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Abstract

Organizational transformation has long been a central concern in
management studies, and over past decades numerous models have
been proposed to facilitate this process. Despite such efforts, critical
questions remain regarding the effectiveness, comprehensiveness, and
contextual relevance of these frameworks in today’s turbulent and
complex environments. This study adopts a systematic review
approach, based on a structured search of reputable academic
databases, to identify and critically analyze a set of widely cited
organizational transformation models. The review reveals that while
many models exhibit strengths such as conceptual clarity and practical
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applicability, they simultaneously suffer from notable shortcomings.
In particular, they often lack flexibility, holistic integration, and the
ability to adapt to rapidly changing organizational conditions. Overall,
the findings suggest that no single model adequately addresses all
dimensions of organizational transformation. Most frameworks
emphasize either structural or behavioral aspects, but rarely both in
balance. Consequently, the study highlights the necessity of
developing more comprehensive, multidimensional, and dynamic
models that effectively integrate structural, cultural, technological, and
human factors to ensure sustainable organizational transformation.

Keywords: Organizational Transformation, Organizational
Transformation Models, Critical Analysis, Systematic Review.

1. Introduction

Organizational transformation has become a central theme in
management studies, especially in the face of rapid environmental
shifts, technological disruptions, socio-cultural dynamics, and
mounting stakeholder expectations. These conditions have compelled
organizations to rethink their structures, processes, and value systems
in order to remain competitive and resilient. Although various
transformation models have been proposed to facilitate organizational
change, significant gaps persist in their applicability to volatile,
uncertain, complex, and ambiguous (VUCA) contexts (Kotter, 2012;
van Tulder et al., 2021). Traditional models, such as Lewin’s three-
stage framework and McKinsey’s 7S, have served as theoretical
cornerstones. However, their linear and static assumptions often fail to
address today’s evolving organizational needs (Burnes, 2004; Benn et
al., 2014).

In contrast, newer models like ADKAR (Hiatt, 2006) and Burke—
Litwin (1992) aim to integrate structural and behavioral aspects of
change. Despite their advancements, these models still exhibit
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limitations in terms of flexibility, contextual responsiveness, and
cultural alignment. In this regard, the present study performs a critical
and comparative review of widely-used organizational transformation
models to uncover conceptual and practical limitations. The objective
is to offer theoretical insights that support the development of a more
integrative, flexible, and context-sensitive framework for future
transformation initiatives.

Research Questions

This study addresses the following central research question:

o What are the conceptual and practical limitations of current
organizational transformation models in addressing the
complexities of modern organizational environments?

To support this inquiry, four sub-questions are explored:

1. To what extent do existing models support adaptability in volatile
conditions?

2. How effectively do current frameworks integrate structural,
behavioral, and cultural aspects of change?

3. What theoretical and empirical gaps persist across widely-used
transformation models?

4. What features are essential in shaping a future-oriented, context-
sensitive model of transformation?

The goal is to create a conceptual foundation for scholars and

practitioners seeking transformation models better suited for the

realities of modern organizational ecosystems.

2. Theoretical and Empirical Foundations

From a theoretical standpoint, transformation models are generally
classified into three broad categories: structural, behavioral, and
integrative frameworks. Structural models, such as the McKinsey 7S
or EFQM excellence model, prioritize systems alignment, strategy,
and formal structures. Behavioral models, such as ADKAR or the
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change readiness frameworks, focus on individual attitudes,
motivation, and capability. Integrative models, including Burke—
Litwin or Kotter’s Eight-Step model, attempt to merge both
perspectives but often fall short of the dynamic complexity required
for modern change processes.

Critically, many of these models fail to incorporate iterative, emergent
change processes or the influence of organizational culture, power
dynamics, and informal networks (Schein, 2010; Cummings et al.,
2016). They are often based on idealized, top-down assumptions that
may not translate well to decentralized or participatory settings. As
such, there is growing recognition of the need to shift toward models
that accommodate agility, feedback loops, and contextual
differentiation (Van de Ven & Poole, 2021).

Empirical evidence further reinforces these limitations. For instance,
while Kotter’s model provides a clear roadmap for leaders, its
effectiveness declines in settings requiring flexible and continuous
adaptation (Appelbaum et al., 2012). Burke—Litwin’s model, although
diagnostically powerful, often underrepresents the informal and
cultural layers of transformation (Waclawski, 2002). Meanwhile, the
ADKAR model is praised for guiding individual-level change,
particularly in digital transformation contexts, but it lacks strategic
scalability and cross-functional integration (Hornstein, 2015).
Moreover, systematic reviews indicate that a significant proportion of
organizational change efforts fail due to poor model-context fit,
insufficient stakeholder involvement, and rigidity in execution (By,
2005; Todnem, 2005). These findings collectively point toward a
pressing need for adaptive, participatory, and cross-contextual
transformation models that transcend the traditional dichotomies of
structure versus behavior or planning versus emergence.
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3. Methodology

This research employed a critical literature review methodology
following the PRISMA framework, which enabled the systematic
identification, selection, and analysis of transformation models. Data
were sourced from academic databases such as Scopus, Web of
Science, and Google Scholar using keywords including

29 <6

“organizational transformation,” “change management models,” and
“systemic change frameworks.” After applying rigorous inclusion and
exclusion criteria, twelve widely-referenced models were selected for
analysis.

Each model was evaluated across six dimensions derived from the
literature:  flexibility, comprehensiveness, change approach,
adaptability to dynamic environments, cultural sensitivity, and
leadership integration. Thematic analysis was applied to identify
conceptual overlaps, blind spots, and divergence in implementation
challenges. This process formed the basis for highlighting theoretical

and practical gaps in the current transformation literature.

4. Results

The comparative analysis revealed that none of the selected
transformation models—whether classical or contemporary—can fully
address the complex, multidimensional needs of modern
organizations. Most models either focus excessively on formal
systems and strategy or emphasize behavioral aspects in isolation.
Furthermore, the lack of real-time adaptability, cultural intelligence,
and stakeholder inclusivity in many models hampers their relevance in
today’s rapidly evolving environments.

Models such as Lewin’s and McKinsey’s offer simplicity and
coherence but are inadequate in non-linear, tech-driven contexts.
While frameworks like ADKAR and Burke-Litwin are more nuanced,
they still fall short in handling large-scale systemic resistance, digital
disruption, or the socio-political dimensions of change. These gaps
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underscore the need for transformation models that balance structural
rigor with human-centered flexibility.

5. Discussion

The findings highlight a fragmented landscape of transformation
theory. Models tend to prioritize either structure or behavior, often
neglecting cultural dynamics and organizational learning. This
imbalance limits their utility in responding to rapid technological
advances, diverse stakeholder interests, and unpredictable
environmental pressures. The study advocates for the development of
dynamic, systems-oriented frameworks that combine strategic
direction with cultural integration, technological agility, and
participatory leadership.

6. Conclusion

This study concludes that current transformation models, while
valuable, are insufficient for addressing today’s organizational
complexities. There is a critical need for hybrid, flexible, and context-
aware approaches that merge structural and human dimensions of
change. For academics, this highlights a research gap in developing
next-generation models. For practitioners, it offers evaluative criteria
to diagnose transformation readiness and customize interventions.
Future studies should focus on designing and empirically validating
integrative frameworks tailored to varied sectors, cultures, and
technological contexts. Ultimately, such efforts can bridge theory and
practice and lead to more sustainable, inclusive, and resilient
transformation strategies.
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