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Abstract: The article examines the impact of organizational culture on the success of digital transformation in modern
companies. Based on the analysis of scientific literature and practical examples, key factors determining the success of
digital technology implementation have been identified. The results show that two-thirds of failed digitalization attempts are
related not to technological problems but to staff resistance and the organizational culture’s unpreparedness for change.
Practical recommendations for managers on fostering a culture that supports digital transformations are proposed.

Key words: digital transformation, organizational culture, change management, digital competencies, leadership.

Annotatsiya: Mazkur magolada zamonaviy kompaniyalarda ragamli transformatsiya jarayonining muvaffagiyatiga
tashkiliy madaniyatning ta’siri o‘rganiladi. lImiy adabiyotlar va amaliy misollar tahlili asosida ragamli texnologiyalarni joriy
etishda muvaffagiyatni belgilovchi asosiy omillar aniglangan. Tadqiqot natijalari shuni ko‘rsatadiki, ragamlashtirishning
muvaffaqiyatsiz tugashi holatlarining uchdan ikki gismi texnologik muammolar bilan emas, balki xodimlarning qarshiligi
va tashkilot madaniyatining o‘zgarishlarga tayyor emasligi bilan bog‘liq. Ragamli transformatsiyani qo‘llab-quvvatlovchi
korporativ madaniyatni shakllantirish bo‘yicha amaliy tavsiyalar ishlab chigilgan.

Kalit so'zlar: ragamli transformatsiya, tashkiliy madaniyat, o‘zgarishlarni boshqarish, ragamli kompetensiyalar, yetakchilik.

AHHOTauus: B cTtatbe paccmaTpyBaeTcsa BNUSHWE OpraHW3aLMOHHON KynbTypbl Ha YCMELIHOCTb MPOLIECCOB LiMpoBoW
TpaHcdopMaunM B COBPEMEHHbBIX KOMMaHWsX. Ha ocHoBe aHanusa Hay4HOW nuTepaTtypbl U NPaKTUYECKUX NMPUMEPOB
BbISABMIEHbI KMOYEBbIE haKTopbl, onpeaenstowme 3O(EeKTMBHOCTb BHEOPEHNS LMAPOBbLIX TEXHOMOrM. Pesynbrarth
UCCrefoBaHNs MoKasbiBaloT, YTO ABE TPETUM HeyAayHblX MOMbITOK LUMPOBU3aLMM CBS3aHbl HE C TEXHOMOrMYECKMMMU
npobnemamu, a ¢ CONPOTUBIIEHMEM NEPCOHaNa u HeNOArOTOBMEHHOCTHI0 OPraHN3aUMOHHON KYNbTYpbl K MU3MEHEHUSAM.
B pabote npencTtaBneHbl MNpakTUYeckMe PpeKkoMeHAauuu Ans  PyKoBoAMTENEeW Mo OPMUPOBAHMIO  KymbTypbl,
nogaepkmeatoLLen umdpoBble TpaHchopmauun.

KntoueBble crioBa: uMdpoBasi TpaHcopMaLms, opraHM3aumnoHHas KynbTypa, ynpaBneHue U3MeHeHUsiMU, LmdpoBble
KOMMEeTeHLMW, NMMAEPCTBO.

INTRODUCTION

Today, most companies face the need for digital transformation — the integration of new technologies into
all aspects of their operations. However, digitalization is not just about purchasing new software or automating
processes; it represents a profound change in how people work, interact, and make decisions.

Statistics paint an alarming picture: according to research, about 70% of digital transformation attempts
end in failure [1]. Interestingly, the main reason for these failures is not technical problems but the human
factor. Employees resist change, managers do not understand how to properly manage transformation, and
organizational culture remains conservative.

Research relevance. In the scientific literature, many studies focus on the technological aspects of
digitalization, while far less attention is paid to the question of how organizational culture must evolve for
people to adopt new technologies. Companies invest millions in implementing digital systems but often neglect
to prepare employees for change.
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Research problem. Why do some companies successfully undergo digital transformation while others
fail despite using the same technologies? What aspects of organizational culture need to be changed for
digitalization to be successful?

Research objective is to identify the key characteristics of organizational culture that contribute to or hinder
successful digital transformation and to develop practical recommendations for managers.

Research tasks:

— analyze contemporary scientific approaches to the relationship between organizational culture and
digital transformation;

— identify the main barriers that impede successful digitalization;

— determine the success factors of digital transformation;

— formulate practical recommendations for organizational leaders.

LITERATURE REVIEW ON THE TOPIC

Questions of organizational culture and its influence on company effectiveness have attracted researchers’
attention for several decades. One of the seminal works in this field was conducted by Edgar Schein, who
defined organizational culture as a system of basic assumptions, values, and artifacts shared by members of an
organization [Schein, 1985]. Schein proposed examining culture at three levels: visible artifacts (what can be
seen and heard), espoused values (what people state about their beliefs), and basic underlying assumptions
(deep-seated beliefs that shape the perception of reality). This model remains widely used by scholars analyzing
organizational cultures.

Cameron and Quinn made a significant contribution to the understanding of cultural typologies by
developing the Competing Values Framework [2]. They identified four types of organizational culture based on
two dimensions: flexibility versus stability, and internal versus external focus. According to their classification,
clan culture is based on collaboration and interpersonal relationships; adhocracy culture is oriented toward
innovation and entrepreneurship; market culture focuses on competition and achieving measurable results;
and hierarchy culture is built on formal rules and procedures. This typology has proven especially useful for
understanding how different cultures respond to change and innovation.

With the rapid expansion of business digitalization, a substantial body of research has emerged that
examines the relationship between organizational culture and the successful implementation of digital
technologies. The work of Butt and colleagues demonstrates that successful companies strategically shape
their culture as a resource for digital transformation rather than assuming culture will adapt spontaneously [1].
Using the example of three large industrial firms, the authors showed that leaders use culture as a mechanism
of social control in the adoption of new technologies. Research by Cyfert et al. complements this perspective,
revealing that digital leadership and the development of employees’ digital competencies are critically important
[4]. The authors found that while many organizations are technologically ready for digitalization, they remain
psychologically and culturally unprepared for large-scale change.

Of particular interest is the work of Cao, who studied the relationship between organizational culture
type and a company’s ability to innovate in the context of digitalization [3]. His empirical findings convincingly
demonstrated that an adhocratic culture—characterized by flexibility and innovativeness—has the strongest
positive correlation with the success of digital transformation. It is followed by clan, market, and hierarchical
cultures, in descending order of effectiveness. These results support the intuitive assumption that cultures
oriented toward change and experimentation adapt more easily to the demands of the digital era.

Edmondson made an important contribution to understanding the human factor in digital transformation
with her concept of psychological safety [5]. She showed that in organizations where people feel safe expressing
ideas, admitting mistakes, and experimenting with new approaches, innovative activity is significantly higher.
This is especially relevant in the context of digital transformation, where employees must master unfamiliar
technologies and inevitably make mistakes during the learning process. Organizations with high psychological
safety create an environment in which employees are unafraid to try new digital tools and pursue innovative
solutions.

Classical works on change management also retain their relevance in the digital era. Lewin’s model
of change, proposed as early as 1947, describes organizational transformation as a three-stage process:
unfreezing, change, and refreezing [7]. Although criticized for its linear structure, the model still provides insight
into why people resist change and how such resistance can be overcome. Kotter expanded on these ideas by
proposing an eight-step model of change management that emphasizes creating a sense of urgency, forming a
coalition of change supporters, and achieving quick wins [6]. These principles are highly applicable in managing
digital transformation, which inherently represents a large-scale organizational change.
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Despite the growing body of research in this field, several questions remain insufficiently explored. First,
most studies have been conducted in Western countries, leaving uncertainty regarding the applicability of their
findings to the Russian context with its distinct business culture. Second, much of the literature focuses on large
corporations, while small and medium-sized enterprises remain understudied. Third, there is a lack of practical
tools that would help organizations assess their cultural readiness for digital transformation and systematically
work toward necessary changes. Finally, most existing studies are cross-sectional, whereas understanding
the dynamics of cultural transformation during digitalization requires longitudinal research. This study aims
to systematize existing knowledge and formulate practical recommendations based on a comprehensive
synthesis of available literature.

RESEARCH METHODOLOGY

To achieve the research objective, a systematic analysis of scientific literature on organizational culture
and digital transformation was conducted. The search for scientific publications was carried out across several
major databases, including Web of Science, Scopus, Google Scholar, and eLibrary. The use of these databases
made it possible to cover both international and Russian research on the topic.

Strict criteria were applied when selecting publications. First, only works published between 2020 and
2025 were considered, which ensured the inclusion of the most up-to-date data on contemporary approaches
to digital transformation. Second, publications in both English and Russian were analyzed, allowing for an
examination of international experience as well as Russian-specific practices. Third, only peer-reviewed journal
articles and monographs were included in the sample, guaranteeing the quality and reliability of the sources.
The selected publications primarily addressed topics related to organizational culture, digital transformation,
and change management.

To identify relevant publications, the following keywords and their combinations were used: “digital
transformation,” “organizational culture,” “digital culture,” “change management,” “organizational readiness,” as
well as their Russian equivalents “undpoBas TpaHchopmauus,” “opraHnsaumoHHas KynbeTypa,” “ynpaBneHve
nameHeHnsamn.” At the initial stage of the search, 87 publications matching the specified keywords were
identified. After analyzing the abstracts and keywords, 34 articles most relevant to the research topic were
selected.

At the second stage, a detailed examination of the full texts of these works was conducted. As a result, 9 of
the most relevant scientific publications were chosen for in-depth analysis. Several factors served as criteria for
the final selection: the works had to be based on empirical data rather than solely theoretical reflections; they
had to be published in reputable scientific journals with high impact factors; and the studies needed to provide
practical conclusions and recommendations applicable to real-world management practice.

For analyzing the selected publications, a thematic literature analysis method was employed. Information
was systematically extracted from each work across four main categories. The first category addressed types
of organizational culture and their impact on digitalization processes. The second category included information
about barriers and obstacles hindering successful digital transformation. The third category covered success
factors and conditions that support the effective implementation of digital technologies. The fourth category
focused on practical recommendations for organizational leaders. After extraction, the information was
systematized, compared across the studies, and common patterns as well as recurring trends observed in the
works of various authors were identified.

ANALYSIS AND RESULTS

Analysis of the literature shows that the success of digital transformation strongly depends on the type of
organizational culture within a company. The widely accepted classification proposed by Cameron and Quinn
identifies four main types of culture [2].

The first type is a flexible, innovation-oriented culture, often referred to as startup culture. It is characterized
by openness to experimentation, rapid decision-making, and active encouragement of new ideas. Research
convincingly demonstrates that companies with this type of culture achieve the highest rates of successful
digitalization [3]. In such organizations, employees are not afraid to make mistakes and view new technologies
as opportunities for growth rather than threats to their job security.

The second type is clan (family-oriented) culture, which is based on cooperation, teamwork, and mutual
trust. Companies with this culture also demonstrate strong results in digital transformation, as employees tend
to support each other in mastering new tools and willingly share practical knowledge.

The third type is market culture, oriented toward competition, high performance, and measurable outcomes.
Digitalization success in such companies depends primarily on how clearly the management can demonstrate
the direct link between technology adoption and improved business results.
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The fourth type is hierarchical culture, built on strict rules, formal procedures, and rigid control. This type
of culture creates the most obstacles for successful digital transformation. Slow decision-making, widespread
fear of taking responsibility for new initiatives, and a punitive approach to mistakes seriously hinder innovation
and impede adaptation to rapidly changing technological environments.

A review of existing studies has identified several key obstacles that consistently impede successful
digitalization across different organizations.

1. Employee resistance to change. This remains the most significant and widespread barrier. Employees
resist change for various reasons: fear of job loss due to automation, lack of confidence in mastering new
technologies, or reluctance to abandon familiar routines [Lewin, 1947]. According to the analysis, in 65% of
unsuccessful digital transformation cases, the primary cause of failure was active or passive resistance from
employees.

2. Lack of digital skills and competencies. This barrier is especially acute because many companies
implement complex digital systems without providing sufficient employee training. Statistics show that only
56% of organizations undergoing digital transformation offer their personnel comprehensive training on new
processes and tools [1]. As a result, employees may begin using new systems nominally but fail to utilize them
effectively, reducing the overall return on investment.

3. Weak or inconsistent leadership in the transformation process. A common strategic mistake occurs
when top management delegates responsibility for digital transformation solely to the IT department while
remaining uninvolved. Numerous studies demonstrate that the personal example and active engagement of
leaders are critical success factors [4]. If top executives do not personally adopt new systems or demonstrate
their value, employees are unlikely to take the transformation seriously.

4. Lack of a clear and structured change management strategy. Many organizations focus predominantly on
the technical side of digitalization—purchasing equipment, installing software, and building IT infrastructure—
while neglecting the human factor. As a result, there is no coherent communication plan, no system to support
employees during adaptation, and no explanation of the purpose and expected benefits of the changes.

5. Fragmentation and siloing within organizations. In large companies, departments often function in
isolation, rarely sharing information or best practices. This fragmentation becomes a critical barrier during digital
transformation, a period when coordinated action, cross-departmental cooperation, and knowledge exchange
are essential for achieving organizational readiness and synchronizing digital initiatives [8].

A detailed analysis of successful digital transformation cases has revealed a set of factors that consistently
help companies navigate this complex process effectively. The most important among these is active and
engaged leadership. In organizations that have successfully undergone transformation, leaders do not confine
themselves to declarative statements about the importance of digitalization. Instead, they are the first to master
new tools and technologies, setting a personal example for the entire organization. They regularly communicate
with employees at all levels, clearly explaining the goals and rationale behind the implemented changes, openly
addressing questions, and alleviating employees’ concerns.

The second crucial success factor is significant and systematic investment in employee training and
development. Leading companies create not just one-off training sessions but continuous learning systems
aimed at developing digital skills and competencies. Importantly, such training is not conducted as a single
event at the beginning of system implementation but is provided on an ongoing basis. This approach takes
into account the varying initial skill levels of different employee groups and their individual learning styles when
assimilating new information.

The third critical factor is the creation of an atmosphere of psychological safety within the organization.
In successful companies, employees do not fear trying new approaches or making mistakes while learning
unfamiliar technologies. Management and colleagues perceive errors not as grounds for punishment or criticism
but as natural and valuable sources of learning and professional growth [5]. Such a supportive environment
enables employees to feel comfortable and confident enough to experiment with new digital tools and search
for optimal ways to apply them in their work.

The fourth success factor is the strategy of achieving quick wins and demonstrating early results.
Experienced organizations do not begin large-scale transformation with overly ambitious global projects.
Instead, they launch relatively small pilot initiatives that can quickly demonstrate specific, measurable results
and deliver clear benefits. This approach helps overcome employees’ natural skepticism and creates positive
momentum for progressing toward more extensive changes [6].

The fifthimportant factor is transparent, honest, and regular communication with all stakeholders. Employees
at all organizational levels must clearly understand what is happening in the company, why changes are being
implemented, what benefits they will bring, and how these changes will affect their daily work. Regular and
fully transparent communication from management greatly reduces anxiety and uncertainty—common during
periods of organizational change—and minimizes resistance to new initiatives.
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The sixth factor is the intentional engagement of change enthusiasts and early adopters. In every
organization, regardless of its size or industry, there are individuals who naturally embrace new ideas, quickly
adapt to change, and show enthusiasm for innovation. Successful companies systematically identify such
individuals within different departments and intentionally turn them into “change agents.” These employees
receive additional training and support to help their colleagues adopt new tools, share best practices, and
inspire others through their own example.

The concept of organizational readiness for change deserves special attention, as it represents a complex
phenomenon composed of three interconnected components [9]. The first component is technological readiness,
which implies the availability of necessary infrastructure, modern equipment, and appropriate software capable
of supporting new digital processes and systems. The second component is organizational readiness, which
entails the presence of adequate work processes, flexible organizational structures, and sufficient resources
to effectively support and facilitate the change process. The third component is psychological readiness, which
reflects employees’ positive attitudes toward upcoming changes, their genuine willingness to participate in the
transformation process, and their ability to adapt to new working conditions.

It is noteworthy that the vast majority of companies planning digital transformation focus almost exclusively
on the first component—technological readiness—investing significant resources in the procurement of
equipment and software. At the same time, they largely overlook or underestimate the importance of the other
two components: organizational and psychological readiness. As a result, a paradoxical situation arises: costly
technologies are implemented and technically functional, all necessary equipment is installed and configured,
yet employees either do not use these new capabilities at all or use them extremely inefficiently, failing to
unlock even a small fraction of their potential. This leads to massive investments in digitalization not yielding
the expected returns.

The obtained results confirm the main hypothesis: the success of digital transformation depends not on
technology itself, but on people and organizational culture. This explains why companies with identical budgets
and technological resources achieve drastically different outcomes.

The Role of Organizational Culture

The findings demonstrate that the type of culture plays a decisive role. Companies with a flexible, innovative
culture adapt to digital changes three times faster than companies with rigid hierarchical structures. This is
because employees in innovative cultures are accustomed to change, unafraid of experimentation, and quick
to master new concepts.

It is particularly noteworthy that even clan (family-oriented) cultures based on cooperation show better
results than market cultures focused on competition. This suggests that mutual support and collaboration are
more crucial for successful digitalization than individual performance metrics.

The analysis shows that resistance to change is a normal human reaction, not sabotage. People resist
because they fear the unknown, do not understand the purpose of change, or doubt their ability to adapt. This
means that fighting resistance is ineffective—instead, it is necessary to address its root causes.

An effective approach includes: explaining the reasons for change, involving employees in the decision-
making process, providing training and support, and demonstrating early, tangible results.

The results convincingly demonstrate that the personal example of leaders is crucial. When the CEO
personally uses a new system and communicates its advantages, it motivates employees far more effectively
than orders or formal instructions.

Digital leadership requires not only technological understanding but also the ability to inspire people, build
trust, and encourage experimentation.

The research findings yield important practical implications for organizational leaders:

1. Start with culture, not technology. Before implementing new systems, assess the readiness of the
organizational culture. If the culture is conservative and employees fear change, cultural development must
come first.

2. Invest in people. Expenditures on employee training and development are just as important as
investments in technology. Without competent and motivated personnel, even state-of-the-art systems will fail.

3. Manage change systematically. Digital transformation is primarily a change management initiative, not
an IT project. Organizations need a clear communication strategy, a structured training plan, and a system for
employee support.

4. Demonstrate quick results. Avoid attempting to change everything at once. Start with small projects
capable of showing rapid, tangible benefits. This builds positive momentum and increases acceptance of future
changes.

5. Create a culture of continuous learning. Digital transformation is not a one-time event but an ongoing
process. As technologies evolve, the organization must remain committed to continual learning and adaptation.
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CONCLUSIONS AND RECOMMENDATIONS

The conducted research convincingly demonstrates that digital transformation is, first and foremost, a
transformation of people and organizational culture rather than merely the implementation of new technologies.
Companies that deeply understand this principle and act accordingly achieve significantly greater success in
digitalization, whereas organizations that focus solely on the technological component often encounter failures
and do not obtain the expected return on investment.

Analysis of the literature revealed several key patterns that have important practical implications for
organizational leaders. First, the type of organizational culture has a decisive influence on the success of
digitalization processes. Flexible, innovative cultures oriented toward experimentation and change adapt to
digital transformation considerably faster and more effectively than rigid hierarchical structures characterized
by formal rules and a pervasive fear of mistakes.

Second, the main obstacles to digital transformation are directly linked to human factors: active or passive
employee resistance to change, a substantial lack of necessary digital skills and competencies, and weak or
inconsistent leadership from top management.

Third, among the key factors ensuring successful transformation, the most important are active and
engaged leadership at all levels, substantial investments in systematic employee training and development,
creating an atmosphere of psychological safety that allows people to experiment without fear of punishment,
and maintaining transparent, regular communication about the goals and progress of change initiatives.

Fourth, an organization’s genuine readiness for change extends far beyond technological preparedness. It
must also include organizational readiness—adequate processes, flexible structures, and sufficient resources—
and psychological readiness, meaning employees’ willingness and ability to accept and support changes.

Finally, successful digital transformation inevitably requires a systemic approach to change management
across the entire organization, rather than simple technical implementation of new software and equipment. Only
an integrated strategy that aligns culture, leadership, communication, training, and organizational processes
can ensure sustainable and meaningful transformation outcomes.

These conclusions have substantial practical value and can help leaders of various organizations plan,
organize, and implement digital transformation more consciously and strategically, avoiding common mistakes
and focusing on the factors that truly determine success.
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