s

N[7%
Journal of Computational Informatics & Business \“/
Research Article htips://doi.org/10.65606/41/2026/77

Impact of Industry 4.0 on Organizational Sustainability: The Moderating Role of Organizational
Readiness for Technology Adoption

Nawal Tariq !*, Shanzay Jabbar 2, Muhammad Sulman Saeed 3

! Department of Management Sciences, Lahore Garrison University, Lahore, Pakistan
2 Department of Management Sciences, Lahore Garrison University, Lahore, Pakistan
3 Essex Business School, University of Essex, United Kingdom
*Corresponding Author: Nawal Tariq Author Email: nawallt20@gmail.com

Received: August 09, 2025 Revised: January 24, 2026 Accepted: May 28, 2026
© 2026 by the Author(s). Published by JCIB, under the CC-BY license

Abstract: The world is increasingly concerned about climate change, the lack of resources, and social responsibility,
matching digital transformation with sustainability is becoming a priority of contemporary organizations. This conceptual
article discusses the interdependence which exists between Industry 4.0 technologies and sustainability performance and
highlights organizational readiness as a moderating factor. Based upon the knowledge of the sustainability theory and
organizational capability frameworks, the paper argues that the implementation of Industry 4.0 can enhance
environmental, social, and economic performance under the high level of internal readiness. It further proposes a reverse-
causality perspective: that sustainability goals can themselves act as drivers of Industry 4.0 adoption, rather than merely
as outcomes. By integrating these two directions of influence into a single theoretical framework, the study contributes a
novel model for the digital-sustainability nexus and offers researchers a foundation for future empirical work. Practically,

it provides strategic guidance for organizations seeking to align digital innovation initiatives with sustainability objectives.
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1. Introduction

Although Industry 4.0 lacks a universally agreed-upon definition [1, 2], it is commonly known as a collection of
advanced technologies, including the Internet of Things (IoT), Cyber-Physical Systems (CPS), artificial intelligence, big
data analytics, cloud computing, additive manufacturing, and digital twins, which allow smart, automated, and integrated
production processes across the value-added chain [3, 4, 5]. Throughout the various stages of manufacturing and levels of
the supply chain, these technologies are built to operate in a systematic manner, thus promoting decentralized decision-
making with minimum human interference [6].

Meanwhile, the idea of sustainability has become a keystone in corporate and policy discussions. In its 1987 report
to the United Nations, the Brundtland Commission defined sustainability as “development that meets the needs of the
present without compromising the ability of future generations to meet their own needs” [7], which implies a balance
among economic, environmental, and social performance recognized collectively as the triple bottom line [8].
Organizations are expected to integrate their technology investments with responsible practices such as environmental
management and corporate social responsibility [9].

Over recent years, researchers have endeavored to understand the interactions between Industry 4.0 and
sustainability. Industry 4.0, as it appears from evidence, can help improve sustainable performance regarding efficient
resource use, waste reduction, and circular economy [10, 11, 12]. While this presents the opportunity for far better

performance than ever before, it also brings challenges, such as energy consumption and generation of electronic waste
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[13]. Societal impacts are equally complex; technologies may simultaneously affect labor conditions in positive and
negative ways [14, 15, 16].

While this topic is gaining attention, the literature on the industrial ecosystem and the crux of Sustainability 4.0
remains limited, with most studies analyzing the interaction between selected features of this relationship and providing
little insight into how specific Industry 4.0 technologies can benefit each dimension of sustainability [17]. Second, while
the links between existing firm-level capabilities and digital transformation effectiveness are argued and debated, the role
of organizational readiness for technology adoption (i.e., firm’s infrastructure, culture, strategy, and the firm’s leadership
commitment) is under-explored, even though it can meaningfully moderate such conditional effects [18]. The study
attempts to address these gaps by posing the following questions:

e How do Industry 4.0 technologies impact organizational sustainability covering the environmental, social and
economic dimensions?

e How does organizational readiness for technology adoption moderate the association between Industry 4.0
implementation and sustainability outcomes?

This paper is organized as follows: Existing literature elucidated in section two. Section three explains the research

methodology of current study. Section four presents the results and discussion followed by conclusion in next section.

2. Literature Review

The blend of digitalization and sustainable development is now globally acknowledged as a key theme in modern
research and industrial practice [19]. The leading paradigm in this journey is Industry 4.0, and all the advanced
technologies that it comprises (IoT, CPS, Al, big data analytics, cloud computing, and additive manufacturing) [4, 2],
making it possible to create intelligent, interconnected systems able to make decisions by themselves and to optimize in
real-time manufacturing and supply chain operations [3, 6]. Accordingly, Industry 4.0 is commonly anticipated to not only
improve the operational performance, but also the environmental and societal performance by enhancing the efficiency,
traceability, and the resources optimization [15]. E.g. IoT, big data and for predictive analytics and real-time monitoring
for minimizing material and energy losses [10, 12]. Additive manufacturing can help the decentralized and on-demand
production, leading to the decline of transportation emissions and raw material use [13, 21]. CPS and the cloud system
support the better monitoring of emissions and the energy consumption, along the entire value chain.

Nevertheless, the successful adoption and usage of these technologies is determined by organizational readiness,
characterized as the firm’s capability to successfully embed and exploit technological innovations [25]. The concept
encompasses a number of internal components including the maturity of infrastructure, skill of the labour force, leadership
endorsement, digital ethos, and strategic fit [27, 28]. High readiness organizations are more capable of linking Industry
4.0 investment in concrete sustainability performance [29, 19]. The concern about preparedness can also be necessary in
establishing the nature and magnitude of sustainability impacts yielded by digital transformation [30, 31]. In the absence
of appropriate capabilities and willingness, organizations might find it difficult to incorporate the principles of
sustainability into their approach to Industry 4.0 with unsatisfactory outcomes or even adverse externalities like the
growing energy consumption or electronic waste [32, 21]. As an example, electricity-heavy data centers or environmental
expenses of manufacturing electronic components may balance the gains of digital optimization without effective planning
[16, 15]. Here, sustainability performance is a multidimensional concept that reflects environmental, social, and economic
achievements that are generally known as the triple bottom line [8, 33]. Examples of environmental indicators are
reduction of emissions, material and energy efficiency and reduction of waste. Social sustainability involves promoters
that entail work environment, occupational hygiene and safety, human rights and labor equity [36, 14]. In the meantime,
economic sustainability is concerned with profitability, productivity, and resource efficiency [37].

Various studies prove the presence of a positive relationship between the presence of the Industry 4.0 technologies

and better sustainability performance in case the organizational context is sufficiently supportive [39, 35]. As an example,
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adopting IoT in production can allow optimizing the material flows, reducing the stocks and encouraging the use of the
reverse logistics. Blockchain can be used in the same way to support ethical sourcing and good labor standards by
increasing transparency in procurement. These activities are also amplified by performance measurement tools that can
be achieved on Al and cloud systems. However, these results have limited chances of realization, based on the quality of
sustainability integration into digital transformation programs. Not only does organizational readiness offer an enabling
capacity to adopt successful technology but also tempers the interaction between technology and sustainability
performance [36]. That is, readiness does not only apply as a precondition, but it is a strategic capability defining how
Industry 4.0 can offer environmental and social value [20]. In conclusion, the literature review indicates that the role of
Industry 4.0 in the increase of sustainability performance is rather positive; however, the magnitude of such effect depends
on the organizational readiness and strategy [15, 19]. Future research and practice should thus not limit itself to a
technological approach and pay more attention to the internal enablers, including change management, training, and
stakeholder engagement, to achieve full sustainable potential of Industry 4.0 [31, 28].

2.1 Proposed Proposition

According to the reviewed literature, the study proposes a model whereby adoption of Industry 4.0 will determine
sustainability performance and the extent to which this relationship occurs is affected by organizational readiness. On the
one hand, the current literature confirms a direct connection between the industry 4.0 and sustainability performance since
digital technologies of the fourth industrial revolution may result in smaller environmental footprints, enhanced resource
usage, and transparency [15, 12]. Therefore, following proposition is proposed:

P1: Industry 4.0 adoption is positively associated with organizational sustainability performance.

Second, researchers highlight that the digital transformation process would not bring the desired outcomes without
appropriate organizational readiness and might produce negatives concerning both environmental and social
externalities [21, 32]. On the contrary, companies that are highly prepared (in terms of digital literacy, infrastructure,
and management) are bound to adopt these technologies successfully, as well as connect them with the sustainability
agenda [28]. Thus, following proposition is proposed:

P2: The positive relationship between Industry 4.0 adoption and organizational sustainability performance is stronger

among organizations with high organizational readiness than among those with low organizational readiness

Conceptual Framework

Independent Variable

Dependent Variable

Sustainability
Industry 4.0 Performance
(Environmental,

Social, Economic)

Organizational
Readiness

Moderating Variable

Figure 1: Conceptual Framework
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3. Methodology

The current study is conceptual in nature, which is appropriate when the objective is to synthesize and extend
existing theoretical knowledge rather than to test hypotheses empirically [22, 23] Conceptual papers contribute to
the literature by identifying gaps, integrating disparate streams of research, and proposing new theoretical
relationships that can guide future empirical inquiry. Given the relatively fragmented treatment of Industry 4.0 and
sustainability performance in the existing literature where the two are often examined independently or as a simple
linear relationship a conceptual approach is well suited to developing an integrative framework that captures both
the direct and the reverse (sustainability-driven) pathways between these constructs, moderated by organizational
readiness.

The conceptual framework was developed through a structured, though non-systematic, review and synthesis
of literature at the intersection of three domains: (1) Industry 4.0 technologies and adoption, (2) organizational
sustainability performance, and (3) organizational readiness and technology-adoption capability. Literature was
drawn primarily from peer-reviewed journals indexed in Scopus and Web of Science, published between [insert year
range], using search terms such as "Industry 4.0," "digital transformation," "sustainability performance,"
"organizational readiness," and combinations thereof.

Rather than conducting a systematic literature review (which follows a distinct, protocol-driven methodology),
this paper employs a narrative/integrative synthesis approach, appropriate for conceptual papers, in which selected
literature is critically evaluated and organized around the theoretical relationships central to the proposed model [20].
This process involved:

o Identifying recurring themes and theoretical gaps across the three literature streams;
o Evaluating conflicting or inconsistent findings regarding the Industry 4.0 and sustainability relationship;

o Extracting theoretical constructs and relationships suitable for integration into a unified framework.

4. Results and Discussion

The review identifies that there is robust evidence to consider that there is a direct relationship between the
Industry 4.0 technologies and the sustainability performance. The capabilities of the IoT, CPS big data analytics, and
Al allow tracking and managing the operational characteristics in real-time and supporting the effective use of
resources to improve environmental performance by minimizing energy and material consumption, emissions, and
waste production [15, 12]. In like manner, social consequences--like a better working environment and job safety
depend on the abilities of Industry 4.0 to automate hazardous activities and streamline the use of labor force [16, 14].

Moreover, digital technologies contribute to improved flexibility, productivity, and cost-effectiveness to the
economic performance [37, 38]. Nonetheless, despite available positive effects being eminent in the literature,
several studies warn of possible disadvantages mainly, unvaried energy consumption by digital infrastructure and
lack of parity in the usage of technology in less-readied organizations [21, 32].

More importantly, the review also singles out organizational preparedness as a critical moderator on the
outcomes of sustainability improvements as a result of Industry 4.0. The readiness is influenced by a number of
dimensions such as management commitment, digital competency availability, maturity of the infrastructure, an
innovation culture, and strategic alignment [25, 27]. Highly-ready organizations have increased chances of sustaining
valuable practices and incorporating the utilization of digital technologies into their activities, thereby reporting
improved sustainability performances [19, 28].

The role of leadership cannot be underrated in pursuing digital transformation through a sustainability
perspective. Given the possibility of realizing the maximum potential of Industry 4.0, companies put more effort into
training, cross-functional alignment, and stakeholder resourcing [29, 31]. Also, organizational abilities which include
reducing bureaucracy, efficient information sharing and facilitating collaboration have a moderating influence that
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supports this effect through establishment of an environment that favours transitions towards digital sustainability [34].

In addition to internal preparedness, external situational variables e.g. regulatory and stakeholder engagement also
determine the success of the digital sustainability efforts. There is the ability and the limitation of incorporating Industry
4.0 technologies to preserve the environment and invest in the safety and occupational health of workers based on
government policies and global standards [26, 30]. This evidence is essential to assert that readiness is internal and
illustrates how urban and national considerations of institutional and policy settings influence readiness.

Interestingly, the second pattern to emerge due to the literature indicates that sustainability itself can become a factor
that drives the performance of Industry 4.0. Whether due to environmental issues or consumer desires to achieve
transparency, sustainability motives are making a more frequent appearance as justifications of the digital innovation
approach [35, 24]. Notwithstanding this, empirical cases concerning said reverse causal connection are still few and future
studies ought to keep on exploring the manner in which sustainability imperatives elicit advanced technology drive.

To sum up, the findings confirm the presumption that Industry 4.0 affects the sustainability performance positively,
yet the effects are not universal. Organizational readiness moderates it and can be described as an enabler of sustainability-
oriented digital transformation. Meanwhile, sustainability objectives can also trigger the usage of Industry 4.0, which

implies that it should become bidirectional [17].

5. Conclusion and Future Work

The proposed theoretically-based framework to relate Industry 4.0, organizational readiness and sustainability
performance contributes considerably to the body of knowledge in that the framework provides important suggestions
about the current body of knowledge. The analysis of the available literature allows synthesizing the knowledge about the
ways Industry 4.0 technologies can become the drivers of sustainable change, but it is necessary to remember that only
those organizations have the necessary level of internal preparedness to combine and align both technological adoption
with sustainability ambitions. In doing so, the study advances both the synthesis of scattered studies and the innovative
perspective of the digital-sustainability interface as dynamic and more complementary.

One of the main contributions consists in the suggestion that the association between Industry 4.0 and sustainability
can be moderated by organizational readiness measured by technological infrastructure, the degree of commitment of
leaders, the ability of employees, and strategic alignment. Moreover, the article proposes a valuable conceptual change as
it propose that the imperatives of sustainability themselves can serve as engines of Industry 4.0 implementation, especially

in terms of organizations driven by the imperative of environmental, social, or regulatory needs.

5.1 Theoretical and Practical Implications

In theoretical terms, the current paper goes beyond existing literature by underlining two-way connections between
digital transformation and environmental sustainability, thereby no longer considering them a linear cause-and-effect
situation. The mention of organizational readiness as a major moderating construct is a welcome addition to possible
functioning scholarly debates and stimulates a more adequately comprehensive modeling of interactions of digital-
sustainability.

In practice, the proposed framework can make managers, strategists, and policymakers see that the implementation
of the Industry 4.0 concept is not a solely technical project, but rather a change that should be based on the organizational
capacity and sustainability perspective. Organizations are challenged to determine the level of readiness, and a linking of
the digital plans, with long-term aims on the environment and social goals.

5.2 Future Research Directions
Although the given paper is rather conceptual, it leaves some possible avenues of future research. Researchers can
follow this framework further by examining the impact of various aspects of the organizational preparedness on the

interconnection between particular Industry 4.0 technologies and sustainable practices. Also, in future, a study of the
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reverse dynamic can be conducted on how sustainability commitments impact on decisions about the adoption of
technology in the firms. It might also be worthwhile to consider the existence of external influences, which may constrain
the model: regulatory situations, pressure from stakeholders, or industry standards. The relationships might be more

contextualized and sharpened by comparative conceptual work across industries or national contexts.

5.3 Limitations

This paper is not an empirical study with hypothesis testing since it will be considered as a conceptual study.
It is aimed at suggesting hypothetically possible connections that could be used to base further research on. The
framework which the authors have come up with builds on the existing literature, yet it has not been tested in the
field. It is hoped that further research will implement the propositions presented here with an empirical study of
qualitative or quantitative methodology, cases or cross-sectoral comparisons to prove and enlarge the conceptual

model.

Data Availability Statement
Not applicable
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