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[bookmark: _Toc225747213]1.1 Contextual Background
Business does not change overnight, instead, it shifts slowly, driven by the coming together of new technologies, changing economies, and evolving social expectations (Omol, 2024). Over the past few decades, one of the most powerful forces driving this shift has been the rise of digital technologies. (Thottoli et al., 2023; Omol, 2024). These include e-commerce, e-business, and digital financial services, all of which have quietly but fundamentally changed how organisations work. As Omol (2024) and Thottoli et al. (2023) note, what once began as modest experiments in electronic transactions has grown into something much larger, and today, digital technology is reshaping how companies are structured, how decisions are made, and how leaders manage their teams. This is not simply a story about new tools; it is about a deeper change of how businesses create value and work together (Bharadwaj et al., 2013).
Within this bigger picture, FinTech stands out as a particularly interesting case which sits at the meeting point of financial services and digital innovation (Gomber et al., 2018). Unlike traditional industries, which have simply added digital tools on top of existing ways of working, FinTech firms were built to be digital from the very beginning (Gomber et al., 2018; Bharadwaj et al., 2013). They were designed around speed, data, and digital interaction that makes them a valuable window through which to observe what digital transformation really does to an organisation (Thottoli et al., 2023; Gomber et al., 2018).
The rise of digital organisations has also raised a critical question about whether traditional ways of structuring and managing companies still work (Hanelt et al., 2021). Studies show that digital transformation typically calls for fewer management layers, less rigid rules, and greater flexibility (Shahzad, Imran and Butt, 2025). Classic ideas such as Chandler's (1962) ‘structure follows strategy’ still carry some relevance, however, they need to be reconsidered based on what digital environments demand from the organisations today. In practice, Digital tools reduce costs, change how information flows, and shift the conditions under which companies are designed (Vial, 2021). As information becomes easier to access and routine tasks become automated, the old logic of strict hierarchies and heavy management oversight becomes harder to defend (Shahzad, Imran and Butt, 2025).
Within FinTech specifically, the use of data analytics and automated systems is changing how financial services are delivered (Gomber et al., 2018). Gomber et al. (2018) show that digital technology allows processes to run faster, more efficiently, and increasingly without human intervention, which challenges the role of traditional financial intermediaries. However, it is important not to see digital transformation as purely a technology story. As Hanelt et al. (2021) explain, it is a much broader change, one that involves strategy, culture, and structure all at once. Organisational adaptability and strategic coherence matter just as much as the tools themselves (Omol, 2024; Vial, 2021).
Leadership plays a vital role in all of this. Research consistently shows that successful digital transformation requires more than technical know-how, but it calls for strategic vision, the ability to adapt quickly, and the confidence to make decisions based on data (Vial, 2021). Across digitally transformed organisations, managerial roles are shifting away from supervision and control toward coordination, adaptation, and the active enablement of innovation (Hanelt et al., 2021).
[bookmark: _Toc225747214]1.2 Scope of the Study
This study examines an important claim whether advances in e-commerce and e-business have made traditional models of organisational structure and management theories obsolete, particularly when viewed through the lens of the FinTech sector. To answer this properly, the study takes a broad view. It first looks at what traditional models were designed to do and the conditions under which they worked well. It then considers how today's digital markets differ from the world those models were built for. Without this historical grounding, any conclusion risks being either too dismissive of classical theory or too slow to acknowledge how much things have genuinely changed.
Throughout the study, FinTech serves as the primary focus, though many of the lessons drawn here apply more broadly to digital transformation across different industries. The discussion traces how technology in business has evolved over time, explores the impact of e-commerce and e-business, considers the pressure placed on traditional structures, and examines how effective management today differs from what classical theory once recommended. The study ends by reflecting on the key opportunities and challenges that digital change brings, and by offering a forward-looking view of what these changes mean for organisations and their leaders.
[bookmark: _Toc225747215]2. Literature Review
[bookmark: _Toc225747216]2.1 The Historical Development of Technology in Business
To understand where organisations are today, it helps to look at where they came from. This story begins in the 1970s, when early digital systems first allowed large firms to exchange structured business documents in digital form (Omol, 2024). These systems were expensive and complicated, and only large organisations could afford to use them. Nevertheless, they showed that digital tools could reduce costs and improve efficiency in ways that traditional methods simply could not (Hanelt et al., 2021). Porter (1985) has already argued that a firm's ability to manage its value chain more effectively than its rivals was the key to competitive advantage. In later decades, digital tools became the main way that firms achieved exactly that (Shahzad, Imran and Butt, 2025).
Things moved much faster in the 1990s when the internet became widely available for business use (Vial, 2021). Vial (2021) mentions that buyers and sellers no longer needed to be in the same place to do business, and information about products and prices could be shared almost instantly at near-zero cost. Goldfarb and Tucker (2019) show that internet did not simply make existing businesses more efficient, it also enabled completely new types of businesses to emerge, particularly digital platforms that now sit at the heart of the modern economy. As firms realised that digital technology could transform their entire operations, not just their sales channels, they began adopting tools like enterprise resource planning (ERP) systems to manage internal processes, customer relationship management (CRM) platforms to improve client engagement, and data analytics to support better decision-making (Vial, 2021).
In the FinTech sector, this evolution happened in three clear stages: i. the early digitisation of banking systems, ii. the rise of mobile-first financial services, which brought banking directly to consumers’ phones, and the current era driven by artificial intelligence and digital platforms that have completely changed how financial services are structured and delivered (Gomber et al., 2018). As Hanelt et al. (2021) note, each of these stages pushed organisations further away from traditional hierarchical structures. Collectively, they changed the very logic by which financial services are designed, delivered, and managed (Gomber et al., 2018).
[bookmark: _Toc225747217]2.2 The Emergence and Growth of E-Commerce 
The rise of e-commerce is about far more than the convenience of shopping from home (Omol, 2024). At a deeper level, it represents a fundamental shift in how markets work. As Goldfarb and Tucker (2019) point out that digital markets tend to be dominated by a small number of very large players. The growth of Amazon, Alibaba, Stripe, and PayPal confirms this pattern clearly. More recently, Rietveld and Schilling (2021) show that e-commerce platforms continue to grow stronger when more people use them. They explained every new user makes the platform more valuable for everyone else, which makes it very difficult for new competitors to break through.
For FinTech firms, e-commerce has created both opportunities and challenges. On one hand, digital channels have opened routes to customers that were previously too difficult or too costly to reach (Goldfarb and Tucker, 2019). On the other hand, competition has intensified sharply since new digital entrants offer faster and more convenient services, and traditional financial institutions often struggle to keep up (Gomber et al., 2018). These shifts challenge the long-held assumption that competitive advantage comes mainly from deep industry expertise; rather, when the underlying technology is widely available, skills developed in one sector can quickly be applied in another (Bharadwaj et al., 2013).
[bookmark: _Toc225747218]2.3 The Rise of E-Business and Digital Integration
While e-commerce is mainly about online buying and selling, e-business is a broader idea, which means the full use of digital technologies across the organisational processes, from operations and customer service to planning and decision-making (Bharadwaj et al., 2013). As Bharadwaj et al. (2013) explain, that e-business requires organisations to digitally integrate the way they work, the way they decide, and the way they create value. Hanelt et al. (2021) describe e-business as the use of internet technologies across all areas of organisational activity, changing both how firms relate to the outside world and how they coordinate internally. When information flows in real time rather than through layers of management, and when routine tasks are handled automatically, the need for multiple layers of management becomes harder to justify (Brynjolfsson and Hitt, 2000).
The benefits of e-business have been felt across many industries. Communication tools have made it easier for teams to collaborate, regardless of where they are based (Brynjolfsson and Hitt, 2000). Supply chains have become faster, while data collection through digital operations has become one of the most important assets a firm can have (Vial, 2021; Bharadwaj et al., 2013). Bharadwaj et al. (2013) argue that these changes are not small improvements in how things work; but a fundamental shift in competitive advantage, where firms that can use data and digital capabilities effectively are pulling away from those that cannot.
In FinTech, e-business has been applied more intensively than in almost any other sector. Gomber et al. (2018) show how FinTech firms have used digital integration to coordinate complex financial services and to innovate at a speed that would have been impossible in a traditional organisational setting. Because FinTech firms were not held back by legacy systems or established hierarchies, they were able to demonstrate what e-business principles look like when applied without constraint (Hanelt et al., 2021). As a result, FinTech consistently moves faster and further in adopting digital integration than firms in other industries (Gomber et al., 2018; Bharadwaj et al., 2013).
[bookmark: _Toc225747219]2.4 Understanding Organisational Structure
Before questioning whether digital transformation has made traditional structures obsolete, it is worth understanding what those structures are and what they were designed to do. Mintzberg (1979) offers one of the most widely used frameworks about this. He identified five main types of organisational structure: the simple structure, suits small, entrepreneurial organisations; the machine bureaucracy, designed for high-volume, routine work; the professional bureaucracy, built around the expertise of its members, the divisional form, which organises activities into relatively independent units, and finally, the adhocracy, a flexible structure that brings different specialists together to solve new and complex problems. Mintzberg (1979) argued that none of these forms is inherently better than the others, what matters is how well the structure fits the organisation's environment.
For most of the 20th century, hierarchical, rules-based structures dominated business life, and for understandable reasons. As Omol (2024) observes, these structures provided the stability and coordination that large industrial enterprises needed to manage complexity in a relatively predictable world. Clear chains of command and well-defined roles made it possible to run large organisations efficiently; but what was once a strength has become a limitation (Shahzad, Imran and Butt, 2025). That said, the limits of rigid structures were identified long before the digital era. As Hanelt et al. (2021) note, early research showed that in fast-moving, technology-driven markets, rigid structures become a disadvantage rather than an advantage. Organisations that could operate flexibly and adapt quickly consistently outperformed their more rigid counterparts. Shahzad, Imran and Butt (2025) confirm that the shift from rigid to flexible structures is now a basic requirement for firms operating in fast-moving digital environments.
Digital transformation has made these pressures even more acute, as Hanelt et al. (2021) argue. In practice, when decisions need to be made quickly, hierarchical approval processes create costly delays (Brynjolfsson and Hitt, 2000); when knowledge is spread across different specialists, rigid departmental boundaries get in the way of good performance (Bharadwaj et al., 2013); when customers expect seamless digital experiences, the slow adaptability of traditional structures becomes a competitive liability (Vial, 2021). Together, these pressures form a compelling case that structural change is not only desirable in the digital era, but that it is necessary (Hanelt et al., 2021).
[bookmark: _Toc225747220]2.5 Theoretical Perspectives on Management Roles
Management theory has long sought to define what managers do and how they should do it, and the digital era has significantly changed these assumptions (Omol, 2024). As Hanelt et al. (2021) describe, classical management thinking treated the organisation as a controlled and predictable system. This era was shaped by three main ideas: i. the scientific approach, which focused on breaking work into tasks, optimising each one, and keeping decision-making power in the hands of senior managers, ii. the administrative tradition that emphasised hierarchical command and clear control functions, and iii. the bureaucratic model, which relied on formal rules, hierarchical authority, and standardised procedures (Hanelt et al., 2021). These frameworks gave large industrial organisations the stability they needed. However, Shahzad, Imran and Butt (2025) argue that they are poorly suited to the flexible, fast-moving demands of today's digital world.
A significant challenge to these rigid ideas came from the human relations movement. Elton Mayo's Hawthorne Studies showed something important: productivity is not just about optimising tasks and physical conditions, it is deeply connected to how people feel, how they relate to one another, and whether they feel their work has meaning (Mayo, 1933, reprinted 2004). Building on Mayo’s findings, later researchers argued that workers are motivated by much more than money alone; they need a sense of purpose, belonging, and the opportunity to grow (Hanelt et al., 2021). Together, these ideas shifted the focus of management thinking away from control and toward engagement, autonomy, and trust. This shift, as Shahzad, Imran and Butt (2025) argue, is essential for navigating the distributed and collaborative nature of modern digital organisations.
More recently, management thinking has embraced the idea of the 'learning organisation', where firms stay competitive by constantly questioning their assumptions and sharing knowledge openly (Omol, 2024). As Gomber et al. (2018) note, this idea closely matches what the best FinTech companies look like in practice. The image of the manager as someone who plans from the top and controls from above is being replaced by a view of leadership as collaborative, change-focused, and built around empowering others (Mintzberg, 1979; Drucker, 1959, reprinted 1996). In FinTech firms, this shift is clearly visible where software engineers, data scientists, and product designers work together in small, autonomous teams. In these environments, collective creativity and the ability to act quickly on new insights matter far more than following a rigid chain of command (Shahzad, Imran and Butt, 2025).
[bookmark: _Toc225747221]2.6 Reassessing the Relevance of Traditional Models
Looking at how management theory has developed, a clear story emerges. Each new wave of thinking has built on the limitations of what came before, drawing on new evidence and responding to a changing world (Shahzad, Imran and Butt, 2025). Digital transformation has accelerated this process enormously, widening the gap between what classical management assumed and what today's organisations need (Hanelt et al., 2021). Goldfarb and Tucker (2019) help explain why by showing that digital technologies have essentially changed the information environment in which organisations operate. 
To explain further, in the past, senior managers had significantly better access to information than their employees, and this information advantage was one of the key reasons for keeping decision-making at the top. But today, with real-time data, dashboards, and digital systems, relevant information is available to people at every level of the organisation (Omol, 2024; Vial, 2021). As Gomber et al. (2018) show, data-driven FinTech firms have responded by shifting decision-making power toward those who have the most appropriate knowledge and expertise, rather than those with the highest job title. This reflects precisely what Mintzberg (1979) argued: that decision-making should be placed where the relevant knowledge lives within the firm.
The implications for classical management theory are significant. As Shahzad, Imran and Butt (2025) observe, the old assumption that managers always know best is frequently reversed in knowledge-intensive digital organisations. In these settings, technical specialists often understand their area of work far better than the general managers above them. This makes a more collaborative style of leadership not just desirable but necessary (Shahzad, Imran and Butt, 2025). Furthermore, the 'command and control' model, which was built for stable and predictable environments, tends to create rigidity that makes rapid change impossible (Omol, 2024). In FinTech firms, which sit at the intersection of fast-moving technology and complex regulation, the pace of change consistently outpaces the ability of formal rules to keep up (Omol, 2024; Shahzad, Imran and Butt, 2025).
[bookmark: _Toc225747222]3. The Evolving Nature of 21st Century Corporations
[bookmark: _Toc225747223]3.1 Global Connectivity and Its Organisational Implications
The modern corporation operates in a world that would have been difficult to imagine just a generation ago (Omol, 2024; Vial, 2021). For example, a FinTech startup based in Singapore can serve customers in London, work with a technology partner in Berlin, and compete with a bank headquartered in New York, all in real time. This is not a small adjustment to business operations; it is a fundamental change in the conditions under which companies exist and compete (Goldfarb and Tucker, 2019).
In today’s digital economy, connectivity has dramatically expanded the range of markets that any firm can reach using the same core strengths (Rietveld and Schilling, 2021). At the same time, it has intensified competition, as firms from anywhere in the world can now challenge established players. Omol (2024) describes how large technology companies, entering financial services, use their global reach and vast data resources to offer products at prices that traditional banks, tied down by old systems and infrastructure, struggle to match. The result is a financial landscape that has been profoundly changed, in ways that classical management frameworks can partly explain but could not have fully anticipated (Hanelt et al., 2021; Gomber et al., 2018).
Connectivity also places new demands on how organisations are designed and managed. Firms must now coordinate operations across different countries while at the same time remaining responsive to local markets and regulations (Omol, 2024; Vial, 2021). As Shahzad, Imran and Butt (2025) illustrate, successful firms in the digital era need to develop the ability to balance global integration with local responsiveness. In FinTech specifically, they added, digital connectivity makes global expansion more affordable, but it also makes regulatory compliance more complex. Firms that succeed are those that can use digital technology to operate efficiently at scale while maintaining strong governance across multiple jurisdictions (Thottoli et al., 2023).
[bookmark: _Toc225747224]3.2 The Digital Transformation Imperative
Digital transformation has become one of the most important topics in business today, but it is much more than simply adopting new technology. At its core, it is about rethinking how a corporation creates value, serves its customers, and uses its resources (Omol, 2024). Vial (2021) defines digital transformation as the use of digital technologies to change fundamentally how an organisation performs. Importantly, this definition captures both the technical and the human sides of change. In FinTech, this transformation has gone further than almost anywhere else. Organisations that emerged in the last decade look structurally and operationally very different from financial services firms of even two decades ago (Omol, 2024).
The evidence for this change is transparent. Gomber et al. (2018) document how digital transformation has reshaped core processes such as credit assessment, customer engagement, and risk management, with firms that have embraced change most achieving better cost efficiency, stronger customer growth, and greater product innovation. At the operational level, artificial intelligence now handles risk assessments that were once done manually; cloud technology allows firms to scale up or down quickly; and application programming interfaces (APIs) allow financial services to be embedded seamlessly into other digital platforms (Thottoli et al., 2023).
These changes have deep implications for how organisations are structured and how they are led. Platform-based business models, which are the hallmark of the most successful FinTech firms, require a fundamentally different kind of organisation compared to traditional product-focused businesses (Rietveld and Schilling, 2021). Rietveld and Schilling (2021) argue that rather than simply producing and delivering services internally, platforms must manage complex networks of partners, developers, and users. Therefore, they need to monitor and respond to millions of interactions in real time, rather than relying on periodic research and planning cycles (Gomber et al., 2018). These requirements call for structures and management capabilities that traditional models were never designed to support. This gives further weight to the argument that classical frameworks have, in important ways, become outdated (Omol, 2024; Shahzad, Imran and Butt, 2025).
[bookmark: _Toc225747225]3.3 Organisational Agility as a Strategic Necessity
In today's environment, the ability to adapt quickly is not a nice-to-have quality but a matter of survival (Hanelt et al., 2021). Technology changes fast, new competitors can appear suddenly, and regulations shift with political and social priorities. In this context, organisations that cannot adapt quickly will struggle to survive, let alone succeed. Teece, Pisano and Shuen (1997), who developed the dynamic capabilities framework, explained this challenge. They argued that in fast-moving environments, firms cannot rely on fixed assets or established advantages alone. Instead, they need to develop the ability to sense changes in their environment, respond decisively, and continuously reshape themselves to stay aligned with what the market demands. This framework has been applied to digital financial services to show that FinTech firms with strong adaptive capabilities consistently outperform those that rely on past leads (Gomber et al., 2018).
Building this kind of adaptability requires more than good strategy. It requires the right structures and the right culture (Hanelt et al., 2021). As Shahzad, Imran and Butt (2025) describe, how FinTech firms implement agile working methods, organise their teams around clear goals rather than rigid functions, and build cultures where experiment is encouraged and failure is treated as a learning prospect rather than a mistake. These are not minor management adjustments, they represent a fundamental shift in how authority works, how risk is managed, and how organisations learn from experience. This shift reflects decades of progress in management thinking toward more adaptive, less hierarchical ways of organising work (Hanelt et al., 2021; Shahzad, Imran and Butt, 2025).
[bookmark: _Toc225747226]4. The Declining Relevance of Traditional Organisational Structures
[bookmark: _Toc225747227]4.1 From Hierarchy to Flat and Distributed Structures
For most of the 20th century, the hierarchical organisation was the dominant model of how large companies worked. It had clear chains of command, well-defined reporting lines, and a top-down flow of authority. This model worked extremely well for the large industrial enterprises of the time (Chandler, 1962). Theoretically, Weber (1947) justified this model, arguing that bureaucratic organisation, built on formal rules, hierarchical authority, and standardised procedures, was the most rational and efficient form of administration in modern societies. Chandler (1962) showed in practice how large American corporations used hierarchical, multi-division structures to manage complex and diverse operations across different product lines and geographies, gaining significant competitive advantages in the process.
However, the digital economy has exposed the limitations of this model in ways that earlier thinkers could not have anticipated. When competitive advantage depends on developing and launching new digital products and services quickly, the many layers of approval in a hierarchy become a source of costly delay (Shahzad, Imran and Butt, 2025). In addition, as information moves up through a hierarchy, it tends to get filtered, summarised, and distorted; important detail gets lost along the way (Brynjolfsson and Hitt, 2000). This helps explain why the most successful digital platform companies have consistently adopted flatter, more distributed structures. Because these structures allow decisions to be made faster and make better use of the knowledge spread across the organisation (Rietveld and Schilling, 2021; Shahzad, Imran and Butt, 2025).
Within the FinTech sector, the shift has been particularly pronounced. Gomber et al. (2018) show how leading FinTech firms organise their work through small, cross-functional teams with a high degree of autonomy, rather than through large functional departments that report upward to central management. In practice, these teams typically include software engineers, product designers, data scientists, and compliance specialists working together, often with the authority to make significant product and operational decisions without needing approval from layers of management above them (Shahzad, Imran and Butt, 2025). This closely mirrors what Mintzberg (1979) called the adhocracy, the organisational form he identified as best suited to complex, dynamic environments that require innovative problem-solving. This is remarkable for what FinTech firms have arrived at through practical necessity, organisational theory prescribed decades earlier (Hanelt et al., 2021; Shahzad, Imran and Butt, 2025).
[bookmark: _Toc225747228]4.2 Cross-Functional Teams and Matrix Arrangements
Moving toward flatter structures has not produced simpler organisations. Instead, it has created more flexible and sometimes more complex arrangements, where people work across multiple teams and responsibilities at the same time (Shahzad, Imran and Butt, 2025; Hanelt et al., 2021). Matrix organisations, which assign employees to both functional departments and project or product teams, represent one common response to this challenge (Mintzberg, 1979). They try to combine specialised knowledge with the benefits of working across different functions. The matrix approach can improve coordination across different parts of the business. At the same time, it can create tensions, including competing lines of authority and unclear roles, challenges that arise directly from moving away from the clear hierarchical principles of classical organisational design (Mintzberg, 1979).
In the FinTech context, cross-functional teams have become the main unit of work in many organisations. Gomber et al. (2018) explain that combining financial services with digital technology requires a kind of collaboration that traditional functional structures simply cannot support effectively. To illustrate, a team building a new automated lending product needs deep expertise in credit risk, data science, user experience design, regulatory compliance, and software engineering, all at the same time. No single department has all these skills. If the work were passed between departments one step at a time, in the traditional way, the delays and miscommunications would make the process far too slow for the pace of digital products (Shahzad, Imran and Butt, 2025; Brynjolfsson and Hitt, 2000).
Managing cross-functional teams also presents its own leadership challenges, which scholars have recognised for many years (Mintzberg, 1979). Without the clear authority structures of a traditional hierarchy, these teams rely on shared purpose, open communication, and distributed leadership to function well (Hanelt et al., 2021). Managers who succeed in these environments are those who can motivate and coordinate diverse groups of specialists without relying on their job title to command respect. They can also navigate the inevitable tensions that arise when people from very different professional backgrounds come together in the same team, and they can keep multiple projects moving in the same direction at once (Shahzad, Imran and Butt, 2025). These are skills that traditional management training was rarely designed to develop. This points to a real gap between what classical management theory prepared managers to do and what the digital world now requires of them (Shahzad, Imran and Butt, 2025; Hanelt et al., 2021).
[bookmark: _Toc225747229]4.3 Decentralised Authority and Employee Empowerment
Perhaps the most significant structural change that digital transformation has driven is the decentralisation of decision-making authority (Shahzad, Imran and Butt, 2025). In traditional hierarchical organisations, decision-making power was held at the top, and authority flowed downward through established chains of command (Mintzberg, 1979; Weber, 1947). This arrangement made sense in a world where information was scarce and where senior leaders could reasonably claim to have better access to the strategic knowledge needed to make sound decisions (Brynjolfsson and Hitt, 2000). Simon (1947) provided the theoretical explanation for this with his concept of bounded rationality, the idea that people can only make decisions based on the limited information, cognitive capacity, and time available to them. Hierarchical structures made sense because they allowed decisions to be distributed across different levels, with each level handling the choices appropriate to its knowledge and position (Simon, 1947).
In the data-rich environments that digital operations create, the above-mentioned logic no longer holds as strongly as it once did. Today, real-time performance dashboards, customer analytics, and operational monitoring systems put relevant information in front of people at every level of the organisation, often faster and in more useful form than it reaches senior leaders (Brynjolfsson and Hitt, 2000; Bharadwaj et al., 2013). Gomber et al. (2018) document how leading FinTech firms have responded to this shift by pushing decision-making authority downward, giving front-line teams the power to respond to customer needs and operational challenges immediately, without waiting for approval from above. The results in terms of speed, customer responsiveness, and overall agility have been significant (Shahzad, Imran and Butt, 2025).
Decentralisation also reflects a deeper cultural shift in how successful digital organisations think about their people (Omol, 2024). At the heart of this shift is the recognition that knowledge workers, people whose primary contribution is their expertise and thinking, cannot be effectively managed through close supervision and standardised rules. Instead, they need autonomy, a clear sense of purpose, and the freedom to apply their skills creatively (Shahzad, Imran and Butt, 2025). Evidence from the FinTech sector shows that the most innovative firms are typically those that have given both the authority and the resources to the people closest to the technology and to the customers to act on their ideas (Gomber et al., 2018). In this respect, what FinTech practice has arrived at through the pressures of competition closely mirrors what organisational theory has long argued should be the case (Shahzad, Imran and Butt, 2025).
[bookmark: _Toc225747230]5. The Transformation of Management Roles
[bookmark: _Toc225747231]5.1 The Rise of Transformational Leadership
The structural changes described above are inseparable from a shift in what leadership means and what it requires (Gomber et al., 2018). In complex, fast-changing environments where expertise is distributed across many people and teams, the classical image of the manager as someone who plans at the top and supervises execution below simply does not fit anymore (Shahzad, Imran and Butt, 2025). What is needed instead is a style of leadership that is transformational in nature, capable of inspiring a shared sense of purpose, creating the conditions for empowered teams to do their best work, and keeping the whole organisation moving in a coherent direction even as it is constantly evolving (Omol, 2024). More specifically, transformational leadership involves four key qualities: setting a personal example that others want to follow; motivating people through a compelling vision rather than just targets; encouraging new thinking and creative problem-solving; and paying genuine attention to the individual needs and development of each person in the team (Shahzad, Imran and Butt, 2025).
Research on FinTech organisations consistently shows that firms led by transformational leaders are positioned better to navigate the uncertainty and the pace of digital markets. Vial (2021) argues that successful digital transformation requires strategic vision, organisational agility, and sound data-driven decision-making. All of these are fundamentally leadership qualities. Hanelt et al. (2021) reinforce this by showing that management roles in digitally transformed organisations are shifting away from supervision and control, and toward coordination, adaptation, and enabling innovation. In FinTech specially, Shahzad, Imran and Butt (2025) argue that leadership-driven, organic structures are a basic requirement for firms operating in fast-moving digital markets. As Omol (2024) confirms, the ability to adapt and maintain a clear direction, both fundamentally leadership responsibilities, matter just as much as the technologies themselves.
[bookmark: _Toc225747232]5.2 Technological Literacy as a Managerial Competency
Alongside transformational leadership, understanding technology has become an essential part of being an effective manager in the digital era (Vial, 2021; Hanelt et al., 2021). This does not mean that all managers need to be able to write code or build a machine learning model; what it does mean is that managers at every level need to understand the capabilities and limitations of the technologies their organisations deploy, engage credibly with technical teams, and make sound strategic judgements about technology investments (Gomber et al., 2018; Shahzad, Imran and Butt, 2025). Indeed, Bharadwaj et al. (2013) argued that managing and applying knowledge effectively was the defining managerial challenge of the knowledge economy. In the digital era, that argument extends to include managing data and technical knowledge as core strategic responsibilities.
This shift is visible at the senior leadership level. Gomber et al. (2018) describe how senior leaders in FinTech firms have taken on much broader responsibilities, including decisions about technology investment, managing cybersecurity risk, and setting direction for digital transformation. Simultaneously, technology-focused leaders have moved into the heart of business strategy, needing to understand customers and markets as well as they understand systems and development processes (Hanelt et al., 2021; Shahzad, Imran and Butt, 2025). These changes reflect a new reality: in digital businesses, technology decisions and business strategy decisions are often the same decision. This convergence, as Bharadwaj et al. (2013) identify, is one of the defining features of e-business environments, where digital and strategic capabilities are inseparable sources of competitive strength (Vial, 2021).
The same pattern applies in the middle management level, though it looks different in practice. Product managers need to understand the technical possibilities and constraints that shape what can be built and at what cost; operations managers need to be able to read and act on data analytics, and to work effectively alongside automated systems; and risk managers need to understand how algorithmic decision-making works well enough to spot potential errors or biases (Vial, 2021; Gomber et al., 2018). Shahzad, Imran and Butt (2025) argue that organisations which have navigated digital transformation most successfully are those that built these capabilities broadly across their management teams, rather than keeping technological expertise locked within a isolated IT function. As Hanelt et al. (2021) observe, distributed digital understanding across all levels of management is a critical enabler of organisational agility and sustained innovation.
[bookmark: _Toc225747233]6. Navigating Challenges and Capitalising on Opportunities
[bookmark: _Toc225747234]6.1 Managing Resistance to Organisational Change
Any honest discussion about digital transformation in FinTech must acknowledge that it does not only bring opportunities but also creates challenges. Perhaps the most common of these is resistance to change, a natural human response to uncertainty and disruption, and it appears in almost every major organisational transformation (Omol, 2024; Hanelt et al., 2021). As Vial (2021) argues, digital transformation is far more than a technical exercise; rather, it involves strategic, cultural, and structural change across the whole organisation. Put simply, it is about altering the way people think, work, and relate to one another, not just about introducing new systems and tools (Shahzad, Imran and Butt, 2025; Vial, 2021). 
Getting people to embrace change, and building a culture that actively supports it, are among the most important factors in making digital transformation succeed (Shahzad, Imran and Butt, 2025). Yet many organisations focus so heavily on the technology that they overlook the human side of change (Shahzad, Imran and Butt, 2025; Hanelt et al., 2021). In practice, FinTech firms that have handled major transitions most effectively are those that communicated clearly with their people, involved them in the process, and provided training to build skills and confidence alongside new systems (Vial, 2021; Omol, 2024). As Omol (2024) confirms, success in digital transformation ultimately comes down to how well leaders bring their people along with them.
Managing resistance to change is also closely connected to organisational culture. As Shahzad, Imran and Butt (2025) observe, cultural change is one of the hardest parts in digital transformation, as deeply embedded habits and ways of working are difficult to shift deliberately. Nevertheless, firms that innovate most consistently are those that have built cultures where trying new things is encouraged, and where adapting to change is seen as a strength rather than a threat (Shahzad, Imran and Butt, 2025; Hanelt et al., 2021). Building such cultures requires continuous leadership attention, and it rarely happens quickly or easily (Omol, 2024). This challenge is especially real for firms moving from traditional financial services backgrounds, where caution and adherence to rules have historically been deeply rooted professional values (Gomber et al., 2018; Vial, 2021).
[bookmark: _Toc225747235]6.2 Data Privacy, Cybersecurity, and Regulatory Compliance
Digital transformation has given financial services firms remarkable new capabilities for collecting and using data about customers, markets, and operations (Gomber et al., 2018; Vial, 2021). However, this same digital connectivity also exposes firms to risks on a scale that was previously unseen in financial services, including cyber threats, data breaches, and the misuse of personal information (Thottoli et al., 2023; Omol, 2024). As Bharadwaj et al. (2013) argue, data has become a central strategic asset in digital organisations, and how firms manage and protect it is increasingly a key factor in their competitive position.
The regulatory and ethical challenges around data in financial services have grown significantly more complex in the digital era (Gomber et al., 2018; Vial, 2021). As Omol (2024) and Shahzad, Imran and Butt (2025) note, the frameworks that were developed to govern information use in traditional financial institutions are increasingly battling to keep pace with what modern FinTech firms do. Data protection regulations have imposed significant compliance obligations on firms that handle personal financial data. Yet the pace of technological change consistently moves fast than the regulators can respond (Gomber et al., 2018; Omol, 2024). Therefore, firms operating in this environment face the ongoing challenge of anticipating regulatory expectations, managing constantly evolving cybersecurity risks, and maintaining customer trust in the face of widely publicised data breaches.
Despite these challenges, however, the opportunities that digital technology creates for competitive advantage in financial services are genuinely significant. Bharadwaj et al. (2013) argue, in digital environments, competitive advantage derives from a firm's ability to reorganise how value is created and delivered more effectively than its competitors, a capability that digital technologies have dramatically expanded. For example, artificial intelligence has enabled credit assessment models to incorporate thousands of data points, potentially improving both risk assessment accuracy and access to financial services (Gomber et al., 2018). Furthermore, automation has dramatically reduced the cost of routine financial processes, allowing FinTech firms to offer services at price points that traditional institutions, constrained by legacy infrastructure and larger workforces, struggle to match (Gomber et al., 2018; Goldfarb and Tucker, 2019).
[bookmark: _Toc225747236]6.3 Competitive Advantage Through Digital Innovation
FinTech firms that have built the most lasting competitive advantages are those that have developed unique data assets and analytical capabilities that competitors find very difficult to copy (Gomber et al., 2018; Bharadwaj et al., 2013). Unlike physical assets, which a competitor can go and buy, data assets take time to build, and they grow gradually and become increasingly central to how firms create and sustain their competitive edge in digital markets (Bharadwaj et al., 2013). 
However, these advantages are not equally available to everyone. Smaller FinTech players without enough scale or the right technical talent face real difficulties competing with larger rivals (Goldfarb and Tucker, 2019; Gomber et al., 2018). As a result, identifying the right technological strategy and executing it effectively, with limited resources in a rapidly changing competitive landscape, remains one of the defining leadership challenges in FinTech today (Omol, 2024; Shahzad, Imran and Butt, 2025).
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This study aims to evaluate an important claim that technology advancement in e-commerce and e-business has made classic models of organisational structure and management thinking obsolete. Having examined the evidence carefully, using FinTech as the main frame of analysis and drawing on management theory from its classical roots to the digital era, the answer that emerges is nuanced but clear in its direction. Traditional models have not been entirely abandoned. However, they have been so profoundly changed by the forces of digital transformation that the claim of obsolescence is, in most important respects, justified.
The hierarchical, top-down corporation that was the dominant organisational form of the 20th century is poorly suited to the competitive demands of the digital economy. Evidence from FinTech firms, which were designed from the outset around digital principles, shows that flat structures, cross-functional teams, decentralised decision-making, and agile ways of working enable levels of speed, adaptability, and innovation that traditional structures simply cannot match. These are not temporary responses to a moment of transition. They are lasting responses to the structural realities of digital markets, and they reflect the arguments that contingency theorists, systems thinkers, and dynamic capabilities scholars have been making across decades.
Similarly, the management roles defined by classical theorists are not enough to meet the demands of modern digital organisations. What the evidence shows is that effective management in the digital era requires leaders who combine transformational leadership capabilities with genuine technological literacy, who can cultivate cross-functional collaboration while maintaining strategic coherence, and who can build high-trust cultures that sustain innovation. Earlier management scholarship collectively anticipated that the future of management would move in the direction of empowerment, learning, and adaptive leadership rather than control, compliance, and hierarchical authority. The digital era has validated those arguments with an urgency that could not have been fully anticipated, as the competitive realities of FinTech and digital business have made adaptive, empowering leadership not only desirable but strategically essential.
The challenges highlighted in this study, including resistance to transform, data security and privacy risks, and the unequal distribution of technological competitive advantages, are real and serious. They qualify, but do not weaken, the fundamental argument that digital transformation has made traditional organisational and management models outdated in any meaningful sense. The way forward is not a return to 20th-century structures and practices. It is a continued and deepening commitment to the digital-native principles that have already demonstrated their value in competitive markets.
[bookmark: _Toc225747239]7.2 Directions for Future Research
The analysis in this study points toward several important areas where further research is needed. To begin with, there is a clear need for more long-term research into how organisational structures and management practices in FinTech firms evolve over time, particularly as these firms grow and face increasing pressure to introduce more formal structures and processes. The tension between agility and scale is real, and in the ways successful firms manage this, connected back to Mintzberg's (1979) analysis of how structures should fit their environment, deserves deeper investigation.
Furthermore, the relationship between digital transformation practice and management theory requires more systematic empirical examination. While this study has drawn on a rich theoretical tradition to contextualise the changes observed in the FinTech sector, much of the management theory literature was developed in different technological and competitive contexts. Research that directly tests the applicability of existing theoretical frameworks to contemporary digital organisations would make a valuable contribution to both scholarship and practice.
In addition, the relationship between digital transformation in practice and management theory needs more systematic empirical examination. While this study has drawn on a rich theoretical tradition to contextualise the changes observed in the FinTech sector, much of the management theory literature was developed in different technological and competitive contexts. Research that directly tests how well existing theoretical frameworks apply to contemporary digital organisations would make a valuable contribution to both scholarship and practice.
Another important area is the regulatory dimension of FinTech's organisational transformation. As cited earlier in 6.2, regulatory frameworks are struggling to keep pace with rapid technological change in financial services, creating both risks and opportunities for firms operating in this space. Research that helps regulators better understand the organisational and technological dynamics of FinTech could contribute meaningfully to developing regulatory approaches that support both innovation and stability.
Finally, the implications of evolving technologies, particularly artificial intelligence and decentralised finance, for organisational structures and management roles in financial services remain largely unexplored. Scholars who engage with these questions will be best positioned to contribute to our collective understanding of how organisations must evolve to succeed in rapid and growing technological transformation era.
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