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Abstract. Corporate agility is not a futuristic dream. It is a contemporary tool each
construction company should have in its toolbox for daily use. In this article the authors
identified and discussed the factors allowing to determine the level of construction
company’s corporate flexibility. In their approach to determine all the major factors
affecting construction company’s level of corporate flexibility, the authors used
available data from different pertinent sources for systematic literature overviews; they
also held interviews with experts in the field. For this purpose, the authors created
questionnaire sets to evaluate the level of corporate flexibility within a given
construction company. The questionnaire had to determine the existing situation in the
company, its functionality within different departments, its collegiality and inter-
relationships between co-workers, subordinates, and superiors, to explore the level of
corporate flexibility, and much more. Based on the research results, it became possible
to make a direct correlation between the level of the corporate flexibility of the given
construction company and its performance. The already repeatedly mentioned
corporate flexibility directly affected both corporate activities (supportive and primary)
and internal and external environment. The research confirmed that corporate flexibility
is the balance between the needed bureaucracy and organizational flexibility. In
evaluating the results, the conclusion was made that in order to maximize the outcome
of corporate efforts, focus should be made on several issues: measures to reduce
bureaucracy, and most importantly, the scale of overly high level of responsiveness and
flexibility, which may raise concerns about a chaotic and misbalanced structural
organization within the company, when subsequent decisions should be made to
improve the existing situation and prevent a potential danger.
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INTRODUCTION

As determined by many researchers (Sull, 2010; Aghina et al., 2015; Appelbaum
et al., 2017, etc.), corporate agility plays an important role in the successful
performance of any modern company. The segmentation (Oberlender, 2000), low
productivity (Ritz, 1994), high level of all kinds of regulatory issues (de Witt et al.,
2005) and slow pace of modernization (Langf & Male, 2001) bring construction
industry to one of the first places among of industries lacking corporate agility. By
measuring the corporate agility, it is possible to determine weaknesses in the company
(Erande & Verma, 2008). The authors decided to conduct the field research and create
a set of questionnaires that would allow to define the level of corporate agility of any
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given construction company. Consequently, this research would assist the company to
identify, based on its level of agility, the weak points in its functionality, and provide
guidelines for improvement. A corporate agility of any construction company is shaped
by quite a few parameters: Cultural aspects, organizational behaviour, corporate
governance, strategy, human capital, etc. The improvement of corporate agility has a
great positive affect on the performance of the company (Haneberg, 2011), on its
responsiveness and flexibility, its ability to re-adjust responding to internal and external
challenges, while using minimal resources.

The authors used the following theoretical and academic frameworks: the finding
of Hofstede, corporate governance frameworks; organizational behavior frameworks,
the Contingency theory, the Expectancy theory, Maslow’s Theory of Human
Motivation, the Bureaucracy theory, findings developed by Dr. Ichak Adizes, and also
holding interviews with the representatives of construction industry.

The purpose of this article is to identify and give thoughts on the factors allowing
to determine the corporate agility level of a construction company.

Methodology is based on literature overview and personal interviews conducted by
the authors with different individuals representing construction industry.

There was a scientific goal set: To determine main factors that affect corporate
agility of a construction company through interviews with industry’s professionals.

The research structured using the so-called four blocks:
1. Identification of the factors allowing to determine the corporate agility level
of a construction company;
2. The methodology for evaluation of the corporate agility level of a construction
company;
3. Analysis and interpretation of the obtained data;
4. Implementation of the necessary changes.

The current article will review the first two blocks, while the last two will be left
for the further research.

Identification - : Methodology : Analysis and | Implementation
of the factors for evaluation interpretation :‘> of the changes

Fig. 1. The blocks of the research (created by authors).

In fact, a company may periodically use this questionnaire not only to determine,
but also to monitor the changes.

1. IDENTIFICATION OF THE FACTORS AFFECTING THE
CORPORATE AGILITY OF THE CONSTRUCTION
COMPANY

Authors performed a systematic literature overview to determine main factors
affecting corporate agility of a construction company. The results were confirmed by
the interviews performed (face to face or via conference calls) with fifteen CEOs,
CFOs, CLOs, Construction and HR Directors, Senior Project Managers from 4
countries and 11 construction companies. All the respondents were asked to list at least
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five factors affecting, in their view, the corporate agility of their company. 84 (eighty-
four) factors were mentioned. The authors used the content analysis approach to
determine main factor affecting corporate agility of a construction company. The
responses obtained were organized in broader groups and resulted in 8 (eight) main
factors. Each factor has its own level of significance in evaluating the way it affects
corporate agility.

Table 1. Eight factors affecting corporate agility (created by authors).

# | The main factors affecting corporate agility Shares of responses in %
1 | Poor structure (hierarchy, bureaucracy, procedures, experience) 25%
2 | Human Resources (broad thinking, motivation, skilled manpower) 23%
3 | Poor management 14%
4 | Poor planning (including use of technology and analytical tools) 12%
5 | Communication (Internal/External. Reputation) 9%
6 | Lack of strategy/vision 8%
7 | Financial issues 5%
8 | Influence of PESTEL factors 4%
Total 100%

The authors reviewed these factors in detail with following conclusions:

— Poor structure (hierarchy, bureaucracy, procedures, experience). The interviewed
managers have attributed the biggest share to this particular factor. They mentioned
that the improper hierarchical structure, operational system, overall unnecessary
bureaucracy, incompetent shareholders’ intervention in the operational process,
rigid ubiquitous approaches do not allow a company properly and flexibly react to
the changes. Moreover, even if a potential threat or change/challenge is timely
determined, the reaction time appears to be too long and necessary resources to be
used are too costly.

— Human Resources (broad thinking, motivation, skilled manpower). This factor
was considered the next, reaching share of 23%, since the professional quality of
all employees play the most important role in the company’s success. All experts
agreed that the main problem of construction industry is lack of broad thinking and
presence of motivated professionals at all levels. This, in turn, leads to the delays
and losses due to the poorly performed works. Another important issue related to
human resources is a priority given by employees to their own personal goals over
those of their team or company.

— Poor management. This factor is directly related to the quality of human capital.
The lack of self-sample and proper leadership, pessimism among the top
management, lack of ability by the top management to inspire the employees, poor
and involvement in the daily operational decision-making leads to emotional
distress, feeling of mess, of ‘running through the thick forest’ instead of ‘driving
on the paved road’. The gap between managerial strata enforces the inability of the
company qualitatively operate and timely prevent threats and entertain the
opportunities.

— Poor planning (including lack of use of technology and analytical tools). This
factor is a non-stop persisting problem of the construction industry. The
construction organizations often lose money because of allowing themselves to be
involved in highly complex projects requiring significant resources because of lack
of proper operational planning. Consequently, because of late orders, untimely or
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missing information flow, poor risk management, lack of assisting tools (for
instance, suitable software), missing the “no return” point as a result, and at the end
mistakes/defects must be eliminated applying huge effort and resource investment.
Such short-term planning and ‘pumping out water out of the ship’ only allows to
keep the ship afloat without any opportunity to navigate to the port of destination.

— Communication (internal/ external, reputation). Based on the results of the
questionnaire, this factor was also named as quite important one with the share of
10%. The truth is, all employees highly appreciate the reputation of the company
they are working for, as well as the relationship between their company and
external stakeholders. However, the observation shows a permanently present
distressing moment: poor exchange of information between different departments,
lack of necessary information and leadership input to make decisions, practically
non-existent feedback between decision-makers and their employees, - all of which
serve as demotivating factor.

— Lack of strategy/vision. This problem, understandably, origins at the top-level
management. As it was observed, It the decision-makers often lacks even the
understanding, why those in power should set a clear strategy and define goals.
However, even when trying to implement the necessary strategic points and define
the efforts needed to reach the set goals, top managers do not consider it important
to share their points of view related to the future development of the company to
the lower levels of the chain of command. Thus, the lack of understanding of the
goals, the inability of thinking “out of the box”, failure of the core top management
to set tasks, to implement proper strategy impedes company’s development, and,
as a result, nobody knows where they are going, nobody knows what to expect and
what to be ready for; hence, demotivation and confusion. One of the corner stones
of the corporate agility and responsiveness is a clear understanding of corporate
goals and tasks, of ways how to achieve these goals, while ways, considering all
the circumstances, can be adjusted. Otherwise, prompt and effective operation
based on consistent transformation is impossible.

— Financial issues. There is not a construction company (actually, any company at
all) that can operate without strong financial background (credit and guarantee
lines, warranties, working capital, etc.). However, it should be noted that within the
given research, this issue was discussed more as an existing and necessary source
allowing fast development and proper reaction to changes. It is always better to
have more money than less, however, often companies that have “deep pockets”,
do not act proactively, being reluctant to demonstrate agility.

— Influence of PESTEL factors. It was observed, that in relation to company’s
proper development, the influence of Political, Economic, Social, Technological,
Environmental and Legal macro-external factors minimal impact on company’s
agility and/or responsiveness. Construction industry is one of the most
bureaucratized ones, thus all the described external factors are considered as more
or less given, and a company is supposed to operate as agile and responsive as
possible, within the given limits. The important issue to be established here is
whether these factors change too often or too quickly, meaning that a dynamic
change of this degree may negatively affect a company by blocking its ability to be
timely prepared.

It is important to outline that almost half of the responses - 48% - are attributable
to only two factors — human resources and structural organization within a company,
the next 36% were considered as contributed by management, planning, and
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communication. The authors interpreted these factors within the framework of the
concepts discussed above and concluded that these are human resources, corporate
governance and organizational behaviour since the mentioned three components make
84% of responses related to their influence on the corporate agility. The significance of
the factors under discussion was supported by both, theoretical and practical approach.
The further research will focus on establishing a tool allowing to determine the level of
corporate agility and to provide guidelines for its improvement.

2. THE METHODOLOGY FOR THE EVALUATION OF
CONSTRUCTION COMPANY'’S LEVEL OF CORPORATE
AGILITY

To determine the level of corporate agility in a company, the authors developed
questionnaires using the following theoretical and academic frameworks:

Table 2. Theoretical framework for a questionnaire

The research aspects

Literature and studies/The authors

Cultural aspects

Hofstede 2011, Gelfand et al 2009, Friberg & Eldring 2013

Best practices of corporate
governance frameworks

Yao 2009, Maassen 2002, Kast &. Rosenweing 1979, L'huillier
2014, Epstein 1999

Best practices of organizational
behaviour framework

Mintzberg et al. 2006, Kondalkar 2007, Wagner 111 &
Hollenbeck 2010, Burnes 2017, Oberlander 2000, Ritz 1994,
Langford & Male 2001, Rajasekhar 2017, Brockmann, &
Girmscheid 2015, Cardosa et al 2015, Brooks& Spillane 2016

Best Human Resource practices

Mayo 1933, McGregor 1960, Dan-Asabe & Radosavljevic, 2009,
Eaton 2008, Siew 2014, Burnes 2017, Cardosa et al 2015, Burnes
2017, Oberlander 2000, Ritz 1994, Langford & Male 2001,
Brockmann, & Girmscheid 2015, Brooks& Spillane 2016

The Contingency theory

Mintzberg, 1979

The Expectancy theory

Vroom 1964, Vroom & Deci 1977

Maslow’s Theory of Human
Motivation

Maslow 1943

The Bureaucracy theory

Weber 1948, Friedrich 1952

Corporate lifecycle findings
developed by Dr. Ichak Adizes

Adizes 1999

Interviews with construction
industry’s representatives

Construction industry’s experts

This questionnaire should help to reveal the existing situation in a company, its
functionality within different departments, its collegiality and inter-relationships
between co-workers, subordinates and superiors, employees’ attitude towards the
organization, to explore the level of corporate agility of a company, and many more.
Shortly speaking, it will include a variety of internal data, that most of the employees
would not be willing to share, especially with the top managers of the company.

3. RESULTS

There might be different reasons why: possible fear to lose their job, personal
issues, or peculiarities of their nature, or else; however, the crucial point of any
assessment and analysis is the true and reliable data received during the initial phase of
the interview, leading to conclusions and development of consequent improvement
programs. This is the reason why the authors developed the seven-step program named
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“AGILITY” to perform assessment of a construction organization, with analytical
approach towards obtained results, providing respective recommendations. It would be
highly advisable to distribute the questionnaire as broadly as possible within an
organization.

“A” (Agent) - Selection of an independent agent. It is highly recommended the
interview to be performed by a hired external consultant, a construction industry
professional, with no personal involvement/interest/relationship with the company
under assessment. This person should be known to be honest and reputable, so that
potential respondents would trust their personal data/information would not be
disclosed. allowing the interviewees to openly respond, with no fear. If, for any reason
a company would decide to proceed with this assessment using internal resources, there
should be serious consideration in convincing interviewees to provide veridical data.
One of the options might be assessment provided by cross-department management,
when head of one department performs an interview with employees of another
department; however, this approach still does not exclude conflict of interests and/or
similar divergences.

“G” (Guidance) - The Agent becomes a Guide. He/she should explain to the
interviewees the questionnaire, its purpose and the whole process. The introductory
communication is one of the most important phases of the interview, which cannot be
skipped. The proper introduction and friendly environment help to develop sense of
participation and cooperation among the interviewees, but while, on the other hand, the
Agent/Guide still controls the process. Interviewees should clearly understand why they
are questioned, what they should expect as consequences, being sure that their superiors
are sincerely interested in their answers; the management must communicate the
necessity for interviews within the company, and the whole process should be as
transparent as possible. The purpose of the procedure should be explained, the strategic
goals should be revealed, a few known failures or weaknesses should be described,
however, the spirit of willingness to grow and to improve must prevail. Clear rules and
limits of the deploying questionnaire must be set and communicated. All participants
should believe in good faith and confidentiality of this the process. All questions must
be read and explained, together with assessment criteria. There should be also discussed
the process after the questionnaire is filled. Agent/Guide should encourage questions
and active participation/involvement. The whole process may take place either in
person or via video conference, less recommended are written instructions. The latter
may compliment the visual component. It is important to emphasize that the
respondents may use the additional field in questionnaires for remarks in case they are
not sure about something or would like to expand/comment their answer.

“I” (Implementation) — Implementing the questionnaire, there should be as many
people involved as possible. The person should complete his/her answers by giving
numbers and indicating his/her agreement and/or disagreement with the one provided
the questionnaire should be completed by as many employees as possible from all
professional levels and departments. The respondents should not be asked to complete
the questionnaire by hand, to avoid people fearing identification. The best way to
proceed would be to provide a platform where no personal identification is required,
and request for identification is set as optional. The interview could be performed with
several individuals at the same time or by groups, via smartphones or laptops, and
within certain period of time.
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“L” (Learning) — Learn and analyze the results. Each answer has assigned a score. The
total score is summarized after the whole table is full; the higher the number the lower
is the level of company’s agility, which may be determined, if necessary, completely,
covering the whole organization under research, as well as its part. However, here is
important to note that in analyzing the results, the focus should be given not only to the
particular department, but also to a respondent per se, since the perception of any state
of affairs, including description of corporate agility, varies depending on the
professional position/professional level of the responding employee. List those who
identified him/herself. Thus, it is important to assess the respondents by groups,
allowing the researcher to see how different groups of respondents evaluate the
corporate agility of their company and the working place/conditions. There are
following issues to be considered: the working place/department, education, gender,
years of experience, - all of which may help the researcher o come to proper conclusions
from different angles of view. Another important issue is paying attention to the
number of unanswered questions and additional remarks, which may also play an
important role demonstrating what is missing within the company under research.

“I” (Interview) — It would be useful for research to have at least 10%-20% of
participants to be interviewed personally, which is not always possible. Depending on
the scale and structure of the company, the interviewer should define the number of
people to be interviewed and their background. It is recommended to begin with those,
who identified themselves, since the discussion with them will be more open and
relaxed. It is not less important, while interviewing those who refused/avoided to
identify themselves, to understand what the reason for such behavior was. It is always
better to proceed with this interview in a cozy comfortable place, preferably not at the
place of work helping the respondents to feel relaxed, for example, coffee place at work
or outside the place of work or a joint walk with the interviewer. In any case, the
interviewer, after analyzing the previously obtained written results, must figure out how
to proceed with the mentioned personal interviews; there may be different approaches
- it may be either a discussion in general, when important issues of interest are
imperceptibly asked or the whole questionnaire may be openly discussed. In the latter
case the data collected would be definitely more precise. In addition to the given
questions, there should be also discussed ideas for improvement expressed by
employees during the interview. It is recommended that all acting heads of departments,
top management and, when possible, shareholders, are interviewed as well.

“T” (Truth) — This is the phase when the results are presented, and the true situation
revealed. The result should include analysis of the situation in the whole company, as
well as separately, in each department. Here should be presented the following results:
The viewpoints of different groups interviewed, the discovered weak
spots/insufficiencies/failures, after which recommended guidelines for improvement
should be presented. If the client/company decides to deploy the suggested guidelines,
the latter should turn into the clearly defined tasks, goals, and paths of actions. There
may be a subsequent need of overall review of corporate structure and operation in a
company per se, as well as in some particular departments.

“Y” —Year(s) — It must be noted here that the development and implementation of
measures to deal with problems mentioned above is a highly time-consuming process,
with no expectations for immediate results. Having a comprehensive picture in mind, it
is recommended that a company under research repeat the questionnaire a year after all
failures had been described and suggestions accepted and implemented; sometimes it
may be worth even to rephrase the questions, to assure the actual answers and
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memorized ones. Such an approach in no way excludes any follow-up meetings and
monitoring discussions, the latter will provide a feeling or indication, while the overall
questionnaire would give a comprehensive picture. The results of these activities would
show real-time changes/improvements.

The 7 (seven) steps AGILITY model showing implementation of a questionnaire
specifically developed to assess the level of corporate agility of a construction
company.

Agent
An independent

agent to lead the
/ process. \

Year(s) -
Guidance
The long process of )
implementing changes Guide and promote the
and control process
Implementation

Presentation of the The quiestionnaire to be

filled by as many people
as possible

/

results, including weak
spots and

Interview Learning

Make personal
interviews to get the
whole picture <—

Learn and analyse
the results

Fig. 2. The 7 (seven) steps AGILITY model (developed by the authors).

The authors developed the frameworks for the questionnaire based on both,
theoretical and practical findings. In order to receive comprehensive and detailed
analysis, the questionnaire should be divided into 9 blocks: Authors developed the
frameworks for the questionnaire, which is based on both theoretical and practical
findings. In order to receive comprehensive and detailed analysis, the questionnaire
should be divided into 9 blocks: 1% block “Human resources”, 2" block questions
“Communication including reputation”, 3™ block “Operational planning and
approach”, 4" block “Management and Organizational behavior”, 5" block “Structure
and Corporate governance”, 6 block “Strategy and Values”, 7" block “Financial data”,
8" block “The influence of PESTEL factors (political, economic, social, technological,
environmental, legal — external macro factors)”, 9" block “General valuation”,

As was mentioned above the authors left the detailed elaboration of questionnaire
for further research. Similarly, was done for two more steps needed to complete the
evaluation of the corporate agility of the construction company: “Analysis and
interpretation of the received data” and “Implementation of change”. Authors suggest
developing about 7-10 questions for each questionnaire block, addressing both personal
and corporate aspects, which should be described by the employees.

The questionnaire per se is important, but it is only one of the tools the Agent should
use is evaluating the company. Personal interviews, small group workshops, perhaps, a
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box for suggestions might also be an option to understand and explore the internal
corporate climate of a company.

CONCLUSION

The research’s findings proved that level of corporate agility has a direct impact on
the corporate performance. It affects both the internal and external environments of the
construction company. The corporate agility of all departments has a direct positive
impact on both supportive and primary activities.

While evaluating the questionnaire’s results, it is important to remember that agility
is total lack of any limitation and ability to accept any change. On the other hand, the
excessive bureaucracy is an agility killer. The research’s results clearly show the direct
correlation between the corporate agility and the development of a company, with
ability to adjust itself to any changes and/or challenges. Consequently, the excessive
bureaucracy, corporate rigidity testifies to the opposite. Thus, evaluating and analyzing
the obtained results, a company on its way to progress should focus on issues to reduce
bureaucracy, simultaneously taking measures to balance the development between deep
rigidity leading to lack of operational responsiveness and overly agile structure leading
to chaotic environment without proper leadership and management.

It is recommended that the last two blocks: “Analysis and interpretation of the
received data” and “Implementation of the necessary changes” should be explored
during the further research and following discussions. The required changes to improve
corporate agility may call for a different approach within corporate culture,
development of a long-term process of “reformation”, changing the relationship
between the management and employees, as well es inter-relationship between the
teams, leading to changes in their way of thinking. It may also require the structural
change that may occur relatively rapidly but will be followed up by slower process of
“getting used to” or, in other words, institutionalization. The latter | may initiate some
cultural and behavioral changes within the organization, which, most probably, will
occur in a natural way.

The required/recommended changes should be evaluated from the implementation
point of view. It is highly important to take all factors into consideration while the
improvement plan is being developed. The top management should be sure to
understand whether their company is stable enough to undergo transformation in its
culture and structure, if needed, which way would be better for their business — the
smaller steps involving some particular procedures or an overall “corporate revolution”.
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