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Abstract

Research background: Recent decades may undoubtedly be deemed as a pérxcep-
tional transformation on a global scale. One eldméthis transformation is the reorganisa-
tion of traditional ways of business managementalbontological levels). As a result, agile
approach is increasingly often considered one @k#y aspects of building the competitive
advantage of a company. In this paper, agile appraaunderstood as the businesses' capa-
bility of responding promptly to market needs.

Purpose of the article: The aim of this paper is to present the reseasiiteeon the use of
agile approach in chosen organizations. More sigatlif, the main purpose of this article is
to describe how organizations are transformed usth of the agile approach.

Methods: In accordance with the goal of the article, theanigations selected for empirical
research are characterized by revenue increasés lefever 100% (such organizations
undergo a dynamic transformation caused by grovail, employment ranging from 10 to
50 employees. The studied companies operate mairtlye IT industry and use technolo-
gies to organize the processes of identificatia teacking of customer behaviour to a large
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extent. Several research methods were used ipdlpisr: literature studies, expert interview,
participant observation, and Spearman’s rank caticel coefficient.

Findings & Value added: The article describes the usage level of the dgitel linear)
approach in the organizational transformation (tlgio the dynamic growth of revenues),
and presents the agile approach model, which carsé@ as an accelerator of the business
development. In addition, the authors undertook firet (limited and unrepresentative)
attempt to evaluate the use of agile approachdrctintext of such indicators as: communi-
cation with customers, profit increase, and minatian of the risk related to introducing
a new product on the market.

I ntroduction

At present, the agile approach is a widely recagphizoncept in the field of
project management. The authors attempt to usaesgtiamptions to define
the agile approach for the entire organizationlbafats ontological levels.
They consider the application of an agile apprdacltihe purpose of busi-
ness transformation as an optimal adjustment ofatfganization to the
needs of its clients (based on identifying andkirag their behaviour). This
takes place in sprints (optimally defined time mgds), continuously im-
plementing the cycle: build, measure, learn.

The article is comprised of three stages. Firsinfiing/Gathering the
results of the agile approach literature analysisere the authors attempt
to answer the question of what the scientific outpuhe indicated field is.
Second: Compiling the results of empirical reseandich was carried out
in the period of 2014-2016. The scope of researcluded 10 companies
operating in Poland, mainly in the IT sector withannual revenue growth
of over 100% (all of which were using technologyidentify and truck
customer behaviour on a large scale). The purpbpeesenting empirical
research in this article is to determine the basigh would allow to create
the model of agile approach application in a tramsfng organization.
Third: The last part of the article offers the mioghich could increase the
organizational agility (the swiftness of answeritige market needs) of
companies in some cases.

Resear ch methodology
The research results presented in this articl®faedescriptive-exploratory
nature, in accordance with qualitative methodoldgdyn, 2004, p. 6),

and although correlation coefficients are also gmé=d, they do not serve
as a solution the research problem, but merelysapplement. To be able
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to consider these results as representative afideuthem as such, it is
necessary to carry out quantitative research ds wel

In order to achieve the aim of the paper, whictoianswer the question
of how organizations are transformed with the usagde approach, sever-
al research methods were used:

— Literature studies;
— Expert interview and participant observation;
— Chosen descriptive statistical measures.

The literature analysis of the main field has beenducted during
a short-term research stay in Shippensburg Uniyeirsithe USA in 2016,
and was based on the library databases thereinlit€regure studies sum-
marised the data comparing linear and agile appescand the research
contribution was identified.

Empirical research data were collected in the plebetween 2014 and
2016. The scope of research included a total adifipanies operating in
Poland. The selected test sample is not represeantbitowever, due to the
descriptive research approach and the structutleectudied organizations
(mainly by the accepted criterion of over 100% wh@al revenue growth),
it is possible to use them to answer the main rebgaroblem of the arti-
cle: to describe how organizations are transformigll the use of an agile
approach. Such an exploratory approach was prdyiadspted by Cheng-
Hsui Chen (2001) and Sultan and Rohn (2004) inramédentify the in-
fluencing factors for chosen processes or modeks linarketing strategy.
A similar approach was used by Skulme and Prauates(2

For the study, the authors carried out a seriedirett interviews with
representatives of management boards of compangeparticipant obser-
vations in the chosen organisations. Data has beklected on notes and
memos during the interviews and participant obsema. Afterwards, the
collected information was reduced and displayed imanner to help an-
swer the research question, as it is recommendadjimalitative approach
(Walliman, 2011, p. 130; Taylor & Bogdan, 1998, ff2-130). The rea-
soning behind choosing these research methodsatigshb qualitative ap-
proach can yield more extensive results than cuzint research methods
(Taylor & Bogdan, 1998, pp. 102-130). This kindagproach provided
researchers with additional information (Yin, 2094, 5-6) that helped to
understand the role of agile approach in transftonaf companies.

463



Oeconomia Copernicana, 9(3), 461-475

Organizational transfor mation with agile and linear
approach — theoretical take

Many authors point out and describe the necessityramsformation in
business management. Among them is V. Kumar, winalades that cur-
rently one of the most important strategic resoftactivity is not the max-
imization of sales, but the maximization of Custonigfetime Value
(CLV, defined as the sum of discounted cash flaanfra given customer,
or segment of customers) (Kumar, 2008, pp. 8-9toAding to the rec-
ommendations of this notion, one should monitorkdakaviour of custom-
ers and subsequently calculate (forecast) therdiife between the possi-
ble profit gained from the customers and their &itjon cost. This is done
in order to as quickly as possible — agilely —adathe offer of the organi-
zation to the environment.

Following this line of reasoning, is it possiblefiod an analogy in the
claim of Eric Ries that “the core idea is that gveew business rests on
a series of hypotheses — we use the word hypotbessmind ourselves
that building a business is actually a scientifitegprise, (...) and we con-
duct experiments to find out whether we are reafiythe path to a sustain-
able business” (Euchner, 2013, p. 13). E. Ries adfrs to his approach
as: "validated learning". Therein, individual ittoas determine future
decisions regarding business development. He aiges that when oper-
ating in the modern business environment, the rimopbrtant aspect is
swiftness in reacting to the needs of the customeragility, not meticu-
lous linear (cascade) activity within the framewofla repetitive structure:
a long-term plan and its realization. Where in exite cases, all activity
conforms to the realization of a strategic goalj ameviations” from the
designated values are measured and corrected essaeg

Apart from the presented views, modern concepti@ave also surfaced,
where the main premise is to attempt to increaseatfility of an organiza-
tion's activity, such as:

Lean startup methodology (Ries, 2011):

— The Goal of a newly built company (startup) is @ify the hypothesis
of growth (which means that enough iterations faurybusiness model
have to be conducted in order to ascertain if sgali is the proper
course of action).

— The Main aim of the management actions is to deerd¢he time be-
tween a new idea and its verification (conductedyicles: build, meas-
ure, learn).
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Customer development (Blank, 2006):

— Search phase (including: customer discovery antboes validation)
and execution phase (customer creation, comparigifg) should be
separated. The Goal of the first one is to verifgtomer behaviours (in
reflection to the business model), the second smedicated to scaling
the profit gain of the business model.

Customer lifetime value (Kumar, 2008):

— Companies of the XXI century are those which mar@agtomers using
three main strategies: acquisition, maintenanceoatftbw.

— The Main goal is to measure and increase custafeémle value (it is
understood as a sum of future forecasted profihaghifrom: a single
customer, segment, or market).

Examining these ideas, one can notice a rather tigad in the trans-
formation of the approach to organization managémanthe traditional
way of running a business, plan-driven models vegnglied, whereas the
Agile approach is more "plan and build on the f8oehm & Turner,
2004). The agile approach to running a businesspriagarily defined on
the basis of terminology borrowed from the softwdexelopment sector,
where for differentiation purposes the term Stag¢eGs used as the tradi-
tional alternative to agile approach.

Table 1 might serve as one of the bases for defithin differences be-
tween particular approaches for the purpose of toaecting processes of
software development. The authors, using additignakces of literature,
extended these conclusions to the context of thieeesrganization (Table
2). In order to distinguish different areas of retd, the term Stage-Gate
has been replaced with the expression Linear approa

While summarizing the differences between traddloand agile ap-
proaches, it is worth referring to the Agile Masii@ (2001), where the
following principles are formulated: (1) workingfssare should be deliv-
ered quickly and iterated frequently (in cycles wéeks rather than
months), and that (2) working software is the gpatmeasure of progress.
In the case of transforming an organization whieecagile approach was to
be applied, these principles might have the foltmyvivording: products
should be delivered to the market quickly and austoresponse should
be examined frequently, having a viable produthesprincipal measure of
progress.

It is also worth noting that various attempts agef) made to define the
structure of the best agile approach practiced) vaterence to the whole
organization: Scaled Agile Framework, Agility segy construct (Sherehiy
& Karwowski, 2014, p. 247), or adjusted to kErgorojects, called: large-
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scale agile (Dingsgyr & Moe, 2013, pp. 38—-39; Ramsiet al, 2008 pp.
527-544; Berger & Beynon-Davies, 2009, pp. 549-570)

However, one of the authors of the manifest expl#iat in his view ag-
ile is merely an approach to task realization, whitie following actions
are performed (Thomas, 2015): find out where yaj take a small step
towards your goal, adjust your understanding basmedvhat you have
learned, repeat. Thomas (2015) points out thattiaddi — more specific
— instructions for agile actions should be undexdtonly as advice, and
should not be strictly followed in organization ragement. Naturally, due
caution is necessary when following these recomaigmus, as due to the
time frame of activity and scale of business, tharacter of individual
iterations may vary radically.

As evidenced in the literature analysis, it is fldesto find a clear trend
describing organization transformation where thideagpproach is distin-
guished from the traditional one, called: lineagential, cascade, water-
fall, stage-gate. Consequently, the following parthe article reports the
results of the research which has been conductebdeohasis of a descrip-
tive analysis of the application of agile approathis research allows to
illustrate the current state of utilizing lineardaagile method actions in
selected organizations operating in Poland.

Comparative analysis of utilizing agile and linear
approach in transforming or ganisation

A total of 10 companies took part in the reseakdch of them met the
requirement of increasing revenues by more thaf4l@Anually. This re-
quirement was specified due to the assumptionttiealbest research results
would be obtained in companies that are well mathaayed in a phase of
rapid growth. Each of the examined companies enggldyom 10 to 50
employees. The research was carried out betwegretlte 2014 and 2016.
In the first stage, a list was created definingvéie#s characteristic of
linear and agile behaviour, and each of them waim@sd grades. A total
of 8 variables has been specified, respectively:
— for linear approach;
1. Environment analysis with desk-research meflmodhe research
it was assumed that on a five-grade scale of assegsone point is
awarded for one area of the studied environment);
2. Defining long-term goals (one point for eachyge
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3. Designing and developing the marketing-mix paag (first point
for awareness of marketing-mix program, remainimgy fpoints for de-
veloping each area);

4.  Applying marketing research based on consunpamians (one

point for each marketing research ran annually);
— for agile approach;

1. Consciously shaping and verifying the uniqudirgglproposition

(first point for awareness of unique selling prapos in the company,

additional points for each annual verification);

2. ‘“Unfair advantage” (awareness of unfair advaatag definition

taken from: Lean Business Model Canvas, points éedhas above);

3.  Customer orientation (acquired customer datd, the conscious

management of their life cycle, points awarded anhetool used to

track customers) (Kumar, 2008);

4. Conducting market experiments (understood @sclaing product

prototypes on the market — called: Minimum ViabledRcts,

points awarded for each experiment carried out alhynwith new
MVP) (Kumar, 2008).

Additionally, the authors defined variables whicbuld be used to
measure a company's ability to develop:

— Communication with customers (each point awardednfaintaining

a communication channel with customers);

— Ability to increase profits (points awarded for #aility of scaling prof-
its in a conscious manner);

— Minimization of the risk related to introducing @&w product on the
market (points awarded for the ability to predaies results).

On this basis, individual variables were asses$edse were defined
through statistical means of expert interviews wathnagement board rep-
resentatives of chosen organizations, and thertialally during partici-
pant observations, which allowed to verify the weéyaof the answers.
Each of the above-mentioned categories was assigpedific numeric
values ranging from one to five, where one meaat the activity is not
being realized at all, while five meant it is beifudly realized. The same
method was used to assess the level of businebty abicommunicate
with the customers, increase profits, and minineatize risk related to in-
troducing a new product on the market. The acquii@a is presented in
Table 3.

In Table 3, the categories b2c and b2b should derstood as: business
to customer and business to business, while sdstam service offer and
p. for product offer. The average of the achievedres was calculated
separately for actions classified as specificifogdr and agile approaches.
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It must be pointed out that the research samplenetishecked for rep-
resentativeness. Despite that, this research altowisrmulate initial as-
sumptions for further research. For the given sampbrrelation levels
were calculated between the statistical mean doorknear and agile ac-
tions performed in companies and the organizatainty to communicate
with customers, increase profits, and minimalize tisk of failure when
introducing a new product on the market, which b@sn presented in Ta-
ble 4. Due to the lack of any basic assumptionsiatie frequency distri-
butions of the underlying variables, limited datathie sample, and adopt-
ing a qualitative research approach, Spearman Ranielation was cho-
sen to analyze the variables.

Even though the presented results are not validatadquantitative re-
search, they can lead to certain a conclusion ¢ipein chosen organiza-
tions), namely that activities classified as agiléhe chosen organizations
are much more correlated to the values of particakdlities than linear
activities. The Spearman Rank correlations achievaiyh positive corre-
lation (Janoskova & Krizanova, 2017, p. 109), whishmore than 0.83,
between agile actions and all chosen variabledisSta softwaré was
used to calculate the correlation between idedtifiariables, providing
additional information about the statistical siggahce of obtained results,
with p-value being lower than 0.05 only in companisvith the agile varia-
ble.

In conclusion, the gathered results indicate thahé case of the chosen
companies, it can be supposed that performing agifgoach actions has
a positive effect on the organization's abilityclammunicate with custom-
ers, increase profits, and minimalize the risk aifufe when introducing
a new product on the market.

The model of agile approach implementation
in atransforming organisation

On the basis of the research which has been pessenthe previous sec-
tion of this paper, the authors produce the initgision of a model which
can serve as the basis for implementing agile ambran a company. The
crucial stages of the model should include theizatibn of the following:
identifying the unique value proposition and unfavantage, and conduct-
ing experiments. For this purpose, two main staijeébe model were de-
fined:

! Statistica. 13.3. 2017. TIBCO Software Inc.
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- the first stage, involving the description of thesiness model — on the
basis of Lean business model canvas,

— the second stage, involving the preparation of Myfhimum viable
product) and the realization of an experiment pseqeeceded by form-
ing a hypothesis and concluded with an evaluation.

This has been illustrated in Figure 1.

The implementation of agile approach in transfognam organisation
can be carried out with the following actions:

— Explaining the nature of the model at meetings widmagers, employ-
ees and clients, during which the relevant litexats recommended.

— Carrying out a pilot application in one of the pnots. At this stage, one
can attempt to answer the following questions:

a. What does the customer sales funnel (the theoletiote a potential

customer takes until the moment of purchase) ld@@|

b. How to monitor the behaviour of customers?

c. How to check if the model implementation has infleed the organ-
ization's ability to communicate with customergraase profits, and
minimalize the risk related to introducing a newsguct on the mar-
ket?

d. How long does it take before it can be judged wéethtroducing
the agile approach model has yielded the desiredltse and what
are those results?

The model presented by the authors is of a basiceyaherefore, an at-
tempt should be made to optimize it in the spactheffollowing months.
This should take into consideration the busined#tiab of monitoring the
behavior of customers and a structure of even guicksponse to their
purchasing decisions. Moreover, in order to forma thasic conclusions
regarding model implementation efficiency, it iscessary to have con-
ducted a sufficient number of experiments. For eaganization, this val-
ue will be determined differently.

Conclusions

In the article, the authors presented the restiltesearch on the descrip-
tion of the use of agile and linear approacheselecsed organizations
(characterized by an annual increase in revenuesvby 100% and em-
ployment from 10 to 50 employees). Despite resgrtinqualitative meth-
odology of research, the authors have attemptepiamtify their observa-
tions. The result of that is a Spearmans’ rankedation analysis, which
presents a comparison between the statistical malales of actions from
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the two selected approaches and the ability ofrozgéions to communi-

cate with the customers, increase profits, andmii@ the risk related to

introducing a new product on the market. This setia® a base for describ-
ing the model of implementing agile approach. lufe research related to
this topic, a broader quantitative verification ltbbbe undertaken of the
research concerning the relation between agileaggprand the described
organizational abilities.

The contribution of an article to science is basedhe presentation of
the results of literature analysis and a systemtiiz of concepts widely
present in business practice. The literature arsaiowed to determine
two extreme (but not mutually exclusive) approacteesupporting busi-
ness development — linear and agile. The authdisvieethat the effort
made to define the most characteristic activitarsefaich of the approaches
can be the basis for further scientific work, bd#scriptive and explanato-
ry. In further research, the authors would likesmsider whether organiza-
tional agility is an activity affecting shareholdealue (Rappaport, 1999, p.
77). The paper also provides input into busineastfme through the model
of agile approach implementation in a transformanganisation. The pro-
posed model is an input to the change manageméfit 4Gproach, leading
to such benefits as: quality of communication vdgtistomers, profits, and
minimizing the risk related to introducing a newoguct on the market.
Assuming that the value of an organization candierchined by its ability
to achieve key indicators (lvanov & Avagiic2014, pp. 1190-1193), the
subject of the agile approach seems to be parntigulaeresting also for
investment funds, where the dependence of the magéon's value on its
agility (the ability to respond to clients' needsitimely manner) can be an
important element of the valuation.

Research limitations are directly related to thecdetive approach used
in the research. Above all, when conducting sudgearch, one cannot
speak about the representativeness of the conchisii this stage of the
research it was only possible to present the mautesgrvations of the au-
thors. It would be necessary to increase the reseample, select the stud-
ied organizations in a targeted manner, and usist&tal methods precise-
ly, before recognizing the necessary hypothesesedfied. Until these
criteria are satisfied, the conclusions drawn ia tork can only be used as
justification for further research.
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Annex

Table 1. Characteristics of Stage-gate vs. agile
Stage-Gate Agile
Type Macroplanning Microplanning, project managetmen
Scope Idea to launch Development and testing, dam

Cross-functional  team
marketing, sales, operations)

Organization

Investment  model
decisions  involve
governance group

a

Decision model

expanded to pre-development

(R&D,Technical team (software developers,

engineers)

go/killTactical model -- decisions about actions
senior for next sprint made largely by a self-

managed team

Source: Cooper (2016, pp. 21-29).

Table 2. Agile approach and linear approach — comparison

Category Linear approach

Agile approach

Realization
process

The first stage involves formulating Releasing a new product on the market as quickly
a plan (specification) with areas ofas possible (Minimum Viable Product)(Ries,

activity defined as accurately as2011, p.28) in order to gauge the interest of the

possible. On that basis,

in theconsumers.
second stage the realization of theonsumers,

Basing on the behaviour of the
either further modifications are

plan commences and is not modifiedmplemented, or a pivot occurs - the given idea is

until  the
completed.

long-term  goal

Goal
specification.

Known

is abandoned and an entirely new solution
designed.

is

Reaching the goals according to th®esigning a product which fulfils the needs of the
customers as much as it is possible.

Scope, resources, duration of th&inancial resources, duration of the project, and i

project. Works begin after clearly final scope are unknown before works have begun

defining these three

integral or during them. The only element left to define is

elements. Achieving the intendedthe budget with which the creators are meant to
result with the assumed resources isun as many iterations (market experiments) as

the goal in itself.

possible. Should any of the products meet the
expected market

interest, the value of the

investment is increased and the business model is
scaled.

Source: own elaboration based on Cooper (20162pg29), Dikertet al. (2016, pp. 87—
108), Ignatius (2016 p. 10), Pope-Ruark (20151(2-113), Wendler (2013, pp. 148-169).



Table 3. Comparison of average values from performed limeat agile approach
actions and ability levels

Evaluation of the ability level of:
Statistical ~ Statistic

mean score  al mean Minimalizing

Org. Offer of scoreof  Communicatin . therisk related
. Increasing ; .

LINEAR AGILE gwith rofits tointroducing

actions actions customers P a new product

on the market

1 p. b2c 15 35 4 4 3
2 p. b2c 15 35 4 4 3
3 p. b2c 3.0 13 2 2 1
4 p. b2c 1.0 13 1 1 1
5 p. b2b 1.0 13 2 2 1
6 p. b2b 15 2.3 3 5 4
7 s. b2b 13 2.3 2 2 1
8 s. b2c 2.0 4.5 4 5 4
9 s. b2c 13 4.8 5 5 5
10 s. b2c 1.0 2.0 1 3 1

Table 4. Spearmans’ Rank Correlation between the statistivahn values of
performing particular actions in the linear and lagicategories and the
organizations' abilities

Pair of Variables Speaéman p-value
LINEAR & Minimalizing the risk of failure when intducing a new produ )

on the market 0.41510¢ 0.232907
LINEAR & Increasing profits 0.44230¢ 0.200555
LINEAR & Communicating with customers 0.51923: 0.124046

AGILE & Minimalizing the risk of failure when inttucing a new product 0.85882° 0.001461
on the market

AGILE & Increasing profits 0.83813: 0.002458
AGILE & Communicating with customers 0.88258( 0.000720




Figure 1. Model of transforming organizations towards thdeagpproach
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