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Abstract

In any human undertakings, success requires a
sound strategy. Based on a narrative review, this
conceptual paper discusses the concept of strategy, its
manifestations in digital transformation, and a strategy
for managing project front-end activities in this change
process. Concretely, based on the underlying rationale,
we highlight the multidimensional nature of strategy
first and then its various manifestations in digital
transformation. Finally, we present a strategy for
managing project front-end activities in this process,
some relevant tools, and techniques in addition to a
metaphor meant to creatively generate supplemental
insights into this strategy. Overall, this essay
contributes to knowledge in information systems by
enhancing two types of theory in this area, namely, the
theory for analyzing and theory for design and action.

Keywords: Project front-end, digital transformation,
strategy, open action strategy, closed action strategy.

1. Introduction

“To be of any help, a building needs a solid foundation,
so does any project.” — Authors

Regardless of the type of industry, organizations
seek to improve performance through the balance of
effectiveness, and efficiency in their operations
(Kerzner, 2013), and to this end, they opt for certain
strategies. So, whether explicitly stated, all kinds of
undertakings including digital transformation (DT) - the
object of this essay — rely on strategies (Johnson et al.,
2020; Casadesus-Masanell & Ricart, 2010).

Digital transformation strategy features among
sufficiently researched subjects (Blackburn et al., 2021;
Kane et al., 2019; Moore et al., 2017; Vial, 2019), but
there is still a room for improvement in terms of concept
refinement. Whether in scholarship or common
parlance, strategy is largely presented as just a plan to
guide action despite its multifaceted nature, and this
needs addressing for the purpose of rigor in concept
dimensionality (Podsakoff et al., 2016).

So, what is strategy? According to Mintzberg
(1987a), a strategy is a managerial instrument for
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coordinating a collective action based on an underlying
logic shared by people in an organization. Furthermore,
he conceives it as a multidimensional concept, and
distinguishes strategy as plan, strategy as ploy, strategy
as pattern, strategy as position and strategy as
perspective (Mintzberg, 1987a).

According to Stevens and Burley (2004), ‘‘The first
few plays of the game determine the outcome’’. In
project context, this resonates with the association
between the effective management of project front-end
(PFE) i.e., the project conceptual phase and project
success, regardless of the type of project (Morris, 2013;
Samset, 2010; Samset & Volden, 2016). In healthcare
digital transformation — one of our research domains —
systematic literature reviews reveal a scarcity of
knowledge about the management of PFE (Marques &
Ferreira, 2020; Stephanie & Sharma, 2020; Kraus et al.,
2021) despite the importance of project conception.
Currently, we are exploring the management of PFE in
healthcare digital transformation and our preliminary
findings such as the average technology end user
knowing little about PFE activities and their non-
involvement in these activities show the importance of
discussing strategy for PFE management.

Regarding the management of project front-end
activities, Kock et al. (2015) propose a dual strategy
with the potential to help effectively manage various
types of projects including digital transformation
undertakings.  This  strategy = comprises  two
complementary strategies, namely, the open and closed
action strategies. The open action strategy consists of
mindsets, behaviors, and conditions that promote
creativity. As to the closed action strategy, it relates to
mechanisms that an organization put in place to control
processes (Kock et al., 2015).

Sometimes, ideas need to be expressed in different
ways to enhance the understanding of phenomena, and
imagery, in the forms of analogies or metaphors,
effectively serves this purpose (Cornelissen & Durand,
2014; Morgan, 1998). So, in this work, we propose a
metaphor corresponding to the open and closed action
strategies. Still regarding the management of project
front-end, some tools and techniques have been
proposed (Cooper, 2008; Gassmann & Schweitzer,
2014; Samset, 2010) and in this essay, we present them
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into two categories, depending on their role in creativity
or project control.

In sum, based on a narrative review of literature (Paré
et al., 2015) on strategy, this essay aims at advancing
information systems in three ways: first, by illustrating
various manifestations of digital transformation
strategy; second, by discussing the management of
project front-end in digital transformation with focus on
the importance of organizational ambidexterity and a
corresponding metaphor; finally, by mapping some
tools and techniques relevant to this project phase based
on their role in organizational ambidexterity.

The remaining part of this paper comprises five
sections and proceeds as follows: first, project front-
end, and digital transformation, second, strategy, third,
digital transformation strategy, then, strategy for
managing project front-end in digital transformation,
and finally, conclusions.

2. Project front-end and digital transforma-
tion

This section presents basic ideas about project front-
end in general context, and digital transformation, two
central topics in this work.

2.1. About project front-end

In this section, we first introduce the project front-
end, and its main characteristics, then its structure, some
tools, and techniques used in this project phase.

2.1.1. Project front-end and its main characteristics.
What is project front-end, and what are its key
characteristics? Project front-end is the first phase of
any project comprising a series of activities, the
generation of project concepts first, then their
assessment to determine which one passes the “money
gate’’ i.e., the critical stage at which the best concept is
selected, then funded for development in the project
implementation phase (Alam, 2006; Berghaus & Back,
2016; Gassmann & Schweitzer, 2014; Kim & Wilemon,
2002). More explicitly, it is a project phase situated
between the expression of an idea about a
need/opportunity and its translation into an operational
concept i.e., the possibility of a tangible solution in
different forms of innovation i.e., product, service,
process, and business model innovation. Regardless of
the type of project, project front-end is characterized by
a high level of uncertainty (Kim & Wilemon, 2002;
Samset & Volden, 2016), and as such it requires a
qualitative, informal, and approximative approach,
centered on learning, creativity, experimenting, and
information flow rather than a quantitative, formal, and

precise approach (Berghaus & Back, 2016; Kim &
Wilemon, 2002; Stevens & Burley, 2004).

2.1.2. Project front-end’s structure, tools, and
techniques. Regarding the structure of project front-
end, it varies depending on the form of innovation
(Crossan & Apaydin, 2010) concerned i.e., product
innovation (Cooper, 1988, 2008; Morris, 2013), service
innovation (Alam, 2006), process innovation (Simms et
al., 2021) and business model innovation (Gassmann &
Schweitzer, 2014). For clarity purpose, this essay is
based on Cooper’s (1988) work on the management of
the project front-end of product innovation with its three
stages i.e., concept generation, concept assessment, and
concept definition.

e Concept generation

Concept generation is a project front-end stage from
the time a person expresses an idea about a
need/requirement or opportunity to the time at which a
sketchy description of the desired technical solution or
project concept has been created, the purpose of a such
description being to create room for alternative concepts
(Cooper, 1988; Murphy & Kumar, 1997; Samset, 2010).

Once these concepts have been generated, the next
step consists in screening them with techniques such as
scorecards to weed out the obvious losers, based on two
categories of criteria i.e., "must criteria” /"must-haves"
and "should criteria” /"attractive attributes” (Cooper,
1988, 2008; von Leipzig et al., 2017). "Must criteria"
qualify a project concept for further consideration, and
include criteria related to the strategic alignment of a
concept and the results of financial indexes such as the
cost/benefit ratio. As to "should criteria”, they
correspond to desirable attributes in a project concept
(Cooper, 1988; Gassmann & Schweitzer, 2014; Samset,
2010; von Leipzig et al., 2017).

Regarding the generation and screening of project
concepts, they rely on a variety of tools and techniques.
Concept generation can be achieved through
brainstorming, brainwriting, cross-industry analogical
thinking, focus group workshops, systems analysis,
customer input, prize competitions for ideas among
workers and customers, meeting with industry experts,
industry reports, business model navigators, business
process modelling, and business model cards (Cooper,
1988; Gassmann & Schweitzer, 2014; Kerzner, 2013;
Murphy & Kumar, 1997; Samset, 2010). As to concept
screening, it can be done with different techniques
including cost/benefit analysis, and scorecards
(Gassmann & Schweitzer, 2014; Samset, 2010).

(] Concept assessment

Once a concept screening has been concluded,
project concepts enter the next stage of project
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conception whose purpose is to further analyze them to
determine project feasibility based on two criteria,
namely, concept organizational fit and concept
attractiveness. Concept organizational fit consists of the
alignment of a project concept with the strategy of an
organization and its technical capabilities to
successfully develop it (Cooper, 1988; Gassmann &
Schweitzer, 2014; Murphy & Kumar, 1997; Samset,
2010). As to concept attractiveness, in the context of
profit-driven projects, it is associated with the notion of
market attractiveness characterized by a high level of
need, a large size, growth and low competition (Cooper,
1988). In addition to its relevance in profit-driven
projects, this concept - market attractiveness — can also
inform the assessment of utility by highlighting the level
of need and the number of intended project beneficiaries

As to relevant tools and techniques at this project
front-end stage, they include SWOT analysis (analysis
of strengths and weaknesses of an organization and
opportunities and threats found in its environment),
project logical framework (Project LogFrame), project
strategy and strategic frame requirements, uncertainty
mapping, financial reward/risk analysis, and SBAR
(Situation, Background, Assessment,
Recommendation) (Cooper, 2008; De Villiers, 2017;
Samset, 2010).

e  Concept definition

Once project concepts have demonstrated their
organizational fit and attractiveness, they enter the last
stage of project front-end whose purpose is to select the
best one. This is achieved through the following four
stages. First, the collection of additional details on the
requirements of the intended end users. Second, the
refinement of a project concept. Third, the test of a
project concept. Finally, the evaluation of competing
concepts.

Details on the requirements of the intended end users
constitute key inputs to the design of a solution and this
shows the importance for a project team to collect them
(Cooper, 1988; Daneva et al.,, 2013; Gassmann &
Schweitzer, 2014; Morris, 2013).

As to the refinement of a project concept, it consists
in improving the design of a solution, and this is
achieved by translating user stories i.e., the
requirements of the intended end users into delivery
stories i.e., functional, and non-functional specifications
of a solution, with technical implications, effort
estimation and associated risk (Daneva et al., 2013;
Morris, 2013).

Regarding the test of a project concept, it is done by
first presenting the proposed solution to the intended
end users, then eliciting feedback from them afterward
to know the level of their satisfaction with a project
concept (Cooper, 1988; Gassmann & Schweitzer, 2014;

Morris, 2013). This can be achieved by various means
including written descriptions, sketches, slide show,
prototyping in product innovation and experiments at
bench, lab, and full-scale production in process
innovation (Cooper, 1988; Gassmann & Schweitzer,
2014; Morris, 2013; Murphy & Kumar, 1997; Simms et
al., 2021). This feedback helps a project team to know
chances of solution acceptance as well as any aspects of
the solution requiring improvement.

In relation to concept refinement and testing, Lean
Startup constitutes an effective approach to product
innovation. It is founded on build-measure-learn, an
iterative process that enables entrepreneurs to create
products that stand a good chance to meet the
expectations of their potential customers. This approach
comprises three stages. First, the creation of minimum
viable products (MVPs) i.e., products with minimal
features. Second, arranging for the use of MVPs by
potential customers whose feedback on their experience
with the product assists in validating the project concept.
And finally, the refinement of the concept and the
creation of the final product based on the feedback from
those customers (Lorenzo et al.,2018; Popowska &
Nalepa, 2015).

Finally, the evaluation of competing concepts aims
at selecting the winning concept - the one deserving
funding for development - by comparing alternative
concepts based on the integrated results of their
evaluation at various stages (Cooper, 1988, 2008). To
realize this activity, an organization can use a variety of
tools and techniques including cost analysis,
profitability/utility appraisal, risk analysis, progress
analysis (Samset, 2010) and a behaviorally informed
decision architecture of a firm (BIDAF), a set of
principles meant to ensure unbiased decision making
(Sibony et al., 2017).

2.2. About digital transformation

In this section, we present key notions of digital
transformation, namely, its definition, digital culture,
digital maturity, and its signs.

2.2.1. Defining digital transformation. Digital
transformation is the introduction of digital technologies
into a business to improve organizational aspects such
as customer experience, business process, and business
models through increased efficiency and effectiveness
in data storage and transmission (Ritter & Pedersen,
2020; Westerman et al., 2014).

2.2.2. Digital culture. What is digital culture? Digital
culture is a term for people’s behaviors, underlying
assumptions, and artifacts that determine the
adaptability of an organization to digital trends in its
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environment (Kane et al., 2019). Digital culture
manifests itself in six areas of the organizational life.
First, the organization’s agility in response to
technological changes in its environment. Second, the
organization’s attitude toward risk. Third, the
organization’s decision-making process. Fourth, the
organization’s leadership structure. Then, workers’
perspective on work-life relationship. And finally, the
organization’s work style.

2.2.3. Digital maturity. What is digital maturity?
Digital maturity is the ability of an organization to
continually adapt to technological changes in its
environment (Kane et al., 2019; Luftman & Kempaiah,
2007). Based on their multi-year and large-scale
surveys, Kane et al. distinguish four types of
organizations based on their digital maturity - early,
developing, maturing and  digitally = mature
organizations. From an empirical perspective,
organizations fall into the first three categories, the last
category i.e., the mature organizations category being
like a moving goalpost, an unattainable stage due to
constant changes in digital environment (Kane et al.,
2019). Therefore, the authors find more appropriate to
use the term maturing organizations rather than mature
organizations when referring to those considered as
most advanced in digital transformation journey (Kane
etal., 2019).

As a key distinctive trait of early, and digitally
developing organizations, they noticeably differ from
those digitally maturing in terms of approach to digital
transformation. Early and developing organizations
push digital transformation in a top-down fashion
through a managerial approach or technology provision.
As to maturing organizations, they rather pull digital
transformation by creating conducive conditions for the
desired organizational change (Kane et al., 2019). This
view of digital transformation as an organizational
change process is shared by von Leipzig et al. viewing
people’s unwillingness to change as a major obstacle to
successful digital transformation, and a culture of
innovation and digital thinking as a key success factor
in this process (von Leipzig et al., 2017).

2.2.4. Signs of digital maturity. As aforementioned,
digital culture constitutes a key driver of digital maturity
and for this reason the six areas in which digital culture
manifests itself can be used to assess the digital maturity
of an organization. So, regarding the organization’s
agility in response to technological changes in its
environment, digital maturity is associated with
organization’s nimbleness rather than slow move.
Concerning the organization’s attitude toward risk,
digital maturity is associated with encouragement of
risk-taking/exploration rather than caution. With respect

to the organization’s decision-making process, digital
maturity is associated with a data-driven decision
making rather than reliance on intuition. Regarding the
organization’s leadership structure, digital maturity is
associated with a distributed rather than hierarchical
leadership. Concerning workers’ viewpoint on work-life
relationship, digital maturity is associated with people
who believe they live to work not the other way around,
Finally, regarding the organization’s work style, digital
maturity is associated with collaborative work rather
work in silos (Kane et al., 2019).

3. Strategy

As above mentioned, strategy tends to be presented
in a reductionist fashion and a cursory review of this
notion shows two conceptual categories, a
unidimensional and multidimensional perspectives with
most of publications falling into the first. In this
category, strategy is just a deliberate plan, ideally
contingent, meant to guide an organization in its
endeavors to achieve a particular goal (Casadesus-
Masanell & Ricart, 2010; Meriam-Webster, n.d.; Mintzberg
& Westley, 2001; Woodford et al., 2003). From the same
perspective, Miles, and Snow (2003) distinguish
prospector, defender, analyzer, and reactor as four types
of strategy consisting of planned activities.
Furthermore, Porter (2008) defines strategy as a plan
and a set of actions undertaken by an organization to
achieve competitiveness based on its strengths
determined by the following five forces that shape
industry  competition: rivalry among existing
competitors, threat of new entrants, bargaining power of
suppliers, bargaining power of buyers, threat of
substitute products or services.

From a multidimensional perspective, Johnson et al.
underline the importance for organizations to consider
strategy from a multidisciplinary perspective and define
itas a long-term direction of an organization —a concept
with three dimensions, the long term, strategic direction,
and organization (Johnson et al., 2020). By long term,
they mean the importance for organizations to
contemplate strategy not only from the short-term
perspective but to also to adopt a long-term viewpoint.
In relation to direction, strategies follow a long-term
direction, emerging from a coherent pattern of action.
Finally, in this definition, organization refers to an entity
with people, resources, and relationships both internally
and externally requiring proper management on the part
of the entity concerned (Johnson et al., 2020).

Still from a multidimensional perspective, strategy is
seen as a concept generally rooted in stability and
consistency in the functioning of an organization,
manifested in collective perceptions and coordinated
actions due to perspectives shared among its members
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(Mintzberg, 1987a, 1987b). He views strategy as a
notion with five dimensions and distinguishes strategy
as plan, strategy as pattern, strategy as ploy, strategy as
position and strategy as perspective. Strategy as plan is
a managerial instrument serving as a roadmap for
achieving organizational goals. As to strategy as
pattern, it is a term for collective perceptions and
actions founded on a coherent pattern of actions that has
emerged over time and founded in lessons learned from
experimentations in an organization. As to strategy as
ploy, it refers to

a collection of feints or empty threats used by an
organization to outsmart its competitors. Strategy as
position is the behavior of an organization driven by its
position in the market. Finally, strategy as perspective
refers to mental frames that influence first, the
perceptions of an organization about how the world
works, then its actions due to shared worldviews among
its members (Mintzberg, 1987a). Regarding the
theoretical grounding of these five variants, Mintzberg
and Lampel link them to the following 10 schools of
strategy formation: the cognitive, the configuration, the
cultural, the design, the entrepreneurial, the
environmental, the learning, the planning, the
positioning, and the power school (Mintzberg &
Lampel, 1999). Mintzberg’s conception of strategy with
its five dimensions seems more elaborate and powerful
due to its use of analogy, and for this reason, it is what
we have chosen as our conceptual framework in the next
section. In sum, strategy has been described in different
ways, and based on this cumulative tradition, we define
it as a high-order and multifactor choice of actions,
ideally contingent, to which an organization commits to
achieve a particular goal.

4. Digital transformation strategy

In this section, we first discuss how the conception
of strategy for digital transformation has evolved during
the last two decades, then how this strategy manifests
itself in different organizations.

4.1. Evolution in the conception of digital
transformation strategy

According to Bharadwaj et al. (2013), at the turn of
the 21% century, the business world witnessed
breakthroughs in all kinds of digital technologies with a
paradigm shift in considering the role of IT as a result.
This shift consisted in viewing IT as having a more
strategic role in shaping business scope contrary to the
traditional conception in which it was a mere support
capability for business processes, a function subordinate
to business strategy (Bharadwaj et al., 2013). Since then,
IT strategy and business strategy have been considered

as equal functions and their fusion engendered the
concept of digital business strategy (DBS) (Berghaus,
2016; Bharadwaj et al., 2013; Brown & Nancy, 2019;
Matt et al., 2015; Vial, 2019).

4.2. Manifestations of digital transformation
strategy

As aforementioned, literature does not sufficiently
reflect all the acceptations of the term strategy and in
this essay, we are attempting to address this issue by
presenting the variants of strategy found in digital
transformation undertakings based on a five-dimension
taxonomy of strategy proposed by Mintzberg (1987a).

Digital transformation strategy has been researched
with different methods such as systematic literature
reviews (Brown & Brown, 2019; Hanelt et al., 2021;
Vial, 2019), large-scale surveys (Blackburn et al., 2021;
Kane et al., 2019; Moore et al., 2017) and others (Matt
et al., 2015). In all these publications digital
transformation strategy is often described as an
organization’s roadmap for introducing technologies
along with the acquisition and development of digital
talent. This conception of strategy corresponds to
strategy as plan (Mintzberg, 1987a).

Sometimes, digital transformation strategy emerges
from lessons learned during small experiments
(Blackburn et al., 2021; Kane et al., 2019; Moore et al.,
2017). This strategy corresponds to strategy as pattern
(Mintzberg, 1987a).

As another instantiation of strategy, Janssen et al.
report on a government-owned digital transformation
undertaking upon which project leaders successfully
embarked technology intended users by framing the
project concept in a way that made it look more
attractive than it actually was (Janssen et al., 2015).
Concretely, these leaders wused strategic cost
underestimation as a stratagem to sell the project
(Samset, 2010; Samset & Volden, 2016) to businesses
by presenting it as a single button that was going to
deliver benefits without costs on their side. The deceit
worked but backfired later when, with the discovery of
project hidden costs, businesspeople realized the extent
to which they had been fooled and began to resist the
project. This project leaders’ strategy represents
strategy as ploy (Mintzberg, 1987a).

Still regarding the multifaceted nature of strategy,
Hung, Chen, and Wang associate hospital size with
digital maturity due to the correlation between the size
of an organization with the availability of slack
resources and digital talent. This makes it possible for
big hospitals to make additional revenue out of smaller
hospitals by acting as their solution providers in IT
(Hung et al., 2014). Such behavior reflects strategy as
position (Mintzberg, 1987a).
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Finally, Moore et al., Kane et al., and Blackburn et
al. view a strong digital culture i.e., mindsets and
behaviors conducive to digital transformation as a key
factor of digital maturity (Blackburn et al., 2021; Kane
et al., 2019; Moore et al., 2017). This aligns with
strategy as perspective (Mintzberg, 1987a).

5. Strategy for managing project front-end
in digital transformation and relevant
imagery

In this section, we first present a general strategy for
managing project front-end activities that we deem
applicable to digital transformation, then a metaphor
with a potential to generate supplemental insights into
the management of these activities.

5.1. Strategy for managing project front-end in
digital transformation

“The art of managing the fuzzy front end of an
innovation project is not the art of dictating what
everyone has to do at what time. Nor is it the art of
letting chaos reign” (Gassmann & Schweitzer, 2014). In
general, organizations aim to create value for different
parties (stakeholders/shareholders), and to this end, they
strive to balance effectiveness and efficiency in their
businesses (Johnson et al., 2020). In their essay on
strategy for managing project front-end activities, Kock
et al. also underline the importance for organizations to
balance effectiveness and efficiency in this project
phase and to this end, propose two complementary
strategies, that is, the open and closed action strategies.
(Kock et al., 2015).

The open action strategy is a strategy that promotes
innovation through activities that encourage creativity
or generation of ideas such as organizing creativity
workshops, creating opportunities for employees to
exchange with experts in their domains and providing
them with resources necessary to the realization of their
own projects (Kock et al., 2015).

Regarding the closed action strategy, it relates to a
process control and formalization of project front-end
activities i.e., the use of predetermined rules and
procedures to ensure the generation and selection of
project ideas aligned with the organization’s innovation
strategy (Kock et al., 2015).

As mentioned in our introduction, little is known
about the management of project front-end in digital
transformation despite its impact on project outcome,
and in this work, we discuss a strategy that could help
organizations in this area. Concretely, we believe
organizations could improve the outcome of their digital
transformation projects by balancing creativity and

project control with the open and closed action
strategies, respectively (Kock et al., 2015). To this end,
we indicate some tools, and techniques that can be used
in the project front-end of digital transformation as well
as the strategy with which they are associated - the open
or closed action strategy (Table 1).

5.2. Relevant imagery in strategy for managing
project front-end in digital transformation

As aforementioned, the use of imagery is known for
enhancing the understanding subjects through a vivid
description of phenomena that, in turn, generates
supplemental insights into the subjects of interest
(Cornelissen & Durand, 2014; Morgan, 1998).
Therefore, in this section, we propose a metaphor that
corresponds to the strategy for the project front-end
discussed in previous lines — the open action and closed
action strategies. The metaphor in question is
“Managing project front-end activities as walking a
pet.” This metaphor is founded on the parallels that we
have identified between managing project front-end
activities and walking a pet. By a pet, we refer to a
variety of domestic animals, mainly dogs, and center on
two ways dog owners walk their pets i.e., “Pet off-leash
strategy” and “Pet on-leash strategy”, the former
corresponding to the open action strategy, and the latter
to the closed action strategy.

Regarding the “Pet off-leash strategy” phrase, it
refers to dog owners allowing their pets to walk without
the hindrance of a leash and engage in what they
naturally enjoy, i.e., running and exploring their
environment (Stregowski, 2019) with the promotion of
sociability, physical health, and mental stimulation as a
result (RSPCA, 2019). This imagery corresponds to the
open action strategy for managing project front-end
activities in which an organization promotes innovation
by granting its employees work autonomy and
providing them with resources necessary to the
exploration and experimentation of innovative ideas
(Kock et al., 2015).

As to the “Pet on-leash strategy” phrase, it conveys
the idea of all kinds of measures taken by dog owners to
prevent risks such as injury or loss that can materialize
when pets are permitted to engage in solo exploratory
missions far from their owners (Drake Center for
Veterinary Care, 2020). People own pets for several
reasons including companionship (Wilson, 2020), so
they must ensure their safety to keep enjoying this
benefit. In the organizational context, this imagery
corresponds to the closed action strategy for managing
project front-end activities and relates to the importance
for an organization to set boundaries within which all
exploratory activities are to be conducted to ensure they
remain aligned with its innovation strategy.
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Project
front-end
structure

(stages)

Tools/techniques
for managing project front-end
in digital transformation

Strategy for managing project front-end
in digital transformation

“Pet off-leash
strategy”
(Open action
strategy)

“Pet on-leash
strategy”
(Closed action
strategy)

Concept
generation

- Benefit/cost analysis

- Brainstorming

- Brainwriting

- Business model cards

- Focus groups

- Prize competitions for ideas
- Systems analysis

- Business process modelling
- Scorecards

X

X X X X X X

Concept
assessment

- Financial reward/risk
analysis

- Project LogFrame

- Proof of concept

- SWOT analysis

- Uncertainty mapping

- Project strategy and
strategic frame requirements

- SBAR

- Scorecards

x

X X X X

Concept
definition

- Collecting user stories

- Eliciting feedback on the
presented concept

- Profitability/utility appraisal

- BIDAF

- Creating delivery stories

- Prototyping

- Scorecards

X X X X

Table 1. Project front-end of digital transformation — structure, tools/techniques, and strategy
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6. Conclusions

Regardless of the type of business, strategy impacts
organizational performance, and through this essay we
have contributed to knowledge on digital transformation
strategy. In general, strategy tends to be portrayed as just
a deliberate plan of actions made by an organization
based on the assumption of data reliability. Through this
essay, building on Mintzberg (1987a), we hope to have
contributed to knowledge on digital transformation
strategy by presenting it as a multidimensional concept
varying based on the underlying rationale i.e., factors
that drive strategy formulation. Explicitly, we have
highlighted the following five facets of strategy. First,
strategy as a choice of actions driven by a strong faith in
one’s data, a common phenomenon in structured
contexts i.e., predictable business environments where
organizations succeed through data-driven decision
making. To some extent, organizations plan their digital
transformation based on data and with reference to the
taxonomy of strategy that we have adopted in this work,
such a choice of actions corresponds to strategy as plan.
Second, some organizations believe and invest in
learning and their digital transformation is based on
lessons learned from their experience. This strategic
choice instantiates strategy as pattern. Third, some
organizations believe in and resort to all kinds of
stratagems i.e., empty threats, feints, deceit, and this has
materialized in some digital transformation projects.
Such a choice of actions corresponds to strategy as ploy.
Fourth, some big organizations capitalize on their
strengths in digital capabilities to gain profits from
smaller industry players and this strategic choice
corresponds to strategy as position. Finally, in some
entities, a strong organizational culture i.e., the
centrality of shared worldviews among organization’s
members is widely recognized and a strong digital
culture promoted to accelerate digital maturity. This
strategic choice represents strategy as perspective. To
sum up, we have portrayed digital transformation
strategy in all its manifestations, and this addresses the
concern for concept dimensionality (Podsakoff et al.,
2016).

Regarding digital transformation strategy, we have
briefly presented the evolution in its conception with
obvious implications for organizations. Precisely, at the
turn of the 21% century, considered as the beginning of
the digital era, the concept of digital business strategy
(BDS) with its view of digital technologies’ potential to
shape business scope began to be recognized. This
constituted a departure from the perspective of
information technology (IT) strategy in which these
technologies were till then considered as just
capabilities to support established business processes
(Bharadwaj et al., 2013, Berghaus, 2016, Vial, 2019).

Concerning our focal subject - the management of
project front-end in digital transformation - we have
highlighted the relevance of a dual strategy rooted in
organizational ambidexterity i.e., the idea that business
success depends on the ability of an organization to
balance exploitative and exploratory activities
(Andriopoulos, & Lewis, 2009; Birkinshaw et al.,
2016). In relation to this strategy, we have proposed
some tools and techniques and their purpose in addition
to a metaphor meant to enhance its understanding.

This paper is based on a narrative review and
presents some limitations due to the selective nature of
this literature review method. As to its relevance, it
could advance knowledge on information systems by
contributing to theory for analyzing i.e., a descriptive
theory regarding a phenomenon and theory for design
and action i.e., a theory that indicates how to do
something (Gregor, 2006).
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