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Abstract
While digital transformation creates opportunities across all industries, many businesses still 
do not know how to embark on this journey and hesitate to commit resources to such an 
unclear initiative. By using the interpretive case study method, this paper investigates how 
Digital Kaizen–a philosophy that focuses on making continuous digital improvements–could 
HVJEF� MBSHF�TDBMF� EJHJUBM� USBOTGPSNBUJPO� BDUJWJUJFT� JO� JODSFNFOUBM� TUFQT�� 0VS� mOEJOHT� TIPX�
that the adoption of Digital Kaizen has urged the investigated organization to continuously 
address cross-functional issues that are aligned with their strategic business goals, 
through implementing incremental digital changes that improve business processes and 
people engagement. Subsequently, these activities lead to sustainable and scalable digital 
USBOTGPSNBUJPO�TVDDFTT�UIBU�SF�EFmOFT�UIF�PSHBOJ[BUJPO�T�WBMVF�DSFBUJPO�QSPDFTTFT�BOE�JEFOUJUZ��
This research suggests a new strategy for conducting large-scale digital transformation, by 
integrating Kaizen philosophy into digital transformation practices.

Keywords: digital transformation, digital transformation strategy, digital transformation 
approach, kaizen, digital kaizen. 
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Introduction 
Along with the development of new 
technologies such as cloud computing, 
CJH� EBUB� BOBMZUJDT� PS� BSUJmDJBM� JOUFMMJHFODF�
the ways businesses operate have been 
USBOTGPSNFE� TJHOJmDBOUMZ� 	1FSLJO� BOE�
Abraham 2017). The digital technologies 
have been integrated into all areas of a 
business, changing the way organizations 
operate and deliver value to its customers. 
The concept of digital transformation 
refers to technology-induced change 
necessary for digital business, in which 
organizations experience a fundamental and 
TPDJPUFDIOJDBM� USBOTGPSNBUJPO� 	-FHOFS� FU� BM��
2017). The current wave of digitalization is 
not only enabled by the convergence of new 
JOGPSNBUJPO�UFDIOPMPHZ�	*5
�NFHBUSFOET�	F�H��
social, mobile, big data, cloud computing) 
but also advances the topics of automation, 
integration and people- driven technologies 
GPSXBSE� 	-FHOFS� FU� BM�� ����
�� 5IF� *OUFSOFU�
is considered as a global communication 
JOGSBTUSVDUVSF� XIJDI� DIBOHFT� UIF� mSN�T�
value creation logic and creates new types 
PG�CVTJOFTTFT�	-FHOFS�FU�BM������
��5IVT�UIF�
new concept of digital transformation refers 
to the manifold socio- technical phenomena 
and processes of adopting and using 
digital technologies in broader individual, 
PSHBOJ[BUJPOBM�BOE�TPDJFUBM�DPOUFYUT�	-FHOFS�
et al. 2017). Despite the new opportunities 
that digital transformation has brought 
to organizations, it has also created new 
pressures for organizations to develop 
adequate capabilities and capacities, to 
DBSSZ�PVU�TVDI�USBOTGPSNBUJPO�	)PSMBDI�FU�BM��
����
��"DDPSEJOH�UP�8FTTFM�FU�BM��	����
�CPUI�
*4� TDIPMBST� BOE�QSBDUJUJPOFST� BSF� TUSVHHMJOH�
to grasp what digital transformation really is; 
most of them have no clear direction of what 
to do and how digital transformation differs 
GSPN�UIF�DPODFQU�PG�*5oFOBCMFE�PSHBOJ[BUJPOBM�
transformation. 

*O�UIJT�QBQFS�XF�QSPWJEF�B�DBTF�TUVEZ�PG�'15�
4PGUXBSF� PS� '15� JO� TIPSU� UP� JMMVTUSBUF� IPX�
digital transformation has been addressed 
with a continuous transformation strategy 
	'15�����
��'15�XBT�FTUBCMJTIFE�JO������XJUI�
the mission to bring technological innovations 
to international customers, while contributing 
UP�UIF�DPVOUSZ�T�QSPTQFSJUZ�BOE�EFWFMPQJOH�UIF�
TLJMMT�PG�7JFUOBNFTF�FNQMPZFFT��*O������'15�
has achieved nearly $1.2 billion in revenue 
BOE�IBT�CFDPNF�POF�PG�7JFUOBN�T�MBSHFTU�BOE�
GBTUFTU�HSPXJOH� *5� DPNQBOJFT� UIBU� QSPWJEFT�
digital solutions to clients globally. With more 
UIBO�������FNQMPZFFT�UIF�TVDDFTT�PG�'15�
relies on their ability to adapt to changes. The 
DPNQBOZ�T�CVTJOFTT�NPEFM� JT� UP�QSPBDUJWFMZ�
investigate its internal business problems 
and solve these problems through an array of 
organizational and technological initiatives. 
Then, these accomplished initiatives are to 
CF�DPNNFSDJBMJ[FE�BOE�PGGFSFE�UP�DMJFOUT��*O�
MJOF� XJUI� UIJT� CVTJOFTT� NPEFM� '15�T� EJHJUBM�
transformation strategy is set to transform the 
company itself into a huge test bed where 
digital transformation solutions are speedily 
tested within short time frames of three 
UP� TJY� NPOUIT�� 5IJT� TUSBUFHZ� BMMPXT� '15� UP�
JNQSPWF� JOUFSOBM� DBQBCJMJUJFT� XIJMF� BGmSNJOH�
the effectiveness of solutions that can be 
DPNNFSDJBMJ[FE�� )PXFWFS� JU� JT� DIBMMFOHJOH�
to move such a large organization in unison. 
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DigitalKaizen
0O�UIJT�CBDLHSPVOE�'15�DSFBUFE�JUT�PXO�EJHJUBM�
transformation philosophy and framework 
called ‘Digital KaizenTM�� XIJDI� JOWPMWFT�
conducting series of small yet effective digital 
transformation initiatives within the stated 
TIPSU� UJNF� GSBNFT�� 5IF� DPNQBOZ�T� EJHJUBM�
transformation principle is simple: ‘driving 
business and technological transformation 
UISPVHI�QFPQMF�FOHBHFNFOU���5P�BDIJFWF�UIBU�
'15�IBT� JEFOUJmFE� UIF� AQBJO�QPJOUT�� PS� DSPTT�
functional problems that are encountered by 
employees at the operational level in their daily 
XPSL��#Z�BEPQUJOH�%JHJUBM�,BJ[FO�'15�T�EJHJUBM�
transformation solution delivers continuous 
improvements in a manner that maximizes 
the adoption of digital technologies, optimizes 
work procedures, and minimizes waste. 

0VU�PG�mWF�EJHJUBM� USBOTGPSNBUJPO� JOJUJBUJWFT� UIBU�IBWF� UP�EBUF�CFFO� JNQMFNFOUFE� JO�'15�XF�
BOBMZ[FE� UXP� .Z'15� BOE� BLB-JOL� GPS� UIJT� QBQFS�� 5IFTF� UXP� JOJUJBUJWFT� IJHIMJHIU� IPX� UIF�
company enacts its digital transformation strategy by relating to the alignment between 
FNQMPZFFT��OFFET�BOE�PSHBOJ[BUJPOBM�HPBMT��0VS�mOEJOHT�TIPX� UIBU� UIF� UXP�IFMQFE�'15� UP�
JODSFBTF�SFWFOVFT�BOE�EFDSFBTF�PQFSBUJPOBM�DPTUT�XIJMF�SFEVDJOH�UIFJS�TUBGG�UVSOPWFS�SBUF��*O�
addition, the focus on continuous improvements through delivering small digital transformation 
JOJUJBUJWFT�PGGFSFE�B�TQJMM�PWFS�FGGFDU�UIBU�OVSUVSFE�B�IJHI�MFWFM�PG�EJHJUBM�NBUVSJUZ�	,BOF�FU�BM��
����
�XJUIJO�UIF�DPNQBOZ��

5IJT� QBQFS� SFQPSUT� IPX� '15� IBT� BQQMJFE�
its Digital Kaizen philosophy to progress 
to successful digital transformation. Our 
research objectives are twofold.

First, we were motivated to determine the 
usefulness of the Digital Kaizen approach 
in conducting a large-scale digital 
transformation within a large multi-national 
DPNQBOZ�TVDI�BT�'15��

Second, we investigated the methods 
which the company used to integrate the 
Kaizen philosophy, which has been mainly 
applied in the manufacturing context 
to optimize production lines, into digital 
transformation practices that lead to 
dynamic improvements based on digital 
technologies.

•

•

FPT created its own digital 
transformation philosophy 
and framework called ‘Digital 
KaizenTM,’ which involves 
conducting series of small yet 
effective digital transformation 
initiatives within the stated short 
time frames. "e company’s 
digital transformation principle 
is simple: ‘driving business and 
technological transformation 
through people engagement.
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Literature Review 
Digital Transformation 

1SFWJPVT� TUVEJFT� PO� EJHJUBM� USBOTGPSNBUJPO� BQQMZ� UXP� EJTUJODU� CVU� JOUFSSFMBUFE� UIFPSFUJDBM�
BQQSPBDIFT��5IF�mSTU�BQQSPBDI�JT�JO�MJOF�XJUI�QSFWJPVT�mOEJOHT�BCPVU�*5�FOBCMFE�PSHBOJ[BUJPOBM�
USBOTGPSNBUJPO� XIJDI� FNQIBTJ[FT� UIF� JNQPSUBODF� PG� UFDIOPMPHZ� JO� BO� PSHBOJ[BUJPO�T�
DPNQFUJUJWFOFTT� JO� B� EJHJUBM� XPSME� 	#IBSBEXBK� FU� BM�� ����
�� 'SPN� UIJT� QFSTQFDUJWF� EJHJUBM�
USBOTGPSNBUJPO�SFGFST�UP�UIF�VTF�PG�EJHJUBM�UFDIOPMPHJFT�UP�TJHOJmDBOUMZ�JNQSPWF�UIF�QFSGPSNBODF�
PS�SFBDI�PG�B�DPNQBOZ�	8FTUFSNBO�FU�BM������
�UISPVHI�GBDJMJUBUJOH�UIF�DIBOHFT�JO�PSHBOJ[BUJPOBM�
TUSVDUVSFT�QSPDFTTFT�BOE�DVMUVSF�	#IBSBEXBK�FU�BM������
��*5�TUSBUFHZ�JT�OP�MPOHFS�SFTUSJDUFE�
UP�UIF�PQFSBUJPOBM�MFWFM�BOE�JU�JT�JOUFHSBUFE�JOUP�UIF�PSHBOJ[BUJPO�T�CVTJOFTT�TUSBUFHZ��"T�TVDI�
EJHJUBM�USBOTGPSNBUJPO�SFnFDUT�B�GVTJPO�PG�*5�TUSBUFHZ�BOE�EJHJUBM�CVTJOFTT�TUSBUFHZ�	#IBSBEXBK�
FU�BM������
��

*O� UIF� TFDPOE� BQQSPBDI� SFTFBSDIFST� EJTDVTT� UIBU� EJHJUBM� USBOTGPSNBUJPO� HPFT� CFZPOE� *5�
JNQMFNFOUBUJPO�BOE�IJHIMJHIU�UIF�JOUFHSBUJPO�PG�EJHJUBM�UFDIOPMPHJFT�BOE�TUSVDUVSBM�NPEJmDBUJPO�
UP�HFOFSBUF�OFX�QBUIT�GPS�WBMVF�DSFBUJPO�	)FTT�FU�BM������
��8FTTFM�FU�BM��	����
�GPS�FYBNQMF�
BSHVF�UIBU�EJHJUBM�USBOTGPSNBUJPO�BDUJWJUJFT�BJN�UP�SFEFmOF�BO�PSHBOJ[BUJPO�T�WBMVF�QSPQPTJUJPO�
rather than solely leveraging digital technology to reinforce the existing value proposition. While 
*5�FOBCMFE�PSHBOJ[BUJPOBM�USBOTGPSNBUJPO�JOEJDBUFT�B�mSN�T�WJTJPO�PG�EFWFMPQJOH�EJHJUBM�CVTJOFTT�
models, digital transformation provides a comprehensive guideline for the organizational 
VUJMJ[BUJPO�PG�EJHJUBM� UFDIOPMPHJFT� UP�BMUFS� UIFJS� WBMVF�DSFBUJPO�QSPDFTTFT� 	7JBM� ����
�� 'PS� PVS�
XPSL�XF�SFMZ�PO�B�EFmOJUJPO�PG�EJHJUBM�USBOTGPSNBUJPO�BT�UIF�DIBOHFT�UIBU�EJHJUBM�UFDIOPMPHJFT�
CSJOH�BCPVU�XJUI�SFHBSE�UP�BO�PSHBOJ[BUJPO�T�CVTJOFTT�NPEFMT�WBMVF�QSPQPTJUJPO�QSPDFTTFT�
organizational identity and structures; such transformation also encapsulates the changes in 
UIF�DPNQBOZ�T�JOUFSBDUJPOT�XJUI�DMJFOUT�DPNQFUJUPST�BOE�TVQQMJFST�	)FTT�FU�BM��������8FTTFM�
et al. 2020).

Despite the prominence of digital transformation, several challenges prevent organizations 
GSPN�FGGFDUJWFMZ�FYFDVUJOH�UIFJS�USBOTGPSNBUJPO��'JSTU�EJHJUBM�USBOTGPSNBUJPO�JT�B�DPNQMFY�DPODFQU�
	)FTT�FU�BM��������8FTTFM�FU�BM������
��7JBM�	����
�BSHVFT�UIBU�UIF�DJSDVMBSJUZ�VODMFBS�UFSNJOPMPHZ�
BOE�UIF�DPOnBUJPO�PG�UIF�DPODFQU�BOE�PG�JUT�JNQBDUT�IJOEFS�JUT�DPODFQUVBM�DMBSJUZ��"T�B�SFTVMU�
businesses are unsure of what digital transformation is and do not know how to embark on 
UIFJS�USBOTGPSNBUJPO�KPVSOFZ�	8FTTFM�FU�BM������
��'VSUIFSNPSF�NBOZ�FOUFSQSJTFT�BSF�IFTJUBOU�
to commit resources to major digital transformation projects, especially when they are large in 
CPUI�TDPQF�BOE�TDBMF�BT�XFMM�BT�DPOUBJO�VODFSUBJO�PVUDPNFT�	,BOF�FU�BM������
��)FODF�UIFZ�
NJHIU�EJTSFHBSE�TPMVUJPOT�UIBU�BSF�GBWPSBCMF�UP�UIF�mSN�T�TQFDJmD�TJUVBUJPO�XIJDI�JO�UVSO�MFBET�
UP�VOJOUFOEFE�OFHBUJWF�DPOTFRVFODFT�UP�BOZ�PG�JUT�USBOTGPSNBUJPO�BDUJWJUJFT�	)FTT�FU�BM������
��

Second, in some organizations, data is still utilized in organizational silos, thereby hindering 
UIF�TUSBUFHJD�BOE�EJHJUBM�USBOTGPSNBUJPO�BDUJWJUJFT�	3PHFST�����
��4VDI�TJMPT�FYJTU�XJUIJO�EJGGFSFOU�
EFQBSUNFOUT� XIJDI� FBDI� EFNBOE� PXOFSTIJQ� PWFS� UIFJS� EBUB� 	3PHFST� ����
�� "� MBDL� PG� B�
team mentality and collaboration poses as a challenge for digital transformation, as digital 
USBOTGPSNBUJPO�SFRVJSFT�B�VOJUZ�PG�FGGPSUT�	.BFEDIF�����
��5IFSFGPSF�DPNQBOJFT�OFFE�UP�CSFBL�
down organizational barriers and foster cooperation between departments during and as a result 
PG�EJHJUBM�USBOTGPSNBUJPO�	.BFEDIF�����
��%JHJUBM�USBOTGPSNBUJPO�JT�OPU�TJNQMZ�BCPVU�DIBOHJOH�
technology but about changing the way how a business operates; new digital technologies 
should be leveraged to promote such changes and lead to more creativity and productivity 
through e.g. information and computing capabilities that enable new forms of collaboration 
BNPOH�OFUXPSLT�PG�PSHBOJ[BUJPOBM�BDUPST�	7JBM�������8FTUFSNBO�FU�BM������
��

Challenges of digital 
transformation execution

The complex nature of 
digital transformation Organizational silos
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Kaizen is a Japanese business philosophy originally developed by Toyota that refers to the 
iDPOUJOVPVT�JNQSPWFNFOUw�BQQSPBDI��,BJ[FO�JOWPMWFT�UIF�DPODFQU�PG�DIBOHF�	LBJ
�UP�CFDPNF�
HPPE�	[FO
�	/FXJUU�����
��5IFSFGPSF�PSHBOJ[BUJPOT�BEPQUJOH�B�,BJ[FO�QIJMPTPQIZ�DPOUJOVPVTMZ�
identify and develop new or improved processes to achieve outcomes that contribute to 
UIFJS�PSHBOJ[BUJPOBM�HPBMT�	#SVOFU�BOE�/FX�����
��5IF�,BJ[FO�QIJMPTPQIZ�BOE�NFUIPEPMPHZ�
GPDVTFT�PO�UISFF�BTQFDUT��QSPDFTT�TUBOEBSET�BOE�QFPQMF�	.BTBBLJ�������4VÈSF[�#BSSB[B�
BOE�-JOHIBN�����
��

Organizations adopting a Kaizen philosophy continuously identify 
and develop new or improved processes to achieve outcomes that 
contribute to their organizational goals (Brunet and New 2003). 

First, Kaizen emphasizes the idea that processes need to be improved before good results 
DBO� CF� PCUBJOFE� 	.BTBBLJ� ����
�� %VF� UP� UIF� SBQJE� USBOTJUJPO� PG� CVTJOFTT� MBOETDBQFT�
PSHBOJ[BUJPOT� BSF� JO� B� DPOTUBOU� TUBUF� PG� nVY� 	1FSLJO� BOE� "CSBIBN� ����
�� 5IF� ,BJ[FO�
philosophy emphasizes the key idea that there is no end to the continuous improvement 
QSPDFTT� UIBU� MFWFSBHFT� HPPE� UFBNXPSL� BOE� nFYJCJMJUZ� JO� QFSGPSNJOH� XPSL� 	4V[BLJ� ������
8JDLFOT�����
��*O�UIJT�TFOTF�,BJ[FO�QSPNPUFT�QSPDFTT�PSJFOUFE�UIJOLJOH�SBUIFS�UIBO�SFTVMU�
PSJFOUFE�UIJOLJOH�	8JUUFOCFSH�����
��

Second� TUBOEBSEJ[BUJPO� JT� BO� FTTFOUJBM� GFBUVSF� PG� UIF� ,BJ[FO� QIJMPTPQIZ� 	8JUUFOCFSH�
����
��,BJ[FO�GPDVTFT�PO�FTUBCMJTIJOH�BOE�NBJOUBJOJOH�TUBOEBSET�UIFO�NBLJOH�TNBMM�BOE�
continuous improvements while following such standards. There can be no improvements 
JG� TUBOEBSET� EP� OPU� FYJTU� 	.BTBBLJ� ����
�� 4UBOEBSET� SFGFS� UP� QPMJDJFT� HVJEFMJOFT� SVMFT�
and procedures. These standards are to be reviewed and revised whenever people are 
unable to adhere to them, so that their effectiveness is reinforced and remain the practical 
HVJEFMJOFT�GPS�UIF�FNQMPZFFT�	8JUUFOCFSH�����
��

Third� ,BJ[FO� JT�QFPQMF�DFOUSJD� BOE� JOWPMWFT� FWFSZPOF�XJUIJO� BO� PSHBOJ[BUJPO�� 'SPN� UIJT�
perspective, Kaizen introduces a force of making improvements that draws on a spirit 
PG� UFBN�DPPQFSBUJPO� 	.BMMPDI� ����
��,BJ[FO� BTTVNFT� UIBU� QPTJUJWF� DIBOHFT� JO� QFPQMF�T�
BUUJUVEFT�BOE�FGGPSUT�BSF�NPSF�MJLFMZ�UP�QSPEVDF�JNQSPWFNFOUT�JO�UIF�MPOH�SVO�	8JUUFOCFSH�
����
�� "DDPSEJOHMZ� SFTFBSDIFST� TVHHFTUFE� HSPVQ�PSJFOUFE� ,BJ[FO� BT� B� NFDIBOJTN� UP�
JNQSPWF�XPSL�NFUIPET� SPVUJOFT�BOE�QSPDFEVSFT�	.BTBBLJ�����
��,BJ[FO�OPU�POMZ�TUBSUT�
XJUI�UIF�QFPQMF�T�OFFET�BOE�GPDVTFT�PO�UIFJS�FGGPSUT�CVU�BMTP�DPODFSOT�UIF�DPMMBCPSBUJPOT�
between employees during work processes. 

•

•

•

The Kaizen philosophy 
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While Kaizen is widely applied as a management philosophy and methodology, previous 
TUVEJFT� EJTDVTTFE� XIFUIFS� ,BJ[FO� IJOEFST� JOOPWBUJPO�� 3FTFBSDI� TVHHFTUT� UIBU� JOOPWBUJPO�
is implemented through abrupt changes or disruptions, whereas Kaizen refers to a gradual 
QSPDFTT� UP� JOUSPEVDF� JNQSPWFNFOUT� 	,JN�BOE�.BVCPSHOF�������8JUUFOCFSH�����
��5IVT� JU�
has been reasoned that the Kaizen philosophy is better suited for slow growing and moving 
business contexts and economies, while innovative capability is needed for fast growing and 
NPWJOH�CVTJOFTT�DPOUFYUT�BOE�FDPOPNJFT�	8JUUFOCFSH�����
��)PXFWFS�*NBJ�	����
�BSHVFT�
that management in organizations has three major functions: maintenance, innovation, as well 
as Kaizen. With respect to the maintenance function, management focuses on the activities 
directed towards maintaining current technologies and operating standards, based on 
which the creation of continuous improvements, Kaizen, takes place. The innovation then 
describes the activities directed towards elevating current standards, which involves far-
reaching improvements as a result of large investments in new technology or equipment. 
"�IJHIMZ�DPNQFUJUJWF�BOE�DIBOHJOH�FOWJSPONFOUoBT�DVSSFOUMZ�FYQFSJFODFEoCSJOHT�TJHOJmDBOU�
managerial opportunities and challenges, in which the Kaizen philosophy can be adopted by 
DPNQBOJFT�UP�TUBZ�BIFBE�PG�DPNQFUJUJPOT�	%FNJOH�����
��

As improvement has long been considered as an integral part of theories and models of 
DIBOHF� 	7BO� EF� 7FO� BOE� 1PPMF� ����
� UIF� ,BJ[FO� QIJMPTPQIZ� DPWFST�NBOZ�NBOBHFNFOU�
techniques including quality circles, total productive maintenance, suggestion systems, just-
JO�UJNF�QSPEVDUJWJUZ� JNQSPWFNFOU� SPCPUJD�QSPDFTT�BVUPNBUJPO� 	8JUUFOCFSH�����
��1SFWJPVT�
empirical evidence showed that the Kaizen philosophy has been adopted successfully in a 
XJEF�SBOHF�PG�NBOBHFNFOU�BDUJWJUJFT��'PS�FYBNQMF�.BTBBLJ�	����
�IJHIMJHIUFE�UIBU�,BJ[FO�
was an overarching concept for Total Quality Management, which is a system of management 
where every employee continuously improve their standards of work in every aspect of a 
DPNQBOZ�T� PQFSBUJPO�� -JLFXJTF� .J[VOP� 	����
� FNQIBTJ[FE� UIBU� $PNQBOZ� 8JEF� 2VBMJUZ�
$POUSPMoB� +BQBOFTF�SPPUFE� TZTUFN� GPS� JOUFHSBUJOH� RVBMJUZ� UFDIOPMPHZ� JO� WBSJPVT� GVODUJPOBM�
departments such as production, logistic, marketing to achieve customer satisfaction–is also 
CBTFE�PO�UIF�,BJ[FO�BQQSPBDI��5IF�,BJ[FO�QIJMPTPQIZ�IBT�BGGFDUFE�PSHBOJ[BUJPOT��QSPEVDUJWJUZ�
and supported businesses to produce high-quality organizational outcomes with their best 
FGGPSUT�	/FXJUU�����
��

The literature review suggests that Kaizen and digital transformation share several similar 
characteristics.

These similarities and connections between Kaizen and digital transformation support the 
conceptualization of the Digital Kaizen concept as developed and applied in our case 
organization. The following sections present our research approach and demonstrate the 
application of Digital Kaizen in the context of digital transformation. 

First, Kaizen focuses on the management process that prioritizes making continuous 
JNQSPWFNFOUT�XIJMF�UIF�OPUJPO�PG�AEJHJUBM��BMTP�EFNBOET�DPOUJOVBM�DIBOHFT�BOE�JOOPWBUJWF�
UFDIOPMPHZ�EFQMPZNFOU�	/FXJUU�������7JBM�����
��

Second�,BJ[FO�BJNT� UP� JOnVFODF�PSHBOJ[BUJPOT�� QSPEVDUJWJUZ� JO� FWFSZ� TJOHMF�QSPDFTT� UP�
achieve better customer satisfaction, and similarly, changes from digital technologies focus 
PO�CSJOHJOH�BCPVU�UIF�WBMVF�DSFBUJPO�QSPDFTTFT�UIBU�CFOFmU�CPUI�PSHBOJ[BUJPOBM�BDUJWJUJFT�
BOE�JUT�TUBLFIPMEFST�	)FTT�FU�BM��������8FTTFM�FU�BM������
��

Third, both Kaizen and digital transformation draw on the aspects of process and people 
UP�FODBQTVMBUF�UIF�DIBOHFT�	.BTBBLJ�������4VÈSF[�#BSSB[B�BOE�-JOHIBN�������)FTT�FU�BM��
2016; Wessel et al. 2020).

•

•
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Research Approach 

The objectives of this research are to investigate the usefulness of the Digital Kaizen approach 
to conduct large-scale digital transformation, and to identify and assess the methods that can 
CF�BQQMJFE� UP� JOUFHSBUF�,BJ[FO�QIJMPTPQIZ� JOUP�EJHJUBM� USBOTGPSNBUJPO�QSBDUJDFT�� *OJUJBMMZ�XF�
announced our research objective to investigate strategies for conducting large-scale digital 
JOOPWBUJPO�PO�-JOLFE*O� GPS� B�NPOUI��%VF� UP� UIF�QBOEFNJD� TJUVBUJPO� UIBU� MJNJUFE� USBWFMT�XF�
prioritized companies that have engaged with large-scale digital transformation in Vietnam 
for accessibility reasons. Among the received acceptances from three different companies 
UP�QBSUJDJQBUF�JO�UIF�SFTFBSDI�QSPKFDU�XF�TFMFDUFE�UP�DPOEVDU�UIJT�SFTFBSDI�XJUI�'15�GPS�UISFF�
SFBTPOT�� 'JSTU� JU� JT� BO� JOUFSOBUJPOBMMZ� SFDPHOJ[FE� BOE� FTUBCMJTIFE� UFDIOPMPHZ� BOE� EJHJUBM�
transformation enterprise. Second, it offers the opportunity to investigate the Digital Kaizen 
QIJMPTPQIZ�XIJDI�XF�DPOTJEFSFE�BT�B�QPUFOUJBM�GPS�HFOFSBUJOH�mOEJOHT�UIBU�DPVME�DPOUSJCVUF�
to both theory and practice. Third, the company was highly committed to the project and 
promised access to key executive members for data collection. 

Given the nature of our research inquiries and the uniqueness of the Digital Kaizen approach, 
XF�EFDJEFE�UP�GPMMPX�B�RVBMJUBUJWF�BQQSPBDI�UP�FYQMPSF�UIF�QIFOPNFOPO�	$SFTXFMM�BOE�$SFTXFMM�
����
��4QFDJmDBMMZ�XF�PQUFE�GPS�BO�JOUFSQSFUJWF�DBTF�TUVEZ�BQQSPBDI�	8BMTIBN�����
�XIJDI�
involved conducting in-depth interviews with three key informants who would be reasonably 
FYQFDUFE�UP�IBWF�UIF�CFTU�LOPXMFEHF�BCPVU�UIF�SFTFBSDI�UPQJD��	�
�UIF�$IJFG�&YFDVUJWF�0GmDFS�
	$&0
�	�
�UIF�$IJFG�%JHJUBM���5FDIOPMPHZ�0GmDFS�	$%�50
�DVN�&YFDVUJWF�7JDF�1SFTJEFOU�BOE�
	�
�UIF�)FBE�PG�%JHJUBM�*OOPWBUJPO�	)%*
��5IFTF�JOGPSNBOUT�XFSF�XPSLJOH�JO�)P�$IJ�.JOI�$JUZ�
)B�/PJ�BOE�+BQBO�SFTQFDUJWFMZ��

*OUFSQSFUJWF�DBTF�TUVEJFT�BJN� UP�VOEFSTUBOE�CPUI� UIF�DPOUFYU�BOE�QSPDFTTFT� SFMBUFE� UP� UIF�
VTF� PG� JOGPSNBUJPO� TZTUFNT� BOE� IPX� UIFTF� UXP� FMFNFOUT� JOnVFODF� FBDI� PUIFS� 	8BMTIBN�
����
��5IF�SFTFBSDI�UPPL�QMBDF�JO�B�TJOHMF�PSHBOJ[BUJPO�SBUIFS�UIBO�TFWFSBM�DBTFT��#FTJEFT�
the reason concerning the uniqueness of the Digital Kaizen philosophy that–to our knowledge 
PG�UIF�TPGUXBSF�JOEVTUSZoJT�FNQMPZFE�FYDMVTJWFMZ�CZ�'15�JOWFTUJHBUJOH�B�SFQSFTFOUBUJWF�DBTF�
introduces ideal types–as opposed to multiple cases–that are considered to be prototypical 
PG�B�QIFOPNFOPO�	,BVU[�BOE�#KFSLOFT�����
��8IJMF�UIF�HFOFSBMJTBCJMJUZ�PG�UIF�mOEJOHT�ESBXO�
from this approach may be limited, the interpretive case study provides a detailed account of 
FNQJSJDBM�mOEJOHT�UIBU�DPOUSJCVUF�UP�UIF�FYJTUJOH�MJUFSBUVSF��

8F�DPOEVDUFE�PVS�mSTU�JOUFSWJFX�XJUI�UIF�)%*�BOE�XFSF�UIFO�JOUSPEVDFE�UP�UIF�$%�50�BOE�
$&0�UISPVHI�UIF�TOPXCBMMJOH�NFUIPE��5IF�PQFO�FOEFE�JOUFSWJFXT�XFSF�DPOEVDUFE�POMJOF�WJB�
Skype and audio-recorded, each of which lasted one hour on average. After each interview, 
XF�SFWJFXFE�UIF�mOEJOHT�BOE�SFWJTFE�UIF�RVFTUJPOT�UP�GPMMPX�VQ�XJUI�UIF�OFYU�JOGPSNBOU��5IF�
)%*�BOE�$%�50�XFSF�JOUFSWJFXFE�UXJDF�XIFSF�UIF�TFDPOE�JOUFSWJFXT�BJNFE�UP�DMBSJGZ�TPNF�
mOEJOHT� BOE�QSPCFE� GPS�NPSF� JOGPSNBUJPO�XIJDI� SFTVMUFE� JO� B� UPUBM� PG� mWF� JOUFSWJFXT�� 5IF�
interview data was coded openly and thematically analysed for similarities and patterns, as 
XFMM�BT�GPS�EJTQBSJUJFT��5IF�mOEJOHT�XFSF�TFOU�CBDL�UP�UIF�JOGPSNBOUT�GPS�GFFECBDL�UP�FOTVSF�
FYUFSOBM�WBMJEJUZ� 	%VCÏ�BOE�1BSÏ�����
��%JSFDU�RVPUFT�BSF�QSPWJEFE� JO� UIJT�QBQFS� UP�FOTVSF�
SFTFBSDI�SJHPS�	%VCÏ�BOE�1BSÏ�����
��

We conducted in-depth interviews with three key informants who would 
be reasonably expected to have the best knowledge about the research topic: 
(1) the Chief Executive Officer (CEO), (2) the Chief Digital & Technology 

Officer (CD&TO) cum Executive Vice President, and (3) the Head of Digital 
Innovation (HDI)

Digital Kaizen: An Approach for Conducting Large-Scale Digital Transformation Projects 9
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Findings

5P�NBOBHF� JUT�EJHJUBM�CVTJOFTT� USBOTGPSNBUJPO�'15�DSFBUFE�
its own approach which they named Digital KaizenTM��*U�JT�BO�
BEBQUBUJPO�PG�UIF�,BJ[FO�QIJMPTPQIZ��*O�UIF�DPOUFYU�PG�EJHJUBM�
transformation, Digital Kaizen prioritizes making series of 
quick wins that build towards long-term success rather than 
DSFBUJOH�B�ACJH�CBOH��EJTSVQUJPO��'15�T�%JHJUBM�,BJ[FOTM aims 
to continuously tackle cross-functional issues that are aligned 
with their strategic business goals, through implementing 
digital technologies that improve business processes 
and people engagement. These small, when successful, 
transformations in turn lead to sustainable and scalable digital 
transformation solutions. 

In the context of digital transformation, 
Digital Kaizen prioritizes making series of 
quick wins that build towards long-term 
success rather than creating a ‘big-bang’ 
disruption. FPT’s Digital KaizenTM aims 
to continuously tackle cross-functional 
issues that are aligned with their strategic 
business goals, through implementing 
digital technologies that improve business 
processes and people engagement. "ese 
small, when successful, transformations in 
turn lead to sustainable and scalable digital 
transformation solutions. 

1010Digital Kaizen: An Approach for Conducting Large-Scale Digital Transformation Projects 



Fin
din

gs

$SPTT�GVODUJPOBM� QBJO� QPJOUT� BSF� UIF� TUBSUJOH� QPJOU� PG� '15�T� TUFQXJTF� EJHJUBM� USBOTGPSNBUJPO�
TUSBUFHZ��5IFTF�QBJO�QPJOUT�SFQSFTFOU�UIF�JTTVFT�UIBU�FYJTU�JO�UIF�DPNQBOZ�T�PQFSBUJPOT�UIBU�IBWF�
direct impacts on the employees. To identify these cross-functional pain points, the company 
conducts regular and mandatory workshops throughout the four quarters of a year, in which 
managers from different departments participate and provide feedback about the operational 
JTTVFT�FODPVOUFSFE�EVSJOH�UIF�EBJMZ�XPSL�JOUFSBDUJPOT�CFUXFFO�EFQBSUNFOUT��'PS�FYBNQMF�UIF�
pain points include a long and complicated process that is caused by excessive work steps, as 
XFMM�B�TQFDJmD�FSSPS�UIBU�GSFRVFOUMZ�PDDVST�EVSJOH�B�XPSL�QSPDFEVSF�

"GUFS�UIF�QBJO�QPJOUT�BSF�JEFOUJmFE�JO�UIF�XPSLTIPQT�EJHJUBM�USBOTGPSNBUJPO�JOJUJBUJWFT�PS�QSPKFDU�
proposals are developed to address the pain points, and these proposals are evaluated by 
a steering committee to determine their priority. Among the evaluation criteria used to assess 
UIF�JOJUJBUJWFT��QSJPSJUZ�UIF�LFZ�DSJUFSJB�BSF�GFBTJCJMJUZ�VSHFODZ�BOE�QPUFOUJBM�WBMVFT��'FBTJCJMJUZ�
SFGFST�UP�UIF�TQFFE�PG�UIF�QSPKFDU�DPNQMFUJPO�BOE�UIF�FWBMVBUJPO�PG�SFUVSO�PO�JOWFTUNFOU�	30*
�
UIBU�JT�UZQJDBMMZ�BOUJDJQBUFE�UP�CF�BDIJFWFE�XJUIJO�UISFF�PS�TJY�NPOUIT��$POTFRVFOUMZ�B�QSPKFDU�
UIBU�SFRVJSFT�UXFMWF�NPOUIT�PS�NPSF�UP�DPNQMFUF�BOE�QSPWJEF�30*�XJMM�OPU�CF�BTTJHOFE�B�IJHI�
priority. Urgency is determined by the critical level of the pain points that the proposed projects 
BJN�UP�UBDLMF��'PS�FYBNQMF�B�QSPKFDU�UIBU�GPDVTFT�PO�B�OFX�CVTJOFTT�QSPDFTT�UIBU�JT�OFFEFE�
for complying with a new regulation has a higher priority than others. A project is deemed to 
IBWF�IJHI�QPUFOUJBM�WBMVF�JG�JU�DPOUSJCVUFT�UP�UIF�LFZ�BOOVBM�NJTTJPOT�PG�'15�XIJDI�PGUFO�BJN�BU�
providing value to the human and the technological resources of the company. 

5IF� KPJOU� BDUJWJUZ� PG� JEFOUJmOH� UIF� DSPTT�GVODUJPOBM� QBJO� QPJOUT� CZ� NBOBHFST� PG� EJGGFSFOU�
PSHBOJ[BUJPOBM�GVODUJPOT�BEESFTTFT�UXP�JTTVFT�PG�EJHJUBM�USBOTGPSNBUJPO��'JSTU�XIJMF�JU�NBZ�CF�
easier for each department to recognize and address its own pain points, i.e., those that 
GBMM�XJUIJO� UIF�EFQBSUNFOU�T�TDPQF�PG�PQFSBUJPO� JU� JT�PG�HSFBUFS� JNQPSUBODF� UP�'15� UP�EFmOF�
the cross-functional pain points that affect multiple departments and hinder shared work 
QSPDFTTFT��4FDPOE�UIF�$%�50�VOEFSTUPPE�XFMM�UIBU�EJHJUBM�USBOTGPSNBUJPO�BU�'15�XPVME�CF�
more effective when motivated by the common needs of different organizational functions, 
BT�DPNQBSFE� UP�CZ� UIF�OFFET�PG�FBDI�DPNQBOZ�T�TFQBSBUF�EFQBSUNFOU� 	4JEIV�����
��5IF�
$%�50�GVSUIFS�DPNNFOUFE�PO�UIF�DSPTT�GVODUJPOBM�QBJO�QPJOUT�BT�GPMMPXT��

!e process of generating cross-function pain points addresses the 
concerns of employees who are directly involved in daily business 
operations. Every few months, FPT Software organizes a workshop 
that aims to understand these cross-functional pain points. After the 
annual core missions of the entire company are identified, managers of 
all departments, who are related to those missions, gather and perform 
brainstorming activity to produce a list of pain points. !ese pain 
points are then ranked and prioritized based on some metrics. Digital 
transformation projects are created to address the important pain points, 
and specific tasks are assigned to the relevant teams. !e objectives and 
key performance indices of these projects are also discussed so that they 
can be reviewed thoroughly in the next workshop.

“

”
_CD&TO of FPT Software _

When it comes to identifying organizational problems, people often think 
that the problem is caused by other departments and not by themselves; 
department A may tend to attribute the pain point to department B and 
vice versa. As a result, nobody tackles the pain points since they think those 
pain points are not their responsibility. It should be noted that these pain 
points do not refer to the conflicts between departments but to the issues 
and inefficiencies that happen during their daily collaboration. Solving 
these problems will improve the work engagement between departments 
and thus benefit the whole business process. As such, it is effective when 
cross-functional teams work together in the workshops to identify the 
pain points.

“

” _CD&TO of FPT Software _
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"GUFS� DPNQMFUJPO� TVDDFTTGVM� EJHJUBM� USBOTGPSNBUJPO� QSPKFDUT� BSF� UIFSFGPSF� UIFO� SFmOFE� BOE�
packaged together with the Digital KaizenTM approach as digital transformation solutions, which 
BSF�TPME�UP�'15�DMJFOUT�BGUFSXBSET��'SPN�JUT�EBUBCBTF�PG�DMJFOUT�'15�JEFOUJmFT�BOE�BQQSPBDIFT�
clients, who may have the issues or pain points that were addressed by such digital transformation 
TPMVUJPOT��'15�EPFT�OPU�PGGFS�PGG�UIF�TIFMG�TPGUXBSF�QBDLBHFT�CVU�CFTQPLF�EJHJUBM�USBOTGPSNBUJPO�
TPMVUJPOT�UIBU�BSF�UBJMPSFE�UP�UIFJS�DMJFOUT��TQFDJmD�CVTJOFTT�DPOUFYU�BOE�OFFET�

*O�UIF�OFYU�TFDUJPO�XF�QSFTFOU�UXP�OPUBCMF�EJHJUBM� USBOTGPSNBUJPO�QSPKFDUT�UIBU�TVDDFTTGVMMZ�
BEESFTTFE�UXP�PG�'15�T�QBJO�QPJOUT�OBNFMZ�.Z'15�BOE�BLB-JOL��8F�DIPTF�UIFTF�UXP�DBTFT�
GPS�UXP�SFBTPOT��'JSTU� UIFZ�XFSF�DPOTJEFSFE�CZ�UIF�JOGPSNBOUT�BT�LFZ�EJHJUBM� USBOTGPSNBUJPO�
JOJUJBUJWFT� PG� '15� XIJDI� DPOUSJCVUFE� TJHOJmDBOUMZ� UP� UIF� CVTJOFTT�DSJUJDBM� PQFSBUJPOT� PG� UIF�
DPNQBOZ� JO�������8IJMF�.Z'15�BJNFE� UP� UBDLMF�QBJO�QPJOUT� UIBU�XFSF� SFMBUFE� UP� SFUFOUJPO�
"LB-JOL� GPDVTFE�PO�TPMWJOH�QSPCMFNT� SFMBUFE� UP�CPUI� SFTPVSDF� GVMmMNFOU�BOE� SFUFOUJPO��"T�
these cases focused on achieving human resources-related objectives, they illustrate the 
process from identifying pain points to developing digital transformation initiatives that were 
BMJHOFE� XJUI� '15�T� TUSBUFHJD� PCKFDUJWFT�� 4FDPOE� UIFTF� DBTFT� IBE� BMSFBEZ� HPOF� UISPVHI�
several milestones and achieved some accomplishments, thus they provided more complete 
accounts of the digital transformation process. 

“!e rule of thumb is that no project can take more than 6 months to 
complete. After six months, we should be able to evaluate the project’s 
ROI. Not only the project must support the company’s business strategy in 
the next three to five years, but ideally it should also yield enough revenue 
to sustain itself, or this revenue can be re-invested in other projects. 
Apart from solving the critical pain points, the project is considered as 
valuable when it benefits the personal development of the employees or 
increases technological capital, which then contribute to other digital 
transformation projects.

“

” _CEO of FPT Software _

When selling digital transformation solutions to our clients, we sell the 
methodology rather than the software package. While digital technologies 
are just tools, Digital KaizenTM is a methodological framework that 
guides the whole transformation process. When working with the clients, 
FPT Software serves as a consultant or advisor and not as a one- time 
seller. !rough conducting workshops with the clients, which are similar 
to what we do in FPT Software, we identify clients’ pain points and come 
up with the solutions based on their context and needs. !is approach 
therefore encourages the clients to adopt the Digital Kaizen spirit and 
to embrace continuous improvements rather than sticking to one fixed 
solution.

“

” _CEO of FPT Software _
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'SPN������UP������FNQMPZFF�FOHBHFNFOU�XBT�POF�PG�UIF�LFZ�DIBMMFOHFT�PG�'15��%VF�UP�JUT�
GBTU�HSPXJOH�EFWFMPQNFOU� UIF�OVNCFS�PG�FNQMPZFFT� JODSFBTFE�TJHOJmDBOUMZ�XIJDI�NBEF� JU�
EJGmDVMU� GPS�NBOBHFST�UP�QSPWJEF�QFSTPOBMJ[FE�FOHBHFNFOU�XJUI�UIFJS�FNQMPZFFT�BOE�SFUBJO�
them. A closer investigation revealed that a manager at that time had about 200 employees 
XIP� SFQPSUFE�EJSFDUMZ� UP� UIFN�� *O� BEEJUJPO� UIFSF�XBT�B� MBDL� PG� QSPDFTTFT� BOE� TZTUFNT� UP�
FWBMVBUF� UIF�QFSGPSNBODF�PG� UIFTF�FNQMPZFFT�FGGFDUJWFMZ�BOE�FGmDJFOUMZ� UIFSFCZ� MFBEJOH�UP�
poor performance review experiences and employees felt unacknowledged for their efforts. 

"T� B� SFTVMU� UIJT� POF�ZFBS� QFSJPE� XJUOFTTFE� B� IJHI� UVSOPWFS� SBUF� PG� ��� QFSDFOU� XIFSF�
BQQSPYJNBUFMZ������PG������OFX�FNQMPZFFT�MFGU�UIF�DPNQBOZ��"U�UIF�TBNF�UJNF�UIF�JOUFSWJFXT�
XJUI�JOGPSNBOUT�GSPN�'15�SFWFBMFE�UIBU�UIFZ�DPOTJEFSFE�UIF�UJNF�TQFOU�PO�HFUUJOH�FBDI�OFX�IJSF�
to familiarize themselves with the work processes was of sizeable length and a possible waste. 
*O�HFOFSBM�JU�UPPL�FWFSZ�OFX�FNQMPZFFT����EBZT�UP�VOEFSTUBOE�UIF�QSPDFEVSFT�BOE�TZTUFNT�
and get along with key supporters before they could perform their tasks. This perceived time-
consuming onboarding process was not a challenge to any single department but a cross-
functional problem for all involved departments. The lack of adequate employee engagement 
NFUIPET�BOE�UIF�POCPBSEJOH�QSPDFTT�UIBU�DPVME�CF�GVSUIFS�PQUJNJ[FE�XFSF�JEFOUJmFE�BT�DSPTT�
GVODUJPOBM�QBJO�QPJOUT�CFUXFFO�NVMUJQMF�EFQBSUNFOUT�JODMVEJOH�IVNBO�SFTPVSDFT�BOE�mOBODF�
and across organizational levels.

5IFTF�JEFOUJmFE�QBJO�QPJOUT�XFSF�BEESFTTFE�UISPVHI�EFWFMPQJOH�BOE�JOUSPEVDJOH�BO�BMM�JO�POF�
NPCJMF�BQQMJDBUJPO�DBMMFE�.Z'15��5IJT�BQQMJDBUJPO�BJNT�UP�SFJOGPSDF�BOE�EJHJUBMMZ�USBOTGPSN�UIF�
FOHBHFNFOU�CFUXFFO�'15�BOE�JUT�FNQMPZFFT�BT�XFMM�BT�UIF�DPNQBOZ�T�POCPBSEJOH�QSPDFTT��
The mobile app contains a wide range of functionalities of both an enterprise social network 
BOE�BO�POMJOF�NBSLFUQMBDF��'PS�FYBNQMF�XJUI�UIF�FNCFEEFE�EBUBCBTF�PG�GSFRVFOUMZ�BTLFE�
RVFTUJPOT� 	'"2T
� OFX� FNQMPZFFT� IBWF� FBTZ� BDDFTT� UP� BOE� UIF� PQQPSUVOJUZ� UP� GBNJMJBSJ[F�
UIFNTFMWFT�XJUI�UIF�XPSL�QSPDFEVSFT�BOE�TZTUFNT�JO�'15��*O�BEEJUJPO�QFSTPOBMJ[FE�GFFECBDL�
about performance from managers to employees can be sent via this mobile app, and the 
employees can send each other appreciations and congratulations on special occasions as 
XFMM��5IF�BQQ�BMTP�QSPWJEFT�NVMUJQMF�GFBUVSFT�UP�JNQSPWF�UIF�FNQMPZFFT��XPSL�FYQFSJFODF�BU�
'15��'PS�FYBNQMF�UIFZ�DBO�HJWF�SBUJOHT�BOE�SFWJFXT�GPS�UIF�NFBMT�TFSWFE�BU�UIF�DPNQBOZ�T�
cafeteria, and a recommending function is implemented on the app to suggest new or matching 
EJTIFT�CBTFE�PO�FBDI�FNQMPZFF�T�VOJRVF�EJOJOH�QBUUFSOT�BOE�OFFET��#Z�JOUFSBDUJOH�XJUI�UIF�
app, employees can earn and receive reward points, which the company calls ‘company 
HPMET��BOE�VTF�UIFTF�UP�CVZ�MVODIFT�BU�XPSL�PS�PUIFS�HPPET��

MyFPT: a mobile app for people engagement 
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A series of engagement programs were promoted on the 
NPCJMF�BQQ�UP�JODSFBTF�UIF�FNQMPZFFT��BEPQUJPO�PG�UIF�BQQ��
'PS� FYBNQMF� '15� JODPSQPSBUFE�.Z'15� JOUP� JUT� TPDJBM� FWFOU�
i3VO�GPS�(SFFOw�JO�XIJDI�UIF�DPNQBOZ�QMFEHFE�UP�QMBOU�B�USFF�
for every 10-kilometer run by each employee as recorded on 
the app. Other, work-related daily activities are also integrated 
JOUP� UIF� BQQ�� 'PS� JOTUBODF� UIF� FNQMPZFFT� HFU� FYUSB� QPJOUT�
when they commute to work by company buses. The tangible 
CFOFmUT�	F�H��CVT�UJDLFUT�SFEFFNBCMF�QPJOUT
�BSF�QSFTFOUFE�
BT� BO� JODFOUJWF� GPS� UIF� FNQMPZFFT�� USJBM� PG� UIF� BQQMJDBUJPO�
BOE� UIF� BQQ�T� GFBUVSFT� 	F�H�� GPPE� SFWJFXT� GFFECBDL�
appreciation) are used to maintain their engagement with the 
BQQ�JO�UIF�MPOH�SVO��5IF�$00�PG�'15�FYQMBJOFE�UIF�BQQSPBDI�
UP�QFSTVBEF�FNQMPZFFT�UP�BEPQU�.Z'15�BT�QBSU�PG�UIJT�EJHJUBM�
transformation project: 

"GUFS�TJY�NPOUIT�PG� JNQMFNFOUJOH� UIF�.Z'15�QSPKFDU�TFWFSBM�
BDIJFWFNFOUT�XFSF�SFDPSEFE��'JSTU�OFX�FNQMPZFFT�OP�MPOHFS�
had to spend too much time to get familiarized with the 
company's procedures and systems, as they actively sought 
BOE�GPVOE�UIF�OFDFTTBSZ�JOGPSNBUJPO�PO�.Z'15��"T�B�SFTVMU�UIF�
UJNF�SFRVJSFE�GPS�UIF�POCPBSEJOH�QSPDFTT�BU�'15�XBT�SFEVDFE�
GSPN����EBZT�UP�mWF�EBZT�XIJDI�BNPVOUFE�UP�B�MBSHF�TBWJOH�
in terms of monetary value. Second, the human resources 
department and top management were now able to engage 
better with the employees and retain new hires more effectively, 
XIJDI� MFE� UP� B� TJHOJmDBOU� EFDSFBTF� JO� UIF� DPNQBOZ�T� IJHI�
UVSOPWFS� SBUF��$VSSFOUMZ� ������FNQMPZFFT�VTF�.Z'15�EBJMZ�
for various purposes, from booking transport and ordering 
food, to reviewing their evaluations and communicating with 
colleagues. The large number of active daily users indicate a 
IJHI�MFWFM�PG�FOHBHFNFOU�CFUXFFO�'15�BOE�UIFJS�FNQMPZFFT��
*O� UPUBM� ��� TUSBUFHJD� QBJO� QPJOUT� XFSF� SFTPMWFE� UISPVHI� UIF�
digitally transformed onboarding and engagement processes. 

While the Digital KaizenTM as a framework instructs us on what and 
how to implement digital transformations, top management needs to be 
creative in designing every implementation step. On one hand, MyFPT 
is created to serve the essential need of the employees to engage with 
the company; therefore, the initial adoption of some employees can be 
anticipated and understandable. On the other hand, when the app as 
part of the digital transformation needs to be adopted at a larger scale, it 
needs to be flexibly changed to promote its adoption.

“

”
_HDI of FPT Software _
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%VSJOH�UIF�����o�����QFSJPE�'15�GBDFE�BO�JTTVF�SFMBUFE�UP�UIF�NBOBHFNFOU�PG�UIF�DPNQBOZ�T�TLJMM�
inventory. Traditionally, human resources management activities involve updating and assessing 
the current skill inventory, forecasting the availability for core skills and sourcing talents to meet 
business needs in a timely manner. As the company was growing rapidly, there was an increasing 
demand for increasing the speed of these activities and continuous monitoring of the organizational 
TLJMM�JOWFOUPSZ��5IFTF�SFRVJSFNFOUT�XFSF�JEFOUJmFE�BT�UIF�DSPTT�GVODUJPOBM�QBJO�QPJOUT�PG�NVMUJQMF�
departments that needed to be addressed. 

'15�EFWFMPQFE�BLB-JOL�UP�JNQSPWF�UIF�TLJMM�JOWFOUPSZ�NBOBHFNFOU�QSPDFTTFT��BLB-JOL�JT�BO�POMJOF�
digital platform that provides project management and enterprise social networking functionalities. 
&NQMPZFFT� SFHJTUFS� BOE� VQEBUF� UIFJS� TLJMMT� BGUFS� FWFSZ� QSPKFDU� BOE� DPMMFBHVFT� DBO� FOEPSTF�
FBDI�PUIFS�T�TLJMMT��BLB-JOL�BMTP�BMMPXT�FNQMPZFFT� UP�WPMVOUFFS� GPS� UBTLT� JO�PUIFS�EFQBSUNFOUT�
and the system recommends new projects to the employees which match their nominated skills 
BOE�DBSFFS�EFWFMPQNFOU�QMBOT��"T�TVDI�BLB-JOL�FNQPXFST�FNQMPZFFT�UP�NBLF�EFDJTJPOT�PO�
their career development. The platform also provides top management with more accurate and 
UJNFMZ�JOGPSNBUJPO�BCPVU�UIF�FNQMPZFFT��QBSUJDJQBUJPO�JO�QSPKFDUT�BOE�BO�PWFSWJFX�PG�UIF�TLJMMT�UIBU�
are currently available in the company. This information in turn enables the top management to 
QMBO�GPS�USBJOJOH�QSPHSBNT�BOE�IJSJOH�TUSBUFHJFT�NPSF�FGGFDUJWFMZ��*U�XBT�FTUJNBUFE�UIBU�UIJT�EJHJUBM�
transformation project had yielded a total revenue of about USD 700,000 until June 2020 through 
deploying employees with the right skills in client projects. 

akaLink: a digital platform for skill inventory management 

Fin
din

gs
5IF�UXP�QSPKFDUT�BSF�JOTUBODFT�PG�'15�T�EJHJUBM�USBOTGPSNBUJPO�JOJUJBUJWFT�UIBU�SFTVMUFE�JO�OPU�POMZ�
NPOFUBSZ� WBMVFT� CVU� BMTP� TQJMMPWFS� FGGFDUT� UIBU� JNQBDUFE� UIF� XIPMF� PSHBOJ[BUJPO�� 'JSTU� XIFO�
employees engaged in these digital transformation projects, they further increased their readiness 
to adapt to the organizational changes related to using new technologies. Second, the digital 
transformation projects addressed and resolved cross-functional pain points that directly impacted 
operational staff in their daily work, which in turn increased their job satisfaction. Third, as the pain 
QPJOUT�XFSF�TVDDFTTGVMMZ�BEESFTTFE�JO�B�TIPSU�UJNF�GSBNF�PG�UISFF�UP�TJY�NPOUIT�UIF�FNQMPZFFT��
morale increased and top management gained trust from the employees, which again motivated 
UIFJS�QBSUJDJQBUJPO�JO�PUIFS�GPMMPXJOH�EJHJUBM�USBOTGPSNBUJPO�BDUJWJUJFT�BDDPSEJOH�UP�UIF�$&0�

Effects of Digital Kaizen driven
digital transformation initiatives 

It should be noted that digital transformation projects must benefit 
employees at the operational level first. Digital transformation projects 
should not be about creating new tasks for them but offer new solutions 
to increase their productivity and performance. !is will make the 
employees find the digital transformations more relevant to them and 
feel willing to get involved in transformation activities.

“

”
_CEO of FPT Software _
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Discussion 
The Digital KaizenTM� QIJMPTPQIZ� PG� '15� XBT� CVJMU� PO� UIF� QSJODJQMFT� PG� UIF� PSJHJOBM� ,BJ[FO�
QIJMPTPQIZ� GPS� UIF� DPOUFYU� PG� JNQMFNFOUJOH� EJHJUBM� USBOTGPSNBUJPO�� *O� MJOF� XJUI� UIF� PSJHJOBM�
WFSTJPO�%JHJUBM�,BJ[FO�QVUT�FNQIBTJT�PO�UIF�UISFF�BSFBT�PG�GPDVT��	�
�QSPDFTT�	�
�TUBOEBSET�
BOE�	�
�QFPQMF�	.BTBBLJ�������4VÈSF[��#BSSB[B�BOE�-JOHIBN�����
��'PS�JOTUBODF�SBUIFS�UIBO�
making a big-bang style disruption, incremental digital changes are conducted within the 
organization. This approach encourages digital transformation as a continuous process with 
OP�FOE��*O�%JHJUBM�,BJ[FO�QFPQMF�BSF�SFDPHOJ[FE�BT�UIF�NBJO�ESJWFS�PG�EJHJUBM�USBOTGPSNBUJPO�
activity, and increased people engagement leads to improved organizational change 
management capability and higher digital maturity. 

The Digital Kaizen philosophy adds a new perspective to the current Kaizen literature. While 
,BJ[FO�IBT�CFFO�BQQMJFE�XJEFMZ�JO�NBOBHFNFOU�QSBDUJDFT�PG�WBSJPVT�JOEVTUSJFT�	8JUUFOCFSH�
����
�%JHJUBM�,BJ[FO�XBT�DSFBUFE�TQFDJmDBMMZ�GPS�EJHJUBM�USBOTGPSNBUJPO�QSBDUJDFT��5IF�PSJHJOBM�
Kaizen is primarily applied in production to reduce costs, minimize waste, and to increase 
QSPEVDUJWJUZ�XIFSFBT�%JHJUBM�,BJ[FO�BJNT�BU�GBDJMJUBUJOH�UIF�FGGFDUJWF�BOE�FGmDJFOU�JNQMFNFOUBUJPO�
of digital innovations that transform employee-related, people and business processes. The 
focus on solving cross-functional pain points and implementing digital innovations to achieve 
quick and small improvements in the organization expands beyond eliminating waste and 
JNQSPWJOH�FGmDJFODZ�JO�UIF�QSPEVDUJPO�MJOF��

5IF�BQQMJDBUJPO�PG�,BJ[FO�QIJMPTPQIZ�GPS�EJHJUBM�USBOTGPSNBUJPO�FWJEFODF�,BJ[FO�T�DBQBCJMJUZ�
UP�TVQQPSU� UIF�DSFBUJPO�PG�PSHBOJ[BUJPOBM� JOOPWBUJPOT�� *O�DPOUSBTU� UP�TPNF�QSJPS�TUVEJFT� UIBU�
argued Kaizen is more suitable for slowly growing business environments and economies 
	8JUUFOCFSH�����
�PVS�DBTF�TUVEZ�TIPXT�UIBU�PSHBOJ[BUJPOT�DBO�QSBDUJDF�,BJ[FO�BOE�HFOFSBUF�
JOOPWBUJPOT�BU�UIF�TBNF�UJNF�	*NBJ�����
��8JUI�UIF�TVQQPSU�PG�EJHJUBM�UFDIOPMPHJFT�PSHBOJ[BUJPOBM�
initiatives can be created that bring about new business models, products, and value creation 
processes. Table 1 shows the comparison between the original Kaizen framework and its six 
CBTJD�TUFQT�	4NBMMFZ���,BUP�����
�BOE�UIF�JNQMFNFOUBUJPO�PG�UIF�%JHJUBM�,BJ[FOTM approach 
UIBU�XBT�QFSGPSNFE�XJUIJO�'15��

In contrast to some prior studies that argued Kaizen is more suitable 
for slowly growing business environments and economies (Wittenberg 
1994), our case study shows that organizations can practice Kaizen and 

generate innovations at the same time (Imai 2007)
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Kaizen framework

Organizations maintain 
awareness–through 
experience and training–
of the opportunities or 
challenges that can bring 
changes to improve 
processes 

Understand the process 
inside the improvement area 
through various techniques 

Brainstorm the problems 
using creative and analytical 
thinking of each participants 

• Decide who will do what, 
where, how, by when, and 
why 

t�$PPSEJOBUJPO�CFUXFFO�
implementation teams is 
emphasized 

t�$PNQBSF�SFTVMUT�
with conditions before 
the improvement and 
decidewhether there is still 
room for further improvement 

t�*G�TVDDFTTGVM�TUBOEBSEJ[F�
the solution 

Digital Kaizen 

$SPTT�GVODUJPOBM�QBJO�QPJOUT�
BSF�JEFOUJmFE�CZ�DPOEVDUJOH�
regular and mandatory 
workshops which are 
attended by department 
managers 

Department managers 
provide feedback about 
operational issues which are 
encountered during daily 
work and collaboration 

• Department managers 
discuss and come up 
with digital transformation 
initiatives to address cross-
functional pain points 

• A steering committee 
evaluates the proposed 
projects to determine their 
priority based on clear criteria 

t�&NQIBTJ[F�nFYJCMF�DIBOHF�
management techniques to 
JODSFBTF�VTFS�T�BEPQUJPO�

t�'PDVT�PO�TNBMM�BOE�RVJDL�
XJOT�UP�SBJTF�FNQMPZFFT��
morale 

• The goals of implementation 
are not only immediate results 
but also to nurture change 
capability and digital maturity 

• Digital transformation 
projects are evaluated based 
PO�TQFDJmD�DSJUFSJB�XIJDI�BSF�
linked to strategic objectives 

• Successful digital 
transformation projects are 
SFmOFE�QBDLBHFE�BOE�TPME�
to clients 

Step 1: Discover improvement potential 

Step 2: Analysis the current method 

Step 3: Generate original ideas 

Steps 4 & 5: Develop and implement the plan 

Step 6: Evaluate the new method 

Case study
(MyFPT & akaLink) 

Top management sets 
strategic objectives 
and department 
managers discuss pain 
points in workshops to 
generate relevant digital 
transformation initiatives 

*EFOUJmDBUJPO�PG�JOBEFRVBUF�
employee engagement 
BOE�JOFGmDJFOU�POCPBSEJOH�
process as cross-functional 
pain points

Digital transformation 
initiatives that aim at 
improving employee 
engagement are prioritized 
based on their feasibility, 
urgency, potential values, 
and alignment with strategic 
objectives 

1SPHSBNT�BOE�DIBOHF�
management techniques 
are deployed to increase the 
FNQMPZFFT��BEPQUJPO�PG�UIF�
digital transformation solutions 

• Several achievements are 
recorded in terms of monetary 
gain, time saved, and number 
of addressed pain points 

t�"LB-JOL�BT�BO�FNQMPZFF�
engagement platform is 
advertised and sold to clients 
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0VS�DBTF� TUVEZ� TVQQPSUT� UIF� TUVEZ�PG�8FTTFM� FU� BM�� 	����
�XIJDI�QVUT� GPSXBSE� UIBU�EJHJUBM�
USBOTGPSNBUJPO� SF�EFmOFT� PSHBOJ[BUJPO�T� WBMVF� QSPQPTJUJPO� BOE� MFBET� UP� UIF� DSFBUJPO� PG� B�
OFX� PSHBOJ[BUJPOBM� JEFOUJUZ�� 5ISPVHIPVU� JUT� EJHJUBM� USBOTGPSNBUJPO� FOEFBWPST� '15� OPU� POMZ�
continuously deploys digital technologies such as cloud computing and big data analytics but 
BMTP�FYQFSJFODFT�B�DPOTUBOU�TIJGU�PG�UIF�DPNQBOZ�T�CVTJOFTT�NPEFM�QSPEVDUT�BOE�QSPDFTTFT�
	8FTTFM�FU�BM������
��'15�IBT�DIBOHFE� GSPN�CFJOH�B�TPGUXBSF�EFWFMPQNFOU�DPNQBOZ� UP�B�
EJHJUBM�USBOTGPSNBUJPO�*5�TFSWJDFT�BOE�DPOTVMUBODZ�DPNQBOZ�	'15�����
�XIJDI�PGGFST�EJHJUBM�
USBOTGPSNBUJPO�TFSWJDFT�BT�B�WBMVF�QSPQPTJUJPO� UP� JUT�DVTUPNFST��5IF�PSHBOJ[BUJPO�T�DIBOHF�
PG� CVTJOFTT�NPEFM� BOE� JEFOUJUZ� JT� B� SFTVMU� PG� JUT� EJHJUBM� USBOTGPSNBUJPO� FGGPSUT�� *O� EPJOH� TP�
UIF�PSHBOJ[BUJPO�T�TUSVDUVSF�IBT�BMTP�CFFO�USBOTGPSNFE�XJUI�UBTL�GPSDFT�JO�DIBSHF�PG�EJHJUBM�
transformation initiatives, a committee responsible for evaluating digital transformation 
QSPKFDUT�� QSJPSJUZ� BOE�NBOEBUPSZ�XPSLTIPQT� JO� QMBDF�XIFSF�NBOBHFST� JO� JODVCBUPS� UFBNT�
identify cross- functional pain points and develop proposals for possible solutions.
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Conclusion 

Our case study presents Digital Kaizen as a new framework and practical approach for 
conducting digital transformation. Based on empirical data and a review of relevant literature, 
the case study was performed with input from a small number of key informants in a single case 
organization. While we acknowledge such limitation, the case study nevertheless contributes 
B�EFUBJMFE�BDDPVOU�PG�IPX�EJHJUBM�USBOTGPSNBUJPO�XBT�DPOEVDUFE�FGGFDUJWFMZ�BOE�FGmDJFOUMZ�UP�
the existing theoretical and practical knowledge about digital transformation and the Kaizen 
philosophy. 

Digital transformation programs are often large and complex and consist of multiple related 
VOEFSUBLJOHT� XJUI� NVUVBM� EFQFOEFODJFT�� $POTFRVFOUMZ� JU� JT� VTFGVM� UP� IBWF� B� TZTUFNBUJD�
BQQSPBDI�UP�BSSBOHF�TVDI�MBSHF�QSPHSBNT�JO�TNBMMFS�BOE�NPSF�NBOBHFBCMF�QSPKFDUT��*O�PVS�
case, a large digital transformation program aimed at addressing several human resource-
SFMBUFE� JTTVFT� XIJDI� XFSF� QBSU� PG� UIF� DPNQBOZ�T� TUSBUFHJD� PCKFDUJWFT�� 5IF� BQQSPBDI�XJUI�
XPSLTIPQT�UP�JEFOUJGZ�TQFDJmD�QBJO�QPJOUT�BOE�UP�EFmOF�TNBMMFS�EJHJUBM�USBOTGPSNBUJPO�JOJUJBUJWFT�
J�F��.Z'15�BOE�"LB-JOL�IBT�CFFO�FGGFDUJWF�UP�EJWJEF�UIF�MBSHF�EJHJUBM�USBOTGPSNBUJPO�QSPHSBN��

Our research suggests the integration of Kaizen philosophy into digital transformation 
QSBDUJDFT� BOE�XF� JOWJUF� GVUVSF� TUVEJFT� UP� JOWFTUJHBUF� UIJT� JOUFHSBUJPO�� 'PS� JOTUBODF� GVSUIFS�
research may determine a more rigorous list of criteria and techniques for ranking and 
prioritizing digital transformation initiatives that are parts of a complex transformation program. 
*U�JT�BMTP�OFDFTTBSZ�BOE�IFMQGVM�UP�EFUFSNJOF�UIF�QSBDUJDFT�TVDI�BT�UIF�XPSLTIPQT�EFTDSJCFE�
in this case study, to organize complex digital transformation programs into meaningful and 
NBOBHFBCMF�USBOTGPSNBUJPO�JOJUJBUJWFT�UIBU�DBO�CF�DBSSJFE�PVU�JO�UIF�%JHJUBM�,BJ[FO�T�GBTIJPO��
'VUVSF�TUVEJFT�NBZ�BMTP�DPOTJEFS�FYBNJOJOH�UIF�JNQMFNFOUBUJPO�PG�%JHJUBM�,BJ[FO�JO�EJGGFSFOU�
contexts, in which organizational factors including workplace cultures may have impacts on 
UIF� JNQMFNFOUBUJPO�� *O� UIJT� SFHBSE� BDUJPO� SFTFBSDI� UP� FNQJSJDBMMZ� JOWFTUJHBUF� F� UIF� %JHJUBM�
Kaizen approach will be especially valuable. 

"e case study nevertheless contributes a detailed account of how 
digital transformation was conducted effectively and efficiently, 
to the existing theoretical and practical knowledge about digital 

transformation and the Kaizen philosophy. 
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