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ABSTRACT

The question of why some organizations cannot achieve successful transformation despite having sufficient
technological resources and infrastructure is multidimensional and complex. If we add to this question why
some organizations cannot achieve digital innovation despite successfully implementing digital
transformation into their business processes, we can conclude that an invisible element in organizations is
used strategically incorrectly or erroneously. This study argues that this invisible strategic component is the
digital mindset and examines it in terms of leaders, employees, and the collective mindset of the
organization, culture.

In this conceptual research, digital leadership and culture have been taken as a domain and mindsets as a
method to understand invisible components of success and/or failure. With this approach, two studies that
have made significant contributions to digital mindset studies, Lankshear and Knobel's (2006) and Solberg
et al. (2020), were taken as reference points and delved into. Digital mindsets have been examined in two
different analyze level: business mindset and individual mindset at the organizational level. Firstly this
study examines two primary digital mindsets (Lankshear and Knobel, 2006)—Mindset 1 and Mindset 2—
offering contrasting views on social relations, value creation, production, expertise, and intelligence.
Secondly, it examines the digital mindsets, which Solberg et al. (2020) divided into four (Fixed/Zero-Sum,
Fixed/Expandable-Sum, Growth/Zero-Sum, and Growth/Expandable-Sum), as a strategic tool that operates
with two different mechanisms, from culture to employee and from employee to culture, in order to create
and implement a successful digital transformation strategy in organizations. Although the literature
highlights some aspects of digital leadership, digital transformation and technology selection strategy, and
digital organizational culture, there is not yet sufficient knowledge to see their relationship with digital
mindset in a holistic way. Addressing this gap will provide insights into the interaction between leadership,
culture, employee mindset and digital technology strategy success, ultimately contributing to more holistic
and effective digital transformation practices.

This research contributes to the literature with two aspects of the model it proposes. First, it draws attention
to the importance of the leader's mindset in terms of strategic horizon. Second, it provides a framework for
the leader to develop different strategies, policies and practices according to the differences in the digital
mindsets of the employees. It is aimed to develop a strategic perspective for the digital mindset, which is
associated with different individual and organizational dimensions in the literature as an element of culture.
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Hatice Gokce DEMIREL

DIJITAL DONUSUM GIRISIMLERI NEDEN BASARISIZ OLUYOR? GORUNMEZ
BiR STRATEJIK BILESEN OLARAK DiJiTAL ZiIHNiYETLER

Oz

Baz1 orgiitlerin yeterli teknolojik kaynaklara ve altyapiya sahip olmalarina ragmen neden
basarili bir doniisiim gergeklestiremedigi sorusu ¢ok boyutlu ve karmagiktir. Bu soruya, bazi
orgiitlerin dijital doniisimil is silire¢lerine basariyla uygulamalarina ragmen neden dijital
inovasyon gergeklestiremedigini eklersek, kuruluslardaki gériinmez bir unsurun stratejik olarak
yanlis veya hatali kullanildig1 sonucuna varabiliriz. Bu ¢aligsma, bu goriinmez stratejik bilesenin
dijital zihniyet oldugunu savunuyor ve bunu liderler, ¢alisanlar ve kurulusun kolektif zihniyeti,
kiiltiir agisindan inceliyor.

Bu kavramsal arastirmada, dijital liderlik ve kiiltiir alan teorisi ve zihniyetler bagarinin ve/veya
basarisizligin goériinmez bilesenlerini anlamak i¢in bir yontem olarak ele alinmistir. Bu
yaklasimla, dijital zihniyet ¢alismalarina 6nemli katkilarda bulunan iki ¢aligma, Lankshear ve
Knobel (2006)"in ve Solberg ve ark. (2020)'nin referans noktalari olarak alinmis ve
derinlemesine incelenmistir. Dijital zihniyetler iki farkli analiz diizeyinde incelenmistir:
kurumsal diizeyde is zihniyeti ve bireysel zihniyet. Bu ¢alisma ilk olarak iki temel dijital
Zihniyet 1 ve Zihniyet 2 (Lankshear ve Knobel, 2006)’yi liderin stratejik utku gérmesi ve
yorumlamast agisindan énemli bir etken olarak inceliyor. Bu zihniyetler, sosyal iliskiler, deger
yaratma, {iretim, uzmanlik ve zeka iizerine zit goriisler sunuyor. ikinci olarak drgiitlerde basarili
dijital doniisiim stratejisi olusturmak ve uygulamak igin Solberg ve ark. (2020)’nin doérde
ayirdigi dijital zihniyetleri kiiltiirden ¢alisana ve ¢alisandan kiiltiire dogru iki farkli mekanizma
ile isleyen bir stratejik arag olarak inceliyor. Literatiirde dijital liderligin, dijital doniigiimiin ve
teknoloji se¢im stratejisinin, dijital 6rgiit kiiltiirtiniin baz1 yonleri vurgulansa da bunlarin dijital
zihniyetle iligkisinde biitiinii gormek i¢in heniiz yeterli bilgi birikimi olugsmamistir. Bu boslugu
ele almak, liderlik, kiiltiir, ¢alisan zihniyeti ve dijital teknoloji stratejisi basaris1 arasindaki
etkilesime dair degerli icgoriiler saglayarak daha biitiinsel ve etkili dijital doniisiim
uygulamalarina katkida bulunacaktir.

Bu arastirma 6nerdigi modelin iki yoniiyle literatiire katki saglamaktadir. Birincisi liderin
zihniyetinin stratejik ufuk agisindan onemine dikkat ¢ekmektedir. Ikincisi lidere calisanlarin
dijital zihniyetlerinin farkliliklara gore farkl: strateji, politika ve uygulama gelistirebilmeleri
icin bir gergeve sunar. Literatiirde farkli bireysel ve orgiitsel boyutlar ile kiiltiiriin bir parcast
olarak iliskilendirilmis dijital zihniyet i¢in stratejik bir bakis agis1 gelistirmek amaglanmusgtir.

Anahtar Kelimeler: Dijital Déniisiim, Dijital Liderlik, Dijital Orgiit Kiiltiirii, Dijital Zihniyet,
Dijital Doniistim Stratejisi

Jel Code :L2; D.23, M12

“Bu ¢alisma Arastirma ve Yayn Etigine uygun olarak hazirlanmistir.”

1. INTRODUCTION

Why do many digital transformation initiatives fail? Although technological
superiority is often considered a measure of success in digital transformation (Kane,
et al., 2019), there are examples such as Kodak that show that it is neither necessary
nor sufficient. Kodak’s failure is a vivid example that investing in technology is not
enough: Kodak was a leader in almost all of the relevant technologies required to
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achieve leadership in the digital photography industry (as measured by patents, for
example) and yet it failed (Gavetti et al., 2005). Another example; Nokia, which
entered the mobile phone market in the early 1990s and had a high market share in
the early 2000s but could not see the arrival of smartphones, sold its phone business
to Microsoft in 2013 (Wang, 2022). Nokia can be cited as an example of strategic
myopia. Unfortunately, the track record of many organizations' Information
Technology (IT) investments is also not positive: Studies over the years reveal that
the overall failure rate of IT projects is around 70%. The reasons why IT projects fail
are often not because the technology is not functional (although this is the case from
time to time), but because the necessary changes at the organizational and employee
level are not managed effectively. Fundamentally, adding technology does not
automatically deliver the expected benefits; the emergence of these benefits may be
possible by making organizational changes (Edmonson, 2003; Peppard, 2016).

According to Gong and Ribiere (2021)’s unified definition; digital transformation
(DT) is a fundamental change process, enabled by the innovative use of digital
technologies accompanied by the strategic leverage of key resources and capabilities,
aiming to radically improve an entity (an organization, a business network, an industry
or society) and redefine its value proposition for its stakeholders. Therefore DT is a
continuous process that requires agility and strategic renewal of an organization’s
business model, collaborative approach, and culture (Warner and Wiger, 2019).
Proactive leadership and investment are critical factors that determine a company's
potential to transition through digital transformation stages. Key factors essential for
becoming a digital organization include a digital-first mindset, digitized practices,
empowered talent, and access to data and collaboration tools (Kontic and Vidicki,
2018). Whether a company can successfully adapt to changes depends on the attitude
of its employees, their willingness to change and learn, and their acceptance of new
ideas. In order to transform new technologies into business models (Karimi and
Walter, 2016) that can create competitive advantage (Yoo, 2010; Fitzgerald et al.,
2013), it is necessary to question the current business model, assumptions, and
competencies (Schallmo et al., 2017; Vey et al., 2017) with an open mind. Companies
should encourage out-of-the-box thinking, and curiosity. Therefore, it is extremely
important for employees to be open to change, to see digital innovations and business
model innovations (Adama and Okeke, 2024) as opportunities rather than threats, and
to be willing to learn and develop, in other words, to have a digital mindset.

While the existing literature provides a basic understanding of the critical role that
digital leaders play in the formulation and implementation of digital technology and
transformation strategies, there is a gap regarding the impact of employees’ digital
mindsets. In the corporate context, factors that shape the digital mindset play a crucial
role in supporting successful digital transformation initiatives. Research (Zhen et al.,
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2021; Velyeko and Musa, 2023; Grover et al., 2022, Ghafoori et al., 2024) underline
the necessity of developing a digital organizational culture to develop a mindset that
embraces digital innovation and change. At the center of this culture are qualities that
are vital to supporting digital transformation, such as fault tolerance, innovation,
digital skills, and an agile mindset (Mordi and Schoop, 2020; Kocak, 2023).
Organizations aiming to develop digital mindsets should focus on factors such as
technology adoption, perceptions of technological change, skills development,
workplace flexibility, and individual well-being (Trenerry et al., 2021). Additionally,
creating an agile environment that encourages process owners to develop digital
capabilities and continually address change is crucial for effective digital
transformation (Ding, 2022; Leeuw and Joseph, 2023). Moreover, organizations
should empower employees by encouraging growth mindset, collaborative planning,
shared leadership, and open communication to achieve organizational-level results
(Han and Stieha, 2020).

In this conceptual research, digital leadership has been taken as a domain theory and
mindsets as a method theory to understand invisible components of success and/or
failure. With this approach, two studies that have made significant contributions to
digital mindset studies, Lankshear and Knobel's (2006:33) and Solberg et al.
(2020:112), were taken as reference points and delved into. Digital mindsets have
been examined in two different analyze level: business mindset and individual
mindset at the organizational level. Firstly this study examines two primary digital
mindsets (Lankshear and Knobel, 2006)—Mindset 1 and Mindset 2—offering
contrasting views on social relations, value creation, production, expertise, and
intelligence. Mindset 1 perceives the world as fundamentally unchanged but
technologically advanced, emphasizing physical-industrial interpretations and
individual expertise. Conversely, Mindset 2 views the world as transformed by digital
technologies, valuing dispersed production, collective intelligence, and dynamic
social relations within a digital media space. Since Mindsets 1 and 2 provide a general
view of technological change from a distance, these mindsets can actually help us
understand what top management and leaders see when they look at the strategic
horizon. Secondly, the analysis extends to four specific digital mindsets (Solberg et
al., 2020) within organizations—Fixed/Zero-Sum, Fixed/Expandable-Sum,
Growth/Zero-Sum, and Growth/Expandable-Sum—highlighting their influence on
individuals' interactions with technology and responses to digital transformation
initiatives. These mindsets range from competitive resistance to collaborative
adaptation, each presenting unique challenges and opportunities for organizational
leaders.
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This research aims to contribute to the literature by proposing an integrated model that
can provide insight into the strategic decisions of leaders by trying to understand the
role of the digital mindsets in the success and/or failure of organizations in digital
transformation. Specifically, the study aims to understand how employees believe the
extent to which their technological capabilities are fixed or malleable (fixed or growth
mindsets) and the extent to which situational resources are limited or expandable
(zero-sum or expandable). These beliefs are crucial to making sense of and responding
to highly complex and uncertain digital transformation initiatives. Additionally, the
research aims to examine how these digital mindsets influence employees' perceptions
of digital transformation initiatives as opportunities for professional development and
resource acquisition or threats to their competencies and job resources. For these
purposes, the research began with understanding the concept of digital mindset, which
reflects the general beliefs of employees in the context of technological change, and
the relationships and roles of organizational factors such as digital transformation,
organizational culture and leadership, which require a change in mindset in
organizations. As a result, this study offers a unified model for digital leadership and
practical suggestions for both employees and managers to better understand and
benefit from the digital mindset in technological change initiatives. At the end of the
sections, there are discussions regarding the investigations and a conclusion section
where a general evaluation is made at the end of the research. In the practical
applications part of the research, recommendations were given to managers and
leaders to create a digital mindset.

Literature Review

There are studies in the literature that focus on leadership in order to achieve
successful digitalization. These studies include conceptual frameworks of digital
leadership in the digitalized world (Cortellazzo et al., 2019; Hensellek, 2023),
leadership characteristics (Profirio et al., 2021), adaptability (Kane et al., 2019),
agility (Jackli & Meier; 2020), capabilities (Sawy et al., 2016; Mihardjo et al., 2019c;
Nasution et al., 2020; Benitez et al., 2022), collaboration and strategic alliances (Gerth
& Peppard, 2016; Mihardjo et al., 2019a; Elidjen et al.; 2019), culture (Saputra &
Saputra, 2020), innovation (Sasmoko et al., 2019; Mihardjo et al., 2019b; Richardson
et al.; 2020), psychological well-being (Zeike et al., 2019), online communication
(Narbona, 2016), and transparency (Gierlich-Joas et al., 2019).

In the literature, another important element for successful digital transformation,
culture, has been examined in various dimensions in the context of technology.
Harshak (2013) discusses the focus of digital culture on technology and widely
applied management tools and emphasizes the importance of technological integration
in cultural change. Firican (2022) states that, unlike national and personal cultures,
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organizational culture can be changed, emphasizing its flexibility and potential for
adaptation. Hartl (2019) emphasizes the importance of evaluating organizational
culture at the beginning of digital transformation. By developing a framework for
categorizing cultures, Hartl and Hess (2017) offer a method for organizations to
identify and develop cultural attributes that support digital transformation, such as
high flexibility and both internal and external orientations.

In recent years, with the deeper examination of the failures of digital transformations,
the concepts of mindset and digital mindset have begun to attract attention. However,
studies in the literature have been investigated in a limited area such as behavioral
outcomes of digital mindsets (Solberg et al. 2020; Leonardi & Neeley, 2022; Finze et
al., 2023), developing a digital mindset (Neeley & Leonardi, 2022), IT mindset (Imran
& Gregor, 2019), reducing technostress (Valta et al., 2024), and fixed digital mindset
(Wong et al., 2022). Although certain aspects of digital leadership, digital
transformation and technology selection strategy, digital organizational culture and
their relationship with digital mindset are emphasized in these studies, there is not yet
enough knowledge accumulation in this field to see the whole. Addressing this gap
will provide valuable insights into the interplay between leadership, culture, employee
mindset, and digital technology strategy success, and ultimately contribute to more
holistic and effective digital transformation practices.

Theoretical Background of Mindsets

Lankshear and Knobel (2006) distinguish between two types of mindsets to explain
how people engage with digital technologies: the "industrial mindset/newcomers™ and
the "post-industrial mindset/insiders." The former assumes that the contemporary
world remains fundamentally similar to the modern industrial period, albeit with
increased technological integration. In contrast, the latter recognizes that the
development of new networked technologies has led to new ways of doing and being.
While these categories help identify differences among individuals, they are too
narrow to provide nuanced insights into the diverse ways digital technologies are
utilized.

Another distinction has been made by Solberg et al. (2020). According to Solberg et
al. (2020), the digital mindset is based on two fundamental beliefs that are individually
adopted. The first is the individual's perception of whether their ability to learn and
use new technologies is fixed or can improve over time. This is a self-oriented belief.
The second is the perception of whether technological change is limited by the limited
resources that require competition or expandable resources (Liu et al., 2011) that
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provide opportunities for mutual gains between the parties. This is a situation-oriented
belief. Social cognition theory shows that individuals often rely on these broad,
inclusive beliefs when making judgments or decisions (Kahneman, 2003; Kahneman
& Frederick, 2002). Since digital transformation is inherently complex and uncertain,
it becomes difficult for employees to predict and evaluate the consequences of this
transformation. As a result, employees' general beliefs about personal abilities and
situational resources are crucial in shaping their perception, evaluation, adaptation,
and responses to digital change.

2. UNDERSTANDING “WHY” OF FAILURE

According to a survey conducted by Wipro Digital in the US in 2017, 50% of senior
executive respondents revealed that their firms are failing in their DT processes. That
is, the executives believe in the benefits of DT adoption but are disappointed with the
progress of DT and their firms are not getting the results. Conceptually, DT provides
benefits (Parviainen et al., 2017) to a firm such as lower cost, better operating
efficiency or improved innovation success. In practice, DT implementation is
complex due to the huge cost, learning curve and adjustment involved (Zhai et al.,
2022). The success of digital transformation depends not only on the technology itself
but also on the cultivation and adoption of a digital mindset among employees. Digital
transformation necessitates strategic thinking, innovative approaches, and the
development of a digital mindset across all stakeholders (Pratiwi and Justi, 2022).

Managers and business leaders play a critical role in the selection and implementation
of digital tools. Their involvement is essential for defining new roles and routines, as
well as for effectively reshaping organizational culture and objectives. Initially,
leaders identify which local activities align most effectively with broader
organizational goals. This identification process will guide the selection of appropriate
digital tools and shape the overall direction of the digital transformation. By doing so,
leaders ensure that the transformation is strategically aligned and supports the long-
term objectives of the organization (Neeley and Leonardi, 2022).

Culture is the ‘mind of the organization” (Mintzberg et al., 1998); it provides a system
of accepted meanings through which employees interpret a strategy, a situation, and
the associated actions required to execute the strategy (Chatman and Cha, 2003). In
today’s disruptive digital age, strategic renewal supported by organizational culture is
vital (Volberda et al., 2021; Warner and Wager, " 2019). The “what,” “who,” “why,”
and “how” of organizational work have shifted as advances in digital technology have
altered the relationship between our virtual and physical realities (Sony and Naik,
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2020; Teguh et al.,, 2022). Although most organizations have similar digital
transformation strategies (Gartner, 2020), the strong culture that exists in traditional
organizations often makes it difficult to implement technology-driven strategy
(Mumford, 2006).

Digital transformation is increasingly recognized as a crucial aspect of modern
organizational development, with culture playing a central role in its success or
failure. Zaoui and Souissi (2020) emphasize the importance of culture in digital
transformation, highlighting that 9 out of 32 studies recognize it as a significant factor.
This underscores the critical need for organizations to consider cultural aspects in their
transformation processes. Hartl and Hess (2017) argue that many digital
transformation initiatives fail due to cultural barriers. They point out that
organizational cultures can often act as obstacles, preventing successful
implementation of new digital strategies. Similarly, Workurka et al. (2017) note that
while a strong culture is generally linked to high performance, it can also hinder
change, acting as a double-edged sword in the context of digital transformation.
Survey results presented by Buvat et al. (2017) reveal that 62% of respondents view
culture as the top hurdle in digital transformation, a significant increase compared to
previous years. Goran et al. (2017) also identify cultural and behavioral challenges as
the most frequently reported barriers to achieving digital effectiveness, emphasizing
the widespread recognition of culture as a critical challenge.

While studies emphasize the importance of leaders who can align digital
transformation strategies with the external environment (Westerman et al., 2014),
there is a lack of research investigating how digital leaders can effectively assess and
leverage the digital mindsets of their employees to enhance strategic outcomes.
Understanding employees' attitudes towards digital technologies, innovation, and the
ambiguity brought about by digitalization is crucial for tailoring strategies that can
foster proactive participation, mitigate resistance, and ensure successful
implementation. This includes examining specific methods, tools, and frameworks
that can be employed by leaders to assess digital mindsets and adapt new digital
technology accordingly.

Culture as Mindset of Organizations
As a collective cognition, culture provides a shared sense of why and how work tasks
can follow the organization’s purpose (Coyle, 2018). It is culture that complements or

constrains business strategy implementation, and for successful implementation,
business strategies and culture must be more closely aligned (Barney, 1986; Chatman
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and Cha, 2003). Individuals who share a common culture formulate, learn, and
communicate their ‘symbols, languages, beliefs, visions, ideologies, rituals, and
myths’ in terms of organizational actions and strategies. Thus, culture brings about a
collectively learned response to work challenges and the integration of work values
as people perform daily work tasks (Schein, 1990). These learned responses, encoded
in individuals’ minds (Hofstede et al., 2010), adjust individual interpretations of the
work environment and internal and external events around them.

Organizational culture can be defined as a system of ideas, behavioral models,
traditions, symbols, procedures and habits that ensure the effective functioning and
realization of the collective and individual goals of all members within an organization
(Sosko et al., 2014). Organizational culture covers the basic assumptions about the
world and the values that guide life in organizations (Schneider et al., 2013). It also
includes a set of basic assumptions that a particular group develops to manage
cohesion and integration issues and is passed on to new members as an appropriate
way of thinking, feeling and acting (Bitsani, 2013). Organizational culture can also be
viewed as a collection of assumptions, adopted by organizational members, consisting
of guiding principles that direct people's attitudes and actions (Rita, 2022).

Organizational digital culture and capabilities are crucial for achieving organizational
readiness for new business models (Velyako and Musa, 2023, Ly and Huong, 2024).
While these constructs are essential for guiding digital transformation, they alone are
insufficient for directly improving digital transformation. Studies indicate that various
factors resulting from organizational digital culture (Zhen et al. 2021) and capabilities
(Shinetal., 2023) positively influence digital transformation. One significant outcome
is organizational readiness, which subsequently affects digital transformation.
Organizational readiness refers to a firm's ability to adjust resources effectively for
adopting, exploiting, and assimilating digital technologies to support innovative
activities. Both organizational digital culture and digital capabilities facilitate this
adjustment, ultimately enhancing digital transformation (Liu et al., 2024; Kane et al.,
2015).

In conclusion, the literature consistently points to the pivotal role of culture in digital
transformation. While it can be a significant barrier, it also holds the potential to be a
powerful enabler. Organizations must strategically manage (Butt et al., 2024) cultural
aspects to ensure successful digital transformation, leveraging supportive cultural
traits and addressing barriers effectively.
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2.1. Leaders and Managers Role of Creating Digital Culture

Digital transformation represents a rapidly evolving and unpredictable process in
today’s VUCA (Volatility, Uncertainty, Complexity, and Ambiguity) environment
(Bennett & Lemoine, 2014). A study by the Economist Intelligence Unit shows that
90% of organizations see digital transformation as essential for success. Another
important finding of the research is that almost 79% agree that failure to further pursue
digital transformation will put them at a competitive disadvantage within three years
(The Economist, 2024). According to Harvard Business Review's 2019 survey data,
70% of DT projects failed to meet expected targets, with losses reaching up to $900
billion (Tabrizi et al., 2019). The successful execution of digital transformation within
organizations depends on digital leaders who can accurately interpret the environment
at industry, organizational, and individual levels, and then identify and implement the
most suitable digital technology and transformation strategy (Westerman et al., 2014).
Digitally successful companies have developed strong leadership capabilities to
anticipate and drive transformation (Zeike et al., 2019). Driving digital transformation
requires new skills and leadership competencies to improve processes, mobilize talent
and innovate new business models. Leaders are also effective in realizing the value of
digitalization by retaining talent, engaging employees, and nurturing digital culture
(Kane et al, 2015; Rogers, 2016). Leaders must skillfully balance long-term and short-
term perspectives, make quick decisions in imperfect circumstances, and foster a
culture that embraces digital innovation Additionally, leaders are responsible for
addressing emerging ethical concerns arising from the dark aspects of digital
transformation, such as unethical data practices (Cortellazzo et al, 2019).

A digital mindset is essential for fostering an environment conducive to digital
transformation. This mindset begins with communicating the benefits of digital
transformation to key stakeholders. Leaders must then exemplify this mindset and
introduce incentives to motivate digital change (Kontic and Vidicki, 2018). In
summary, the role of leadership in generating a digital mindset and empowering talent
is indispensable. Effective leadership guides organizations through the stages of
digital transformation by fostering a digital-first mindset, exemplifying desired
behaviors, and incentivizing change. Additionally, developing and empowering talent
with necessary digital skills ensures that the organization is equipped to thrive in a
digital environment.

2.2. Mindsets

The concept of mindset was first defined by Kiilpe in 1904, following neurological
experiments, as "the sum of cognitive procedures activated" in response to a specific
exercise (Gollwitzer and Bayer, 1999). Mindsets refer to the implicit theories or
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assumptions individuals have about the malleability of their abilities. According to
Dweck (2006), a fixed mindset, or entity implicit theory, assumes that abilities are
static and unchangeable, as illustrated by phrases like “You can't really teach an old
dog new tricks.” Conversely, a growth mindset, or incremental implicit theory, posits
that abilities can be developed through effort, exemplified by statements such as
“Talents are developed, not discovered” and “Things are almost always hard before
they are easy.” Another description of mindsets are the implicit theories or
assumptions that people hold about the plasticity of their abilities (Keating and
Hesling, 2015). A digital mindset can be described as cognitive frameworks that shape
individuals' behaviors in relation to digitalization and digital technologies as a
specialization of mindset (Nambisan et al., 2017).

The concept of a digital mindset encompasses the new modes of thinking necessitated
by pervasive digitalization and the impact of digital technologies on the workforce
(Vial, 2019). It refers to individuals' accumulated experiences, knowledge, and
fundamental beliefs regarding digital technologies, which serve as cognitive filters
influencing their interpretation of situations within digital contexts (Cited by: Valta et
al., 2024). Given the evolving nature of mindsets and the unique context of
information technology (IT), the digital mindset can be viewed as a dynamic attribute
specific to IT environments. It is characterized by its adaptability to IT specifications
and its capacity for ongoing development (Leonardi and Neeley, 2022).

Saputra and Saputra (2020) emphasize the importance of a digital-first mindset,
digitized applications, advanced capabilities, and data (Samadi-Parviznejad, 2022)
accessibility in transforming to a digital organization. By aligning these factors with
organizational systems thinking and communication, firms can improve systems
thinking capabilities and close gaps in systemic perspectives (Karlsson et al., 2020).
Joukhadaret et al. (2023) showed, as a result of their qualitative study, that the absence
of a digital mindset increases the perception of complexity and uncertainty of digital
technologies, and both of these cause technostress. There are also views that digital
mindset affects individuals' behavior when interacting with digital technologies.
Wong et al. (2022) revealed that individuals with a digital mindset feel less helpless
when interacting in virtual environments. According to the research of Valta et al.
(2024) digital mindset patterns include exponential thinking, generative thinking,
combinatorial thinking, and disruptive thinking.

Digital mindsets are patterns of attitudes and behaviors that enable employees and
organizations to anticipate and adapt to emerging opportunities. Developing such a
mindset is essential for effectively navigating the complexities of the digital
environment. Organizations that foster a digital mindset are better positioned to
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achieve sustainable success in a rapidly digitalizing world by enhancing their
adaptability, innovation, and overall strategic agility (Pratiwi and Justi, 2022).

2.3. Digital Mindsets Analyze Level 1: Business Environment

Mindset is considered indispensable for individual and organizational success in
different literature contexts. While some studies consider mindset as an individual
character trait, focusing on the fact that mindset is understood as a personal, individual
characteristic and that rethinking and changing the way of thinking is a process that
requires effort (Imran and Gregor, 2019), others examine mindset in the context of
corporate culture, environment and sees it as a collective phenomenon influenced and
shaped by culture (Gupta and Govindarajan, 2002).

A more comprehensive definition of mindsets offers greater potential for
understanding why individuals use—or do not use—technologies in specific ways. By
conceptualizing mindsets as “sets of assumptions, beliefs, values, and ways of doing
things that orient us toward what we experience and incline us to understand and
respond in some ways more than others” (Lankshear and Knobel, 2006), organizations
can better examine what individuals value in their interactions with digital
technologies. This perspective also helps identify the underlying assumptions that
guide individuals towards adopting new digital literacy practices.

Table 1: Dimensions of Digital Mindsets of Business Environment

Interpretation
and Response

understood, and responded to in
broadly physical-industrial
terms.

Dimension || Mindset 1 || Mindset 2
The world is much the same as|[The world is very different from
. before, only more|before, largely due to the emergence
Worldview . . L ;
technologized or in  more|land uptake of digital -electronic
sophisticated ways. internetworked technologies.
The world is interpreted,||The world cannot be adequately

interpreted, understood, and
responded to in physical-industrial
terms.

Value Concept ‘

\Value is a function of scarcity.

HVaIue is a function of dispersion.

Production
View

Industrial: products as material
artefacts, focus on
infrastructure and production
units (e.g., a firm or company),
tools for producing.

Post-industrial: products as enabling
services, focus on leverage and non-
finite  participation, tools  for
mediating and relating.
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Dimension || Mindset 1 || Mindset 2
::r:)tsillslgence Individual intelligence. Collective intelligence.

Authority institutions. experts.

Expertise  and||Located in individuals and||Distributed and collective; hybrid

Space Concept HEncIosed and purpose-specific. HOpen, continuous, and fluid.

Social Relations

order'. in change.

'‘Bookspace’; a stable 'textual{|Emerging 'digital media space’; texts

Source: This table is generated by author from the study of Lankshear and Knobel
(2006).

Digital mindsets as Mindset 1 and Mindset 2 present contrasting views on how the
world and technologies are perceived and utilized. Mindset 1 is characterized by a
perception of the world as fundamentally unchanged, but with advanced technological
integration. It emphasizes physical-industrial interpretations, values scarcity, and
views production in terms of material artefacts and infrastructure. Intelligence and
expertise are seen as individual attributes, with enclosed and purpose-specific spaces.
Social relations are stable and based on a 'bookspace’ textual order. Mindset 2, in
contrast, sees the world as transformed by digital technologies. It rejects physical-
industrial interpretations, values dispersion, and views production as enabling services
with a focus on non-finite participation. It emphasizes collective intelligence,
distributed expertise, and fluid, open spaces. Social relations are dynamic, rooted in
the emerging 'digital media space' where texts are constantly evolving.

Mindset 1 holds that the world remains fundamentally the same, merely technologized
in more sophisticated ways. This perspective sees digital advancements as incremental
improvements on pre-existing physical-industrial frameworks. In contrast, Mindset 2
posits that the world is fundamentally different due to the pervasive influence of
digital electronic internetworked technologies. This mindset acknowledges a
paradigm shift brought about by the digital revolution.

2.4. Digital Mindsets Analyze Level 2: Individuals at the Organizational Level

Individual and organizational characteristics that are effective in the formation of a
digital mindset can be summarized as follows:

Belief in Learning and Adaptability: Beliefs that one's personal ability to learn and
use new technologies is fixed or malleable. This belief directly affects an individual's
attitude and participation in digital transformation.
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Table 2: Fixed and Growth Mindset Features

Attributes H Fixed Mindset H Growth Mindset
Belief that personal resources||Belief that personal resources
General Belief||(such as intelligence and|can be developed and
about Personal||talent) are fixed and cannot be|improved  with  sufficient
Resources significantly  improved or|jeffort and effective learning
changed. strategies.
. View that intelligence, talent,||View that intelligence, talent,
Belief about . - . o
. and other basic qualities|land other basic qualities can
Intelligence and L
cannot be significantly||be enhanced and developed
Talent . .
enhanced over time. over time.
Attitude  towards||Seeks ways to validate their Looks for opportunltles to
. |llearn new skills and grow,
Tasks and||competence, avoids||_ .. -
SO AT actively seeks learning and
Situations challenging situations. LY
development opportunities.
Reduces effort or withdraws|/Continues effort and
Response to||when facing obstacles,||perseverance when facing
Challenges and||predicts poor outcomes if|jobstacles, gains confidence
Obstacles challenges are outside their|through  challenges and
comfort zone. adversity.
More likely to reject help, less||Seeks and accepts help and
Help Seeking and||likely to proactively seek|/feedback, views it as useful
Acceptance assistance due to fear of|linformation to  achieve
appearing incompetent. learning goals.
Resists technological changes, Adapts  to . techr)ologlcgl
- X - changes, believes in their
Response to Digital||believes their abilities are||, ... .
; . ability to develop and improve
Transformation fixed and cannot adapt to new|| .
. skills  related to  new
technologies. .
technologies.

Source: This table is generated by author from the study of Solberg et al. (2020).

Managers significantly impact their employees' cognitive, emotional, and behavioral
patterns (McNatt, 2000). When managers attribute good performance to inherent
intelligence or talent rather than effort and diligence, they foster a fixed mindset.
Conversely, leaders who credit success to the processes that facilitate learning and
performance enhancement—such as hard work, seeking feedback, and systematic
approaches—promote growth mindsets (Mueller and Dweck, 1998). Although this
finding is yet to be extensively validated in workplace settings, it underscores the
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potential risk of managers inadvertently fostering fixed mindsets by labeling
subordinates as "star performers," "gifted," or "superstars" (Michaels, Handfield-
Jones, and Axelrod, 2001). These labels may lead high performers to develop a fixed
mindset, causing them to become risk-averse and disengage from challenging tasks to
protect their self-image and reputation.

Murphy and Dweck (2010) identified "cultures of genius" as environments where
shared assumptions and cultural artifacts—such as newsletters, executive speeches,
selection and promotion criteria, and award ceremonies—reinforce the fixed mindset
notion that certain individuals are inherently gifted. In contrast, "cultures of growth"
are characterized by shared beliefs and artifacts, such as training and development
initiatives, that signal the malleability and expandability of abilities.

Situation-Focused Beliefs: Beliefs that the context of technological change consists
of limited resources that must be competed against expandable resources. These
beliefs shape individuals' perceptions and reactions to digital transformation.

Table 3: Zero-Sum and Expandable-Sum Beliefs’ Attributes

| Attributes || Zero-Sum Belief || Expandable-Sum Belief |

General Beliefs||Belief that
about Situationall[resources are
Resources limited and fixed

Belief that resources can be increased and
expanded

Gains by one party
correspond to
losses for others

Attitude towards||Competitive and

Resource
Structure Belief

Opportunities for gains for all parties
involved

Cooperative and supportive attitude

Situations protective attitude

Competitive
Behavioral behaviors and||Cooperative behaviors and pursuit of joint
Tendencies avoidance of|joutcomes

cooperation

Less likely to help

Helping Behavior More likely to help others

others
Resistance to
AFtI.tUde towards) technological Adaptation to technological changes and
Digital changes and|| . " -
. . viewing them as opportunities
Transformation  ||perception of
threat

Source: This table is generated by author from the study of Solberg et al. (2020).
Individuals encountering digital transformation in their organizations or industries
vary in their engagement levels with these change initiatives, influenced by their
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beliefs about personal and situational resources in the context of technological change.
The combination of these beliefs reflects four types of digital mindsets, associated
with different roles individuals adopt when facing digital transformation, as shown in

the table.

Table 4: Digital Mindsets’ Behavioral Features and Attitudes of Employees

| Digital Mindsets

Behavioral Features

|

Attitudes

Fixed/Zero-Sum

Competitive tactics, avoidance of technology.
Sees technological abilities and
organizational resources as fixed and limited.
Likely to deny the legitimacy of digital
transformation initiatives.

Avoidance of new technologies and
withdrawal from digital transformation
initiatives. Undermining initiatives that
threaten their current status and
competencies.

Fixed/Expandable-
Sum

Collaborative use of skills, liberation of
technology. Sees technological abilities as
fixed but organizational opportunities as
expandable. May reorganize tasks to
minimize direct interaction with new|
technologies while working with others.

Minimizing direct interaction with new
technologies while leveraging the
opportunities by collaborating with
skilled colleagues.

Growth/Zero-Sum

Competitive skill discovery, mastery of
technology. Believes in their ability to learn
and master new technologies but sees
resources as limited. Focuses on securing a
competitive advantage and might be reluctant
to share knowledge.

Learning  everything about new
technologies and processes introduced
by digital transformation initiatives.
Focusing on securing competitive
advantages.

Growth/Expandable-
Sum

Collaborative skill exploration, socialization
of technology. Believes in their ability to
learn and master new technologies. Sees
resources as expandable and promotes a

Promoting a collaborative approach to
digital transformation. Turning it into a
social experience involving knowledge

collaborative approach to digital
transformation, sharing knowledge and
problem-solving.

sharing and problem-solving.

Source: This table is generated by author from the study of Solberg et al. (2020).
According to Kahneman (2003) and, Kahneman and Frederick (2002) people tend to
rely on general beliefs when making judgments and taking action in particular
situations. In this context, employees' general beliefs about personal and situational
resources are important for information processing and change reactions during the
digital transformation process. The presence of a strong, shared mindset in the
formation of a digital mindset is important to align employee behavior with the
organization's digital transformation vision and goals. At the same time, the
contribution of different approaches and individual beliefs to the digital
transformation process should also be taken into account.

An Integrated Model Proposal

In order for organizations to gain competitive advantage and make it sustainable,
digitalization is inevitable. The way organizations perceive and interact with the
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business environment is generally shaped by Mindset 1 and Mindset 2. These
mindsets offer different perspectives on social relations, value creation, production,
expertise and intelligence, and are an important determinant especially for the
strategic horizon. For example, it is quite possible for a leader with Mindset 1 to use
existing technology to capture the gaps in the market and make a digital innovation.
Even if the organization gains a short-term advantage with this approach, firstly, these
technologies and innovations are easy and fast to imitate, so the competitive advantage
is not sustainable. Secondly, rival organizations may bring a radical innovation that
will render the old technology or business model obsolete.

For those with Mindset 1, the world is interpreted and understood through a physical-
industrial lens. Responses to change are rooted in traditional, tangible frameworks. In
contrast, Mindset 2 suggests that the world cannot be adequately understood in
physical-industrial terms alone. This mindset requires new interpretive frameworks
that encompass the complexities and nuances of a digitally interconnected world.
Understanding these dimensions of digital mindsets is crucial to navigating the
contemporary digital landscape. Leaders with Mindset 1 may struggle to adapt to the
rapid changes and dispersed value creation of the digital age. Therefore, in this study,
Mindset 1 and Mindset 2 were positioned at the top of the pyramid (Fig.1) as the
mindsets that determine the strategic horizons of leaders. Since understanding these
different perspectives provides a critical framework for leaders to develop successful
strategies, they were positioned at the center as strategy producers and implementers
in the integrated model (Fig.2).

Leader's Mindset

(Strategic Horizon)

Organization's Mindset
(Culture)
Employee's Mindsets
(Strategic Assets)

Figure 1: Mindset Pyramid of Organizations

Digital transformation is a significant aspect of modern organizational development,
and understanding the varying digital mindsets within an organization is crucial for
its success. Different digital mindsets influence how individuals interact with
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technology and respond to digital transformation initiatives. Employees may develop
barriers (Vogelsang et al, 2019; Volberda et al., 2021) towards digital transformation
due to the fear of losing control (Magruk, 2016), uncertainties in job security (Frey et
al., 2017), changes in firms structure and activities (Birkinshaw, 2018), changes in
routines (Rossi et al., 2020; Almatrodi and Skoumpopoulou, 2023), role and task
definitions, and electronic performance monitoring (Albu & Flyverbom, 2019) that
come with digital transformation. Lack of sufficient information and transparent
communication (Gierlich-Joas et al., 2019) about the digital transformation process
may also create insecurity. In addition, the fear of not being able to adapt to changes
that require new skills and abilities (Kane et al., 2015; Pinzone et al., 2017) and the
lack of sufficient support in this process and create anxiety in employees (Ford et al.,
2008). The possibility of disruption of habits and loss of current status (Gardner et al.,
2010) or power (Kirkland, 2014) may also be an additional reason for resistance.
When these elements come together, resistance to new digital technologies may
become inevitable. Employees with different mindsets have different resistance
attitudes. Therefore, in order to implement a successful digital transformation, it is
necessary to develop different approaches and practices to overcome resistance
according to the digital mindsets of employees. Yet, the literature still lacks adequate
exploration in this area.

Employee’s Digital Mindset
Fixed/Zero-Sum
Fixed/Expandable-Sum
Growth/Zero-Sum
Growth/Expandable-Sum

PN PE

Sceptics
Fixed/Zero Sum
e Career Support
e Value Perspectives

Collaborators
Fixed/Expandable-Sum
 Bridge Builders
e Collaborative Roles

Leader’s Digital

Mindsets

1.  Mindset 1

Leaders
Growth/Expandable
-Sum
e Change Agents

o Leadership
Positions

e Innovation Scouts
o Competitive
Advantages

2. Mindset 2
Competitors v ‘
Growth/Zero Sum t

General Strategies

e Assessing Organizational Capabilities

e Implementing Gradual Changes

e Providing Continuous Education
Opportunities

1858 o Assessing Reengineering Capabilities

o Increasing Organizational Resilience

e Promote Critical Thinking

& Encourage Continuous Learning J
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Figure 2: A unified model for locating different mindsets as strategic agents

To effectively manage and transition employees with different digital mindsets during
digital transformation, leadership strategies need to be tailored to accommodate the
diverse beliefs and attitudes towards digital technologies within the organization.
Solberg et al. (2020) emphasize the importance of recognizing and leveraging
individual digital mindsets, highlighting the need for leaders to understand and work
with the varying perspectives present in their workforce. This involves embracing a
"digital leadership™ approach that integrates specific skills and abilities required for
navigating the challenges of the digital era. Understanding these diverse digital
mindsets within an organization is essential for leaders aiming to implement
successful digital transformation strategies. Each mindset presents unique challenges
and opportunities:

o Fixed/Zero-Sum: Individuals with a Fixed/Zero-Sum mindset perceive
technological abilities and organizational resources as fixed and limited. This
mindset is characterized by competitive tactics and an avoidance of
technology. Such individuals are likely to deny the legitimacy of digital
transformation initiatives, fearing these changes threaten their current status
and competencies. Their behavioral approach often involves avoiding new
technologies and withdrawing from digital transformation efforts, potentially
undermining initiatives that disrupt their established roles. Leaders should
address resistance by providing clear communication about the benefits of
digital transformation and offering support to ease the transition.

e Fixed/Expandable-Sum: The Fixed/Expandable-Sum mindset combines a
belief in fixed technological abilities with a view that organizational
opportunities are expandable. People with this mindset employ collaborative
use of skills while liberating technology. They may reorganize tasks to
minimize direct interaction with new technologies, instead leveraging
opportunities by collaborating with colleagues who possess the necessary
skills. This approach allows them to contribute to digital transformation
without fully engaging with the technological aspects, thereby reducing
resistance to change. Encouraging collaboration and creating an environment
where skills are shared can mitigate resistance and leverage the strengths of
this mindset.

e  Growth/Zero-Sum: Those with a Growth/Zero-Sum mindset believe in their
ability to learn and master new technologies but see resources as limited. This
mindset drives competitive skill discovery and a focus on mastering
technology. Providing opportunities for skill development while fostering a
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culture of knowledge sharing can help balance competitive tendencies with
organizational goals.

e Growth/Expandable-Sum: The Growth/Expandable-Sum  mindset s
characterized by a belief in the ability to learn and master new technologies
while viewing resources as expandable. This mindset promotes collaborative
skill exploration and socialization of technology. Leveraging this mindset's
collaborative nature can drive innovation and enhance the overall success of
digital transformation initiatives.

Conclusions

This research contributes to the literature in two ways. First, it draws attention to the
importance of the leader's mindset in terms of the strategic horizon. Second, it
provides a framework for the leader to develop different strategies, policies and
practices according to the differences in the digital mindsets of the employees. The
aim was to develop a different perspective for the digital mindset, which is associated
with different individual and organizational dimensions in the literature as an output
of culture.

Digital mindsets fulfill two important functions for leaders: First, mindset is the
leader's tool for processing, interpreting information, and making sense of it. Leaders
make predictions that will determine the direction, movement, and speed of the
organization by looking at the strategic horizon from the top of the organization.
Nokia, which entered the mobile phone market in the early 1990s and had a high
market share in the early 2000s but could not see the arrival of smartphones, sold its
phone business to Microsoft in 2013 (Wang, 2022). Nokia can be cited as an example
of this strategic myopia. Therefore, what the leader sees on the strategic horizon and
how he interprets it will determine the fate of the organization's success. Therefore,
whether the leader has a digital mindset and how he evaluates the digital world is
extremely important. Second, leaders use mindsets as digital innovation agents when
producing strategies; and as a strategic tool when implementing them.

The mindset at both the organizational and employee level operates through a two-
way mechanism in digital transformation. First, the mindset of employees is the
smallest building block that forms the collective mindset of the organization, so
change can start from there. In other words, the change spreads from the employee to
the organization. Second, the leader can influence the mindset they want to develop
according to the digital transformation strategy through the organizational culture.
Here, the change occurs from the culture to the individual. For these two mechanisms
to work effectively, the leader must first be aware of the various mindsets and develop
different approaches for each. For example, it is difficult, time-consuming, and
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sometimes even impossible for employees with a fixed-zero-sum mindset to adopt a
digital mindset. Therefore, if the leader does not have the option to dismiss these
employees due to reasons such as their large numbers, experience, social and
emotional capital, in such case leader should determine the technology selection and
digital transformation strategy based on these employees' capacity and potential to
adopt and use the technology.

Different mindsets present various challenges and opportunities for leaders in the
digital transformation process. For example, individuals with a Fixed/Zero-Sum
mindset see technological capabilities and organizational resources as limited, and
therefore may perceive digital transformation initiatives as threats. Individuals with a
Fixed/Extensible-Sum mindset contribute to digital transformation by collaborating
with others rather than using technology directly. Those with a Growth/Zero-Sum
mindset believe in the ability to learn new technologies but think that resources are
limited. Finally, a Growth/Extensible-Sum mindset encourages developing innovative
solutions through learning and collaboration. Understanding this diversity is critical
for leaders to develop successful digital transformation practices and to identify and
embed new cultural characteristics.

The distinction between these mindsets is also important in determining the
organization's technology selection and digital transformation strategy. Because if the
majority of employees are not sufficiently equipped and are indispensable, especially
in terms of their social and emotional capital, work experiences and networks,
technologies similar to the technology used for digital transformation but more
functional may be preferred. Although the preference for similar technologies may be
beneficial for competition in the short term, since technology develops very quickly,
it may become dysfunctional after a while. Therefore, it is important to use cultural
rituals and tools that will instill a growth mindset in current employees in the
organization and to have a growth mindset as a particularly sought-after criterion in
new recruitments. The opposite may also be true: For example, if employees with a
growth and expandable sum mindset are predominant in the organization, the
demands of these employees will also differ due to their qualification. Therefore, even
if they are drawn to the organization, it may not be easy to gain their loyalty and the
employee turnover rate may increase. In conclusion, the purpose of this study is not
to examine which mindset is superior to the other, but to understand the elements of
these mindsets that can create advantages or disadvantages in order to realize
successful digital transformation. Within the framework of situational management,
each mindset may differ. The mindset that is considered superior in one situation may
be dysfunctional in another. What is important is to determine the strategies for digital
transformation and innovation of these mindsets.
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Practical Implications and Suggestions

To advance the adoption and effective utilization of digital technologies within
organizations, it is essential to consider employees' everyday digital practices and
mindsets. Professional development should address staff members' personal
experiences with technology, offering opportunities to critically reflect on and
challenge their digital mindsets and dominant assumptions. Such reflective practices
can help employees extend their understanding of the affordances of ICT in creative
and innovative ways, thereby rethinking approaches to their work and organizational
processes.

Understanding and addressing the differences in digital mindsets among employees is
crucial for leaders to create a supportive and inclusive work environment. Leaders
should engage with employees to identify their views on technological ability and
organizational resources, and work towards shifting these beliefs from being fixed to
malleable. This can be achieved by promoting the idea that challenges are
opportunities for learning and development, and emphasizing that technology can
create or free up resources rather than limit them. Providing employees with resources
and training to enhance their control over work outcomes are essential steps. By
fostering a growth mindset and reducing feelings of helplessness, leaders can
positively influence employees' adaptability and overall well-being.

Human resource managers can implement several strategies to transition from a
culture of genius to a culture of growth. They can introduce growth mindset
interventions for both managers and employees, training managers to adopt a strategic
approach to selection and promotion by considering candidates whose performance
capabilities could be enhanced through challenging new roles. Leaders can
demonstrate the value placed on employee development by publicly recognizing
significant skill acquisition or improvement at all organizational levels. Moreover,
investing in developmental human resource management (HRM) practices—such as
comprehensive socialization, peer mentoring, multisource feedback, performance
coaching, sponsored continuing education, study leave, job shadowing, and job
rotation programs—can emphasize and enhance employees' growth potential.

GENISLETILMIiS TURKCE OZET
GIRIS
Neden birgok dijital doniigim girisimi basarisiz oluyor? Teknolojik iistiinliik
genellikle dijital doniisiimde bagarmin bir 6l¢iisii olarak kabul edilse de (Kane, vd.,
2019), bunun ne gerekli ne de yeterli olmadigini gdsteren Kodak gibi 6rnekler var.
Kodak’m basarisizligi, teknolojiye yatirim yapmanin yeterli olmadigimin agik bir
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ornegidir: Kodak, dijital fotografcilik sektoriinde liderlige ulasmak i¢in gereken
hemen hemen tiim ilgili teknolojilerde liderdi (6rnegin patentlerle 6l¢iildiigii gibi) ve
yine de basarisiz oldu (Gavetti vd., 2005). Baska bir 6rnek; 1990’larin basinda cep
telefonu pazarma giren ve 2000’lerin baginda yiiksek bir pazar payma sahip olan
ancak akilli telefonlarin gelisini goremeyen Nokia, 2013 yilinda telefon igini
Microsoft’a sattt (Wang, 2022). Nokia, stratejik miyoplugun bir 6rnegi olarak
gosterilebilir. Ne yazik ki, birgok kurulusun Bilgi Teknolojisi (BT) yatirimlarinin
geemis performanst da olumlu degil: Yillar i¢inde yapilan ¢alismalar, BT projelerinin
genel basarisizlik oraninin yaklasik %70 oldugunu ortaya koyuyor. BT projelerinin
basarisiz olmasinin nedenleri genellikle teknolojinin islevsel olmamasi degil (bu
durum zaman zaman yasansa da), organizasyon ve calisan diizeyinde gerekli
degisikliklerin etkili bir sekilde yonetilmemesidir. Temel olarak, teknoloji eklemek
beklenen faydalar1 otomatik olarak saglamaz (Edmonson, 2003; Peppard, 2016).

Wipro Dijital tarafindan 2017 yilinda ABD'de yapilan bir ankete gore, iist diizey
yoneticilerin %50'si sirketlerinin DT siireclerinde basarisiz oldugunu ortaya koydu.
Yani, yoneticiler DT benimsemenin faydalarina inaniyor ancak DT'nin ilerlemesinden
hayal kirikligima ugruyor ve orgiitler sonug alamiyor. Kavramsal olarak, DT bir 6rgiite
daha diisiik maliyet, daha iyi isletme verimliligi veya gelismis inovasyon basarisi gibi
faydalar saglar (Parviainen vd., 2017). Uygulamada, DT uygulamasi biiyiik maliyet,
O6grenme egrisi ve adaptasyon siireci nedeniyle karmagiktir (Zhai vd., 2022). Dijital
doniisiimiin basarist yalnizca teknolojinin kendisine degil, ayn1 zamanda ¢alisanlar
arasinda dijital bir zihniyetin gelistirilmesine ve benimsenmesine de baghdir. Dijital
doniisiim, stratejik diigiinmeyi, yenilik¢i yaklasimlari ve tiim paydaslar arasinda dijital
bir zihniyetin gelistirilmesini gerektirir (Pratiwi ve Justi, 2022).

Son yillarda dijital donilisimlerin  basarisizliklarinin ~ daha  derinlemesine
incelenmesiyle birlikte zihniyet ve dijital zihniyet kavramlar1 dikkat c¢ekmeye
baglamigtir. Ancak literatiirde dijital zihniyetlerin davranigsal ¢iktilart (Solberg vd.
2020; Leonardi ve Neeley, 2022; Finze vd., 2023), dijital zihniyet gelistirme (Neeley
ve Leonardi, 2022), BT zihniyeti (Imran ve Gregor, 2019), teknostresi azaltma (Valta
vd., 2024) ve sabit dijital zihniyet (Wong vd., 2022) gibi siurl bir alanda aragtirilan
calismalar bulunmaktadir. Dijital doniisiim, modern organizasyonlarin gelisiminde
onemli bir unsurdur ve organizasyon igerisindeki farkli dijital zihniyetleri anlamak,
bu doéniisiimiin basarisi i¢in kritik 6neme sahiptir. Caliganlar, dijital doniistime karst
cesitli bariyerler gelistirebilir (Vogelsang et al., 2019; Volberda et al., 2021) ¢iinki
kontrolii kaybetme korkusu (Magruk, 2016), is glivencesine dair belirsizlikler (Frey
et al, 2017), firma yapist ve aktivitelerindeki degisiklikler (Birkinshaw, 2018),
rutinlerdeki degisiklikler (Rossi et al., 2020), rol ve gorev tanimlar1 ve elektronik
performans izleme (Albu & Flyverbom, 2019) bu doniisiimle birlikte gelebilir. Dijital
donisiim siireci hakkinda yeterli bilgi ve seffaf iletisimin olmamasi (Gierlich-Joas et
al., 2019) giivensizlik yaratabilir. Ayrica, yeni beceriler gerektiren degisikliklere
uyum saglayamama korkusu (Kane et al., 2015; Pinzone et al., 2017) ve bu siiregte
yeterli destegin eksikligi ¢alisanlarda kaygiya neden olabilir (Ford et al., 2008).
Aliskanliklarin bozulmasi, mevcut statiiniin (Gardner et al., 2010) veya giiciin
(Kirkland, 2014) kayb1 korkusu da direng sebeplerindendir. Tiim bu unsurlar bir araya
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geldiginde, yeni dijital teknolojilere diren¢ kacinilmaz hale gelebilir. Calisanlar farkl
zihniyetlere sahip olduklarindan, diren¢ tutumlar1 da farklilik gosterir. Basarili bir
dijital doniisiim i¢in, ¢alisanlarin dijital zihniyetlerine goére direnci asacak farkli
yaklagimlar gelistirilmelidir. Ancak, bu alan heniiz yeterince arastirilmamistir.
Literatiirde dijital liderlik, dijital doniisiim ve teknoloji se¢im stratejisi, dijital orgiit
kiiltiirii gibi belirli yonler vurgulansa da ve bunlarin dijital zihniyetle iligkisinde
biitiinii gorebilmek icin heniiz yeterli bilgi birikimi olugmamistir. Bu boslugun
kapatilmasi, liderlik, kiiltiir, ¢alisan zihniyeti ve dijital teknoloji stratejisi basarisi
arasindaki etkilesime dair kavramsal bir ¢erceve saglayacak ve nihayetinde daha
biitiinsel ve etkili dijital doniisim uygulamalarina katkida bulunacaktir.

Analiz Diizeyi 1: Is Diinyast

Organizasyonlarin rekabet avantaji elde edebilmesi ve bunu siirdiiriilebilir kilabilmesi
icin dijitallesme kagiilmazdir. Organizasyonlarin i ortaminit algilama ve onunla
etkilesim kurma bigimleri genellikle Zihniyet 1 ve Zihniyet 2 tarafindan
sekillendirilir. Bu zihniyetler sosyal iligkiler, deger yaratma, iiretim, uzmanlik ve zeka
konusunda farkli bakis agilari sunar ve oOzellikle stratejik ufuk ig¢in 6nemli bir
belirleyicidir. Ornegin, Zihniyet 1'e sahip bir liderin pazardaki bosluklar1 yakalamak
ve dijital bir inovasyon yapmak i¢in mevcut teknolojiyi kullanmasi oldukga olasidir.
Ancak, organizasyon bu yaklagimla kisa vadeli bir avantaj elde etse bile, birincisi, bu
teknolojilerin ve inovasyonun taklit edilmesi kolay ve hizlidir, bu nedenle rekabet
avantaji siirdiiriilebilir degildir. Ikincisi, rakip organizasyonlar eski teknolojiyi veya
is modelini gegersiz kilacak radikal bir inovasyon getirebilir. (Nokia 6rnegi: Wang,
2022) Bu nedenle Zihniyet 2 Pazar bosluklarimi yakalamak ve faydali doniisimii
gerekli kilacak dijital inovasyon yapmak i¢in daha elverisli bir bilgi toplama, isleme
ve Ozellikle yorumlama (¢ilinkii yenilikler 6zellikle bu farkli yorumlamalardan ortaya
¢ikar) tabani saglar.

Lankshear ve Knobel (2006), insanlarin dijital teknolojilerle nasil etkilesime girdigini
aciklamak igin iki tlir zihniyet arasinda ayrim yapar: "endiistriyel zihniyet/yeni
gelenler" ve "endiistri sonrasi zihniyet/iceridekiler". ilki, cagdas diinyanin, artan
teknolojik entegrasyona ragmen, temelde modern endiistriyel doneme benzer
kaldigin1 varsayar. Buna karsilik, ikincisi, yeni ag teknolojilerinin gelistirilmesinin
yeni yapma ve olma bigimlerine yol agtigini kabul eder.
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Tablo 1: is Diinyasim algilama bicimi olarak Dijital Zihniyet 1 ve Zihniyet 2

Uretim Odag1

birimlerine (6rnegin bir firma
veya sirket) odaklanma, liretim

| Boyut || Zihniyet 1 || Zihniyet 2
Diinya artik eskisinden ¢ok farkli,
Diinya Diinya eskisi gibi, sadece daha bunun en buy.uk nedeni devd1j1tal
o . elektronik  internet  baglantili
Goriisii teknolojik veya daha karmasik s
teknolojilerin ortaya c¢ikmasi ve
benimsenmesi.
Diinya, genel olarak fiziksel-||Diinyay1 fiziksel-endiistriyel
Yorumlama R ) - .
ve Cevap endiistriyel terimlerle|terimlerle yeterince yorumlamak,
yorumlaniyor, anlasiliyor ve|lanlamak ve yanitlamak miimkiin
verme . i 1 q:
tepki veriliyor. degildir.
Deger Deger kithigin bir||Deger dagilimin bir|
Kavrami fonksiyonudur. fonksiyonudur.
Endiistriyel: ~ Insan  yapim||Post-endiistriyel: Uriinlerin
olarak iirlinler, altyap1 ve iiretim||etkinlestirici  hizmetler olarak

kullanilmasi, kaldirag ve sinirsiz
katilima odaklanma, aracilik ve

araglart. iligki kurma araglari.
[Zeka Odagn  |[Bireysel Zeka |[Kollektif Zeka |
Uzmanhk ve||Bireylerde ve Kurumlarda|Dagitilmis ve kollektif, Hibrit
Otorite bulunan Uzmanlik

|AQIk, Siirekli ve Akigkan

Ortaya ¢ikan 'dijital medya alani';
degisim diizeni

|Uzay Kavram |Kapa11 ve amag odakli

Sosyal
iliskiler
Kaynak: Bu tablo yazar tarafindan Lankshear ve Knobel (2006) g¢alismasindan
uretilmistir.

Istikrarli bir yazili diizen

Analiz Diizeyi 2: Orgiit Diizeyinde Bireysel Dijital Zihniyetler

Bagka bir zihniyet smiflandirmasi da Solberg ve digerleri (2020) tarafindan
yapilmistir. Solberg ve digerlerine (2020) gore, dijital zihniyet bireysel olarak
benimsenen iki temel inanca dayanmaktadir. Birincisi, bireyin yeni teknolojileri
o0grenme ve kullanma becerisinin sabit olup olmadigi veya zamanla iyilesebilecegi
algisidir. Bu, ben odakli bir inangtir. Tkincisi, teknolojik degisimin rekabeti gerektiren
smirli kaynaklarla m1 yoksa taraflar arasinda karsilikli kazanimlar icin firsatlar
saglayan genisletilebilir kaynaklarla m1 (Liu vd., 2011) smirli oldugu algisidir. Bu
durum odakl1 bir inangtir. Sosyal bilis teorisi, bireylerin yargilarda bulunurken veya
karar verirken genellikle bu genis, kapsayici inanglara giivendigini gostermektedir
(Kahneman, 2003; Kahneman ve Frederick, 2002). Dijital doniisiim dogas1 geregi
karmasik ve belirsiz oldugundan, calisanlarin bu doniisiimiin sonuglarini tahmin
etmesi ve degerlendirmesi zorlagsmaktadir. Sonu¢ olarak, calisanlarin kigisel
yetenekler ve durumsal kaynaklar hakkindaki genel inanclar, dijital degisime yonelik
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algilarini, degerlendirmelerini, uyumlarim1 ve tepkilerini sekillendirmede c¢ok

Onemlidir.

Kuruluslarinda veya sektorlerinde dijital doniisiimle karsilagsan bireyler, teknolojik
degisim baglaminda kisisel ve durumsal kaynaklar hakkindaki inanglarindan
etkilenerek bu degisim girisimleriyle etkilesim diizeylerinde farklilik gdsterir. Bu
inanglarin birlesimi, tabloda gosterildigi gibi, bireylerin dijital doniisiimle kars
karsiya kaldiklarinda benimsedikleri farkli rollerle iligkili dort tiir dijital zihniyeti
yansitir. Bagarilt bir dijital doniisiim gerceklestirmek ve yeniligi besleyen bir kiiltiir

olusturabilmek i¢in bu zihniyetleri anlamak ve her birinin ihtiyacina gore bir strateji
ve politika tiretmek gerekir.
Tablo 2: Dijital Zihniyetlerin Davramssal Ozellikleri ve Tutumlar

Dijital Zihniyetler | Davramssal Ozellikler [Tutumlar
Rekabetci taktikler,||Yeni teknolojilerden
teknolojiden kaginma.||lkaginma  ve dijital
Teknolojik  yetenekleri  ve||doniisiim girisimlerinden
Sabit/Sifir Toplamli orggnlzasyonel kayna'l.(lilrl cekilme. Mevcut
sabit ve sinirli olarak goriir.||durumlarini ve
Dijital doniisiim girisimlerinin||yeterliliklerini tehdit
mesruiyetini reddetmef|eden girigimleri
olasihig: yiiksektir. baltalama.
Becerilerin isbirlikg¢i
kullanimi, teknolojinin
ozgurlestlr_llmeSL _Teknoloyk Yetenekli meslektaslarla
yetenekleri  sabit, ancak||. . ...
. isbirligi yaparak firsatlari
. s e organizasyonel firsatlari|| ;. L .
Sabit/Genisletilebilir A . .. |degerlendirirken yeni
genisletilebilir olarak goriir. . <
Toplamh .|[teknolojilerle  dogrudan
Bagkalartyla caligirken yeni|| .0 .
y . etkilesimi en aza
teknolojilerle dogrudan||.” .
o - . |lindirmek.
etkilesimi en aza indirmek i¢in
gorevleri yeniden
diizenleyebilir.
Rekabetci beceri kesfi,||Dijital doniisiim
teknolojide ustalik. Ogrenme||girisimlerinin  getirdigi
ve yeni teknolojilerde|lyeni  teknolojiler  ve
- ustalagsma yeteneklerine inanir||siirecler hakkinda her
Bitylime/Stfir Toplamh ancak kaynaklar1 siirli goriir.|[seyi 6grenmek. Rekabet
Rekabet avantaji elde etmeye||avantajlarini glivence
odaklanir ve bilgi paylasmal|altina almaya|
konusunda isteksiz olabilir.  ||odaklanmak.
Biiyiime/Genisletilebilir|[Isbirlik¢i beceri kesfi,||Dijital doniisiime
Toplamh teknolojinin ~ sosyallesmesi.||isbirlik¢i bir yaklagimin
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|Dijita| Zihniyetler “Davranlssal Ozellikler HTutumIar

Yeni teknolojileri 6grenme ve|ltesvik edilmesi. Bunu
ustalagsma yeteneklerine||bilgi  paylasimi  ve
inanir. Kaynaklari|[problem ¢dzmeyi iceren
genisletilebilir olarak goriir ve||sosyal  bir  deneyime
dijital doniisiime, bilgi||doniistirmek.
paylasimina ve sorun ¢ézmeye
yonelik igbirlikgi bir yaklagimi
tesvik eder.

Kaynak: Bu tablo yazar tarafindan Solberg vd., (2020) ¢alismasindan {iretilmistir.

SONUC

Bu arastirma iki yoniiyle literatiire katki saglamaktadir. Birincisi liderin zihniyetinin
stratejik ufuk agisindan 6nemine dikkat gekmektedir. ikincisi lidere calisanlarin dijital
zihniyetlerinin  farkliliklarina  gére farkli strateji, politika ve uygulama
gelistirebilmeleri i¢in bir ¢er¢eve sunar. Literatiirde farkli bireysel ve orgiitsel
boyutlari ile kiiltiiriin bir ¢iktis1 olarak iliskilendirilmis dijital zihniyet igin farkli bir
bakis acis1 gelistirmek amaglanmustir.

Liderin Zihniyeti
(Stratejik ufuk)

Orgiitsel Zihniyet
(Kiiltiir)

Calisan Zihniyeti
(Stratejik Varlik)

Figure 1: Mindset Pyramid of Organizations

Dijital zihniyetler liderler igin iki dnemli islevi yerine getirir: Birincisi, zihniyet
liderin  bilgiyi isleme, yorumlama ve anlamlandirma aracidir. Liderler,
organizasyonun tepesinden stratejik ufka bakarak organizasyonun yoniinii, hareketini
ve hizin1 belirleyecek dngoriilerde bulunurlar. Bu nedenle, liderin stratejik ufukta ne
gordiigi ve bunu nasil yorumladigi, organizasyonun bagarisinin kaderini
belirleyecektir. 1990’larin baginda cep telefonu piyasasina giren ve 2000’lerin basinda
yiiksek bir Pazar payma sahip olmasina ragmen akill1 telefonlarin gelisini géremeyen
Nokia, 2013'te telefon isini Microsoft'a satmistir (Wang, 2022). Nokia bu stratejik
miyopluga 6rnek gosterilebilir. Bu nedenle, liderin dijital bir zihniyete sahip olup
olmadig1 ve dijital diinyay1 nasil degerlendirdigi son derece &nemlidir. Ikincisi,
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liderler stratejiler iiretirken zihniyetleri dijital inovasyon araci olarak; bunlar
uygularken ise stratejik bir ara¢ olarak kullanirlar.

Hem organizasyonel hem de ¢alisan diizeyindeki zihniyet, dijital doniisiimde iki yonlii
bir mekanizma araciligiyla c¢alisir. Birincisi, ¢alisanlarin zihniyeti, organizasyonun
kolektif zihniyetini (kiiltiirii) olusturan en kii¢iikk yap1 tasidir, bu nedenle degisim
oradan baglayabilir. Baska bir deyisle, degisim g¢alisgandan organizasyona yayilir.
Ikincisi, lider, dijital doniisiim stratejisine gore gelistirmek istedigi zihniyeti
organizasyon kiiltiirii araciligryla etkileyebilir. Burada degisim kiiltiirden bireye dogru
gerceklesir. Bu iki mekanizmanin etkili bir sekilde ¢alismasi icin, liderin oncelikle
gesitli z1hn1yetler1n farkinda olmasi ve her biri i¢in farkli yaklasimlar gelistirmesi
gerekir. Ornegin, sabit sifir toplamli zihniyete sahip calisanlarin dijital zihniyeti
benimsemesi zor, zaman alici ve hatta bazen imkansizdir. Bu nedenle, liderin
calisanlar1 sayica ¢ok olmalari, deneyimleri, sosyal ve duygusal sermayeleri gibi
nedenlerle isten ¢ikarma segenegi yoksa bu durumda lider, teknoloji se¢imini ve dijital
doniisiim stratejisini bu ¢alisanlarin teknolojiyi benimseme ve kullanma kapasite ve
potansiyeline gore belirlemelidir.

Calisan Dijital Zihniyeti
Sabit-Sifir Toplaml
Sabit-Genisletilebilir Toplamlt
Biiyiime-Sifir Toplaml

Biiyiime-Genigletilebilir

8
isbirlikciler

Sabit-Genisletilebilir
Toplaml

o Koprii Kurucular
e Isbirlik¢i Roller

Siipheciler
Sabit-Sifir Toplamh

e Kariyer Destegi

e Deger bakis agis1

Liderlerin Dijital

Zihniyetleri
1. Zihniyet 1
2. Zihniyet 2
Liderler
Rakipler ’ Bilyiime-
Biiyiime/Sifir Toplam Genigsletilebilir
* Yenilik izcileri Toplamli
* Rekabet Avantajlari o Degisim Aktorleri

e Liderlik Pozisyonlari

/ Genel Stratejiler \

» Kurumsal Yetenekleri Degerlendirme

» Kademeli Degisiklikleri Uygulama

« Siirekli Egitim Firsatlar1 Saglama

. Yeniden Miihendislik Yeteneklerini
Degerlendirme

» Kurumsal Dayaniklilig1 Artirma
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Sekil 2: Farkli zihniyetleri stratejik aracilar olarak konumlandirmak i¢in birlesik bir
model

Farkli zihin yapilari, dijital donilisiim siirecinde liderler igin ¢esitli zorluklar ve
firsatlar sunar. Ornegin, Sabit/Sifir-Toplamli zihin yapisina sahip bireyler, teknolojik
yetenekleri ve organizasyonel kaynaklari sinirli olarak goriir, bu nedenle dijital
doniisiim girisimlerini tehdit olarak algilayabilirler. Sabit/Genisletilebilir-Toplamli
zihin yapisindaki kigiler, teknolojiyi dogrudan kullanmak yerine bagkalariyla is birligi
yaparak dijital doniisiime katkida bulunur. Biiyiime/Sifir-Toplamli zihin yapisina
sahip olanlar, yeni teknolojileri 6grenme yetenegine inanirken kaynaklarin sinirh
oldugunu diigiiniir. Son olarak, Biiyiime/Genisletilebilir-Toplamli zihin yapisi,
o6grenme ve is birligi yoluyla yenilik¢i ¢oziimler gelistirmeyi tesvik eder. Bu ¢esitliligi
anlamak, liderlerin basarili dijital doniisim uygulamalar1 gelistirmesinde ve yeni
kiiltiirel 6zelliklerin belirlenmesi ve yerlestirilmesinde kritik 6neme sahiptir.

Bu zihniyetler arasindaki ayrim ayni zamanda orgiitiin teknoloji se¢imi ve dijital
doniisim  stratejisinin belirlenmesinde de 6nem tasir. Ciinkii ¢alisanlarin biiyiik
boliimii donanim olarak yeterli degilse ve 6zellikle sosyal ve duygusal sermayesi, is
deneyimleri ve networkleri agisindan vazgecilmez statiide iseler dijital doniisiim i¢in
kullanilan teknolojinin benzeri ancak daha islevsel teknolojiler tercih edilebilir.
Benzer teknolojilerin tercih edilmesinin kisa vadede rekabete faydasi olsa da teknoloji
¢ok hizli gelistigi i¢in bir siire sonra iglevsiz hale gelebilir. Bu nedenle orgiitte biiyiime
zihniyetini eski ¢alisanlarda yerlestirecek kiiltiirel ritiiel ve araglar kullanilmasi ve
yeni ige alimlarda biiylime zihniyetinin &zellikle aranan bir kriter olmasi énemlidir.
Bunun tam aksi de gegerli olabilir: Ornegin &rgiitte biiyiime ve genisletilebilir
toplamli zihniyete sahip ¢alisanlar agirliktaysa bu calisanlarin donanimlart geregi
talepleri de farklilasacaktir. Dolayistyla orgiite gekilseler bile bagliliklarini kazanmak
kolay olmayabilir ve personel devir hiz1 yiikselebilir. Son s6z olarak bu ¢aligmanin
amac1 hangi zihniyetin digerine istiin oldugunu incelemekten ziyade dijital doniisiim
gerceklestirmek i¢in bu zihniyetlerin avantaj yaratabilecek ya da dezavantaj
olusturabilecek unsurlarinin anlagilmasidir. Durumsal yonetim c¢ergevesinde her
zihniyet farklilasabilir. Bir durumda {stiinliik olarak kabul edilen zihniyet digerinde
islevsiz kalabilir. Onemli olan bu zihniyetlerin dijital doniisiim ve yenilik igin strateji
belirlenirken bagariya ulagmak i¢in dnemli bir goriinmez kritik faktor olarak farkinda
olunmasi ve dikkate alinmasidir.
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