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Abstract. Digital transformation is one of the major challenges thrown up with the
technological and societal evolution of recent years. It represents an interesting
research area nowadays, especially with its increasing number of papers in this field.
However, the current literature approaches the implementation of digital
transformation in a fragmented way. In addition, several managers report their
inability to succeed in the digital transition due to a lack of visibility and a non-
existent integrative approach. To overcome these limits, this work proposes a
transversal and integrative approach to the implementation of digital transformation
and its main stages. We suggest adding the integration of the PDCA approach into
the whole process of digital transformation to optimize the results of this
transformation. Thus, this work can serve as a guide for any company wishing to
consider a technological investment and digital transformation project.

Keywords. Digital transformation, implementation, integrative approach,
continuous improvement.

1. Introduction

The companies' digital transformation (DT) remains a reality that has upset several
aspects nowadays: employment, processes and procedures, work modes, organizational
culture, and many others. Its impacts differ from one industry to another: tourism,
banking, industrial ... Nevertheless, this paradigm is no longer a trend as it was the case
in the last years, but an obligation [1]. With the emergence of the Covid-19 health crisis,
many States and Companies became more interested in DT and tried to take advantage
of it to develop a competitive advantage. The latter will allow them to grow their
resilience but also to guarantee their survival in the face of uncertainty and unexpected
events. Despite its strong impact on organizational performance and decision-making [2],
many companies aren’t yet able to properly implement digital transformation. This is due
to the lack of a transversal approach to digital transformation implementation, that
includes the most important points to consider and the steps to follow. The existing
literature, both theoretical and empirical, only offers a fragmented version that does not
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guarantee a certain fluidity and clarity for managers. Thus, our work aims to respond to
this constraint to enrich the literature, but also to serve as a guide for companies looking
to embark on this adventure or even for those who have already started this journey.

2. The digital transformation challenge: a literature review

As one of the harshest challenges menacing the organizational survivor, digital
transformation (DT) is on the mind of all managers. With the increasing evolution of
digital technologies, and especially the disruptive changes they induce in all companies
and industries, several researchers gained interest in this research area for a better
understanding of this revolution [3]. However, this concept remains fuzzy due to the
existence of several definitions. In general, it refers to “the use of technology to radically
improve performance or reach of enterprises” [4, 5]. Other researchers [6, 7] see that it
represents “the use of new digital technologies, such as social media, mobile, analytics
or embedded devices, to enable major business improvements like enhancing customer
experience, streamlining operations or creating new business models”. If we analyze
both definitions, we can see that both of them identify DT as a tool to improve
organizational performance through the use of digital technologies [8]. On the other hand,
Demirkan and al [9] define DT as “the profound and accelerating transformation of
business activities, processes, competencies, and models to fully leverage the changes
and opportunities brought by digital technologies and their impact across society in a
strategic and prioritized way”. This definition joins the one provided by Verhoef and al.
[10], which considers DT as a kind of implementation of a series of technologies and
human changes to restructure the existing managerial models and culture. This approach
seems more interesting since it provides a larger perception of digital transformation. It
doesn’t only treat it from a performance improvement vision but rather outlines how the
latter can achieve this goal. Also, the Verhoef and al definition introduces the cultural
aspect which differentiates between the three levels of the digital transition. Despite the
notable progress of research on digital transformation, there is still a lack of
understanding of this phenomenon [11-14], especially in terms of its practical
application in organizational aspects [15]. Indeed, almost 90% of companies fail to
implement their DT project [16]. Additionally, orientations on how to implement digital
transformation concretely in organizations remain fragmented [17]. The current literature
and empirical results only deal with certain aspects of the digital transformation project
[13, 16, 18]. To exceed this research gap, our work provides a conceptual model that
presents an integrative approach to digital transformation implementation.

3. Overcoming the hurdle of implementing digital transformation: a conceptual
model

With the continuous evolution of digital, it remains vital to succeed in this challenge.
However, this goal is not easy at all. Requiring internal changes in processes, strategy
and business model, and cultural changes, managers find themselves in a striving
endeavor between making internal changes and meeting the ever-changing external
needs of customers. Thus, having a roadmap guiding the implementation of digital
transformation is very beneficial while managers will simply contextualize it and tackle
the external part of this transition.
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By conducting a forward-looking literature review, the fragmented analysis of this
challenge remains clear. Studies are content to focus on a single aspect of digital
transformation. Nevertheless, the absence of an integrative approach does not guarantee
coherence between all the actions undertaken in the framework of this implementation
project. Indeed, it is this lack of coordination that leads to failure in this challenge and
reduces the quality of the project [15]. Indeed, Parviainen and al. addressed this point in
their work in 2017 [19], but their proposed model concern only the digitalization stage.
Our work gives a response to these issues by providing a conceptual model that clarifies
the major steps to implementing DT and adds other key aspects to take into consideration,
outlying thus an integrative approach to DT. Our proposed model (Figure 1.) can be
considered an improved version of the Parviainen and al. model, but more likely a
continuum of their work since it deals with the digital transformation instead of the
digitization stage.
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Figure 1. The digital transformation implementation proposed approach.

To start the adventure of DT implementation, the company starts with an analysis of
the DT's potential impacts and motivation to understand the contribution of this project
and an anticipated projection of its future. After that, a diagnosis of the current situation
remains important to know the strengths and threats of the company, but also to be aware
of the actual potential and then comes the definition of the required situation to achieve.
Once these elements become clear, the company needs to define the key actions to
undertake, but also the key performance indicators to keep an eye on this project's
evolution. The last stage concerns the concretization of these actions to ensure DT
implementation, but also the conduction of a diagnosis to detect the successful changes
and the missing points to correct. The model is used iteratively to gradually build the
solution and fine-tune the digital goals and plans if needed. Its main steps are then
examined in detail.
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Step 1: Positioning the company in digital transformation

Before starting the adventure of DT implementation, the decision-maker must know the
main motivation for this digital transition. It is this fuel that will serve as a guide for the
definition of future actions and corrections that converge to goal achievement. Once the
company’s motivation is clear, the manager conducts a SWOT analysis and tries to
project the potential impacts arising from each scenario that the company might face.
These impacts are compared with risks, costs, and benefits to give a judgment on the
project's feasibility.

Step 2: Review of the current state

Once the company is sure of its will to implement the digital transformation, it remains
important to outline a diagnosis of the organizational current situation. This diagnosis
implies the main areas to be impacted internally such as processes and resources and,
externally such as customers, competitors, and external resources. After that, this current
situation must be compared with the required future state to get an idea of the weight of
the changes to conduct. It also helps to judge the success probability of the DT’s
implementation project.

Step 3: Roadmap for digital transformation

This stage remains crucial since it has a huge impact on the success of this adventure. In
this step, the company translates its DT motivation into concrete actions. Therefore, a
definition of the digital transformation strategy is followed by the proposition of a clear
roadmap that will provide goal achievement while respecting the organizational situation
(i,e. budget) and needs. This roadmap must contain actions that tend to reduce the gap
between the current and required situations. For internal issues, the company adjusts
continuously the actions to implement based on the detected errors (hiring new
competencies, investing in employees’ training, reducing cultural resistance ...). When
it comes to external concerns, the company must propose adjustments that will satisfy
customers' needs (new products and markets for example). Then, a definition of the key
performance indicators (KPI) is integrated into the roadmap to be able to judge instantly
the evolution of this project.

Step 4: Implementation with the technical support

Once all the past stages are passed successfully, and the roadmap is ready for
concretization, the implementation step takes place. In this phase, all functions, and
especially the technical team start executing the digital transformation strategy and the
defined actions. After that, the company must apply the key performance indicators, to
detect errors and required corrections to improve this project’s performance, but also to
detect if the forecast situation is reached. In this sense, the continuous improvement logic
must take place through the PDCA approach. The latter involves four main steps: “Plan”
where the company proposes future actions to implement in the “Do” stage. After that
comes the “Check” phase where the company controls the respect of the desired actions
and the achievements of the initial goals. If this stage points out negative results, it is
important to move to the “Act” step by concretizing some corrective actions to improve
overall performance. After that, the company continues to switch between the Check and
Act to the point where the principal goal and outcomes are achieved. In the case of
negative or positive “Check” results, the company moves to the “Plan” stage again, but
with a new goal and actions this time. However, the DT success is also limited by several
roadblocks. First, the lack of mastery and understanding of the working way of these new
technologies represents a principal limitation [20]. Additionally, resistance, the lack of
strategy, reduced technical competencies, inadequate corporate structures, and cultures,
poor visibility of return on investment (ROI) [21], the lack of organizations ‘preparation
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[22], silo structure, poor communication, rigidity and the bulk of rules and formalization
[23] are the major limitations to a successful DT implementation. To enhance its
effectiveness, companies must manage all these issues to attend a higher digital maturity
level. In general, every company interested in digital transformation implementation
needs to get a clear understanding of the complete described process. Moreover,
considering cultural aspects remains crucial to talk about a digital transformation,
otherwise, the company will be more in a digitalization phase.

4. Conclusion

Digital transformation remains of great importance on an international scale. Affecting
all business levels but also shaping the competition and classification of several
companies, the DT represents a unique fuel for development but might also kill
enterprises. Several managers had already understood the weight of this investment, but
still are not capable of addressing it. In addition, the detached analysis and experiences
limit the digital transformation implementation success since there is no integrative
approach that ensures coherence between all organizational changes required by this
adventure. Thus, our work presents a response to this limit through the explanation of a
model on which companies can rely to implement their digital transition. The main effort
to do by managers consists in the contextualization of this approach to fit their current
situation.

This work responds to the call of several researchers [24-26] to provide a more
integrated and cross-cutting view. In addition, it enriches the literature by providing a
comprehensive model of digital transformation implementation instead of fragmented
analyses. Our originality consists in integrating the study of the motivations of digital
investment in the first steps of the digital transformation since a good understanding of
the desired objective of this project guides the rest of the actions to implement, improving
thus the organizational performance. The second originality lies in the proposal to
implement the PDCA ( Plan-Do-Check-Act) approach during all stages of the process.
This approach ensures the coherence of all the steps, but also the concretization of
corrective actions in each step instead of undertaking them only at the end. This implies
the reduction of costs and efforts deployed and improves decision-making. The major
limitation of our work is the lack of testing of our model, which can serve as a proposal
for future research. In terms of managerial contributions, our work will serve as a guide
for any company interested in digital transformation. Also, it offers an appropriate
approach to this third stage of digital specifically. It thus integrates all the important
points to be taken into consideration both in terms of implementation but also in terms
of the business model and the digital strategy for better consistency.
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