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Abstract

Purpose – After deciding to become agile, many information technology (IT) units struggle; they
underestimate the needed managerial expertise to alter their current culture toward an agile one, particularly
when cross-cultural (f)actors are involved. Given that work values are the key to an organizational culture, the
study derived a set of agile work values of culturally diverse IT professionals together with a set of well-known
generic work values. Consequently, the authors illustrate that managers in charge of the transition to an
effective agile culture must pay serious attention to the specific value constellations of its often highly diverse
workforce.
Design/methodology/approach – A literature review resulted in an initial list of agile work values. Then,
mainly through a Delphi round, 12 agile-specific work values were established. These were survey rated, along
with the validated set of 18 generic work values, by 102 British and Indian IT professionals in a digital service
and consulting firm that was requested by its client to become agile. The observations made in 14 feedback
group-interview-type dialogs enriched the surveyed data further.
Findings – In the current exploratory study, four generic value dimensions were complemented by two agile-
specific ones: team communication and shared responsibility. Among the British and Indian (on-site and
offshore) workers, only 2 of the 30 current work values were shared while 7 significant value differences were
found, explaining the noted employee bitterness, productivity losses and client disengagement. This situation
was reflected in the many discrepancies between the professionals’ ideal agile way of working and how their
unit was currently functioning.
Originality/value – The multi-method study shows an over-optimistic approach to becoming agile in a
common cross-cultural context; insights are gained on how to optimize agile ways of organizing IT work when
British IT workers collaborate with Indian IT workers. It may benefit many agile practitioners and managers
working with(in) cross-culturally mixed and partly remote teams.
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Paper type Research paper

1. Introduction
As the global coronavirus (COVID-19) crisis has forced many organizations to act with
unaccustomed speed, becoming more agile is widely assumed a necessity to remain
competitive or relevant (Denning, 2020; Janssen and Van der Voort, 2020). The agile way of
working is a “game-changing” strategy aimed at fast innovations and is, therefore, being
embraced by the C-Suite of many leading firms such as Apple, Microsoft and Amazon that
use the agile Scrummethodology [1] “by the book” (Denning, 2019, 2020; Dikert et al., 2016;
Magistretti et al., 2019). Both their financial results and employee engagement scores have
increased spectacularly (Denning, 2019) [2]. Changing employee mindsets from
conventional ways of working is often underestimated; it is not a knob that can be
switched swiftly. Hence, not all agile-adopting work units are doing so well
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(Balasubramaniam et al., 2017; Denning, 2018, 2019; Dikert et al., 2016; Gandomani and
Nafchi, 2016; Gregory et al., 2016; Gupta et al., 2019). Many of them face the highest-ranked
persisting problem associated with an agile changeover: culture (Digital.aiTM, 2020). In
part, managing agility is complex due to the presence of cross-culturally diverse employees
working remotely (Ŝmite et al., 2021; Thorgren and Caimain, 2019). Plus, academic culture
studies on becoming an effective agile work unit, including the values underlying
employee behaviors, have been largely overlooked by most agile research conducted thus
far (Pacheco et al., 2016): Hence, it is the topic of this paper.

Western corporations often look to Indian employees to scale digital work (�Smite et al.,
2021). The Republic of India, with low labor costs, is world leading in Digital information
technology (IT) Services and Business Process Outsourcing, with the industry’s revenue
estimated at US$194 bn in FY2021 (IBEF, 2021). Western firms have multiple reasons to
continue offshoring IT work, including the scarcity of IT talent in the Western market,
scaling for rapid digital growth and increasing their productivity and business value
(Gregory et al., 2016; Taponen and Kauppi, 2020). Lately, Indian and other IT and
outsourcing firms have begun transitioning to an agile way of working, thereby
sequencing from a traditionally managed service model to agile managed services [3]
(Gewald and Sch€afer, 2017). From a historical perspective, the Indian managed services
[4] market was established by large organizations in the United Kingdom (UK), with
Europe tending to follow (Whitelane Research and PA Consulting Group, 2018).
Therefore, the UK is a natural place for agile culture research. To date, hardly any studies
have reported on the complex cultural issues involved in establishing an effective agile
workforce. New studies would need to be of practical relevance to the many managers
who are currently implementing agile ways of working, often in cross-cultural contexts.
The basic research question addressed by this paper is, therefore, as follows:What work-
value differences are involved among culturally diverse IT personnel during their unit’s
transition to an effective agile organizational culture, and what does that mean for
managing this transition well?

Our exploratory empirical study has been divided into three parts, with corresponding
sub-questions, and offers insights into how to measure an agile work culture and into how
complex agile workforces collaborate when people from very different national cultures
join forces, especially those with British and Indian identities. The contributions of the
research include (1) insights into the underlying set of generic work values in (aspiring)
agile work settings; (2) the empirical discovery of two specific work values that have not
been considered before in prior agility research; (3) the ranking of agile work values among
a culturally diverse group of IT workers (Indian and British IT ones: onshore and offshore)
and (4) an illustrative exploration of the managerial issues acting as barriers within an
Indian IT-firm unit that had been requested by its one large UK client to transition to an
agile way of working.

In what follows, we first review the extant topical literature, after which our exploratory
field-research methods and results are presented, followed by the theoretical and practical
implications and then the conclusions.

2. Literature review
One of the biggest challenges in our Volatile, Uncertain, Complex and Ambiguous (VUCA)
world is establishing organizational cultures so that the people become effectively engaged,
foster needed innovations and develop dynamic capabilities to address variations in their
environment and thereby remain relevant (Achtenhagen et al., 2013; Felipe et al., 2017;
Ilmudeen et al., 2021; Jafra-Sadeghi et al., 2022; Trabucchi et al., 2020; Walter, 2021).
Agile ways of working are heralded to this end (Jafra-Sadeghi et al., 2022). Yet, obviously,
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agility can only be of help if it is implemented effectively. An effective fully agile organization
has to adapt and respond on time and in responsible ways, given its continuously changing
particular environments, so as to survive and thrive (Felipe et al., 2017; Ilmudeen et al., 2021;
Janssen and Van der Voort, 2020). When transitioning toward an effective agile way of
working, IT firms or units face considerable barriers that tend to be of a cultural nature
(Balasubramaniam et al., 2017; �Smite et al., 2021; Tolfo et al., 2011).

2.1 Doing or being agile?
Start-up organizations, like Spotify and Netflix, were born with agile principles and grew an
even more mature agile mindset over time (Beecham et al., 2021; Denning, 2018; Rigby et al.,
2018). Many other already established firms, like Amazon, Internationale Nederlanden
Group, a.s.r. and Ericsson, are transitioning from traditional hierarchies to agile enterprises
(Paasivaara et al., 2018; Rigby et al., 2018). In smaller organizations, IT workers often initiate
an agile project, which is inspired by the “agile philosophy” of the Agile Manifesto for Agile
Software Development (Beck et al., 2001; Conforto et al., 2014). They then use agile methods
and tools to do their work (Paasivaara et al., 2018).

Scrum is the most widely practiced agile method and some organizations mix Scrum
elements with other methods to build their own so-called home-grown approaches (Bianchi
et al., 2020; Digital.aiTM, 2020; Dikert et al., 2016; Gregory et al., 2016). Agile ways of working
usually encompass teams breaking their work into tasks and setting goals that can be
completedwithin relatively short time-boxed iteration cycles, called sprints, of commonly two
weeks. Collaborating in such a sprint work-cycle is positively related to product quality
(Bianchi et al., 2020). Team collaboration is also supported by the most recommended agile
project management tool, “Atlassian Jira board” (Beecham et al., 2021; Digital.aiTM, 2020).
However, “doing agile” typically does not yield the desired consistent or effective agile
culture, even when supported by agile tools and methods. It needs a particular agile mindset
to be shared among all the culturally alike employees (Denning, 2019; Dikert et al., 2016; Tolfo
et al., 2011). Therefore, a large unwanted and potentially costly gap often exists between
“doing agile” and “being an effective agile culture” (Figure 1).

Humans, and every group of collaborating workers, have values. Values are “desirable,
trans-situational goals, varying in importance, that serve as guiding principles in people’s
lives” (Schwarz, 1996, p. 2). They form the largely invisible essence of their “culture.”
“Values determine the definition of ‘good’ and ‘bad’ of norms and are therefore closely
related to the ideals shared by the group” (Trompenaars and Hampden-Turner, 2012, p. 30;
Schein, 1985). Work values direct employees’ attitudes, norms and behaviors, plus aid in
handling strategic objectives, business ethics and decision-making by leaders (Baek et al.,
2019; Brown and Trevi�no, 2009; Fagerholm and Pagels, 2014; Nowak, 2020; Schwartz, 2012;
Sharma, 2015). Hence, the behaviors and perceptions of people working in any group tend
to be anchored in their work values (Denning, 2020; Rigby et al., 2018). Nevertheless, even
though the methods/tools used in agile work settings are based on the workers’ work
values, the mere use of those methods does not simply ingrain these values into the
employees working mindset (Denning, 2020; Dikert et al., 2016; Felipe et al., 2017; Livari and
Livari, 2011; Pellizzoni et al., 2019).

Based on the current agile literature, a desirable agile work culture does not automatically
come with the dynamic capability, readiness and operational competence to sense and react
rapidly and responsibly to expected and occurring changes in the clients’ environments and
changed conditions (Felipe et al., 2017; Ilmudeen et al., 2021; Janssen and Van der Voort, 2020;
Teece, 2007). Its members must have amatchingmindset to demonstrate behaviors that have
a positive impact on the culture’s resolve to survive in volatile environments (Felipe et al.,
2017; Imuldeen et al., 2021). Systematic studies of such mindsets and their underlying (agile)
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values are still rare (Denning, 2019). Also, because human-related challenges tend to impede
agile transitions, Gandomani and Nafchi (2016) voiced the need for a quantitative study of
agile organizational cultures. They and other authors reason that once an IT professional
understands the agile values he/she will understand better why a changeover to becoming
fully agile is being done and will feel more motivated to adapt to the new ways of working
(Dikert et al., 2016). Workers who have adopted agile values have, indeed, been reported as
collaborating more effectively and as adapting more quickly to increasingly dynamic
marketplaces or environments (Felipe et al., 2017; Rigby et al., 2018). However, thus far, no
well-founded specification exists of the key work values that need to be “in place” for any
agile work culture to be or become effective.

2.2 Generic and agile work values
To explore empirically how to shape an agile mindset, Schwartz’ universal or generic work
values can be used as a valid baseline. His well-known four value clusters are as follows:
“openness to change,” “self-transcendence,” “conservative” and “self-enhancement”) (Brown
andTrevi�no, 2009; Fagerholm andPagels, 2014; VanDun andWilderom, 2016).Wewondered
which additional agile-specific work values must be endorsed by IT workers in their process
to become more effectively agile. To this effect, our research aimed to first specify a range of
work values to, ultimately, support IT workers and their units with an agile mindset
consistent with being effectively agile, in addition to “doing agile.” This is because our search
through the agile-organizational literature did not bring out a specification of an agile culture
within transitioning organizations (e.g. Mathew and Taylor, 2019; �Smite et al., 2020; �Smite
et al., 2021; Tolfo et al., 2011). It did show, however, the need for a more thorough and
systematic examination of the human sides of supposedly agile work cultures. Hence, the first
sub-question of our study is as follows: How can an agile organizational culture be
operationalized in terms of work values? Before we offer an empirical answer to this question,
wewill first review the literature on the cross-cultural differences often found in agile settings
where IT professionals collaborate, resulting in two related sub-questions to be addressed
herein as well.

2.3 How societal values may interact with agile work values?
Cross-cultural issues often arise among employees from different countries (Beecham et al.,
2021; Gupta et al., 2019; Paasivaara et al., 2018; �Smite et al., 2020, 2021). �Smite et al. (2021), for

(Agile) Work
Values

Agile Norms /
Principles

Agile
Mindset

Agile Method

‘Doing agile’
Tools and methods

‘Being agile’
Behavior

andddd mmmmmmeth

il

Figure 1.
Towards effective agile
behaviors

JSMA



instance, reported on alarming cultural barriers and misunderstandings between Indian
employees of an Indian vendor and Swedish agile workers which impeded the success of the
mature company located in Sweden.We also know, from practice, that many cultural barriers
exist between British and Indian workers. Indian business organization charts, for instance,
may look familiar but there are many invisible informal behavioral patterns operating in
those firms based on family, caste, traditional or regional ethos, religion and other social
norms (Chatterjee, 2009; Hofstede, 1991; Mathew and Taylor, 2019).

Even though very few studies exist on Indian norms and work values in distributed agile
ways of working, a good exception is the research published by Balasubramaniam et al.
(2017). They identified three typical Indian “scripts”which are relevant when analyzing agile
ways of working: Social Hierarchy, Apane Log and Jugaad. Social Hierarchy advocates a top-
down approach to decision-making and centralization of people’s power over others. Apane
Log refers to the importance attached to “one of us” or to affective “in-group” loyalty (Sharma,
2015). “Familiarity” and “right connections” are considered critical in organizations through
reciprocal obligations such as specific mentor–mentee relationships. Jugaad implies finding
non-conventional and often simplified workarounds. This involves improvisation and a trial-
and-error mentality (Balasubramaniam et al., 2017). While the latter script seems to be highly
compatible with agile methods, Social Hierarchy is not. Therefore, we posed the sub-question
2: How much importance do British and Indian IT workers (in India and the UK) attach to
generic and agile work values? Given that few IT consulting firms, or units, have culturally
homogeneous labor pools, we report how IT personnel differ in terms of generic and agile-
specific work values. Regarding the distributed workforce unit analyzed in this paper, which
was in the process of transitioning to agile, we will report on the level of compatibility
between the generic and agile work values in conjunction with Indian vs British cultural
values.

There is a growing body of literature on the long-term stability and impact of societal
culture values that may interact with the more common organizational values’ effects on job
behaviors and employees’ feelings (Pacheco et al., 2016, p. 606; Thorgren and Caiman, 2019).
Hence, one may view a unit’s effective agile way of working as having (cross-cultural)
dynamic capabilities. Each of those capabilities tends to be anchored in a set of values and
norms that govern the interactions between those who collaborate in agile ways (Felipe et al.,
2017). Stray et al. (2016) noted that the injunctive types of norms and principles (how people
ought to behave ideally) and the descriptive norms (how behaviors come across at present)
differ. Therefore, we will also address if, and how, IT workers can distinguish between
current vs ideal agile ways of working. Therefore, to draw out the managerial insights from
the complexities of transforming an extant digital service and consulting firm unit into a full-
blown effective agile culture, sub-question 3 explores the discrepancies perceived by IT
workers in their current vs the ideal agile ways of working. We first offer a brief literature
review on this very question below.

2.4 Managing the transition to being effectively agile
Leaders have found it hard to define and instill human values throughout their enterprises
when attempting to become agile (Denning, 2020; Dikert et al., 2016; Rigby et al., 2018).
A literature search on agile culture confirms this: There is a focus, on the one hand, on
“engagement as an attitude,” intended as the capacity of individuals to generate and realize
innovation and, on the other, on “engagement as involvement,”which refers to co-innovation
paradigms, involving both internal and external stakeholders in agile ways of working
(Trabucchi et al., 2020, p. 1,460). This bifurcation may easily confound a common
understanding of agile work values in relation to meaningful and productive agile work. The
adoption of an effective agile mindset among employees brings manymanagerial challenges,
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such as handing over decision-making to self-organizing teams (Denning, 2019; Digital.aiTM,
2020; Dikert et al., 2016; Gregory et al., 2016; Gupta et al., 2019; Rebentisch et al., 2018). The
entire organizational culture has to transform without a blueprint to guide it (Dikert et al.,
2016; Riby et al., 2018). Hence, agile transformation must be executed with a step-by-step
rhythm of iterative changes whereby the company’s established hierarchical structure is
gradually transformed to one that is able to embrace the agile way of working (Livari and
Livari, 2011; Ŝmite et al., 2021). Magistretti et al. (2019) reported that organizations can choose
to implement hybrid tactics, such as the creation of an agile unit like an agile center of
excellence – dedicated to support agile implementations –without the need to restructure the
overall organization/unit. At any rate, agile transformations include upskilling employees to
create the conditions needed to create agile mindsets to catalyze innovations (Magistretti
et al., 2019; Srinivasan and Lundqvist, 2010). Firms have considered and applied various
(experimental) approaches to such a transformation. This can be achieved in combination
with coaching and training the workers and/or their leaders to manage the change effectively
(Gandomani and Nafchi, 2016; Paasivaara et al., 2018).

Given that few IT units start out their agile journey with a culturally homogeneous labor
pool, we will report how IT professionals may differ in how they perceive the currently
operating and ideal (generic and agile-specific) work values. With respect to the transitioning
of the specific work unit, we analyzed these values in conjunction with Indian vs British
cultural values and drew out the managerial implications. These implications are important
because clients [5] are increasingly demanding highly effective agile mindsets from their IT
suppliers to enhance their performance.

3. Method
3.1 Design
The field study consisted of (1) a Delphi method involving individual interviews and a focus-
group meeting with agile experts; (2) a survey among 286 IT workers of one unit of an Indian
digital service and consulting firm servicing one company in the UK and this UK client
demanded its IT supplier to function in agile ways; (3) focus-group discussions with the IT
workers about the survey outcomes and (4) individual interviews with two of the IT firm’s
senior human resource (HR) managers (Figure 2).

3.2 Interviews and Delphi
The literature points to the importance of organizational/societal culture in relation to
effective implementation of agile tools and methods but does not offer a well-founded set of
agile work values yet. Hence, we first conducted eight interviews, with open-ended questions,
with agile experts and thought leaders who had been involved in agile ways of working for at
least 15 years at global and fore-front agile boutique consulting firms, especially financial
services ones. In a subsequent group interview with 5 of them, a set of 17 agile values were
derived, including a definition for each one (Table 1). To verify and consolidate them, an
interview was held with one author of the original Agile Manifesto (Beck et al., 2001) after
which the set was reduced to 11 agile work values. Subsequently, we explored these values
through a survey. Such use of the well-known Delphi method enabled the prioritizing of the
most important agile values and reaching a consensus (Gewald and Sch€afer, 2017). The
Delphi method has previously been shown to be suitable for “shaping a whole new discourse
on organizational culture for the postmodern era” (Baek et al., 2019, p. 660).

3.3 Survey sample and measures
To administer the survey containing the agile-specific work values, in combination with a set
of 18 earlier validated generic work values, a unit of an IT firm was approached that
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employed British and Indian nationals who did not share one integrated agile culture yet to
capture the potentially different value orientations. This firm was also selected because it is
one of the largest Indian established IT providers in the UK, and the UK is at the forefront of
the outsourcing trend in Western countries. At the time of selecting the case unit, it had
signed one of the largest managed services contracts of that year in the UK: for application
maintenance and development services and related technology project management of a
British subsidiary of a large European company. The British client selected this vendor
because it had agreed to adapt to their organizational strategy in which agile thinking was
one of the organization design principles. Thus, the focal IT unit was externally tasked to
transform from traditional work methods to agile ways of working. Many other IT firms/
units are increasingly being asked by their clients to work in agile ways.We think this IT unit
is a representative of workforces attempting to become agile by themselves; such a non-
autonomously chosen agile-transformation strategy is unlikely to be executed well. Hence,
similar contexts may benefit from the results of this study.

Five months prior to the survey, 123 British IT employees were transferred from the
British client to the IT vendor’s sites. The teams of this Indian-headquartered IT unit are
distributed across multiple geographic locations: nearshore in the UK and offshore in India.
The transferred British IT workers thus operated side-by-side with Indian-born colleagues in
the UK and they also collaborated daily with “distributed” colleagues in India.

The IT company had invited the researchers to help address issues related to cultural
interplay: the different work habits among the British and Indian workers. We, therefore,
extended the survey to examine the current and required or ideal agile culture. The IT unit’s
management approached their 286 workers to complete our survey in Qualtrics: 13 Indian-
born managers on-site in the UK; their 148 operational Indian offshore colleagues and the 123
transferred British IT employees. We added a randomization function to curb response
bias [6].

We received 118 valid survey responses (38.8%). Only those who had agile work
experience (n5 90) answered the questions about the ideal agile ways of working. A total of
102 responses were useable: 71 had more than 1 year of agile work experience and 90

Main research ques�on: What work-value differences are involved among culturally diverse IT personnel during their unit’s 
transi�on to an effec�ve agile organiza�onal culture, and what does that mean for managing this transi�on well?
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respondents filled in their country of birth and country of residence. The two main survey
questions were as follows: “How important are each of the 30 work values for you in your
current practices?” and “Below are the same 30 work values. In an ideal agile way of working,
how important should each of the work values be?”

Brown and Trevi�no (2009) used Schwarz’s (1996) universal values as the generic work
values of those employed by a regular business organization: justice, equality, success,
altruism, helpfulness, creativity, self-discipline, curiosity, variety, obedience, ambition,
daringness, honor and tradition. They then added four others as follows: teamwork,
experimentation, conformity and taking initiative (O’Reilly et al., 1991). Their validated
18-item measure consists of 4 sets of work values: openness to change, self-transcendence,
conservative and self-enhancement. We used this measure and added the following 11 agile
organizational values derived from the earlier qualitative phase of our study: fast decision-
making based upon facts; learn, change and improve continuously; empowered employees;
helpful leadership; self-organizing teamwork; shared responsibility; communication;
transparency; embrace change; end-user orientation and continuous customer involvement
(Table 1). Next, the list was supplemented with emotional intelligence: as a desirable team-
based quality or core value of highly productive, self-organizing agile teams (Luong
et al., 2019).

All the items were anchored on Brown and Trevi�no’s seven-point Likert scale (and
Schwartz’ original survey) as follows: 1: not relevant at all; 2: not important; 3: less important;
4: neutral; 5: important; 6: very important and 7: extremely important. The Kaiser-Meyer-
Olkin test was 0.88 and, following Bartlett’s test of sphericity, χ2 (435) 5 1,844 (p < 0.001),
indicating that the correlations among the items were high enough to perform a factor
analysis. We used exploratory factor analysis with varimax rotation to validate the 30-item
values measure. The results show that the four Brown and Trevi~no factors were replicated
and that the agile values supplemented two agile factors, which we labeled as follows: Team
Communication and Shared Responsibility.

3.4 Semi-structured group interviews
To gain a deeper understanding of the quantitative results, they were presented to the UK-
based workers and discussed with them in 14 semi-structured group interviews; those on-site
survey-feedback dialogs took place over two weeks with mixed groups at 2 of the UK
locations. Of the 138 invited employees, 86 participated: 77 British IT workers, 7 Indian-born
ITmanagers and 2 British ITmanagers. These 14 survey-feedback dialogs were captured by
the researcher as notes. Based on an analysis of these notes, talks were held with the two
Indian-born senior HR managers (one of whom had lived in North America and worked in
various British–Indian transition projects and the other had been living in the UK for more
than 20 years with similar work experience). The lattermanager co-facilitated all the 14 group
sessions. An advisory report was written for the IT-unit’s senior management. Upon request,
each survey participant received a shorter version of this report.

4. Results
Our findings are presented below. First, we report how all the work values had been ranked.
Althoughmost of the extant and ideal agile work values differed across the three prototypical
groups – Indians on- and off-site and the British ITworkers – two valueswere actually shared
among these groups: “communication” and “helpful leadership.”We interpret all the findings
in terms of what they may mean for managing the transition to becoming a highly diverse
effective agile IT unit.
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4.1 Most important work values
The 30 work values were first ranked by the IT workers in terms of their current importance
(Table 2). Of those values, 26 were seen as important, while 7 were rated as very important:
teamwork, justice, helpful leadership, communication, equality, transparency and end-user
orientation; only 4 of these are specifically agile work values. The lowest-scoring (or rather
neutral) values were tradition, honor, daringness and conformity.

In their current transition, all the IT unit workers managed to deal with a lot of change but
it also created uncertainty. This is the backdrop against which the employees saw “helpful
leadership” as highly important (rank #3 in Table 2), and it was brought up in all the survey-
feedback dialogs. It is remarkable that the six agile experts had not noted this value at all
(Table 2, last column) [7]. The IT workers felt they needed leadership support in terms of the
firm’s and unit’s visions, other cultural guidance and performance-related information and
also for their sense of belonging. The unit leaders engaged less in planning and analysis and
more in Jugaad: improvisations and workarounds to reach goals (Balasubramaniam et al.,
2017; Cappelli et al., 2010). The offshore IT workers in particular needed helpful leadership in
the form of top-down instructions (as part of their Social Hierarchy heritage) and recognition
for their results (Balasubramaniam et al., 2017; Sharma, 2015). The British workers needed a

Work values
102 IT workers Mean

St. dev
6 agile experts’ top 5

Scale (1–30) 1–7(2) (1–5)

Teamwork 1 6.37 0.78
Justice 2 6.33 0.85
Helpful leadership(1) 3 6.25 0.93
Communication(1) 4–5 6.20 1.03 2–3
Equality 4–5 6.20 1.13
Transparency(1) 6 6.18 0.94 1
End-user orientation(1) 7 6.01 0.90 4
Empowered employees(1) 8 5.94 0.98 2–3
Success 9 5.91 0.90
Continuous learn, change and improve(1) 10–11 5.88 1.03
Shared responsibility(1) 10–11 5.88 1.00
Altruism 12 5.84 0.99
Helpfulness 13 5.79 1.00
Creativity 14 5.75 1.00
Self-organizing teamwork(1) 15 5.70 1.03
Embrace change(1) 16 5.66 1.00
Continuous customer involvement(1) 17 5.62 1.03
Self-discipline 18 5.60 1.11
Taking initiative 19 5.58 1.08
Curiosity 20 5.46 1.23
Experimentation 21 5.45 1.10
Fast decision-making based upon facts(1) 22 5.43 0.960 5
Emotional intelligent(1) 23 5.42 1.06
Variety 24 5.35 1.08
Obedience 25 5.26 1.39
Ambition 26 5.24 1.17
Conformity 27 4.72 1.49
Daringness 28 4.52 1.41
Honor 29 4.31 1.59
Tradition 30 4.09 1.59

Note(s): (1): Agile work value; (2): 15 not relevant at all, 25 not important, 35 less important, 45 neutral,
5 5 important, 6 5 very important and 7 5 extremely important

Table 2.
IT workers’ and

experts’ importance
rankings of work

values
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different kind of leadership; they wanted management to share more information with them,
more frequent communication, and to obey British labor laws. During the survey-feedback
dialogs, the Indian onshore workers appearedmuch less assertive about their personal needs:
another cross-cultural difference.

4.2 What current values do the three employee groups share?
Table 3 shows that the members of all three subgroups of employees share helpful leadership
and communication as the most important values. This empirical fact was interpreted as a
vote of insufficient intra-organizational communication or as an urgent employee need for
more direct communication and mentoring/coaching type of leadership (Gupta et al., 2019).
This was interpreted in the advisory report to the higher-level managers as a clear
performance risk in the current ways of working (Beecham et al., 2021; Cappelli et al., 2010;
Dikert et al., 2016; Gregory et al., 2016; �Smite et al., 2021). The British workers corroborated
this insight in the qualitative part of the survey: “It is important to have sufficient face-to-face
team meetings” and “We need more modern digital-conference facilities to be able to talk
more often and align with colleagues located elsewhere.” The HR managers then saw that
more communication would lower their workers’ level of anxiety (Luong et al., 2019).

Noteworthy in this context is that the agile experts had ranked fast decision-making based
upon facts as highly important, while among the IT workers it ranked only #22 (Table 2: last
column). According to the agile experts and Rebentisch et al. (2018), this value typifies an
important aspect of an ideal agile culture: to make decisions based on high-quality data. The
fact that the average respondents ranked this value low showed that decision-making was
still somehow unrelated to their own current behavior at work. The Indian managers
confirmed this. Decision-making was mostly done by their Indian hierarchical leaders and
hardly by the IT workers themselves. At the time of the survey, the IT unit was struggling
with modernizing the client’s legacy systems and timely data transfer from the client to this
IT-firm’s unit. Hence, the employees felt there was little relevant client data and “few facts”
available to make solid decisions.

4.3 Indian values at work
Among the cross-culturally diverse subgroups, seven work values differed significantly
(Table 3). Amidst all the Indian employees, the agile value learn, change and improve
continuouslywasmore important than for the British. Indians tend to improve and improvise
(Jugaad), which brings flexibility and different, often creative, approaches to reach goals
(Balasubramaniam et al., 2017). Indian IT workers tend to be stimulated at a young age to

Work values F-test

Communication 0.09
Helpful leadership 0.06
Self-discipline 15.69**
Conformity 13.84**
Tradition 12.90**
Honor 9.36**
Continuous learn, change and improve 7.41*
End-user orientation 6.83*
Continuous customer involvement 6.50*

Note(s):Based on a 3-wayANOVAF-distribution test among the 30 (generic and agile) work values; *p< 0.05
and **p < 0.01

Table 3.
Two shared and seven
different importance
ratings among British,
on-site Indian and
offshore Indian IT
workers (N 5 90)
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become achievers, appear smart and distinguish themselves from the larger population. The
best students gain access to the best universities. This developmental tendency remains with
them in their working lives. Indian workers are driven to study at the IT firm’s corporate
university and become qualified for a job in India. These young professionals must attain
high-performance levels to then become leaders while behaving according to the Apane Log
script (Sharma, 2015). They are being taught that such success criteria translate into
authority that can literally open Western doors for some of them.

The Indian offshore workers ranked both end-user orientation and continuous customer
involvement higher than the two other groups. Likewise, the Indianworkers wanted to belong
more to the client’s “in-groups” by making personal connections with the client’s end users.
This is in line with the Indian collectivistic or “we” culture (Hofstede Insights, 2021). Client
opinion and loyalty are seen in India as crucial for success, jobs and income security for their
extended families (Balasubramaniam et al., 2017; Hofstede Insights, 2021). However, the
offshore group had no direct contact with the customer/end users. The on-site Indian
managers were reluctant to reveal their lack of specific end-user understandings. Only the
leadership of the IT-firm’s unit was supposed to maintain communication with the client (see,
also, Ŝmite et al., 2021). Yet, the British IT workers did communicate about the end-user’s
needs at a lower level in the client organization. This created some tension with the on-site
Indianmanagers, as theywere not always fully informed and then needed tomediate between
the British on-site workers and directions from the higher managers in India. The transferred
British workers already had an end-user orientation because they had worked with the end
users in their previous jobs. This means they had ample tacit knowledge about the IT unit’s
client and insights into the customers’ whishes (which they had gained from their previous
roles in the client organization). As a result, they could take high-quality service delivery as
the norm and did not rate end-user orientation as being currently important. The Indian
workers, on the other hand, were geared tomeeting the client’s requirements only after a boss
explicitly requested this from them (Gupta et al., 2019). To them, respecting authority and
following managers’ demands appeared very important. The traditional Indian culture was
still in place whereby the IT workers had to respect the traditional hierarchical work
processes, i.e. in their mindset, work delivery is based on “order taking” from their managers
who are supposed to be in the best position to care for the common good (Chatterjee, 2009).

Indian IT workers tend to show internal cohesive group behavior, which was also
reflected in the significantly higher importance attached to the four “conservative” work
values of self-discipline, conformity, tradition and honor by the Indian offshore employees.
The two British-based groups scored self-discipline significantly lower. The British national
culture is more permissive in that people exhibit a willingness to realize one’s own impulses
through a desire to enjoy life and have fun with a tendency toward optimism (Hofstede
Insights, 2021). The on-site Indians seemed to have adjusted to this part of the British culture,
while the offshore Indians’ actions followedmore fixed social normswithoutmuch behavioral
indulgence.

Schwartz’s conformity value refers to “fitting in” as depicted in the Apane Log script in
which Indian employees also show loyalty toward their managers (Sharma, 2015) [8].
Conformity also implies following and committing to the written and unwritten rules (Brown
and Trevi�no, 2009). Examples are as follows: the willingness to say yes to all managerial
requests; the reluctance to warn about non-feasible deadlines and working hard at odd hours
(Ŝmite et al., 2021). Those behaviors and associated values were less visible among the British
workers. They took work seriously, but not too seriously (Hofstede Insights, 2021). The
Britishworkerswere stunnedwhen they receivedwork-related calls from their teammanager
on Saturdays: a difference in thework–life balance among theBritish and Indians (Ŝmite et al.,
2021; Spony, 2003).
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In terms of tradition, the Indian-based employees preferred to harmonize all the extant
dimensions at work (Brown and Trevi~no, 2009; Chatterjee, 2009). In contrast, the British IT
workers tended to believe that progress comes from challenging organizational traditions
and not by preserving customs (Spony, 2003). The work value honor (“showing deference to
senior employees”) (Brown and Trevi~no, 2009, p. 482) invokes the cultural script of Social
Hierarchy: Indian subordinates show a great deal of deference to senior employees and
perceive their work communities as “their respected family.” Furthermore, “saving face” is
important in any situation and that is the reason the “why” question is never asked
(Balasubramaniam et al., 2017) [9]. Such types of questions may force colleagues to engage in
uncomfortable explanations and thus potentiallymaking others “lose face” (Ŝmite et al., 2021).
During the survey-feedback dialog, the British workers reacted to dilemmas with
understatements and humor. To the Indian offshore workers, rituals of recognition, such
as corporate certifications and awards, are of utmost importance; Oscars-like ceremonies in
which highly-performing teams and individuals are recognized and rewarded are
indispensable to them.

Compared to the offshore Indians, the Indians who were selected to work on-site in the UK
showed a less traditional mindset. A thoughtful selection and cultural integration process
abroad enables Indian-work behaviors to evolve accordingly over time (�Smite et al., 2020,
2021; Spony, 2003). The HR transition managers noted, “They seemmore relaxed; working in
a Western country means that the Indian employee has ‘moved upwards’ leading to their
entire family achieving a higher social status and income.” Seen over generations, most
Indian families aim tomove up the caste hierarchy that makesmost Indians operate in status-
conscious ways (Sharma, 2015).

Next to the noted current work-value differences, an organizational culture may also be
typified by what it could become ideally. Given that “agile” originated as an abstract ideal
method for software development, it can be seen as a “work ideology” with many different
options to reach the ideal way of working. Hence, we compared this supposedly shared agile
ideal to the current situation-in-transition.

4.4 Current vs ideal agile ways of working
Within our surveyed group of IT workers, different gaps were identified that pertained to
their ideal agile values. The t-tests (paired difference) showed that out of the 12 assessed
agile work values, 8 of them appeared to differ significantly with respect to the workers’
ideal agile ways of working.Continuous customer involvement had the biggest gap (Table 4)

Agile work values
Mean

T St. devDifference

1. Continuous customer involvement �0.62 �5.43*** 0.96
2. Self-organizing teamwork �0.59 �4.75*** 1.05
3. Embrace change �0.47 �3.93*** 1.00
4. Fast decision making based upon facts �0.37 �3.22** 0.96
5. Shared responsibility �0.35 �2.53* 1.17
6. Continuous learn, change and improve �0.28 �2.60* 0.91
7. End-user orientation �0.27 �2.52* 0.89
8. Empowered employees �0.25 �3.09** 0.69
9. Communication �0.13 �1.42 0.76
10. Emotional intelligent �0.11 �1.21 0.79
11. Transparency �0.10 0.72 �1.15
12. Helpful leadership 0.9 0.97 0.73

Note(s):*p < 0.05; **p < 0.01 and***p < 0.001

Table 4.
Results of current vs
ideal agile work
values (N 5 71)
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(see, also, Dikert et al., 2016). Most of the surveyed workers were collaborating with the
client but were not fully engaged according to their agile ideal. Only two British-born
operational team managers pulled strong ownership toward themselves for the delivery of
agile managed services (Paasivaara et al., 2018; Rebentisch et al., 2018), whereas their other
Indian peers did not. The two British-born team managers’ actions ensured that their
former colleagues (who were now in their client’s firm) were being served with high quality
and on time. These two transferred team managers engaged proactively with their former
colleagues to satisfy their client’s urgent needs to “get things done” (Conforto et al., 2014).
Such functioning as a semi-autonomous team was a slow-moving process for most of the
other ITworkers (Trabucchi et al., 2020). Fully autonomous agile teams are supposed to self-
organize by taking ownership of their own developmental process and by finding a balance
between their own goals and the broader organizational goals. Most of the current teams in
the surveyed unit were still focused on their own tasks and goals and did not make
extensive decisions at the team level (Dikert et al., 2016). Fully agile teams are supposed to
be empowered to make their own decisions and be able to adapt continuously to changes in
customer-relevant practices and innovations (Dikert et al., 2016; Gregory et al., 2016). Most
of this IT unit’s teams were not working like that yet.

Regarding the agile work value embracing change, i.e. being comfortable with agile
transformations and change behaviors (Beck et al., 2001; Paasivaara et al., 2018; Rebentisch
et al., 2018), the workers saw this unit as being far from ideal. For instance, the IT workers
noted that in the ideal agile ways of working, the traditional split into “run” (managing daily
IT) work and “change” (innovate, improve and renew IT)work does not exist. They felt that to
welcome and deploy the frequent IT and business change requirements, both practices had
to be integrated more. New digital technologies were needed, and the business processes had
to become lean. Therefore, they voiced in all the dialog sessions that they expected many
changes in their current work practices. At the same time,many of the British employeeswere
skeptical or hesitant about this unit’s new ways of working (Dikert et al., 2016); they were
particularly unhappy with the limited number of allowable team meetings to coordinate the
work and the lack of internal communication.

In an ideal agile way of working, decisions are made fast and are based upon facts. This
agile value represented another contrast with the current ways of working. Typical
behavioral indicators of this work value are a pluralistic and participative decision-making
style, next to awillingness to re-assess decisions if new information comes in and trusting and
enriching data. Also, employees need to feel comfortable to frequently make short-deadline
decisions as well as have a mindset to use and analyze data (Rebentisch et al., 2018). Even
though this agile work value seems to fit an Indian’s penchant for improvisation, our
surveyed Indian workers felt reluctant to expose work problems to bosses, i.e. to discuss
failures, voice team criticisms or to propose alternatives to the superiors’ directives
(Balasubramaniam et al., 2017; �Smite et al., 2020). Moreover, the great variety of data
applications and contamination during data collection and storage made it difficult for the
remote workers to analyze data well and to make solid decisions based upon them. Hence, the
Indian employees’ Social Hierarchy script trumped Jugaad.

The survey respondents saw a significant gap between their current situation and the
ideal agile value of shared responsibility in the teams; most of the workers (British and Indian)
still followed the managers’ instructions, which reflects the traditional centralization of
accountabilities. The middle managers’ new role in the ideal agile work was found to be
unclear. When questioned, most of the British workers were unaware of the firm’s online
learning facilities. The transferred British colleagues continued their former agile ways of
working. They did not ask for the IT-firm’s guiding work values and preferred agile method,
and the IT-firm unit did not offer it proactively (Dikert et al., 2016). The British were more
inclined to learn on the job and among teammembers by taking the opportunities seriously to
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self-improve their own tasks. This is reflected in the “is–should” gap in terms of learn, change
and improve continuously (see, also, Gandomani and Nafchi, 2016).

Another “is–should” gap was regarding the agile work value end user orientation. The
Indian employees wanted to gain more end user information from their transferred British
colleagues. This signified a desire, on their part, to amass many useful client-business
insights for their joint iterative work-development cycles. They were eager to perform well
and were longing to be invited one day to meet the team and the client’s end users in the UK
(Dikert et al., 2016; Paasivaara et al., 2018).

In 7 of the 14 held semi-structured group interview-type dialogs with the employees, the
lack of being sufficiently empowered was noted. Instead of being entrusted with decision-
making power at the operational level, the IT workers experienced a high level of micro-
management by their management. Sufficient empowerment included participation in
planning their own work projects and having the autonomy to choose their own tasks
(Rebentisch et al., 2018). These issues were interpreted by the Indian higher ups as a need for
more and better digital facilities. The survey results, supplemented with the qualitative
feedback from the many survey respondents and the interviews with the two HR managers,
were assimilated in an advisory report. This report was sent to the IT unit’s senior
management. The advice stressed the need for many more short-term changes.

About three months later, the UK-based employees moved to a new delivery center that
was equipped with the new and needed digital workplace and collaboration space facilities.
Subsequently, two months later, a roadmap was launched to accelerate the adoption of agile
ways of working. This included, for example, having more face-to-face meetings, further
discussions and the detailing of (agile) performance metrics and the integration of the
development and operations functions (DevOps). Also, a more centrally led communication
was facilitated, while some management-leader positions were shuffled, and additional UK
(agile) management consultancy effort was brought in to support senior management in their
agile transformation effort.

5. Discussion
This study operationalizes and analyzes the culture of an outsourced IT workforce in the
transition phase to becoming a fully-fledged agile culture; agile and generic work values were
first derived from both the literature and experts, after which the British and Indian
employeeswere surveyed (in both quantitative and qualitative ways). This exploratory study
adds two agile-value dimensions to a valid set of established generic work values. The
resulting six culture dimensions and their operationalizations illustrate how British and
Indian mindsets differ at work during the transformation process of an Indian-based IT unit
operating for one client in the UK. In the section below, we discuss the theoretical and
practical implications of the findings, the limitations as well as the resulting suggestions for
future research.

5.1 Theoretical implications
This study sheds light on how a supposedly agile culture can be seen in terms of specific work
values. Sub-question 1 was answered by extending Brown and Trevi�no’s (2009) 18 generic
values, based on Schwartz’s (1996) prior work, resulting in an exploratory factor analysis
yielding two agile-specific dimensions: Team Communication and Shared Responsibility. So
a first implication of this study is that the values and their six dimensions (two of which are
agile specific) can be leveraged to operationalize agile work cultures. Note that although the
assessed work values reside in individuals, they can be aggregated at the team and
organizational (or unit) levels of analysis.

JSMA



Furthermore, the agile ways of working can be related to the dynamic capability theory.
Both emphasize an organization’s ability to react adequately and timely to external changes
with an internal – enterprise performance-focus (Jafari-Sadeghi et al., 2022; Teece, 2007;
Walter, 2021). Even though the dynamic capability theory tends to stress skills, processes,
procedures, organizational structures, decision rules and/or disciplines, our agile focus was
on work values, which underlines all these visible organizational phenomena. The two
derived agile dimensionsmay contribute to seeing effective agile ways of working as possible
dynamic capabilities. It would be worthwhile to link Walter’s (2021) derived agility
capabilities (responsiveness, competency, flexibility and speed) to the two agile-work
dimensions determined herein.

Moreover, future qualitative research must examine what it would mean for individual
employees in similar (supposedly) agile teams to feel they have both optimal “shared
responsibility” and “team communication.” Such research may lead to more insights into the
best-practice agile conditions, including the managerial conditions needed for effective agile-
team behaviors, especially how distributed agile workers of “low-cost countries” experience
optimal shared responsibility and team communication at work and how they could achieve
desirable cross-cultural adjustments.

The members of the three different groups of employees studied here felt similarly about
the insufficient communicationwithin the IT-firm unit. During the survey-feedback sessions,
it was reflected that the IT unit was not unified yet in their agile ways of working. The team
communications were too limited, and the employees’ behaviors clashed regularly (without
much noise, even though, in a few of the 14 dialogs, some crying literally took place). This
undermined the morale and the trust the workers had in each other as well as the sense that
they work well together. This case situation may illustrate the point that when studying a
non-Western company, “cultural and regional variations [. . .] can bring remarkable insights”
(Ilmudeen et al., 2021, p. 523).

Given the managerial need to know more about agile and other work values in detail, we
analyzed the 30 surveyed values through Balasubramaniam et al.’s (2017) lens of “cultural
scripts” among Indian workers. Cultural scripts are sets of value-based expressions that are
accepted in a culture as the means to influence others properly. As we have shown, it matters
where IT employees and their managers are born and raised, i.e. in terms of different national
values and norms (Hofstede, 1991), and we recommend future research to also examine
culturally determinedmanagerial scripts more in depth in (prospectively) agile work settings
based on their (potential for changing) behavioral and associated value patterns.

5.2 Managerial implications
Leaders/managers of extant IT organizations who are transitioning to agile ways of working
must take a critical look at the agile “communication” and “helpful leadership” work values.
Both are ranked highly and are the only two values that are seen as very important among the
three sub-groups studied here: the British, on-site Indian and offshore Indian IT workers.
Agile ways of working need an agile mindset, which the leaders in our study still struggled
with. In other words, Denning’s advice (2020, p. 20) for agile leaders is applicable to them: they
can add value by role-modeling agility to critical agile teams; spending more time with
customers and end-users; mentoring direct reports and peers and promoting proactive value
creation. Such agile coaching-like activities require more time and skills from the leaders
themselves, compared to traditional managing. Thus, leaders/managers of units that become
agile must empower their work-floor staff to create culturally-compatible and highly-
collaborative engagement levels to build highly-productive self-organized agile teams (Beck
et al., 2001; Conforto et al., 2014; Dikert et al., 2016; Pellizzoni et al., 2019; �Smite et al., 2021;
Srinivasan and Lundqvist, 2010; Thorgren and Caiman, 2019). Ideally, these leaders need to
already role model the values to accomplish their ideal agile culture. Theymust communicate
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agile whole heartedly and with humility, especially given the fact that organizational change
tends to make the staff vulnerable. Shared agile team leadership still requires helpful support
and subtle control from the C-Suite; they must delegate substantial decision-making
authority to the agile team members as well as rewarding effective agile mindsets and
instigating the much-needed psychological safety. Cross-cultural teams certainly require
more managerial preparation than commonly assumed (Conforto et al., 2014; Thorgren and
Caiman, 2019). Future action research may need to focus more in-depth on what “helpful
leadership” and “communication” entail when (changing towards) becoming an effective
agile organizational context.

5.3 Limitations and future research
This studywas limited to a glimpse of Indian and British employees within one unit of a large
Indian-IT-managed service company in the process of becoming agile. Its fine-grained results
may not be generalizable, although it has often been reported (especially in the practitioner-
oriented literature) that IT firms or units that want to become fully or effectively agile face
very similar complex challenges (e.g. Rigby et al., 2018). Future agile-culture research ought to
focus on both organizational and/or unit level agile work cultures and may need to involve a
wider range of national backgrounds among the IT professionals and clients, because agile
work is becoming increasingly more international as are the clients, end-users and customers
of agile teams.

Effective agile work settings are based on “having” an agile mindset (Denning, 2020;
Dikert et al., 2016; Felipe et al., 2017; Livari and Livari, 2011). Given that, by nature, agile ways
of working require a developmental organizational process, we propose that future agile
transformation research designs would be enriched by longitudinal ones – by aiming to
analyze the typical agile iterative approach to transform the (often cross-culturally complex)
practices over a long period of time. Moreover, further agile culture studies among IT
personnel must test their hypotheses with mixed-methods and multi-level research (that
blends an organizational/team culture focus with a cross-cultural one) and include the roles of
the client customer representatives and leaders involved.

The managerial implications may illustrate how new research on agile workforce
effectiveness could benefit from the business-administrative discipline of organizational
behavior. This may, for instance, include a focus on the self-transcending type of effective
organizational leadership as found, for instance, in the transformational leadership style.
This style seems in need of being combined with a slightly more directive, transactional or
instrumental style (Hoogeboom andWilderom, 2019). Such an extended behavioral repertoire
will ensure that those workers who need more direction or support in taking own
responsibilities are still guided in ways that do not clash with the other workers who do not
have such needs or with those with different work-value constellations. In short, leading a
group of heterogenous IT workers toward highly-effective agile teamwork can be highly
demanding due to the underlying diverse cultural roots of the interacting behaviors involved;
those complex and demanding job situations need much more sophisticated socio-behavioral
team research. As independent teams are the lifeblood of any agile organization, it would be
pertinent to focus also on the conditions of highly-effective agile teams. We must also learn
more about the transformational journey of extant non-agile IT teams toward states of being
a fully effective agile team or culture (Pacheo et al., 2016; Rigby et al., 2018).

6. Conclusions and outlook
To reap productivity gains, many digital IT companies or units are attempting to change into
agile modes of working – either autonomously or prompted by external parties like their
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client(s). Transforming an existing IT work context into an agile work culture does not
happen easily. We illustrate that productivity blockages can emerge when an IT company
weaves agile ways of working into their extant culture. In our case, the transformation
toward an agile culture was associated with very different perceptions about current and
ideal ways of being agile by employees with different cultural backgrounds. We show how
the roots of a productive agile work culture lie in the workers’ (agile and generic) values that
determine day-to-day work behaviors and their interpretations of leaders’ behaviors.

Based on the agile-organizational literature, our Delphi study and the resulting factor
analysis of the identified (in part agile) work values, we find that the work values can be
leveraged into a reliable survey instrument for diagnosing the degree of agile-value
endorsement among IT employees. Given that in some IT organizations these values and
accompanying behaviors may vary from subgroup to subgroup (of employees), over time,
future longitudinal, multi-level and mixed-methods studies must capture the various degrees
of self-organizing agility and the related mindset (factors) of the IT employees and their
managers during major (agile) transformations.

This study demonstrates that the degree of “effective agility” hinges on thematurity of the
leaders’ change-management skills, requiring a wholehearted embracement and role
modeling of the full agile mindset along with cross-cultural skills (see, also, Denning, 2020;
Gupta et al., 2019). The “very important” values associated with this mindset for IT
professionals are teamwork, justice, equality, transparency, end-user orientation, helpful
leadership and communication. These values mainly correspond to the two of the here
examined six work-value dimensions: team communication and self-transcendence. The
latter dimension is not known as being an agile-specific one. Nevertheless, it is part of the
employees’mindset and offers evidence that agile ways of working are also associated with a
particular set of generic work values. Moreover, the next six agile work values appeared to
foster an agile employee mindset that is quite different from non-agile management
assumptions: shared responsibility; learn, change and improve continuously; self-organizing
teamwork; fast decision-making based upon facts; empowered employees and embracing
change (see, Table 4). Thus, managers of organizations wishing to implement agile ways of
workingmust express those agile values in their leading and coaching efforts so that they can
reduce cultural clashes among their globally distributed IT workers and thereby accomplish
a productive agile mindset among them.

Given the great variety of cross-culturally diverse scripts made visible by the very
different and sometimes clashing employee behaviors, we suggest that IT companies should
only start with transforming to agile when they have managers who are fully aware of their
employees’ culturally determined scripts. Given today’s employees’ culturally diverse
backgrounds, those managers must then also be able to coach their employees proactively
toward making the appropriate adjustments. The above may have illustrated that to become
an effectively agile organization or work unit, any given workforce has to embrace not only
large structural but also cultural transformations; the transition toward becoming closer to
an ideal agile mode of working will only reach its intended purposes if managed very well
without underestimations. More research geared at supporting those managers in this
complex task is urgently needed.

Notes

1. Scrum is an agile methodology and a framework to support agile teams to develop, deliver and
sustain products: www.scrum.org (Digital.aiTM, 2020).

2. During the first year of making the switch to agile, the company Salesforce delivered, amongst
others, over 500% more value to its customers compared to the previous year. “15 Months after
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adapting Scrum, 86 percent were having a ‘good time’ or the ‘best time’ whilst working at the
company. Prior to adopting Scrum, only 40 percent had said the same thing. Furthermore, 92 percent
of the employees said they would recommend an agile approach to others” (Denning, 2019, p. 6).

3. In managed services, the responsibility of delivering IT and project management work is outsourced
to a vendor. In agile-managed services, the nature of the vendor-client partnership changes to amore
collaborative agile mode of working.

4. In most Western-managed services contracts, employees are (legally) “transferred” to the vendor.
These employees continue to perform the same or similar tasks, but now for their former employer
who has become their client. In a country such as the UK, legal regulations preserve the former
employees’ contractual terms and conditions.

5. The client in this paper is the British firm. The end-user is an employee of the British client, who uses
the products and services delivered by the vendor. The word “customer” applies to the consumer of
the client’s product and/or service.

6. The randomization function in the survey tool presents the values to each respondent in a different
order (Roos and Roos, 1977).

7. The agile experts had reached consensus onwhat they ranked as themost ideal agile work values: (1)
transparency; (2) empowered employees and (3) communication; (4) end-user orientation and (5) fast
decision-making (see Table 2, last column).

8. Balasubramanian et al. (2017) state that loyalty results in avoiding being direct and forthright. A
well-known example is that it is difficult for Indian teammembers to say “no” and therefore they are
likely to use hinting words instead; Westerners need someone to interpret the hinting words (�Smite
et al., 2020).

9. This means handling social situations so that neither you nor the people you work with feel
embarrassed or ashamed by your actions or words (Balasubramaniam et al., 2017).
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