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Introduction

It seems the frequency, magnitude, and variety of global disruptions are increasing every month,
heightening risk while exposing new opportunities for organisations. Simultaneously, there currently
exists a void in Organisational Transformation Dexterity (OTD) where contemporary models and
academic studies offer incomplete and often unactionable approaches. This confluence creates
opportunities for those organisations that can generate effective and efficient OTD by
recharacterising the boundaries, purpose, and methods of OTD.

In this article, we'll outline what OTD really means, clarify common misconceptions, highlight gaps in
where current thinking falls short, and share how forward-looking companies are already turning these
gaps into an advantage. Understanding what is lacking in the current approaches and models of OTD
will enable an innovative organisation to reduce negative impact from global disruptions and produce
positive outcomes. The efficacy of OTD may determine the difference between survival and success.

Definition of Organisational Transformation Dexterity

Despite its misleading ease of recognition, OTD is a variable concept, encapsulating general
organisational dexterity, the overall concept of aqility, and several dilutions and variations thereof. In
analogous terms, it is a dragon: universally imagined but uniquely defined by each individual. This
ambiquity creates the first operational challenge of OTD, determining what it actually is.

This article defines OTD as an enterprise-wide capability to anticipate, prepare for, and execute rapid,
disruption-limited change across all operational levels. This definition provides a more specific
characterisation than the well-regarded work Leaping Forward - Paths To Organisational Dexterity, by
adding dimensions of preparation, speed, and the criteria of constraining disruption.

From this clarity, a framework emerges, defining dimensions of scope, efficacy, participants, and
focus that form the basis of a path from current state to future state.


https://www3.weforum.org/docs/WEF_Global_Risks_Report_2023.pdf
https://www.capgemini.com/wp-content/uploads/2020/01/EN_Capgemini-Invent_Change-Management-Study-2019.pdf
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Misconceptions of OTD

Despite its increasing visibility, OTD remains poorly understood in practice. Many organisations
assume they are pursuing OTD, yet their underlying beliefs and approaches contain blind spots that
quietly limit any true benefit. To unlock the real value, we must scrutinise what OTD actually entails and
transparently recognise where accepted wisdom isincomplete.

Siloed Responsibility - First, OTD fixates on the responsibility of leaders or designated
transformation teams and fails to consider expanding the capabilities of the organisation at
large. In reality, dexterity must be cultivated at every level, requiring alignment, readiness, and
engagement from the collective, not just the selected. When OTD is siloed, efforts inevitably
stall or fragment as the organisation awaits direction, education, or motivation from the
responsible few. For example, Kodak’s failed transition to digital photography (1990s-2000s)
was not due to a lack of visionary leaders: the company actually invented the first digital
camera. The problem was that the transformation stopped at the top, and transformation
readiness and skills were never embedded throughout the wider organisation, causing
organisational drag that negated the innovation.

Dynamism Without Nimbleness - Second, conventional belief equates the ability to change,
however cumbersome and slow, with being dexterous. In fact, dexterity is comprised of two
components: dynamism (the ability to transform)and nimbleness(the speed of transformation).
True OTD combines both dynamism and nimbleness andisthe very essence of dexterity. Nokia’s
delayed pivot to touch-screen smartphones illustrates this misconception. While the company
eventually shifted, it came years after its competitors, and by then, the market had already
shifted. That's the danger of confusing transformation capability (we can change) with true
dexterity (we change fast enough when it matters). Dynamism without nimbleness is
insufficient and can leave organisations lagging.

Preparedness Over Responsiveness - Third, efficacious OTD requires more than the
conventional responsiveness element. The current position is that merely responding to a
trigger event is sufficient, which is consistent with the aforementioned belief that dynamism
alone is the goal. However, when nimbleness is recognised as an equal necessity, then
responsiveness is not enough, and preparedness_is compulsory. This means that the
organisation is capable of anticipating and performing a transformation prior to the triggering
event. For example, Toyota's enhanced supply chain resilience in the aftermath of the 2011
Japan earthquake and tsunami underscored the critical need for adaptability. Due to years of
risk mapping and supplier diversification, the company shifted from a just-in-time to a just-in-
case supply chain model, investing in risk mapping and supplier diversification to build
resilience. These adaptations proved their worth during later disruptions, such as the 2016
Kumamoto earthquake and the COVID-19 pandemic, where Toyota demonstrated faster



https://fbj.springeropen.com/articles/10.1186/s43093-024-00405-6
https://web.archive.org/web/20200305084247id_/https:/re.public.polimi.it/retrieve/handle/11311/1085210/364604/2018_JMP.pdf
https://www.mckinsey.com/capabilities/people-and-organizational-performance/our-insights/all-about-teams-a-new-approach-to-organizational-transformation
https://www.mckinsey.com/capabilities/people-and-organizational-performance/our-insights/all-about-teams-a-new-approach-to-organizational-transformation
https://www.forbes.com/sites/chunkamui/2012/01/18/how-kodak-failed/?
https://repository.up.ac.za/server/api/core/bitstreams/cf726c30-3490-4118-97a0-5801b95a53d8/content
https://knowledge.insead.edu/strategy/strategic-decisions-caused-nokias-failure?
https://knowledge.insead.edu/strategy/strategic-decisions-caused-nokias-failure?
https://onlinelibrary.wiley.com/doi/full/10.1111/1468-5973.12546
https://www.ft.com/content/4b710247-ebdd-4926-80f9-94fbfa5fefd8
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recovery and greater operational continuity compared to many competitors who struggled to
rebound.

Transformation Literacy - Fourth, there is a lack of awareness of transformational literacy.
Companies that wish to be financially savvy train all employees in financial basics, safety is
trained and performed every day, and quality is executed by the ‘on-the- ground’ workers. As
global disruptions are now the norm, with transformational response as the remedy, then
transformation literacy needs to be ubiquitous within the organisation. Individuals must be pre-
trained on change and fluent in the discipline of it, or else they cannot be expected to perform
it successfully. Rather than keeping transformation confined to the boardroom, Microsoft's
ongoing cloud transformation embedded change fluency across both technical and non-
technical teams, turning transformation into a daily enterprise practice rather than a
leadership-only mandate; a cultural shift that helped catalyse a trillion-dollar valuation.

These misconceptions are effective roadblocks that prevent organisations from building authentic
dexterity and reaping the rewards of sustained, enterprise-wide transformation.

Contemporary Model Misalignment

Many organisations seeking to advance their transformation capabilities look for contemporary
models to provide guidance, only to encounter confusion and frustration. The current landscape of
OTD models is riddled with challenges that undermine real progress.

Level of Complexity - Models available today are often situated at extremes: either so complex
and layered that they overwhelm practical application, or so abstract that they offer little
operational value. Thisleaves leaders with frameworks that are either inaccessible or too vague
to provide real direction.

Fragmented - Even when models claim to address transformation dexterity, they present only
fragments of what is truly needed. Well-developed maturity models or frameworks provide only
a portion of the holistic programme, while others specialise in a single particular field, such as
digital transformations only.

Governance and Standardisation - Compounding these issues, there is no widely accepted or
mainstream model shaping how the holistic OTD discipline is taught, certified, or regulated
across the field. Unlike other areas of management with established standards and widely
adopted certifications, transformation dexterity remains an abstract, unstandardised, and
largely unmonitored discipline.

These few examples highlight that no single model manages to offer a cohesive, comprehensive
solution that brings together all the dimensions required for lasting transformation. Organisations are


https://publications.rifs-potsdam.de/rest/items/item_6001676_2/component/file_6001677/content
https://www.forbes.com/sites/stevedenning/2021/06/20/how-microsofts-digital-transformation-created-a-trillion-dollar-gain/
https://www.forbes.com/sites/stevedenning/2021/06/20/how-microsofts-digital-transformation-created-a-trillion-dollar-gain/
https://www.alexandria.unisg.ch/server/api/core/bitstreams/0664fef4-025c-4118-aebc-9a13e69642fd/content
https://www.g-casa.com/conferences/vienna16/paper_pdf/Trad-Kalpic.pdf
https://d1wqtxts1xzle7.cloudfront.net/76837562/jcssp.2020.493.507-libre.pdf?1639925732=&response-content-disposition=inline%3B+filename%3DGeneral_Approach_for_Formulating_a_Digit.pdf&Expires=1752782756&Signature=Aaqd8GDrBnL7z80SNnf5kxxOnSlsZnznJcH3VJDFVfJ3fG17htRK4AYH~CEWCUtwj6DOH0hv9-WygKFtvdovCiBsDfeG2csNXbzwZKNA2Y6OKLu4sM6ShDZjCdgrXKdD-NDBM1OjwocEJUAEcoz8Z8h8xCd6VN1jhvxMwdsQOrgA1L8F7UpZpnZfL~5tc~Sd81aEdtZY9tqm367x8m2YHMWkNu9iNehl3L~fy8ur1sRnNF3~aYKXc9J-e7~Jv8dKt~hhesl9VoaeCQDrj~YxOeUB5pO9ywfluTOvCTtIkyotYvxdZS~TEU3wOxjMEloJbTDDnTUtyFRfvNU4dlnQ2w__&Key-Pair-Id=APKAJLOHF5GGSLRBV4ZA
https://www.researchgate.net/publication/233604011_Organizational_Change_Management_A_Critical_Review
https://www.researchgate.net/publication/233604011_Organizational_Change_Management_A_Critical_Review
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forced to piece together disparate parts without a clear roadmap, mistakenly assuming these
fragments will add up to a cohesive strategy. Innovative organisations will recognise this as an
opportunity.

OTD Void and Opportunity

The current shortcomings and fragmentation in OTD models and misunderstandings are not just a gap;
they present fertile ground for those willing to act decisively. These shortcomings, from
misconceptions that overemphasise leadership roles, prioritise dynamism over nimbleness,
undervalue preparedness, and neglect transformation literacy, to models that are fragmented, overly
complex, or lacking in governance, form a strategic vacuum that forward-thinking organisations can
exploit.

By acknowledging these unresolved challenges, innovators are positioned to reduce inefficiencies,
disruptions, and uncertainty associated with transformation resulting from the current fluid
environment of global disruption. Rather than operating at a competitive disadvantage, those who
proactively engage with the opportunity presented by this void can optimise outcomes, establishing
themselves as leaders in both strategy and execution.

The nature of this opportunity varies by organisational scale. Larger firms possess the resources to
investin developing or piloting more robust transformation frameworks and practices(e.g. Microsoft's
enterprise-wide cloud shift). In contrast, smaller businesses, free from legacy constraints and able to
pivot quickly, can experiment and implement changes at speed, realising benefits before larger
competitors can adapt(e.g. BrewDog's rapid COVID-19 pivot).

A Path Forward

OTD, inits current form, remains more aspirational than actionable. This gap invites forward-thinking
organisations to redefine OTD as a holistic, day-to-day operating discipline and to embed a repeatable,
reproducible enterprise-wide capability for rapid change. While a full operating model exceeds the
scope of this article, Table 1 presents a simple path forward showing how definition, responsibility,
dexterity, scope, and transformational literacy must each evolve to make OTD practical.


https://www.forbes.com/sites/stevedenning/2021/06/20/how-microsofts-digital-transformation-created-a-trillion-dollar-gain/?utm_source
https://www.forbes.com/sites/stevedenning/2021/06/20/how-microsofts-digital-transformation-created-a-trillion-dollar-gain/?utm_source
https://ijebmr.com/uploads/pdf/archivepdf/2023/IJEBMR_1136.pdf
https://ijebmr.com/uploads/pdf/archivepdf/2023/IJEBMR_1136.pdf
https://www.fm-magazine.com/news/2020/may/brewdog-coronavirus-spirits-to-hand-sanitiser-in-days/
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Table 1: Simplified Path Forward for OTD

From To
Definition Ambiguous Comprehensible
Responsibility Leadership Organisation

Dynamic & Nimble (Ability &

Dexterity Dynamic (Ability) Speed)

Preparedness and

Scope Responsiveness )
Responsiveness

Transformational

) Isolated Ubiquitous
Literacy

Source: Created by the authors for this article.

Summary

OTD is not a fashionable extension of leadership theory, nor a narrow operational tactic. It is a vital,
enterprise-wide capability that addresses the speed, fluidity, and unpredictability of modern global
disruption. As explored throughout this article, OTD remains widely misunderstood, inconsistently
applied, and largely unsupported by current models and frameworks.

Yet this gap creates an uncommon opportunity. For organisations prepared to unlearn surface-level
answers and confront what OTD truly requires, there is a distinct advantage. Organisations that build
this capability now will be positioned not only to withstand global shocks but to transform through
them.

Where is your organisation on the transformational dexterity journey? Consider reflecting on recent
disruptionsyourorganisation has faced: how quickly did you adapt, and what would have made it faster
and more effective? By identifying practical examples and implications within your own context, you
can start mapping a tangible path toward enterprise-wide dexterity. Comment below your takeaway
on the article.
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