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1. Abstract


Digital transformation is widely explored in current literature and offers a broad sense of
 perspective for understanding the process of organizations adopting new digital technologies
 in order to meet market requirements. While the phenomenon at large is widely explored, the
 mechanisms which drive this process have not been given much attention. More knowledge
 on this has the potential to help managers and organizations in general to navigate through
 tensions which may arise during a digital transformation. More so, understanding said
 mechanisms consequently offers knowledge on the drivers being responsible for achieving a
 successful digital transformation. 9 interviews were conducted representing a range of
 gender, age and hierarchical positions within Coop and recently created subsidiary Lobyco,
 contributing to a holistic picture of Coop’s digital transformation. This paper adopts an
 abductive research strategy as well as grounded theory methods which implied efforts
 amounts to a process of identifying, analysing and evaluating key themes in our empirical
 data. An in-depth analysis of our case company Coop’s digital journey determines three
 mechanisms which are identified as the main drivers during Coop’s current 5 year digital
 transformation process. This paper furthermore demonstrates the digital transformation
 mechanisms abilities to resolve tensions. As such, a greater understanding of how to navigate
 between resolving or managing tensions arising during digital transformation, is presented.


This understanding is further illustrated in a conceptual framework which aims to present the
 relationship between tensions and digital transformation mechanisms. First, Coop’s digital
 journey thus far is presented and analysed in order to understand the building blocks for the
 organization’s digital transformation. Secondly, we find paradoxical tensions to emerge as a
 key theme in our empirical data, as such we analyse these and identify their underlying
 tensions. In addition we identify the mechanisms which Coop has utilized in their digital
 transformation. Thirdly, a conceptual framework is built as a result of the identified relation
 between driving digital transformation mechanisms and underlying tensions. Fourth and
 lastly, this paper presents a notion of measuring the success of digital transformation, in an
 attempt to make stages of the digital transformation process more tangible. The measurement
 is defined as digital agility and is critically discussed throughout.


Keywords: exploratory case study, grounded theory methods, abductive research strategy,
digital transformation drivers, generative mechanisms, paradoxical tensions, digital agility.
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4. Chapter 1: Introduction


Similarly to how supermarkets replaced smaller traditional grocery stores in Denmark in the
 1950’s (NNIT.com), recent advancements of digital technologies and system infrastructures
 will transform the way people buy groceries indefinitely. In recent years, there has been an
 increased focus on digitizing Danish supermarkets, first in the shape of self-service checkouts
 and more recently with the opportunity to shop and pay for groceries using apps and online
 platform services. By creating a digital shopping experience it is all about reducing the time
 spent on buying groceries and even more importantly; the time spent in line waiting. As a
 result of the increased focus on the digital agenda, in 2015 the Danish retail company Coop
 introduced the concept Scan & Pay. A platform feature as part of a larger ecosystem, where
 consumers can scan products directly from the shelves, put them in their bag as they go along
 and pay through the Coop app without having to stand in line (Coop.dk). It is therefore
 evident that in order to keep up with the rapid digital agenda in the market in general, the
 retail business must rethink and improve their current business model and processes in order
 to embark on a new digital journey.


Retailers like Amazon, who are giants in the retail industry, have introduced Amazon Go
which provides customers with check-out free stores and new shopping experiences
(Amazon.com). Since 2012 it has been possible for customers in the UK to utilize the service
Scan as You Go in the supermarket giant Tesco (Scan & Shop, Tesco.com). The strategic
acceleration of digital technologies which the retail industry's giants have made in the last
decade has undeniably left its mark on the Danish retail industry. The digital technologies,
digital infrastructures, and digital solutions which have been introduced to the retail industry
have offered more than improved customer experiences. A new business area has been
introduced to companies within the retail industry. New strategic possibilities to further
competitive advantages, accelerated market change and industry giants, are all part of the
reality which all retail companies must successfully navigate. With these digital solutions, an
international aspect has furthermore been introduced to retail companies which have
traditionally exclusively been concerned with each own national retail market. To navigate
the digital transformation that has dominated the retail industry the last decade, companies
face the challenge that is to adapt and furthermore adopt digital technologies, infrastructures
and services internally. In other words, as technology continues to advance, technology and
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 and society at large. As such, how well companies navigate these rapid external changes, are
 among other aspects, determined by organizations' abilities to manage the inevitable internal
 changes. Thus, strategic digital ambitions have, as a result of digital technology
 advancements and industry changes, become relevant within Danish retail organization. How
 high these ambitions are set and how they are prioritized within the organization is imposed
 by each organization's ability to manage a digital transformation.



4.1.  Research Motivation


The motivation for this research is two-folded. First of all, we wanted to further the
 theoretical concept of digital transformation, and thus make the concept more tangible and
 applicable in organizations. By combining tensions between and among every step of digital
 transformation mechanisms in an organization, we wish to create a framework for how such
 transformation can be handled and mediated to achieve sustained digital transformation and
 digital agility. We find this topic to be of high value to organizations who have undermined
 the importance of creating a foundation for trust and support between management and
 employees. Large organizational digital transformations often seem to fail or get lost from the
 original vision, if the people involved are not fit to manage the transformation, or are lacking
 valuable information which leads to tensions and resistance towards change. This research is
 by no means a critique of the case company Coop or the subsidiary Lobyco, but has instead
 served as a study of how large organizations with traditional company structures are
 managing an organization spanning digital transformation. We therefore seek, with this study,
 to bring valuable insights to organizations who will face a similar digital transformation as
 we have seen it in Coop, as well as provide recommendations for how to further the digital
 transformation in Coop. In general we found that while digital transformation has been
 widely investigated in academic literature for decades, there is not a solid foundation of
 knowledge provided to organizations on how they can best manage the tensions and
 resistance internally in a digital transformation process, and we wanted to provide such a
 framework.


Secondly, the motivation for this research stems from a personal interest towards digital
transformation as a theoretical concept. As we, the authors of this research, previously have
investigated the digital transformation process in Coop, we already knew we had a profound
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 new theoretical lenses to it. Since most companies have already faced, or will face a digital
 transformation in the future (NNIT.com), we found that the topic could not be more relevant
 in terms of organizational trends. With COVID-19 companies are more than ever having to
 adapt and change to digital transformations, to be able to follow along the rapidly changing
 digital environment we are navigating in.



4.2. Thesis Structure


In order to provide the reader of this thesis with an overview of the structure and the
 sub-components that constitute the entire thesis, we will in this section provide a reading
 guide with brief descriptions of each section and what is to be expected throughout the
 reading process.


Chapter 1: First the reader is introduced to the topic of digital transformation in retail and to
 the case of digital transformation in Coop. This chapter will also provide an explanation of
 the motivation for choosing the research topic.


Chapter 2: Following the introduction the second chapter will include the theoretical
framework. We guide the reader through the most prominent literature on digital
transformation and tensions and paradoxes which will shape our research. We furthermore
provide definitions on the terms we use including digital transformation, digital agility and
mechanisms, which are all contributing factors to forming the understanding of what we are
investigating. Subsequently, we also provide an overview and timeline of the digital
transformation journey in Coop which forms the foundation for the analysis in chapter 4.



(11)Chapter 3: In chapter 3 of this research project the reader will be introduced to the
 methodological choices based on the theoretical framework. We will provide an overview of
 the research setting and introduce the case company Coop and Lobyco. We will outline the
 research area and state our research questions and sub-questions to be analyzed and
 researched. We outline our methodology in terms of the research philosophy, research
 approach and research method. Hereafter, we will present our research design, and our choice
 of semi-structured interviews as the primary data source. We give an introduction to the
 interviewees so that the reader can get to know the participant’s and their inclusion in the
 research project. Lastly, we analyze our data and present a coding scheme.


Chapter 4: In chapter 4 we firstly analyze the digital transformation in Coop. We then identify
 which tensions have arisen as a result of the digital transformation. Combining tensions to the
 digital transformation mechanisms we hereafter present a conceptual framework and model.


Which will assist in an understanding of how to manage tensions because of digital
 transformation in organizations. We lastly present our findings and analyze our framework..


Chapter 5: In chapter 5 we present arguments and discuss the relevance of our framework and
 model. We discuss whether or not Coop has achieved digital agility as a result of the digital
 transformation and how top management and a strong leadership is important when
 anchoring digital transformation in the organization.


Chapter 6: In chapter 6 we reflect on our findings and discussion, and come up with our
 suggestions with regards to recommendations to Coop. Both in terms of managing the
 tensions using our framework and model, but also in a future perspective in furthering their
 digital efforts and reaching digital agility.


Chapter 7: In chapter 7 we finally conclude on our research and answer our research question
 with regards to which digital transformation mechanisms Coop have utilized on their path to
 digital agility.


Chapter 8: In chapter 8 we provide a perspective on future research. We will mention the
potential for furthering the research in a future perspective as well as providing a critical
reflection towards limitations.
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5. Chapter 2: Theoretical Framework


A theoretical framework is vital to any research and dissertation. In order to account for our
 theoretical choice for this research study, the theory-driven thinking and action is explained
 according to selection of topics and research agenda (Grant & Osanloo, 2014). Furthermore,
 the theoretical framework can be viewed similarly to the blueprint of a house and makes up
 the foundation allowing us to justify our research project, and build our analysis on a solid
 theoretical backing (Grant & Osanloo, 2014). In the following sections we will introduce our
 theoretical choices and topic delimitation regarding the four main theories and themes in this
 research project; digital transformation, tensions, digital agility and mechanisms. The
 theoretical framework will be structured according to a literature review approach, allowing
 us to deep dive into relevant literature about our main topics. Furthermore, allowing us to
 identify where in the litterature we see potential to further the research scope of digital
 transformation.



5.1. Digital Transformation


With the surrounding environmental digital pressure on incumbent companies to transform
 and innovate themselves into digital organizations, the theory and concept of digital
 transformation comes into play. In the following sections we will define digital
 transformation as a concept, and explain its use and definition through time.


We have sought to find and provide essential relevant knowledge on digital transformation as
 well as finding the key theorists who through time have shaped and defined digital
 transformation in literature and in organizations. We will elaborate on this method of
 snowballing in the methodology chapter in this research project.



5.1.1. Westerman et al., (2011)


The research Digital Transformation: A Roadmap for Billion-Dollar Organizations by
 Westerman, G., Calméjane, C., Bonnet, D., Ferrais, P., and McAfee, A. (2011) represents one
 of the many significant contributions to the definition and understanding of digital
 transformation in organizations. As such, this research defines digital transformation as:


“The use of technology to radically improve performance or reach of enterprises”


(Westerman et al., 2011, p. 5).
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 digital entrants on the market when shaping the digital transformation process (Westerman et
 al., 2011). It is explained how digital transformation traditionally has been researched from a
 startup or high-tech organizational perspective, whereas the traditional incumbent firms are
 lacking a clear understanding of the benefits of digital transformation and digital technology.


They especially highlight that digital transformation should be a top down process driven by
 the organization’s senior leaders and successful digital transformation is achieved not by
 creating new organizations it is merely about taking advantage of existing strategic assets in a
 new way (Westerman et al., 2011).



5.1.2. Berman S. J. (2012)


Berman (2012) suggests in his researchDigital Transformation: Opportunities to Create New
 Business Modelsa framework for how firms can take advantage of the products and services
 available in the new digital marketplace (Berman, 2012). Centrally for this research is mobile
 connectivity and devices such as smartphones and tablets and how these digital components
 transform business models. As such Berman (2012) highlights the importance of
 implementing digital technologies as the backbone of digital transformation to enable greater
 customer collaboration and interaction by reshaping customer value propositions (Berman,
 2012). Moreover, the research also suggests four paths to digital transformation and discusses
 the relevance of understanding and evaluating the factors most important to successful digital
 transformation from an individual perspective. While the research does not impose a
 definition to digital transformation, it is highlighting several important factors about using
 digital technologies and mobile connectivity on smartphones to achieve digital transformation
 which is argued to be similar to the digital transformation of this overall case about Coop.



5.1.3. Matt, C., Hess, T., and Benlian, A. (2015)


In the research about Digital Transformation Strategiesdigital transformation strategies are
 being defined and separated from similar concepts. Moreover, they propose a framework for
 how firms can formulate, implement and evaluate digital transformation strategies, and show
 opportunities for future research within the digital transformation field (Matt, Hess &


Benlian, 2015). It is discussed how digital transformation strategies are different from IT
strategies in both perspective and overall goal.
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 products, processes, and organizational aspects owing to new technologies”(Matt, Hess &


Benlian, 2015, p. 2).


Specifically for the framework mentioned, Matt, Hess and Benlian (2015) proposes The Four
 Dimensions of Digital Transformation Strategies, consisting of the following four
 dimensions: 1) Use of Technology, 2) Changes in Value Creation, 3) Structural Changes, and
 4) Financial Aspects. To achieve a successful implementation of a digital transformation
 strategy Matt, Hess and Benlian (2015) suggests that essential to fully exploit the intended
 effect of the digital transformation strategy is to align the four dimensions. Moreover in the
 similar study Options for formulating a Digital Transformation Strategy also by Matt, C.,
 Hess, T., and Benlian, A. (2016) they provide a definition for digital transformation which is
 also important to highlight in this digital transformation strategy context:“(DT) is concerned
 with the changes that digital technologies can bring about in a company’s business model,
 products, processes and organizational structure”(Matt, Hess & Benlian, 2016, p. 3).



5.1.4. Svahn et al., (2017)


In the longitudinal research of Volvo Cars: Embracing Digital Innovation in Incumbent
 Firms: How Volvo Cars Managed Competing Concerns By Svahn, F., Mathiassen, L. and
 Lindgren, R. (2017) it is being researched how incumbent firms address and embrace digital
 innovation in a digital transformation perspective.


The research offers several lessons on how traditional incumbent firms can improve
competition and competitive advantage in the digital environment. Moreover it highlights
several bottlenecks that many established companies are concerned about when utilizing
digital innovation initiatives, such as the fact that established firms are able to develop and
innovate new digital strategies without risk losing their core business. In fact, the research
actually encourages digital innovation as a means of maintaining core businesses (Svahn et
al., 2017). The research about Volvo Cars is especially interesting in comparison to Coop,
because we can draw several parallels between the similar questions and uncertainties faced
when deciding to exploit and manage new digital technologies.
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5.1.5. Vial, G. (2019)


Vial (2019) ties together in the research Understanding Digital Transformation: A Review
 and Research Agenda a comprehensive understanding of digital transformation in extant
 literature, which he argues has been lacking a common understanding of its nature and
 implications (Vial, 2019). This research by Vial (2019) has especially been insightful in
 gaining a greater understanding of digital transformation and its many definitions through his
 extensive research of 282 digital transformation works resulting in the articulation of an eight
 building blocks framework. This research has also particularly assisted in acknowledging
 leading articles and theorists within the digital transformation field, also referred to as
 snowballing.


Vial (2019) takes the notion of what is previously known about digital transformation and
 asks the question: “What do we know about digital transformation?”(Vial, 2019, p. 1). And
 by combining the research of the 282 digital transformation works he encompasses a new
 conceptual definition of digital transformation as: “A process that aims to improve an entity
 by triggering significant changes to its properties through combinations of information,
 computing, communication, and connectivity technologies” (Vial, 2019, p. 1). As such, an
 inductive framework presented serves as a comprehensive understanding of digital
 transformation processes wherein organizations respond to changes. They do so by taking
 advantage of digital technologies to alter the value creation of which organizations must
 account for eight factors, these so-called building blocks (Vial, 2019). The eight building
 blocks consist of: 1) disruptions, 2) strategic responses, 3) use of digital technologies, 4)
 changes in value creation paths, 5) structural changes, 6) organizational barriers, 7) negative
 impacts, and 8) positive impacts (Vial, 2019).



5.1.6. Mayor, T. (2019)


The researchFive Building Blocks of Digital Transformation from MIT Mayor (2019) offers
 a roadmap to organizations on how to tackle the extensive organizational change which
 digital transformation is.


Like Vial (2019) this research also suggests a building block structure framework for
understanding and tackling digital transformation in organizations. As such, the five building
block framework is what initially inspired us to develop on the building blocks present in the
digital transformation journey in Coop. Moreover it inspired us to relate it to the concept of
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 research has played an extensive role in the creation of our contribution in relation to digital
 transformation in Coop. Naturally, the research will therefore be accounted for in more detail,
 to understand the processes and building blocks which we in the analysis will apply to our
 case.


Mayor (2019) argues that companies in general are impatient when it comes to becoming a
 successful digital business. The research further shows that five years after beginning a
 digital transformation journey, in organizations such as LEGO, Toyota and other global
 spanning organizations, only 5% of the revenue comes from digital value propositions
 (Mayor, 2019) which clearly shows a picture of digital transformation not being a straight
 forward or easy process. As such, to help companies develop competencies and achieve
 success in anchoring successful digital transformation the five building blocks: 1) operational
 backbone, 2) shared customer insights, 3) digital platform, 4) accountability framework, and
 5) external developer platform are introduced (Mayor, 2019). Three of the building blocks are
 concerned with technology platforms; operational backbone, digital platform and external
 developer platform. Whereas the last two; customer insights and accountability framework
 are organizational capabilities (Mayor, 2019).


The operational backbone refers to the combined set of processes, integrated systems and
 data in an organization to ensure efficiency and transparency of operations and reliability of
 transactions (Mayor, 2019). In other words, the operational backbone is the underlying
 foundation forming the operational excellence in the business, and without it. Mayor (2019)
 argues that the business will be prevented from developing new digital offerings. As such, the
 operational backbone, being the first building block in the framework, is also the most
 powerful building block as the others will be built on top of the foundation created (Mayor,
 2019).


Shared customer insights is a key component in organizational knowledge towards
understanding the customer’s needs and desires related to what they are willing to pay for the
newly developed digital offerings (Mayor, 2019). This building block is essential when
businesses are accumulating knowledge towards customer’s pains and gains, and possible
solutions (Mayor, 2019). Moreover, this step also requires a lot of testing, to get to know



(17)what the customers actually want in order to continuously evolve and build on the digital
 offerings (Mayor, 2019).


The digital platform allows the business to personalize digital components to the customers,
 by being a platform in which data components, business infrastructure and technology can be
 assembled according to different customers with different needs (Mayor, 2019).


Accountability framework refers to the clearly defined ownership and coordination, as well
 as powerful motivated teams working towards the evolving number of digital offerings
 (Mayor, 2019). In order to quickly deliver new digital offerings, there must be individual
 teams with the agency making decisions towards continuously improving and creating new
 products in contrast to the traditional hierarchical decision making structure, which does not
 allow for digital innovation and quick decision making processes (Mayor, 2019).


External developer platform is the fifth and last building block in the framework. It refers to
 the need for partners who in a collaborative manner can create new digital offerings in
 coherence with the organization (Mayor, 2019). As such, with a network of partners it will be
 possible to deliver end-to-end solutions to customers. However, Mayor (2019) says that the
 external developer platform must not be started too soon, and argues that the other four
 building blocks should be done first (Mayor, 2019).


The operational backbone proved in the research to be one of the most important building
 blocks when beginning the digital transformation journey: “They had at least some kind of
 operational backbone to give them data” (Mayor, 2019). Moreover, in the beginning of a
 digital transformation journey the research also showed the importance of having shared
 customer insights in order to recognize the value propositions the new digital agenda is
 offered to the customers (Mayor, 2019). We will critically reflect on the importance of the
 building blocks in the analysis chapter, as well as the relevance of inclusion in our conceptual
 framework.



5.1.7. Wessel et al. (2020)


The research Unpacking the Difference between Digital Transformation and IT-enabled
Organizational Transformation By Wessel, L. K, Baiyere, A., Ologeanu-Taddei, R., Cha, J.,
and Jensen, T. B. (2020) is trying to grasp what digital transformation really is in comparison



(18)to similar topics and concepts. Specifically for this case, digital transformation is being
 compared and differentiated from IT-enabled organizational transformation (ITOT) through
 two longitudinal studies, resulting in an empirically grounded conceptualization of how these
 two concepts set apart from each other (Wessel et al., 2020).


The research is questioning whether digital transformation is a new concept, or whether it is
 merely a phenomenon used to depict digital change processes which theorists such as
 Mintzberg & McHugh (1985); Mintzberg & Waters (1985); Pettigrew (1987, 1990) has been
 explaining and scrutinizing decades ago. As such, they argue that digital transformation has
 evolved from ITOT which was conceptualized in the 1990’s and that digital transformation
 and ITOT in research today still to a certain degree is defined almost similarly. In this
 research the key difference between the two concepts are explained and unfolded.


Digital transformation is being defined as digital technologies being central to redefining
 value propositions which results in the emergence of a neworganizational identity, whereas
 ITOT is involving the use of digital technologies to support an existing value proposition
 which results in the organizational identity being reinforced (Wessel et al., 2020). This
 research will assist in delimiting us from using concepts and definitions which are related to
 ITOT which could result in derailing us from understanding the digital transformation
 journey in Coop.



5.2. Definition of Digital Transformation


As the above theoretical framework has unfolded, digital transformation is a widely used
concept and phenomenon studied for decades. There is no doubt that organizations today are
facing a rapidly changing and ever evolving environment where only the ones keeping up
with the digital agenda are able to keep their position and gain competitive advantage on the
market. Simply, all businesses today will in one way or another in the coming years have to
adapt and transform their core business into a digitally driven organization through digital
transformation processes. The theoretical framework for digital transformation has shown
how digital transformation is used in coherence with both strategies, incumbent and
traditional firms, digital technologies and how digital transformation is different from similar
concepts and theories. In the below table we list an overview of definitions towards digital



(19)transformation in literature, and furthermore based on the definitions, we form our own
 understanding and definition of digital transformation.


Table 1: Definitions of Digital Transformation


Definition Source


The use of technology to radically improve


performance or reach of enterprises Westerman et al., (2011)
 Rethinking what customers value most and


creating operating models that take advantage of
 what’s newly possible for competitive


differentiation


Berman, S.J. (2012)


The transformation of products, processes, and
 organizational aspects owing to new technologies


Matt, C., Hess, T., and Benlian, A. (2015)


(DT) is concerned with the changes that digital
 technologies can bring about in a company’s
 business model, products, processes and
 organizational structure


Matt, C., Hess, T., and Benlian, A. (2016)


A process that aims to improve an entity by
 triggering significant changes to its properties
 through combinations of information, computing,
 communication, and connectivity technologies


Vial, G. (2019)


Leverage an ever-evolving array of digital
 technologies — social, mobile, analytics, cloud,
 artificial intelligence, blockchain, and the


“internet of things” — to develop new value
 propositions for customers.


Mayor, T. (2019)


Digital technologies being central to redefining
 value propositions which results in the emergence
 of a new organizational identity


Wessel et al. (2020)


We will support any claim of digital transformation in the case of Coop with the above
definitions of digital transformation. Moreover, we also form our own understanding of
digital transformation in coherence with our findings from the Coop case and definitions
from digital transformation research in general. As such we define digital transformation as;



(20)the implementation of new digital technologies to replace non-digital business processes and
 value propositions resulting in a transformation of the overall business strategy.


Not only is digital transformation disrupting products and services, it is also concerned with
 how businesses operate, communicate etc. As such digital transformation is about
 transforming the entire organization into becoming digitally oriented and thereby securing the
 future of the organization. Our definition of digital transformation is formed from the notion
 that it was the need for new digital technologies that began the digital transformation journey
 in Coop, and the Coop app was the result hereof. Therefore, it is also the Coop app which has
 replaced the old business processes and value propositions ultimately resulting in the digital
 transformation in Coop.



5.3. Mapping the Digital Transformation in Coop


The below table (table 2) shows a chronological timeline of the digital transformation in
 Coop. We find it important to show the step-by-step process which Coop has undergone since
 2015. Subsequent to the table we describe in detail each step of the process, to engage the
 reader in understanding the process and how Coop, so far, has grasped and managed their
 digital journey.


Table 2: Chronological mapping of the Digital Transformation in Coop


Year Stage Quote


2015 Coop’s digital journey begins at
 a tech conference in Silicon
 Valley.


“The corporate management team had been in
 Silicon Valley at a conference with a lot of heavy
 tech giants – And then they realized that Coop
 had to jump on the digital train not just from a
 marketing perspective, but to a point where Coop
 needed to be digital frontrunners” (Head of
 Products, A4)


2015 Coop Digital launches as a new
 digital department in Coop,
 which later becomes Lobyco.


“It was the first time Coop actually dedicated a
department with a customer centered focus and a
digital mindset to digitalize the membership
program” (Product Owner & Digital Project
Manager, A2)



(21)2016
 October


The Coop app launches. “Coop made a huge analysis of what it really
 takes for our customers to get more out of being
 members (…) it had to be digital due to the
 smartphone penetration in recent years in
 Denmark and everyone else already had an app,
 so we felt being a grocery store that we could
 actually create an app which would be in top 10
 of most used apps on the customers’ phone”


(Chief Commercial Officer, A4)
 2019 Increased focus on agile


working methods.


“In 2019 we moved the development in-house
 and created the Mercury Team. We had a plan
 about becoming more agile because it was the
 latest trend with product owners, scrum masters
 and integrations in sprints” (Product Owner &


Digital Project Manager, A13)
 2020


September


Coop founded the subsidiary
 Lobyco.


“Because we also deliver this ecosystem to other
 retailers it just makes more sense to create an
 independent company” (Chief Commercial
 Officer, A5)


“Coop will hardly perform well if they are a
 company for everything, both retail, groceries
 and software”(Director, A4)



5.3.1. A New Digital Strategy and Digital Department (2015)


In 2015 the corporate management was at a tech conference in Silicon Valley (Head of
 Products, A4; External Consultant, A12). The story goes that when they flew to Silicon
 Valley Coop was a retail company and when they came back Coop was a digital company. Of
 course, this is a simplified story of the beginning of Coop’s digital transformation, but it was
 initially what began the digital journey. Returning from Silicon Valley the goal and vision for
 the new digital agenda was to build a digital business and in the center should be an app
 driving the digital transformation and tying the company together.


The first step in the digital transformation was therefore to create a team in the company with
 a digital mindset and the result hereof was the creation of Coop Digital. Physically Coop
 Digital was placed about 500 meters away from Coop Headquarters (Product Owner &


Digital Project Manager; External Consultant; Director; Senior Project Manager).



(22)Since traditional retail was on a downward trend, it was important to build a digital layer on
 top of the membership program in Coop to create a direct digital touch point to the customers
 (Chief Commercial Officer, A4). Simply because the customers previously did not buy into
 the whole cooperative principle which the membership program is built around. If Coop
 wanted to get a market share, and be frontrunners in the digital race they had to revolutionize
 the retail market and dare to take chances.“If one does not renew oneself and follow along,
 well then the journey stops”(Director, A3).



5.3.2. The Coop App Launches (2016)


As aforementioned, an app should be central to the digital transformation in Coop. In 2016
 Coop decided to implement said app, and hired the company Greener Pastures led by the
 External Consultant, to develop the first version of the app (Project manager 2, A3).


“Very briefly, the presentation was that they had an outdated membership system and an
 outdated bonus system. They had a lot of members, but no one really bought in on the
 premise of being co-owner of a cooperative”(External consultant, A1).


Greener Pastures worked on the project from May 2016 to November 2016 when the first
 version of the app was launched (External Consultant, A1).


The goal was to create an ecosystem where all benefits, bonuses and personal offerings were
 gathered in one place. In 2017 Coop launched Scan & Pay, allowing the members to pay with
 the app in store creating the breakthrough for an ecosystem and an app which should be in
 top 10 most used apps on the consumers mobile phones (Chief Commercial Officer). Another
 important feature on the app being highlighted by most of the interviewees is the games. In
 2017 the game feature Play & Win was launched (Project Manager 2, A8) as a means of
 maintaining the interest and creating additional sales.



5.3.3. Agile Working Methods to Support Digital Mindset (2018-2019)


Since 2018 Coop has increasingly focused on agile working methods especially to support
the development of Scan & Pay in all of Coop’s stores (Head of products, A17). The initial
setup was 2-3 week sprints in dedicated teams with daily stand ups and planning sessions



(23)(Head of products, A17). To spark interest in the organization for an increased focus on agile
 working methods Coop created an agile community.


“We created an agile community with an agile coach, but after the organizational changes it
 was determined that there was no need for the agile coach anymore because of a decreased
 focus on agile working methods”(IT project manager, A17).


Simultaneously with taking the app development in house, a team called “Mercury” was
 created to take care of the development while implementing agile working methods (Product
 Owner & Digital Project Manager, A13). As such, the focus on agile working methods has
 primarily been in Coop Digital and after the creation of Lobyco there has been a decreased
 focus on agile working methods generally in Coop (IT project manager, A17).



5.3.4. Lobyco is Founded (2020)


Since the turn of 2019/2020 it has been no secret in Coop that Lobyco was on the agenda
 (Director, A8). With an increased focus on the software in the Coop app from international
 organizations and general positive feedback from other retail companies Coop realized the
 potential to scale the software business and make money from it.


“Just think, if Coop could be a platform provider and a software company instead of working
 with groceries as the main product and source of income”(Head of products, A5).


As a result of the increased interest in the product, the former department Coop Digital was
 made into Lobyco and was finally separated into its own independent company in the late
 summer of 2020.


Lobyco is a contraction of “Loop by Coop'' and is a subsidiary who is 100% owned by Coop
 (Director, A4).


“Since we now also deliver this digital ecosystem to other retailers, it just makes more sense
to be an independent company. It is also more transparent, both for Coop and our other
customers, that we are a dedicated software company they trade with”(Chief Commercial
Officer, A5).



(24)Lobyco is now the platform developer of Coops digital ecosystem and drives the digital
 agenda further while Coop is still the owner of Lobyco.



5.3.5. Digital Frontrunner? (2021)


Since Coop Digital was taken out of Coop and created into Lobyco there is no longer a
 dedicated department in Coop who is driving the digital agenda forward. However, Coop has
 still come far and in terms of technology they are still one of the key players on the Danish
 market. Many large retail companies have since the Coop app was launched, copied a similar
 setup and especially Salling Group, being the other main competitor on the Danish market are
 on their way with a similar setup (External Consultant, A6). However, no one has yet
 completely succeeded with creating an ecosystem like Coop.


“But gathering everything, scan & pay, games and all the other things we have in the App.


No one really has that besides us”(Project manager 1, A5).


Surely by completely moving all employees working with digital projects and agile working
 methods from Coop to Lobyco has created stagnation in the digital agenda in Coop. And still,
 Coop is a retail company first of all.


“There is no doubt, that if you take the 40.000 employees in Coop Denmark then 38.500 of
 them are working in our stores, they live and breath in the stores and are 200% focused on
 customers and their stores, so that is a full retail mindset”(Chief commercial officer, A15).



5.4. Emergent Paradoxes and Tensions


To understand Coop’s digital transformation journey it became relevant to examine it from a
different perspective. Thus, disclosing patterns and behaviours which we have identified in
Coop's case, and relating them to various perspectives in the setting of organizational
paradoxes and emerging tensions. This further advanced the nuances in the digital
transformation process, and the overall scope of the research field.
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5.4.1. Smith and Lewis (2011)


Smith and Lewis (2011) are recognised organizational scholars. With their researchToward a
 Theory of Paradox: A Dynamic equilibrium Model of Organizing(2011), they recognised the
 role of paradoxes in organizational management. They propose the notion that great
 managerial insights can be derived from analysing organizational tensions with a paradoxical
 lens (Smith and Lewis, 2011). Moreover, their research is motivated by the assumptions that
 organizational systems work most effectively when they are aligned, both internally and
 externally. Smith and Lewis (2011) offer a definition of paradoxes as elements which are
 contradictory, yet interrelated. This means that the elements which constitute paradoxes
 cannot simply be solved by removing one of the contradictory elements. Understanding that
 they are interrelated as well as contradictory is imperative to the research. Furthermore,
 paradoxes are characterized with the ability to exist simultaneously, and persist over time
 (Smith & Lewis, 2011).


This definition of paradoxes highlights the underlying tensions which are inherent in
 organizations, as it is proposed to both resolve and embrace paradoxes. This understanding of
 paradoxes was relevant for this research study firstly because it presented a definition of
 paradoxes which have largely been adopted in this study. Secondly, with their Theory of
 Paradox, Smith & Lewis (2011) argue that studies concerned with organizational, or cross-
 organizational phenomena are able to benefit from adopting this paradox lens. This is because
 it challenges the traditional managerial understanding that problems should be solved.


However, paradoxes are not problems (Smith & Lewis, 2011). Tensions related to problems
 are inherently of a different nature than tensions related to paradoxes. The two however, play
 out in a very similar way, which is also why it can be difficult to navigate between them.


What this means is that on a fundamental level tensions related to problems will most
 commonly give the participants a sense of resolvement or satisfaction once it is considered
 managed and solved. With tensions related to paradoxes it is far more complex for the
 participants involved. To grasp these complexities and understand them fully in their
 existence, Smith and Lewis (2011) catalog paradoxes into 4 different types; paradox of
 belonging, learning, organizing, and performing (Smith and Lewis, 2011, p. 382).


These 4 catalogs of paradox types embody various meanings and relations, as such they are to
be used as a framework for navigating organizational paradoxes and their origins. However,



(26)Smith and Lewis make a point of disclosing that the paradoxes can exist across each other
 and simultationaly with each other. Therefore, the simplicity of the framework does well in
 illustrating the reality of paradoxes and furthermore, why it is relevant to include in this
 research project. Because when zooming in on one particular paradox in a research manner, it
 has the potential to be quite simple to grasp the reality of the paradox. However, in
 organizations these circumstances are not as simple. Often many participants are involved,
 with different interests and with different social realities. In addition to this, it is highly
 unlikely that an organization is confronted with just one paradox or paradoxical tension at the
 time. This complexity is a challenge to grasp. However, Smith and Lewis (2011) insist that
 acknowledging the fundamental contradictions and embracing paradoxes' ability to persist
 over time, enables a greater analysis of paradoxical tensions, and ultimately targets
 managerial efforts which can address the tensions.


The understanding of paradoxes as tensions is, as mentioned, a nauced matter, and is applied
 using many different theoretical lenses. Another accredited perspective on tensions and
 paradoxes is by Nambisan, S., Wright, M., & Feldman, M. (2019).



5.4.2. Nambisan et al. (2019)


Digital technologies, digital infrastructures and digital platforms have had a significant
 impact on a variety of organizational processes. In The digital transformation of innovation
 and entrepreneurship: Progress, challenges and key themesNambisan et al. (2019) argue that
 the powerful impact that these elements have introduced, cannot be devalued. Digital
 technologies have inherently broadend the implications for value creation and value capturing
 (Nambisan et al., 2019). As such, three key themes are identified as native to the digital
 transformation in innovation and entrepreneurship; Openness, Affordances, and Generativity
 (Nambisan et al., 2019). It is furthermore suggested that the specific focus on these key
 themes enables the ability to connect issues across different levels of analysis. Openness is
 related to the degree to which opennes is facilitated as a cause of digital technologies, or
 digital platforms (Nambisan et al., 2019). Affordances are defined by the action potential or
 possibilities which a digital technology (or digital object) offers in the context they are used.


Thirdly is generativity, which is interesting from a paradoxical perspective, because it
describes digital technologies capacity for producing unprompted change. Nambisan et al.



(27)(2019) raises the question in this context of the generativity concept, of how managerial
 paradoxes are involved in the process. An associated paradox that has been considered within
 previous studies (Lyytinen et al., 2017) is the clash between stability and change in
 technology. Change in the technology architecture along with the further impact on the extent
 of generativity realized, illustrates the paradoxical tensions which have managerial concerns.


These tensions endorse the delicate balance which organizations must navigate. It is the
 balance between moving forward and promoting technology, while simultaneously
 constraining digital generativity, to minimise unprompted changes and ultimately realize
 business goals (Nambisan et al., 2019).



5.4.3. Moschko et al. (2020)


Moschko et al. (2020) presents in Managing Digital Transformation: Comprehending
 Digitalization Tensions for Driving Disruptive Change. In Academy of Management
 Proceedings, the argument that organizations failing to acknowledge paradoxical tensions
 may result in consequential loss of the opportunities which digital technologies encompass.


The digital transformation journey which many industrial organizations have taken up
 themselves within recent years is brought up as the context setting to understand the
 perspective in which paradoxes are acknowledged in Moschko’s et al. (2020) research.


Digital projects and initiatives are set in progress with the notion of responding to recent
 technologies and trends, to gain competitive advantage (Moschko et al., 2020).


However, the argument lies within the inability to approach tensions and uncertainty.


Paradoxes are used in this research setting as a tool to understand changing environments and
coping mechanisms that are positioned within contradictory tensions. They (Moschko et al.,
2020) argue more efficient management can be prompted by digital innovations if managers
succeed in acknowledging paradoxical tensions. The alternative to this awareness is an
evolutionary path which is suggested to lead to less successful innovation management
(Moschko et al., 2020; Miron-Spektor et al., 2018). Paradoxical thinking is highlighted from
borth an individual and an organizational perspective, to further the notion that it improves
the ambidexterity of companies (Moschko et al., 2020; Andriopoulos and Lewis, 2009). As
such the manager role is highlighted in terms of the paradoxical lens, because of the
behavioural ability to develop strategies which approach paradoxes within digital
transformation.
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5.4.4. Wimelius et al. (2020)


Periodical renewal of digital infrastructure and digital technologies is presented by Wimelius
 et al. (2020) as the inherently paradoxical digital transformation process. This embedded
 understanding of the paradox perspective in a digital transformation process suggests an
 interrelation between paradoxical tensions and digital transformation. As such the research;A
 paradoxical perspective on technology renewal in digital transformation (Wimelius et al.,
 2020) is relevant to this research project because of its systematic breakdown of the
 paradoxical nature. Moreover, the renewal of technology is identified to have significance in
 the broader understanding of the process of change that is ingrained in the paradoxical
 perspective: “Accordingly, we define technology renewal as the activity through which
 organizations seek to replace their core digital platforms and infrastructures in order to
 realize their strategic goals.” (Wimelius et al., 2020).


Upon identifying the significance of technology renewal within paradoxes, the understanding
is conceptualized to further the approach towards paradoxical tensions in technology renewal
(Wimelius et al., 2020). The aim is to conceptualize the increasingly critical and ambiguous
process in which managerial decisions caused by paradoxical tensions at critical junctures are
made. The conceptualization of this understanding is described as the paradoxical digital
transformation process wherein organizations are required to simultaneously remove their
existing technological foundation, while in the same process depend on practices to
implement a new foundation (Wimelius et al., 2020). In other words, organizations must
balance the practise of managing a new foundation, while the existing technological
foundation is being removed from under them. As such, is it clear to recognize the variety of
tensions which can arise because of this balancing process. Wimelius et al. (2020) propose
the notion that within this paradoxical nature of the paradoxical digital transformation
process, are three tensions which relate to technology renewal: 1) tension between established
and renewed technology usage, 2) tension between deliberate and emergent renewal
practices, 3) tension between inner and outer renewal contexts (Wimelius et al., 2020, p. 203)
(table1). The three tensions identified are distinct yet related as it is critical to acknowledge
that while new technologies bring opportunities, existing technologies are business critical
(Wimelius et al., 2020). As such in the process of renewal, it is important to ensure that the
business is able to operate at a functioning level. Furthermore, the three identified tensions,



(29)manifest as the conditions under which an analytical understanding of how organizational
 response to tensions, impact the course of action (Wimelius et al., 2020).


This paradoxical perspective towards tensions is relevant for this particular research project
 because the focus on Coop’s digital transformation process proposes a number of paradoxes.


We dive deeper into these and their concrete effects on the digital transformation throughout
 our analysis chapter. Moreover, this perspective is important to incorporate in the analysis of
 our data as it furthers the insights into the complex dynamics and nuanced relations which
 have affected the organisation throughout the persisting change of the digital transformation.



5.5. Definitions of Paradoxical Tensions


In recent years digital technologies have had significant organizational processes and
 behavioural understandings (Nambisan et al., 2019; Wimelius et al., 2020). As a result of the
 above inquiry of paradoxical tensions, and their role in innovative technologies and changing
 organizations, we are able to argue for its theoretical relevance. Adopting the paradox
 perspective when researching the phenomenon of digital transformation, proves to be
 relevant, perhaps especially because of its ability to make sense of tensions which can and
 should be resolved, and tensiones which should be embraced in the organization. To make the
 theoretical framework for this paradox perspective clear is below, in table (table 3), an
 overview of definitions, as well as a mapping of a few of the key paradoxical tensions which
 have been part of the Coop’s digital transformation. The instances which are identified will
 be analysed further and dived deeper into later in our analysis chapter.


Table 3: Definitions of Paradoxical Tensions


Definition Source


Contradictory yet interrelated elements that exist
 simultaneously and persist over. time. Paradoxical
 tensions reflect polarities that are interrelated
 aspects of a greater whole.


Lewis & Smith (2011)



(30)Related to realizing business or organizational
 goals a paradox is the tussle between stability and
 change in technology architectures and the impact
 on the extent of generativity realized.


Nambisan, S., Wright, M., &


Feldman, M. (2019)


Organizational ambiguities create underlying
 paradoxical tensions for digital innovation


managers between pursuing more evolutionary and
 more radical or disruptive innovation activities.


Moschko, L., Blazevic, V., &


Piller, F. T. (2020)


Technology renewal is conceptualized as a
 paradoxical digital transformation process in
 which organizations must simultaneously remove
 their technological foundation and build on the
 practices that depend on it to implement a new
 technological foundation.


Wimelius, H., Mathiassen, L.,
 Holmström, J., & Keil, M. (2021)



5.6. Mapping Key Paradoxical Tensions


In the below table (table 4) we provide an overview of key events which have been definitive
 in Coop’s digital journey as well as in the development of paradoxical tensions during the
 digital transformation.


Table 4: Chronological Mapping of Key Paradoxical Tensions in Coop’s Digital
 Transformation


Year Stage Quote


2016 Coop’s first version of the app
 was launched. Some believe
 this enables them to improve
 the app organically, some
 believe it’s too early to launch.


I believe that we have a competitive advantage
 because we have learnt so much from the
 mistakes we made in the implementation stage of
 launching. (Head of Products, A6)


When it was launched the attitude was very much
like; look what we made!. But it only worked in
one store. It was not scalable at all... (Project
Manager 2, A8)



(31)2018 Operations struggle to support
 the push constrant push for
 innovative features


The last couple of years features have just been
 developed without regard to the implementation
 and integration of them, which Operations, or
 what I call the old world, is in charge of. (Project
 Manager 2, A4)


2019 Increased focus on agile
 working methods proves
 difficult to prioritize.


I think it could work, but it needs to be
 implemented across the organization, and it
 hasn't. I think right now the company is more
 focused on operational efficiency. (Project
 Manager 2, A17)


We are a few project managers who work to use
 agile methods in our teams. At one point we had
 an agile coach, but after org. changes, there was
 no longer room for him. (Project Manager 1,
 A17)


2020
 September


Coop founded the subsidiary
 Lobyco partly because of a goal
 to increase profesionalisme in
 the innovative department.


We have a management team wherein there are
 people who have previous experience with this
 type of change and the structural benefit it can
 create. (Project Manager 1, A4)


Commercialising Lobyco, I believe came from a
 need to make money on something a lot of money
 has been invested into, but also from the need to
 bring a certain level of profesionalisme into the
 delivery stages. (Project Manager 2, A4)


To summarize, adopting a paradoxical perspective upon analysing the tensions which arose
 during Coop’s digital transformation thus far, enable this research project to further explore
 the notion of navigating these tensions. Moreover, by identifying key tenisons, we are able to
 further identify its underlying tensions, which enables a perspective towards future tensions
 which may arise and how to navigate through them. Furthermore, this paradoxical tensions
 perspective adds an additional dimension to the  digital transformation mechanisms findings.


In the following section, arguments supporting the research choice of focusing on the
mecanismes which drive digital transformation are presented.
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5.7. Mechanisms


In this research study, we aim to identify and understand which mechanisms cause the
 progress in digital transformations, Both in the case specific context of Coop’s digital
 transformation, but furthermore in a larger scale attempt to generate new knowledge on the
 phenomenon of digital transformation. The use of mechanisms brings explanatory elements
 to the research study. As such we argue that the adoption of mechanisms as a tool in our
 analytical approach has been implied and aligns with philosophical assumptions prior
 adopted. Henfridsson and Bygstad (2013) propose the underlying structures of the
 philosophical assumptions behind the use of mechanisms in a similarly digital oriented
 research field, to be streams of interpretivism and positivism. Interpretivism is concerned
 with sense-making by involved actors, and attention is directed toward each ability to make
 sense of reality. This attention to sense making has for instance been actualized as a direct
 focus on the patterns which emerged from our data, which results from Coop’s organizational
 abilities to deal with digital technology, change and tensions. Positivism indicates attention to
 events which are directly observable (Henfridsson & Bygstad, 2013), as such the
 underpinning assumption implies attention to strategic decisions and consequences. In
 practice, this underpinning attention to observable events has meant a focus on the
 relationship between digital technologies and infrastructures and Coop’s business success.


We argue that these sets of philosophical assumptions, while different, align with our research
 scope and relevance. Furthermore, within the research field of digital transformation and the
 tensions which may occur, it is generally encouraged to dynamically adopt perspectives
 which has potential to account for the continuing change and complexities which characterize
 digital transformation, both in literature and in empirical data (Henfridsson & Bygstad,
 2013). Upon utilizing mechanisms as a concept to guide our analysis, it is relevant to ensure
 apparent understanding of the definition which we adopt in our research. We define
 mechanisms from a digital context, as such we argue that it is relevant for this research to
 adopt generative mechanisms (Bhaskar, 1997, 1998). We define generative mechanisms
 following Bhaskar (1997, 1998) and Henfridsson and Bygstad (2013), to be causal structures
 that generate observable events (Henfridsson & Bygstad, 2013, p. 911). Moreover, in this
 vein, the causality within these causal structures is contingent (Henfridsson 2013; Elder-Vass
 2010; Sayer 1992), thus the outcome of a mechanism depends on other mechanisms.


Mechanisms therefore have the power to initiate, even if this is never actualized, the event or
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