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Abstract

This study aimed to investigate the effect of employee-oriented digitalization on employees’ future competencies through the mediating
role of modern human resource development in Day Insurance Company in Guilan Province. This applied study employed a quantitative
descriptive-correlational design. The statistical population consisted of employees of Day Insurance Company working in Rasht, Lahijan,
and Astara in Guilan Province. Given the limited population size, a census approach was adopted, and 53 usable questionnaires were
ultimately included in the analyses. Data were collected using a questionnaire developed on the basis of the standardized instrument used
in the base study, measuring employee-oriented and customer-oriented digitalization, employees’ future competencies, and modern
human resource development. Items were rated on a five-point Likert scale. Face and content validity were confirmed, and internal
consistency was evaluated using Cronbach’s alpha. Inferential analyses included independent-samples t tests, analysis of variance, Mann—
Whitney U tests, Kruskal-Wallis tests, and structural model assessment. Employee-oriented digitalization had a very large effect on
modern human resource development (f2 = 8.183). Modern HRD also had a very large effect on employees’ future competencies (f2 =
1.976), whereas the direct effect of employee-oriented digitalization on future competencies was small and non-significant (f* = 0.036).
Customer-oriented digitalization, entered as a control variable, had a negligible effect (f2 = 0.003). The model explained 89.1% of the
variance in modern HRD (R? = 0.891) and 95.9% of the variance in future employee competencies (R? = 0.959). The GOF index was
0.882, and the estimated-model SRMR was 0.043, supporting the overall adequacy of the model. Employee-oriented digital
transformation does not independently guarantee the development of future workforce competencies; rather, its influence is primarily
transmitted through modern HRD practices. Accordingly, organizations should integrate digital investments with continuous learning,
reskilling, and employee development initiatives to build a future-ready workforce.

Keywords: Digital Transformation, Employee-Oriented Digitalization, Future Employee Competencies, Modern Human Resource Development,

Insurance Industry.
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Extended Abstract

Introduction

Digital transformation has become one of the most influential drivers of organizational change, reshaping
business models, work processes, employee roles, customer interactions, and the competencies required for
future employment. Unlike conventional digitization, which mainly refers to converting analog processes into
digital formats, digital transformation involves a deeper reconfiguration of organizational structures, strategies,
processes, and value creation through digital technologies. It therefore represents a multidimensional and
continuous process rather than a short-term technological project. In this context, organizations are
increasingly required to integrate technological, structural, strategic, and human capabilities in order to remain
adaptive and competitive (Verhoef et al., 2021; Vial, 2019). Digital transformation also depends on the
development of dynamic capabilities that enable organizations to sense emerging opportunities, mobilize
resources, and continuously renew their strategic and operational capacities in response to rapid technological
change (Warner & Wiger, 2019).

One of the most significant consequences of digital transformation concerns human resources and the changing
nature of employee competencies. The expansion of artificial intelligence, data analytics, digital platforms,
automation, and intelligent information systems has altered the content of many jobs and increased demand
for new combinations of technical, analytical, cognitive, and interpersonal competencies. Future employees
are increasingly expected to demonstrate digital literacy, adaptability, continuous learning, analytical thinking,
problem-solving, collaboration, and the ability to work effectively with emerging technologies. Accordingly,
future competencies should not be viewed as a fixed set of skills, but rather as a dynamic portfolio of

capabilities that must be continuously developed in response to technological and labor-market changes



(Igielski, 2026; Silva, 2025). The changing labor market also places growing emphasis on the formation of
digital competencies and on the capacity of educational and organizational systems to support continuous
reskilling and upskilling (Astratova et al., 2026).

The human dimension of digital transformation has therefore become increasingly important. Organizations
may invest heavily in technological infrastructures, yet such investments do not necessarily lead to enhanced
employee capabilities unless appropriate human resource systems are in place. Digitalization can create new
opportunities for learning, knowledge sharing, feedback, performance management, and career development,
but these opportunities must be converted into actual developmental experiences. Research on human resource
digitalization has shown that the adoption of emerging technologies in human resource management can
improve employee performance, support data-driven decision-making, and facilitate more flexible forms of
employee development (Azadbar et al., 2024; Mohammadzadeh et al., 2024). Similarly, employee-oriented
digitalization can influence employees' digital experience by improving access to information, work tools,
communication channels, and development opportunities (Mohaghegh et al., 2021).

Modern human resource development plays a particularly important role in this process. Unlike traditional
development approaches that focus primarily on formal training programs, modern HRD encompasses
continuous learning, digital learning, coaching, mentoring, reskilling, knowledge sharing, career development,
and personalized learning opportunities. In digitally transforming organizations, HRD is expected to operate
as a strategic mechanism through which technological change is translated into improved workforce
capabilities. Human development, more broadly, focuses on expanding individuals' capabilities and creating
opportunities for continuous growth (Moazen, 2021). In the digital era, this requires organizations to align
technological transformation with flexible, responsive, and future-oriented development systems.

Recent studies also emphasize that successful digital transformation depends on a strong alignment between
human resource strategy and technological change. HRM strategies that support digital transformation should
facilitate employee learning, change readiness, talent development, and capability renewal (Askari Masouleh,
2024). Digital transformation of HR can also enhance the efficiency and strategic contribution of human
resource functions by enabling more personalized, data-driven, and technology-supported development
practices (Hassan & El-Said, 2026). Moreover, research on human resource excellence in the digital age has
highlighted continuous learning, agility, technology adoption, and employee development as central
components of organizational effectiveness (Tahouri et al., 2025).

Future employee competencies are therefore likely to emerge not simply from exposure to digital technologies,
but from the way organizations use those technologies to create developmental opportunities. Previous
research has shown that digitalization and future competencies are closely interconnected, with digital HR
systems potentially providing the infrastructure required for developing new employee capabilities

(Mohammadi Yazdi et al., 2025). Competency models in the era of digital transformation likewise emphasize

the increasing importance of digital competence, adaptability, systems thinking, problem-solving,



communication, and continuous learning (Obeidi et al., 2024). Even senior digital transformation roles require
a distinctive combination of strategic, technological, and managerial competencies, demonstrating that digital
transformation fundamentally changes competency requirements across organizational levels (Hosseini-
Nasab et al., 2021).

The success of digital transformation also requires more than technological readiness alone. Organizational
culture, leadership, employee readiness, and supportive management practices are essential for translating
digital investments into sustainable organizational outcomes (Ahmadi et al., 2024). For this reason, examining
the mediating role of modern HRD can provide a more precise explanation of how employee-oriented
digitalization affects future employee competencies. This issue is especially relevant in the insurance industry,
where digital service delivery, data processing, customer relationship management, risk analysis, and
technology-supported decision-making increasingly require employees to develop new competencies.
Therefore, the present study aimed to investigate the effect of employee-oriented digital transformation on
employees' future competencies through the mediating role of modern human resource development in Day
Insurance Company in Guilan Province.

Methods and Materials

This study was applied in terms of purpose and descriptive-correlational in terms of research design. A
quantitative approach was employed to examine the relationships among employee-oriented digitalization,
modern human resource development, and employees' future competencies. Employee-oriented digitalization
was considered the independent variable, employees' future competencies constituted the dependent variable,
and modern human resource development was examined as the mediating variable. Customer-oriented
digitalization was included as a control variable. The study population consisted of employees working in Day
Insurance Company across branches located in Rasht, Lahijan, and Astara in Guilan Province. Given the
relatively small population size, a census approach was adopted and questionnaires were distributed to all
eligible employees. A total of 53 usable questionnaires were returned and included in the final statistical
analyses.

Data were collected using a structured questionnaire adapted from the base study and aligned with the
conceptual framework of the research. The instrument consisted of demographic questions and several multi-
item scales. Employee-oriented digitalization and customer-oriented digitalization were each measured using
six items. Employees' future competencies were measured using nine items covering soft skills, technical and
analytical skills, and thinking-related competencies. Modern human resource development was measured
using 16 items representing three HRD practices. All items were rated on a five-point Likert scale ranging
from 1, indicating that the practice was not used at all, to 5, indicating that it was fully implemented. Face and
content validity were reviewed and confirmed by the academic supervisor, while internal consistency

reliability was assessed using Cronbach'’s alpha.



Data analysis was conducted using descriptive and inferential statistics. Frequencies and percentages were
used to describe demographic characteristics, while means, variances, standard deviations, minimum values,
and maximum values were calculated for the main research variables. The Kolmogorov-Smirnov test was used
to assess normality. Independent-samples t tests and one-way analysis of variance were employed for normally
distributed variables, while Mann-Whitney U and Kruskal-Wallis tests were used where nonparametric
procedures were required. Structural model quality was assessed using reliability, convergent validity,
discriminant validity, coefficients of determination, effect sizes, and overall model fit indices.

Findings

The final sample consisted of 53 respondents. Most participants were between 30 and 40 years old, representing
79.2% of the sample. In terms of work experience, 47.2% had less than 10 years of service and 49.1% had
between 10 and 20 years. Most respondents were married, accounting for 90.6% of the sample, and the majority
held university degrees, particularly bachelor's degrees.

Descriptive analysis showed that employee-oriented digitalization had a mean of 38.6038 and a standard
deviation of 8.59861. Modern human resource development had a mean of 52.2642 and a standard deviation
of 8.22789. Employees' future competencies had a mean of 43.6415 and a standard deviation of 4.10016, while
customer-oriented digitalization had a mean of 27.6226 and a standard deviation of 2.69063.

Normality testing indicated that employee-oriented digitalization followed an approximately normal
distribution, whereas modern human resource development and future employee competencies were treated as
non-normal variables. Demographic comparisons showed no significant differences in employee-oriented
digitalization based on marital status, gender, education, or work experience. Modern HRD also did not differ
significantly across marital status, gender, education, or work experience. However, significant differences
were observed in future employee competencies based on marital status, gender, and education, whereas work
experience did not produce a significant difference.

The measurement model demonstrated high reliability and convergent validity. Cronbach's alpha values were
0.991 for modern HRD, 0.937 for employee-oriented digitalization, and 0.983 for future employee
competencies. Composite reliability values were 0.991, 0.950, and 0.986, respectively. The corresponding
average variance extracted values were 0.878 for modern HRD, 0.762 for employee-oriented digitalization,
and 0.883 for future competencies, all exceeding commonly accepted thresholds.

The structural model showed very strong explanatory power. The coefficient of determination for modern
human resource development was Rz = 0.891, with an adjusted R2 of 0.889. This indicates that approximately
89.1% of the variance in modern HRD was explained by the model. The coefficient of determination for
employees' future competencies was R? = 0.959, with an adjusted R? of 0.957, indicating that approximately
95.9% of the variance in future competencies was explained.

Effect-size analysis further clarified the relationships among variables. The effect of employee-oriented

digitalization on modern HRD was very large, with f2 = 8.183. The effect of modern HRD on employees' future



competencies was also very large, with f2 = 1.976. In contrast, the direct effect of employee-oriented
digitalization on future competencies was small, with 2 = 0.036, and was not statistically meaningful. The
control variable, customer-oriented digitalization, had a negligible effect on future competencies, with f2 =
0.003.

Overall model fit was also favorable. The Goodness of Fit index was calculated as follows:

GOF = V(Average AVE x Average R?)

GOF = (0.841 x 0.925) = 0.882

The calculated GOF value of 0.882 indicated a very strong overall model fit. In addition, the estimated-model
SRMR was 0.043 and the saturated-model SRMR was 0.042, both below the accepted threshold of 0.08. The
rms Theta value was 0.259, and d_ULS was 0.997. Taken together, these indicators supported the adequacy of
the proposed model.

Discussion and Conclusion

The findings demonstrate that employee-oriented digitalization strongly contributes to the development of
modern HRD practices. This suggests that when digital transformation is designed around employees and their
work experiences, it creates a supportive infrastructure for continuous learning, development, knowledge
sharing, and skill renewal. Digital tools appear to become especially valuable when they are integrated into
organizational learning and development systems rather than being used only for operational efficiency.

The results also show that modern HRD has a very strong effect on employees' future competencies. This
indicates that future-ready capabilities are primarily developed through systematic and continuous
developmental practices. Technical systems can create opportunities, but employees require structured
mechanisms such as digital learning, reskilling, coaching, career development, and ongoing capability-
building to convert those opportunities into measurable competencies. The high explanatory power of the
model supports the view that HRD is central to building a workforce capable of adapting to digital change.
One of the most important findings was that the direct effect of employee-oriented digitalization on future
employee competencies was small and non-significant, whereas the effect operating through modern HRD was
substantially stronger. This pattern suggests that digital transformation does not automatically produce future
competencies. Rather, its influence depends on whether the organization can translate digital change into
learning and development opportunities. Modern HRD therefore functions as a critical mechanism connecting
technological transformation with workforce capability development.

The negligible effect of customer-oriented digitalization on future employee competencies further reinforces
this interpretation. Digital systems designed primarily to improve customer access, service delivery, or external
interactions may have limited direct developmental value for employees. In contrast, employee-oriented
digitalization directly reshapes work processes, access to knowledge, internal communication, and learning
opportunities. The distinction between these two forms of digitalization is therefore important for

understanding how digital transformation influences human capital.



The demographic findings also suggest that organizational digitalization and HRD practices are experienced
relatively consistently across most employee groups. However, significant differences in future competencies
across gender, marital status, and education may indicate that individual backgrounds and learning
opportunities influence the development of future-ready capabilities. These differences should be interpreted
cautiously and may warrant further investigation in larger samples.

In conclusion, the study confirms that the human dimension of digital transformation is central to its
organizational value. Employee-oriented digitalization alone is insufficient to create future-ready employees
unless it is accompanied by modern and strategically aligned HRD practices. The results suggest that
organizations seeking to strengthen future competencies should invest not only in digital infrastructure but also
in systems that transform technological opportunities into learning, reskilling, and capability development. For
Day Insurance Company in Guilan Province, the findings indicate that modern HRD represents a key pathway
through which employee-oriented digital transformation can contribute to the development of a more

adaptable, digitally capable, and future-ready workforce.
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