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Abstract 

 
 
As Digital izat ion gains momentum with every s ingle industry facing disrupt ive forces we 

can see an increased obsession among the C- level execut ives over their  organizat ion’s 

digital imperat ive. While the senior management dr ive their organizat ions’ high - level 

strategy by talk ing dig i ta l ,  it ’s the project manager who is ult imately responsible to do 

the ground work and give shape to the vis ion charted out by their  senior management. 

The role of the project manager has never been more important than in these t imes 

when each and every organizat ion is look ing to be included into the digital verse.  

In this paper, we chart out a strategy which can be adopted by the project managers to 

dr ive the digital ini t iative in their respect ive organizat ions. Project Managers have to 

pivot from their  t radit ional project management role and ident ify themselves more as a 

digital leaders to dr ive their  organizat ion’s digital ini t iat ive. If  the organizat ion is digital 

mature, the project manager has his work cut out in managing cont inuous change 

management and high stakes stakeholder management.  

This paper wil l  provide a c lear roadmap to al l  the digital leaders on how they can not 

only expedite their organizat ion’s digital transformation but also how they can achieve 

market leadership. What i t means to be f ul ly digital and give a r ing-side view of how 

organizat ions are prepping themselves to win in this digital economy.  

To quote an INSEAD art ic le on digital leadership ‘Digital is  business and business is 

digital ’ .    
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Introduction 

 
 

"Whatever logic is good enough to tell me is worth writ ing down," said the 

Tortoise. "So enter it  in your notebook, please.  

We will  call it  E. If  A & B & C & D are true, Z must be true.  

Until I 've granted that, of course I needn't grant Z. So it 's quite a necessary step, 

you see?" 

"I see," said Achilles; and there was a touch of sadness in his tone.  

 --What the Tortoise told Achilles, Lewis Carroll   

 

While each and every role in the organizat ional hierarc hy has been def ined and re-

def ined, the role of the project manager has stayed the same that of the chief 

inter locutor and the pr ime f ire f ighter when i t  comes to dousing any conf l ict  between the 

mult i tude of  the teams involved in project  execution. Its t ime the role of  the project 

manager is posit ioned more as a digital leader rather than someone who manages the 

projects within the budgetary t imelines.  

Project Manager while act ing as a crucial l ink between t he senior management and the 

del ivery teams is most apt ly posit ioned to lead the organizat ion into the digital age.  

With the advent of the digital age and with the onset of a new set of chal lenges the 

most important being meeting the continuously changing end-user /stakeholder 

expectat ions , project manager’s role has to be pivoted so as to posit ion i t as the de 

facto digital leader to lead the enterpr ise wide change.  

These digital leaders have been the tradit ional execut ioners of the enterpr ise vis ion of 

the CXOs dr iving change from the ground up and are well  posit ioned to dr ive the digital 
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t ransformation programs. If  the incumbents are truly look ing towards extract ing the best 

possible business outcomes  they need to get a buy- in from the del ivery teams who 

either need to be re-ski l led or need to know their value addit ion if  they cont inue to 

support the core systems not undergoing transformation.   

Enterpr ises are facing a new k ind of chal lenge in retaining their  core systems while 

coming up with solut ions that  can be implemented digital ly to complement the already 

exist ing as- is systems. While digit izing the core modules is of ten r isky and fraught with 

lot of  technical chal lenges, bui lding the digital services around these core modules to 

achieve economies of  scale and maximize the ROI is the best way forward.  

 
 
Digital is Business and Business is Digital  

 

 
Most of  the companies are st i l l  trying to gauge the avalanche of  benefi ts their 

organizat ions can gain if  they choose to go digital.  Board level meetings and the senior 

management strategy meetings tend to revolve around how is this affect ing them and 

how can they get on to the digital  band wagon.  

Digital transformations are the order of  the day and i f  a n organizat ion in the tradit ional 

industry or a digita l  non-nat ive does not have a digital transformation strategy in place 

investors start  predict ing i ts  ext inct ion event.  CEOs have to have a digital strategy in 

place to share along with the quarter ly and annual results. The sof tware services 

industry is  now report ing their digital business outcome separately so as to keep a track 

of the amount of digital t ransformation they are affect ing amongst their  var ious c l ients 

spread across var ious industr ies.   

Digital is  in a way becoming an ersatz for  al l  things business and that ’s the way 

forward. Germany considered a pioneer in manufactur ing with a contr ibut ion of  more 

than 20% to its  GDP can be seen digit izing i ts ent ire manufactur ing process. This wil l 

give i t  an uncanny edge over the rest of the wor ld.  

Dubbed Industr ial izat ion 4.0, the digital izat ion of  its product ion and manufactur ing is a 

great step forward towards automation and high quali ty output.  A ccording to a recent 

study by the Deutsche IT industry associat ion BITKOM in partnership with Fraunhofer 

Inst i tute of  Industr ial Engineer ing , this digital izat ion in the manufactur ing industry wil l  

lead to as much as 5% increase in employment opportunit ies which wil l  t ranslate into 

signif icant r ise in the country’s GDP.  

What with the advent of  the digital technologies tradit ional  industr ies are gett ing 

disrupted global ly f rom hitherto unknown scenar ios. We can see Uber disrupt ing the 
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entire transportat ion industry, Netf l ix  the way content is del ivered disrupt ing the 

entertainment industry and AirBnB, which has market capital izat ion more than the 

Hyatts and Hil tons of the wor ld , has shown the incumbents on how to achieve the 

economies of scale by not owning any actual physical assets . Al l these pure play digital 

nat ives are disrupt ing the tradit ional incumbents  at a never before ant ic ipated pace.  

If you went to bed last night as an industrial company, 

you 're going to wake up today as a software and analytics 

company. 

                        -  Jeffrey Immelt, CEO, General Electric 

 
 
Project Manager as the Digital Leader                                                                     

 

The world is at an inf lect ion point.  Industr ial izat ion 4.0 is forc ing organizat ions to either 

face the digital head winds head long and win the digital wars or face their  own Kodak  

moment .  As organizat ions try to pul l  in al l s tops to win in this new digital economy, i t ’s 

the imperat ive of the project manager to make i t  happen from the ground up.  

The digital t ransformation should be a bottoms -up approach with the core processes 

and the core del ivery team gett ing a buy- in in to the whole digital story.  

The digital economy has resulted in the creat ion of two kinds of players global ly,  t he 

digital non-nat ives and the digital nat ives. The digital non -nat ives are those incumbent 

companies who are seeing their  tradit ional models being disrupted in this new digital 

economy. The digital nat ives are the new pure play digital companies , the Ubers and 

AirBnBs of  the digital wor ld,  disrupt ing the tradit ional players and envisaging new 

solut ions to the hitherto dormant models of doing business.  

The digital non-nat ive companies are the ones who are responding to or rather trying to 

combat the digital natives by drawing up huge digital transformation programs to get 

more value proposit ion from these programs while st i l l  running their  core legacy 

systems. Their core legacy systems are as much important as the new digital init iat ives. 

Bimodal IT , with two-part teams, one looking at the more stable core system, and one 

look ing at the digital transformation  programs go a long way in maintaining the status 

quo of the incumbents.   

Most of the core modules of these huge enterpr ises run on the erstwhile legacy 

platforms. Migrat ing these core systems to the modern  infrastructure is both r isky and 
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cost intensive as Commonwealth bank of Austral ia found out after  i t embarked on 

replacing i ts legacy systems which cost i t a whopping $749.9 mil l ion.  

Another organizat ions ’ ef forts to migrate i ts legacy systems resulted in a never -ending 

nightmare and had to be abandoned mid-way which was wastage of precious t ime and 

money. So, organizat ions must look to build digital capabil i t ies around these core 

systems and need capable hands to lead this ini t iat ive.  

 

 
 
 

The digital transformation program wil l make the incumbents digi tal ly compliant which 

wil l  dr ive them to achieve the required key business outcomes just as the digital nat ive.  

This is where the role of the project manager is the most crucial. Project Manager plays 

a pivotal and central role in both the digital transfo rmation and running the core legacy 

systems. More often than not the project manager  has their hands in both of  these 

areas and is placed at a good vantage point to  be able to take key decis ions on which 

are the core areas that are to be left  untouched and  which have to be included in the 

digital transformation programs. Project managers along with enterpr ise architects have 

a key role to play in making these key decis ions.  
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What did the Tortoise tell  Achilles?                                                                     

 

Digital t ransformations if  not planned proper ly most often wil l  be fraught with wastage of 

precious resources and a l i teral monetary black hole . As was the case with Achi l les who 

was led by the c lever tortoise in to an inf inite regr ession, if  not planned proper ly the 

digital transformation might be one endless “ If  this then that”  scenar io which not only 

eludes ROI but also def ies logic.   

Digital t ransformation programs if  executed eff ic ient ly can reap in benef its both short -

term as well  as long-term and posit ion the organizat ion in the best posit ion to take on 

the digital nat ives . The successful execut ion of the digital t ransformation program is the  

key and the project manager has to dr ive this success across the board.  

So, what k ind of  digital izat ion effor ts must the enterpr ises at large invest in? While the 

use case for each enterpr ise digital transformation may be dif ferent the f inal outcome is 

one of the fol lowing in most of the cases.  

Organizat ions undergoing digital transformation should be aiming for these key 

outcomes.         

 
 
 
 

Successful digital transformations must have a chief  digital evangelizer or a digital 

leader to get al l  the stakeholders on board to elucidate them on the mult itude of 

benef i ts that can be reaped by going digital.  Outcomes should not be measured by the 
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number of apps that have been pushed into product ion or the amount of automation 

achieved. Actual metr ics should revolve around the level of  customer engagement and 

the customer exper ience (CX) score that can be captured by conduct ing surveys or 

through effect ive gamif icat ion techniques.  

 

While ROI is a good metr ic for digital izat ion, it  is considered to be a much short - term 

metr ic which organizat ions can use to measure short - term benef i ts of any of the pi lot 

programs. W ith the increase in the amount of digital izat ion of the processes by either 

automation or convert ing the ent ire process into an app accessible through the mobile 

channels, gives the organizat ions more end-points to col lect end-user data which can in 

turn be used to customize the apps or come up with other use cases thus achieving the 

necessary economies of scale.  

 
 
What is Digital Transformation? 

 

Digital Transformation in a nut shel l is  how organizat ions use technology to streamline 

their exist ing processes  and achieve new economies of  scale . How technologies l ike big 

data and c loud can be leveraged for effective data mining and increased secur ity.  

Digital Transformation covers al l the fol lowing and even more of them. Use of IoT to 

col lect more data at var ious home and industr ial touch points. A network industr ial 

machinery in manufactur ing industr ies can now be control led through a network of 

sensors without any manual intervent ion.  

 

Stölzle Oberglas, a leading Austr ian glass producer,  provides a good use case of how 

digital transformation can ensure customizat ion and better CX  (customer exper ience)  of 

their end products. I t  can now process a lot of ad -hoc requests from customers made at 

a very short not ice. Along with Actyx, i ts softwa re provider,  i t can now respond to such 

requests as a COTS (customized-off-the-shelf)  product instead of  treading the whole 

manufactur ing l ife cycle again. By integrat ing effect ive big data analyt ical techniques 

with c loud technology,  the product specif ica tions now f low real- t ime into the product ion 

process. 

 

APIs have revolut ionized the Fin-Tech industry. Banks now use third party APIs to 

integrate the var ious disparate  digital  payment systems which  act as point-of-sales. 

APIs have provided banks with never before thought of  use cases that helped them 
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increase their  digital footpr int result ing in increased customer engagement and better 

customer exper ience.  

Machine Learning can be used to study the end-users and customer ’s behavior to 

customize the products to suit  their requirements. Using Natural Language Processing, 

machine learning algori thms are being trained to s if t  through troves of  obscure legalese 

in contracts into language that the attorneys could easi ly understand, thus saving them 

precious t ime. Based on supervised and non-supervised learning specif ic  use cases can 

be designed to learn var ious scenar ios. Machine Learning was used in the f ield of 

Healthcare to review the mammography scans of women who would be diagnosed with 

breast cancer, by actual ly predict ing it  a year before.  

 

 

 

 

Alcoa, a US based, 128-year old mining company, uses a combination of IoT and smart 

sensors to control its machines, digital radiography to do a real - t ime test ing of  the 

duct i l ity and tensi le strength of i ts metals. The l ight metals manufacturer is  using 3D 

pr int ing for  its  metal powder product ion faci l i ty which wil l  be used in 3D pr inted 

aerospace parts.  

Boeing is looking at cost saving of more than $3 mil l ion per jet as i t uses 3D pr int ing 

technology for i ts  t itanium parts that wi l l  go into i ts  787 Dreamliner.  That’s s ignif icant 

cost savings if  we look at tradit ional ly how much the air l ines manufactur ing industry 

loses while manufacturing a s ingle jet.   

There are umpteen use cases that can be implemented with the app licat ion of  digital 

technology to specif ic problems.  
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Digital izing also encompasses how organizat ions react to the changing market 

dynamics at a much faster pace.  

 

Speed is the currency of the digital economy. 

          -Marc Benioff, CEO, Salesforce 

 
Organizat ions need to move faster if  they are to compete and win in this eco nomy. This 

can only be achieved by strategizing on how the new digital technologies can disrupt 

their industry and with a combinat ion of both Agile and DevOps have to get the product  

or service to the market as fast as possible.  

W ith faster adoption of Agi le and DevOps,  and eff ic ient release cadence, organizat ions 

can exper iment, fai l fast and implement the lessons learnt in the next i terat ion.  There is 

no such thing as the final product or outcome in the digital economy as the customer 

expectat ions keep changing and new features are to be added to the product on an on-

going basis.   

 
 
The Digital Transformation Framework 

 

By codifying the process of  digital transformation through a broad rule-based framework 

digital leaders can not only get a buy- in f rom the stakeholders but also dr ive successful 

transformation programs that lead to al l the key business outcomes.  

 
The framework is  appl icable to any and every industry disrupted by digital technologies. 

Digital leaders need to apply th is framework to discern on which are the systems that 

can be transformed, on the core modules that can be left untouched. What are the new 

use cases they can generate using the new digital capabil i t ies l i ke AR/VR, 3-D pr int ing 

and Machine Learning.  
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The digital t ransformation framework is divvied up into 4 quadrants. The bottom most 

quadrant const itutes the organizat ion’s core systems that would lend the organizat ion 

i ts stabi l ity.  This quadrant is to be quarant ined from the rest of the 3 quadrants. I t 

retains i ts  opaqueness and interacts with the newly avai lable capabil i t ies through 

external data stores bui l t  to col lect and analyze the legacy data.  

The top- lef t quadrant deals with the c loudif icat ion of  the legacy data and the incumbent 

enterpr ise data. Again the decis ion ent irely rests with the leaders on the amount of 

c loudif icat ion and if  legacy data should actual ly be migrated  to c loud. Cloud not only 

br ings data secur ity but also ensures opt imum use  of the compute resources, 

scalabi l i ty,  atomicity and durabi l i ty of  the data. This is a strategical ly important 

quadrant as this  deals with the enterpr ise data.  

The bottom-r ight quadrant deals with exploit ing the exist ing capabil i t ies by effect ive use 

of  big data analyt ics and third party APIs. Organizat ions especial ly those in the Fin -tech 

industry can integrate their exist ing systems  w i t h  t h e  n e w l y  m u s h r o o m i n g  p a ym e n t  

a p p l i c a t i o n s  o r  w i t h  t h o s e  o f  s o c i a l  m e d i a  a p p s  w h i c h  a r e  n o w  b e i n g  u s e d  t o  

m a k e  p a ym e n t s .  B i g  d a t a  a n a l y t i c s  c a n  b e  u s e d  t o  s t u d y  t h e  c u s t o m e r  c h u rn  
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a n d  p r o v i d e  t a r g e t e d  c u s t om i ze d  s o l u t i o n s  t o  t h e  c u s t o m e r s  b y  a n t i c i p a t i n g  

their needs. 

The most important and that which requires audacious and radical thinking is the top -

r ight quadrant. This is  where the organizat ions bui ld new digital capabil i t ies. By placing 

new use cases in this quadrant the organizat ions wil l  be looking at new economies of 

scale, increased customer engagement and faster go -to-market strategies . Using 

technologies l ike 3-D pr int ing and Augmented/Virtual real i ty incumbent organizat ions 

can bui ld new digital capabil i t ies.   

Google with i ts  AI (Art if ic ial Intel l igence) -f irst  strategy is marking a conscious shif t 

towards br inging machine learning to i ts  2 bi l l ion + mobile device s running on Android. 

I ts  newly designed Tensor Processing Unit (TPU) chip in conjunct ion with 

TensorFlowLite wil l  now dr ive the Google Assistant and Google Home. W ith Google 

releasing the f irst ever machine learning chip, the TPU, which gives us a process ing 

power equivalent to chip technology fast-forwarded seven years, a leap in three 

generat ions of  Moore’s Law, compared to the incumbent GPUs ,  we are looking at never 

before speeds. Harnessing these speeds gives us access to never before seen 

eff ic iencies  of scale which wil l  open up new avenues for better customer -centr ic use 

cases. 

Managers have to divide their organizat ional strategy into these four quadrants and 

pr ior i t ize the use cases which needs immediate act ion. For organizat ions look ing to 

leverage their  core systems, the bottom-r ight quadrant must be their  top pr ior ity.  Using 

big data analyt ics and machine learning they might try to glean crucial data points on 

customer behavior.                                         

If  managers are looking to secur it ize their enterpr ise data and make use of  c loud 

analyt ics, the top- lef t  quadrant needs a look in. They must see which data needs to go 

into the c loud and decide on what k ind of  c loud suits their  needs. Once the data is 

migrated to the c loud, a decis ion is to be taken on what needs to be done with i t .  

To achieve new economies of scale, digital leaders have to be more aggressive and 

look at emerging technologies such as augmented real i ty/Vir tual reali ty (Merged real i ty) 

and 3D pr int ing. Disrupt ive thinking is the need of  the hour and these new technologies 

wil l  open up new avenues of  revenue and never before seen cost savings to the 

enterpr ises.  Incumbents are always caught with their guard down when a new start -up 

spr ings up and tel ls them how things are  done in an ent irely never before thought way. 

I t  happened to the taxi industry with Uber and the Hospital i ty industry with AirBnB. So, 

incumbents must always have act ive projects going on in this quadrant,  so they can 

take these disrupt ive start -ups head-on and stay relevant.  
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By ef fect ively placing their  enterpr ise IT architecture in this digital transformation 

framework, digital leaders can discern on how it  wi l l  look after the digital transformation 

takes place. This framework wil l  provide them with good  measure of how the current as-

is model wi l l  look in comparison to the to-be model. 

While we can see the CXOs waxing eloquent about digital transformations in their 

respect ive organizat ions, i t ’s  the project managers, the new -age digital leaders who 

have to give l ife to their  vis ion and lead their  respect ive organizat ions into the digital 

future. 

 

 

 

Conclusion 

 

I t ’s  the new digital leaders forked out from their tradit ional roles who are best placed to 

lead the organizat ions digital t ransformation programs.  Project managers are excel lent 

executioners and have to take a more upfront leadership role to lead their  organizat ions 

digital transformation programs.  

By applying the digital t ransformation framework, leaders can ensure their  organizat ions 

shif t  towards the digital future is swif t and fruitful.  To ensure their organizat ions are not 

led into a never-ending inf inite regression ( the way the Tortoise led Achil les into ) , 

leaders have to set up digital end-points, based on release cadence, which can be used 

to gauge key outcomes. These outcomes can then be used to get further buy - in from the 

stakeholders for  lobbying more budget to scale-up the transformation programs.     

Here’s wishing the  new-age digital leaders successful digital t ransformations, to 

transform their respective organizat ions into masters of  the digital verse.  

To digital and beyond.  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 

 
14 

 
www.pmi.org.in/events/pmnc17/ 

 
 
 
 
 
 
References: 

 
 

[1]  http://www.allthingsdistributed.com/2017/05/industry -digital ization-value-

creation.html  

[2]  https:/ /knowledge.insead.edu/leadership -organisat ions/11- leadership-guidel ines-for-

the-digital-age-5516Alcoa opens 3D pr int ing metal powder plant  

[3]  https://www.theverge.com/2017/4/11/15256008/3d -printed-titanium-parts-boeing-

dreamliner-787  

[4]  https://thenewstack.io/cobol -everywhere-will -maintain/  

[5]  https://www.youtube.com/watch?v=qav1y7G15JQ  

[6]  https:/ /www.forbes.com/sites/bernardmarr/2016/09/30/what -are-the-top-10-use-

cases-for-machine- learning-and-ai/#94c900c94c90  

[7]  https:/ /c loudplatform.googleblog.com/2016/05/Google -supercharges-machine-

learning-tasks-with-custom-chip.html 

http://www.allthingsdistributed.com/2017/05/industry-digitalization-value-creation.html
http://www.allthingsdistributed.com/2017/05/industry-digitalization-value-creation.html
1.%09http:/additivemanufacturing.com/2016/07/08/alcoa-opens-3d-printing-metal-powder-plant
https://www.theverge.com/2017/4/11/15256008/3d-printed-titanium-parts-boeing-dreamliner-787
https://www.theverge.com/2017/4/11/15256008/3d-printed-titanium-parts-boeing-dreamliner-787
https://thenewstack.io/cobol-everywhere-will-maintain/
https://www.youtube.com/watch?v=qav1y7G15JQ
https://www.forbes.com/sites/bernardmarr/2016/09/30/what-are-the-top-10-use-cases-for-machine-learning-and-ai/#94c900c94c90
https://www.forbes.com/sites/bernardmarr/2016/09/30/what-are-the-top-10-use-cases-for-machine-learning-and-ai/#94c900c94c90

