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Agile: a digital start for yet another retroversion 
of management foresight 

Its past, through factors of its emergence, its present reflected by its principles: a manner to apprehend its future 

Mouna HAJJAJ, Houda LECHHEB 

 

Abstract— Globalization is being present. The digital revolution has led to a change in the perception of work and organizational models. 

The business world has experienced strong transitions in recent years. It is now clear that the theories developed and studies carried out, 

are no longer adapted to the current context. However, traditional management models have shown their weaknesses. Exploiting new 

ideas regarding work organization was necessary. Management is seeking completion and nourishing itself from its environment to better 

face it. It, therefore, turned to the world of software development for inspiration. It has rummaged a whole approach which is agility. This 

approach is better suited to its expectations. It has fostered flexibility at all levels: one level describing how the company harmonizes its 

internal activities and a second level focusing on the company's interactions with external actors. 

Index Terms— Agile, change management, employees’ empowerment, flexibility, globalization, innovation, organizational transformation.   

——————————      —————————— 

1 BACKGROUND                                                                     

ECENT history shows the clear link between the socio-
economic context and the way companies operate. We are 
experiencing an unprecedented technological acceleration 

that increases flexibility through reduced lead times. The 
availability of information allows for better control of the envi-
ronment and promotes responsiveness. ICTs contribute to 
collaborative dynamics both within companies and between 
companies or towards customers. There are counterparts to 
these opportunities. The company must face its inability to 
process information at the rate at which it appears.  

The company is a system whose complexity is increasing. 
This is due to the multitude of elements that revolve around it, 
their evolution and the connections between them. Information 
systems create more links, by multiplying the places of interac-
tion and increasing the speed of relationship between all these 
actors. A new conception of the organization is then required. 
Large companies are now organizing themselves into a network 
in a partnership and evolving relationship. The dominant prin-
ciple is sharing information so that everyone can adopt the right 
attitude at all times which requires transparency from organiza-
tions — these latter need to be more collaborative internally and 
more cooperative externally.  

The company of tomorrow must not only be ready to adapt 
its strategy according to opportunities and threats but above all, 
should develop a capacity for anticipation.  This capacity con-
cerns both the strategic level and the operational one. Among 
the notable changes we have to focus on, is the transition from a 
world of rules to a world of conventions [1], which emanate 
from tacit agreements between acting individuals, challenged 
by events. The procedure is only an organization of tasks that 
lead to individual optimization while the process is reconfig-

ured in a relational logic aimed at optimizing process links.  
All these phenomena are so contrasted that we must learn 

from them regarding the management of our human organiza-
tions, particularly companies. 

2 THE BIRTH OF AGILITY 

Organizational concepts characterize each economic era and 
reflect its dynamics. The major dominant industry at the end 
of the 20th century and the beginning of the 21st century is the 
software industry. His era has passed, but we still live on a 
dominant concept that emerged from it, which is agility. It is 
as a strategic posture reflecting a renewed vision of the com-
pany. In response to the context where changes are occurring 
at a frantic pace, regularly requiring rapid reactions from or-
ganizations [2].  

Agility encourages us to go beyond the formalism of con-
trol in favor of a model of autonomy and employee empow-
erment. The Agile model proposes to overcome the top-down 
models all for more flexible and contextualized solutions 
adapted to the realities on the ground and the facts of the situ-
ation by fostering the networking of employees. Change plan-
ning becomes less theoretical but co-constructed by placing 
organizations in a state of continuous learning. Collective 
intelligence is a significant resource for performance, and the 
techniques are available for its development. Collaborative 
mode, experiential learning, and digital technologies combine 
to develop capacities for sustainable and collective change.  

All this is at the heart of the Agile Manifesto [3] developed 
in the IT sector. Since then, a kind of conceptual shift has gen-
eralized its adoption to several areas. Agility is becoming a 
survival requirement for companies. The hyper-volatility of 
the business forces the companies to change their management 
methods. Predict the future becomes too weak for companies. 
Customer or supplier failures are omnipresent. Customer 
breakdowns are becoming more frequent. To face these chal-
lenges, Agile methods suits in a world where adaptation to 
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change is a crucial competitive factor.  

3 CONCEPTUAL FRAMEWORK  

A few years ago, information resources about Agile manage-
ment came mainly from consultants and practitioners in the 
field. Now conferences on this subject are more and more 
numerous, and the related articles are multiplying. Research-
ers use regularly Agile Manifesto to introduce the concept. Sev-
enteen experts wrote Agile Manifesto and brought together the 
most practical methods already available from their different 
backgrounds. Agile Manifesto, translated into 59 languages, 
proposes twelve principles that have efficiently proven their 
worth for projects that have adopted it. 

Its principles help to reduce planning efforts and give 
work teams more flexibility [2]. Collaboration between stake-
holders nuances relationships and positions itself in opposi-
tion to negotiation practices [2]. Conversations are the most 
effective means of communication. In dispersed teams, tech-
nologies can ensure maintaining conversations. Their open 
and horizontal aspect characterizes these communications [4]. 
In change, these conversations promote a better understand-
ing of impacts, an element that managers often overlook [5]. 

Agile Manifesto’s principles are not the only source for Ag-
ile management but also software development tools. The best 
known are Build & Run which combines programming mo-
ments with deployment times. This method advocates the 
decomposition into elementary components that can be de-
signed and tested individually. Traditional methods differen-
tiate and isolate three silos: design (Think), programming 
(Build) and deployment (Run) [6]. This results in operating in 
silos with few links between stakeholders. Whereas the quality 
of a development project lies precisely in the ability of these 
same parties to exchange and adjust. The Agile methods also 
propose an organization and governance of projects in a 
mixed team Scrum with users, project owners, and project 
managers.  The Scrums are daily with a first team to deal with 
the development points and with intervals of 3 to 4 weeks to 
ensure the delivery of components.  

The Agile company has a cohesive, well-integrated man-
agement team that leads by example. It must be vigilant to 
discover threats and opportunities, resilient and agile to rely 
on the resources and skills required to act on their ability to 
absorb the shock. The company's strategies in coping with 
change have consisted of anticipate it, control it and accom-
pagnate it. Agility consists of becoming organized for the 
changes. This happens thanks to the opportunities arising 
from the synergy between the external environment and in-
ternal capacities to take advantage of [7]. Dynamic capabilities 
reference model proposes three key steps [8]:  

1. Being able to read the market called “sensing”: i.e., 
coupling analysis and intuition, feeling the market by 
soliciting R&D, suppliers, and customer needs and in-
novations.  

2. Be able to seize opportunities or "seizing": i.e., select 
business models and promote stakeholder engagement 
and loyalty.   

3. Be able to reconfigure both the tangible and intangible 

assets of the company. 
Agility makes us aware of a pragmatic approach adapted 

to the needs expressed by customers. It places the client at the 
center to adjust the process to their needs [4]. A customer cul-
ture is generalized in a process-based organization. In this 
organization, everyone is each other’s customer.  The real 
participation in the organization by customers -in the broad 
definition- is recommended [4], [9]. Besides, customer’s needs 
are what determine product innovation requirement and not 
what systems can do [4]. Agile management prefers fast and 
frequent iterations.  It allows a non-linear process that helps to 
meet changing needs in near real-time [10], [11]. This involves 
peer and client assessment. The client becomes a co-producer 
sometimes but also a co-designer, among other things through 
his evaluation of the product. 

The company is therefore Agile when it succeeds to man-
age the opposition between inertia and chaos. Agility empha-
sizes operational over documentation. It encourages exchange 
and collaboration with the ecosystem. This approach also 
promotes permanent reactivity rather than strict monitoring of 
a plan. Several companies run online communities to co-create 
in real time and always ensure customer satisfaction. In this 
increasingly digitalized environment, innovation cycles are 
now ultra-fast, with short time-to-market.  

Risk taking, uncertainty, and change are no longer feared 
but integrated into the process. They appear as new opportu-
nities for progress. Agility also deals with the awareness of the 
unpredictable changes in the world. Strategically, today's 
company must be more adaptable and flexible than before and 
evolve much faster. We can consider the company of the 1960s 
as a single, hierarchical and centralized block. Today's compa-
ny resembles a set of small operational units belonging or not 
juridically to the same company. They have the particularity 
to be close to the customer, permanently reconfigurable and 
therefore equipped with rapid organizational adaptation pro-
cesses. These operational units are sensitive environmental 
sensors and highly interconnected: if one picks up a change in 
the environment, the signal is sent back directly to the others. 
All can change direction almost instantly. The networked 
enterprise is an excellent strategic and organizational re-
sponse. The company has at its disposal IT tools, for internal 
management and relations with customers and other envi-
ronmental stakeholders. These tools enable the company to act 
quickly, promoting both flexibility and smooth change while 
ensuring operational efficiency. The Agile company must have 
the ability to expect the disruptions of its environment but also 
the consequences of its own decisions and actions.  

Cooperation should be both internally, to seek a collective 
optimum rather than a maximum by function, and externally 
towards all the actors in its environment thanks to multiple 
renegotiable agreements. It must reach permanent innovation 
in customer offer to leave the volume paradigm to enter the 
relational model. Being Agile is about all these principles. 
Applying these principles must allow offering a global solu-
tion, at the price of a standard offer with a high level of differ-
entiation, including service and information. This offer must 
be sustainable, not only in the ecological sense but also in the 
temporal one. The product's life cycle must, therefore, be ex-
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tended because its design is no longer the result of a quest for 
low cost as it was the case with Lean management. 

Lean management is to the liking of hierarchical and py-
ramidal organizations. This paradigm ignores the human 
being, focusing above all on tools. It is now being analyzed not 
as a breakthrough, but as sophisticated improvements to the 
Taylorism. There was a shift from a style based on authority 
and control to a form based on leadership and collaboration. 
The manager no longer becomes responsible for organizing 
and allocating activities to achieve an aim but for creating the 
conditions for the collective effectiveness of his team. For the 
real manager of tomorrow, the level of know-how and rela-
tional quality of his team will be the accurate measure of his 
managerial performance [9]. The Agile mode favors the search 
for collective intelligence from the bottom of the pyramid to 
the top managerial sphere. This acts in the side of an active 
horizontality by bringing together populations with different 
profiles and skills on the same problem aim [2], [4], [9]. The 
Agile mode puts management in a situation of co-construction 
with teams [2], [4], [9] and allows employees to adopt and 
experience from an operational point of view, a humanist 
approach in the normative world of work management. Un-
like lithic routines and constant excitement, the agility model 
encourages employees to deploy in a network. This explains 
its rapid development. It allows for active membership, which 
makes it a powerful lever for sustainable change. Employee 
motivation and stimulating working conditions appear essen-
tial to ensure the smooth running of the iteration process and 
the effectiveness of collaboration [10]. The critical factors for 
the success of differentiation and performance of the Agile 
company will be people.  

In the way of reed whose flexibility makes it easier to re-
sist the winds and therefore to survive, an organization must 
build strategic agility. Indomitable for tactical and operational 
adjustments, the notion of agility invites us to rethink the tri-
angulation between the constrained scalability of standards, 
the relative flexibility of processes and reactive capacities of 
the company. It is a model of permanent reconfiguration that 
allows a lightened organizational structure to flourish. But 
let's not believe that there is a turnkey configuration of the 
organization or Agile management. Above all, there is an agile 
state of mind to adopt, visionary governance and a strong 
corporate culture and through employee empowerment.  

4 MANAGING CHANGES 

Companies need specific practices led by the human resources 
function to support the development of organizational agility. 
Among these practices, talent acquisition and development, 
work organization, performance management, and change 
management.  Steering cycles and participatory workshops are 
where recipients/beneficiaries and stakeholders/communities 
can collaborate, experiment, test, innovate and invent the most 
appropriate behaviors to meet a strategic aim and the benefits 
of change [12]. 

Today, organizations are implementing and experiencing 
many changes. The change aims to reposition the organization 
in a changed environment. The company's manager could not 

lead the move alone, following a thorough environmental and 
organizational diagnosis. Thus, the strategy is rarely imple-
mented as planned, particularly because emerging phenome-
na disrupt the implementation of the initial plans [13]. A pro-
gressive change built step by step in the company is more 
benefic [14]. In this vein, change cannot be real unless project 
actors put it into practice. During implementing a new tool, 
actors change, alter and adapt their daily practices [15]. Each 
change in practice creates the conditions for future change, 
which leads to new changes in practice. Change is no longer 
approached as a separate event in the organization's life out-
side the actors but as a continuous process. It is no longer 
possible to talk about change by referring to the transition 
from a state A to a state B. The ordinary situation of the organ-
ization then is dealing with changes [16]. Agile companies 
treat change not as an obstacle to be overcome but by develop-
ing the capacity to change among actors. This makes up a 
paradigmatic break because we no longer accompany a 
change but improve the ability to transform individuals and 
groups, thus considering change as a factor to be integrated 
and managed. One of the suggested ways is to set up experi-
ential devices to get stakeholders confident with change’s 
experience. This allows individuals a process of observation 
provoking reflection that leads to conceptualization. In this 
model, the concrete experience is to validate, test and review 
abstract concepts. The change’s beneficiaries want to be actors 
and live the experience to understand it better and integrate it 
sustainably as it progresses through the exchange of practices 
with others. 

Organizations need systemic change. It is simpler to break 
the change into small projects and mobilize employees around 
a common goal. Organizations must develop a better under-
standing of roles, tools, and processes to achieve this holistic 
vision. This requires a cultural change leading to real feedback 
practices [4], [9]. Individuals' beliefs and habits must change 
[9], especially since organizations would be agile through their 
employees [17]. They must experiment and continually change 
their ways of doing things [17]. The organization must rely on 
its resources, its employees. It must ensure that they are en-
gaged [11]. Skills development and underlying learning pro-
cesses becomes an essential key for creating and maintaining 
agility [18]. Skills and learning are at the individual level but 
also at the organizational and inter-organizational one [18]. An 
Agile environment is in constant transformation and responds 
positively to organizational learning [17]. The Agile leader 
develops the ability of his team to live in ambiguity. Rather 
than trying to protect his team from change, he gives them the 
resources to welcome the new realities. He promotes improvi-
sation instead of falling into the trap of rigidity. Agile teams 
have a strong identity and resilience. The awareness implies 
building dialogical intelligence between the action, the trans-
formations it induces, its projection into the future and the 
return to the present. A company's agility must deal with the 
reality of its assets and its wealth.  

Becoming Agile requires bringing fluidity to change ini-
tiatives by deploying small steps built and rebuilt quickly 
because it would be illusory to believe that agility comes from 
above and is smoothly embedded following an aging rational-
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ist model [19]. 

5 AGILE PERSPECTIVES 

In the above, we have already mentioned the unpredictability 
of the environment. As a result, the future of agile manage-
ment is itself hard to predict. It would be more reasonable to 
talk about hypotheses rather than fatal statements. Agile is 
about to reach 20 years. It will probably be active for another 
twenty years. Among the possible futures of Agile, we have 
thought of these following scenarios. We have based ourselves 
on the elements of this study and some elements of the 12th 
annual state of AgileTM report [20]. 

A growing gap between companies: 

As mentioned above, a significant impact is occurring on 
companies that adopt and integrate agility into their develop-
ment cycles.  The environment will force companies that have 
not pursued the path of agility not to follow their peers or 
even their own requirements. We will see more and more non-
agile companies lose weight and back down to make way for 
competitors who are more attentive to their environment. 

A significant rise in Agile certification:  

Over the past decade, the popularity of agility increased. The 
continuation or increase in this trend is plausible. Among its 
facets, introducing Agile certifications by the widest interna-
tional project management organizations. There is nearly a 
level of certification for each actor involved in implementing 
each of the agile methods.  

More focus on teams when scaling agility: 

Agile scaling initiatives should not run in a waterfall way. 
Priority should help the team aligned with the customer, then 
incrementally evolving the neighboring groups and depart-
ments. This will be the dominant practice. That can prove 
useful in setting priorities.   

An increasing combination of management 
approaches: 

A combination of the best tools and philosophy of recent man-
agement approaches may remain. This provides organizations 
with a practical toolbox for managing unpredictability and 
complexity. There will be integration and synergy to focus on 
a pragmatic and integrated approach to creating customer 
value. 

Mature teams will grow in strength: 

Dependencies are opposed to the values of agile teams. But, it 
is difficult to avoid it when dealing with complex problems. 
The challenge is to be agile with the skills necessary to satisfy 
the client. The formula is to have cross-functional, self-
organizing and autonomous teams. These characteristics will 
emerge regarding teams. This is a step toward producing for 
less cost over the long term. This may allow teams to mature 
their processes. This help for leading to less waste and creat-
ing more business value. 

Extension of Agile scope: 

There will be a vision incompatibility if an Agile team works 

within an organization that is not Agile. That's why Agile has 
already spread throughout whole organizations. The Agile 
movement will continue to expand. Soon its field of applica-
tion will be extended to many organizations. Its tools will, 
therefore, multiply to meet the variety of organizational con-
text. 

5 CONCLUSION 

The history of the company is not a simple succession of mod-
els that ignore each other. Companies should always integrate 
the achievements of the past. It is not appropriate to abandon 
traditional practices and tools that continue to prove their 
worth. Combining the agile approach with traditional project 
management methods is also a very promising approach. By 
implication, every company should choose its own decision 
criteria. The framework conditions of the organization and its 
strategies can influence the choice in consultation with the 
teams involved. That helps to overcome any resistance to 
change. The failure of the approach will also result in a me-
chanical and short-term application.  The real transformation 
is not in methods, tools, processes. It is above all in people. 
Innovation must be not only technological but also manageri-
al. At the heart of this new approach, companies must have 
processes shared and built with the people, involved and suf-
ficient resources and finally, iterative and incremental action 
plans. New agile methodologies still arise with the promise to 
do agile even better. 
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