitalization 

and the amount of manual work. (-) 

No digital maturity assessment. (-) 

The need to develop internal soft-

ware and work processes. (-) 

Software ecosystem not a familiar 

concept. (-) 

Considerations and Tools in 

Development 

Utilization of data   

Table 10: Considerations and Tools in Development, Utilization of data.  
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3.3.3 Leadership and Communication in the Organization 

Unified Vision 

The interviews lift some level of challenges in the decision-making process in the leadership, 

if not handled adeptly, can result in confusion and uncertainty rippling throughout the organi-

zation. A notable consequence of this challenge is the potential for employees to perceive a 

lack of information or understanding regarding the underlying rationale of decisions made. 

One interviewee commented that there is a tendency to bring big packages of information 

and goals to the employees once or twice a year. Then the communication from the leader-

ship stops until again a large amount of information is distributed at once.  

In the absence of a technology map, which was identified when discussing the strategic tools, 

interviewees have lifted the challenge in lack of dialog and ways of communicating inside the 

organization regarding the technology goals and what technology covers. The utilization of 

technology in learning could be bettered with additional internal communication and under-

standing.    

Additional concern is the identified communication gap within the leadership team and be-

tween managers and the broader workforce. This communication gap poses challenge, poten-

tially rendering the leadership detached from the day-to-day realities of the workforce. One 

of the service expert interviewees underscores a tendency from the leadership to focus ex-

cessively on numerical metrics, raising concerns about a potential disconnect between leader-

ship and the ground-level operations. 

A further aspect of organizational dynamics highlighted in the interviews is the organization's 

reactive stance in assessing changes. The interviews emphasize the need for a more proactive 

approach in navigating shifts and transformations. Comment from a service expert interview, 

“well, I feel too often it goes like that, that if there's a change, it's quite rapid. And then you 

don't catch up until by the time it has happened or moved forward, it happens somehow in a 

blink of an eye.” A member of the leadership addresses the difference with individuals re-

garding the need for grasping change, “one must have sufficient patience to endure uncer-

tainty over time so that the change gets exactly the time it needs. Let's consider, for in-

stance, changes related to individuals. How long does it take to quickly go through that dia-

logue to know that, hey, this is the good situation we should aim for, but then those people 

need a different amount of time to adapt to that situation.”  

Notably, differing opinions emerged from the interview answers on digital transformation 

within and outside the leadership team this can be as a challenge when forming a unified vi-

sion for the organization's future. 
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Concepts Main Themes Sub-Themes 

Ambiguity and confusion in the deci-

sion-making process. (-) 

Employees may experience a lack of 

information or understanding about 

the background of decisions. (-) 

The need for increased participation 

and open communication. (-) 

Concern that the personnel do not 

feel heard or involved in goal set-

ting. (-) 

Leaders may face challenges in un-

derstanding practical work and its 

technological needs. (-) 

Leadership's distancing from every-

day work raises concerns. (-) 

Focuses too much on numbers. (-) 

Changes may be fast-paced, and the 

staff may not have time to keep up 

with the pace of change. (-) 

Change is viewed more reactively.(-) 

Different opinions and perspectives 

on digital transformation. (-) 

Leadership and Communica-

tion in the Organization 

Unified Vision   

Table 11: Leadership and Communication in the Organization, Unified Vision.   

Objectives 

There's an observed concern that the field, or the general staff, might feel unheard or ex-

cluded from goal setting. Discussions and decisions at the leadership level significantly impact 

how goals are understood and implemented on the ground. Some indication from the 
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interviews is lifted on challenges such as self-interest pursuit and lack of collaboration within 

the organization. Departmental boundaries and leaders focusing on individual tasks rather 

than shared objectives are pointed as potential obstacles.  

The topic of different goals between employees and leadership is addressed again when dis-

cussing communication inside the organization. The goals are not communicated clearly 

enough, and this leads to uncertainty. The use of numerical data is suggested specifically by 

one of the interviewees to ensure clarity in goal setting and communication in the future.  

 

Concepts Main Themes Sub-Themes 

Employees may have different goals 

than the leadership. (-) 

There may be barriers between de-

partments. (-) 

Leaders may focus more on their 

own tasks than on common goals. (-) 

Numerical data usage for clarifying 

objectives. (+/-) 

Leadership and Communica-

tion in the Organization 

Objectives   

Table 12: Leadership and Communication in the Organization, Objectives. 

Roles 

Leaders are given significant responsibility for implementing change processes. One of the in-

terviewees representing the leadership sums their role in change process in the following 

manner, "Yes, it is thought this way, that it is like totally central. Everything ultimately starts 

from good leadership, and behind that, there is then having the right person. There is a per-

son who can lead themselves, and through being able to lead oneself and being able to lead 

team members, it begins to develop. The entire organizational culture, that, in general, we 

can do things that are not visible today, which are some goals pursued now. I think that is ab-

solutely crucial. If we succeed in that, then everything is possible. If we don't invest, if we 

are not humble or willing to develop in leadership, then there are no conditions to go any-

where."  

Another interviewee representing the leadership points out the different level roles inside the 

leadership, "But yes, I feel that we. Especially identify those among the leaders. Those roles 
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that are really significant when we talk about times of change. Who has the big or the biggest 

impact on it, so even if we have leadership team, there are certain roles that really stand out 

from there, and then the rest of the leadership team supports those individuals." 

From the worker level interviews one of the interviewees pointed out that the importance of 

the leaderships role in change is not always seen, "I myself feel that it's not necessarily seen, 

seen exactly that role where the situation, how significant it is, like in my opinion, how cru-

cial it is." 

Based on the answers there is different level of leadership roles inside the organization. The 

upper management is seen as the creative leaders, while lower-level leadership is seen as 

technical, dealing with practical challenges. One of the interviewees points out a potential 

challenge between the different levels of leadership, "So when the other one does that grass-

roots level, they have to witness it. The challenges in a completely different way. The chal-

lenges of implementation, compared to someone who just comes to look, perhaps at the num-

bers, or observes from the sidelines."  

One interviewee from the lower-level leadership gives view on the current status of leader-

ship role, “I feel that we have both leadership and managerial roles, but sometimes they 

cross paths. We might have a person who manages a few people. If there are a few people in 

their team, then we are on a journey to recognize what leadership means, what the role is, 

and what it isn't. The leadership and managerial roles are sometimes seen as the same, and 

it's somewhat natural at the moment. It's alive. It changes, and we are undoubtedly moving 

towards constantly understanding that. You can't lead everything; you lead what belongs to 

me, and someone else leads what belongs to them.” The interviewee sums up their view with 

the following, “the clarity of roles is essential to succeed in initiating any change.” 

 

Concepts Main Themes Sub-Themes 

Leaders given significant responsibil-

ity for the implementation of the 

change process. (+/-) 

Different roles inside leadership. (+)  

Leadership and Communica-

tion in the Organization 

Roles 

Table 13: Leadership and Communication in the Organization, Roles. 
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3.3.4 Information Flow in the Organization Generally 

Stakeholders and unified vision 

The communication framework within the leadership is evolving, and members are currently 

expressing their crucial issues within the group, fostering discussions on these topics. There is 

an increased focus on relevant discussions within the leadership. The similar development has 

not yet reached the same structure level communication with employees, partners, or cus-

tomers.  

Person representing the leadership comments on the communication and collaboration with 

stakeholders in the following manner, “I feel that this kind of involvement should be elevated 

to a whole new level. It definitely needs to be taken to the next level because it specifically 

brings that collaboration into the triangle, helping our growth narratives as well. If we're too 

much on our own here, then probably something in some sort of direction might be done. So, 

involvement is crucial.” A different interviewee from the leadership team mentions that 

there is ongoing development in establishing more structured communication with lower-level 

employees. They are currently undergoing the initial deployment phase. The interviewee 

notes, “For the first time, the implementation of new strategy occurred. And, well, it's kind 

of great that individuals were involved in it, and we went through it with them.”  
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One interviewee highlights weekly meetings as effective means of communication within the 

organization, "problems that are noticed are brought out through that channel, and then they 

are worked on for improvement." The meetings focus on technology, addressing daily chal-

lenges, and enhancing both workflow and software utilization. Another interviewee points out 

organization monthly meetings where information is presented for the whole organization.  

 

Concepts Main Themes Sub-Themes 

Ensure that essential information 

flows efficiently. (-) 

Customer involvement brings valua-

ble ideas and perspectives. (+/-) 

Aligning common goals and com-

municating them to stakeholders is 

essential. (+/-) 

Recognizing the need for infor-

mation flow and swift response to 

changes. (+) 

Information Flow in the Or-

ganization Generally 

Stakeholders and 

unified vision 

Table 14: Information Flow in the Organization Generally, Stakeholders and unified vision. 

Values 

From the interviews the value of openness in the communication is detected. It is not always 

effective but from the answers this goal for reaching to openness can be seen. When asked 

how organization ensures that leaders share a common understanding of the vision and strat-

egy behind the change initiative? one interviewee gave this simplified answer, “through open 

communication, it's kind of like keeping everyone up to date on everything.” Another inter-

viewee gives the following view, “I believe these one pagers and, various, what emerges in 

different aspects of strategy as documents, well, at least they help in ensuring that people 

are on the same page and have a shared situational awareness.” Even when answering to this 

question that was originally related to the leaders several of the interviewees answered in a 

way that covered the whole organization not just the leadership.  

Reaching for openness is seen also in the communication regarding development. One service 

specialist interviewee gives the following comment when discussing what measures are taken 

to ensure sufficient time and commitment to the implementation of the change? “A lot of 
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changes come, like, things that don't work or require further development, so then the feed-

back and, seeking feedback to further develop it. It's not like it's just thrown on the table and 

that's it. Instead, feedback is constantly received and used to enhance it. We try to develop 

our development further, constantly seeking improvement opportunities.” 

 

Concepts Main Themes Sub-Themes 

Openness creates space for ideas 

and participation. (+) 

Leaders are expected to set the di-

rection through their actions and be 

open to their subordinates. (+) 

Use strategy documents, one-pag-

ers, and other documents to create 

a shared situational awareness. (+) 

Strives to be agile and flexible, es-

pecially in technological develop-

ment. (+) 

Information Flow in the Or-

ganization Generally 

Values 

Table 15: Information Flow in the Organization Generally, Values. 

Role of Technology 

At present, there is no platform where strategic objectives or materials pertaining to the 

strategy selection process are readily accessible to the entire organization. This lack of a cen-

tral channel hinders the ability to engage in discussions about the chosen strategies and their 

status. The same lack of visibility is with the technology map, and this has a direct impact on 

the possibility to discuss the topics related to technology. 

Concepts Main Themes Sub-Themes 

Need for an internal information-

sharing system. (-) 

No existing technology map. (-) 

Information Flow in the Or-

ganization Generally 

Role of Technology 

Table 16: Information Flow in the Organization Generally, Role of Technology. 
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3.3.5 Personnel 

Development and values 

One interviewee describes the culture of the organization in the following manner, “the at-

mosphere or culture has been such that you can try and, like, do something. If a task hasn't 

been done, just go ahead and do it or give it a try. Not everyone necessarily receives formal 

training, and someone is not guiding there all the time. But then, like at its best, someone 

dares to try something a bit beyond their expertise and realizes either they really like it, or 

they become adept at it or something else, because they dared to experiment a little.” In the 

strategy part the interviewees were asked how vision and mission are seen in guiding and in-

spiring employees. One team leader interviewee described the used method, “the way to try 

to guide and inspire employees, is to encounter people as individuals.” The same interviewee 

describes the ability to bring development ideas forward inside the organization, “here, you 

can easily share development ideas, and they do feel like they are genuinely considered and 

reviewed to see if they are good.” 

In certain instances, the open environment fostering employees to transition into new posi-

tions and grow can yield adverse outcomes if not managed appropriately. A service expert il-

lustrates a scenario where employees are placed in new roles within the organization, and 

over time, “an employee has been working in that specific role for so long that it's practically 

either burned out or its interest has been completely killed.” Another specialist interviewee 

describes the challenge of sufficient time and clarity in transitions between roles, “perhaps 

such planning and a certain contiguity about it. I, myself, when I was in a situation involved in 

change, would have sometimes appreciated that.” 
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A team leader points out that the organization is putting effort in educating the people that 

have supervisory roles to secure a good working environment for employees, “that's why we 

invest in supervisor work. Like the training we had recently, through that, we specifically in-

vest in supervisor work to ensure a pleasant work environment for everyone, so that everyone 

enjoys their work.”  

 

Concepts Main Themes Sub-Themes 

Crucial to meet employees as indi-

viduals. (+) 

A person moving into the discomfort 

zone has led to the development of 

organizational practices. (+) 

The ability to translate one's own 

learning for the benefit of the or-

ganization. (+/-) 

Employees are seen as a key re-

source, and leaders are expected to 

interact with their subordinates and 

be open to new ideas. (+/-) 

A challenge could be burning out the 

staff. (-) 

Necessary to support the continuous 

development of individuals and 

teams. (+/-) 

Personnel Development and 

values 

Table 17: Personnel, Development and values. 

Processes and Tools  

When talking about software in use a person representing the leadership indicates that the 

current software has not considered the employees in the needed level. It is not allowing the 

most efficient working level for the different departments. 

From the interviews it is indicated that the usage of several different software and insuffi-

cient communication between different departments can start burdening the employees. As 
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already described earlier one service expert opens a typical working situation,” so into the 

software, into Excel, into my own Excel, and what else, then into a third software, and then 

a calling tool. So, I have, like, probably 4 or 5 different places where I make notes."   

 

Concepts Main Themes Sub-Themes 

Acknowledges limited knowledge 

and resources for leveraging tech-

nology. (-) 

Limitations in tools and potential 

deficiencies in terms of time and ex-

pertise. (-) 

Information flow is a key part of en-

hancing mutual understanding. (-) 

Personnel Processes and 

Tools 

Table 18: Personnel, Processes and Tools. 

Goals 

Working in a growth organization means that processes are developing, and, in some cases, it 

might cause discomfort in some employees. Person representing the leadership describes the 

feelings related to these types of situations and how they are handled, “when moving towards 

something new, such as streamlining the strategy and letting go of certain aspects, individu-

als might have to approach things in a new way or let go of what they're accustomed to. This 

can generate a kind of resistance to change, but resistance can always be overcome with jus-

tification. Then, when the individual gets the opportunity to implement the changes, they 

practically realize that, hey, this was a good thing.” 
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According to a member of the leadership the organization wants to provide development op-

portunities to the people, but in many cases the ball is in the employee’s hands, and they 

need to make the first move to start change, “we do try to provide doors, so open that and 

you can get on the path where you can start learning. But at the same time, we utilize them 

very little.” There is no clear structured path that can be utilized for all employees that want 

to develop for example their digital maturity level.  

 

Concepts Main Themes Sub-Themes 

Planning and patience are crucial, 

especially in changes related to indi-

viduals. (+/-) 

It is recognized that not everyone 

reacts in the same way to change, 

and efforts are made to respond to 

different needs. (+/-) 

There is no concrete plan or prac-

tice for the development of essen-

tial skills. (-) 

Aim is to provide opportunities for 

employees to learn and develop, but 

the practical implementation and 

support vary. (+/-) 

Personnel Goals 

Table 19: Personnel, Goals. 
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4 Discussion and Conclusion 

Analyzing the interviews gave an opportunity to see a partial picture of the development 

journey of a growth organization in the platform industry. Getting the views on strategy, tools 

in use, communication, and organization culture from employees in different roles inside the 

organization.  

In the following section we will cover the Analysis of the findings where the main resolutions 

are lifted from the research. The following sub-sections will give deeper insight on the find-

ings within the specific theoretical parts. After the analysis part we will cover the limitations 

regarding the research. The section will end with the Recommendations for future actions, 

with suggestions on how the organization should proceed with their digitalization journey. 

4.1 Analysis of the findings 

The primary objective of this thesis was to scrutinize the development of a digitalization 

strategy tailored for a software organization.  

The research posed a central inquiry:  

Why does the organization need a digitalization strategy?  

• The response to this question surfaced from the analysis of interview data, aligning 

with relevant theoretical insights.  

o A digitalization strategy proves indispensable for the Organization X, serving 

to increase its understanding of business operations and facilitate subsequent 

developmental activities.  

o The central role of data in shaping future business initiatives cannot be over-

stressed. The predominant challenge lies in the scattering of operational data 

across diverse sources, coupled with an inadequate data and information flow 

between departments, thereby increasing operational obstacles.  

▪ This dilemma not only hinders leadership's capacity to evaluate oper-

ational efficiency but also complicates budgetary planning for antici-

pated workforce requirements.  

o The realization of rapid business growth, business development and the sus-

tained continuation of operational excellence emerge as challenging tasks in 

the absence of a well-defined digitalization strategy. 

• The Organization X's focus on enhancing its core software product appears to be at 

the expense of neglecting the significance of auxiliary software. There exists a lack of 

consensus on the primary digitalization plan within the organization. 
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Regarding the "how" of digitalization, the Organization X should initially grasp its current pro-

cesses before embarking on future development. Digitalization is not a mere substitution of 

existing processes into a digital format; it necessitates a profound understanding of why these 

processes exist. 

The subsequent section explores deeper into the insights, offering a detailed analysis of the 

interview findings and their alignment with the theoretical framework of the thesis. 

4.1.1 Context and Decision-Making including Key questions for Strategic options 

The center of this thesis theoretical framework emphasizes the need for understanding the 

business and aligning strategic options with organizational goals. In the theory section we cov-

ered one of the key terms used in strategy literature, Strategic management, it is used in or-

ganizations as a vehicle for achieving and sustaining superior performance. Clear vision and 

mission play vital roles in achieving the set goals. Vision plays a vital part in the management, 

it aims to inspire and guide the organization's employees, inviting them to envision the organ-

ization’s future potential and fostering a framework for ethical conduct. While mission encap-

sulates the organization's fundamental identity. (Hoskisson, et al. 2004) 

Organization X is actualizing many aspects of the strategic management on the same lines as 

our thesis theory describes. The interviews reveal a defined core strategy for Organization X, 

complete with a stated vision and mission. Based on the interviews the mission serves as a 

guiding principle for employees, providing clarity in their actions and decisions. The inter-

viewees express a clear understanding of the basic product, and there is evident development 

effort being invested in it. Different stakeholders of Organization X are involved in the devel-

opment process to prove the feasibility. It is acknowledged that additional improvement in 

Organization X is needed in the different stakeholder involvement to gain better results in the 

service development.  

Regarding the envisioned future the picture is not clear to all the employees of Organization 

X. In terms of growth goals, a knowledge gap emerges between leadership and lower-level 

employees, manifesting as two distinct sets of strategic goals. Additional possible strategic 

management gap detected from the interviews is that Organization X maintains a sharp focus 

on its core software product, aspiring to be a technological frontrunner. But for Organization 

X to be able to grow and maintain their position in the market they need to be aware of the 

larger picture not just focusing on their own software.  

According to theory to transcend conventional industry boundaries, an organization should 

possess three pivotal elements and conceptualize its strategy as a sequential progression over 

time. These three factors encompass: 1) harnessing network effects through a platform-
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oriented approach, 2) establishing an AI-enabled learning loop, and 3) actively leveraging hu-

man intelligence, insights, and creativity. (Ojanperä, 2016) 

Mirroring the above theory to the data gathered from the interviews there is still work to be 

done if Organization X wants to transcend conventional industry boundaries. Organization X is 

slowly harnessing the network effects through their platform-oriented approach, but it is still 

based mainly on the identified obvious internal business objectives. Opening the scope and 

understanding the network effect better would enable Organization X even larger scope of 

opportunities for service. Data actively plays a role in the development process, but there is a 

recognition of potential underutilization due to a lack of deeper understanding.  

Organization X is investing actively to the AI-enabled learning loop in their core business. 

Therefore, there isn’t a visible gap regarding the core business, but when looking at the auxil-

iary software and AI possibilities there the journey has not started. Challenges arise as the in-

terviews suggest that auxiliary software crucial for business operations and development lacks 

sufficient attention. This raises concerns about Organization X's comprehensive grasp of digi-

tal transformation, with potential difficulties in identifying critical technological needs. Be-

fore starting to investigate AI in the auxiliary software there needs to be more understanding 

on Organization X’s current processes. After status is known development and utilization of AI 

can be planned.  

Organization X possess an open culture for sharing development ideas, which is declared in 

the interviews, but there is a lack of structure in the way the insights and creativity could be 

utilized. Leading back to the unclarities in future visioning. The question arises; How could 

Organization X take advantage more of the intelligent power they have with their stakehold-

ers?      

4.1.2 Strategic tools 

When planning a strategy, the selected tools play a pivotal role in structuring. A strategic 

choice proves suitable when it genuinely aligns with the organization's capacity to attain its 

strategic goals. Feasibility characterizes a strategic option if it is practically achievable. 

Should an option demand resources like capital that are currently inaccessible, human exper-

tise challenging to procure, or scarce intellectual assets, it's more likely to fall short of meet-

ing the feasibility criteria. (Campbell et al. 2004)  

There are number of tools that can help managers to run through the evaluation and selection 

stage to determine the best feasible options. In this thesis Strategy Map, OKR methodology, 8 

Steps process, Learning Organization and Ecosystem strategy were selected as the tools for 

research and finding the feasibility of them as tools to Organization X. 
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We begin with the findings on Strategy Map. Based on our theory section the lack of a com-

prehensive strategy description not only inhibits effective communication among executives 

and employees but also obstructs the establishment of organizational alignment (Kaplan et 

al., 2004). To address these issues, the strategy map serves as a visual guide for creating 

value by connecting strategic objectives through causal relationships denoted by arrows, ulti-

mately facilitating organizational alignment with the strategy (Evans, 2013). 

Taking the above statement and comparing it to the information gathered from the inter-

views, Organization X has yet to incorporate strategy maps into their strategic planning, 

therefore hindering effective communication of strategic objectives throughout the organiza-

tion. This was visible in the interviews, with leaders having own strategic goals. Additional 

notion was that employees indicated that leaders distributed strategical information biannu-

ally and during the time between there was no communication. This effects the utilization of 

the human capital at hand. Employees contribute in the best possible manner in Organization 

X but if the path to future vision is not clear their contribution will be sub-optimal. Under-

standing the relationship between different objectives can also be suboptimal in Organization 

X due to the lack of mapping.  

While there have been recent developments in this area in Organization X, the efforts have 

not been fully implemented, preventing widespread access to the created strategic docu-

ments. The absence of a technology map is particularly impacting strategic decision-making 

and planning. Organization X lacks a clearly defined path, with a predominant focus on Organ-

ization X's core software and neglect of auxiliary software, as highlighted in the previous 

chapter. Although information about a strategic path may exist, it is not visible to all mem-

bers of Organization X, making it challenging for the leadership to navigate and address key 

questions regarding strategic options. There is no clear indication on who is leading the devel-

opment of auxiliary software usage in Organization X.  

Drafting strategic maps by leaders of different business units could be a start to the process 

in Organization X, but it is central that after the initial draft communication and co-operation 

starts with the leaders. This way a common understanding on the path and linkages between 

different objectives starts building. With the initial mapping gaps regarding ownership could 

also be identified in Organization X.    

The next tool in scope was OKR Methodology. The letters OKR come from Objectives and Key 

Results. A successful MBO (Management by Objectives) system hinges on addressing two fun-

damental questions: firstly, "Where do I want to go?" which pertains to the objective, and sec-

ondly, "How will I pace myself to see if I am getting there?" (Niven et al., 2016) Organization X 

is adopting the OKR Methodology in their business development, which will enhance clarity 

regarding set objectives throughout the entire organization. The quarterly objectives and key 
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results will create structure and visibility on the ongoing projects of Organization X. This im-

plementation aims to reduce suspicions lifted in the interviews of certain leaders of Organiza-

tion X pursuing personal ambitions, and it will also result in more frequent communication 

through quarterly objectives and key results. Connecting these objectives to the larger future 

visioning strategic maps would be recommended for Organization X. Then Organization X 

would be able to visualize how the different OKR’s are playing part in the strategy. 

Kotter's eight-stage process (Kotter, 2012), introduced in the theoretical framework, serves as 

a valuable tool for implementing the formulated strategy, specifically influencing employee 

engagement, and securing their commitment. The incorporation of such a tool in the strategy 

implementation would yield significant benefits for Organization X. Devotion to the deline-

ated steps in the process ensures that adequate time is allocated for fostering a unified vision 

of change, and effective communication with stakeholders of Organization X is guaranteed 

throughout the entire process. 

The application of the eight-stage approach, coupled with the Objectives and Key Results 

(OKR) methodology, offers a potential remedy for identified challenges in Organization X. The 

interviews underscore confusion concerning decision-making at all organizational levels. The 

utilization of the eight-stage process promises the establishment of a guiding coalition, unit-

ing key stakeholders to collaborate and drive necessary changes forward in Organization X. 

Furthermore, the adoption of this process ensures the allocation of sufficient time for the de-

velopment and communication of the vision and strategy. Currently, employees of Organiza-

tion X express a lack of comprehension regarding the rationales behind decisions. As already 

stated in this section large volumes of information are shared with employees biannually, af-

ter which communication on change efforts ceases until the next comprehensive information 

update. This imbalanced approach contributes to a perception among some employees that 

changes occur in Organization X at a challenging pace, fostering confusion and a sense of re-

activity rather than proactivity. The apparent overemphasis on numeric goals in Organization 

X raises concerns among employees. The simultaneous use of strategy maps, aligning various 

objectives, would address these concerns in Organization X by enhancing information availa-

bility and visualization. A clearer understanding of the organizational direction becomes more 

accessible, fostering increased employee commitment in Organization X in many instances. 

The final tool under examination is the concept of a Learning Organization. Although the in-

terviews with Organization X encompassed discussions on the ecosystem strategy, it became 

apparent that this concept was too unfamiliar for the interviewees. Consequently, no applica-

ble findings related to this topic are illustrated at this occasion. 

Concerning Learning Organizations the theory section states the following, the intensifying 

forces of globalization, evolving economies, advanced technology, heightened competition, 
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novel products and services, and the convergence of diverse disciplines apply substantial 

pressure for adaptation (Sessa et al., 2006). To effectively navigate these dynamic shifts and 

enhance the likelihood of success, organizations need to engage in continuous learning (Sar-

der, 2016). 

Based on the research Organization X endorses continuous learning and facilitates opportuni-

ties for role transitions, but there is an absence of an established learning plan guiding em-

ployees along a predetermined path for acquiring necessary skills and knowledge. The inter-

viewees point out a lack of significant benefits from the use of technology in organizational 

learning. The absence of tools and methods for assessing and documenting learning through 

technology suggests a need for further integration and optimization in this aspect for Organi-

zation X.  

Although managerial competencies are continuously emphasized in Organization X, there 

lacks a structured development plan for managerial positions. Over the years, individuals ac-

tively seeking development have obtained new positions and acquired new skills in Organiza-

tion X, indicating a supportive learning environment. However, the absence of a proactive 

learning plan for promotion hinders employees from being adequately prepared for more 

challenging roles inside Organization X. This has in some cases lead to burning out the em-

ployee faced with a more challenging role. 

Working effectively in groups is not an inherent skill but requires a learning process for mem-

bers to transform from individuals into a cohesive unit with shared goals and a mutual under-

standing of methods to achieve those goals (Sessa et al., 2006). The theory in mind concerns 

emerge from interviews in Organization X about the possibility that the general staff may feel 

unheard or excluded from goal setting. Discussions and decisions at the leadership level sig-

nificantly influence how goals are understood in Organization X and implemented on the 

ground. Challenges such as self-interest pursuit and a lack of collaboration within Organiza-

tion X are underlined, with potential obstacles identified in departmental boundaries and 

leaders focusing on individual tasks rather than shared objectives. The research underscores 

the need for Organization X to enhance its skills in working effectively in groups. 

In the dynamic organizational context, groups should remain adaptable, ready to restructure 

themselves, adjust decisions, and update plans as needed (Sessa et al., 2006). Interviews con-

ducted in Organization X indicate a positive inclination towards this adaptive mentality within 

Organization X. Leadership and managerial roles are sometimes perceived as interchangeable, 

reflecting a dynamic understanding that evolves over time. The realization in Organization X 

that one cannot lead everything, and that leadership is specific to designated domains is rec-

ognized, marking a progressive shift towards a constantly evolving organizational mindset. 



  73 

 

 

4.1.3 Digitalization 

When addressing questions about digitalization, it became evident that many interviewees in 

Organization X viewed it primarily in the context of developing their own software and for in-

stance how AI enhances the improvement of the core software, benefiting various stakehold-

ers. The broader aspect represented in the theory section regarding the need for organiza-

tions to invest not only in cutting-edge information technologies but also in discarding out-

moded management practices and entrenched cultures to be able to develop a ‘digital cul-

ture’ (Schildt, 2020) was not lifted by these interviewees. A slightly broader view of digitali-

zation was highlighted by interviewees in operational services of Organization X, who recog-

nized the importance of a functional information system environment to avoid excessive per-

sonnel expenses associated with manual work. 

The aim for digital transformation and digitalization is to establish structures and workflows 

within an organization. This initiative empowers the organization to leverage real-time data 

and computer algorithms, with the goal of improving efficiency, facilitating interactions with 

stakeholders, and fostering the creation of innovative products and services (Schildt, 2020). In 

the research Organization X, there is an understanding of the power of data, but based on the 

interviews it is not facilitated in a way that it can be utilized efficiently. Therefore, despite 

possessing a considerable amount of data. There is further need for allocating resources spe-

cifically towards the analysis and utilization of this data in Organization X. 

The interviews also revealed a lack of concrete understanding of Organization X's digital ma-

turity level. When asked about the maturity level, none of the interviewees were aware of 

any official assessments conducted. Regarding digital maturity, various interviewees position 

Organization X as “leaders” in their own software but highlight the position of “catch-ups” in 

terms of adopting digital tools and utilizing data in day-to-day operations. Challenges related 

to internal digitalization and handling manual workloads are emphasized as current hurdles 

for Organization X.  

Mirroring the gathered interview material from Organization X including all the questions 

asked from the interviewees to the used theory on Digital Maturity, Organization X is filling 

many criteria’s for “Catching-ups”. These are organizations that recognize the need for a dig-

ital transformation strategy but have not yet developed one. They understand the necessity 

of change and are prepared for it, and both management and employees share this vision. 

Furthermore, they either possess the essential technical equipment or are prepared to ac-

quire it. (Aslanova & Kulichkina, 2020) 

When asked about their understanding of Software Ecosystems, most interviewees found the 

concept unfamiliar, suggesting that Organization X may have focused more on a firm-centered 
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framework. Alternatively, it indicates that communication about an ecosystem-focused 

framework has not been clearly conveyed within Organization X. 

4.2 Limitations 

There are certain limitations in this thesis that should be noticed. The number of interview-

ees was limited to eight. With only eight interviewees, the insights obtained are partial, and 

based on the gathered information, it is apparent that additional interviews would be neces-

sary to achieve a more comprehensive understanding of the entire scenario. There was lack of 

interviewee presence from the technology side of the organization due to scheduling chal-

lenges, but the good amount of leadership interviewees secured that the interview material 

included all the strategically important technology related information. For gathering more 

insight to the technology side additional interviews from selected people should be con-

ducted.  

The questioning was open ended which made it difficult getting quantitate information on 

how many addressed the exact point in similar way. That is why for instance the indication 

majority is used or individual comments from the interviewees are lifted to clarify the made 

point. Despite these limitations, it can be stated that even with just eight interviews, a sig-

nificant amount of valuable insight was acquired. 

The next step in the research would be conducting a mapping on the different processes in-

side the Organization X. This was not done during the study, because of its large scope. With 

this mapping we would gain more insight on the status on processes. How are they handled 

and what their functions are. As said the purpose in digitalization is not to transform all pro-

cesses as they are to digital forms but to develop the processes and information flows to bet-

ter answer the actual needs. In this research we were only able to get the initial understand-

ing why Organization X needs a digitalization strategy the actual strategy development was 

not done. 

4.3 Recommendations for future actions 

As mentioned in the introduction, the development of a concrete digitalization strategy 

would enhance the organization's comprehension of its business, aiding in the identification of 

potential bottlenecks that might impede the pace of business growth. 

Based on the research findings, the organization is progressing in structuring its strategic ef-

forts, primarily focusing on the development of business objectives, core software, and re-

lated actions to facilitate growth in software and service offerings. However, auxiliary infor-

mation systems crucial for efficient operational work are not receiving equivalent attention. 

This inconsistency may be credited to the absence of strategic maps that could underline 
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potential gaps. Using a tailored strategy map to align with the organizations unique set of 

strategic objectives would clarify how the multitude of measures come together into a single 

strategy. 

Regarding the digitalization journey my recommendation to the organization is to adopt the 

Roadmapping technique, as outlined in the theory section 2.4.3. This, coupled with a digital 

maturity assessment, can provide a clearer understanding of the current state of digitaliza-

tion, enabling the prioritization of development needs in processes and auxiliary software. 

Additionally, the organization should clarify who holds the responsibility for overseeing the 

overall digitalization journey, as the research did not identify a dedicated person looking at 

the entire picture. 

Implementing a digitalization plan demands substantial time and effort, emphasizing the need 

for effective communication and dedication within the organization. Currently, the under-

standing of strategic objectives is suboptimal. Utilizing tools such as the eight-stage approach 

could enhance the success of implementing and anchoring change in the organization. 

For future research, suggestion is that the organization's leadership research deeper into the 

concept of the software ecosystem. 
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8 Appendix 1. Interview questions 

 

1. Definition of Strategy: 
o How do you understand and define the term "strategy"? 

2. Understanding Strategic Decision-Making: 
o How does your organization approach continuous decision-making processes 

from the perspective of growth and development? 
3. Vision and Mission: 

o How do you perceive the organization's vision, including its mission, in guiding 
and inspiring employees? 

4. Resource-Based Strategy: 
o What role do you see organizational resources (financial, human, tangible, 

and intangible assets) playing in the implementation of strategy? 
5. Role of Business Professionals: 

o How have you observed the impact of information systems on your organiza-
tion and its business behavior? 

o What challenges and opportunities do you see leaders facing in integrating 
technologies into your strategies? 

6. Evaluation of Strategic Alternatives: 
o When considering strategic alternatives, how does your organization assess 

their suitability for your business? 
7. Stakeholder Engagement and Acceptance: 

o How does your organization involve key stakeholders in evaluating and decid-
ing on strategic alternatives? 

8. Application of Strategic Tools - Strategy Map: 
o Has your organization used strategy maps or similar tools to communicate and 

align strategic goals? 
o If yes, how do you see the role of strategy maps in creating value and aligning 

the organization with the overall plan? 
o How does your organization approach the creation of technology maps, and 

what challenges and opportunities have you encountered in this process? 
9. Goal and Key Result Setting: 

o How does your organization ensure that its objectives are significant, con-
crete, action-oriented, and inspiring? 

10. Creating an Uncomfortable "Learning Zone": 
o Can you share situations where the discomfort of the "learning zone" has led 

to significant progress or learning in your organization? 
11. Linking Goals to Key Results: 

o The recommendation is to link identified goals to a maximum of five key re-
sults. How does your organization decide on this linkage, and what aspects 
are taken into consideration? 

12. Ensuring Continuous Development: 
o How does your organization ensure continuous development and goal achieve-

ment? 
o How do various stakeholders participate in the implementation? 

13. Understanding the Role of Leadership: 
o How does your organization perceive the role of leadership in the change pro-

cess? 
14. Management vs. Leadership at the Managerial Level in Change Initiatives: 

o How does your organization distinguish between managerial and leadership 
roles, especially in the context of change initiatives? 

15. Significance of Authentic Leadership: 
o How does your organization identify and promote authentic leaders, espe-

cially during significant periods of change? 
16. Challenges and Opportunities of Change: 
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o How does your organization address challenges and opportunities related to 
change, and what measures are taken to ensure sufficient time and commit-
ment in implementing change? 

17. Importance of Common Understanding: 
o How does your organization ensure that leaders share a common understand-

ing of the vision and strategy behind a change initiative? 
18. Impact Assessment and Embedding Changes: 

o How does your organization assess the impacts of changes, and what 
measures are taken to ensure the sustainability of changes in the organization 
culture? 

19. Evaluation: 
o How does your organization currently assess its learning practices, and what 

methods or tools are used for this purpose? 
20. Technology in Learning: 

o How does your organization leverage technology, and what benefits have 
been observed? 

21. Understanding Ecosystem Strategy: 
o How does your organization perceive the concept of a software ecosystem, 

and what role does it play in your industry? 
22. Understanding Digital Transformation: 

o How does your organization view ongoing digital transformation? 
23. Data-Centric Approach in Digital Transformation: 

o A data-centric approach in digital transformation provides opportunities for 
new insights. How has your organization used data to reimagine business mod-
els and operations? 

24. Digital Maturity Levels: 
o Among the four digital maturity levels (beginners, catch-ups, off-track, lead-

ers), where does your organization currently stand, and what factors influ-
ence this position? 

25. Human Role in Digital Maturity Level: 
o How does your organization optimize the human role, including management 

and staff willingness and skill development, on the journey toward a digital 
maturity level? 

26. Use of DMA for SMEs: 
o If applicable, has your organization used the Digital Maturity Assessment 

(DMA) tool for assessing digital maturity levels? 
 


