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ABSTRACT

Digital transformation in military organizations cannot be understood merely as the adoption of digital
technologies, but rather as a complex organizational change that requires fundamental shifts in mindset, culture,
and management practices. This study aims to examine how digital mindset management serves as a foundational
clement of digital transformation within a military organization. Using a qualitative research approach, data were
collected through in-depth interviews, observations, and document analysis involving key, main, and supporting
informants within an Indonesian Army regional command. Data were analyzed using source triangulation to ensure
credibility and analytical rigor. The findings reveal that digital mindset plays a critical role in enabling technology
to be meaningfully integrated into organizational practices. Digital mindset is managed not as an individual
attribute, but as a collective and managerial process shaped through leadership, organizational culture, and daily
work practices. The analysis further shows that the functions of Planning, Organizing, Actuating, and Controlling
(POAC) remain relevant in managing digital mindset, although they operate in adaptive and non-linear ways
consistent with the hierarchical and security-oriented nature of military organizations. This study contributes to
the literature on digital transformation by demonstrating that digital mindset management constitutes a strategic
foundation for sustainable digital transformation in military contexts, while also highlighting the importance of
contextualizing transformation models to institutional characteristics and values.
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INTRODUCTION

Digital transformation has become a global phenomenon that fundamentally changes the way organizations
design strategies, manage human resources, and carry out work processes (J. Zhang & Chen, 2024). The
development of digital technologies such as cloud computing, artificial intelligence, big data, and network-based
communication systems not only drives operational efficiency but also demands fundamental changes in
organizational structure, work culture, and individual mindsets. In contemporary management literature, digital
transformation is understood not merely as the adoption of information technology, but as a complex and
multidimensional organizational process that involves the comprehensive reconstruction of an organization's
values, practices, and identity (Vial, 2021). The success of digital transformation is increasingly recognized as
depending not only on technological sophistication but also on the readiness of people and organizations to
understand, accept, and internalize the logic of digital. Digital transformation in the public sector is no longer
positioned merely as an administrative agenda, but as a strategic instrument to enhance governance effectiveness,
policy responsiveness, and institutional accountability (Tkachenko et al., 2025). However, unlike business
organizations, public institutions, especially those with security and defense mandates, face additional challenges
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such as structural rigidity, adherence to formal hierarchies, and high sensitivity to information security. This
situation makes digital transformation in defense organizations a complex process, rich with distinctive
sociocultural dynamics (Kapotas, 2024).

In the context of military organizations, digital transformation is gaining increasing strategic significance
alongside changes in the nature of conflict and global security (Prianto et al., 2025). Modern military operations no
longer rely solely on physical strength and conventional weaponry but are increasingly determined by the ability to
manage information, the speed of decision-making, and the integration of network-based systems. The
digitalization of command, control, communications, intelligence, and surveillance systems places technology as a
crucial element in maintaining operational advantage and defense readiness (Harsono et al., 2025). Nevertheless,
digital transformation in military organizations cannot be reduced to merely technical issues or the procurement
of systems. The success of digitalization heavily depends on how military personnel understand technology, adjust
work patterns, and adopt new ways of thinking that align with the demands of the digital environment (Bozkus,
2023).

This is where the concept of a digital mindset becomes relevant as a fundamental foundation of digital
transformation (Solberg et al., 2020). A digital mindset refers to a set of ways of thinking, beliefs, and cognitive
orientations that enable individuals and organizations to view technology as a strategic opportunity, be open to
change, and integrate learning, collaboration, and innovation into daily work practices (Attah et al., 2023). In
organizations characterized by strong hierarchies, such as the military, a digital mindset does not develop naturally
but requires systematic management through policies, leadership, and consistent managerial practices. Without a
well-planned digital mindset management, digital transformation risks stopping at a symbolic level, where
technology exists as an administrative artifact without bringing about substantive changes in behavior, culture, and
organizational performance (Choi, 2020).

The phenomenon of failure or limitations in digital transformation due to weak mindset readiness has been
widely identified across various sectors, including public organizations and institutions with highly bureaucratic
structures. The literature shows that resistance to change, disparities in digital literacy, and the tendency to retain
conventional work practices are often major obstacles to digitalization implementation (Omowole et al., 2024). In
military organizations, these challenges become even more complex due to command-oriented leadership patterns,
strict discipline culture, and concerns over information security risks (Subrahmanyam, 2025). This situation creates
a gap between digital transformation policies at the strategic level and operational practices at the implementation
level, ultimately hindering the achievement of transformation goals in a comprehensive manner.

In Indonesia, the digital transformation agenda has also become an integral part of efforts to modernize
defense institutions, including the Indonesian Army. Various policies and programs have been designed to
strengthen information systems, enhance interoperability, and leverage digital technology to support the execution
of national defense tasks. The implementation of digital transformation within Indonesia's military organizations
shows varying dynamics and is not yet fully uniform (Ismail et al., 2023). Differences in geographical context,
infrastructure limitations, variations in human resource competencies, as well as organizational culture that is still
oriented toward conventional approaches present specific challenges in the process of internalizing digital values.
This condition indicates that the main issue of digital transformation in the Indonesian military organization does
not solely lie in the technological aspect, but rather in how the digital mindset is managed as part of the managerial
and organizational change process (Ringberg et al., 2024). Managing the digital mindset becomes crucial to bridge
the gap between the vision of digital transformation and the operational reality in the field (Roman, 2024).

The interesting aspect of this research lies in its effort to examine digital transformation from a perspective
that is rarely explored in depth, namely the management of a digital mindset within military organizations
characterized by strong hierarchy, high discipline, and strict security sensitivity. Amid the acceleration of global
digitalization, the urgency of this study is further reinforced because digital transformation in defense institutions
cannot be equated with business sectors or civilian bureaucracy, given that its success heavily depends on the
cognitive, cultural, and behavioral readiness of human resources to respond to technology-based changes. The gap
that still appears between digital modernization policies and operational practices in the field indicates that the
main issue is not merely the availability of systems or infrastructure, but how the digital mindset is understood,
managed, and systematically internalized within organizational life (Irani et al., 2023). The novelty of this research
lies in its positioning of digital mindset management as the conceptual and practical foundation of digital
transformation within military organizations, rather than merely as a technical or individual variable, while also
providing qualitative empirical evidence from the context of the Indonesian Army, which has so far been relatively
underexplored in the international literature. Furthermore, the research problem is formulated as follows: 1) How
is digital mindset management practiced, developed, and implemented to support digital transformation in military
organizations; 2) How are the processes of planning, organizing, implementing, and monitoring the digital mindset
carried out within a military organizational environment.
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LITERATURE REVIEW

Literature review on digital transformation shows a significant paradigm shift in understanding organizational
change in the digital era (Omol, 2024). In the initial phase, digital transformation was often perceived as a process
of adopting and utilizing information technology to improve organizational efficiency and productivity (Palad,
2022). This perspective places technology as the main variable that determines the success of change, so much of
the research focus is directed at systems, infrastructure, and technology architecture (Pisoni et al., 2021). However,
this approach has begun to be criticized because it is considered unable to explain why many digitization initiatives
fail to produce substantive changes in work practices and organizational performance. Several researchers
emphasize that digital transformation is not identical to technical digitization, but rather is a complex and socio-
technical organizational process (Menzefricke et al., 2021). In contemporary literature, digital transformation is
understood as a multidimensional process involving the interaction between technology, organizational structure,
culture, and human resources (Purwanto et al., 2023). The Rise of the Network Society suggests that modern
organizations operate within the logic of a network society, where the ability to manage information, build
connectivity, and adapt quickly becomes a key strategic resource (Rachmad, 2025). This perspective positions
technology not merely as a tool, but as a catalyst for social and organizational change. In line with this,
Understanding Digital Transformation emphasizes that digital transformation is an organizational change driven
by digital technology and has a profound impact on the organization's structure, processes, and value proposition
(Vial, 2021).

The theoretical debate intensifies as several studies distinguish between true digital transformation and
organizational transformation merely enabled by information technology. Research by Ylinen (2021) shows that in
digital transformation, technology plays a role in redefining the organization's identity and way of working, whereas
in IT-based transformation, technology only functions as a support for existing processes. This distinction
emphasizes that digital transformation requires a change in mindset, values, and the way the organization interprets
technology. In this context, approaches that focus solely on technical aspects are considered insufficient to explain
the dynamics of change occurring within the organization (Brunetti et al., 2020). Along with the development of
this perspective, academic attention has begun to shift to the role of human resources and cognitive aspects in
digital transformation. The concept of a digital mindset emerged as a response to the limitations of technocratic
approaches. A digital mindset is understood as a set of beliefs, thinking orientations, and attitudes of individuals
and organizations in viewing digital technology as a strategic opportunity for learning, innovation, and
collaboration (Neeley & Leonardi, 2022). Several studies indicate that individuals with a strong digital mindset tend
to be more adaptive to change, more open to experimentation, and better able to integrate technology into work
practices (Wong et al., 2022). Nevertheless, the literature also emphasizes that a digital mindset is not purely
individual but is shaped and influenced by organizational context, leadership, and prevailing managerial systems.

From the perspective of change management, debates arise regarding the extent to which mindset changes can
be managed systematically. Classical approaches to organizational change often focus on stages of structural and
procedural change, while contemporary approaches emphasize the importance of sensemaking processes and
organizational learning. Research by Nordhall et al, (2025) asserts that sustainable change occurs when
organizational actors are able to collectively make sense of the change and integrate it into their work identity.
Within this framework, digital mindset management is seen as a continuous process that involves planning,
organizing, implementing, and monitoring changes in thinking patterns and work behaviors, rather than merely a
short-term training intervention. Empirical research in the public sector and organizations with high levels of
bureaucracy shows that digital transformation often faces cultural and structural resistance (Syed et al., 2023).

Several international studies on defense modernization emphasize that digital transformation in the military is
closely related to changes in doctrine, command and control systems, and network-based technology integration
(Brown & Potter, 2020). However, these studies tend to focus on strategic and technical aspects, such as system
interoperability, cybersecurity, and operational superiority, while the cognitive and managerial dimensions of
human resources receive relatively less attention. These limitations have prompted criticism that military digital
transformation risks becoming a top-down technocratic process if it is not accompanied by systematic personnel
mindset management (Wrigley & Simons, 2025). Some qualitative studies in the defense context show that
resistance to digitalization often arises not because of rejection of the technology itself, but due to unclear meaning,
concerns about role changes, and organizational cultural unreadiness (Putra et al., 2023). Empirical studies on
digital transformation in military organizations are still very limited, especially those using a qualitative approach
and focusing on managing the digital mindset (Rofiq et al., 2023). Most research still focuses on modernization
policies, procurement of defense equipment, or information system development, leaving a knowledge gap
regarding how changes in digital mindset are negotiated and internalized at the organizational level (Mariscal &
Cornish, 2025).
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Theoretical Framework
Digital Transformation

The theory of digital transformation has evolved along with the increasing role of digital technology in
reshaping the way organizations operate, interact, and create value (Omol, 2024). In its ecarly stages, digital
transformation was often understood as the process of adopting information technology to improve operational
efficiency and the quality of organizational services. This perspective views technology as a rational instrument
that can be implemented in a relatively linear manner through strategic planning, system investment, and
adjustment of work procedures (Leyva-Vazquez et al., 2020). In this approach, digital transformation is positioned
as a continuation of technology-based organizational modernization, with its success measured through technical
indicators such as system integration, process automation, and increased speed of information flow. However,
alongside the complexity of changes brought about by digital technology, that understanding has undergone a
significant conceptual shift. Digital transformation is then understood as a multidimensional and socio-technical
organizational process, where digital technology not only changes work tools but also affects organizational
structure, patterns of power relations, work culture, and institutional identity (Jain & Mitra, 2025). From this
perspective, digital transformation is seen as a process of organizational reconstruction triggered by digital
technology and resulting in profound changes in how organizations perceive value, make decisions, and adapt to
a dynamic environment. Technology is no longer understood as a neutral external factor but as an element that
interacts dynamically with the social and human aspects within the organization (Volti & Croissant, 2024).

The socio-technical approach to digital transformation emphasizes that the success of change cannot be
achieved solely through technology investment, but is highly determined by the organization's ability to manage
changes in behavior, mindset, and work practices of the actors within it (Doz, 2020). Within this framework, digital
transformation is understood as a process that unfolds non-linearly, full of uncertainty, and often results in
consequences that are not entirely predictable. Therefore, digital transformation requires adaptive capabilities,
continuous learning, and the organization's ability to negotiate the tension between stability and innovation (Chang
et al., 2025). Although digital transformation theory offers a strong framework for understanding organizational
change in the digital era, this theory is not without criticism. One of the main criticisms of digital transformation
theory is its tendency to be normative and technologically deterministic (Hovorka & Mueller, 2025). Several
researchers argue that the literature on digital transformation often assumes that the adoption of digital technology
will inherently lead to improved performance, innovation, and organizational competitiveness (Shen et al., 2022).

Several studies indicate that many organizations claim to have undergone digital transformation, whereas what
actually occurs is merely the digitization of existing processes without fundamental changes in the way the
organization operates or thinks (Leonardi & Treem, 2020). This lack of clarity poses the risk of reductionism,
where digital transformation is narrowed down to a purely technological project, failing to capture the cognitive,
cultural, and managerial dimensions that truly determine the sustainability of change. The digital transformation
theory is also criticized for being developed primarily from the context of business organizations in developed
countries, hence its application in public and military organizations in developing countries requires conceptual
caution (Morgan et al., 2020). Military organizations, with hierarchical structures, strict command systems, and high
security sensitivity, face fundamentally different conditions compared to corporate organizations. Digital
transformation in this context is not only about innovation and flexibility but also about issues of legitimacy,
compliance, and control (Brunetti et al., 2020).

Digital Mindset

The theory of digital mindset stems from criticism of digital transformation approaches that place too much
emphasis on technology and neglect the cognitive and cultural dimensions of human resources (Trenerry et al.,
2021). Within this framework, a digital mindset is understood as a set of ways of thinking, cognitive orientation,
and mental attitudes of individuals and collectives in interpreting, responding to, and utilizing digital technology as
an integral part of work practices and organizational life (Nadkarni & Priigl, 2021). A digital mindset does not
merely refer to technical skills or digital literacy, but rather encompasses psychological readiness to face change,
openness to continuous learning, and the ability to view uncertainty as an opportunity for innovation and
adaptation (Kotlyk et al., 2024). The development of the digital mindset theory is influenced by the traditions of
cognitive psychology and organizational learning theory, which emphasize that human behavior in organizations
is largely determined by how individuals understand reality and frame their experiences. In the context of digital
transformation, the digital mindset serves as a cognitive lens that affects how organizational actors evaluate digital
technology, whether as a threat to job stability or as a strategic means to enhance organizational effectiveness and
relevance (Baiyere et al., 2025). This perspective emphasizes that a digital mindset is shaped through interactions
between individuals and organizational structures, work culture, leadership systems, and prevailing managerial
practices (Baumgartner et al., 2021). A digital mindset develops within a specific social context and is influenced
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by the norms, values, and institutional expectations present in the organization. Therefore, strengthening a digital
mindset requires a systematic and consistent managerial approach, rather than sporadic technical training
interventions. The theory of a digital mindset also highlights the importance of a learning and experimentation
orientation as a key element in facing digital changes (Rahmi et al., 2025). Individuals and organizations with a
strong digital mindset tend to view mistakes as part of the learning process, are open to new work practices, and
can quickly adapt to technological changes and environmental demands (Liu et al., 2023).

In organizations with hierarchical structures and high levels of formality, such as military organizations, a
digital mindset has distinct characteristics and challenges (Schulte et al., 2020). A culture of discipline, adherence
to commands, and emphasis on stability and standard procedures can limit the space for experimentation and
flexibility often associated with digital logic. Nevertheless, the theory of digital mindset does not view these
characteristics as absolute obstacles, but rather as a context that needs to be managed adaptively. A digital mindset
in military organizations needs to be developed in ways that align with institutional values, such as loyalty,
responsibility, and security, so that digital transformation is not petceived as a threat to the organization's identity,
but as a means to strengthen institutional capabilities. A number of empirical studies indicate that the failure of
digital transformation often stems from a weak internalization of the digital mindset, even though organizations
have invested significant resources in technology (Chen et al., 2023). Disparities in digital literacy, misalignment
between leadership vision and personnel understanding, and the absence of managerial mechanisms to collectively
foster a digital mindset are major inhibiting factors (Sekar & Thomas, 2025). One major critique argues that the
concept of a digital mindset risks becoming too normative and abstract, making it difficult to operationalize in
managerial practice (Hildebrandt, 2024). Some researchers question the extent to which a digital mindset can be
measured or observed empirically without reducing it to merely an individual attitude (Rauch, 2022). Other
critiques highlight the potential for individualistic bias in digital mindset theory, which can divert attention from
the structural and institutional responsibilities of organizations in creating conditions that support digital
transformation (Singh et al., 2020).

POAC Theory

The POAC theory is one of the classic frameworks in management science that explains the basic managerial
functions as an interconnected and continuous cycle (Asni, 2025). Management is a systematic process to ensure
that organizational goals can be achieved effectively and efficiently through planning, organizing, implementing,
and controlling. Although it originated from the context of classic industrial organizations, the POAC theory
remains relevant today because it provides a flexible analytical structure for understanding how organizations
manage resources, coordinate activities, and control change processes in various contexts, including public and
military organizations. POAC emphasizes the importance of goal setting, determining strategic direction, and
formulating policies and work programs as the foundation for all organizational activities (Indrawati & Wabhira,
2025). In the context of digital transformation, planning is no longer merely oriented towards short-term targets
or operational efficiency, but encompasses a long-term vision of how digital technology will change the way
organizations work and create value. Effective planning in the digital era requires an organization's ability to read
strategic environmental dynamics, anticipate uncertainty, and integrate aspects of technology, human resources,
and organizational culture (Bozkus, 2023). In military organizations, the planning function holds a highly strategic
position because it is directly related to defense mandates, operational readiness, and institutional security.
Therefore, digital planning must be able to balance the demands of innovation with the principles of caution,
discipline, and adherence to the command hierarchy.

The organizing function in the POAC theory is related to structuring, task allocation, resource allocation, and
the creation of coordination mechanisms that enable plans to be implemented effectively (Putri et al., 2025).
Organizing not only involves formal structural aspects but also work relationships, communication flows, and
patterns of collaboration between units (Clarke, 2024). In the context of digital transformation, organizing faces
new challenges because digital technology tends to promote cross-functional work, network-based collaboration,
and role flexibility. For military organizations characterized by a hierarchical structure and clear division of
authority, organizing in the digital era requires adaptation to ensure that the formal structure is maintained without
hindering the flow of information and digital collaboration (Jerab & Mabrouk, 2023).

The execution or actuating function in POAC emphasizes the role of leadership in motivating organization
members to be willing and able to carry out the established plans (Aziwantoro, 2024). Execution includes the
processes of directing, motivating, communicating, and fostering work behaviors that align with organizational
goals. In the context of digital transformation, this function becomes very important because digital changes often
require individuals to step out of their comfort zones, adopt new ways of working, and face uncertainty and learning
risks. In a military organization, implementing change cannot rely solely on formal instructions, but also requires
leaders to set an example by practicing digital values, such as openness to learning, using technology in decision-
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making, and data-driven collaboration. Actuating in the digital era is not only about command, but also persuasive
and educational in building the mental readiness and behavior of personnel.

The supervision or controlling function in the POAC theory focuses on the process of monitoring, evaluation,
and correction to ensure that the implementation of activities proceeds according to the established plans and
objectives (Hartono et al., 2023). Supervision is not only understood as a formal control mechanism but also as a
means for organizational learning to improve performance and continuously adjust strategies (Beuren et al., 2022).
The supervision function faces new challenges because changes often occur rapidly and do not always follow
predictable patterns (Newman & Ford, 2021). Therefore, digital supervision requires more adaptive performance
indicators, rapid feedback mechanisms, and the organization's ability to utilize data as a basis for evaluation. The
controlling function has additional significance because it relates to accountability, discipline, and information
security, so digital oversight must be carefully designed so as not to hinder innovation while still maintaining
institutional control (Pisarkiewicz & Parcu, 2024). Although the POAC theory provides a systematic and easy-to-
understand framework, it is not without criticism. One major criticism states that POAC tends to be mechanistic
and linear, making it less sensitive to the complexity, dynamics, and uncertainty inherent in organizational change
in the digital era. In digital transformation practice, the processes of planning, organizing, implementing, and
controlling often occur simultaneously and overlap with each other, rather than as rigidly separate stages
(Kretschmer & Khashabi, 2020). Other critiques point out that POAC is based on the assumption of
environmental stability, whereas digital transformation actually occurs in a context of rapid and uncertain change.

METHODS

This study uses a qualitative approach with a descriptive-interpretative design to gain an in-depth
understanding of digital mindset management as the foundation of digital transformation (Rohde & Mau, 2021).
A qualitative approach is chosen because the focus of this research is not aimed at testing causal relationships
between variables, but rather at understanding the processes, meanings, and managerial dynamics that occur within
a complex organization rich in institutional values (Putra et al., 2025). Digital transformation and digital mindset
are cognitive, social, and contextual phenomena, thus requiring a research approach that can explore the
expetiences, perceptions, and practices of organizational actors in a deep and reflective manner.

Data collection was carried out through three main techniques, namely in-depth interviews, observation, and
documentation. Interviews were used as the primary technique to explore the informants' views, experiences, and
interpretations regarding the process of digital transformation and the management of digital mindset within the
military organization. The informant’s position, and classification are provided in Table 1.

Table 1. Research Informant

No Informant Position Informant Criteria
Chief of Staff of the Regional Military
1 Informant 1 Command Key Informan
2 Informant 2 Head of the Expert Staff Group Key Informan
3 Informant 3 Planning Assistant Additional Informant
4 Informant 4 Intelligence Assistant Additional Informant
5 Informant 5 Operations Assistant Additional Informant
6 Informant 6 Personnel Assistant Additional Informant
7 Informant 7 Logistics Assistant Additional Informant
8 Informant 8 Territorial Assistant Additional Informant
9 Informant 9 Head of Code Key Informant
Head of Topography at the Regional Military
10 Informant 10 | Command Key Informant
Head of Information and Data Processing of
11 Informant 11 the Military Regional Command Key Informant
12 Informant 12 | Head of Command and Control Center Key Informant
13 Informant 13 | Head of Military Area Information Key Informant
Head of Military Area Command
14 Informant 14 | Transportation Key Informant

Source: Data processed by Author (2025)

Informants were purposively selected based on their involvement and strategic roles in the planning, decision-
making, and implementation of digitalization policies (Muhoza et al., 2021). Interviews were conducted in a semi-
structured manner so that the researcher had a guided framework of questions, yet still allowed informants to freely
and in-depth express their perspectives, reflections, and empirical experiences. Observations were conducted to
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capture the reality of organizational practices that are not always revealed through interviews. Through observation,
the researcher examined work interaction patterns, the use of digital technology in daily activities, as well as
behavioral and organizational culture dynamics related to the internalization of a digital mindset. This observation
allows researchers to gain a contextual understanding of the alignment between informants' narratives and actual
practices in the field, particularly in military organizations that have strong formal and informal norms (Damman
& Day, 2024). Documentation is used as a supporting technique to enrich and verify data obtained from interviews
and observations. The documents analyzed include internal policies, work guidelines, activity reports, as well as
official archives related to digital transformation programs and human resource management. Document analysis
helps researchers understand the policy framework, the strategic direction of the organization, as well as the formal
record of digital transformation implementation, which serves as the context for managerial practices and
organizational actors' behavior.

Data analysis was carried out gradually and simultaneously with the data collection process. Data from
interviews, observations, and documentation were analyzed through the processes of data reduction, data display,
and drawing conclusions interpretatively. To enhance the validity and credibility of the findings, this study applied
source triangulation techniques, which involved comparing and contrasting information obtained from various
informants, data collection methods, and documentary sources. Source triangulation allows researchers to identify
consistencies, differences, and emerging patterns of meaning, so the research findings are not dependent on a
single perspective (Meydan & Akkas, 2024).

RESULT

Digital Mindset Management Practices Supporting the Digital Transformation of Military
Organizations

The interview results indicate that digital transformation is understood as part of the strategic effort to
modernize military organizations, which cannot be separated from changes in personnel mindsets. The informants
emphasized that:

“Digital technology will only be effective if accompanied by mental readiness and a collective commitment
to change. From the perspective of digital transformation, this view reflects the understanding that digitalization
is not merely a system upgrade, but a reconstruction of how the organization operates. A digital mindset is seen

as the foundation of strategic leadership that enables digital policies to be translated into operational practice
without disrupting military discipline and hierarchy.”

The interview with the fifth informant indicated that digital transformation supports operational effectiveness
through improved digital-based coordination and communication. The informant emphasized that:

"Technology adaptation requires a change in personnel attitudes and work habits. A digital mindset is seen as
the ability to integrate technology into operational work patterns without reducing the firmness of command.
These findings confirm that digital transformation in military operations is socio-technical in nature, as
emphasized in digital transformation theory."

The tenth informant explained that digital transformation serves as a means to improve the accuracy and
reliability of spatial data. The informant revealed:

"A digital mindset is understood as the ability to utilize digital mapping technology analytically and
strategically. These findings indicate that technology only adds value when personnel have a mindset capable of
interpreting digital data as a basis for decision-making."

The eleventh informant indicated that digital transformation is highly dependent on the integration and
management of data across units. The informant revealed:

"A digital mindset is seen as the willingness to share information and work collaboratively based on data.
This perspective aligns with digital transformation theory, which emphasizes the importance of connectivity and
integration as characteristics of a digital organization."

The twelfth informant explained that:

"Digital transformation suppotts teal-time decision-making through technology-based command systems. A
digital mindset is understood as the ability to think quickly, adaptively, and based on digital information without
disregarding command principles. This finding confirms that digital transformation in military organizations
requires cognitive changes aligned with the hierarchical structure."

The thirteenth informant commented on digital transformation as follows:

“Digital transformation changes the way organizations manage public communication and information. A
digital mindset is seen as an awareness of the importance of transparency, speed, and accuracy of information in
the digital era. This perspective emphasizes that digital transformation not only has an internal impact but also
affects the organization's relationship with the external environment.”
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Based on interviews with key, primary, and additional informants, it can be concluded that digital
transformation in military organizations is widely understood as an organizational change process that goes beyond
merely adopting technology. Informants consistently emphasized that digital technology only serves as an enabler,
while the success of the transformation is largely determined by the readiness of personnel's mindset and mental
attitude in interpreting and utilizing the technology. These findings reinforce the view in digital transformation
literature that rejects a technological-deterministic approach and places the human dimension at the center of
organizational change (Mora et al., 2022). Digital transformation in the military context emerges as a socio-technical
process that demands a reconstruction of ways of thinking, working, and coordinating, without eliminating core
values such as discipline, hierarchy, and institutional security (Mattila, 2021).

POAC Digital Mindset of Military Organizations

The interview results indicate that in the planning aspect, the digital mindset is understood by the first
informant as a strategic direction that must be established from the policy level. The first informant stated, "Digital
transformation is not just about the system; what should be planned from the start is the personnel's way of
thinking to be ready to face technological changes." This view is reinforced by another informant from the expert
staff element who added, "Conceptually, the digital direction already exists, but the development of the mindset is
not always detailed in planning documents, so it often develops through leadership directives." However, there is
a differing view from planning informants who stated that 'Digital mindset planning is still being carried out
according to operational needs and has not yet been fully based on a systematic digital competency map.' This
difference indicates that digital mindset planning has been recognized strategically, but the level of formality and
depth still varies.

The second informant stated that "the organizational structure continues to operate as usual, but digital
systems make cross-unit coordination faster and more efficient." This view is supported by a data processing
informant who mentioned that "the work culture is starting to shift towards data-based practices, although digital
collaboration between units still faces structural barriers." However, a territorial informant cautioned that "digital
organization cannot be standardized because regional conditions and infrastructutre greatly affect unit readiness."

The third informant emphasized that "the leadership's example in using digital technology is the main factor
for personnel to be willing to follow changes." The fourth informant added that "a digital mindset cannot be
formed through orders, but through guidance and habituation in daily work." On the other hand, the fifth
informant expressed a pragmatic view that "digital adaptation often occurs due to job demands, not because of an
initial readiness of mindset."

The sixth informant stated that “digital monitoring must be strict because the risk to information security is
much greater compared to manual systems.” This view was reinforced by the seventh informant, who conveyed
that “digitalization should not reduce command control, so validation and monitoring must still be centralized.”
Conversely, the eighth informant criticized that “digital monitoring is still focused on procedural compliance and
has not yet been directed at assessing the development of personnel's digital mindset and behavior.”

Based on the interview results, it can be concluded that the management of a digital mindset in military
organizations occurs through managerial practices that substantially reflect the functions of POAC, although they
are not always carried out formally or systematically. At the planning stage, the informants view a digital mindset
as a strategic foundation for digital transformation that must be established from the outset through policy
direction and leadership exemplification. The planning for digital mindset development has not been fully based
on a systematic competency map, so in practice, it still evolves adaptively according to operational needs and
human resource readiness (Matlapudi & Lenka, 2024).

At the stage of organization and implementation, interview results show that the military organizational
structure remains the main framework, while digital systems function as enhancers of coordination, data
integration, and acceleration of work processes (Danilova, 2024). The digital mindset is manifested through
technology-based work practices, especially when driven by active leadership and real operational needs (Shahzad,
2024). Nonetheless, the implementation of the digital mindset occurs gradually and unevenly, influenced by
differences in unit functions, regional conditions, and personnel work habits. This indicates that actuating a digital
mindset cannot be separated from the context of the organization and the inherent work culture.

DISCUSSION

The findings of this study indicate that digital transformation in military organizations cannot be understood
merely as a process of technology adoption, but rather as an organizational change that heavily relies on managing
the digital mindset through managerial functions. The interview results reinforce views in the digital transformation
literature that reject a techno-deterministic approach and emphasize the socio-technical nature of digital change.
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In line with digital transformation theory, this study finds that technology serves as an enabler, while changes in
personnel mindset and behavior become key factors for the sustainability of the transformation (Zhang et al.,
2022). These findings support the argument that the failure of many digital transformation initiatives is not due to
technological limitations, but rather due to weak management of human and cognitive aspects within the
organization (Haefner et al., 2021). This research also expands and simultaneously challenges the literature that
tends to assume that digital transformation requires high flexibility, decentralization, and individual autonomy. In
the context of military organizations, the findings indicate that a digital mindset actually develops within a
framework of hierarchy, discipline, and strong control. A digital mindset is not understood as unlimited freedom
to experiment, but rather as a mental readiness to utilize technology in a controlled, safe, and responsible manner
(Athota, 2021). These tindings refute the normative view in some digital transformation literature that idealizes flat
and agile organizational models as universal prerequisites for digital change, showing that the institutional context
greatly determines the form and direction of transformation.

From the perspective of digital mindset theory, the results of this study reinforce the view that a digital mindset
is a collective capability shaped through leadership practice, organizational culture, and work experience, rather
than merely an individual attribute. Interview findings show that a digital mindset grows when leaders set an
example, integrate technology into decision-making, and frame digitalization as part of organizational
professionalism. This supports previous research that emphasizes the role of leadership in shaping cognitive
readiness for digital change (Veseli et al., 2025). However, this study also critiques the overly individualistic
approach to digital mindset, because in a military context, developing a mindset without support from structures,
policies, and monitoring systems risks creating disorder and resistance (Spitaletta et al., 2024). The integration of
research findings with POAC theory shows that managerial functions remain relevant in managing digital
transformation, even though they no longer operate in a linear and mechanistic manner (Lanzolla et al., 2020). This
study supports criticisms of classical POAC theory as rigid and unresponsive to dynamic changes, but at the same
time demonstrates that POAC can function as an adaptive framework when understood as an interacting cycle
(Asni, 2025). In military organizational practice, digital mindset planning is carried out strategically yet adaptively,
organizing is conducted differentially according to function and context, implementation heavily relies on
leadership and operational needs, and supervision focuses on security and compliance. These findings enrich
management literature by showing that POAC is still relevant in the digital era, as long as it is interpreted
contextually and not normatively.

CONCLUSION AND POLICY IMPLICATION

This study concludes that digital transformation in military organizations is an organizational change process
that is socio-technical in nature and cannot be reduced to mere technology adoption. Empirical findings indicate
that a digital mindset serves as a cognitive and cultural foundation that determines the extent to which digital
technology can be internalized into work practices, decision-making, and organizational coordination. In the
military context, a digital mindset is understood as the readiness to think adaptively and strategically in utilizing
technology in a disciplined, safe manner, and aligned with institutional values. Through the POAC lens, this study
shows that managing a digital mindset occurs adaptively and contextually, where planning is strategic but gradual,
and organizing proceeds differentially according to function and region. Implementation is highly dependent on
leadership exemplars and operational demands, with supervision placing more emphasis on compliance and
security aspects rather than organizational learning. These findings enrich the digital transformation literature by
showing that transformation models emphasizing flexibility and decentralization are not universal, but must be
adapted to the characteristics of hierarchical and control-oriented military organizations.

Based on these findings, the policy implications emphasize the need to make digital mindset management a
strategic agenda in the digital transformation policies of the military organization. Digitalization policies should
not only focus on technology procurement but also systematically integrate the development of a digital mindset
into human resource policies and leadership development. Leaders need to be positioned as key actors in
internalizing the digital mindset through role modeling, vision communication, and continuous learning, while
organizational and supervisory policies need to be designed flexibly to accommodate variations in functions,
regions, and unit readiness levels without neglecting the principles of discipline and institutional
securityNevertheless, this study has limitations because it was conducted in a single military organizational context
using a qualitative approach, so the findings cannot yet be generalized to all defense institutions or other public
organizations and still leave room for further research with more diverse contexts, methods, and perspectives.
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