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Abstract

Large-sized enterprises provide advanced business services and products to their customers
through complex, innovative and unique projects and programs. The strong market competition raised a
lot of challenges in complex project and program management. Some of the key challenges in the project
and program management are: increasing transparency of project planning, growing predictability of
customer’s deliveries, higher overall project efficiency, reduction of project delivery cycle duration,
improving communication and cooperation between business and project teams, improving project and
program portfolio management and developing the right organizational culture.

The primary goal of this paper is to present issues, conditions and challenges of an Agile
transformation as an organizational change resultant from introduction of a new Agile project
management methodology in the context of the contingency theory.

Based on a review of the literature, multiple case study analysis of companies implementing new
Agile project management methodology is presented as empirical research. It is focused on comparison of
issues, conditions and challenges of the Agile transformation in large-sized enterprises.

As the results of the research showed, the change of the project management methodology
significantly impacted the entire project organization. It was a source of extensive organizational changes
in technology, methodology, processes, strategy, structure and organizational culture and it allowed for
improving the competitive advantage of the organization.

Key words: project management, Agile transformation, organizational change, Agile methodology,
contingency theory.
JEL code: M15, 022, 032.

Introduction

Large-sized companies deliver increasingly advanced business services and products to
their customers and stakeholders through complex, innovative and unique projects and
programs. A strong marketplace competition stirred up a lot of issues and challenges into
complex projects and programs management, as well as into projects and programs portfolio
management (Cegarra-Navarro et al., 2016; Appelbaum et al., 2017). The top issues and
challenges in the contemporary project and program management are: an increasing
transparency of project planning, growing predictability of customer’s deliveries, enhancement
overall project efficiency, reduction of the time-to-market, increasing innovation and
development, improving communication and cooperation among customer, business and project
teams, improving effectiveness of project and program portfolio management and development
of the right organizational culture.

Agile project management continues its rapid growth in popularity and is being deployed
by a number of large-sized organizations through the process called Agile transformation
(Gandomani & Nafchi, 2015; 2016; Dikert et al., 2016; Olszewska (née Plaska) et al., 2016).
The Agile organization is on the way to become one of the forms of a contemporary
organization to cope with marketplace competition by exploring new opportunities and to
respond to customers’ expectation in an easy, swift, user-friendly and personalized manner
(Denning, 2016a; 2016b). Either Agile deployment process or Agile transformation process is
somehow unique to a given organization and therefore there is little of empirical research
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related to a wide-scale organization transformation (Laanti et al., 2011, p. 276). The research
results and conclusions presented in this paper might be valuable for organization management
and senior executive to facilitate Agile transformation process with less cost, time and effort and
improve performance by considering proactively potential issues and challenges.

The primary goal of the empirical research in this paper is to respond to the research
question about issues and challenges, supporting and non-supporting conditions and long-term
goals of the Agile transformation as an organizational change in large-sized enterprises resulting
from the introduction of new Agile project management methodology in the context of the
contingency theory. The empirical research results fill the literature review gap for large-sized
enterprises delivering complex IT and ICT projects with Agile methodologies. The research
results showed that a change of the project management methodologies may lead to wide,
integrated and complex organizational changes in technology, methodology, processes, strategy
and organizational culture increasing competitive advantage of the organization.

A literature review and a multiple case study analysis of the companies implementing

new Agile project management methodology were applied as research methods. The main
limitation of research study analysis is the source of multiple case studies. They are largely
based on documents available on the Internet, with a number of successful descriptions of the
Agile transformation process and only very few details important from the research perspective.
Repetition of the same or similar multiple case studies analysis by several different researchers
may lead to interesting comparisons and conclusions as a future research opportunity.
The structure of the paper is as follows: the first part discusses the research results and the
second part contains conclusions, proposals and recommendations. The first main part is also
divided into subchapters presenting: a review of the existing literature, the methodology
approach, the empirical research results and the final subchapter discusses the research results.

Research results and discussion

Agile transformation

Numerous large-sized project organizations have started to deploy Agile methodologies
in order to gain or increase their competitive advantage on the dynamic and unpredictable
marketplace. A transition process from traditional project methodologies to Agile project
methodologies is often known as an Agile transformation process and it concerns almost all
areas of organization (Gandomani & Nafchi, 2015, p. 204). In most cases, the Agile
transformation (or transition) process is impacted by unique, multiple issues, barriers and
challenges and it requires a significant effort and long deployment timeframe while
collaboration and engagement among team members/engineers, all level managers, and
customers are essential (Ibidem; Gandomani & Nafchi, 2016, p. 257, Dikert et al., 2016). The
Agile transformation process is a complex, long and evolutionary one due to its nature of
organizational changes requiring tailoring, localization and adoption at scale in a large-sized
company (Gandomani et al., 2013, p. 2345) while, simultaneously, these changes may look as
revolutionary ones from an external perspective — the whole organization is undergoing
“metamorphosis”. Due to the scalability challenge, it also requires lots of effort to synchronize
all these changes at various interfaces of organizational units (Dikert et al., 2016, p. 87). Due to
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the process complexity and long period of observation, little empirical research was carried out
with its focus on transforming large-scale organizations (Laanti et al., 2011, p. 276).

Parental goal of the Agile transformation process is to provide organization with an
agility feature. Organizational agility means the ability to respond rapidly, proactively and
intentionally to an unexpected changing demand whilst controlling the risk, efficiently adapt
and innovate as well as shrinking the feedback loop (Appelbaum et al., 2017). Agility assists
organization with the search, acquisition and retrieval of relevant knowledge in order to apply
this knowledge in development of high-quality services and products as well as quickly respond
to competitors’ movements (Cegarra-Navarro et al., 2016). Agility also enables organization
characterised by a continuous growth, learning and adaptation to utilize new opportunities and
to deliver new value as a response to customer-driven and outcome-oriented demands and
expectations (Denning, 2011; 2016b, p. 17). Agile as a mindset is much more important than
any management methodology itself and only its full adoption may lead to successful Agile
transformation process (Denning, 2016a, p. 13-14).

Table 1 presents comprehensive characteristics of the Agile transformation process based
on literature review. Note that most studies focused on human-related aspects and challenges as
the key ones (Gandomani & Nafchi, 2016, p. 257).

Table 1
Characteristics of the Agile transformation process — desktop review

Issues & challenges

Scalability, complexity, reliability, scope of changes,
governance and long durability of deployment process;

Denning (2011; 2016a),
Dikert et al. (2016),

communication; dependencies; lack of management support;
lack of knowledge and expertise about Agile; lack of training,
mentoring and coaching; inadequate and dysfunctional training;
ecosystems and rigid organizational culture; national culture;
distributed teams; resistance to the change; wrong Agile
mindset; interpretation of Agile differs between teams;
misconceptions and shortcomings; lack of effective
collaboration and cooperation; negative human aspects;
customer attitude; technical issues; lack of
budget/investment/resources; lack of trust; high workload; old
commitments; new difficulties within ongoing process
implementation; reverting to the old way of working; excessive
enthusiasm; scalability challenges on interfaces in multi-team
environment; hierarchical management and organizational
boundaries; management in waterfall mode; old bureaucracy;
requirements engineering and management challenges; metrics
and quality assurance challenges; iterative planning; integrating
non-development functions as incremental delivery pace and
product launch activities; rewarding model not teamwork
centric; self-organizing team; light weight documentation and
tacit knowledge; conflicting priorities; lack of taking ownership
or decision; lack of empowerment.

Fry & Greene (2007),
Gandomani et al. (2013),
Gandomani et al. (2014),
Gandomani et al. (2015),
Gandomani & Nafchi (2015;
2016),

Gregory et al. (2016),

Laanti et al. (2011),
Olszewska (née Plaska) et al.
(2016).

Supporting & non-supporting conditions (pre-requisites)
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Management support and strong inspirational leadership,
commitment and engagement to change; choosing and
customizing the Agile approach; effective trainings, coaching
and mentoring; communities of practice involvement; correct
mindset and alignment; trust; having convincing reason to
change; clearly defined business goals; realistic expectations;
people and team members buy-in; engaging people; pilot
project selection; pre-start assessment; cross-functional rollout
team set up; right people selection and empowering team;
continuous meetings and negotiations; Agile Champions and

Agile Coaches; incentive and motivation factors;
communication and  transparency; team  autonomy;
requirements management; patience and long enough

timeframe to implement mindset, goals, principles and values;
individually adjusted process to organization profile and its
own context; overcoming setbacks and experiments openness;
self-training; team practices; individual motivation; automation;
tools.

Denning (2011; 20164a;
2016b),

Dikert et al. (2016),

Fry & Greene (2007),
Gandomani et al. (2013),
Gandomani et al. (2014),
Gandomani et al. (2015),
Gandomani & Nafchi (2015),
Gregory et al. (2016),
Paasivaara & Lassenius
(2014).

Benefits & long-term goals

Improvements in areas of: management and organization,
people, technology and processes; increased customer visible
value and customer focus; self-organizing teams; requirements
management; iterative planning; effectively used feedback;
accelerating the response to problems; transparency, visibility
and predictability; continuous improvement; productivity and
efficiency improvements; frequent deliveries — short time-to-
market response; knowledge sharing; horizontal
communications; strategic engagement and commitment to
agility — in terms of quality, speed, cost; adaptable
organizational structures; increased business performance;
beyond maximizing shareholder value; passionate and friendly
workforce; well-functioning communities of practice; enhanced
actual control.

Appelbaum et al. (2017),
Denning (2011; 2012; 2016a;
2016Db),

Fry & Greene (2007),
Gandomani et al. (2013),
Gandomani et al. (2014),
Gandomani et al. (2015),
Gregory et al. (2016),
Laanti et al. (2011),
Paasivaara & Lassenius
(2014).

Source: author’s calculations

Comprehensive and functional training is a fundamental and necessary pre-condition of
an Agile transformation process (Gandomani et al., 2015, p. 308). Communities of practice
(groups of experts) with common interest and broad knowledge of the domain may facilitate a
successful lean and Agile transition, in particular in large-sized organizations (Paasivaara &
Lassenius, 2014, p. 1556). As the cost of Agile transformation in terms of money, disrupted
working routines and quality of development may become fairly significant, there is a need to
quantitatively measure the impact of an Agile transition (Olszewska (née Plaska) et al., 2016).
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Contingency theory

The key assumption of the contingency theory is to apply unique contingency approach in
organization management due to the lack of universal management methods. Each organization
has a unique profile, operates in a different environment, requires different conditions and a
different context and, therefore, it is influenced by miscellaneous contingency factors (Nita,
2013, p. 195). The contingency theory assumes that there is no available universal set of
management methods and, what is more, the existing ones are impacted by numerous of
contingency factors and contextual variables and they are applicable only into individual unique
situations and conditions (Otley, 1980). Hambrick & Lei (1985, pp. 764-765) and Fisher (1995,
p. 29) presented the contingency view in reference to two other extreme research approaches: to
situation-specific view and to universalistic view. In the contingency view, both proximal and
distant organization environment affects organization operability and management decisions.
The aim of the contingency theory is to recognize some universal features and properties of the
organizational management methods and its effective application to the specific group of
organization in the unique situation and in a specific context of identified contingency factors
(Otley, 1980, p. 413; Nita, 2013, p. 195).

The contingency theory is also applied to the empirical research related to effective
leadership, effective incentive systems, adaptive organizational structure, adaptive management
methods, project management and strategic management accounting (Simon, 2007). There are
four key components of the research approach in the contingency theory, namely: contextual
variables, positive or normative theory, research questions in a given management field and
research methods — empirical in the positive theory and deductive in the normative theory (Nita,
2013, pp. 196-197). The empirical research in the positive theory leads to the impact analysis of
the existing contingency factors on the already applied management methods, while research in
normative theory leads to a search and an offer of a practical solution and improvements of
management and organization methods. The empirical research in the contingency theory is
focused on recognition of both external and internal contingency factors impacting effectiveness
and development of the applied management methods (Nita, 2013).

The Agile transformation in a project organization responds to various contingency
factors and conditions in a given enterprise context and in a given enterprise operational
environment. This response is triggered by changes in the customer demand and expectations as
well as by competitor’s movement. A project management transition from traditional methods
to Agile methods is an example of wide-scale management method changes initiated by the
changing contextual variables in the project organization habitat. There are both external and
internal contingency factors which can be identified and classified in terms of Agile
transformation process deployment. The context of the contingency theory plays an important
role in the Agile transformation process, as it facilitates understanding of issues, challenges,
conditions, process nature itself and results of changes introduced in project management
methodologies from a positive theory perspective and uses the same research results to
introduce some practical improvements in project methodologies from the perspective of the
normative theory.

Methodology approach

The main goal of the empirical research in this paper is to present issues and challenges,
supporting and non-supporting conditions and long-term goals of the Agile transformation as an
organizational change due to the introduction of new Agile project management methodology in
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the context of contingency theory. The research population is defined as large-sized enterprises
implementing a new Agile project management methodology in order to provide advanced
business services and products to their customers through complex, innovative and unique
projects and programs.

An illustrative and explanatory multiple case studies (ed. Jemielniak, 2012, pp. 14-16;
Kozarkiewicz, 2012, p. 202; ed. Czakon, 2015, p. 201) analysis was applied as a research
method to find and analyze answers to the research questions about:

a) The details of the Agile transformation process in terms of issues and challenges.
b) The root causes and effects of the Agile transformation as a change related to the
newly introduced project management methodology.

The aim of the multiple case studies analysis with intentional selection was to answer the
research questions and, consequently, to fill the desktop review gap for large-sized enterprises
delivering some complex IT and ICT projects. The triangulation method (ed. Jemielniak, 2012,
pp. 182-183; ed. Czakon, 2015, p. 248) was applied to present non-arbitrative perspective of the
empirical research. The triangulation method results with variety of multiple case studies
sources — different enterprises, consultants and authors and with diversity of methods applied to
collect all of these 110 case studies. Case studies of 107 enterprises were collected by searching
through the existing Internet repository. Documents created by multiple authors and consultants
(informant’s triangulation) came from 12 different consultant groups (source’s triangulation).
Two other case studies came from standardized and unstructured interviews with an Agile coach
and the last one is based on the author’s observations.

The main limitation of the below-presented research study analysis is the source of the
multiple case studies by itself. Most of the case studies are based on documents available on the
Internet and contain description of successful Agile transformation processes and the same, very
limited number of details important in its research. The author’s endeavoured to interpret
carefully each case to extract as many details as it was possible from the context of the
descriptions. Although it could have led to some incorrect or subjective author’s interpretations,
repetition of the same multiple case studies by several researchers may lead to some interesting
comparisons and conclusions and represent a future research opportunity.

As a result of the multiple case studies analysis, 9 single-valued and 9 multi-valued
variables were identified for each interpreted case study — see Table 2 for details.

Table 2
Research variables
Variable Type Comments
Industry Single-valued | Most enterprises applied the Agile transformation process to

their IT departments or to IT & ICT projects only. It implies
their main areas of interest (see Fig. 1).

Headquarter Single-valued | More than 55% case studies came from United States
companies and the rest from companies outside the US.

Number of Single-valued | Presumably a very important variable from the statistical

employees analysis’ perspective, but unknown in most case studies.

Here a potential future research gap has been identified
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which is coming up with a concept of deriving it either from
the size of department undergoing the Agile transformation
or from the total number of company employees. Most of
the examined enterprises employed between 500 and 1,000
employees.

Scalability level | Single-valued | Organization Level - 47% and Project Teams Level - 53%.

Scalability Single-valued | The scalability model on the organization level: SAFe -

model 26%, LeSS - 13%, other - Scrum of Scrums or unknown.

Old PMM'TT" Single-valued | 28% clearly defined as the Waterfall, other unknown.

New PMM Single-valued | Scrum - 52%, Kanban - 7%, mixed Scrum/Kanban - 3% and
other defined as Agile — the exact methodology unknown.

Duration Single-valued | Presumably a very important variable from the statistical

[months] analysis’ perspective, but unknown in most case studies.
Here is a potential future research gap to specify it or to get
more accurate estimation. A rough estimate indicated a
period from 1 to 3 years to complete the entire Agile
transformation process deployment.

Approach Single-valued | In all cases defined as a long, evolutionary approach to the
process of changes.

Issues & Multi-valued | Issues and challenges of the Agile transformation process.

Challenges See the empirical research results chapter (see Fig. 4).

Long-term goals | Multi-valued | Long-term goals of the Agile transformation process. See
the empirical research results chapter (see Fig. 5).

Supporting Multi-valued | The conditions supporting the Agile transformation process.

conditions See the empirical research results chapter (see Fig. 6 & 7).

Non-supporting | Multi-valued | The non-supporting conditions of the Agile transformation

conditions process. See the empirical research results chapter (see Fig.
8&9).

Major process Multi-valued | The key steps of the Agile transformation process. Will

steps form a part of the future publication.

Organizational Multi-valued | Organizational changes within the Agile transformation

changes process. See the empirical research results chapter (see Fig.
2 &3).

Transformation | Multi-valued | Agile transformation issues encountered during the

Issues deployment process. See the empirical research results
chapter (see Fig. 10).

Knowledge Multi-valued | Knowledge management actions encountered in the Agile

Management transformation process. Will form a part of the future

Actions publication.

Organizational Multi-valued | Changes within the organizational method in the Agile

Method Changes

transformation process. Will form a part of the future
publication.

Source: author’s calculations

1111 PMM = Project Management Methodology
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The majority of the Agile transformation deployment (31%) took place in the IT software and
telecommunication industries and, specifically, in large-sized IT/ICT departments or even at the
level of entire enterprises. Agile methodologies deployments met with high interest on the part
of IT departments in financial institutions from the insurance and banking sector (came 2nd with
the total of 16% of all deployments). The automotive and healthcare industries ended up among
the top 5 leading industries in Agile transformation deployments.

7o BT Software
B Telecommunication
W Banking
. W Financial

_-"'—-_ :':'.

7

M Automotive

M Healthcare

M Logistics

W Marketing

B Entertainment

B Communication

Source: made by the author

Fig. 1. Industry area

Empirical research results

The first very important empirical research result in this paper is the author’s own definition of
the Agile transformation deployment process understood as an organizational change brought
about by the introduction of a new Agile project management methodology resulting in several
areas of organizational changes coupled with the synergy of all these organizational changes.
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Agile Transformation - Organizational Changes

Processes Methods
Tools Communication
Change
. Deployr?‘hsnt Customer Organizational
Agile Project Cooperation Structure
Management | > >
Methodology Organizational Organizational
Strategy Culture
Financial
TRE Accounting
Law

Source: made by the author
Fig. 2. The Agile transformation overview

Following the research results related to Organizational changes variable, the introduction of a
new Agile management methodology affected several areas of organizational changes presented
in Fig. 2 (The Agile transformation overview) and in Fig. 3 (Organizational changes within the
Agile transformation). Fig. 3 presents weighted results defined as a percentage of all the marked
changes in order to mark the most important areas: processes with new metrics indicators,
methods, tools, communication and customer cooperation. An individual case study assessment
of each organizational area of changes was as follows: processes — 97% of all 110 case studies,
methods — 95%, tools — 70%, communication — 52%, customer cooperation — 39%,
organizational structure — 35%, organizational strategy — 35%, organizational culture — 31%,
technology — 23%, financial accounting — 3% and law — 2%.

B Processes (including Metrics)

W Methods

6% ETools

W Communication

M Customer Cooperation

M Organizational Structure
Organizational Strategy
Organizational Culture

Technology

Financial Accounting

S
-

Law

Source: made by the author
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Fig. 3. Organizational changes in the Agile transformation process

The research result analysis of the Issues & Challenges variable identified a number of
organizational issues and challenges faced by organization heading for the Agile transformation
deployment. Fig. 4 presents an individual assessment of each identified organizational issue or
challenge for each of 110 case studies. Most of the Agile transformation deployment decisions
were connected with exploring the opportunities arising from the competitive advantage of the
organization in a given industry area. Note that, in most Agile transformation cases, the decision
was not based on a single factor but more on a synergy of several or more organizational issues
and challenges leading to the decision over a longer period. Furthermore, the decisions were
complex, difficult, costly, risky and, in many instances — irreversible and they were related to
the organizational strategy and coupled with its long-term goals. Fig. 5 presents the individual
assessment of each identified organizational long-term goal in terms of each of 110 case studies.
Both Issues & Challenges and Long-term goals are complementary variables, as particularly
demonstrated by the top expectation from the Agile transformation process deployment —
namely, reducing the time-to-market of a service or product delivery. Other significant factors
connected with the decision about large-sized Agile transformations included: operability cost
reduction — productivity and efficiency improvements, predictability, transparency, visibility,
scalability and quality improvements.

Marketing

Outdated Technologies

Strong Competition / Competitive Advantage
Digital Transformation

Organizational Culture

Business Support / Alignment

Rapid Trade Development / Marketplace Changes

Project Portfolio Management
Organization Management

Customer Satisfaction

Teams Cooperation & Collaboration

Low Productivity / High Cost

Project Management Methodology & Scalling
Work Organization Methods

Fast Deliveries To Customers / Time To Market

Source: made by the author
Fig. 4. Issues and challenges leading to the Agile transformation
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Create Knowledge Database

Better Risk Management

Organizational & Business Values

Friendly Work Environment

Organizational Culture

Business Support / Alignment

Project Portfolio Management

Learning Organizational Culture

Teams Cooperation & Collaboration
Quality Improvement

Work Organization Methods

Efficiency Improvement

Predictability, Transparency & Visibility
Productivity Improvement / Cost Reducing
Fast Deliveries To Customers f Time To Market

Source: made by the author
Fig. 5. Long-term goals of the Agile transformation process

A research result analysis of the Supporting conditions variable generated a few hints for
the organization planning to approach the Agile transformation process deployment. Fig. 6
presents weighted results understood as a percentage of all marked supporting conditions in all
110 analyzed case studies. The purpose of the presentation is to emphasize the most supporting
conditions for the Agile transformation process, such as: trainings & workshops, external trainer
or Agile coach support, change agents or Agile champion support, pilot solution in one of
organization’s project or department, community of practise involvement and/or project team

engagement.
M Trainings & Workshops
1%
W Trainer/ Agile Coach Support
. | W Change Agents [ Agile

Champions
Source: made by the author
Fig. 6. Conditions supporting the Agile transformation process

W Pilot Solution

W Community of Practize

M ProjectTeams Engagement

Fig. 7 presents an individual assessment of each identified supporting condition in terms
of each of 110 case studies. The more supporting conditions were identified, the less risk related
to transformation process deployment existed. A synergy of all supporting conditions is also
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supporting condition by itself. However, the more supporting conditions were met — the higher
cost of the process must have been. This cost should be carefully considered before making any
deployment decision. The roughly estimated Agile transformation duration was from one to
three years. It is a very evolutionary and long process, which is almost impossible to speed up in
large-sized enterprises. Research results showed that the management support (23%) and
organizational culture (5%) came last in the results but, in reality, they both require much more
attention from the senior executives’ perspective. As pointed out during the author’s interviews
with Agile coaches, without enough management support the failure is relatively high and even
a successful Agile transformation takes long to be codified in the organizational culture.

Organizational Culture
Management Support

Top-Down & Bottom-Up Support
Project Teams Engagement
Community of Practize

Pilot Solution

Change Agents [ Agile Champions
Trainer f Agile Coach Support
Trainings & Workshaps

69%

0% 10% 20% 30% 40% 50% 60% 70% B0%

Source: made by the author
Fig. 7. Supporting conditions of the Agile transformation process

The research result analysis of the non-supporting conditions variable resulted in a
number of factors preventing or slowing down the organization which underwent the Agile
transformation process deployment. Fig. 8 presents the weighted results representing a
percentage of all marked non-supporting conditions in all the 110 analyzed case studies. The
purpose of the presentation is to identify and stress the least supporting conditions (i.e. the most
non-supporting conditions) of the Agile transformation process.

Nl

W'Work Organization Methods

M Project Methodology
Scalability

M Product Complexity &
Dependencies

' W Communication
MW Change Management
Scalability
M Management Support
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Source: made by the author
Fig. 8. Non-supporting conditions of the Agile transformation process

Fig. 9 presents an individual assessment of each identified non-supporting condition for
each of 110 organization case studies.

Formalization

Organizational Culture

Customer Engagement

Business Engagement

Teams Cooperation

Project Teams Engagement
Individual Engagement

Knowledge Management Effectivity
Management Support

Change Management Scalability
Communication

Product Complexity & Dependencies
ProjectMethodology Scalability
Work Organization Methods

Source: made by the author
Fig. 9. Non-supporting conditions of the Agile transformation process

While the supporting conditions focused mainly around training and learning factors, the
non-supporting conditions fell into the area of: work organization methods, scalability of project

management methodology, product complexity and its dependencies, related communication
issues and required management support.

‘\\!‘F
Va

Source: made by the author
Fig. 10. Agile transformation issues encountered during the deployment process
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A research result analysis of the transformation Issues variable gave an overview of the Agile
transformation process deployment issues. Fig. 10 presents its weighted results understood as a
percentage of all marked transformation issues in all 110 analyzed case studies. The purpose
was to emphasise the most impacting issues for the Agile transformation process deployment.
Individual assessment of each transformation issue resulted in: change complexity by itself —
79% of all 110 case studies, required Agile knowledge and experience — 75%, location and
synchronization issues among different enterprise locations — 66%, total process deployment
cost — 54%, visibility and change tracking — 52%, rigid organizational culture — 49%, violation
of confidential & security — 35%, project team’s autonomy — 19%, measuring team velocity —
14%, handling ad hoc requests — 10% and granularity and estimation issues both 5%.

Results discussion

The author’s empirical research presents Agile transformation as an organizational
change initiated by the introduction of new Agile project management methodology (Fig. 2).
This change brought about organizational changes in several other areas including: processes
with new metrics indicators, methods, tools, communication, customer cooperation,
organizational structure, organizational strategy, organizational culture, technology, financial
accounting, law as well as synergy of all these changes (Fig. 3). Gandomani & Nafchi (2015,
pp. 209-212) and Appelbaum et al. (2017) propose their own framework and model of the Agile
transition. Organizational changes presented by above research results and related to the Agile
transformation in large-sized companies correspond to changes described in wide-scale
transformation case studies (Fry & Greene, 2007; Laanti et al., 2011; Denning, 2011; 2012;
Paasivaara & Lassenius, 2014; Gregory et al., 2016). As the process impacts many
organizational areas (Fig. 3) and it is complex, costly, time-consuming and effort-demanding in
its nature (Fig. 10), there is a confirmed necessity to quantitatively measure its impact
(Olszewska (née Plaska) et al., 2016).

Issues & challenges (Fig. 4 & Fig. 10), benefits and long-term goals (Fig. 5) are
complementary aspects of the large-sized Agile transformation process. Once issues and
challenges are resolved, there is a simple way to gain benefits or to reach long-terms
organizational goals such as: reducing the time-to-market of service/product deliveries,
increasing customer satisfaction, achieving operating cost efficiencies, in terms of productivity
and efficiency improvements, work organization method improvements as well as predictability,
transparency, visibility, scalability and quality improvements. The presented research results
concerning issues & challenges, benefits and long-term goals are complementary with already
existing research results based on a literature review (Table 1), as well as directly with:
quantitative research results (Laanti et al., 2011; Gregory et al., 2016), qualitative research
results (Fry & Greene, 2007; Denning, 2011; 2012; Paasivaara & Lassenius, 2014; Gandomani
et al., 2014; 2015; Gandomani & Nafchi, 2015; 2016; Gregory et al., 2016) and other research
results based on desktop reviews (Gandomani et al., 2013; Denning, 2016a; 2016b; Dikert et al.,
2016; Appelbaum et al., 2017).

The authors’ empirical research result and the literature review revealed jointly a number
of supporting & non-supporting conditions, which are also called transformation facilitators,
pre-requisites or pre-conditions (Fig 6-9 and Table 1). The supporting conditions concerned
effective training, learning, coaching and mentoring preceded with a pilot solution of the
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transition process while the non-supporting conditions included: work organization methods,
scalability of the project management methodology, product complexity and dependencies,
communication, management support and knowledge-sharing (Fry & Greene, 2007; Denning,
2011; 2016a; 2016b; Gandomani et al., 2013; 2014; 2015; Paasivaara & Lassenius, 2014;
Gandomani & Nafchi, 2015; Dikert et al., 2016; Gregory et al., 2016).

The above-listed supporting and non-supporting conditions of the Agile transformation
may be interpreted according to the contingency theory and classified to external and internal
contextual variables in a given class of unique large-sized enterprises undergoing changes in
project management methodologies (cf Simon, 2007; Nita, 2013). Strategy, organization,
culture and technology were identified as internal contingency factors, whereas the industry
sector and macroeconomic factors are classified to external ones. The internal factors largely
correspond to the supporting and non-supporting conditions presented in Table 1, while the
industry sector and macroeconomic factors can be related to: the digital transformation, rapid
trade development, IT & ICT development, pervasive computing, big data, knowledge sources
selection, globalization, IT outsourcing and offshoring. Each unique large-sized enterprise
should adapt its practices to their own context (Denning, 2016a). The key role of the
contingency theory in the Agile transformation process is perceivable in: selection and
adaptation of the project management methodology, changes of the organizational structure,
knowledge management and organizational culture.

Conclusions

The Agile transformation deployment process is a complex, evolutionary and long-lasting
way of introducing changes to gain organizational agility and thus to gain a powerful tool to
overtake competitors on a dynamic and unpredictable marketplace. It requires scalability,
tailoring, localization and adoption in a large-size project organization.
The following key conclusions are the main research findings:

1. The Agile transformation process in large-sized project enterprises is an organizational
change resultant from the introduction of new Agile project management methodology and
leads to several areas of other organizational changes. The empirical research results
showed a change to the Agile project management methodologies resulting from several
areas of wide, comprehensive and complex organizational changes such as processes with
new metrics, methods, tools, communication, customer cooperation, organizational
structure, organizational strategy, organizational culture, technology, financial accounting,
law as well as a synergy of all these changes.

2. The Agile transformation issues & challenges and benefits & long-term goals come as
complementary aspects of the wide-scale Agile transformation process. Resolution or
mitigation of the issues and challenges translates into benefits or achieving long-term
organizational goals such as reduced time-to-market of service/product deliveries,
increased customer satisfaction, operating cost efficiencies — in terms of productivity and
efficiency improvements, improvement of work organization methods as well as
improvement of predictability, transparency, visibility, scalability and quality.

3. The Agile transformation supporting & non-supporting conditions are essentially
facilitators, pre-requisites or pre-conditions of a deployment/transition process in large-
sized project enterprises. The major supporting conditions are: effective training, learning,
coaching and mentoring and pilot solution change while the non-supporting conditions are:
work organization methods, scalability of project management methodology, product
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complexity and dependencies, communication, management support, knowledge sharing
and management support.

4. The Agile transformation process analysed in terms of the contingency theory results in
identifying and classifying external (industry sector and macroeconomics) and internal
(strategy, organization, culture and technology) contextual variables in a given class of
unique large-sized enterprises undergoing changes in the project management
methodologies.

The key proposals and recommendations are as follows:

1. As the Agile transformation process is impacted by multiple issues, barriers and challenges, it
requires considerable investment of resources, long deployment timeframe as well as strong
collaboration and engagement of team members, all level managers, and customers to
synchronize all the changes and resolve scalability issues of all organizational units in a
large-sized company.

2. Prior to any deployment of a wide-scale Agile transformation, the executive management has
to assure provision of comprehensive and functional training, mentoring, coaching and
learning at all levels of the organization, ideally supported with one or more additional
sources of practical Agile knowledge — for instance: change agents, Agile coaches and
champions or communities of practice.

3. During the Agile transformation process, large-sized enterprises should continuously develop
their own agility feature i.e. the ability to respond rapidly, proactively and intentionally to an
unexpected changing demand whilst controlling the risk, efficiently adapt and innovate as
well as shrinking the feedback loop. It will enable enterprises to deliver high-quality services
and products as well as quickly respond to competitors’ movements.

4. Large-sized enterprises should adapt project management methods and practices as well as
Agile transformation process deployment to its own environmental context. Appropriate
selection and adaptation of project management methodology, changes in organizational
structure, knowledge management and organizational culture are possible to address with
using contingency theory approach.

The cost of Agile transformation in terms of money, people effort/engagement and quality
of development may become quite significant, so it should be quantitatively measured in terms
of the organization impact. It is also a very interesting field for the further comprehensive
studies as well as deeper empirical research from the project management perspective. Agile as
a mindset is much more important than any management methodology itself and only its full
adoption may lead to a successful Agile transformation process.

References

Appelbaum, S.H., Calla, R., Desautels, D., Hasan, L., 2017. The challenges of organizational agility (part
1). Industrial and Commercial Training, 49(1), pp. 6-14.

Cegarra-Navarro, J.-G., Soto-Acosta, P., Wensley, A.K.P., 2016. Structured knowledge processes and
firm performance: The role of organizational agility. Journal of Business Research, 69(5), pp.
1544-1549.

Czakon, W. ed., 2015. Podstawy metodologii badan w naukach o zarzqdzaniu. \Warszawa: Wolters
Kluwer.

Denning, S., 2011. Successfully implementing radical management at Salesforce.com. Strategy &
Leadership, 39(6), pp. 4-10.

Paterek Pawel 205



. Project Management Development — Practice and Perspectives
Sixth International Scientific Conference on Project Management in the Baltic Countries
' April 27-28, 2017, Riga, University of Latvia
- ISSN 2256-0513, e-ISSN 2501-0263

Denning, S., 2012. How Agile can transform manufacturing: the case of Wikispeed. Strategy &
Leadership, 40(6), pp. 22-28.

Denning, S., 2016a. How to make the whole organization “Agile”. Strategy & Leadership, 44(4), pp. 10-
17.

Denning, S., 2016b. Agile’s ten implementation challenges. Strategy & Leadership, 44(5), pp. 15-20.

Dikert, K., Paasivaara, M., Lassenius, C., 2016. Challenges and success factors for large-scale agile
transformations: A systematic literature review. The Journal of Systems and Software, 119(9), pp.
87-108.

Fisher, J., 1995. Contingency-Based Research on Management Control Systems: Categorization by Level
of Complexity. Journal of Accounting Literature, 14, pp. 24-53.

Fry, C., Greene, S., 2007. Large Scale Agile Transformation in an On-Demand World. In: J. Eckstein, F.
Maurer, R. Davies, G. Melnik, G. Pollice, eds. 2007. Proceedings of the AGILE 2007 Conference.
US, Washington: IEEE Computer Society, pp. 136-142.

Gandomani, T.J., Zulzalil, H., Ghani, A.A.A., Sultan, A.B.M., 2013. Towards Comprehensive and
Disciplined Change Management Strategy in Agile Transformation Process. Research Journal of
Applied Sciences, Engineering and Technology, 6(13), pp. 2345-2351.

Gandomani, T.J., Zulzalil, H., Ghani, A.A.A., Sultan, A.B.M., Sharif, K.Y., 2014. How Human Aspects
Impress Agile Software Development Transition and Adoption. International Journal of Software
Engineering and Its Applications, 8(1), pp. 129-148.

Gandomani, T.J., Zulzalil, H., Ghani, A.A.A., Sultan, A.B.M., Parizi, R.M., 2015. The impact of
inadequate and dysfunctional training on Agile transformation process: A Grounded Theory study.
Information and Software Technology, 57(1), pp. 295-309.

Gandomani, T.J., Nafchi, M.Z., 2015. An empirically-developed framework for Agile transition and
adoption: A Grounded Theory approach. The Journal of Systems and Software, 107(9), pp. 204-
219.

Gandomani, T.J., Nafchi, M.Z., 2016. Agile transition and adoption human-related challenges and issues:
A Grounded Theory approach. Computers in Human Behavior, 62(9), pp. 257-266.

Gregory, P., Barroca, L., Sharp, H., Deshpande, A., Taylor, K., 2016. The challenges that challenge:
Engaging with agile practitioners’ concerns. Information and Software Technology, 77(9), pp. 92-
104.

Hambrick, D.C., Lei, D., 1985. Toward an Empirical Prioritization of Contingency Variables for Business
Strategy. The Academy of Management Journal, 28(4), pp. 763-788.

Jemielniak, D. ed., 2012. Badania jakosciowe, Tom 2: Metody i narzedzia. Warszawa: PWN.

Kozarkiewicz, A., 2012. Zarzqdzanie portfelami projektow. Warszawa: PWN.

Laanti, M., Salo, O., Abrahamsson, P., 2011. Agile methods rapidly replacing traditional methods at
Nokia: A survey of opinions on agile transformation. Information and Software Technology, 53(3),
pp. 276-290.

Nita, B., 2013. Teoria uwarunkowan sytuacyjnych w rachunkowos$ci zarzadczej. Zeszyty Teoretyczne
Rachunkowosci, 71(127), pp. 193-209.

Olszewska (née Plaska), M., Heidenberg, J., Weijola, M., Mikkonen, K., Porres, I., 2016. Quantitatively
measuring a large-scale agile transformation. Journal of Systems and Software, 117(7), pp. 258-
273.

Otley, D.T., 1980. The contingency theory of management accounting: achievement and prognosis.
Accounting, Organizations and Society, 5(4), pp. 413-428.

Paasivaara, M., Lassenius, C., 2014. Communities of practice in a large distributed agile software
development organization — Case Ericsson. Information and Software Technology, 56(12), pp.
1556-1577.

Simon, C., 2007. A Configuration Form of fit in Management Accounting Contingency Theory: An
Empirical Investigation. The Business Review, 7(2), pp. 220-227.

206 Paterek Pawel



