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Abstract

The paper discusses how this affects the financial resilience across industries, using Amazon, Ford, Toyota, and Pfizer
from 2008 to 2023, with further forecasts up to 2028. It utilizes the ARIMA model in computing the extent to which agility
in operational, financial, and strategic dimensions leads to recoveries and performance during economic turmoil. In this
regard, the adaptability of Amazon and Toyota further increased its growth, but Ford and Pfizer demonstrated really
constrained flexibility due to the limitations of their industries. The approach of Toyota to lean manufacturing proves
that structured agility can also work for traditional industries. Besides, Pfizer's short-term gains from rapid innovation
underlined the relevance of Pfizer's long-term strategic agility. Based on the case study, several contributions are
created to the dynamic capability theory: agility works best within an industry context and within the discipline in finance.
This conference is insightful for leaders seeking to bring agility into various industries' diverse operational requirements,

showcasing agility as both the great factor of competitive advantage and stability.

Corresponding author: Frans Lavdari, frans.lavdari@outlook.com

1. Introduction

In a fast-changing, turbulent world, finally, there comes a possibility of organizational agility, if not for survival, then at least
as the guiding philosophy of corporate life. The crux of this philosophy essentially deals with ways of flexibly reorganizing
operations, resources, and strategies in response to changes in the environment, with roots deeply emboldened in the
connotation of contemporary corporate dynamics. While the literature has lauded agility for its potential to deal with crisis
and build resilience, there is considerable ambiguity-one might argue a philosophic paradox-on how and under what
conditions agility translates into measurable financial performance and resilience. Agility thereby transforms from a source
emanating from operational and strategic levels of management to a key building block in dynamic capability theory.
Agility, according to Teecel'], epitomizes the dynamic capabilities which enable firms to “sense and seize” an opportunity

brought about by uncertainty and reconfigure resources with rapidity and precision. Teece postulates that agile
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organizations exhibit a sort of existential flexibility, adapting organically to the vicissitudes of the external environment.
This almost axiomatic relationship between agility and resilience is, however, being questioned by a number of
researchers such as Eisenhardt & Martin[?l, who consider that the impact of agility is neither universal nor absolute.
According to them, the results of dynamic capabilities-and therefore of agility-depend significantly upon the industry,
stability of markets, and organizational setting, which suggests that the effectiveness may be a contingency rather than an
attribute. This tension is most salient when examining agility across a variety of industries. McGrathl®! argues that through
the nature of digital contexts-characterized by rapid market changes and relentless demand for technological innovation,
organizations should be agile. To McGrath, the ability to develop agility serves like an evolutionary imperative; through
such, it molds the organization, which is highly adaptable, quick to seize fleeting opportunities, and pretty ahead of their
competitors' perceptions. All the same, Liker & Ogden!*] contest this in a study of traditional manufacturing sectors and
suggest that stability, rather than agility, provides the sounder foundation for economic performance. In those industries
which are dependent upon solid assets and capital-intensive methods, structural stability can be more sure to bring about
economic robustness than endless change. The diverse view expressed in this discourse raises critical questions about
how much this concept of agility contributes to resilience and bottom-line improvement in different industries, and our

understanding of agility may be as volatile and contingent as the contexts it seeks to serve.

However, while the theoretical framework often imputes a transformational potential to agility, the exact processes through
which it affects financial outcomes remain unclear and susceptible to inconsistent results across studies. Other scholars,
such as Teece®! himself posit that agility is vital in unpredictable markets; yet he qualifies this by stating that agility cannot
work alone but has to be combined with "complementary strategic capabilities" that foster better decision-making under
uncertainty (p. 174). This perspective by Teece seems to suggest that agility is perhaps more an enabler than a root
cause of financial performance, thus stimulating financial resilience rather than causing it. There is also considerable
debate on the role of financial flexibility, understood as the ability of an organization to manage flexibility in its debt,
liquidity, and investments. For example, seminal work by Modigliani & Miller®! found that flexible financial structures
enable organizations to sustain recessionary pressures; therefore, theoretically, making them resilient. However, Taylor!”],
in his study on the shrinkage of the automobile industry in Detroit, provides a contrary view, arguing that capital-intensive
industries face structural impediments that preclude the effective practice of financial flexibility. In traditional industries,
where high sunk costs and capital intensities are the rule, financial flexibility may well remain an ideal rather than an

achievable goal.

Agility can, therefore, be considered no panacea for financial volatility, while its relevance and impact are very much
context-dependent, thus giving rise to a very philosophical question in regard to what resilience actually is within

organizational settings.

2. Objectives

Considering the difference in the line of thinking regarding how agility influences financial robustness, the subsequent

ones shall try to establish under which circumstances, across industries, agility would result in increased financial
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performance. Having Amazon, Ford, Toyota, and Pfizer depict different business industries and models, the following shall

try to give answers to the following:

How is organizational agility shaping financial resilience and performance in times of crisis?

Which one among operational, financial, and strategic agility is more important to turn possible, enable a
sustainable long-term recovery and development?

What impact do sectoral and structural variations have on the effectiveness of agility in improving resilience and

ensuring financial stability ?

Therefore, this paper applies a longitudinal design by analysing the financial trends of the subject companies through
various crises-from the financial crisis of 2008 to the COVID-19 pandemic-using the time-series data from 2008 to 2023.
In this study, ARIMA modelling projection has been used to forecast further financial outcomes that can provide detailed

insights into the link between organizational agility and financial resilience.

Based on this observation, the current research initiates a debate on organizational agility through an empirical
investigation into its very effect on financial performance across large and diversified industries. Cross-industry analyses
of the associations surrounding agility and resilience and financial outcomes will be provided through the cases of
Amazon, Ford, Toyota, and Pfizer. It is in this sense that the current study oversteps the generalization of positioning
agility within the specific structures of the different industries. The research also provides a deep understanding of the
inherent contradictions that are there in the literature. For instance, McGrath[®! mentions how businesses that have a
digital and technology-based model attain their competitive advantage by way of rapid change, but according to Liker &
Ogdenl“], it is stability in manufacture and lean processes that provides the sustainable manner for conventional
industries. This contradiction is significant because, instead of presenting agility in absolute positive terms, it can connote
different meanings for different industries. It thus, by adapting such gaps within industries, creates a better understanding

of agility, laying the bedrock whereby the practitioner will know when, where, and in what form to develop agility.

3. Organizational Agility in Crisis Periods

Organizational agility is a relatively new concept as it relates to business and management studies, but it finds its
conceptual roots in a rich tradition of strategic thinking. Agility itself-as a concept-draws from classical military philosophy,
wherein one believed flexibility and rapid response were the keys to survival. In a nutshell, Sun Tzu says in "The Art of
War" that "in the middle of chaos lies the possibility” (Sun Tzu 1910/2014, p. 42), which has a lot of similarities with the
conceptualization of organizational agility. The capability of an organization to operate with mobility in chaotic
circumstances, considering this capability for generating opportunities and not only for defensive purposes, encompasses
the core of the goals behind modern organizational agility. In its more organized sense, organizational agility appeared
during the mid-20th century when industrialization and the technological revolution were working their concurrently

powerful impacts. Mass production methods, such as Taylorism, emphasized the maximization of productivity through job
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specialization and close supervision of work practices (Taylor, 1911). Such rigidity was clearly inappropriate for settings
where a rapid adjustment was appropriate. Lean manufacturing innovators, especially with the Toyota Production System,
overcame this shortfall by creating a much more flexible and agile production methodology. For example, as Taiichi Ohno,
founder of the Toyota system, has said, “Where there is no standard, there can be no improvement’®l. The quote from
Ohno thus epitomizes the paradox of agility: it needs a structure, yet at the same time it thrives on its ability for dynamic
change of structure. The triumph of Toyota in integrating continuous improvement, known as Kaizen, into its operational
framework established a basis for the agile methodologies that various organizations currently aspire to implement across

multiple industries!®..

Agility, however, took flight with what is loosely termed the digital economy in late 20th and early 21st-century society. In
the words of Castells, “we are moving toward a network society where information flows faster than the structures that
attempt to regulate them”['%]_ It is in this transition from industrial to post-industrial economies that enterprises had to
change to become not just efficient but also agile. As markets became increasingly stormy, firms began to feel that they
needed to be so capable of "pivoting-a term coined in the entrepreneurial hothouse of Silicon Valley. According to
Ries!!'l'in The Lean Startup, agility has turned into an enabler for the survival of businesses in high-technology industries
as high-speed cycles of innovation are necessary for continuous product or business model reassessment. Mainly, one of
the cross-cutting influences on today's thinking about organizational agility was some work in the United States military in
the 1990s to develop VUCA: Volatility, Uncertainty, Complexity, and Ambiguity. It is the VUCA environment-fast-moving
and ungovernable changes-that epitomizes the context in which organizations today are expected to function.
Accordingly, as Bennis and Nanus!'?! affirmed, "Effective leadership in the VUCA world means being able to engage
ambiguity rather than attempt to eliminate it" (p. 84). It is from this recognition that uncertainty is permanent rather than
transient that both organizational theorists and professionals have been driven to make agility a core competency rather
than a support function. It follows that organizational agility can be seen as an ongoing response to increased complexity
and speed of change in the global markets. From its very roots in military strategy to its codification in lean manufacturing
and extending to today's digital and networked economies, agility has emerged as an indispensable precondition for

organizations not just to survive but even thrive under turbulent conditions.

3.1. Aqility as a Strategic Capability

Agility as a strategic capability exceeds that of operational flexibility because it means the continuous realignment of the
organization with the changes happening in the outside environment, often beforehand. Indeed, one of the very first to
develop the theory of dynamic capabilities were Teece et al.['®!, who collectively argued that firms have competitive
advantages in their ability to “integrate, build, and reconfigure internal and external competences to address rapidly
changing environments” (p. 516). Agility in itself, in this case, should be treated not as an end but as a way to achieve
continued robustness and adaptation along with the passage of time. More specifically, it is nuanced that dynamic
capability should be contextualized within three stages of activity-namely, sensing, seizing, and transforming. The sensing
stage involves the detection of opportunities and threats in the external environment; seizing depicts the mobilization of

resources intended to exploit those opportunities or counter those threats; while transforming represents a constant
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adjustment in resources and capabilities toward actualizing ongoing adaptation. Of course, all three stages require some
degree of agility. Accordingly, as Teece has pointed out, "firms that fail to develop agility risk stagnation or, worse,
obsolescence in a fast-moving market"['! (p. 1341). The classic example is how IBM, in the 1990s, changed under the
stewardship of Lou Gerstner. All its life, IBM had been a hardware company, but when the world moved toward software
and service, IBM basically had an existential problem. Rather than hold on to its core business model, IBM shifted its
focus to enterprise services and consulting. Such a strategic movement required not only operational fluidity but also a
serious rethinking of its strategic direction!'%l. This decision provides a perfect example of the strong power of agility as a
core strategic competency. Gerstner says in Who Says Elephants Can't Dance?, “We had to be nimble in a business
culture built on immobility” (p. 142). This image of quickness combined with stasis speaks very directly to the meaning of
agility; agility exceeds speed and entails the possibility of fundamental, structural change. The idea of ambidexterity—a
state in which novel opportunities are pursued while existing advantages are being exploited—underlines the strategic
aspect of agility. As March!'®! says, organizations have to be able to develop exploitative and explorative competencies if
they want to achieve continued success in the long run. Agility enables an organization to seamlessly move from one
modality into another and thereby optimizes not only the present but also innovates for the future. This is due to the fact
that, according to Raisch & Birkinshaw, an "ambidextrous organization resolves the paradoxes: between old and new,
stability and flexibility, and efficiency and innovation"l'6! (2008, p. 388). The apparent dichotomy of exploitation and
exploration thus becomes a basis of competitive advantage, rather than a constraint, for the agile organization. Probably
the most popular example of strategic agility and ambidexterity is the case of the development of Apple Inc during the
tenure of Steve Jobs. Apple effectively managed a nuanced equilibrium between exploitation, characterized by its ongoing
enhancement of established product lines such as the iPhone, and exploration, exemplified by its forays into novel
domains like the iPad and Apple Watch. This dual approach facilitated Apple's retention of market dominance across
various categories, illustrating the critical role of agility in both strategic planning and operational execution for achieving

long-term success!'”!.

As pointed out by Jobs (2005), “Innovation distinguishes between a leader and a follower”, highlighting the crucial role of
adaptability in the process of innovation, as well as in the strategy behind it. As a result, agility, looked at from a strategic
capability perspective, is more than just an ability to react; it is a strategically enhanced set of competencies enabling
firms to be “in constant state of adjustment to change, continuously taking advantage of new opportunities presented, and
changing in the process”. According to Eisenhardt & Martin, “dynamic capabilities are not vague, idiosyncratic processes

(2]

but rather specific and identifiable routines that generate visibly advantageous performance™<.. Thus, agility should be

seen not as an ephemeral but an real strategic asset.

3.2. Crisis Management and Organizational Theory

Crisis management is the very border of elasticity stretched to breaking point, metaphorically speaking, in an organization.
Various crises-financial, ecological, or even technological-can reveal weaknesses that exist in organizations and their
resisting capability-to adapt or perish. Organizational agility, in conditions of crisis, is not an advantage but a necessity.

According to Perrow's Normal Accident Theory“s], crises usually involve complex and tightly-coupled structures where
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minor failures tend to snowball into huge disasters. In the presence of such structures, the rigid nature of bureaucratic
systems may augment the problems that surround it, because they are not flexible enough to rapidly respond to
unexpected perturbations. For instance, the study carried out by Perrow on the nuclear accident at Three Mile Island
brings out the inherent sensitivities of complexity and tight coupling: “The more complex and tightly coupled a system, the
more prone it is to catastrophic failure”l'8]. Agility in this context releases the bonds that tie an organization's processes
and embeds responsiveness within its mechanisms of response. The most important insight to be gained from the work of
Perrow is regarding how agile organizations can foster turmoil because their internal structures can easily be changed to
meet the demands that specific external contingencies place on them. It supports the threat rigidity theory by Staw,
Sandelands & Dutton!'?], that during crisis time an organization goes rigid and focuses more centrally hence decision
making also becomes centralized. They believe this can lead to maladaptive behaviour whereby the organisations

overlook critical environmental cues!'?l.

On the other hand, agile organizations represent another approach-they decentralize decision-making and speed up
cognitive and operational flexibility, hence acting far more efficiently in cases of crisis. One of the most famous examples
of organizational agility in so far as crisis management is concerned refers to how Johnson & Johnson handled the Tylenol
crisis back in 1982. Subsequent to the crisis associated with cyanide-laced Tylenol capsules which had killed several
people, the company had suffered a serious loss of consumer confidence. Rather than adopting a defensive or rigid
stance, the company immediately recalled 31 million bottles of Tylenol from the market, thereby losing more than $100
million, but in the process saved the image of the brand was saved[??!. Responsiveness about organizational decisions
and messages enabled the company to handle the crisis with dignity and established a new standard regarding crisis
management. James Burke, former CEO of Johnson & Johnson, is quoted as saying that the company's corporate values
led the institution in the right direction with sufficient room for them to expediently arrive at the right decision (Burke,

1983). This figure shows how embedding agility within the organization's culture can be one important determiner of crisis
management. The role agility plays within the management of situations which characterise a crisis can be further clarified
by applying Weick'sl?!] concept of sensemaking: Sensemaking refers to the way organisations make meaning out of
complex situations which are uncertain. Typical is Weick's analysis of the Mann Gulch disaster-a group of fire fighters
overtaken by an unexpected wild fire-in terms of how inadequacies in the process of sensemaking lead to disastrous
results. The rigidities introduced by preconceived routines inhibited the team adjustment to fast changing events and
accounted for their eventual death. As Weick himself expressed it, “Sensemaking collapses when the structures and
routines designed to deal with familiar problems are ill-suited to unfamiliar ones” (p. 310). Conversely, agile organizations
maintain flexible processes which help them realize prompt reinterpretations of emergent crises; businesswise, it is
sensed that an approach toward sensemaking is intrinsic to any organizations' handling of crises like that global financial
crisis which unfolded in 2008. While financial companies like Goldman Sachs quickly recovered from the crisis by adapting
to the changing environment through flexible sensemaking processes, which allowed them to reassess risk models, adjust
strategies, and capitalize on new opportunities, institutions unable to adapt-as in the case of Lehman Brothers, hanging
onto outmoded and obsolete risk models-failed to respond effectively and eventually collapsed(®?]. The striking divergence
of outcome here underlines how central adaptability is to the process of constructing meaning about any crisis; those who

can reinterpret the situation most quickly, and who readjust, will much better survive and even thrive.
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3.3. The Role of Leadership towards Organizational Agility

Undoubtedly, the role of leadership in maintaining and inspiring organizational agility is highly relevant. Leaders are
regarded as the architects of agility because they shape the culture, structure, and processes that allow their
organizations to adapt to change in an effective way. As Burns!?3! argues in his theory of transformational leadership,

leaders must "raise the consciousness" of their followers, inspiring them to transcend self-interest for the collective good

(p. 19).

In agile organizations, the role of transformational leadership in supporting an environment of innovation, teamwork, and
rapid decision-making becomes very important. Transformational leaders like Reed Hastings at Netflix set the role model
for the traits that will keep the organization agile. Probably the most courageous out-of-the-box decision by Hastings,
however, was to turn Netflix into a streaming service from a DVD rental firm in the early 2000s-a gesture that entailed
operational flexibility with the overall reworking of the business model. The importance of experimentation-as well as
accepting the associated risks-was long underlined by Hastings: “the best predictor of innovation is the number of

experiments run per week’?4],

It is the style of leadership that he has followed which has provided Netflix with clarity, independence, and a ruthless drive
for forward-looking strategies that have kept it as one of the most agile and pioneering firms in the world. The other case,
Alan Mulally leading Ford through the financial crisis in 2008, is yet another powerful example of how adaptive leadership
can change an organization when it hits adversity. Whereas in the very moment when Mulally became CEO of Ford, it
suffered from shrinking sales, steep and inflexible cost structure, and poisonous corporate culture. He introduced “One
Ford” initiative, that made decision-making much more rational, then tied together pieces of the company, and created an
environment for continual improvement. Speaking about how to make such environment, the key to agility is creating a

culture where everybody can make decisions fast and confidently”2%!

. Under his leadership, Ford was the only one of the
Big Three that did not declare bankruptcy, emerging from the financial crisis in a stronger and more competitive position
than ever before. Another important element of agility entails the practice of distributed leadership, in which decision-
making is decentralized and authority is shared throughout the organization. Zhang Ruimin, Haier's CEO, has referred to
Haier as a “networked enterprise” that consists of autonomous teams functioning as micro-enterprises within the firm(2¢!.
Decentralization allowed Haier to be very responsive to the changing market since responsibility for the decisions had
been devolved as far down as possible, which means teams could respond very quickly to any shift in consumer
preference. Zhang reinforces this when he says, “In a world of relentless change, there is only one way to remain agile:
empower people at every level to make decisions” (p. 204). In this respect, the style of effective leadership in agile
organizations does not aim toward control but toward facilitating empowerment. Agile leaders create an enabling
environment for adaptability and innovation. They enable a culture that embraces, instead of resists, change.

Heifetz!2”] writes, regarding adaptive leadership, the task of leadership is not to provide all the answers but to shape the

process by which the organization learns and adapts (p. 25).

The essence, then, is in implementing this strategy for adaptive leadership that creates organizational agility responsive to
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modern society's challenges.

4. Methodology: Time-Series Analysis of Organizational Performance

4.1. Research Hypotheses

To conduct structured research about the impact that agility has on financial outcomes, this study promotes the following

hypotheses:

o H1: More agile firms have more significant financial recoveries and growth during a crisis.

o H2: Traditional industry companies, such as automotive ones, recover much more slowly compared with a technology-
driven business.

o H3: Companies that better conduct disciplined financial management have higher operating margins, thus resilient and
long-lasting.

o H4: Product innovation agility offers short-run financial success, but long-run growth may not be guaranteed.

This discussion speculates on the various aspects of the relationship between agility and performance based on the

factors that mold the role of agility in crisis resilience: direct, structural, and sectorial.

4.2. Time-Series Analysis

Investigation into organizational agility, especially within the context of a crisis, necessitates a qualitative understanding of
organizational adaptation processes and an in-depth quantitative analysis of exactly how these adaptations impact
performance over time. Application of time-series analysis would thus be a very exciting methodological approach in
research into the evolution of organizational performance, in particular under the influence of such external disturbances
as economic downfalls, technological upheavals, or public health emergencies. Time-series analysis is a statistical
method that examines variable measures at regular time intervals over a given period with the purpose of bringing
patterns, trends, or relationships among the data. For instance, in organizational studies, a time-series analysis can
explain how such KPls as revenue, market share, operational efficiency, and stock price are changing in the pre-crisis,
crisis, and post-crisis period. Thus, the suggested approach will let numerical comparisons be drawn between agile and
non-agile organizations in respect to their performance level and provide empirical evidence to support or otherwise

question the existing theoretical models of agility.

Application of time-series analysis in organizational studies dates back to the beginning of the 20th century; however, it is
only in the last couple of decades that the approach has acquired much importance due to increased intricacy of global
markets. In this regard, Mitra & Mitral?®] have noted that "time-series analysis derives its importance from the fact that it is
able to model the interdependencies between an organization's capabilities and the environment, evolving over a long

period" (p. 78). These smooth relations become cardinal in the context of organizational agility, since agility is defined by
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how capable an organization is to adjust its processes and strategy to suit and adapt more quickly to changing market

conditions.

The focus in this chapter is on time series via ARIMA modelling because such models have often been applied in
organizational studies for their flexibility in modelling both the trend and seasonality of data. Such a model will enable the
ARIMA to forecast future performance based on trends in the past; hence, it will be a better understanding of how the
agile organization predicts and responds to crises. This will also allow the analysis to trace not only the immediate effect
of the crisis on organizational performance but also the speediness and strength of organizational recovery during

subsequent periods.

4.3. ARIMA Modelling: Theory and Application

The ARIMA is a very powerful statistical methodology that can be used for timeseries data analysis and forecasting.
Although it was first introduced in the literature by Box and Jenkins[??], it has gained popularity but is mainly efficient in the

expression of temporal dependencies in data, since it allows the researcher to depict patterns of autocorrelation.

It draws its strength from the ability it has to break down any univariate time series into three key components:

autoregression, differencing, and the moving average.

Following Chi (2018), the Autoregressive approach is presented as the most appropriate for the focus on forecasting
financial performance and examining the impact of agility on resilience. In particular, the possibility of providing greater
insight into the management of time-dependent relationships, lagged effects, trend recognition, interpretability and
forecast stability make it appropriate to investigate how organizational agility affects financial performance over time, as

explained in the objectives of the present research.

The ARIMA model adopter here is described as follow:
Yt = ¢1 Yt—1 + ¢2Yt—2+ e 4 ¢th_p+ 916[»_1 + o+ Qqet_q+ Gt

Y} the value of the time series at timef concerning parameters and components; in the context of financial forecasting, for
example, it is the revenue or the stock price of an organization at any moment, which can be a month or even a year. The
autoregressive parameters of the model, P include the influence of past values of the time series on the current one. The
"auto-regressive" term explains that the value at time tis based on a weighted sum of its previous values. Orderp in the

parameter p describes the number of values that shall be used earlier to predict the present value.

The parameter Gq signifies those moving average components that incorporate the effect of past error terms, or "shocks,"
that impinge on the series' current value. The moving average feature captures the effects of random fluctuations from

past periods. The variable g defines the number of prior error terms included in the model.

€, is the error term at time t and includes that part of Y; unexplained by the AR and MA components. This error term is just
the reflection of random or stochastic impact within the series which could not be described by an earlier value or previous

errors. Finally, p, d, and g represent the appropriate orders of the autoregressive, integrated, or differencing, and moving
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average components, respectively.
Orders of the ARIMA model:
 p: The order of theautoregressive (AR) part, indicating the number of past values of the series used to predictY;.

o d: The order ofdifferencing, which is used to make the time series stationary by removing trends. Differencing means
subtracting previous observations from the current ones until the series becomes stable (or "stationary").

¢ (: The order of themoving average (MA) component, or the number of past error terms used in the prediction.

The order of the AR part reflects the number of past values of the series that enter the prediction ofY;. The aim of
differencing is the stationarity of the time series. It works by taking away previous values from the present observation
until such time that the series becomes stationary or non-trendy, also said to be “stationary”. The order of MA component
reflects a number of back error terms that are used in the forecast. This, in practice, informatively estimates the ways in
which past performance itself may inform present performance, in transient fluctuation and in long-term direction. As an
example, this may be understood through the stock performance of a company going through financial crisis, pre-, intra-,
and post-event, and how an ARIMA model helps the analyst understand how prior stock performance-or autoregressive
elements-and large market disruptions-or moving averages-come into play with respect to the company's ability to recover

postcrisis.

Various documented applications of the ARIMA model exist in the study of organizational performance. For instance, De
Jong & Ripoll[3O] assert that ARIMA models offer a robust framework “capturing complex interplay between external
shocks and internal organizational dynamics, thus forming a basis for quantitative assessment of the long-term effects of
crises on firm performance” (p. 225). It is particularly just the very relevance when talking about organizational resilience,
wherein the recovery capability can lie outside and inside the organization. These would include internal competence that

enables it to adapt or reconfigure its resources in time.

To give an idea of how this model could be applied to the real world within agile firms, take the example of General
Electric during the 2008 global financial crisis: As this crisis unfolded, the stock value of General Electric dramatically
plummeted because the company was exposed to both the financial service and industrial sectors. Agile leadership and
some important strategy reconfigurations, especially toward renewable energy technologies, enabled GE to first stop the
haemorrhaging and later recover. Using ARIMA modelling for the stock price and financial performance of General
Electric during that period, the researcher would arrive at points where agile decision-making had allowed the group to

soften the long tail of the crisis.

It is also possible to extend the ARIMA models in the study of agility and performance by including exogenous variables
that would include government interventions such as stimulus packages or sector-wide changes in consumer behaviour.
In so doing, the researchers are able to dichotomize the internal agility of the firm from the external factors, giving a
concrete view of how much of the organizational recovery may be truly due to an organization's capability versus broader

market forces.
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4.4. Time Factors: Their Importance for the Organization Analysis

The aspect of time is applicable with respect to organizational agility since this would refer not only to the rapidness of
how an organization responds to crisis but also to the sustainability of the recovery process. To be more specific,
Pettigrew explained that “time is not merely a backdrop against which organizational events unfold; it is a central feature of
organizational processes, shaping both the actions of actors and the outcomes of those actions™®']. While in the

organizational world, a time factor is significant that differentiates between short-term change and long-term permanency.

Time-series analysis allows the researchers to capture this temporal dimension by quantifying performance indicators
across distinct phases in a crisis: an immediate decline right after the crisis broke out, a period of stabilization in which the
organization adapts, and a phase of recovery where performance climbs back to pre-crisis levels. Application of time-
series models to all these different stages therefore enables the analysis of the speed and the effectiveness of adaptive
organizational schemes and, by extension, the explanation of how agility affects the immediate, versus the longer-run,
consequences of a crisis. The relevance of the temporal dimension in relation to organizational agility is best underlined
by the responses of the airline industry following the September 11, 2001 terrorist events. For a time following these
events, airlines faced an immediate steep fall in passenger demand and revenues. While most airlines were trying hard to
get back on their feet, Southwest Airlines remained one of the few true examples of agility. Due to the flexible
organizational structure and impressive cost control, Southwest Airlines could respond much faster compared to
competitors, keeping costs low but without compromising on the level of service. During the following years, Southwest
outcompeted many of its competitors when it could be proved that the flexibility combined with cautious time management
may result in a faster and more possible recovery[32]. Times-series analysis will show exactly how the development of the
financial performance of Southwest took place during and after the crisis, compared to its slower competitors. Time-series
modelling of revenues, operating costs, and relative market share that the company has managed to gain allows us to

draw useful insight from those specific strategies that made its recovery so swift.

4.5. Data Collected and Variable Used in Performance Evaluation

Any serious time-series analysis of organizational performance commences with the specification of the main variables
that are purposed to constitute an indicator of the performance and agility. Within the framework of this study, the

variables are as follows:

= Revenue Growth: This turns out to be one of the major bases on which financial health and market position could be
indicated about an organization. The analysis of revenue growth over time will indicate the resilience of the
organization to recover after crises and/or benefit from new market opportunities.

= Operating Expenses: Agility is, quite often, the reorganization of operations towards cost minimization, without
sacrifice for quality and innovation. Operating expenses will show how an organization can change its internal
processes in response to disrupted environments.

= Stock Price: Stock price indicates the investor's confidence in an organization's ability to handle uncertainty. This

could, therefore, be useful in conducting a time-series analysis on how the markets respond to an organization's

Qeios ID: LZC1WM - https://doi.org/10.32388/LZC1WM 11/31



Q Qeios, CC-BY 4.0 - Article, October 29, 2024

adaptive strategy.

Market share would therefore be an important indication in measuring competitive advantage. In fact, firms that are truly
agile often capture market share from less agile competitors, particularly in a turbulent environment. Customer
satisfaction: For most industries, being agile means maintaining or improving customer satisfaction during disruptions.
Surveys and feedback metrics provide key information about how well organizations maintain customer relationships

during a disruption.

We would analyse these variables based on time-series data from publicly available financial databases such as Yahoo
Finance and corporate financial reports, supplemented by qualitative case studies obtained from the existing literature.
Examples may include how market shares and customers' satisfaction data could be derived from industry reports or
institutions of consumer research, whereas the data relating to revenue growth and operating expense could be found

directly in the company reports.

4.6. Time-Series Analysed in Crisis Situation

The analysis of time-series data when the firm is at some juncture of crisis calls for an in-depth review, not only of events
in the external, but also of internal dynamics within the organization. According to Makridakis, Wheelwright, &
Hyndmanl®3], “time-series analysis is best done in a wider framework of the economic, social, and technological forces

which drive or influence organizational behaviour” (p. 112).

During these periods of crisis, the organization can hardly remain impervious to exogenous shocks, such as economic

recession or changes in technology. In this regard, it is underlined to consider such variables within the analysis.

We would take up intervention analysis through the ARIMA modelling procedure in order to handle this problem. In this
kind of intervention analysis, sudden changes due to exogenous events such as the outbreak of a financial crisis or the
enforcement of new regulatory legislation may be considered. Interventions modelling can, therefore, enable one to
separate the effects of the crisis itself from the inner adaptive strategies the organization took on board in better
explaining the agility-performance link. To this respect, one could incorporate-for example-the intervention analysis for the
2008 financial crisis to estimate the effect of government bailout actions on the performance measures of the automotive
industry. Accounting for these exogenous interventions would allow one to track concrete strategies to which such an
agile company as Ford has recourse during the crisis and hence to show its difference with companies that have relied
much on external propping-up. The time-series data analysed here is important not only for providing empirical support on
the role of agility in recovery from crises but also for offering practical insights for the organizational quest to improve

resilience in light of new challenges.

5. Organizational Agility in Historical Crises: Case Studies and Analysis

5.1. The Role of Agility in Economic Crises
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The intrinsic indeterminacy of economic crises-a Nessie in many ways-issues an ultimatum for an organization's viability:
move fast or go bust. Throughout history, economic disruptions have shaken the frail structures of organizations that
could not flex to meet new realities, while often, the flexible organizations have emerged stronger. Agility, in this context,
is not a simple response to this exogenous shock but has the foresight to anticipate that shift, reconfiguration of
resources, and then exploit opportunities embedded in crises. To understand better how this concept of agility works
during an economic slump, it may be worthwhile to consider some historic examples when such occasions proved that
those organizations which can create that leap at times of economic uncertainty keep their long-term competitive

advantage.

Interesting examples of agility during economic crisis include the Great Depression of the 1930s, and how P&G
immediately responded to this crisis. While most firms, at the start of the Depression, decreased their marketing
expenditure because they saw this as a way of saving money, P&G used the depression to its marketing advantage: it
sponsored radio programs. This helped P&G secure the loyalty of millions of customers who, in fact, became lifetime
customers. This, according to McDonoughl®*], “allowed P&G's quickness to seize the mass communication opportunity
during times of crisis; it converted that company from a regional soap maker to a national powerhouse”. P&G further
exemplifies how organizational agility could let firms not only survive such crises but also exploit them for long-term
strategic gains. A more modern example is Ford Motor Company's reaction during the 2008 financial crisis. The crisis
started to take its toll on the car market, finding its competitors such as General Motors and Chrysler looking for a Federal
bailout to survive. However, Ford had placed itself in a better financial position, having restructured a few years earlier
with a large credit line taken against the likelihood of such a decline[?°!. This farsightedness allowed Ford to weather the
storm on its own nickel adding equity to both its reputation and competitive advantage. This would later be reflected as:
“Agility is not just speed-it's foresight-ast old tombstones never speak. It's knowing where you are vulnerable and adapt-
only the dead know all the answers-before the crisis strikes”®>]. That Ford was able to restructure pre-emptively is
another important dimension of agility: to see the threat well before the threat has crystallized and adapt. Thus, economic
crises become crucibles-a test of how far organizational agility can be stretched. Those that fail usually do so because of
either the weight of bureaucratic inertia or the reliance on strategies that stay in place well past their usefulness. Agile
organizations make use of a crisis for reinvention and often emerge stronger. These cases underpin how agility is

imprinted on the strategic DNA of an organization to deal with protracted economic slumps.

5.2. The COVID-19 pandemic and testing organizational agility

The COVID-19 pandemic represents probably the most powerful disruption to the 21st century to date and thus has
created an unparalleled test of organizational agility. With whole industries knocked to their knees and supply chains
disrupted, organizations had to race toward radically new conditions: lockdowns and work-from-home orders, shifting
consumer demand, and heightened uncertainty. This also presents the rare opportunity for observation in studying how
companies of varying degrees of agility dealt with this crisis and how their reaction would impact their long-term

survivability. Perhaps the most striking example of organizational agility in reaction to the pandemic is the story of Zoom
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Video Communications. From being a small-time player in the markets, fighting off the likes of Microsoft Teams and
Google Meet, once nations started imposing lockdowns and practicing social distancing, it began scaling operations at an
incredible pace to keep up with the suddenly surging demand for virtual communication. It lays claim to having been able
to achieve this because of its agility in scaling up the infrastructure, which helped Zoom grow from 10 million daily meeting
participants in December 2019 to over 300 million in April 2020. This growth has brought its own challenges, especially
with regards to security vulnerabilities and service reliability. Most of all, it helped Zoom convert those challenges into
opportunities in an agile way, like quickly deploying security updates, enhancing customer support, and mooring it in the

market during the pandemic.

Another good example of agility is the transformation of Pfizer during the pandemic: although an experienced
pharmaceutical company with many years of experience in developing vaccines, it was among the very first companies to
develop and distribute a COVID-19 vaccine. To that extent, this agility was made possible because Pfizer decided to
partner with BioNTech, a German biotechnology firm specializing in mMRNA technology. In a nutshell, Pfizer's strategic shift
toward mRNA vaccine development, together with rapid scaling up and the ability to navigate regulatory approvals, turns a
page on organizational agility per se in high-stakes environments. Agility isn't about having all the answers, according to
Bourlal®®l, CEO of Pfizer; rather, it's “about being able to move fast at the moment the opportunity or necessity presents
itself”. This allowed Pfizer not only to take the lead in the war against the pandemic but also to maintain its leading

positions in the biotech industry.

The pandemic also underlined the costs of inertia. Hertz, the worldwide car rental giant, filed for bankruptcy in May 2020
after being unable to pivot following the sudden implosion in travel demand. Despite ample warning when the pandemic
began to spread in early 2020, Hertz was slow either to restructure its operations or to pursue other sources of revenue.
This failure to pivot, in contrast to more agile competitors like Enterprise Rent-A-Car, which quickly shifted its focus to local

rentals and delivery services, underscored the perils of inflexibility in the face of rapid environmental change!®”1.

Thus, the COVID-19 pandemic has created one of the strongest cases for organizational agility. In fact, rapid and
successful adaptation was all that made the difference between survival and complete collapse. It is in this way that
organizations embracing agility through technological innovation, strategic partnership development, or operational

flexibility have sailed through the uncertainty caused by this pandemic and are well-positioned for continued growth.

5.3. Technology Sector Reactions to the Dot-Com Bubble

Another instructive period is the collapse of the dot-com bubble at the beginning of the 2000s, when the presence or lack
of organizational agility decided the fates of companies that took part in the technology business. During that time, wild
speculation went on with investments in internet-based businesses, which suddenly collapsed, and the companies came
to an impassable crossroads: adapt to this new economic reality or enter bankruptcy. While many of those dot.coms were
gone in as quick as a wink, some were able to utilize their signature agility to rise from the ashes and thrive. Consider
Amazon, for example, which emerged from the dot-com bust as proof of what agility could do during those hard times. In

fact, when the bubble burst, Amazon was still mostly an online bookseller, and the pressure from investors to chum some
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kind of profit was huge. Rather than hunkering down, the chief executive, Jeff Bezos, seized the crisis as an opportunity to
extend the range of products sold by the company and to make its operations leaner. Amazon was expanding its
categories of products, introducing new services including AWS, investing in infrastructure which would later become the
backbone of its global operations. As Bezos himself has said in a letter to shareholders, “We have a culture of restless
innovation and agility-no crisis will prevent us from further thinking big”[®€l. This level of agility helped Amazon transition

from an e-commerce player to a global technology powerhouse, setting it up for long-term success.

On the other hand, Pets.com, a very visible victim of the so-called dot-com bubble, is a good example of what happens
when organizations fail to be agile. The business model of Pets.com stood on very high and unsustainable marketing
expenses and assumed uninterrupted funding by investors. When the bubble burst, the management of Pets.com failed to
change its business model to accommodate this financial reality, and Pets.com filed for bankruptcy in 2000, only two
years after it started operations!®?l. The case of Pets.com underlined how various rigidities undermine the potency of firms
in a dynamically changing environment, wherein firms must be agile enough to change course from practices
unsustainable. The dot-com bubble therefore provides many lessons in the agility so needed in the technology sector, as
during these times many companies sank because of speculation that was too high, whereas those companies who
showed enough vision at that time to change their business model and shift the focus toward long-term innovation
emerged much stronger from this crisis. That ability to pivot and innovate under pressure remains a defining characteristic

of successful tech companies, as in the current case of Amazon's continued dominance.

5.4. Agqility at an Automaker: How Toyota Responded to the 2011 Earthquake

Natural disasters, just as much as economic crises, are examples of rapid and extreme disruptions that prove in real-time
how flexible an organization can be. The Great East Japan Earthquake in 2011, shortly followed by the destructive
tsunami, brought down much of Japan's infrastructures and globally disturbed supply chains. Particularly for the
automotive sector, many Japanese manufacturers rely on just-in-time manufacturing processes, which require a constant
flow of components from suppliers. It is considered, for instance, that Toyota Motor Corporation, one of the world's largest
automobile makers, was hurt seriously-the earthquake had disrupted its supplies, meaning that the carmaker could no
longer produce cars at its normal rate. However, Toyota responded in such a manner to the crisis that it showed very

strong organizational agility and recovered more quickly than most of its competitors.

Immediately after the earthquake and tsunami, Toyota faced a shortage of over 500 essential components. The company
took this as an excuse to close most of its plants. Since this was a critical situation, without wasting even a single moment,
Toyota formed a crisis management team and executed numerous steps at the outset. One of Toyota’s key strategies
was to reconfigure its supply chain by collaborating with both Tier 1 and Tier 2 suppliers to ensure the availability of critical
parts. Toyota also adopted a more flexible production schedule, shifting production between different plants and
reallocating resources as needed!*]. That native ability to dynamically reconfigure its supply chain and operations on the
fly had Toyota producing again inside of weeks, while many of its competitors suffered through much longer disruptions.
Beyond that, the agility of Toyota extended well beyond operational adjustments; it used the crisis to develop and

accelerate plans for hybrid and electric vehicles. Being agile, first on manufacturing and then on product development,
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thus allowed Toyota to convert a crisis into a strategic advantage, positioning the company to lead emerging ecologically
clean vehicle markets. As Likerl*] observed, Toyota's agility in the face of disaster is not an accident-it is the “result of
years of cultivating a culture of continuous improvement and flexibility”. The 2011 earthquake thus stands out as a
dramatic example of how organizational agility can be at least an answer to the effects of natural calamities. First,
leveraging the crisis for innovation was the manifestation of the power of agility in one giant leap of quick reconfiguration

of operations; second, a driver of both short-run recovery and long-run strategic positioning.

5.5. Crisis Response Strategy Analysis

These case studies explored throughout this chapter have much to say about different manifestations of organizational
agility in crisis situations. A comparative analysis of these cases brings into light some common approaches through

which agile organizations navigate their ways out of crisis situations:

1. Proactive Planning and Foresight: Companies like Ford and Pfizer foresaw things very much in advance, even
before anything disruptive was to strike. Thus, when it finally hit, they were ready with aplomb, reducing the damage
and setting them on a path of retrieval.

2. Lightning-Speed Reallocation of Resources: The agile organization immediately readjusts resources, be the need
to shift production to other facilities-as happened with Toyota following the earthquake-or scale up infrastructure to
meet new demand, as Zoom has done during the pandemic. Agility means uninterrupted ability to readjust everything
in an organization in accordance with dynamics either of the environment or of the market.

3. Crises as Opportunities for Innovation: It would be expected that organizations like Amazon and Toyota would
leverage crises not just to be resolved but as spurs to innovation. Innovations in products and services as a result of
crises have helped many organizations like these to get themselves a competitive advantage for long-term growth.

4. Decentralized Decision-making: Agility may imply giving teams at various levels some authority for quicker decision-
making. One can take the example of Haier and its choice of a decentralized model of leadership; today, decisions are
made quickly, or at times, there is more flexibility with respect to changes within the marketplace.

5. Strong Organizational Culture: Agile crisis response typically relies on strong organizational culture based on
principles of flexibility, continuous improvement, and resilience. This kind of culture has been encouraged within such
companies as Toyota and P&G, where all these values are important in the case of responsiveness to any kind of

crisis.

5.6. Lessons from Historical Crises: Common Themes in Agility

Critical exploration of historic crises in this chapter identifies some important themes that define organizational agility.
First, there is the simple fact that agility is not a reactive capability but proactive. That is, organizations which anticipate a
crisis and prepare plans towards handling such a situation are better placed when the crisis actually strikes. This proactive
strategy is well evidenced by the decision of Ford to restructure its operations prior to the 2008 financial crisis, by which it

managed to avoid taking a government bailout. Agility implies the ability to reconfigure resources and operations to meet
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altered circumstances. Whether it is the reconfigurations in the supply chain-as in the case of Toyota-scaling up digital
infrastructure-as in the case of Zoom-agile organizations are those that can shift resources into emerging demands. Third,
there is an intrinsic nexus between agility and innovation; companies that manage to use crises as opportunities to
introduce new products, services, or business models often end up stronger relative to their competitors. Other examples

are how Amazon used the dot-com bubble and how Toyota hastened the hybrid car after the earthquake in 2011.

Organizational agility is also enhanced by the mechanism of decentralized decision-making and cultural foundation.
Allowing quick decision-making at the team level and implanting a culture of flexibility and resilience in the team are very
important features that an effective crisis response will need for an organization. These themes, in the course of this
analysis, will shape and enlighten our interpretation regarding the role of organizational agility concerning performance
during and after crises. We present the empirical results of our times-series analysis in the following chapter, focusing on
how these themes come alive in data and what lessons they offer to organizations that want to build agility in a volatile

world.

6. Results and Analysis

The following section presents a detailed analysis of the findings on how organizational agility has influenced financial
robustness and performance across industries. In this chapter, financial trends of Amazon, Ford, Toyota, and Pfizer are
traced from the year 2008 to 2023, while using ARIMA models for forecasting outcomes from the year 2023 to 2028. The
results come out in the form of a somewhat hectic narrative. It first echoes, in particular, the proposed hypotheses for this
research, and it collocaeates, within the ongoing theoretical debate related to agility, resilience, and adaptability, the
empirical findings that reflect on the peculiar manifestation of these concepts in various industries. The analysis of the
effects of agility on economic-financial performance shows, beyond undoubted benefits, the contradictions connected to

the introduction of agility as a trait uniformly useful for heterogeneous corporate contexts.

6.1. Revenue Growth: Agility as a Situational Resource

Complexities in agility are underlined by the fact that Amazon, Ford, Toyota, and Pfizer reveal widely diverging patterns of
revenue; proof that the influence of agility on financial growth is neither one-way nor predictable. The story of Amazon
further illustrates that agility acts as an oiler for growth. Revenues for the company increased from $12.83 billion in 2008 to
$604.33 billion in 2023. This therefore validates Hypothesis 1: highly agile firms have better financial recovery and
growth. The ability of Amazon to adapt to the changing demand brought about by the COVID-19 pandemic cements the
argument of Teecel'l, that dynamic capability is those kinds of capabilities that enable firms to exploit opportunities arising

from environmental uncertainty.
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Graph 1. Revenue Growth Trajectory for Amazon, Ford, Toyota, and Pfizer (2008-2023)
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Graph 2. Projected Revenue for Amazon, Ford, Toyota, and Pfizer (2023-2028)
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In contrast, Ford represents the opposite case. Despite heavy investments in the restructure of its operations, its income
only managed to recover slightly from the losses of the 2008 crisis and finally stabilized at $180.34 billion in 2023, with
estimates pointing to $190 billion in 2028. This finding confirms Hypothesis 2 (H2), in which traditional industries with
heavy industrial processes struggle to achieve all the advantages of being agile. Liker & Ogden!*! emphasize structural
constraints in industries such as the automotive, where it has a limited ability to pivot with high fixed costs and complex
supply chains, which cannot make Ford capable enough to respond quickly to rapid technological and market changes.
Indeed, an analysis of the growth patterns in the revenues exhibits contrasting results of agility amongst such

organizations (refer to Table 1 and Graph 1).

Meanwhile, Toyota has shown a steady growth pattern from $204 billion in 2008 to $308.59 billion in 2023, reflecting
facets of agility within a hybrid model. Lean manufacturing allowed the company to encapsulate agility inside a well-
structured framework for maintaining the right balance between innovation and operational consistency. Finally, the
ARIMA forecast for the revenue of Toyota would be proximate to a value of $350 billion by 2028, thereby justifying the
concept that agility, while executed within structured discipline, leads to long-term growth prospects. On the other side,
Pfizer presented revenue volatility, which came to a peak with COVID-19, hence reflected agility in R&D. However, with
the tiring vaccine demands, revenues for Pfizer are expected to stabilize at US$ 60 billion by 2028. Thus, this fulfils

Hypothesis 4 that says that agility at innovation yields immediate but not sustainable financial gains.

Table 1. Revenue Growth and Projections for Amazon, Ford, Toyota, and Pfizer (2008-2028)

Projected CAGR (2023-
Company Revenue (2008) Revenue (2023) Projected Revenue (2028) CAGR (2008-2023) ) (

2028)
Amazon  $12.83B $604.33B ~$700B 32.8% 3.0%
Ford $146.28B $180.34B ~$190B 1.5% 1.0%
Toyota $204.00B $308.59B ~$350B 2.7% 2.5%
Pfizer $48.30B $55.64B ~$60B 1.0% 1.5%

These findings emphasize suggestions by Eisenhardt & Martin®! that though effective in the short run, agile innovation

may need wider strategic initiatives to provide long-term robustness.

6.2. Operating Margins: Efficiency as Expression of Agility
This operating margin data also reveals how operational and financial agility drives profitability in the face of disruption.

In 2023, Toyota had an operating margin of 9.87%, proving that once agility is combined with the principles of lean
production, the responsiveness and efficiency will be good. Strong and stable operating margins by Toyota are reflected in
Table 2 and Graph 3, and thus, Hypothesis 3 (H3) is verified because it states that companies with good financial

[40]

discipline are resilient and stable. According to Womack and Jones!™ !, Toyota could have such healthy margins because

its lean approach allows the company to make alterations in its production with limited waste.
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Table 2. Operating Margin Projections for Amazon, Ford, Toyota, and

Pfizer (2023-2028)

e gg;;ting Margin ;rgzj:;:ted Operating Margin
Amazon 6.53% ~7.0%
Ford 2.25% ~3.0%
Toyota 9.87% ~9.5%
Pfizer 1.80% ~2.5%
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Graph 3. Operating Margins Comparison (2008-2023) with Projections (2023-2028)

Amazon recorded an operating margin of 6.53% in 2023, with projected growth reaching 7% by 2028. Amazon’s
improvements reflect operational agility through innovations in logistics and cloud computing, aligning with
McGrath’s!®! perspective that digital firms, inherently agile, can achieve cost efficiencies by adapting operations to

technological advances.

Comparing the low margins of Ford and Pfizer can't be done. The case of Ford's 2023 margin of 2.25% reveals high
production costs and low flexibility because of the capital-intensive operations. On the other hand, the very low margin of
Pfizer comes at 1.80%, reflecting the extensive costs of intensive R&D, above all in the era of COVID-19 vaccine
development. Here, this finding justifies Hypothesis 3: low financial discipline and flexibility does not allow holding high

margins, especially in crisis conditions.
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6.3. Debt Management: Financial Agility in Crisis

It also depicts the financial agility of such companies in readjusting all financial strategies during a crisis regarding their

debt management.

Debt-to-Revenue Ratio

0.0

Amazon Ford Toyota Pfizer
Company

Graph 4. Debt-to-Revenue Ratios for Amazon, Ford, Toyota, and Pfizer (2023)

Toyota carries a significant debt load of $241.84 billion but has managed it effectively, maintaining stable debt levels
projected through 2028. Toyota’s disciplined approach aligns with Hypothesis 3 (H3) and Modigliani & Miller's®! assertion

that robust financial structures allow firms to leverage debt without compromising stability.

Amazon possesses a debt totaling $132.97 billion, yet it upholds a comparatively low debt-to-revenue ratio, indicative of
its financial flexibility. Through the utilization of robust cash flows, Amazon has effectively reduced its dependence on
external funding. The ARIMA forecasts indicate consistent debt levels for Amazon, thereby supporting Sull’sl*'! assertion
that firms with substantial internal financing capacities are more adept at managing disruptions. Conversely, Ford
encounters significant difficulties related to its debt. Possessing an indebtedness of $152.89 billion, this considerable

financial encumbrance restricts its operational flexibility, thus corroborating Taylor's[25] assertion that elevated fixed
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expenses in conventional industries obstruct adaptive financial approaches. Meanwhile, Pfizer, carrying a debt of $68.67
billion, has profited from governmental assistance amid the pandemic, facilitating its retention of financial adaptability.
These findings imply that beyond the need for low leverage, financial agility refers to disciplined management, where debt

is matched up with operational capabilities-in the cases of Toyota and Amazon.

6.4. Market Capitalisation: Investor Confidence and Flexibility (Cont'd)

Agility, in a way, is the perception of adaptive resilience that can instil investor confidence-as may be judged by its market
capitalization. If one considers the Amazon market capitalization for 2023, which stood at $1.956 trillion, this suggests that
adaptability in operational and strategic matters enhances investor confidence. Its ability to rapidly scale up operations for
e-commerce and pioneer developments in cloud services has created a strong view of Amazon as a company which
knows how to thrive in turbulent conditions. This agrees with Hypothesis 1 (H1) and further consolidates the view that
organizations inculcating agility into their core operations and strategic platform inspire greater confidence among
investors. According to McGrathl®!, firms exhibiting the trait of agility within technology-based industries are intrinsically

positioned to capture short-lived opportunities and thus attract investor confidence and better valuation.
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Graph 5. Market Capitalization Trends for Amazon, Ford, Toyota, and Pfizer (2008-2023) with Projections (2023-2028)

The market valuation of Toyota is $226.76 billion, and this itself explains the confidence it has built through lean
methodologies and its calculated focus on hybrid and electric vehicle technologies. That gives credence to the view that,

within the right framing, agility is a virtue appealing to investors-even traditional ones. The case of Toyota will also
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partially falsify H2 because it seems to indicate that through strategic foresight and operational efficiency, even mature

firms can rise to the changing imperatives of markets, for instance, the new emphasis on sustainability.

Table 3. Debt Levels and Debt-to-Revenue Ratios for

Amazon, Ford, Toyota, and Pfizer (2023)

Company Total Debt (2023) Debt-to-Revenue Ratio (2023)

Amazon $132.97B 0.22
Ford $152.89B 0.85
Toyota $241.84B 0.78
Pfizer $68.67B 1.23

On the contrary, Ford and Pfizer demonstrate relatively low investor confidence. By contrast, Ford's market capitalization
of $43.96 billion marks the challenge it faces in rapidly adjusting to mass electric car manufacturing-a traditional
manufacturer relies on traditional ways of doing things. Similarly, Pfizer's market capitalization of $163.54 billion
essentially shows enormous but short-lived economic successes from the distribution of COVID-19 vaccines. At this point,
however, with demand already normalizing, investors have increasingly begun to question Pfizer's long-term ability to
innovate outside the pandemic cycle. These cases all support Hypothesis 4 (H4), which proposes that, though product
innovation agility might result in some immediate financial consequences and even investors, only through holistic

continuing agility is their confidence longer-term.

7. Discussion

The current study's findings add to a far more complicated view that corresponds with and contests the extant literature on
organizational agility, underlining contextual factors that will make agility impact financial performance and resilience

across sectors.
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Graph 6. Normalized Comparison of Revenue, Operating Margin, and Debt-to-Revenue Ratio for 2023

Results from the study confirmH1, which states that a firm that exhibits a higher degree of agility will experience better
financial recovery and growth during a crisis. The cases of Amazon and Toyota are the best examples of how either of
these organizations demonstrated flexibility in leveraging the favourable markets for growth. Amazon's success in the
digital space, particularly reflected in its e-commerce and cloud computing advancement during the COVID-19 pandemic,
proves Teece's argument of 2007 where it has been argued that dynamic capability enables business firms to “sense and
seize new opportunities” as they emerge to leverage competitive advantagel'! (p. 1325). Also, the unabated financial
stability of Toyota confirms Womack and Jones's 2003 lean principles that once waste is cut down and processes
streamlined, companies can adapt to undulating market conditions easily without going into financial undulations(“%!. Agility
in Toyota's lean manufacturing is a proof that in capital-intensive industries, well-designed flexibility does return long-term
financial stability. These various cases together therefore give credence to the implications of Hypothesis 1 and identify

the flexibility by which rapid reactions to crises are possible and sustain strategic resilience.

On the contrary, Hypothesis 2 (H2) suggests that companies in traditional industries tend to recover more slowly by
nature, due to the structural rigidity; this is partly supported. Ford's limited revenue growth and challenges moving into
electric vehicles reflect the traditional constraints found by Liker & Ogden!*], typical of mature industries where complex
supply chains and high fixed costs make it harder to be flexible. Thus, Ford's case also reflects the view that traditional
industries are encumbered with physical as well as structural obstacles to fluidity which make agility difficult to translate

into practice effectively. However, the fact that Toyota has succeeded in a capital-intensive car industry definitely refutes
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Hypothesis 2 with its lean manufacturing method, which enables disciplined flexibility. In other words, all the traditional
industries are not rigid. Womack, Jones, & Roos!?! claimed that the lean model of Toyota was an exception to prove that
firms operating capital-intensive businesses could be agile only through a well-tuned flexible strategy. The performance of
Toyota challenges the view that agility cannot coexist with traditional industries and instead suggests that agility's success

is linked to the overriding organizational strategy and management philosophy.

Evidence also supports Hypothesis 3 (H3), since it postulates that those organizations which are more financially
disciplined and operating on better margins are more resilient. Indeed, both Amazon and Toyota will be excellent cases to

indicate how such operational efficiencies and financial controls enable resilience.

Its financial discipline, expressed through its high operating margin and serious attitude toward debt, can be considered
one of the justifications of the capital structure theory of Modigliani & Miller!®! in regard to maintaining stability through
financial discipline and strong internal controls. Eisenhardt & Martinl?! argue that the extent to which dynamic capabilities
can be effective may vary in accordance with the level of environmental stability; thus, they can be deemed very valuable
in cases of potential uncertainty. Similarly, Amazon underpins the function of financial discipline and hence financial agility

as a paramount determinant of robustness, given its healthy cash flows and low leverage.

The last, the Hypothesis 4 (H4), regarding how agility in product innovation yields immediate financial benefits but cannot
guarantee continuance growth, is strongly supported in the case of Pfizer. While Pfizer's agile response to the pandemic
through the rapid development of vaccines led to a serious surge financially, subsequent normalization of revenue reflects
the limits of innovation-focused agility in ensuring long-term stability. This goes hand in hand with Eisenhardt &

Martin's®/ argument that innovation-based agility needs to combine with broader strategic capabilities in order to have a
sustained effect. The concept that solely focusing on product-oriented agility is insufficient for guaranteeing resilience is
supported by Teecel®!, who argues that agile innovation must be incorporated within a company’s strategic framework to
promote sustainable growth. Consequently, although Pfizer realized significant short-term benefits, its performance serves

as an illustration of the ephemeral character of agility concentrated on innovation in the absence of strategic coherence.

7.1. Practical Applications

These findings have very deep implications for business strategy, particularly for the leaders who seek to make agility a
key strategic asset on the path to resilience and financial stability. Undoubtedly, huge dividends do appear to come out of
adopting a considered approach to agility in classically industrial businesses like Ford. The lean principles adopted by
Toyota briefly illustrate that traditional companies can develop their resilience towards a route to operational agility without
losing efficiency. This indeed validates Womack et al.l], statement that the lean techniques present one method
traditional sectors can achieve controlled flexibility. These can enable an organization to respond dynamically to either
demand variation or exogenous shock while sustaining resiliency without giving away the major objectives of operations.
Organizational resilience includes financial flexibility, especially in such industries featuring large-sized assets and high
fixed costs that reduce facility for rapid change. In this respect, the case of Amazon has become highly relevant for

maintaining an intense financial structure that minimizes dependence on debt for lesser crisis management dependency
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on external funding sources. Modigliani & Miller!! argue that companies with flexible financial structures can efficiently
utilize internal capital levels thereby increasing their ability to sustain economic downturns. Companies like Ford, that find
it challenging to operate under large debt levels coupled with capital-intensive operations, would thus benefit by

incorporating more diverse capital structures to avoid financial rigidity.

This goes by the argument of Sulf*', that financial fluidity is elemental in planning for volatility in markets by having more

cash-flow and lower reliance on sources of credit from outside".

The findings suggest that in innovation-driven industries like pharmaceuticals, for instance, agile innovation needs to be
embedded and guided by an integrated long-term strategic perspective. Certainly, the Pfizer case has shown that rapid-
fire innovation could bring quick success, but sustaining it requires a clear strategic perspective. Eisenhardt &

Martinl?l have argued that pure innovation alone cannot sustain success for firms; it needs detailed strategic focus,
incorporating continuous research and development investment combined with long-term planning. The short-term
revenue gain from Pfizer's vaccine sales underlines the fact that single-product focus, while beneficial in the short run,
cannot guarantee the traits of sustainability. Therefore, organizations dealing with research and development-intensive
sectors must drive holistic agility in the process of their innovations to ensure long-term relevance of evolving market

needs.

8. Conclusion

It was to find out how the ability to be organizationally agile would finally bear its effect on the financial resilience and
sustained performance of companies such as Amazon, Ford, Toyota, and Pfizer in their relevant industries. Agility has
been so variously expressed within the many industries for which financial data between 2008 and 2023 was critically
analysed and further modelled using an ARIMA in a trend forecast up until 2028. The results confirm that agility-operating
both at an operational and a strategic level of competence-is critical in terms of resilience. Agility has a very complicated
association with financial performance, which is highly dependent on the context created through industry characteristics,

organizational structures, and other influences within the market.

The results also showed that the magnitude of agility contributing to financial resilience was high for firms like Amazon
operating within a rapidly changing digital environment. Amazon's growth trajectory supports H1: in turbulent
environments, agile organizations are better positioned concerning recovery and growth. Analogous to this, the use of
lean production principles at Toyota suggests that once agility becomes part of the overall structured framework, it would
also enable traditional firms to adapt flexibly to changing markets. This partial support for Hypothesis 2 (H2) would
underline the fact that even conservative industries can take advantage of agility if strategically enfolded within core
processes. Whereas Ford's lagging recovery shows how agility does face its limits in capital-intensive industries where
high fixed costs constrain flexibility, Ford's case thus would therefore reinforce the supposition that traditional industries
had structural constraints. Yet Toyota's case would certainly seem to undermine any assertions that agility and all

resource-intense industries are fundamentally incompatible.
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On the other hand, Pfizer's short-term windfall reaping with vaccine sales alone testifies to the limitation of product-
specific agility and confirms Hypothesis 4: while innovation-focused agility might yield immediate financial gains, broad
strategic agility is needed for longer-term sustained growth. These findings put together create a far more involved
understanding of grokking that it is very helpful while the role of agility itself is defined by its particular organizational

implementation.

8.1. Re-evaluating the Hypotheses

These findings confirm and complicate much of the hypothesized relationships; thus, they point to the situational features

of how agility influences financial robustness.
= H1: Greater the agility of the firm, better is the post-shock financial recovery and growth.

The findings related to Amazon and Toyota go a long way in proving this hypothesis. The rapid growth of Amazon during
the COVID-19 pandemic, for instance, driven by its ability to scale e-commerce and cloud services with ease,
demonstrates the efficiency of flexible business models in volatile industries. Besides, Toyota's lean operations illustrate
that agility can make businesses more resilient even within traditional industries, challenging the old belief that agility
works only in fast-moving markets. These cases therefore reinforce the dynamic capability theory by Teecel'!, which

purports that to create resilience, the ability to "sense, seize, and transform" is so crucial in response to changes.
= H2: Traditional Firms Slower to Recover Financially Compared to Tech-Driven Companies.

This is further substantiated by Ford's financial graph reflecting the operational inertia characteristic of capital-intensive
companies. In fact, the structural permeability that Ford has suffered from, given its heavy dependence on hard resources,
points to the permeability issues that exist in infusing agility into traditional businesses; however, the success of Toyota,
within the same industry, through lean management shows that mainstream companies can also achieve agility if
underpinned by strategic parsimony. This therefore contradicts universality of Hypothesis 2 and infers that agility works
only in concert with industry-specific best practices, a precept upon which Womack, Jones & Roos!?! based their lean

management model.
= H3: Companies with higher operating margins and disciplined financial management are more resilient.

This finds consistent support across Amazon and Toyota, where operational efficiency and financial discipline create the
bedrock for stability. In a similar context, the efficient operating margins and good debt management by Toyota itself
consolidate the need for disciplined financial controls in fostering resilience-a fact that again supports Modigliani & Miller's
capital structure theory!®!. The financial resiliency, underlined by high cash flows with minimum dependence on debt,

constitutes another value of financial agility in tackling the crisis.
= H4: Agility in product innovation has the effect of boosting short-run rather than long-run growth.

Pfizer's experience with the revenue generated from its COVID-19 vaccine has significant corroboration for this
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hypothesis. While the company reaped financial gains almost immediately from rapid vaccine production, the subsequent
stabilization of revenues clearly demonstrates the limitations of relying on an innovation-oriented approach to sustaining
growth. This also supports the argument of Eisenhardt & Martin[?! that agile innovation must be integrated into the long-

term strategy for long-term effects.

8.2. Contributions to Literature

This paper contributes to the literature on organizational agility because it provides empirical insight into its cross-sector
effects. Thus, it supports and extends the dynamic capabilities framework of Teecel'!, using heterogeneous firms to show
the nuanced, context-contingent nature of how agility affects resilience. Though the agility literature often describes agility
as a universal virtue, in practice, it appears highly dependent upon its structural integration within each particular industry.
It is from this point that Toyota's experience in lean production shows even traditional industries can be resilient with
structured agility, challenging the assumption of Liker & Ogden!*! that stability is a better route to resilience for legacy

industries.

Results further depict limitations to agility when it is strictly associated with innovation, as with Pfizer. This corroborates
what Eisenhardt & Martin®! had established stating that the use of product innovation on its own does not provide a
sustainable advantage, hence creating the demand for an agility that surpasses isolated innovation to encompass broader

strategic frameworks.

8.2.1. Managerial Implications

The findings from this study identify a number of practical actions that managers could take to make their organizations
resilient through agility. Traditional organizations, such as Ford, may first benefit by taking a strategic approach to agility,
as Toyota has achieved through its lean model. Established businesses can achieve adaptive resilience without sacrificing

efficiency by cautiously embedding flexibility in key operations.

This approach aligns with Womack & Jones's*?! recommendation that lean practices offer controlled flexibility, enabling
companies to respond to market shifts while preserving operational stability. For companies in capital-intensive sectors,
financial flexibility is essential to maintaining resilience. Amazon’s model of minimal debt reliance and disciplined cash
flow management highlights the advantages of financial agility. Asset-heavy firms should consider diversifying capital
structures and minimizing external debt dependencies, a strategy that aligns with Sull’'sl*' advocacy for agile finance in
uncertain markets. Moreover, strategic agility has to be of a long-term outlook nature if it is to realize continued growth in
innovation-driven industries. Pfizer's case further illustrates that while product innovation may be a source of temporary
success, resilience shall demand continuance in R&D and strategic integration beyond the product level. Thus, it supports
Eisenhardt & Martin's/?! contention that innovation-focused agility should be anchored within a strategic outlook for

sustainability.

9. Limitations and Future Research

Qeios ID: LZC1WM - https://doi.org/10.32388/LZC1WM 28/31



Q Qeios, CC-BY 4.0 - Article, October 29, 2024

Although the case provides the necessary information, various limitations clearly seem to act as avenues for further

research.

While it is a fine example, focusing on four large global companies allows generalization to neither smaller firms nor
across industries. Smaller firms or firms operating in developing industries face distinctly different resource-based
difficulties in routes to agility. As Eisenhardt & Martinl?! also mention, not all dynamic capabilities are born equal, and
therefore, studies of agility must be set within the larger organization setting. Thus, future studies could expand their
scope to include a far more heterogeneous range of firms across different size classes and industries. Admittedly, though
the ARIMA model implemented in this paper works well in the short-term forecast, it fails to capture the long-lasting effects
of exogenous shock or prolonging disturbance. As pointed by Box & Jenkins!??], time-series models take for granted the
environment which is more or less predictable, a premise itself not valid under unstable conditions. Further study may
make an in-depth exploration of how to apply a model with embedded external factors, including machine learning
techniques, which encompass regulatory aspects, geopolitical and technological influence on financial stability. Overall,
the quantitative approach of the research is at variance and scant on the cultural and experiential dimensions of agility in
organizational settings. As Burgelman & Grovel*?l mentioned, agility is not only an operational tactic, it is cultural and
strategic too. Future qualitative research on perceptions and practices through interviews or case studies of leaders and
employees on the implementation of agility across diverse organizational settings may be useful. It will further widen the
view on what agility can do on top of financial indications, by increasing resilience from subjective and organizational

standpoints.
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