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Abstract

The paper traces the evolution from traditional project-gating processes to product-led, Agile, and Scrum
adoption in global enterprises. The research is oriented toward understanding the influence on processes,
resource allocation, and team setup across different geographies. In the current paper, we will discuss the
challenges of project gating, the benefits of adopting a product-led approach, and ways of
implementation based on a global beverage corporation’s case study. Our findings suggest that while the
transition comes with significant challenges, it offers extensive benefits in termns of increased flexibility,
faster time-to-market, and improved alignment with customer needs.
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I.  INTRODUCTION

Over the past few years, major global enterprises have been under broad pressure to adapt to changing
market conditions and customer expectations. Traditional ways of project management, such as project
gating, have been found ineffective for rapidly changing dynamics. Therefore, companies move towards
product-led development approaches, gaining benefits from Agile and Scrum methodologies for the
same [1]. These methodologies have been suited to handling the dynamic environment in modern
business, becoming more flexible, and delivering products faster and more accurately to the customer’s
needs. This paper also addresses some of the major issues in transition. First, it explores the challenges
that exist with traditional project gating processes, thereby bringing out their limitations for
responsiveness and adaptability. Second, it discusses the benefits of adopting a product-led approach,
such as demonstrating increased efficiency, better collaboration, and more innovation at work through
Agile and Scrum. It then discusses the impact of this change on processes, resource allocation, and team
setup in different regions and stipulates some of the best practices on how global enterprises can
effectively manage these changes. It shall be concluded with a case study of a global enterprise going
through the transformation process, thus providing hands-on examples and lessons learned, acting as a
guide to other organizations on a similar path. This case study anonymizes the organization and the
specific strategies it discusses to protect confidentiality. All scenarios and data presented herein are
representative but fictional, based on aggregated years of experience of multiple enterprise-scale digital
transformations, while accurately capturing the challenges and outcomes from real-world
implementations.


mailto:manojgudala31@gmail.com

) International Journal of Business Quantitative
7 | Economics and Applied Management Research

Volume-7, Issue-6é, 2023 ISSN No: 2349-5677

II. PROJECT GATING AND ITS PROCESS

Project gating, otherwise referred to as stage-gate or phase gate, is the traditional management
methodology aimed at risk mitigation and ensuring that each stage of a project is properly reviewed. The
approach separates a project into well-distinguished phases, with decision points called ”gates”
separating those phases [2]. These are the gates where stakeholders assess the progress of a project and
decide either to keep it in the next phase, change it, or kill it. This approach ensures a structured
approach by checking on projects for specific criteria before allowing them to pass to the next phase,
therefore minimizing the risk of expensive project failures.

A. Project Gating Process

The project gating process normally includes several major steps with its objectives and deliverables.
Although the exact number of gates and specific requirements might differ among organizations and
industries, still it would be included in the general outline:

(i) Gate 1: Concept Phase: This is the first gate, covering the view of ideas feasibility for a project. The
consistency of the proposed idea concerning the strategic goals, its potential demand in the
market, and the initial cost estimate goes through the stakeholder’s screening. Only ideas that
show any promise move to the next phase [3].

(if) Gate 2: Feasibility Phase: The project system is pushed through a higher order of detailed analysis
to establish technical feasibility, market potential, and financial viability. In this stage, the initial
business case is developed, and the resources required in the next phase are estimated. For the
potential to move to the next stage, the project must promise great outcomes [4].

(iif)  Gate 3: Planning Phase: At this stage, detailed project planning will be done, including the writing
of a comprehensive project plan, timeline, and establishment of a budget. It also considers risk
assessment together with mitigation strategies. The project must propose a clear route to
execution and resource allocation for it to proceed [5].

(iv)  Gate 4: Development Phase: In this gate, the actual development of the project deliverables takes
place. Progress is checked against the project plan, if deviation is found, it shall be addressed. The
KPIs and milestones ensure that the project is running down the right track[6].

(v) Gate 5: Testing and Validation: Thorough testing of project deliverables is undertaken for
conformance to standards and specifications applicable to the project. This includes user
acceptance testing, quality assurance, pilot testing, etc. Demonstrate that a project is ready for
deployment or market launch [7].

(vi)  Gate 6: Launch Decision: This is the final gate in which stakeholders review whether a project is
ready for full-scale deployment or its introduction to the market. Final preparations for marketing
plans, distribution strategies, and support mechanisms are carried out. The project must be
completely prepared to go live with all resources and contingency plans in place [8].
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III. PROJECT GATING CHALLENGES

While project gating provides some structured framework for managing projects, it poses the following
problems for today’s fast-moving business environment:

A. Inflexibility

One of the primary challenges with project gating is its rigid process nature. Changes in project scope or
requirements cannot easily fit into such a rigid and linear process. The inability to be adaptive in fast-
moving markets means missing out on opportunities because of the loss of competitiveness [9].

B. Delayed Feedback

Although the gate review process is, by nature, strict, it can incur huge delays in feedback. Destructive
and intensive investments of time and resources within working teams are spent on projects that could
otherwise be terminated early if problems are spotted earlier. The delayed feedback loop results in
problems often being ascertained late within the project life cycle, thus rendering their resolution a movie
and time-consuming [10].

C. Siloed Development

It may further strengthen functional organizational silos. As explained, all the process stages are
governed by various functional teams, which typically leads to minimal collaboration and innovation
between functions. This kind of silo approach may come with no shared vision and coordination, hence
reducing the overall effectiveness of the project [11].

D. Scaling Issues

For businesses on a global scale, the replication of this magnitude of gating within other regions becomes
one big problem. The different requirements of the markets, regulatory settings, and cultural
backgrounds raise the complications of trying to implement a homogeneous approach to project gating.
Such a situation remains nonscalable, thus posing constraints on global consistency and efficiency since
every region is enlightening on tailor-made adaptations to suit local conditions [12].

Knowing these challenges makes an organization more considerate of the inadequacies of traditional
project gating and the move towards more adaptive and collaborative methodologies, including agile
and scrum.

IV.  PRODUCT-LED APPROACH AND ITS BENEFITS

The product-led approach, supported by Agile and Scrum methodologies, offers significant advantages
over traditional project gating. This strategy prioritizes creating products that deliver continuous value to
customers, aligning closely with market needs and enhancing business agility. Product development
integrates product creation into the core of business operations, driving organizational growth through
the product itself rather than project milestones [13].
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Key elements of this approach are - being customer-centric, maintaining a continuous feedback loop,
iterative development, and collaborating with cross-functional teams. Success relies on diverse teams
composed of members from development, marketing, sales, and support, working collaboratively
towards common product goals. Product managers define the vision and roadmap, while other team
members contribute their specific expertise to build, market, sell, and support the product.

Agile methodologies emphasize iterative development, collaboration, and flexibility, allowing teams to
deliver small, functional pieces of a product incrementally. Scrum, a framework within Agile, includes
time-boxed sprints typically lasting 2-4 weeks, where a set of features is developed and delivered. Key
roles in Scrum include the Scrum Master, Product Owner, and Development Team, each with specific
responsibilities to ensure efficient product development and delivery.

The product-led approach, supported by Agile and Scrum, offers several benefits. It ensures better
alignment with market needs and enhances user satisfaction by focusing on delivering continuous value.
Iterative development and frequent adjustments allow teams to respond quickly to market shifts and
emerging opportunities. Incremental delivery of features reduces time-to-market and accelerates
feedback loops, while cross-functional teams and iterative planning optimize resource use and
productivity.

Additionally, Agile practices improve communication and collaboration across geographically dispersed
teams, facilitating better coordination and alignment in global enterprises.

V. CASE STUDY: GLOBAL CONSUMER GOODS
The section details one such case study of how one large-scale digital transformation project was
undertaken in a multinational consumer goods corporation to implement product-led development
approaches across key business domains. This is a $65 billion revenue-generating Fortune 500 company
domiciled across over 180+ countries with almost 110,000 employees. Seeing its growth rates decline over
the recent past, the company undertook an end-to-end digital transformation acknowledging the rapidly
changing consumer behaviors on RGM, e-commerce, and supply chains.

REVENUE DISTRIBUTION BY REGION

W North America ™ Europe M Asia-Pacific Latin America

Figure 1: Revenue distribution by region refers to how the company’s total revenue is allocated across
different geographic areas where it operates.
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A. Implementation Strategy

This was a 36-month transformation program with the involvement of 10,000 employees across four
major geographic regions, having a phased approach that includes a 6-month planning phase, a 12-
month pilot implementation, an 18-month global roll-out for organization-wide agility, and a tag-along of
the Scaled Agile Framework.

Table 1: Skill gap assessment across five critical areas against digital transformation. The gaps between
the current and target skills are quite significant, with the largest ones observed in Agile Methodologies
and Al/Machine Learning.

Current Target
Skill Area Level (%) | Level (%) | Gap (%)
Data Analytics 45 85 40
Agile 30 90 60
Methodologies
Digital Marketing 55 85 30
Cloud 40 80 40
Technologies
Al/Machine 25 75 50
Learning

B. Detailed Domain Transformation Plans

In the RGM space, an Artificial intelligence-driven price optimization engine was developed using
gradient-boosting decision trees and trained on 3 years of sales historical data consisting of 10 million
transactions. Now, using Apache Kafka for event Streaming, more than 1 million events per second are
passed to be processed by the system.Its e-commerce platform had a microservice architecture,
containerized with Kubernetes; upfront, there was a personalization engine using collaborative filtering
and content-based recommendation algorithms. It held 20 million customer profiles in a distributed
NoSQL database and integrated 40 localized market instances via an API gateway.

Other initiatives included a predictive demand-forecasting system that ensembled ARIMA, Prophet, and
LSTM neural networks, improving the forecast accuracy from a MAPE of 35% to 15%. A blockchain
traceability system was implemented on Hyperledger Fabric for 1,000 SKUs with 50 distributed nodes
across suppliers, manufacturers, and distributors. Improvements in key performance were witnessed
across all domains. It reduced the e-commerce platform response time from 2.5 seconds to 0.8 seconds,
while the latency of the RGM pricing engine dropped from 5 minutes down to 30 seconds for the full
market analysis. The supply chain forecast processing time was reduced from 24 hours to 2 hours for
global demand prediction. These technical improvements meant significant business impacts: a 7%
increase in revenue in RGM test markets, 15% year-over-year growth in E-commerce pilot markets, and
22% inventory reduction in the European pilot house of supply chain.
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Figure 2: RGM initiative impact.

C. Anticipated Challenges and Mitigation Strategies

The digital transformation brought in a lot of technical challenges and complex solutions, such as
innovative solutions through robust technologies. Among them, the major challenge was the integration
of data from over 200 legacy systems. This was resolved by implementing API-led connectivity using
MuleSoft, which helped in creating more than 500 reusable APIs. This solution not only helped in
smoothening the integration of data but also increased the interoperability of systems, whereby different
applications would communicate seamlessly with each other and share data in real time.

Apart from this, there was also an extensive problem in data quality. In some geographies, the accuracy
was less than 70%. Data quality checks through automatic tools were introduced using Apache NiFi. It
immensely helped in increasing the reliability of data by increasing its overall accuracy to 95%. Another
critical issue was that of system scalability during peak promotional periods since these usually caused
performance bottlenecks. This was successfully managed by implementing auto-scaling capabilities
through Kubernetes, which gave the system a tenfold increase in traffic without degradation in
performance. The deployment of such a scalable solution makes the system very robust and responsive
under heavy loads, increasing operational efficiency.

TRANSFORMATION CHALLENGES

W Organizational Resistance M Legacy Systems Integration

® Data Quality and Governance m Skill Gaps

25%

Figure 3: Transformation Challenges.
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D. Key Performance Indicators (KPIs)
There were salient performance enhancements in most of the operational aspects because of the technical
upgrades. In terms of performance, a cumulative response time in the e-commerce platform was
dramatically brought down to a mere 0.8 seconds, where it was initially 2.5 seconds. Besides, the lag that
used to characterize the Revenue Growth Management (RGM) pricing bunch of engines was brought
down from five minutes to easily 30 seconds to complete an entire analysis of the market. Besides,
foreseen supply chain planning time was slashed from 24 to 2 hours in designing and mapping global
demand in the future, so this can show a few of the efficiency gains obtained through the said technical
improvements.
The concrete positive business results that came about as a direct and substantive improvement in
technology were a 7% increase in revenue for RGM test markets, thus ironclad proof that the new pricing
engine worked. E-Commerce became a driver of more than 150% year-over-year growth in pilot markets
because the platform became so much more responsive. In addition, through the European supply chain
pilot, inventories were reduced by 22%, meaning that there was better inventory control and more
accurate forecasting. These results are illustrative of how strategic technical enhancements can drive
significant business benefits.

Table II: Key Performance Indicators (KPIs) for Digital Transformation.

KPI Baseline | Current | Target
Time to Market (months) 6.0 3.6 24
Customer Satisfaction (NPS) +20 +35 +50
Employee Engagement (%) 65 78 88
Revenue per Employee ($°000) | 600 750 900
Digital Revenue Contribution 5% 15% 25%
(%)

This case study elaborates on how a product-driven digital transformation at scale is facilitated within
the enterprise environment of a global company. Advanced technologies and agile methodologies make
manifold improvements in operational efficiency and market responsiveness, gearing it better for
competition in the digital age.

Early Results by Domain
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Figure 4: Early Results by Domain.
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VI. CONCLUSION

The shift from project-gating to product-driven is, therefore, a paradigm shift in global enterprise project
management and execution. This paper has reviewed the technical and organizational implications of the
transformation with challenges and benefits associated with its implementation. While this step change
brings with it organizational change and skill development challenges, the associated advantages of
enhanced flexibility, faster time-to-market, and better customer alignment are significant. Future research
should be directed towards the long-term impacts on organizational performance and innovation
capabilities. Further research on product-led approaches adapted to industry sectors may also yield
valuable insights for practitioners. This would bring one step closer to the accomplishment of a complete
understanding of the domain applicability and effectiveness of the product-led approach across various
sectors and organizational structures. It also provides useful insights to guide strategic decisions in global
enterprises on their evolution toward more modern project management methodologies.
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