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Employee and 
Team Digital 
Readiness

Khoi Nguyen, Open University and
Thijs Broekhuizen, University of Groningen

While human capital is crucial to digital transformation, little is known about 

employee digital readiness, and how this may foster digital transformation.  

This chapter conceptualizes employee digital readiness and postulates its drivers  

and consequences.

Based on a literature review, we highlight two distinct patterns that promote  

psychological and behavioral outcomes of digital readiness. The psychological pattern 

suggest that firms can reduce technological anxiety by providing organizational support 

that enhance employee’s capability. The behavioral pattern shows that in order to 

improve effective use, firms should enhance collegial support and enhance the appro-

priateness of digital tools, which will increase the usefulness of digital transformation. 

Finally, we introduce a team perspective and conceptualize how employee digital readiness 

affects outcomes by relating the focal member’s digital readiness to the team’s digital 

readiness. We hypothesize possible psychological and behavioral outcomes based on 

whether the focal employee and team have high or low readiness, and suggest remedies 

in case of (mis)fit situations.

Khoi Nguyen is an Assistant Professor of Information Systems at the 
Open Universiteit. He was formerly a Ph.D. candidate at the University  
of Groningen and affiliated with the Groningen Digital Business Center 
(GDBC). His research draws on multiple perspectives to understand the 
micro and macro drivers and implications of digital transformation.  
His research has appeared in major information systems conferences.

Thijs Broekhuizen is an Associate Professor of Innovation Management  
at the University of Groningen and Scientific Director of the University of  
Groningen Business School (UGBS). He conducts research in marketing  
and innovation with a focus on digital technologies, concerning topics  
such as digital transformation, digital innovation, digital business models.  
His work has been published in leading journals such as Journal of  
Marketing Research, Journal of the Academy of Marketing Science,  
Research Policy and Journal of Product Innovation Management.

How to Get Employees and 
Teams Ready for Digital  
Transformation?

#3

Scan the QR  

for the animation  

of this chapter

Groningen Digital Business Centre (GDBC) - Pubished January 2022



51Part A - 3. Employee and Team Digital Readiness

The Idea in brief

The Issue The Response The Bottom Line

Digital transformation  

is not about technology,  

but about people, and,  

in particular, based on  

their ability to use digital 

technologies.

Employee digital readiness 

is crucial to successful  

digital transformation.  

Yet, little is known about 

employee digital readiness.

Using the employee-team 

-fit literature, we develop  

a psychological and  

behavioral input-output 

framework of employee  

and team digital readiness.

The framework identifies  

the drivers and consequences 

of employee digital readiness.

Managers can devise  

appropriate response  

strategies to foster employee 

and team digital readiness 

and shape the success of  

digital transformation.

Introduction
�“Digital transformation is not about technology; it is about people”
Tabrizi, Lam, Girard, & Irvin (2019)

“Digital transformation is about talent, not technology”
Frankiewicz & Chamorro-Premuzic (2020)

“�Digital transformation is not only about technology but requires a  
focus on employee factors, alongside shifts in organizational strategy, 
structures, and processes”

Trenerry, Chng, Wang, Suhaila, Lim, Lu, & Oh (2021)

The statements above emphasize that Digital Transformation (DT) goes beyond technology. 

Technology provides possibilities for efficiency gains and greater customer value.  

Particularly, digital innovations enable the transformation of customer experiences, 

operational processes, and, ultimately, a company’s business model (Westerman et al. 

2015). Yet, the enabling part is made possible by employees. When they “lack the right 

mindset to change and [when] the current organizational practices are flawed, DT will 

simply magnify those flaws” (Tabrizi et al. 2019).

Rather than relying on external expertise provided by expensive consultants, who tend to 

apply one- size-fits-all solutions in the name of “best practices”, Tabrizi and colleagues 

suggest capitalizing on the organization’s human capital. Current employees have intimate 

knowledge about the primary processes in their daily operations, and their knowledge can 

be leveraged to foster creative solutions. To a large extent, employees’ ability to generate 

creative ideas (by combining business knowledge with technology) and engage in digital 

transformation initiatives depends on their digital readiness. In other words, employees’ 

beliefs about technological change are likely to influence their engagement in, or withdrawal 

from, their company’s digital transformation initiatives, and, which, in turn, determine 

behavioral outcomes (Solberg et al. 2020).

Relatively little is known about employees’ digital readiness (Gfrerer et al. 2021), its  

drivers, and consequences. To better understand the concept, we introduce a framework 

that introduces the drivers of digital readiness, the components of digital readiness, and 

the positive and negative consequences that result from a higher level of digital readiness. 

We hypothesize two distinct patterns in how to promote two psychological and behavioral 

outcomes of digital readiness. We delineate how managers can apply and, for instance, 

reduce technological anxiety and enhance employee’s capability via the provision of 

organizational support. Furthermore, we show that managers should pay attention to the 

digital readiness of the employee’s digital readiness relative to his/her team members to 

account for matching and unmatching (i.e. different) levels between employees and their 

teams’ digital readiness.
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Employee digital readiness
We define employee digital readiness as the employee’s willingness and ability to engage 

in digital transformation. Digital transformation refers to the development of new business 

models that make use of digital technologies (Verhoef et al. 2021; Wessel et al. 2020). 

Digital transformation initiatives require a major change effort, as employees need to 

familiarize with and deploy (complex) digital technologies to reconfigure the business logic 

of a firm. Hence, digital transformation will have a persistent effect on how employees 

perform their daily tasks. Research shows that employees resist change because they 

experience fear and discomfort when they have to adapt to new practices (Oreg 2006; 

Oreg and Sverdlik 2011; Rafferty and Jimmieson 2017). Information system research 

augments this by arguing that employees resist technologies because of the perceived 

incapability and threat to lose control of their work (Bhattacherjee and Hikmet 2007). 

Hence, fostering this digital readiness, in which individuals are willing to and capable  

of using such technologies, is key to successful digital transformation.

We consider the concept of employee digital readiness has an attitudinal and behavioral 

component. The degree to which employees are ready depends on employees perceived 

use benefits (attitude) and actual use (behavior). First, employees who are convinced of 

the benefits of digital technologies to their daily work, are more prone to engage in digital 

transformation through their greater appreciation of the benefits; a term we call digital 

valence. Commonly identified benefits of using technologies are increased productivity 

via efficient data access and management, optimization of tedious tasks, enhanced 

knowledge sharing, and collaboration as well as better understanding of customers’ needs. 

Second, employees who possess knowledge and skills to use technologies to support 

their work are more digitally ready through their greater efficacy of using technologies. 

We coin this term digital efficacy. Thus, we argue that digital valence and digital efficacy 

constitute employee digital readiness.

In our framework (see Figure 1), we consider that individual input (employee’s socio-

demographic traits and personality) and organizational input (organizational strategy, 

structure and (team) processes) variables to influence digital readiness. Furthermore, we 

argue that improvements in digital readiness lead to different psychological (job fulfilment, 

commitment, technostress, and alienation) and behavioral outcomes (productivity 

enhancements, organizational citizenship behaviors, absenteeism).

Table 1. Definitions, consequences and outcomes of digital readiness

Concept Definition

Employee digital  

readiness

An employee’s willingness and ability to engage in digital 

transformatio.n

- Digital valence An employee’s belief that digital technology use has intrinsic 

and extrinsic benefits.

- Digital valence An employee’s ability to use digital technologies to produce 

desired or intended results.

Drivers of employee digital readiness

- Individual input Individual drivers or triggers of digital readiness such as  

sociodemographics (gender, age, education) and personality.

- Organizational input Organizational drivers or triggers of digital readiness such as 

organizational strategy, structures, and (team) processes.

Consequences of employee digital readiness

- Psychological output Psychological outcomes of digital readiness such as job  

fulfilment commitment, technostress and alienation.

- Behavioral output Behavioral outcomes of digital readiness, such as effective use  

of technologies, work performance and productivity enhance-

ments, compliance and organizational citizenship behaviors,  

as well as counterproductive behaviors like cyber-deviance, 

online bullying and absenteeism.

 

Individual input Employee digital
readiness

Individual output

Team input Team digital
readiness

Team output

Figure 1: Employee and team digital readiness map
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Drivers of employee digital readiness
Individual input to digital readiness
We conceptualize employee digital readiness to be composed of an attitudinal (digital 

valence) and a behavioral component (digital efficacy). Differences in individual input 

and/or organizational input variables serve as input to the employee’s digital readiness. 

We will first focus on reviewing the individual inputs. Concerning digital valence and 

digital efficacy, age has been found to predict employees’ perception about technology 

interruptions (Caldwell et al. 2004; Tams et al. 2018). Seniors tend to score lower on digital 

readiness as they are more sensitive to the interruption of technologies and have fewer 

mental resources and computer experience compared to younger people (Tams et al. 2018).

Personality traits may determine employees’ mental state related to digital readiness. 

For instance, research examining the big five personality traits shows that neuroticism 

(i.e., the tendency to experience negative affect such as anger, anxiety and emotional 

instability) enhances stressful encounters with new technologies and lowers digital valence, 

while conscientiousness (i.e., the tendency to carry out one’s work well and thoroughly) 

and openness (i.e., the tendency to be eager to learn and experience new things) do other-

wise (Caldwell and Liu 2011; Devaraj et al. 2008; Maier et al. 2019; Srivastava et al. 2015). 

Extraversion (i.e., the tendency to get energized in the company of others), and agree

ableness, (i.e., the tendency to easily show trust, altruism, kindness and affection), may 

lead to higher perceptions of digital usefulness, especially when other colleagues or direct 

supervisors have the same perception about digital technologies (Devaraj et al. 2008).

Other technologically specific personality dispositions such as personal innovativeness 

with IT (i.e., willingness of an individual to try out any new information technology), and 

information technology mindfulness (e.g., the tendency where the user focuses on the 

present, pays attention to detail, exhibits a willingness to consider other uses, and expresses 

genuine interest in investigating IT features and failure) are conducive to employee’s level 

of digital readiness (Maier et al. 2019; Walczuch et al. 2007). Other personality traits like 

resistance to change inhibits digital readiness (Laumer et al. 2016).

Organizational input to digital readiness
Organizational input factors may foster digital readiness through the creation of a  

sense of legitimacy, such that the digital transformation is based on legitimate reasons 

(Armenakis et al. 1993; Holt et al. 2010). Employees are more willing to change if they 

understand and accept the purpose of change. When organizations introduce change, 

employees will attribute the causes of such change initiatives. This attribution will 

determine how they will react. Employees interpret change as internally intended or 

externally driven (Caldwell 2013; Rafferty and Sanders 2018). Results show that employ-

ees perceive change as more legitimate when it is thought of as caused by the external 

environment. For instance, when retail companies rapidly changed their business models 

to online in response to the Covid-19 pandemic, employees reacted positively because 

these companies considered their safety, making them more open to such change1.  

Conversely, when organizational change is attributed as internal motives such as cost-

cutting or to develop a new strategic goal, employees perceive the change as less legitimate, 

and are then more resistant to change. Some companies even experienced contempt when 

attempting to legitimize a massive lay-off to improve firm performance2. Applied to the 

digital transformation context, when firms communicate the process of digital transfor-

mation to be externally driven rather than for the organization’s best interest, it will 

more likely convince employees, and contribute to their digital readiness.

Organizational input may also foster employee digital readiness through increasing 

appropriateness – by addressing that digital transformation is an appropriate response  

to the organization’s issues and context (Armenakis et al. 1993; Holt et al. 2010).  

Rumors may escalate and undermine appropriateness by overstating the negative aspects 

of change within the organization (Bordia et al. 2004). For example, employees may infer 

based on unofficial information sources that digital transformation initiatives will make 

their work progressively less relevant, and ultimately render their jobs superfluous.  

In other cases, employees can assume that technologies will complicate their work by 

devaluing their current knowledge and experience, such that they are forced to practice 

and acquire new skills. Targeted communication can effectively tackle this issue by,  

for instance, highlighting the positive aspects of digital transformation to their work  

(i.e., greater productivity or more control), or the necessity to change in order to remain 

competitive in the market. Increased efficiency and accuracy are obvious benefits of  

technologies to their work. Furthermore, technologies may also increase flexibility by 

allowing employees to work remotely, and actively steer their work-life balance.  

Managers should also ensure that the organization will support its employees beyond 

providing knowledge. As an example, reducing performance goals or assigning flexible 

goals during time of change may alleviate the stress of maintaining work performance 

and set the stage for employees to embrace digital transformation (Polites and Karahanna 

1	 https://home.kpmg/xx/en/home/insights/2020/03/realities-of-retailing-in-covid-19-world.html

2	 https://fortune.com/2012/02/13/pepsis-ceo-faces-her-biggest-challenge/
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2013; Stoddard and Jarvenpaa 1995). Flexible goals evaluate employees in terms of  

the processes (e.g., how employees improve their technological skills and apply new 

technologies to their work) rather than the result (e.g., how employees primarily perform 

at work). Consequently, employees will have sufficient time to learn and experience new 

technologies, which eventually contribute to an increase in their efficacy (through learn-

ing) and valence (through exposure to digital technologies).

Finally, organizational inputs can increase employee digital readiness by providing  

sufficient organizational support. This support can address the lack of readiness through 

nurturing the perceived usefulness of technologies (digital valence) or through helping 

employees build and improve new skills (digital efficacy). For instance, training is a  

common HR practice to increase employee support for digital transformation (Eby et al. 

2000). Research shows that training programs can be more effective when they consider 

real-world context and relate closely to employees’ daily tasks (Polites and Karahanna 

2013). Besides providing key knowledge and increase efficacy, this type of training also 

increases employees’ awareness of the possibilities offered by new digital technologies, 

which may encourage them to apply technologies to daily works to increase efficiency.

Consequences of employee digital readiness
Compared with the drivers of employee digital readiness, much less is known on its 

consequences: the output of digital readiness. Scholars assume that readiness leads to 

positive psychological consequences. For instance, Rafferty and Minbashian (2018) show 

that employees are not only more compliant to, but also more supportive of (technological) 

changes. Conversely, unready employees tend to experience more stress as they have to 

spend much more personal resources to adapt to new changes as well as perceiving  

insecurity and may result in a lack of psychological safety. Digitally ready employees 

tend to support the process of digital transformation and function effectively with new 

technologies. These employees often perceive technologies as more useful and easier to 

use and to apply to their work (Kwahk and Lee 2008). Thanks to their supportive attitude, 

employees will be less prone to technostress – stressful conditions created by using new 

technologies (Ragu-Nathan et al. 2008). Technostress, like any other type of work stress, 

is positively associated with burnout, psychological strains, turnover, to name a few 

(Tarafdar et al. 2019). Moreover, digital ready employees tend to demonstrate positive 

behavioral responses, ranging from effective use of digital technologies, increased  

performance to peer support, and other extra-role (organizational citizenship) behaviors. 

When employees are able to improve their digital output via greater digital readiness, 

this may provide positive attitudinal and behavioral outcomes that feedback as input  

to an employee’s future readiness (see redirected arrow in Figure 1). Because of the  

considerable benefits of fostering employees’ digital readiness, managers should pay 

attention to improving digital readiness to ensure the success and avoid negative side 

effects of digital transformation. Particular suggestions are discussed below.

1.	 Team perspective to digital readiness

While ensuring high employee digital readiness is one of the key issues for firms engag-

ing in digital transformation, it is of equal importance to notice the interpersonal aspect 

of digital readiness. To put it differently, the digital readiness of employees corresponds 

to and is influenced by the digital readiness of their team and/or their supervisor.  

From research, we know that a misfit in digital readiness – a situation whereby a particular 

employee and his or her team or supervisor having diverse levels of digital readiness 

 – can be as detrimental to team productivity, but also harm the employee’s performance 

and wellbeing. 

The person-environmental fit theory introduces an interpersonal perspective to digital 

readiness and suggests that people attempt to fit with the environment because they  

prefer consistency and control over their life as well as identification and sense of  

belonging (Kristof-Brown et al. 2005). Interpersonal digital readiness refers to the  
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compatibility of the digital readiness of a particular employee relative to one’s team 

members. Existing approach assesses team digital readiness by taking a composite  

(the average) of employee digital readiness to represent the digital readiness stock of  

all its members.

Putting together employee and team digital readiness, we show four possible conditions 

of the digital readiness fit/misfit: Fit conditions in which the digital readiness levels of 

an employee and team/supervisor are similar and highly overlapping (Quadrant A and 

D), and misfit conditions in which there is a significant difference between the employee 

and the team/supervisor concerning digital readiness (Quadrant B and C). Each quadrant 

has potential benefits and/or problems necessitating different strategies for increasing 

employees’ digital readiness. We will explain them below.

Table 1: Possible conditions of employee and team digital readiness

Team digital readiness

High Low

Employee

digital

readiness

High (A) Ready for digital!

High fit, high readiness

Positive psychological output 

Positive behavioral output

(B) Digital Alone!

Surplus relative to team

Negative psychological output 

Negative behavioral output

Low (C) Digital? Count me out!

Deficiency relative to team

Negative psychological output

Positive and negative behavioral

output

(D) Digital? Not with us!

High fit, low readiness

Positive psychological output

Negative behavioral output

Ready for digital! (Quadrant A)

Quadrant A is characterized by high employee and team digital readiness, which is the 

most positive condition in table 1. High team and supervisor digital readiness means 

that the focal employee and team members are capable and effectively use technologies. 

The team climate will be supportive of adopting, experimenting, implementing and 

using new technologies to effectively and efficiently solve daily work. Thanks to a positive 

attitude of the supervisor, financial support can also be sufficiently provided to overcome 

innovation barriers and quickly react to the internalization of new technologies (Gfrerer 

et al. 2021). Working in such a digitally savvy team, digitally ready employees can put 

their digital skills to best use. In addition, there will be mutual understanding, better 

exchange with peers and supervisors (Marstand et al. 2017; Matta et al. 2015; Shin et al. 

2017) as well as higher identification and team commitment. Stressful conditions due 

to misfit are less likely to occur for focal employees. The psychological output of lower 

stress and behavioral output of effective use will jointly lead to improved team and  

individual performance.

Digital Alone! (Quadrant B)

Quadrant B is a situation where the focal employee has a high digital readiness but that 

of one’s team is low. We term this condition digital readiness surplus. A downside to low 

team digital readiness, as described above, is the lack of a digitally supportive climate 

and support from the supervisors and peers. While adding a digitally ready employee to a 

low team digital readiness makes intuitive sense to foster team digital readiness, such 

digital savvy employees may themselves experience problems and conflicts because of 

the dissimilarity with his or her boss and peers. Such discrepancies will reduce the identi

fication with and the commitment to the team, as the person-environment fit theory 

shows. Furthermore, stress is a potential problem for these employees. They might have 

to handle digital work in place of their peers and be frequently asked for advice, creating 

work overload.

Another theoretical viewpoint of attraction-selection-attrition – namely the process 

whereby similar employees are chosen to a workplace – predicts that turnover is inevitable 

for these digitally ready employees (Wu and Chi 2020). Furthermore, through disappoint-

ment in the employment situation, these employees might engage in counterproductive 

behaviors – actions intended to have detrimental effects on the organization and its 

members (Liu et al. 2015). Counterproductive behaviors may include workplace aggression 

as the employee perceived him or herself better than their peers or the boss. Teams that 

lack digital readiness might find it hard to detect fraudulent behaviors done by digitally 

ready employees. Although these examples are extreme, digital readiness surplus is shown 

in research to be harmful to employee psychological well-being. Employee’s effective use of 

technology is also hindered by the team climate because of distraction and work overload.

Digital? Count me out! (Quadrant C)

Similar to the other misfit condition (Quadrant B), digital readiness deficiency prevents 

employees to identify with and be committed to the team. A high level of stress is likely to 

result, as focal employees have to deal with tech technologies supported and internalized 

by their supervisors and peers. Focal employees, who are disadvantaged relative to their 

team members in terms of digital readiness, are more likely to experience insecurity as 

they fear that they are not highly valued and can be replaced any time with the team.  
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Further, the complexity and uncertainty that result from new technologies cause a major 

hindrance at work (Tarafdar et al. 2019).

While ample opportunities exist for the digitally unready employees to improve and thrive 

through taking advantage of their digitally ready environment and through continued 

exposure and peer learning, the employee must be motivated and supported to tackle  

the psychological stress. Attraction-selection- attrition theory suggests that negative 

consequences occur including burnout, fatigue, absenteeism that may foster employee 

churn and increase team employee turnover.

Digital? Not with us! (Quadrant D)

Quadrant D describes a condition whereby employee and team digital readiness is low. 

While low team digital readiness nurtures a culture that does not support the use of 

technologies, employees in this condition will experience low stress as they are fit within 

their team (Edwards and Rothbard 1999; Yang et al. 2008). The high fit between team 

members suggests that team identification and team commitment will be high (Greguras 

and Diefendorff 2009; Li et al. 2019). On the other hand, because the employee and the 

team lack the perception of technological usefulness and the skills to use those techno

logies, effective use of technologies will not be (easily) realized. Such an apathetic team 

climate will not be beneficial for the firm’s attempts to digital transformation.

Fostering digital readiness at the 
employee and team level
To foster digital readiness at the employee and team level, we will provide some managerial 

implications.

i.	� Appoint champions: Relying on the individual input of digital readiness, managers 

will be able to select the most suitable employees as change agents and leading  

examples to promote digital transformation. Digitally ready employees may promote 

and instigate change – especially when they have positive characteristics such as 

extraversion, innovativeness, and optimism. Choosing the right change agent will foster 

the other’s employee and team digital readiness to achieve the high fit conditions.

ii.	� Communication is king: Communication the purpose of digital transformation to 

employees reduces the negative attribution process and increases the perceived legiti-

macy and appropriateness of digital transformation, which in turn foster employee 

digital readiness. Research shows that when employees attribute the cause of change 

as external or as beneficial to themselves (Rafferty and Sanders 2018), they perceive 

the change as more legitimate and appropriate. Thus, internal communication should 

be carefully drafted and implemented. For instance, managers should demonstrate 

the direct benefits of using new technologies to employees’ daily tasks, such that they 

will be convinced that their effort to change is worthwhile and pays off in the near future.

	� Our suggestion does not imply that managers should be overly optimistic and  

consistently communicate the benefits of digital transformation to employees.  

In practice, digital technologies are also implemented to remain competitive without 

producing any direct employee benefits; for instance, by cutting costs via laying off 

employees or by pursuing new strategic initiatives. Employees may sense when  

managers are dishonest, which should be avoided to leadership and communication 

(Cartwright and Holmes 2006).

iii.	�Organize change with sufficient organizational support: Managers can adjust 

performance goals to facilitate technology adoption and continued use. A strong process-

oriented focus will help employees to familiarize themselves with new technological 

applications. Result-oriented indicators should be relaxed such that employees can 

have the time available to master the technologies. Further, digital training is another 

important issue. Managers should ensure that the digital training program is not “too 

theoretical” and covers practical aspects of the new technologies. In other words, after 

the training, employees must understand the benefits of technologies to their work 

and be able to use technologies in their daily work. Finally, promoting peer support by 

allowing more digitally ready employees to encourage and guide others is an effective 

strategy to improve the team’s digital readiness and create a high fit condition.

iv.	� Support digital experts in low readiness teams: Digitally ready employees should 

be identified and supported such that they are able to put their skills to good use. 

Managers should secure sufficient time, for instance by removing some of their daily 

routine tasks, such that they can spend time to educate, motivate and guide their 

peers, especially regarding the use of digital technologies. If the employee considers 

oneself to be overqualified for the team, this attitude might not be healthy for the 

work environment. They should communicate clearly and act empathically so that 

they appear friendly and supportive to others. Personality plays a role here. If the 

employee’s personality does not fit to be a guide and a “digital evangelist”, moving his 

or her to another digitally ready team might be the best possible solution. Another 

way to improve the influence of digital experts is to expand their internal networks 

and focus on letting them taking a central role; the more central these experts become, 

the more impact this will have on the diffusion of knowledge and the attitudes and 

behaviors of peers.
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v.	� Help digital novices to catch up in high digital readiness teams: Managers 

should pay close attention to and support employees with a deficiency relative to their 

team members. Such employees feel that they are falling behind, and may experience 

incompetence and disdain from their direct colleagues. To reconnect digital novices to 

high-digital ready teams, managers should take corrective action when such negative 

signals appear to avoid negative attitudinal and behavioral spirals. To prevent such 

negative spirals, managers should develop an inclusive environment to motivate and 

engage them. Team leaders could use different tactics such as training provision, 

peer support, and peer mentoring to improve the digital readiness of novices.

vi.	� Resolve the high fit, low digital readiness condition: Managers face a challenging 

situation when all members have low levels of digital readiness, and increase the 

input and output variables of it. A strategy to deal with the low fit condition is to 

introduce tech-savvy team leaders (either newly hired or from other organizational 

teams), whose power and influence can later be used to promote the team’s digital 

readiness. After fostering the digital climate, firms should recruit digitally ready 

employees to pioneer and provide support digital transformation. It is important that 

organizational support is geared towards stimulating the entire team’s level of digital 

readiness. Training programs for such teams are recommended as they may collectively 

lift the technological abilities and create shared positive attitudes towards the use of 

digital technologies.

Conclusion
Companies can foster digital transformation through leveraging the human capital.  

In this chapter, we stress the importance of employees’ digital readiness, the employee’s 

willingness and ability to engage in digital transformation. While companies need to  

navigate in the age of abundant technology, the employees’ willingness and ability to use 

these technologies will determine the organization’s ultimate successful transformation. 

This chapter shows that while implementing technologies might come from a good 

intention, failure to manage the technological changes cause adverse effects to employees. 

Instead, managers should consider the digital readiness of individual employees operating 

in teams, and how to maximize the returns on its human capital.

We summarized the existing findings of the literature and conclude that much more 

research is needed to investigate the input (drivers) and output (consequences) variables 

of employee digital readiness. Finally, we introduce a team perspective to consider that 

individual employees do not operate in a vacuum but can learn from and educate their peers. 

This multilevel perspective increases our understanding of how employee’s individual 

and team digital readiness determine organizational outcomes. While fostering employee 

and team digital readiness simultaneously is beneficial, we notice that this might not  

be feasible. We therefore offer solutions on how to deal with the sub-optimal conditions. 

We hope that our framework and perspective help managers effectively improve 

employee and team digital readiness.



65Part A - 3. Employee and Team Digital Readiness

References
•	� Armenakis, A. A., Harris, S. G., and Mossholder, K. W. 1993. Creating Readiness for 

Organizational Change. Human Relations, 46(6): 681–703.

•	� Bhattacherjee, A., and Hikmet, N. 2007. Physicians’ Resistance toward Healthcare 

Information Technology: A Theoretical Model and Empirical Test. European Journal 

of Information Systems, 16(6): 725–737.

•	� Bordia, P., Hunt, E., Paulsen, N., Tourish, D., and DiFonzo, N. 2004. Uncertainty  

during Organizational Change: Is It All about Control?. European Journal of Work 

and Organizational Psychology, 13(3): 345–365.

•	� Caldwell, S. D. 2013. Are Change Readiness Strategies Overrated? A Commentary on 

Boundary Conditions, Journal of Change Management, 13(1): 19–35.

•	� Caldwell, S. D., Herold, D. M., and Fedor, D. B. 2004. Toward an Understanding of the 

Relationships among Organizational Change, Individual Differences, and Changes in 

Person-Environment Fit: A Cross- Level Study, Journal of Applied Psychology, 868–882.

•	� Caldwell, S. D., and Liu, Y. 2011. Further Investigating the Influence of Personality in 

Employee Response to Organisational Change: The Moderating Role of Change-Related 

Factors. Human Resource Management Journal, 21(1): 74–89.

•	� Cartwright, S., and Holmes, N. 2006. The Meaning of Work: The Challenge of Regaining 

Employee Engagement and Reducing Cynicism. Human Resource Management 

Review, 16(2): 199–208.

•	� Devaraj, U. S., Easley, R. F., and Michael Crant, J. 2008. How Does Personality Matter? 

Relating the Five- Factor Model to Technology Acceptance and Use. Information 

Systems Research, 19(1): 93–105.

•	� Eby, L. T., Adams, D. M., Russell, J. E. A., and Gaby, S. H. 2000. Perceptions of  

Organizational Readiness for Change: Factors Related to Employees’ Reactions to  

the Implementation of Team-Based Selling. Human Relations, 53(3): 419–442.

•	� Edwards, J. R., and Rothbard, N. P. 1999. Work and Family Stress and Well-Being:  

An Examination of Person-Environment Fit in the Work and Family Domains. 

Organizational Behavior and Human Decision Processes, 77(2): 85–129.

•	� Frankiewicz, B., and Chamorro-Premuzic, T. 2020. Digital Transformation Is About 

Talent, Not Technology. Harvard Business Review.

•	� Gfrerer, A., Hutter, K., Füller, J., and Ströhle, T. 2021. Ready or Not: Managers’ and 

Employees’ Different Perceptions of Digital Readiness. California Management 

Review, 63(2): 23–48.

•	� Greguras, G. J., and Diefendorff, J. M. 2009. Different Fits Satisfy Different Needs: 

Linking Person- Environment Fit to Employee Commitment and Performance Using 

Self-Determination Theory. Journal of Applied Psychology, 94(2): 465–477.

•	� Holt, D. T., Helfrich, C. D., Hall, C. G., and Weiner, B. J. 2010. Are You Ready?  

How Health Professionals Can Comprehensively Conceptualize Readiness for 

Change. Journal of General Internal Medicine, 25(1):50–55.

•	� Kristof-Brown, A., Zimmerman, R., and Johnson, E. 2005. Consequences of Individuals’ 

Fit at Work: A Meta-Analysis of Person-Job, Person-Organization, Person-Group, and 

Person-Supervisor FIT. Personnel Psychology, 281–342.

•	� Kwahk, K. Y., and Lee, J. N. 2008. The Role of Readiness for Change in ERP Implemen-

tation: Theoretical Bases and Empirical Validation. Information and Management, 

45(7): 474–481.

•	� Laumer, S., Maier, C., Eckhardt, A., and Weitzel, T. 2016. User Personality and Resistance 

to Mandatory Information Systems in Organizations: A Theoretical Model and Empirical 

Test of Dispositional Resistance to Change. Journal of Information Technology, 

31(1): 67–82.

•	� Li, C. S., Kristof-Brown, A. L., and Nielsen, J. D. 2019. Fitting in a Group: Theoretical 

Development and Validation of the Multidimensional Perceived Person–Group Fit 

Scale. Personnel Psychology, 72(1): 139–171.

•	� Liu, S., Luksyte, A., Zhou, L., Shi, J., and Wang, M. 2015. Overqualification and  

Counterproductive Work Behaviors: Examining a Moderated Mediation Model.  

Journal of Organizational Behavior, 36(2): 250–271.

•	� Maier, C., Laumer, S., Wirth, J., and Weitzel, T. 2019. Technostress and the  

Hierarchical Levels of Personality: A Two-Wave Study with Multiple Data Samples. 

European Journal of Information Systems, 28(5): 496–522.

•	� Marstand, A. F., Martin, R., and Epitropaki, O. 2017. Complementary Person- 

Supervisor Fit: An Investigation of Supplies-Values (S-V) Fit, Leader-Member 

Exchange (LMX) and Work Outcomes. Leadership Quarterly, 28(3), 418–437.

•	� Matta, F. K., Scott, B. A., Koopman, J., and Conlon, D. E. 2015. Does Seeing ‘Eye to Eye’ 

Affect Work Engagement and Organizational Citizenship Behavior? A Role Theory 

Perspective on Lmx Agreement. Academy of Management Journal, 58(6): 1686–1708.

•	� Oreg, S. 2006. Personality, Context, and Resistance to Organizational Change.  

European Journal of Work and Organizational Psychology, 15(1): 73–101.

•	� Oreg, S., and Sverdlik, N. 2011. Ambivalence Toward Imposed Change: The Conflict 

Between Dispositional Resistance to Change and the Orientation Toward the Change 

Agent. Journal of Applied Psychology, 96(2): 337–349.

•	� Polites, G. L., and Karahanna, E. 2013. The Embeddedness of Information  

Systems Habits in Organizational and Individual Level Routines: Development  



67Part A - 3. Employee and Team Digital Readiness

and Disruption. MIS Quarterly, 221–246.

•	� Rafferty, A. E., and Jimmieson, N. L. 2017. Subjective Perceptions of Organizational 

Change and Employee Resistance to Change: Direct and Mediated Relationships  

with Employee Well-Being. British Journal of Management, 28(2): 248–264.

•	� Rafferty, A. E., and Minbashian, A. 2018. Cognitive Beliefs and Positive Emotions 

about Change: Relationships with Employee Change Readiness and Change- 

Supportive Behaviors. Human Relations.

•	� Rafferty, A., and Sanders, K. 2018. The Effects of Change Attributions on Change  

Outcomes: An Experimental Examination. Academy of Management Proceedings.

•	� Ragu-Nathan, T. S., Tarafdar, M., Ragu-Nathan, B. S., and Tu, Q. 2008. The Consequences 

of Technostress for End Users in Organizations: Conceptual Development and  

Validation. Information Systems Research, 19(4): 417–433.

•	� Shin, Y., Kim, M. S., Choi, J. N., Kim, M., and Oh, W. K. 2017. Does Leader-Follower 

Regulatory Fit Matter? The Role of Regulatory Fit in Followers’ Organizational  

Citizenship Behavior. Journal of Management, 43(4): 1211–1233.

•	� Solberg, E., Traavik, L. E. M., and Wong, S. I. 2020. Digital Mindsets: Recognizing and 

Leveraging Individual Beliefs for Digital Transformation. California Management 

Review, 62(4): 105–124.

•	� Srivastava, S. C., Chandra, S., and Shirish, A. 2015. Technostress Creators and Job 

Outcomes: Theorising the Moderating Influence of Personality Traits. Information 

Systems Journal, 25(4): 355–401.

•	� Stoddard, D. B., and Jarvenpaa, S. L. 1995. Business Process Redesign: Tactics for 

Managing Radical Change. Journal of Management Information Systems, 12(1): 

81–107.

•	� Tabrizi, B., Lam, E., Girard, K., and Irvin, V. 2019. Digital Transformation Is Not 

About Technology. Harvard Business Review.

•	� Tams, S., Thatcher, J. B., and Grover, V. 2018. Concentration, Competence, Confidence, 

and Capture: An Experimental Study of Age, Interruption-Based Technostress, and 

Task Performance. Journal of the Association for Information Systems, 19(9): 

857–908.

•	� Tarafdar, M., Cooper, C. L., and Stich, J. F. 2019. The Technostress Trifecta - Techno 

Eustress, Techno Distress and Design: Theoretical Directions and an Agenda for 

Research. Information Systems Journal, 29(1): 6–42.

•	� Trenerry, B., Chng, S., Wang, Y., Suhaila, Z. S., Lim, S. S., Lu, H. Y., and Oh, P. H. 2021. 

Preparing Workplaces for Digital Transformation: An Integrative Review and Frame-

work of Multi-Level Factors. Frontiers in Psychology.

•	� Verhoef, P. C., Broekhuizen, T., Bart, Y., Bhattacharya, A., Qi Dong, J., Fabian, N., and 

Haenlein, M. 2021. Digital Transformation: A Multidisciplinary Reflection and 

Research Agenda. Journal of Business Research, 122: 889–901.

•	� Walczuch, R., Lemmink, J., and Streukens, S. 2007. The Effect of Service Employees’ 

Technology Readiness on Technology Acceptance. Information and Management, 

44(2): 206–215.

•	� Wessel, L., Baiyere, A., Ologeanu-Taddei, R., Cha, J., and Jensen, T. B. 2020. Unpacking 

the Difference between Digital Transformation and IT-Enabled Organizational 

Transformation. Journal of the Association for Information Systems, In Press.

•	� Westerman, G., Bonnet, D., and McAfee, A. 2015. Leading Digital: Turning Technology 

into Business Transformation. Harvard Business Review.

•	� Wu, I.-H. H., and Chi, N. W. 2020. The Journey to Leave: Understanding the Roles  

of Perceived Ease of Movement, Proactive Personality, and Person–Organization  

Fit in Overqualified Employees’ Job Searching Process. Journal of Organizational 

Behavior, 41(9): 851–870.

•	� Yang, L. Q., Che, H., and Spector, P. E. 2008. Job Stress and Well-Being:  

An Examination from the View of Person-Environment Fit. Journal of  

Occupational and Organizational Psychology, 81(3): 567–587.


