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Objective: This study aimed to identify and explain the dimensions and mechanisms through
which digital leadership builds organizational readiness for the effective, safe, and responsible
adoption of generative artificial intelligence.

Methodology: This qualitative study employed a review-based thematic analysis. The study
population included scientific publications addressing digital leadership, organizational readiness,
digital transformation, and generative artificial intelligence adoption published between 2020 and
the end of June 2026. The initial search identified 684 records. After duplicate removal, title and
abstract screening, and full-text assessment, 42 eligible sources were selected as the final sample.
Data were collected using a researcher-developed extraction form and coded in MAXQDA 2024.
Analysis followed the stages of data familiarization, initial coding, theme generation, theme review,
and theme definition and naming. To assess coding reliability, 10 sources were independently
analyzed by two researchers, yielding a Cohen’s kappa coefficient of 0.84.

Findings: The analysis of 517 meaning units generated 96 initial codes, 24 subthemes, and 6 main
themes. “Strategic direction and development of a shared vision” had the highest frequency, with
96 meaning units representing 18.57% of the data. The remaining themes were “digital
infrastructure and data governance” at 17.60%, “human capital development and artificial
intelligence literacy” at 17.02%, “culture building for innovation, learning, and trust” at 16.63%,
“change management and organizational redesign” at 15.67%, and “responsible, ethical, and
human-centered leadership” at 14.51%. The results indicated that organizational readiness emerges
through the coordinated interaction of strategic, technological, human, cultural, structural, and
ethical dimensions.

Conclusion: Digital leadership functions as the integrating mechanism that connects the multiple
dimensions of organizational readiness for generative artificial intelligence adoption. Organizations
become adequately prepared when leaders align technology with organizational strategy,
strengthen infrastructure and data governance, develop employee capabilities, foster trust and
learning, redesign work processes, and ensure responsible and human-centered use of artificial
intelligence.

Keywords: Digital Leadership, Organizational Readiness, Generative Artificial Intelligence,
Digital Transformation, Data Governance, Artificial Intelligence Literacy, Change Management
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EXTENDED ABSTRACT
Introduction

Digital transformation has evolved from the adoption of isolated information technologies into a
fundamental reconfiguration of organizational strategy, decision-making, work processes, professional
roles, and human-technology relationships. Within this transformation, artificial intelligence has become
a major driver of operational efficiency, knowledge creation, innovation, and organizational
competitiveness. The emergence of generative artificial intelligence has further expanded this
transformation because generative systems are capable of producing text, images, analytical outputs,
software code, recommendations, and alternative solutions rather than merely processing or classifying
existing information. Consequently, organizations increasingly view generative artificial intelligence as a
strategic resource for supporting decision-making, automating repetitive knowledge work, improving
customer services, strengthening research and development, and enabling new forms of human-machine
collaboration. However, organizational access to generative artificial intelligence does not necessarily
result in effective, safe, or sustainable adoption. Successful implementation requires alignment among
technological infrastructure, organizational strategy, human capabilities, cultural conditions, governance
mechanisms, and ethical safeguards (Abasaheb & Rajagopal, 2023; Aldoseri et al., 2023).

Generative artificial intelligence differs from many previous organizational technologies because
it directly affects activities traditionally associated with human expertise, creativity, communication, and
professional judgment. Its introduction may therefore alter job boundaries, redefine professional identities,
and create hybrid forms of knowledge in which human experience is combined with machine-generated
content (Sala et al., 2024). Although such systems can improve productivity and innovation, they may also
produce inaccurate information, reinforce bias, compromise confidentiality, increase employee anxiety,
and create uncertainty regarding accountability and intellectual property. Reviews of artificial intelligence
in the workplace demonstrate that employee outcomes depend heavily on how technologies are
introduced, explained, governed, and integrated into existing work systems (Soulami et al., 2024; Sulthoni
& Pandin, 2026). Therefore, generative artificial intelligence adoption should be regarded as an
organizational transformation process rather than a purely technical installation.

Organizational readiness for artificial intelligence refers to the extent to which an organization
possesses the resources, capabilities, motivation, structures, and shared commitment required to introduce,
implement, and sustain artificial intelligence applications. Readiness includes technological infrastructure,
data quality, financial resources, managerial support, workforce skills, cultural openness, security,
governance, and the capacity to manage change. Research in manufacturing and service organizations
indicates that technological readiness alone is insufficient when leadership support, organizational
coordination, and employee capabilities remain underdeveloped (Hossain et al., 2024). Similarly, holistic
readiness frameworks emphasize the need to assess strategy, processes, data architecture, human
resources, and governance before large-scale artificial intelligence implementation (Aldoseri et al., 2023).
Cross-national evidence also suggests that policy quality, institutional capacity, digital infrastructure, and
governance are major determinants of artificial intelligence readiness (Thakur, 2025).

Digital leadership is central to the development of such readiness. Digital leadership refers to the
ability of leaders to understand technological change, formulate a clear digital vision, align technologies



with organizational objectives, mobilize resources, develop employee capabilities, encourage innovation,
and manage the ethical and social consequences of digital transformation. Studies of artificial intelligence-
enabled leadership suggest that leaders must translate technical possibilities into meaningful
organizational priorities and establish coordination among management, technology professionals,
operational units, and employees (Abasaheb & Rajagopal, 2023; Rachid, 2024). In banking and other
knowledge-intensive sectors, effective digital leadership has also been associated with meaningful
employee experiences, participation in transformation, and the preservation of professional identity
(Lydiana et al., 2025).

A central leadership responsibility is to create a strategic vision that clarifies why generative
artificial intelligence is being adopted, which organizational problems it is expected to address, and how
its contribution will be evaluated. Evidence from network operations, technology services, public
relations, and small and medium-sized enterprises indicates that adoption becomes more effective when
artificial intelligence applications are aligned with business priorities, user needs, performance objectives,
and organizational strategy (Bahey & Oruthotaarachchi, 2026; Khalil & Al-Ali, 2025; Min & Kim, 2024; Thomas
et al., 2025). Conversely, the absence of strategic direction may lead to fragmented experimentation,
duplication of investment, inconsistent policies, and employee uncertainty. Digital leaders must therefore
distinguish value-creating use cases from fashionable or poorly justified applications.

Leadership also shapes technological and data readiness. Generative artificial intelligence requires
reliable digital infrastructure, interoperable systems, high-quality data, secure access, and clearly defined
rules for data ownership and model use. Research on procurement, supply chains, and supplier relationship
management demonstrates that emerging technologies depend on information standardization, system
integration, trust, and coordinated governance (Cooper, 2024; Grant, 2024). Systems engineering
perspectives similarly emphasize that effective human-artificial intelligence collaboration requires
integrated design across users, tasks, technologies, information flows, and decision structures (Ortolano &
Gallegos, 2025). These requirements make digital leadership essential for balancing innovation with
security, control, and accountability.

Human readiness is equally important. Employees need artificial intelligence literacy, critical
evaluation skills, prompt-design capabilities, data awareness, and an understanding of ethical and
professional limitations. Studies among nurses and health administration students indicate that digital
competence, self-efficacy, professionalism, education, and practical experience contribute significantly to
artificial intelligence readiness (Kontodimopoulos et al., 2026; Movahed & Bilderback, 2024; Nariman Ahmed
Mohamed Mostafa et al., 2025). Systematic evidence also identifies inadequate training, ethical uncertainty,
and limited practical exposure as barriers to adoption (Arab et al., 2025). Moreover, artificial intelligence
anxiety and resistance to change can weaken readiness even when employees acknowledge the usefulness
of technology (Li et al., 2023; Ozden & Duru, 2026). Digital leaders must therefore develop both competence
and psychological readiness through transparent communication, participation, continuous learning, and
role redesign.

Ethical and human-centered leadership is particularly important because generative artificial
intelligence can influence decisions, professional autonomy, fairness, privacy, and stakeholder trust.
Research in nursing leadership shows that ethical leadership can strengthen moral sensitivity and
responsible technology use (Burford et al., 2025; Jing et al., 2025). Health-sector studies further demonstrate
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that data security, explainability, legal compliance, professional-role transformation, and human oversight
are major components of readiness (Alnomasy et al., 2025; Kon et al., 2026; Venugopal, 2026). Accordingly,
organizations need leaders who can pursue innovation while protecting accountability, transparency,
employee dignity, and human judgment.

Despite the expansion of research on artificial intelligence adoption, existing findings remain
fragmented across industries and frequently focus on technological acceptance, user attitudes, or isolated
readiness factors. Less attention has been given to the integrated role of digital leadership in connecting
strategic, technological, human, cultural, structural, and ethical dimensions of readiness. Therefore, the
present study aimed to identify and explain the major themes through which digital leadership contributes
to organizational readiness for generative artificial intelligence adoption.

Methods and Materials

This qualitative study employed a review-based thematic analysis design. The study population
consisted of peer-reviewed empirical articles, conceptual studies, systematic and scoping reviews,
professional reports, and relevant scientific documents addressing digital leadership, organizational
readiness, artificial intelligence adoption, generative artificial intelligence, digital transformation,
workforce preparedness, and artificial intelligence governance. Searches were conducted in Web of
Science, Scopus, ScienceDirect, Emerald Insight, IEEE Xplore, SpringerLink, Wiley Online Library, and
selected Persian scientific databases. The search period covered publications from January 2020 to the
end of June 2026.

The initial search identified 684 records. After removing 176 duplicates, the titles and abstracts of
508 records were screened. A total of 389 records were excluded because they were unrelated to the
organizational level, focused exclusively on technical model development, lacked full-text access, or did
not address readiness, leadership, or adoption. The full texts of 119 sources were then assessed. Seventy-
seven sources were excluded because of limited methodological quality, conceptual duplication,
insufficient extractable findings, or lack of relevance to organizational adoption. The final analytical
sample consisted of 42 sources.

Data were collected through a researcher-developed extraction form containing publication
characteristics, study context, methodological design, definitions of digital leadership, dimensions of
organizational readiness, adoption barriers, leadership capabilities, workforce factors, governance
mechanisms, and reported outcomes. Each source was read at least twice, and meaningful sentences or
paragraphs related to the research objective were extracted as independent meaning units. Source
management was performed using EndNote, and coding and retrieval were conducted in MAXQDA 2024.

Data analysis followed the stages of familiarization, initial coding, theme development, theme
review, theme definition, and final synthesis. A total of 517 meaning units were extracted. After removing
duplication and combining conceptually similar codes, 96 initial codes remained. These codes were
organized into 24 subthemes and subsequently integrated into six main themes. To strengthen credibility,
10 sources, representing approximately 24% of the final sample, were independently coded by two
researchers. Cohen’s kappa was 0.84, indicating satisfactory inter-coder agreement. Disagreements were
resolved through discussion and re-examination of the original texts. The analytical process continued
until no new theme emerged.

Findings



The 42 included sources represented multiple organizational contexts, including technology-
intensive firms, industrial and commercial organizations, public-sector institutions, higher education,
healthcare, banking, financial services, and professional organizations. Sixteen studies were quantitative,
10 were qualitative, seven used mixed methods, six were conceptual or review studies, and three were
professional or policy-oriented reports.

The thematic analysis produced six main themes, 24 subthemes, 96 initial codes, and 517 meaning
units. Strategic direction and the development of a shared vision was the most frequent theme, comprising
96 meaning units, 17 initial codes, four subthemes, and 18.57% of all meaning units. This theme included
articulating a clear generative artificial intelligence vision, aligning adoption with organizational strategy,
prioritizing use cases, and building senior-management commitment.

Digital infrastructure and data governance included 91 meaning units, 18 initial codes, four
subthemes, and 17.60% of the total data. Its subthemes concerned infrastructure readiness and system
integration, data quality and standardization, information security and confidentiality, and governance
across the artificial intelligence life cycle. The findings indicated that leaders must coordinate technology
investment, data ownership, access control, model monitoring, and organizational accountability.

Human capital development and artificial intelligence literacy accounted for 88 meaning units, 17
initial codes, four subthemes, and 17.02% of the total. The subthemes included general artificial
intelligence literacy, applied professional skills, reskilling and upskilling, and continuous learning
communities. Employees required not only technical familiarity but also the ability to evaluate accuracy,
recognize bias, protect sensitive information, and integrate machine output with professional judgment.

Culture building for innovation, learning, and trust included 86 meaning units, 16 initial codes,
four subthemes, and 16.63% of the data. Psychological safety, experimentation, trust in technology and
leadership, and employee participation were its central components. Employees were more willing to
adopt generative artificial intelligence when leaders communicated transparently, allowed controlled
experimentation, acknowledged concerns, and involved users in system design.

Change management and organizational redesign comprised 81 meaning units, 15 codes, four
subthemes, and 15.67% of the total. The main components were change communication, workflow
redesign, role and responsibility clarification, and continuous monitoring. The findings showed that
effective adoption required determining which tasks should be automated, which should involve human-
machine collaboration, and which should remain under full human control.

Responsible, ethical, and human-centered leadership included 75 meaning units, 13 codes, four
subthemes, and 14.51% of all meaning units. Its subthemes were transparency and explainability, fairness
and bias control, human oversight and accountability, and the protection of employee dignity, autonomy,
and well-being. Although this theme had the lowest overall frequency, it was especially prominent in the
most recent studies and high-risk sectors.

Discussion and Conclusion

The findings demonstrate that digital leadership is not an isolated managerial competency but an
integrating organizational mechanism. Leaders create readiness by connecting strategic intent with
technological capacity, employee competence, organizational culture, structural change, and ethical
governance. Organizational readiness for generative artificial intelligence should therefore be understood
as a dynamic socio-technical capability rather than a static condition or a technology-purchasing decision.
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Strategic direction emerged as the most prominent theme because organizational members need a
shared understanding of why generative artificial intelligence is being introduced and how it will
contribute to meaningful outcomes. Without such clarity, experimentation may remain fragmented,
employees may interpret the technology as a threat, and investments may fail to produce value. Digital
leaders must translate technological possibilities into concrete organizational priorities and measurable
use cases.

Infrastructure and governance findings indicate that enthusiasm for innovation must be supported
by reliable data, integrated systems, security, and clear accountability. Generative artificial intelligence
intensifies data-governance challenges because employees can use external tools rapidly and informally.
Organizations therefore require explicit policies concerning confidential information, access rights, output
validation, intellectual property, and responsibility for errors.

The human-capital findings confirm that readiness depends on employees’ ability to use artificial
intelligence critically rather than mechanically. Training should extend beyond software operation and
include error detection, bias awareness, professional judgment, privacy protection, and responsible
collaboration with generative systems. Continuous reskilling is necessary because work roles and system
capabilities will continue to change.

The cultural theme suggests that adoption is more sustainable when employees can question,
experiment, report errors, and participate in the design of new workflows. Trust is created through
transparent leadership, visible safeguards, and meaningful involvement rather than through compulsory
use. Leaders should frame generative artificial intelligence as a tool for augmenting human work while
honestly addressing possible changes in roles and responsibilities.

Change management findings show that implementation must involve workflow and job redesign.
Merely adding a generative artificial intelligence tool to existing processes can create duplication and
confusion. Leaders must determine where automation is appropriate, where human review is required, and
how performance indicators and responsibilities should be modified.

Finally, responsible leadership is essential for maintaining legitimacy. Organizations must
preserve human accountability, explain technology-assisted decisions, monitor bias, and protect employee
autonomy and well-being. The value of generative artificial intelligence cannot be assessed solely through
speed or productivity; its organizational legitimacy depends on whether it is used transparently, fairly,
securely, and in a manner consistent with human and professional values.

In conclusion, digital leadership builds organizational readiness for generative artificial
intelligence through six interdependent functions: strategic direction, infrastructure and data governance,
human-capital development, cultural trust and learning, change management and organizational redesign,
and responsible human-centered governance. Organizations are ready for generative artificial intelligence
when they possess not only appropriate tools and data but also leaders capable of aligning technology with
strategy, developing employees, managing uncertainty, redesigning work, and safeguarding ethical
accountability.
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