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RfSUMf

Les entreprises de IQindustrie du luxe sont aujourdOhui soumises ~ une pression constante de
part des marchZs pour dZvelopper et produire une plus grande variZtZ de nouveaux produits dan
des dZlais toujours plus courts. NZanmoins, cela doit se rZaliser en rZpondant tout " la fois aux
criteres fondamentaux de IQindustrie tels que concevoir IQunique, rZaliser IOextravagance, rendre
produit ~ son plus haut niveau de qualitZ et se renouveler tout etemait intacte I0image de
marque et IOZlitisme du produit. LOamZlioration des processus de dZveloppement de produits p:
les paradigmes du lean et de 10agilitZ connus sous le terme CleagilityE peut apporter des rZpons
~ ces dZfis. Poursuivis conjointenteles objectifs du lean et de 10agilitZ se focalisent dOune part
sur I0Zlimination des gaspillages tout en crZant un flux continucha’tede valeur et dOautre

part, se concentrent sur une rZponse proactive face ~ la demande des marchZs.

CependantconsidZrant la multiplicitZ de techniques et dOoutils leagiles, il nOest pas simple pour
une organisation de sZlectionner les initiatives de transformation les plus performantes ainsi que

A

les activitZs ~ rZaliser afin de rZpondre efficacement aux bed@amZlioration spZcifique
relatifs aux objectifs stratZgiques de |Qentreprise. DZfinir, dZployer et piloter un plan de
transformation cohZrent par rapport ~ la vision de IQorganisation et considZrant son niveau de
maturitZ dOadoption des bonnes pratiqueeeloppement de produits requierent une rigueur et

une implication soutenue des membres de IQorganisation ainsi quOune vision claire des objectifs

atteindre lesquels sQillustreront par des rZsultats tangibles et mesurables.

Reconnaissant cette difittZ industrielle, cette these propose une mZthodologie de
transformation leagile en dZveloppement de produits permettant de conduire la transformation
dOune organisation sur tout son cycle de vie allant de IQinitialisation de la vision jusquOau pilotag
des initiatives dOamZlioration leagiles de maniere incrZmentale. En dOautres termes, |Qapproct
soutient les utilisateurs et les guide dans la conduite dOun diagnostic de maturitZ, dans la sZlectio
des leviers dDamZlioration appropriZs, dans le choixutilssed des techniques dOamZlioration
associZs ainsi que dans la construction et dans le dZploiement dOun plan dQintervention repose
sur une sZquence dZtaillZe dQactivitZs prenant en compte les bonnes pratiques de la conduite

changement.

Cependantest-il possible de rZduire de fason significative le temps de dZveloppement des
nouveaux produits, appelZ le TiteMarket (TTM), en rZvisant et en transformant les processus
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de dZveloppement selon une dZmarche unique et applicable ~ divers produkis elede, sans
nZcessairement recourir ~ IQadoption de nouveaux systmes dOinformation ou dOinnovation
technologiques? COest ~ IQaide dOune mZthode de recherche intervention, une mZthode qualitat
de type transformative que la mZthodologie de transtmma ZtZ expZrimentZe ~ |QintZrieur de
plusieurs divisions de produits dOun acteur important de 1Qindustrie du luxe. LOapplication de I
mZthodologie a gZnZrZ des rZsultats positifs qui ont pmesarZs partir des indicateurs de

taux de services, deindicateurs de taux de qualitZ des livrables ainsi quOen terme de TTM.
Notamment, une des divisions de produits de IQentreprise a bZnZficiZ dOune augmentation de s
taux de service sur le dZveloppement des nouveaux produits de plus de trente paureent to

ayant un TTM en pente descendante.

Les contributions sont aussi multiples sur le plan scientifique. Sur le plan conceptuel, deux cadres
dOanalyse permettant de mener une revue de la littZrature des modeles et initiatives de crZatior
dOagilitZ et d@Zlioration selon les paradigmes du lean sont proposZs. Sur le plan stratZgique, un
cadre dOadoption et dOalignement de la performance permettant de guider les industriels dans I
phases amont dOune dZmarche de transformation en sOappuyant sur uael@apnatioration
incrZmentale dQOinitiatives leagiles est prapBsHstituanta principale contribution de ce projet

de recherchesettemZthodologie de transformation leagile en dZveloppement de prodeits
construire et ~ dZployer un plan dOamzimmareposant sur une sZquence dOactivitZs permettant
de piloter les diffZrentes initiatives dOamZlioration leagile au moment et ~ IQendroit o elles le
sont nZcessaires dans |Oorganisatidette approche de pilotage de transformation stratZgique
differe grandement des approches courantes d'amZlioration continue qui s'appuient en grande
partie sur lidentification d'opportunitZs d'amZlioration par le personnel et non pas par la
direction.

Mots clZs : Transformation, AmZlioration des processus dOaffaaes AgilitZ, DZveloppement

de produits, Industrie du luxe.



ABSTRACT

Luxury industry companies are subjected to constant pressure from markets to develop and
produce more varieties of new productsshiorterdelays. Neverthelesshis mustbe realzed

without compromisingfundamentalcriterion such as designing unique products, developing
extravagance, achieving taquality level and renewing the offering while, at the same time,
retaining the brand image and elitism of the produean and agile conpés, known by the term
OleagilityQ offer potential answers for facing these challenges and to improveugh
development processeBursued together, lean and agile objectives foeah waste elimination

while creatinga continuous flow on the valudain.

However, consideringthe large number ofeagile techniques and tools, ig not easy for an
organization to selethe most efficientransformation initiatives anithe most adequatactivities

to be implemented taneetachieve theistrategic objetives. Defining, deploying, and steering a
consistent transformation plan line with the organisationOs vision andlégel of maturity in

terms of adoption of best practices calls for rigour and considerable involvement of the

organisation members, a&ll as a clear vision of the objectives to be achieved.

This thesisproposes a leagile transformation methodoléyyguiding industrials in a product
development organisation transformation al@egentire life cycle from théefinition of a clear
vision to the deployment ofeagile improvement initiativesThe proposedapproach supports
users in conducting a maturity diagnostic, in selectipgropriate levers for improvemerit
choosingrelatedtools and related improvement techniques with the aim of construetiy,
rolling out a transformation plamwhich relies on change management best pracfides.thesis
also demonstrates thatigt possible to significantly reduce the time to develop a new product,
called timeto-market (TTM), in using a unique approadby transforming the product
development processes withowtlying on technologes and information systems$ndeed,
according toan intervention research method, a qualitative method of transformative research
methodology, the proposed leagile transformation methodologytesssd in several product
development divisions of an important acteithin the luxury industry. The transimation
methodology deploymeritas enabled a number of positive results to be generatedjrettby

service ratio, deliverables quality ratios amdterms of TTM. One of the company product
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divisions in particular saw asignificantincrease in its new pduct development service ratio of

thirty percentwhile decreasing its TTM

From a scientific point of view, this research has brought sewerdtibutions. Conceptually,

two analysis frameworks to conduct a literature review on existing models arativiedi
supporting agility creation and lean in product developmesre proposedFrom a strategic

point of view,a framework aiming to guide industrials in the upstream phases of their product
development transformation in using a leagile improvementinental approach waalso
proposed. This framework constitutes the principal contribution whicha izomplete
transformation methodologyuiding step by step change management of a product development
processes recasting in applying leanness and agiligdjgans. The proposed approach aims at
developing and deploying an intervention plan relying on a detailed sequence of activities in
order to pilot leagile improvement initiatives at the time and in the area where they are necessary
in the organisation. The proposed model favors a #dpwn approach which is atypical for a

continuous improvement program.

Keywords: Transformation, Business Process Improvement, Lean, Agility, Product

Development, Luxury Industry
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INTRODUCTION

La recherche continue de productiyitZzdZveloppement et la mise en marchZ rapide de produits
fiables sont des ZIZments stratZgiques pour IQindustrie du luxe. Les attentes des cksetst ne ce
dOaugmenter en termes de variZtZ et de complexitZ de produits, de dZlais plus courts, de qualitZ
de service (Duclos et al. 2003 ; Fernie et Azuma 2004).

LOatteinte de ces cibles implique de nouvelles relations, de nouveaux processus logisigques e
nouveaux modes dOZvaluation entre les donneurs dOordres et les fournisseurs. De plus, 10indus
fait aujourdOhui face " la globalisation des marchZs et ~ des avancZes technologiques rapides qu
reprZsentent de nouveaux dZfis (Walters 2006). Effectivement, IOindustrie du luxe assiste ~ une
croissance du nombre de riches sur de nouveaux marchZs potentiels " la vente des produits de
luxe. Le 15e rapport Merrill Lynch Global Wealth Management et Capgemini en 2010 sur la
richesse mondiale montre que lentbre total des personnes " patrimoine net ZlevZ dZpassent les
niveaux d'avant la crise dans presque chaque rZgion. Pour la premiere foisP#Ai§igue
devance I'Europe en termes de populations fortunZes et se classe en deuxisme position apres
I'AmZrique du Nord. Selon ce rapport, au niveau mondial, la croissance en richesse et population
des personnes fortunZes a atteint des niveaux plus stables en 2010 : leur nombre a augmentZ ¢
8,3¥4% pour atteindre 10,9 millions et leur richesse financiere de 9oM:%tteindre 42,7
trillions USD (par rapport ™~ 17,1%% et 18,9%%, respectivement en 2009). La population mondiale
des personnes C uliiahes E a augmentZ de 10,2%.% en 2010 et leur richesse de 11,5%%. Les |
ultra-riches E, dont le capital ~ investir d2pa les 30 millions de dollars, ont ZtZ multipliZs par

36,7% soit 19 600 personnes avec une croissance de leur fortune de 42,6%.

Cette croissance offre dOZnormes opportunitZs de croissance pour IQindustrie du luxe qui do
toutefois sOadapter aux crigide ces marchZs. LOintZgration dans le dZveloppement de nouveaux

produits des spZcificitZs tant dOun point de vue culturel que dOun point de vue de prZfZrentiel de
typologies de produits devient primordiale pour soutenir un rythme de lancement de rouveau

produits plus rapide sur ces marchZs.

Reconnaissant les dZfis auxquels font face les entreprises de IOindustrie du luxe, ce documen
expose le fruit dOun projet de recherche visant ~ dZvelopper une mZthodologie dOintervention el
dZveloppement de prodsi permettant de transformer et dOamZliorer les processus de

dZveloppement de nouveaux produits.



Ce projet de recherche sOest dZroulZ sur une pZriode de trois ans dans le cadre dOune cotut
entre le Canada (fcole Polytechnique de MontrZal) et la &@ats et MZtiers ParisTech) sur

des thZmatiques de recherche portant sur IOamZlioration par le Lean et IQagilitZ en dZveloppeme
de produits et sur les pratiques de gestion de projets, de rZorganisation dOentreprises et de gestic
du changement.

Au cours de la premisre annZe du projet de doctorat, le partenariat sOest Zlargi en officialisant une
Ztroite collaboration aupres dOun acteur prZdominant de IQindustrie du luxe. Ce projet a
notammenpermis dOidentifier eeformaliserles connaissances reges pour IOamZlioration des
processus dZcisionnels etanagZriauxdans le cadre dOune imposante transformation intra
organisationnelle au niveau des processus de dZveloppement de produits. Ces nouvelles
connaissances font IOobjet de plusieurs contribuitimestifiques prZsentZes dans les diffZrents
chapitres de ce document. Les retombZes industrielles positives aupres de notre partenaire de
IQindustrie du luxe sont Zgalement notables. Les diffZrentes expZrimentations dZcrites au cour:
des prochains chapits permettront au lecteur de suivre le parcours dOune organisation motivZe °

transformer ses fasons de faire dans une dZmarche moderne et ambitieuse.

Le prZsent document expose sous diffZrents angles les thZmatiques principales de ce projet d
recherche. Ainsi, ce manuscrit est structurZ en quatre chapitres reprZsentant quatre activitZs
successives dOun processus de conception menant ~ des produits concrets. Au sein de chaqt
chapitre, une dZcomposition hiZrarchique des themes abordZs amene aux Aidmésestatifs

de sa valeur ajoutZe.

Le chapitre 1 prZsente le contexte de recherche en dZfinissant IQindustrie du luxe et en prZsentan
ses grandes caractZristiques. Les spZcificitZs sont prZsentZes selon trois grands theme:
influeneant les processus d¥veloppement de produits de luxe soient les caractZristiques du

produit de luxe, le marchZ du luxe ainsi que les principales stratZgies manufacturieres employZes.
Ce chapitre se termine par une description des processus de dZveloppement de nouvesux produi
permettant de mettre en exergue les problZmatiques principales liZes au cycle de dZveloppemen

de nouveaux produits dans cette industrie unique.

Le chapitre 2 dZfinit la notion de Time-to-MarkéTTM) dans le but de prZciser I0Ztendue de
cette recherche et dOidentifier les dimensions et les criteres dOanalyse retenus. Une revue de
littZrature des modeles de transformation en dZveloppement de produits par les paradigmes du



lean est ensuite pristZe. Le second chapitre se termine par une analyse critique de IOensemble
des approches issues de la littZrature scientifique afin dOen identifier les lacunes et les limitations
de leur utilisation en tant que mZthodologie de transformation dans urxteoingustriel en
dZveloppement daroduits, et ce, plus spZcifiquement dans IQindustrie du luxe.

Le chapitre 3 prZsente une synthese de notre recherche. Plus prZcisZment, il fait 10Ztat de
|Oobjectif principal de ce projet de these en soulignant lesosjestifs de recherche ainsi que les
hypotheses de recherche. Une description et justification de IOapprothedatofjique
employZe dans le cadre de ce projet en partenariat indgstiglar la suite prZserd@Z.Le plan

dZtaillZ de mise en fuvre du projet ainsi que des contributions scientifiques proposZes font

IOobjet des dernieres sections du chapitre.

Une discussion gZnZrale de IOensemble du projet de recherche est prZshaidgead en
apportant une vue intZgrZe des rZsultats et des recommandations tant dOun point de vue techniqgt
mZthodologique quOappliquZe au niveau industriel. Ce chapitre seowgliZroentaire des

discussions ayant ZtZ prZsentZes dans les articles de revue publiZs dans le cadre de cette these.

Une conclusion prZsentant les apports ainsi que les limitations du projet ouvre sur des
opportunitZs de recherche dans le domaine de liGaiah leagile en dZveloppement de
produits, mais Zgalement dOun point de vue amZlioration globale dOune organisation. Les article

sur lesquels se fonde cette these se retrouvent en annexe du document.
Notre contribution scientifiqueomprend

¥ Un cadre conceptuel d'analyse permettant de mener une revue de littZrature des
modsles et des initiatives de crZation dOagilitZ dans IQindustrie de la mode.

¥ Un cadre conceptuel d'analyse de la littZrature des initiatives dOamZlioration lean en

dZveloppemerde produits.

¥ Un cadre stratZgique d'adoption et d'alignement de la performance permettant de
guider les industriels dans les phases amont dOune dZmarche de transformation de
leurs processus de dZveloppement en sOappuyant sur une approche dOamZlioratic

incrZmentale dQinitiatives leagiles.

¥ Une mZthodologie de transformation leagile en dZveloppement de produits visant
construire et ~ dZployer un plan dOamZlioration reposant sur une sZquence dOactivitZ:



permettant de piloter les diffZrentes initiatig€3amZlioration leagile au moment et

IGendroit o- elles le sont nZcessaires dans IQorganisation.



CHAPITRE1 MISE EN CONTEXTE ET PROBLfMATIQUE DE
RECHERCHE

Concevoir IQunique, rZaliser IOextravagasere le produit ~ son plus haut niveau de qualitZ et

se renouveler tout en maintenant intacte I0image de marque et I0Zlitisme du produit font partis de
critres essentiels auxquels doit rZpondre IQindustrie du luxe (Luzzini et Ronchi 2010 ; Moore et

Birtwistle 2005). E ces objectifs sOajoutent aujourdOhui la recherche continue de productivitZ
ainsi que le dZveloppement et la mise en marchZ rapide de produits fiables.

Dans ce contexte, la capacitZ ~ cerner les tendances et les besoins clients, pelestsaduire

le plus rapidement possible dans la conception et le dZveloppement des produits, devient
stratZgique (Christopher et al. 2004; Towill 1996). Plusieurs caractZristiques uniques de ce
secteur rendent toutefois difficiles la mise en placerdegssus dOamZlioration et le recours aux
techniques et approches de crZation dOagilitZ utilisZes dans dOautres secteurs industriels.
chapitre vise ainsi ~ prZsenter les diffZrents ZIZments qui expliquent cette rZalitZ. Pour y arriver,
une revue des spZcificitZs de IOindustrie du luxe y est dOabord prZsentZe " titre de mise e
contexte. Par la suite, une description des processus de dZveloppement de nouvegnesirodui
prZsentZe.

1.1 SpZcificitZs de IQindustrie du luxe

Dans le but de bien faire restoles spZcificitZs de 1Qindustrie du luxe, nous traiteresysre

de trois dimensions importantes de cette industrie qui impactent directement le processus de
dZveloppement de nouveaux produisient le Produit, le MarchZ et les StratZgies
Manufacturisres. Ainsi, nous aborderons dans un premier temps les caractZristiques du produit
selon quatre criteres dOimportance de 10industrie du luxe soient la durZe de vie du produit, la
constitution du produit en termes de complexitZ et matZriaux utilisZsvatiZ4Z de produits

ainsi quela qualitZ offerte au consommateur. Deuxismement, nous analyserons le marchZ de
cette industrie en caractZrisant les types de consommateurs, IQacces aux pfoifdiitsage de
marque. Finalement, nous prZsenterons lescipdfes stratZgies manufacturieres utilisZes dans
cette industrie. ftant donnZ le grand nombre de spZcificitZs, chaque ZIZment sera prZsentZ selo
ses aspects les plus significatlfa. Figure 1-1 prZsente IpsincipalesthZmatiques abordZes dans

les prochaines sections.
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MarchZ:

Canaux de distribution restreints  (grun
et al. 2008; Socquet -Clerc Lafont 2008)

ExclusivitZ
(Brun et al. 2008; Moore et Birtwistle 2005)
. Image de marque importante
PI’Od U |t: (Bgrun etal. 2008;qMoore et pBirtwistle > .
) 2005; Zhang et al. 2006) StratZg|es
Longue durZe de vie .
Manufacturieres:

MatZriaux utilisZs rares

et prZcieux Fabrication sur commande
(Brun et al. 2008)
Brun et al. 2008; Luzzini et Ronchi 2010) . .
Fabrication sur stock

Innovations permanentes (Brun et al. 2008)
(Luzzini et Ronchi 2010; Socquet -Clerc Lafont 2008; . ~ .
Zhang et al. 2006) Petites sZries
(Brun et al. 2008)
Haute qualit OpZrations faites ~ la main

(Brun et al. 2008; Luzzini et Ronchi 2010) (Brun et al. 2008)

Figure1-1: SpZcificitZs de IQindustrie du luxe

1.1.1 CaractZristiques des produits

La durZe de vie du produit de luxe est habituellement longue comparativement aux produits de la
mode. LOindustrie du luxe ne suit pas les tendances, elle les crZe. Elle signe de sa griffe des
produits de grande qualitZ qui Zvoluent aisZment au fil des ans. Comparativement " IQindustrie de
la mode o- les grandes firmes prZsentent de 4 ~ 6 collections pae §8en, 2008), IOindustrie du

luxe introduit une ~ deux collections par annZe selon le type de produit. De plus, comme il sOagit
de produits " longue durZe de vie, le manufacturier doit sOassurer dOun niveau de qualitZ d
produit tres ZlevZ afin quOilipse vieillir sans se dZtZriorer.r Raxemple, la publicitZ de Pate
Philippe C Je voudrais mOacheter une montre pour mon fiivéfjue la transmission de
gZnZration en gZnZration en conservant son esthZtisme et ses fonctionnalitZs tels quOau mome

de sm achat.

Les produits de IQindustrie du luxe sont gZnZralement plus complexes que les produits de
consommation standards. Le volet innovation reprZsente un facteur clZ de IQindustrie du luxe
(Luzzini et Ronchi 2010 ; Zhang et al. 2006). Le niveau dOirioovest plus ZlevZ et plus

difficile ~ atteindre et = maintenir. En effet, la ma’trise des innovations poursuivie est plus



complexe dZ notamment aux technologies utilisZes et ~ IOimage de marque et de tradition quOi
faut sOassurer de maintenir. LOexcelldoit «tre poursuivie tout au long de la gestion du cycle

de vie du produit. On note dQailleurs que IOinnovation y est souvent ancrZe sur la sZlection de
matZriaux utilisZs. Une grande attention est ainsi portZe aux matZriaux qui sont de qualitZ
supZrieure et parfois meme, rares et prZcieux (Luzzini et Ronchi 2010). Les matZriaux
traditionnels, du moins certains dOentre eux, sont aujoui3blstes,voire meme interdits
dOutilisation. Des lors, les acteurs de IOindustrie du luxe doivent adapteduatipn de
nouveaux matZriaux (par exemple par des composants chimiques) alors que parallslement, ils
doivent toujours procZder selon les techniques traditionnelles, souvent seules ~ meme de
conserver la perfection de IOobjet. Or, cette perfection ddperudip dOIil et de la dextZritZ des

N

professionnels. Et ceci "~ partir de IQimagination du crZateur et dans un souci de maintien de

traditions et dOinnovations permanentes (Socjeet Lafont 2008).

La complexitZ des produits de luxe sOexplique aussiepaombre ZlevZ dOopZrations ou
dOinterventions qui doivent stre faites ~ la main (Brun et al. 2008). NZanmoins, cela permet de

rendre unique chaque pisce produite.

On note aussi une faible variZtZ de produits offerts aux consommateurs afin de prserver u
certaine exclusivitZ. Certaines dZclinaisons peuvent stre rZalisZes en termes de couleur ou de
taille, mais on maintiendra quand meme une stratZgie de ciur de gamme;-dfdestn produit
reprZsentatif de la marque qui le crZe et qui sera toujousglZonh comme un classique pour le
consommateur. Les opZrations et les dZtails rZalisZs ~ la main peuvent contribuer ~ une

augmentation de la variZtZ dOun point de vue client.

Finalement, on note que la qualitZ est un facteur primordial dans cette édGstion Brun et al.

(2008), les marques de luxe ne reprZsentent pas uniqguement un nom, elles doivent symboliser la
meilleure qualitZ possible. La qualitZ doit tre considZrZe tant en termes de conformitZ aux
spZcifications du produit quOen termes décktion et dOutilisation de matisres nobles. De plus,
dOun point de vue qualitZ, la provenance des produits de luxe peut affecter IOimage de la marqt
(Luzzini et Ronchi 2010). Selon Brun et al. (2008), la valeur persue par le client en termes de
qualitZ st Zgalement due au pays dOorigine du produit. Le Cmade inE devient alors un facteur
compZtitif cIZ pour 1Qindustrie du luRar exemple, le poineon de Geneve est le sceau de qualitZ
horlogere du Canton de Gensve (Suisse) permettant de certifier de li#ZqeialOorigine des



montres. Cet emblsme de qualitZ a ZtZ instaurZ par le Grand Conseil de la RZpublique et le
Canton de Geneve en 188Bans le meme ordre dOidZes, Luzzini et Ronchi (2010) observent que
les fournisseurs dans IQindustrie du luxe soett&tinZs sur la qualitZ de leurs matZriaux et sur

leur habiletZ "~ innoverCOest en grande partie ce qui dZterminera la qualitZ du produit fini.

Finalement, il faut noter quOil est frZquent que les produits de luxe bZnZficient dOune tres longue

A

garantie wire meme dOune garantie ~ v@ur certains produits. Il est donc nZcessaire de
planifier une disponibilitZ de pieces de rechange pour une longue pZriode afin de rZpondre " la
demande en terme de service apres-vente. DOun point de vue qualitZ, casessignte prend

une place aussi importante que la venterelme. LOexcellence des produits et des services est
donc prZsente sur tout le cycle de vie du produit dans IQindustrie du luxe. Peu de secteurs

manufacturiers offrent des garanties et un serajures-vente dOune tedlevergure.

1.1.2 MarchZ

Le marchZ de 1Qindustrie du luxe est restreint et ciblZ. Cette industrie sOadresse " des clients aya
de grandsmoyens financiers et recherchant des produits de prestige, exclusifs, de qualitZ et
reconnus (Brunet al. 2008). Ces consommateurs recherchent une expZrience dOachat qui
transcende le produit et qui par le simple fait de le possZder, les associe " un style de vie (Moore
et Birtwistle 2005). Les consommateurs du luxe dZveloppent assez rapidement mensenti
dOappartenance " la marque de luxe " laquelle ils sOidentifient. Il est donc stratZgique pour
IOentreprise du luxe dOentretenir ce sentiment dOappartenance en offrant non seulement |
nouveaux produits qui rZpondent au profil et aux exigences decl@nts (Zhang et al. 2006),

mais en maintenant cette relation privilZgiZe avec -cglign IQinvitant par exemple ~ des
ZvZnements privZs, en soulignant son anniversaire, etc. Cette recherche dOadhZsion " la marqu
est Zgalement observZe dans plusiewses secteurs industriels tels que IQautomobile et
IQinformatique. Toutefois, la relation appara’ moins poussZe et moins personnalisZe dans ce:

secteurs.

Meme si la clientsle des produits de luxe est en pourcentage plus restreinte, cOest eieecdient
expansion. LOessor du secteur sOappuie sur la proportion grandissante des classes " hauts revel
dans la population et sur la conquete de nouveaux marchZs et secteurs commerciaux en Asie,

notamment en Chine et en Inde, en Russie et au MOyiemnt.



LOacces aux produits sOest aussi grandement transformZ au cours des dernisres annZes. E
CboutiqueE ont succZdZ des groupes de dimension internationale. Toutefois, pour maintenir
IQexclusivitZ, le nombre de magasins demeure plus restreint compardtigemenagasins
quOoffrent les produits de grande distribution. LOemplacement des magasins de luxe es
habituellement stratZgique. On se positionne dans des quartiers de luxe, des lieux prasgtigieux
clur des grandes villes frZquentZes par les voyagésifs ainsi que par les gens dOaffaires.
LOindustrie du luxe utilise ainsi des canaux de distribution exclusifs et sZlectifs. Des filiales
contr™|Zes par la marque distribuent les produits dans les diffZrents magasins. Les boutiques sot
gZrZes par la marguappelZes magasins phares ou plus connus sous |Qappellation Cflagship
storeE en anglais, ou encore sont des franchises. La prZsentation visuelle des boutiques est
IOimage de la marqueaet observe habituellemenhe conformitZ de dZcor et dDamZnagemen
dOune boutique ~ I0autre. Des ententes de concessiofisdlic®dstlocation de surface dans des
grands magasins muithiarques de luxepeuvent aussi reprZsenter un canal de distribution
supplZmentaire (Socquéterc Lafont 2008). Des comptoirs de naarque dans des endroits
stratZgiquegels queles aZroports constituent Zgalement des stratZgies de distripation
IQindustrie dluxe.

Le protocole dDacces aux magasins de luxe est Zgalement particulier et exerce un certain contr™
sur I0acces auxquuits. On pense par exemple aux portes des magasins haut de gamme qui sont
gardZes par des agents de sZcuritZ, aux portes auxquelles il faut sonner pour entrer dans .
boutique ou le magasin, aux produits gardZs soustdiffres ainsi querZsentZs OunitZ au

client. Sans IOaccompagnement dOun vendeur, il est bien souvent impossible de toucher o

dOexaminer le produit.

Plus rZcemment, certaines marques de luxe ont adoptZ le commerce Zlecaortapteque
nouveau canal de distribution. Toutefaisie sZlection restreinte de modeles est disponible ~ la
vente. LOinternet est surtout utilisZ pour promouvoir la marque et les produits. Certaines marques
proposent du sumesure et de la personnalisation de produit par le biais du site internet
toutefois, une visite en magasin est requise pour conclure la transaction. Les canaux de
distribution de magasins de soldes, appelZs CoutletE ou CdiscounterE en anglais, sont tres pe
utilisZs dans 1Qindustrie du luxe contrairement ~ une forte utilisation dehsstflé de la mode

(Brun et al. 2008 ; Sen 2008).
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LOimage de marque appadaiic comme un facteur clZ de succes pour les produits de luxe (Brun

et al. 2008). Le client doit sentir quQil fait partie de I0CauraE de la marque lorsquQil IQachete
lorsquQile porte ou IOutilise. Ainsi, les campagnes marketing sont surtout axZes sur le style de
vie, IOZlitisme et le prestige de la marque. Les produits ne sont pas nZcessairement affichZs ¢
IOemphase est mise sur le biea ressenti en adhZrant ~ la maragieau luxe. Des personnalitZs
connues sont habituellement associZes aux grandes campagnes marketing dans le domaine d

luxe. Ces grandes femmes ou ces grands hommes deviennent I0ZgZrie de la marque.

Contrairement ~ dOautres marchZs, le prix pereu parelet @ peu dOimportance dans le luxe ;
meme que certains clients y voient une forme dOZlitisme lorsque le prix est plus ZlevZ (Moore et
Birtwistle 2005). Brun et al. (2008) ajoutent que les acteurs de la cha’ne logistique du luxe ne
sont pas portZs ~ nommer les cozts et le prix affichZ comme Ztant des facteurs critiques de
IQindustrie (comme le souligne le couturier italien GUEEn se souvient de la qualitZ bien plus
longtemps que du prixE). De plus, les entreprises du luxe nOemploient pas de seatdigies ;

le concept du rabais est inexistant pour les produits du luxe. NZanmoins, IQindustrie du luxe doit
tout de meme justifier ses prix en prZsentant des produits ~ valeur ajoutZe en terme de qualitZ
supZrieure, de styles exclusifs, de matZriadgipux, etc. (Luzzini et Ronchi 2010).

1.1.3 StratZgies manufacturieres

MalgrZ le fait que les coZts de production ne soient pas prioritaires pour les entreprises du luxe
(Brun et al. 2008), les matZriaux utilisZs tres cozteux (parfois exotiques) reprZsentequen
dOobsolescence ZlevZ. Afin dOZviter des stocks trop importants, certaines entreprises du luy
choisissent de produire uniquement les commandes reeues en employant une stratZgie de
fabrication sur commande (Brun et al. 2008). Cette stratZgie esileo@met les dZlais de
fabrication sont plus longs. Cependant, les clients de IOindustrie du luxe sOattendent et acceptel
des dZlais plus longs parce quQils sont conscients que le produit possede des caractZristiques plt
nombreuses ou plus exigeantes impanent ~ un raffinement plus ZlevZ. Les produits considZrZs
comme CclassiquesE ou Cclur de la gammeE seront par contre produits dans le cadre dOun
stratZgie de fabrication sur stock en raison dOun besoin de disponibilitZ constante de ces produit
sur le marchZ (Brun et al. 2008).

LOindustrie du luxe emploie principalement des stratZgies de production de petites sZries voire

des sZries unitaires dans le cas de la personnalisation de produits et de Csur mesureE
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Principalement dz au critere dOexclusivité, pktits volumes sont produits contrairement °
dOautres secteurs industriels. LOorganisation par produit et non par mZtier est favorisZe. Comp
tenu du grand nombre dOopZrations rZalisZes ~ la main, des moyens de contr™le de la qualitZ
niveau des postes de travail des opZrateurs sont fortement utilisZs dans le luxe. Il arrive aussi que
IOon sous-traite la production. Toutefois, si tel est le cas, un suivi Ztroit des opZrations du
fournisseur est effectuZ par I[Oentreprise et un cosfiviede la qualitZ est effectuZ sur chaque

piece ou produit fini en provenance du fournisseur.

Dans tous les cas, la main dOiuvre y est tres spZcialisZe. ftant donnZ la complexitZ ZlevZe des
produits tant en termes de matZriaux que de mZcanismes, il esnfrdgaos la production de
produits de luxe que les opZrations de fabrication nZcessitent IQimplication de plusieurs corps de
mZtiers. Les opZrations " la main requierent Zgalement un daureir important. Des
compZtences techniques sont souvent nZoesgaiur le processus de production contrairement
dOautres secteurs manufacturiers o« les ressources nOont pas nZcessairement besoin de poss:

des compZtences techniques pointues pour fabriquer le produit.

Le nombre de transformations effectuZes, etapade la matiere premisre jusquOau produit fini,

est ZlevZ, ce qui apporte ainsi beaucoup de valeur ajoutZe au produit (Brun et al. 2008). On parle
dOailleurs des mZtiers du luxe comme Ztant des mZtiers dOart favorisant la transformation de 107
bruten une luvre artistique. De plus, une haute importance est accordZe au conditionnement du
produit. Les Ztuis, les sacs les emballages font partie intZgrale du produit et rZpondent aux
memes critres de qualitZ etlOesthZtisme du domaine du luxe. Cessaomes de

conditionnement constituent une valeur ajoutZe supplZmentaire spZcifique ~ IOindustrie du luxe.

En terme dOapprovisionnement, Luzzini et Ronchi (2010) soulignent que les acteurs de IQindustrie
du luxe agissent constamment en Zclaireurs afirtralever de nouveaux fournisseurs qui
pourraient leur fournir de nouveaux dZveloppements de matieres ou de composantes quOils
pourraient utiliser dans les futures collections. Les innovations dans IQindustrie du luxe sont
dOailleurs frZquemment le fruitud® collaboration avec un fournisseur (Brun et al. 2008 ;
Luzzini et Ronchi 2010). E cet effet, il est souvent avantageux et stratZgique pour IQindustrie du
luxe de dZvelopper des collaborations "~ plus long terme et non de faeon contractuelle par saison
comme cela est habituellement pratiquZ dans IQindustrie de la mode (Luzzini et Ronchi 2010 ;
Sen 2008 ; White et al. 2005).
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Le critre dOexclusivitZ a Zgalement un fort impact sur IQapprovisionnement dans le luxe. Les
acheteurs doivent dans certains casss@asjue les matZriaux commandZs ne soient pas vendus

" la concurrence ou sur dOautres marchZs. On peut penser par exemple ~ des imprimZs au nivea
des tissus, ~ des compositions dOacZtate dans la lunetfguttcomme les matZriaux utilisZs,

les desigs et les motifs sont stratZgiques pour la marque de luxe, IQapprovisionnement de ces
matieres doit reposer sur un lien solide et une grande confiance afin de prZserver les secrets de

fabrication et dOZviter la contrefason (Brun et al. 2008).

De plus, telque citZ prZcZdemment, les matZriaux et composants utilisZs peuvent etre parfois

rares et prZcieux (Luzzini et Ronchi 2010). Il arrive donc quQil y ait un seul et unique fournisseur

de ce produit dans le monde. Il va sans dire quOune collaborationeatazles deux parties ne

peut etre que bZnZfique en terme de pouvoir de nZgociation (Choi et Chow 2008). Dans ce sens,
Castelli et Brun (2010) assurent que les collaborations voire les alliances avec les fournisseurs,

sont primordiales dans IOindustridue.

La provenance des produits a nZcessairement un impact sur les dZlais dOapprovisionnement d
produits. ftant donnZ que IQapprovisionnement des matieres et des composants de |Qindustrie d
luxe se fait principalement en Europe, les dZlais dOapprmésient sont rZduits au niveau du
temps de transport des marchandises comparativement " IQindustrie de la mode qui
sOapprovisionne rZgulisrement en Asie (Fernie et Azuma 2004 ; Karakul 2008). Toutefois, Ztant
donnZ quOil y a beaucoup dOinnovatidae mtuveaux dZveloppements du c™tZ des fournisseurs,

les dZlais dOapprovisionnement sont longs (Luzzini et Ronchi 2010).

1.2 Processus de dZveloppement de nouveaux produits dans IOindustrie du

luxe

Le processus de dZveloppement de produits dans IQindustrie dwrhparteprincipalement
trois grandes phases distinctesoient laphase de mise au point esthZtidaghase de conception
technique etla phase @industrialisationChaque phase est dZcrite dans les -seasons

suivantes.
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1.2.1 La phase de mise au point esitique

Les principaux acteurs de la phase de crZation sont les Zquipes marketing chargZes de bien cernt
les besoins clients et de les transmettre aux crZateurs qui sont au ciur du design. Brun et al.
(2008) affirment que les compZtences les plus importantes et les plus stratZgiques ~ maintenir
IQintZrieur de la compagnie dans le domaine du luxe sont celles relatives au design.
Habituellement, les grandes maisons de couture ont un grand crZateur ~ IQorigine du produit. Sa
signature vient donner une valejoutZe au produit. Ces grands artistes ont habituellement des
qualitZs de visionnaire et un sens de |OesthZtisme ZlevZ. lls donnent ainsi les grandes directior
aux travaux rZalisZs par des Zquipes de dessinateurs et spZcialistes des matZriaus iZaessaire
rZalisation de leurs idZes. Une validation du grand crZateur est nZcessaire ~ chaque Ztape d

crZation.

Habituellement, les acteurs de la crZation du luxe travaillent encore selon les mZthodes
traditionnelles du design cQgslire ~ la main (Socqgat-Clerc Lafont 2008). Toutefois, certaines
maisons du luxe tentent dDamener leurs crZateurs " travailler avec les nouvelles technologies de

conception assistZe par ordinateur (CAO).

Le processus de crZation de nouveaux produits comporte plusie@s Dtap Ztudes du marchZ

et de la concurrence sont tout dOabord effectuZes. La sensibilitZ au marchZ est primordiale pou
bien cerner qui est la clientele ciblZe en terme de segmentation de marchZ (Bapkarg et

Towers 2007)t en termes de ce quQelle recherche aujourd@euicetjuOelle dZsirera dans
plusieurs mois. Ces besoins sont alors transmis aux crZateurs qui produisent plusieurs dessins e
esquisses. Ces dessins font par la suite IOobjet de rencontres de comitZs afin de dZcider quels sc
les produits qui feront paetide la nouvelle gZnZration. Une fois les dessins acceptZs, un
processus de maquettage et de prototypage rapide est entamZ. Selon le type de produit, diffZrent
matZriaux et procZdZs sont utilisZs, de la rZsine au mZtal jl@go®ilage. E cette Ztape du
processus, plusieurs retours en arriere (boucles itZratives) surviennent ~ cause des changements
dOidZes frZquents au niveau des Zquipes du marketing et de la crZation. Plusieurs maquettes sc
ainsi produites jusqu®” ce quilt un consensus sur la forme finale du produit. Parallslement au
processus de prise de dZcision sur la forme, un processus de recherche de nouvelles matisres et d
composantes est lancZ. LOinnovation est fondamentale en terme de positionnement dan:

IQindustrie du luxe (Moore et Birswistle 2005). Brun et al. (2008) affirment que le r™le des
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fournisseurs est critique en terme dOinnovation puisque les produits du luxe sont seuvent co
coneus (avec les fournisseurs) tout comme dans dQautres secteursdelsigleelOautomobile.

Une fois la forme finale retenue, plusieurs tests et prototypes sont rZalisZs sur les nouveaux
concepts et mZcanismes avant dOarreter le choix final et de confirmer sa prZsence dans la nouvell
collection. COest alors que la phaZation prend fin et que I0Zquipe de crZation et de marketing

peut passer le flambeau au bureau dOZtudes.

Il faut noter que plusieurs logiciels de crZation existent aujourdOhui et permettent aux crZateurs de
dessiner et de travailler directement en tchmensions (3-D). De plus, les systemes de gestion

du cycle de vie de produit appelZ Product Lifecycle Management (PLM) et les Product
Development Manager (PDM) offrent une meilleure communication durant le processus de
dZveloppement spZcialement lorsalphase de crZation en permettant un suivi des modifications

et un acces "~ tous les acteurs concernZs. De plus, plusieurs technologies au niveau du prototypage
rapide telles que IQimpression dn,3es machines et outils ~ commandes numZriques permettent
ainsi de produire plus rapidement les maquettes. MalgrZ plusieurs possibilitZs au niveau
technologique, il semble encore y avoir une certaine rZsistance quant ~ IQimplantation de
nouvelles technologies dans la phase de crZation dans IQindustrie duelomece®tains
chercheurs, le manque dOexpertise au niveau de ces nouvelles technologies limiterait la crZativit:
(BergvallForsberg et Towers 2007; Lam et Postle 2006).

1.2.2 La phase de conception

La phase dOZtude consiste ~ dZvelopper les plans techniquesnéesiatures et les gammes,

tout comme cela se fait dans dOautres secteurs manufacturiers de produits complexes. ftan
donnZ que le processus de dZveloppement est sZquentiel, la phaseet{di#idee la forme

de la maquette et les matZriaux utsisdent prZalablement ZtZ validZs en phase de crZation. La
phase Ztude nZcessite des acteurs ayant une expertise technique du produit ainsi quOur

connaissance des clients qui consommeront le produit.

LOZtude dZmarre avec une passation/relais du projet venant de la crZation et des maquettes. U
cahier des charges et une analyse de risques sont par la suite ZlaborZs. Des plans techniques air
que des prototypes sont rZalisZs afin de valider I0Ztude. Les nomenclatures ainsi que les gammi
de fabrication sont par la suite crZZes pour stre transmises Zventuellement aux spZcialistes des

mZthodes pour la prochaine phase dOindustrialisation. Afin de rZpondre au facteur clZ de succe:
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de IQindustrie du luxe qui est la qualitZ du produit (Brun et al. 2008), deenartésts sont aussi
rZalisZs avant la mise en production du produit de luxe. Les spZcificitZs des mZcanismes et de:
matieres premieres, souvent innovantes ou exotiques, ne sont pas toujours connues en amont du
dZveloppement. LOZventail des tests peutceddait, stre tres large (tests de conditions
climatiques, tests dOutilisation, tests dQallergies). Un maximum de criteres de qualitZ doit stre

validZ pour que le produit soit acceptZ et passZ en phase de production.

Plusieurs technologies sont disponibésitilisZes pour la phase dOZtude. Des logiciels de CAO
tels que Catia(Dassault Systeme)et Pro-e (PTC), aussi utilisZs dans dOautres secteurs
manufacturiers, permettent de crZer le produit de maniere virtuelle tout en prenant en compte les
donnZes tectiques du produit ; ce qui nOZtait pas le cas en phase de crZation. Les machines °
commandes numZriques sont aussi utilisZes pour rZaliser les prototypes fonctionnels et
techniques permettant de valider le produit. Tout comme dans la phase amont, les |IP&M e
PDM peuvent stre utilisZs pour gZrer les diffZrents plans et meme pour rZutiliser les designs
effectuZs en crZation (Sen 2008). De plus, les systemes dOinformations comme les ERP
(Enterprise Resource Planning) peuvent aussi etre utilisZs pour gZreiomnZes techniques

telles que les nomnelatures,les gammesles postesde charge et les articléBertolini et al.

2004).

1.2.3 La phase dOindustrialisation

LOindustrialisation requiert une Ztude validZe comprenant les plans, les nomenclatures et les

gammesdde fabrication des nouveaux dZveloppements. Certains moyens de contr™le rZpondant

IOanalyse de risques doivent stre dZj~ Ztablis afin dOstre coneus dans la phase dOindustrialisation.

La phase dOindustrialisation dZmarre par une analyse de la gammesefudsspar opZration

ainsi quepar I0Zvaluation des besoins. Les programmes dOusinage et les besoins pour les proje
spZciaux et innovants sont identifiZs afin de dZfinir les lignes de montage. Parallslement,
IQidentification et la dZfinition des owtijes pour les opZrations ainsi que pour les moyens de
contr™le de la qualitZ des produits sont Ztablies. Certains outillages peuvent stre fabriquZs ~

IQinterne comme " IQexterne par des partenaires.

Durant IQindustrialisation, les composants des prosiits habituellement resus tant pour la

production des pegZries que pour le service aprente (SAV). Les composants sont contr™|Zs
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en termes dOuniformitZ et de qualitZ. Les composants seront utilisZs pour la fabrication des prZ
sZries et la montZe en puissance en production. Des unitZs sont aussi gardZes pour le servic

apres-vente (SAV).

Les plans dOoutillages sont par la suite rZalisZs afin de produire-$&sigsZLes pegZries
constituent une Ztape critiqgd®un point de v laqualitZ. Le norare dOunitZs formant la prZ

sZrie dZpend du type de produit et de sa complexitZ. Une batterie de tests est alors effectuZe afii
de rZpondre aux diffZrents risques, Zmis prZalablement, ainsi quOaux criteres de qualitZ et dOima

de marque.

Une fois les pr&Zries validZes et les lignes de montage ZquilibrZes (quantitZ et qualitZ), les
premiers ordres de fabrication peuvent stre lancZs en produgiiorde rZpondre au premier
volume de la demande. Le processus de dZveloppement prend fin ~ cette Ztape.

Certaines technologies utilisZes dans la phase dOindustrialisation sont similaires ~ celles utilisZes
dans la phase de 10Ztude. On pense par exemple ~ la CAO pour effectuer les plans dOoutillage
Par contreZtant donnZ quies plans des lignes de montagécessitent moins de prZcision, ils

sont rZalisZpar des logiciels plus simples.

1.3 Conclusion

Le cycle de dZveloppement de IQindustrie du luxe est unique et surtout complexe ~ plusieurs
Zgards. Les problZmatiques rencontrZes sont souvent liZes ~ des criteres spZcifiques auxquels
doivent rZpondre les produits de luxe et " la nature des diffZrents acteurs impliquZs dans le cycle
du dZveloppement.

Parmi les problemes recensZs, on note un processus de prise de dZcision mal dZfini et mal
structurZ. Cela a powonsZquence dOengendrer bien souvent un nombre important dQitZrations
crZant des retours en arriere dans le processus de dZveloppement. Par ailleurs, la coordinatior
dOun grand nombre de corps de mZtiers congtjalementin dZfi important de communicati

au niveau des langages et des connaissances techniques (produits, clients, technologies, etc.). L
meme dZfi de communication se pose au niveau des systemes. Le manque dOinteropZrabilitZ de
systemes gZnere du gaspillage en termes de temps, de ressetdé@expertise. Ces problemes de
communication et de coordination se manifestent enqualitZ et en boucles de retours en

arriere (Bruce et al. 2004). Cette problZmati@p@ara’aussi ~ un niveau intesrganisationel



17

avec les fournisseurs et lesus-traitants Enfin, la rZsistance face ~ IQadoption de nouvelles
technologies crZe Zgalement des disparitZs de communication et de vision entre les divers

intervenants.

Du point de vue de la conception, les produits de IQindustrie du luxe requiereentsoes
opZrations manuelles qui non seulement compliquent de fason importante IOZquilibrage de la
cha’ne dgroduction ou de montage (Brun et Castelli 2008), mais Zgalement nZcessitent plus de
temps que des opZrations automatisZes. De plus, les opZfaties ~ la main ainsi que les
stratZgies manufacturieres employZes telles que la fabrication sur commande crZent des
contraintes importantes au niveau de la conception des postes de travail et au niveau de la
conception de la cha’ne et de son pilothgegrande diversitZ et la variZtZ de produits requisrent

un constantenouvellementdu processus. De fason similaire, le volume ZlevZ dOinnovations
nZcessite Zgalement des dZlais supplZmentaires et des adaptations des processus lorsque ¢

innovations neant pas ma’trisZes en amont du cycle.

En fin de cycle de dZveloppement, il arrive frZquemment quOun retard se soit accumulZ dZ aux
nombreuses boucles itZratives survenues en amont. Le temps restant avant dOarriver au terme ¢
IOZchZancier fixZ est aleestreint. Dans un tel contexte, plusieurs scZnarios doivent alors stre
considZrZs afin de respecter les ZchZanciers initiaux: [Oassignation de ressources supplZmentair:
une diminution du nombredOunitZs produites en prZsZrie, 10Zlimination de tests, etc
Malheureusement, ces scZnarios peuvent gZnZrer des gaspillages, des coZts plus ZlevZs et surtc
des problemes au niveau du produit qui, en aval, ne rZpondratpepius ~ certains criteres
dOesthZtisme ou de qualitZ. De maniere similaire, certaibBrpes surviennent aussi lors du
lancement des premiers ordres de fabrication compte tenu du fait que les acteurs de la production

sont gZnZralement peughguZs en amont du processus.

De plus, 10industrie du luxe est une industrie oe les processusird®agont hautement
stratZgiques. De ce fait, IOacces aux donnZes internes des firmes de IQindustrie est difficilemer
atteignable de I'extZrieur. Il nOest donc pas surprenant de constater quQil y ait peu de recherct
spZcifique sur cette industrie. Bigue certaines recherches aient traitZ de problZmatiques
commerciales, elles sont peu nombreuses "~ traiter des aspecisriatnisationnels. LOemphase

est mise uniquement sur les acteurs externes dehdéne logistique et les initiatives

dOamZlioratiorelatZes dans la littZrature ne sont ZtudiZes que dans une perspective dOintZgratiol
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des processus et de IOinformation et sont appliquZeschaFi@ogistique au sens large. Rares
sont les recherches sur IQindustrie du luxe qui se concentrent sefisur le cycle de
dZveloppement de produits et sur des approches dOamZlioration pour en augmenter Iz
performance comme cela se fait pour dOautres secteurs manufacturiers. Le processus di

dZveloppement de produits est pourtant crucial et dZterminarifodustrie du luxe.

En rZponse "~ ces nombreuses problZmatiques du cycle de dZveloppement, le chapitre suivan
expose et @ite des diffZrentes approches et initiatives dOamZlionataposZes dans la
littZrature poutransformer les processus d&velppementde produitsainsi que remZdier aux

alZas influeneant eeprocessus.
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CHAPITRE 2 REVUE CRITIQUE DE LA LITTfRATURE

Le chapitre prZcZdent a permis de souligner un ensemble de dZfis aurquéisd les
entreprises de 10industrie du luxe. Parmi ceux-ci, la rZduction du temps nZcessaire " la mise er
marchZ de nouveaux produits appgarhordiale. Cet enjeu ne se limite dQailleurs pas " ce seul
secteur et plusieurs chercheurs ont proposZrdiftes approches, techniques et oafitsdOaider

A A

les entreprises " transformer leurs processus dOaffaires. Ce chapitre vise ~ analyser ces

propositions tout en cherchant ~ Zvaluer leur pertinence pour IQindustrie du luxe.

Ce chapitre est organisZ comsugt. Premisrement, une dZfinition formelle du temps de mise en
marchZ est prZsentZe dans le but de prZciser 10Ztendue de cette recherche et dOidentifier
dimensions ou criteres dOanalyse reterise revue des approches dOamZlioration visant
spZcifiquement les processus de dZveloppement de nouveaux [Eedujtar la suite prZsentZe.
Finalement, une revue critique de IOensemble des propositions issues de la littZrature scientifique
sera prZsentZe dans le but dOen identifier les lacunaestatiolns par rapport ~ leur utilisation

dans un effort déransformation et dOamZlioration des processus de dZveloppement de produits

dans 1®industrie du luxe.

2.1 DZfinitions

La notion de cycle de dZveloppement ou de temps de mise en marchZ de produits varie
grandement dOune industrie ~ IQautre. Certaines organisations considerent que la pZriode di
dZveloppement dZbute uniquement lorsque le concept est validZ ou encore seulement lorsque
I0Zquipe assignZe au projet est complste contrairement ~ dQautregespdustamment les
industries de la mode et du luxe, o+ IOon considere la phase de crZation comme point de dZpart dt
dZveloppement. De fason similaire, la fin du cycle de dZveloppement varie de la phase dOZtudes
complZtZe " la montZe en puissance despriés de fabrication. Bien que cette mesure de temps

de dZveloppement puisse sOZtendre diffZremment dOune industrie ~ IQautre, elle est communZm
appelZe en anglais CtiteemarketE (TTM). Dans le cadre de la prZsente recherche, nous nous
rZfererons ~ & dZfinition du TTM utilisZe dans le secteur du luxe, comme Hammps
nZcessaire pour dZvelopper un produit de la phase de crZation jusqu®” la montZe en

puissance de IQindustrialisation, tout en prenant en compte les exigences en termes de
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marketing, de design, de production et dOapprovisionneme(@hristopher et al. 2004 ; Towill
1996).

Bien que le TTMsoit liZ ~ IOaspect temporel du processus de dZveloppement de produits, la
capacitZ = ma’triser et ~ adapter les diffZrents processus "~ 10intZrgsupdeZe est primordiale

pour I1Qindustrie du luxe. E cet effet, la notion dOagilitZ prendrandémportance lorsque IOon
rZfere ~ la gestion du TTM dans cette industrie. LOagilitZ peut stre dZfinie comme Ztant
|Oadaptation rapide et proactive dé&sméhts de IOentreprise face ~ des changements imprZvus
(Kidd 1996 ; Sanchez et Nagi 2001 ; Tsourveloudis et Valavanis 2002). La dZfinition plus
formelle de 10agilitZ, utilisZe en logistique militaire permet de mieux cerner les diffZrentes
facettes de IO4itE qui consistent en uneombinaison synergique des dimensions suivantes
(Alberts et Hayes 2003):

1. Robustesse IOhabiletZ ~ maintenir |QefficacitZ ~ travers toutes les diffZrentes t%o.ches,

situations et conditions.

2. RZsilience I1OhabiletZ " se rZtatou ~ sOajuster face ~ des ZvZnements perturbateurs

de 1®environnement.

3. RZactivitZ: |OhabiletZ "~ rZagir ~ un changement dOenvironnement de manisre

temporelle.

4. FlexibilitZ : 1OhabiletZ ~ employene variZtZ deoyens pour rZussir et la capaciéZ d

passer de IOun " |Qautre.

5. Innovation: IOhabiletZ §ZnZrede la nouveautZ et IOhabiletZ ~ faire de IOCancienE en

utilisant de nouvelles faeons.
6. Adaptation: IOhabiletZ ~ changer les processus de travail et IQorganisation.

Cette dZfinition reconni@ainsi que |QagilitZ dOune organisation ou dOun processus comprend
plusieurs facettes. Tandis que certains ZIZments de |QagilitZ mesurent la fason quOune organisatit
opere ou sOajuste ~ court terme, certains ZIZments comme IQinnovation traitent tis capaci
organisationnelles " plus long terme. MalgrZ le fait que ces six dimensions soient analytiquement

distinctes, elles sont souvent interdZpendantes.

Plusieurs auteurs reconnaissent le besoin dOagilitZ dans IQindustrie du luxe et de la mode

prZsententertaines de ses dimensions. Par exemple, Faisal et al. (26@8) qudOindustrie de
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la mode et du luxe doit etre tres rZactive face aux prZfZrences, constamment changeantes, des
clients et doit avoir la capacitfe rZpondre tres rapidement aux chamgats des besoins du
marchZ. Sen (2008) ajoute que cOest par la rZduction du temps requis pour dZvelopper le desig
des produits quOil est possible dOamZliorer la rZactivitZ et que les entreprises de la mode doivent
la fois mettre IOemphase sur la giaditsur la flexibilitZ de leha’ndogistique afin dOassurer son

avantage compZtitif sur le marchZ.

DOautres auteurs se sont Zgalement intZressZs " 10agilitZ en prZsentant des modsles analys
|QagilitZ soudiffZrentsangles.Plus particulisrementChristopher (2000) a proposZ un modsle
basZ sur quatre dimensions permettant dOatteiagited@e lacha’ndogistique:

¥ les rZseaux;

¥ |QintZgration virtuelle

¥ |QintZgration des processets
¥ la sensibilitZ du marchZ.

Pour ce chercheur, IQimportance rdfsgaux est cruciale dans IQindustrie du luxe que ce soit en
termes dOZchange de connaissances, de compZtenoasoeatids,mais aussi en termes de
partenariat stratZgique afin de contrer entre autres, la contrefason. LOintZgration des rZseaux tells
que proposZe par Christopher (2000) ne peut quOstre bZnZfique dOun point de-vue inter
organisationnel et intrarganisationnel. LOintZgration virtuelle rejoint IOaspect technologique des
diffZrents systemes utilisZs ou pouvant etre adoptZs en dZveloppeeptoduits dans
IQindustrie du luxe. La capacitZ ~ ma’triser et ~ adapter les processus ~ IQintZrieur du cycle de
dZveloppement face aux diffZrents alZas prZcZdemment mentionnZs rejoint la dimension de
IQintZgration des processus. Finalement, la natisemsibilitZ du marchZ est une nZcessitZ dans
IQindustrie du luxe Ztant donnZ quOelle doit rester constamment ~ I0Zcoute des besoins et d

exigences de ses clients et pppZcifiquementau niveau du dZveloppement de produit.

En rZponse au besogmandissant dOamZliorer les processus dOaffaires des entreprises et face a
faible taux de rZussite des projets de transformation en entreprise (Rouse 2011), plusieurs auteurs
ont tentZ de guider les industriels dans tifZrentes Ztapes de leurs dZmaesh de

transformation. Les prochains paragraphes prZsentent un bref apersu des mZthodes proposZe
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dans la littZrature en portant une attention particulisre sur les dZmarches dOamZlioration en lear

dZveloppement.

De faeon gZnZrale, les mZthodologies de OBusiness Process ImprovementO (BPI) sont de
approches permettant dOaugmenter 1QefficacitZ des processus dQaffaires tout en procurant
rZsultats tant aux clients internes quQaux clients externes de IOentreprise (Harrington 1991). Le
compagnies utilisentles BPI pour suivre les tendances en terme de changements
dOenvironnement dOaffaires en adaptant leurs propres processus dOaffaires que ce soit dOun [
de vue technologique, organisationnel, politique ou autres (Zellner 2011). Ainsi, les
mZthodologies @& BPI se rZferent principalement ~ des amZliorations de type incrZmental
(Harrington 1991 ; Coskun et al. 2008).

Zellner (2011) donne un apereu de plusieurs de ces approches ainsi que de leurs contributions et
de leurdfaiblesses afin de guider les iatives dOamZlioration. Il propose un modele dOZvaluation
reposant sur cing ZlIZments clZs auxquels doit rZpondre une mZthodologie de transformation. Les
cing ZlZments appelZs C Mandatory Elements of a Method E (MEM) (Zellner 2011) sont les

suivants :

¥ ProcZdure/ActivitZs : une sZquence dQactivitZs est proposZe pour suivre la
mZthodologie

¥ Techniques : des outils ou fasons de faire sont conseillZs pour atteindre les rZsultats

Ou encore pour soutenir les activitZs
¥ RZsultats : des artZfacts (documegtis) sont crZZs " la suite de chaque actjvitZ

¥ R™les : des r™les et des responsabilitZs sont attitrZs en lien avec le dZroulement c

chaque activitZ et

¥ Modsle dOinformation : un modele dOinformation est gZnZrZ consistant dOune part
bien documentela coordination et les interrelations entre les ZIZments citZs plus haut

et dOautre part, en mettant en valeur les rZsultats de la transformation

LOZvaluation de Zellner ~ IQaide du MEM sur 82 publications scientifiques relatives aux
mZthodologies de transformation a uniquement relevZ un total de 14 mZthodes (Harrington 1991
& Harrington 1995a ; Pande et al. 2000 ; Breyfogle 2003 ; Harry & Schroeder 2006 ; Dalmaris et
al. 2007 ; Rohleder & Silver 1997 ; Coskun et al. 2008 ; Lee & Chuah 2001 ; McAdam 1996
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Siha & Saad 2008 ; Khan et al. 2007 ; Adesola & Baines 2005 ; Povey 1998 ; Varghese 2004 ;
Seethamraju & Marjanovic 2009 ; McAdam & Mcintyre 1997 ; Paper 1998 ; Bisson & Folk
2000) qui Znoneaient explicitement comment amZliorer un ou plusieurs proa@affaires
dOune entreprise. Parmi ces 14 mZthodologies, aucune ne rZpondait aux cing ZlIZments du MEN
LOanalyse de Zellner illustre clairement que le modele dOinformation nOest jamais mentionnZ e

que les rZsultats ainsi que les r'™les et responsaiwiitZrarement attribuZs ou suggZrZs.

2.2 Approches de transformation en lean dZveloppement

Dans cette catZgorie de transformation se positionnent Zgalement les mZthodes dOamZlioration ¢
dZveloppement de produit du lean dZveloppement. Toutefois, ces mzthadesetrouvent pas

dans les travaux de Zellner (2011). DOune part, elles sont spZcifiques au domaine de
dZveloppement de produit et dOautre partDéxiste ~ ce jouque tres peu de propositions
concernant la maniere dQintroduire le lean dZveloppataestune organisation. Quelques rares
auteurs ont suggZrZ des approches de dZploiement de ces mZthodes. Ces diffZrentes suggestic

sont prZsentZes en termes de forces et de faiblesses dans les prochains paragraphes.

Un des premiers chercheurs "~ proposerprocessus dOimplantation du lean dZveloppement est
Kennedy dans son livre C Product development for the Lean Enterprise E publiZ en 2003. Il
prZsente sous la forme romancZe IOhistoire dOune compagnie obtenant de mauvais rZsulte
financiers ainsi quOuperformance en dZveloppement de produit en pente descendante. Tout au
long de son livre (Kennedy 2003), Kennedy prZsente les premisres Ztapes de son approche sur |z
crZation de la vision du changement jusqu®~ IOengagement au changement. Il dZfitii¢ les qua
piliers du lean dZveloppement

¥ Set-based Concurrent engineeringtude de toutes les possibilitZs relatives ~ un
produit ainsi quedes combinaisons possibles avant de prendre une dZcision dans le

cadre dOun Zvenement dOintZgration ;
¥ System designemérepreneurial leadershigestion technique des produits ;

¥ Responsibilitybased planning and control : planification et contr™le exercZs

directement par les p@nnes responsables et concernées ;

¥ Expert Engineering workforcemain dOluvre dZtenanne forte expertise technique
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Son ouvrage est axZ sur les Ztapes amont de la transformatiqgroavebjectif de gZnZrer une

initiative de changement sans toutefoifciser les Ztapes clZs de la transformation emethe.

Cing ans plus tard, Kennedygmose un second livratitulZ C Ready Set Dominate E en
reprenant les quatre piliers citZs plus haut et en les insZrant dans une dZmarche de transformatio
en trois Ztapes de dZploiement. En premier lieu, il prZconise de crZer un contexte de
dZveloppementeposant sur de la connaissance visible et robuste. La deuxisme Ztape consiste "
dZvelopper les produits sur cette base de connaissances. La troisisme Ztape repose sur le conce|
de I0ingZnierie simultanZe soutenue par des Zvenements dOintZgratiens Eesavois Ztapes,
Kennedy propose des outils ~ mettre en place tels que [égtA8s C trade-off curve$ &ans
toutefois recommander des modesmifoi prZcis ou la formalisation de ces outils. Ainsi, sa
mZthode de dZploiement reste vague et nereqas la fason dont les Zquipes du dZveloppement

de produits doivent adopter les outils et techniques proposZs permettant de construire et dOutilise
cette base de connaissances visible et robuste pour dZvelopper par la suite des produits bons d
premiercoup. De plus, la mise en collaboration des diffZrents corps de mZtiers par le concept de
IQingZnierie simultanZe nOest pas ZlaborZe tant dOun point de vue gestion du changement pour
acteurs concernZs que dOun point de vue dOapplication de noudesidenfionctionnement.

Ward (2007) a pour sa part suggZrZ un plan dOintervention en dix Ztapes interdZpendantes. D
manisre similaire ~ IOapproche de Kennedy, Ward focalise sur le processus de changement dOun
organisation et limite ses propositions awaie piliers du lean dZveloppement prZcZdemment

citZs (Ward 2007 p. 205). Ses recommandations concernant la transition vers ces nouveaux
concepts de lean dZveloppement demeurent gZnZrales. Tout au long du livre, il met plut™i
IOemphase sur la valeur afmut du dZveloppement de produits ainsi que sur les

dysfonctionnements et les gaspillages relatifs au systeme de dZveloppement de produits dOune

entreprise. La conduite du changement est uniqguement prZsentZe brievement dans la dernisre

! A3 est un outil de visualisation sur une page de format A3. Il est utilisZ dans les concepts du lean afin de mettre en

valeur une proposition, un Ztat des lieux ou encore une dZmarche de rZsolution de probleme (Kennedy et al. 2008)

? Les tradeoff curves sont des graphiques reprZsentant des courbes permettant de visualiser la performance dOun

produit selon des parametres spZcifiques variant sur une Zchelle de valeur (Kennedy et al. 2008)
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partie du livre en founissant quelques suggestions pour dZmarrer une transition dOun systeme

conventionnel vers un systeme lean.

De leur ¢™tZ, Schuh et al. (2008) proposent un ensemble de dix principes ~ dZployer selon un
cycle de trois grandes Ztapes. La premisre ZtapelZ@CEarly structureE consiste ~ mettre en

luvre de manisre sZquentielle les cing principes suivants :
¥ la motivation des Zquipes ;
¥ la crZation dOun systeme de valeur reposant sur les besoins, clients
¥ la crZation dOun ensemble de solutions possibleside d
¥ la dZfinition dOune architecture proglait
¥ |Oidentification des socenisembles possibles.

La seconde Ztape, CSynchronize earlyE, requiert une identificatiorcli®’nade valeur, une
planification de la capacitZ et une synchronisation des activitZs. Cela permet dOidentifier les
processus crZatifs et rZpZtitifs dans une optique dOoptimisation de la valeur ajoutZe et
dOZlimination des gaspillages. La derniere Ztape de dgcdZploiement du lean selon ces
auteurs, appelZe CAdapt securelyE, garantit la robustesse des produits tout en assurant une gesti
des risques dans la mise en marchZ des nouveaux produits. Les principes proposZs sont biel
dZtaillZs dOun point de vi@arique sur ce qulils peuvent apporter en terme de valeur ajoutZe
pour le processus de dZveloppement ou pour le client final. Toutefois, les auteurs ne proposent
pas les moyens pour les mettre en place. La procZdure et les rZsultats associZs ~ la mise el
application de ces principes sont clairs. Toutefois, les techniques ~ utiliser pour soutenir les
activitZs de dZploiement et pour gZnZrer les rZsultats attendus ne sont pas prZsentZes. La gesti
du changement et IOaccompagnement nZcessaire dans |@iompktntans |Oappropriation de

ces diffZrents principes ne sont Zgalement pas abordZs.

Toutefois, Morgan et Likef2006) proposentn processus dQintroduction au lean dZveloppement

un peu plus structurZ. COest ~ partir dOune Ztude sur le systme ogpdiheit de produits

chez Toyota, basZe sur plus de 1000 heures dOentrevues et menZe aupres de 40 reprZsentants
sous-traitants de Toyota provenant de 12 sites aux-Ptasset au Japon quQil leur a ZtZ permis

de mettre en valeur de manisre plus compridible les pratiques du lean en dZveloppement de
produits. MalgrZ une emphase mise sur le fait que dOune part, il nOexiste pas quOune seule
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unique approche pour introduire le lean en dZveloppement et que dQautre part, les modsles
dOintroduction linZais et sZquentiels ne reprZsentent pagdhtZ. Lesauteurs proposent un

cadre reposant sur cinq phases distinctes os chacune dOentre elles contient de cing ~ six activitZs
Concretement, ces chercheurs dZtaillent davantage les sZquences nZcessatas/fepafin de
dZployer la mZthode. Toutefois, tout comme dans le cas des autres propositions citZes
prZcZdemment, [Oapproche ne rZpond pas entisrement " tous les ZIZments dOune mZthodologie
sens de Zellner (2011) en ne prZsentant pas le pilotaget@ms$formation. Les activitZs et les
techniques associZes pour devenir lean en dZveloppement de produits sont dZtaillZes, mais |
manisre de gZrer la redescente et la remontZe de IQinformation concernant IOamZlioration de
processus et la gestion du changement de IOopZrationnel jusqud” la direction de IOentreprise, nC
pas abordZe.

Wang et al. (2011), pour leur part, prZsentent un modsle de dZploiement du lean dZveloppement
permettant de rZpondre ~ deux objectifs soient, Cfaire les bons produitsieretfalre les
produitsE. Leur modele sOinspire des cing Ztapes du lean thinking et des cing Ztapes du DMAIC
La construction du modele repose sur les gaspillages en dZveloppens;iede valeur du
processus de dZveloppement et le processus de dZveloppement et ses activitZs. E ces trois pilier:
ils proposent une vingtaine dOoutils et techniques provenant de la philosophie du lean et de
systemes qualitZ. Les outils lean ~ appliquer dengrocessus de dZveloppement sont dZfinis.
Toutefois, les auteurs nOabordent pas les notions dQinteractions ou de prZcZdence dOimplantat
entre les outils et techniques. Le dZploiement des techniques et les modes de fonctionnement
adopter par les mdmes de IQorganisation ne sont pas dZveloppZs. Les auteurs suggerent

~

uniqguement ~ quelle phase du processus de dZveloppement ces techniques doivent stre
employZes. En fait, la mZthode recommande simplement dOidentifier les gaspillagesadue la

de valerr en ayant ensuite |Qobjectif de les Zliminer par IOutilisation des outils lean proposZs.
Quelques ZIZments de gestion du changement relatifs aux comportements et attitudes ~ prendre

par la hiZrarchie de IQorganisation sont prZsentZs. Toutefois, autme@accompagnement

% Le DMAIC est une dZmarche de rZsolution de problemd®amZlioration continue reposant sur cinq Ztapes clZs

DZfinir, Mesurer, Analyser, AmZliorer (Improve) et Contr™ler.
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par une Zquipe de gestion du changement dans IQintroduction des outils et dans IOappropriation

ces nouveaux modes de fonctionnement par les opZrationnels nOest dZtaillZe.

Parmi les modeles les plus structurZs et aboutis, on oeli@ de Hoppmann (2009). Sa
contribution principale consiste en la proposition dOune mZthodologie reposant sur 11 ZIZments
clZs du lean dZveloppement soutenus par 44 activitZs ~ dZployer en parallele selon des prZrequis
et des interdZpendances entre satie Son modele tel que dZveloppZ par la mZthode C Adjusted
Past Implementation E (API) a permis de dZfinir ~ partir de donnZes statistiques une sZquence de
dZploiement par IQutilisation de donnZes statistiques provenant de sondages relatant I0expZrien
de plus de 113 compagnies en lean dZveloppement. Les techniques et fasons de mener le
changement dans IQatteinte des objectifs demeurent toutefois assez floues. Son modsle demeur
empirique et nOa dQailleurs pas ZtZ testZ sur un terrain industriel., Dee rphodologie
proposZe ne tient pas compte des spZcificitZs de diffZrentes industries. Le niveau de maturitZ de:
entreprises en terme dOadoption des diffZrents ZIZments du lean dZveloppement nOest p
considZrZ ce qui ne permet pas aux utilisateufscddiser sur leurs besoins rZels relatifs " leurs
objectifs de transformation. Par exemple, la mise en place de rituels de pilotage ~ projets aux
diffZrents niveaux hiZrarchiques est une technique qui peut influencer le niveau de rZactivitZ
dOune organisation en dZveloppement de produits. Si une organisation veut amZliorer sa rZactivit
afin de pouvoir rZpondre plus rapidement face ~ des changements de spZcifications de produits, le
modsle de transformation doit permettre dOune part la mise en avant teehréques qui
peuvent influencer le niveau d&activitZ mais Zgalement o se situe IQorganisation en terme de
maturitZ pour ces pratiques. Ceci permettrait dOidentifier si par exemple IOentreprise nOa qut
amZliorer son mode de fonctionnement " IGauZde ses rituels ou qudau contraire elle a ~ la
fois ~ instaurer les niveaux manquants dans son systeme de pilotage et en meme temps amZliorer
les rituels existants. En termes de rZponse au besoin et dOimpact du changement, la planificatio

de la charg et du dZploiement de la transformation ne sera pas la meme pour IQorganisation.

2.3 Analyse critique

Les modsles de transformation en lean dZveloppement dZj" existants identifient et prZsentent les
diffZrents concepts et outils ~ dZployer en amZliorationpehicessus de dZveloppement de
produits. Toutefois, ces concepts restent souvent vagues et ne proposent pas une direction claire ’

entreprendre comme 1Oon peut retrouver dans les mZthodes de transformation radicales el
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rZingZnierie de processus (Kettingeale 1997) pour orienter les efforts dOamZlioration au bon
endroit dans IOorganisation tout en respectant le contexte et les spZcificitZs dOune industrie €
particulier. De plus, aucun de ces modsles ne considere IQagilitZ comme Ztant une cible
dOamZlioten pouvant se dZployeonjointementans une dZmarche lean en dZveloppement de
produits (Christopher et al. 2004). Pourtant, la combinaison des deux paradigmes, appelZ
CleagilityE, permet de se focaliser sur les produits et les marchZs de mani-engiencdt qui est
essentiel en dZveloppement de produits. Le lean pr™ne IOaugmentation pleuvadéealientet
IOZlimination des gaspillagaors quelOagilitZ a pour objectif dOutiliser proactivement les
connaissances relatives aux marchZs afin deateiter en tant quOopportunitZs dans des

contextes incertains comme celui du dZveloppement de produits (Naylor et al. 1999).

En ne considZrant pas les objectifs et les besoins particuliers de transformation de IQorganisation
les modeles prZsentZs tendent pas ~ sOadapter ~ de possibles changemedigec#on ou

encore " des alZas pouvant survenir en cdersransformation (Bourne et al. 2000e! que
|Oexpriment Nightingale et Mize (2002), les entreprises dOaujourdOhui ont continuellement
revoir et ~ redZfinir leurs directions et leurs objectifs pour demeurer prospeoesngiZtitives

(Lee and Chuah 2001). Sans prise en compte des fluctuations dOun point de vue stratZgique, i
devient difficile de piloter la transformation de manisre dynamigueohZrente avec le contexte
dOaffaires. Les sZquences de dZploiement proposZes par les existdatsrestent pour la

plupart fixes selon un ordre prZdZfini de principes ~ mettre en fuvre. Selon Bhasin (2012),
chaque organisation devrait dZterminarpsopre maniere de dZployer la philosophie du lean
selon ses besoins, ses objectifs spZcifiques et les rZsultats prZliminaires qu'elles obtiennent lors

des premisres phases de leur processus de transformation.

De plus, malgrZ des explications sur les attributs des principes "~ poursuivre, les modeles ne
recommandent pas ou peu dOZtats cibles, de niveaux de maturitZ ~ atteindre au fur et ~ mesure d
la dZmarche dans une optique dOamZlioration continue. Selon Zellner (2011), les mZthodes d
transformation deraient proposer un dZcoupage clair des activitZs et des livrables " rZaliser tout
en reprenant les bonnes pratiques connues en gestion de projet afin de guider les utilisateurs de
|Gapproche vers des cibles dZtaillZes. COest par ailleurs ce que BitadR062) appellent les

succes rapides qui ont pour but de segmenter la transformation du point de vue des parties
prenantes de IQentreprise. Chaque Zvolution du processus ou des modes de fonctionnemet

contribue " la transformation globale de IQorgsita. Le fait de segmenter la cible ultime en



29

niveaux " atteindre permet dQillustrer le progres et IQefficacitZ des stratZgies empruntZes tout el
maintenant la motivation des Zquipes (Hines et al. 2004; Nightingale et Mize 2002). De plus, la
rZalitZ indusielle fait en sorte que IQorganisation nOa pas toujours la possibilitZ ou la volontZ
dOengager une dZmarche de rupture en transformation contrairement ~ sQorienter vers un
dZmarche incrZmentale en sOappuyant sur des cycles dOamZlioration pour d®attsinte
objectifs (Bjelland et Wood 2008; Cawley et al. 2010; Lee et Chuah 2001; Nightingale et Mize
2002). En ce sens, plusieurs recherches rZvelent que les rZsultats dOune transformation sor
supZrieurs lorsque les employZs focalisent sur des cibleificgacet lorsque les cibles sont
pereues comme atteignables (Saurin et al. 2011 ; Sim et Rogers 2009 ; Smalley 2009 ; Wan et
Chen 2009). ConsZquemment, il@sicialde transmettrées stratZgies de la haute direction vers

les divisions et les dZpartements subalternes jusquOaux responsabilitZs individuelles des
opZrationnels " travers des plan dOactions, des cibles quantifiables et des temporalitZs atteignable
(Bhasin 2012 ; Liker 2004).

Dans le meme ordre dOidZen systeme dQaide " la dZcisidin de supporter la priorisation des

efforts dOamZlioration apporte de la souplesse ~ IQorganisation voulant sOappuyer sur un
dZmarche de progres continu (Sharifi et Zhang 2001 ; Vinohd et Balaji 2011). Toutefois, ce
support ~ la priorisation des initiativestentielles nOest pas proposZ par la plupart des modeles

existants.

Le paradigme du lean priorise toujours IOhomme comme Ztant le centre des dZmarches
dOamZliorations. Selon Liker (2004), la position centrale quOoccupe IOhomme dans la philosophi
lean est bien plus quOun prZrequis, mais la clef du succes pour une entreprise lean. Un fort
engouement pour le travail en Zquipe et la responsabilisation des employZs sont essentiels.
Toutefois, tres peu des modeleistants erlean dZveloppement prennent @mpte de fason
explicite les activitZs de gestion du changement lors du dZploiement de la transformation
contrairement ~ ce qui est prZconisZ dans les mZthodes de transformation radicales de
rZingZnierie de processus (Kettinger et al 1997; Lee et Chwdh). 20Daccompagnement des
Zquipes dans IQintroduction des nouveaux outils ou techniques et la communication claire et

~

indispensable (Hines et al. 2004; Lewis et al. 2006) relative ~ ces nouveaux modes de
fonctionnement ne sont pas explicitement prZsefiglsque citZ paKaplan et Norton (1992;
1996), dans le cadre de leurs travaux sur les cZlsbres Balanced Score Cards, il est essentiel lors di

la construction du plan stratZgique de mettre en Zvidence de maniere claire et simple les liens
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entre les initigves dOamZlioration et les livrables attendus. Le plan stratZgique donne un sens " la
dZmarche en mettant en relation les actions de tous les jours menZes par les engitsss
rZsultatsobtenus au niveade IQorganisation tout en assurant un mZcamismalidation de la
stratZgie de IQorganisation (Bourne et al. 2000; Neely et al. 1997). Les auteurs soutiennent que le
relations de causes "~ effets sphit™tes hypotheseau niveaude la stratZgie de IOorganisation.

Si les rZsultats attendus ne satZnialisent pas, IOorganisation aura ~ Zvaluer si la stratZgie est
appropriZe ou non. COest ce que IOon appelle la double boucle dOapprentissage. De plus, d
cycle dOamZlioration ~ un autre, de nouvelles connaissances sur IQorganisation et ses membrt
peuvent stre gZnZrZes et doivent stre prises en compte dans de futurs efforts dDamZlioration. Dan
la meme philosophie, de nouveaux outils ou techniques dOamZlioration peuvent stre crZZs en
cours de transformation. Les approches prZsentZes dans laitgtAabordent pas la notion de
retour dOexpZriences et rd@ouvellementsiu modele permettant ainsi de sOamZliorer et de

capitaliser les nouvelles connaissances au sein de IOamZlioration et de la conduite du changemen

Relativement aux connaissancess Imembres des Zquipes de dZveloppement sont ceux qui
dZtiennent le savoir liZ au contexte de dZveloppement de produits ainsi quOaux contraintes de
mZtiers, des processus et des produits. Les Zquipes du terrain deviennent des ZIZments clZs da
la dZmarch de transformation pour orienter les efforts au bon endroit et selon le besoin rZel
dOamZlioration. Rouse (2005) argumente dOaileurde fait qulil est essentiel dOavoir une
connaissance accrue du contexte de IQorganisatisnqune comprZhensiodes systemes
existants pour pouvoir les transformer. Les modesles proposZs dans la littZrature nQintegrent pas
les connaissances de ces acteurs qui jouent pourtant un r™le central au cours de la conduite ¢

changement (Smeds 1994).

En somme, nous argumentosur le fait quOune bonne approche mZthodologique visant °
dZvelopper, introduire, dZployer et gZrer une stratZgie de transformation en dZveloppement de
produit doit stre orientZe sur les rZsultats attendus vetagntaux objectifs dOamZlioration et

doit Zgalementocaliser sur des cycles dDamZlioration itZratifs clairement reliZs aux cibles fixZes.

Ainsi, le modele proposZ devra rZpondre aux critsres suivants :

¥ Leagile: permettre de rZpondre aux objectifs du lean et de I0egjljtintement

dans la dZmarche de transformation
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¥ FocalisZ permettre de se concentrer sur des leviers dDamZliorations rZpondant aux

besoins et aux objectifs de transformation de IOorganisation

¥ Flexible: permettre de sOadapter aux alZas ou changements de stretdgjisser

libre cours aux dZcisions stratZgiques
¥ Adaptable: possZder la capacitZ de sOadapter " diffZrents types dOindustrie

¥ Vecteur de changemenprendreen compte le niveau de maturitZ de IQorganisation,
respecter la mise en place dpeZrequis nZcessaires pour passer ~ |0Ztape de

transformation suivante

¥ Aide " la dZcision: permettrela prise de dZcision sur le choix des amZliorations

possibles. Aide ~ la priorisation des transformations ~ mettre en luvre.

¥ FZdZrateur utiliser IOexpertise des Zquipes et les impliquer dans le processus de

changement.

¥ ComprZhensible et transversaRermettre une communication sur la transformation

claire " tous les niveaux de I0entreprise

¥ fvolutif : prendreen compte les facteurs clds succes dOune transformation en
dZveloppement de produits, permettre IOamZlioration des donnZes constituant le
modsle par la capitalisation dOexpZrience de transformation.

¥ StructurZ donnerune vision claire des activitZs ~ mener et des livrableadutetout
au long de la transformation afin de permettre IQaccomplissement de rZsultats

tangibles et mesurables dOamZlioration sur une base continue.

Le tableau 2.Inet en lumiere les criteres abordZs par les modeles existants. Tel quOil a ZtZ relevZ
dansiOanalyse de la littZrature, aucune des approches prZsentZes ne rZpond " tous les critere
dOune mZthodologie de transformation en dZveloppement de produits. NZanmoins, les modsles
existants fournissent des donnZes intZressantes ainsi que des attnitdgset pour dZvelopper

une approche mZthodologique rZpondant aux criteres ZnoncZs
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Tableau 21: Criteres abordZs par les modsles existants de la littZrature
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Hoppmann 2009 X X
Kennedy et al. 2003 X X X
Kennedy et al. 2008 X X
Morgan et Liker 2006 X X X
Schuh et al. 2008 X
Wanget al. 2011 X X X
Ward 2007 X

Au regard de ces diffZrentes contributiongpipara”pertinent de proposer une mZthodologie de
transformation leagile en dZveloppement de produits permettant de guider les industriels
possZdanta volontZ etla motivation dOamZliorer la performarae leur organisatioren

dZveloppement de produits
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CHAPITRE3  SYNTHeSE

Le chapitre 3 prZsente la dZmarche de recherche dans son eraiesitd@eson articulation
autour des quatre artisl@ubliZsdansdesrevues scientifiquesrayonnement internationaPlus
prZcisZmentla prochaine sectiosible IOobjectif principal de ce projet de theiesi que les
objectifs spZcifiques, les questismulevZegt les hypotheses de recherche. Nodsritons par

la suitelOapproche mZthodologique emplogifie dOobtenir leZsultats dZcrits @roposZsians

ce projet de recherchen tant que contribution scientifiqueinalementune synthese de chan
des quatrearticles publiZsest prZsentZeéout en mettant en lumiere les principaux rZsultats

obtenus.

3.1 Questions de recherche et objectifs

Nous rappelons ici notre objectif principal qui est de proposer une mZthodologie de
transformation leagile en dZveloppement de produitsr IOindustrie du luxeCet objectif

principaldevra nous permettre de rZponaue questions suivantes

¥ Comment rattacher les besoins clients (contexte, marchZ, ambitions stratZgiques, etc.)
~ une dZmarche de transformation de dZveloppement de produits dans IQindustrie du

luxe ?

¥ Comment et dans quelle sZquence dewraiappliquer les outils ddamZlioration lean
et agiles afin de rZpondre aux objectifs stratZgiques dOune organisat®n
IOindustrie du luxe tout en prenant en compte son niveau de maturitZ en terme

dOadoption démnnes pratiquesn dZveloppement de produds

¥ Comment dZployer et piloter une transformatieagile en dZveloppement de

produits dans IQindustrie du Iie

Plus concrstement, la mZthodologie proposZe visera ~ dZfinibjestids de transformation lea

et agiles permettant ainsi de dZployer et de piloter une sZquence dOactivitZs dOamZlioratic
rZpondant aux problZmatiques de la crZation jus@ifdustrialisation desouveauxproduits

dans le but de soutenir IQatteinte des objectifs stratZgicmenZthodologie devra Zgalement

sOadapteuaniveau de maturitZ de IOorganisation
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Comme toute mZthodologie de transformation ou dOamZlioration de processus,deglie

A

clairement Znoncer la sZquence des activitZs ~ mettre en Tuvre, les outils et teshniqu

employer, les livrables et les r'™les des diffZrents acteurs tout au long du processus dOamZlioratic
(Zellner 2011).

Afin de rZpondre " IQobjectif principal, plusieurs sobigctifs spZcifiques devront stre atteints :

Sous-objectif 1 identifier les outils et techniquesraditionnels du learde [Oagilitét de
IOamZlioration dgrocessus applicables au cycle de dZveloppement de produits dans
IOindustrie du luxe danse dZmarche de transformation

Sous-objectif 2 dZveloppeun cadremettant en relation la performance et IOadoption de
moyens dOamZlioratigrermettantainsi de guider de maniere opZrationnelle les
dZcideurs dans la sZlection des initiatives lean et amiBastun potentiel face aux

ambitions stratZgiques dZveloppement de produtour IQindustrie du luxe.

Sous-objectif 3 dZvelopperimplanter et tester une approate transformation leagile
complete allantdOidentifiedes leviers potentiels jusquOau dZploiement itotage
des initiatives dOamZlioration en dZveloppememtodiziits dans IQindustrie du luxe.

Ces objectifs reposent stmois hypotheses que nous cherchons ~ valider dans le cadre de ce
travail de doctorat.

Hypothese 1: la rZduction du TTM dans IQindustrie du luxe est possible en rZvisant et
transformant le processus de dZveloppement de nouveaux produits sans
nZcessairement recourir ~ IQadoption de nouveaux systemes dQinformation ou

dOinnovations technologiques.

Hypothese 2 : il est possible de dZfinir une dZmarche unique et applicable " divers
produits de luxe, dZfinie par une sZquence dQactivitZs et de jalons et repasant sur
ensemble de techniques, petawetde rZduirede fason significative le TTNlans
IQindustrie du luxe.

3.2 MZthodologie de recherche

Tout dOabord, il est important de souligner que Zaemte recherche dZcoule dOune demande

Zmise par un partenaire industriel de 1Qindustrie dugluxeous nommerons la Compagnie ABC
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pour des fins de confidentialitZetacteur mportant de 1Qindustrie du luxeexprimZ lesouhait
dOeffectuer une investigation approfondie de son cycle de dZveloppeatepbur motivation
principale, le dZveloppement w® mZthodologiede transformation en dZveloppement de
produits applicable “ses trois principales divisions de produis, B et C) dans IQobjectif
dOamairer son taux de service geoduits nouveauet de rZduire son TTMRour rZpondre

cette demandegegorojet de recherche seut de nature appliquZe.

Compte tenu de cette rZalitZ et des objectifs de recherche fixZs prZcZdemment, une approche d
rechercle qualitativeappara”appropriZe En effet, une telle approche sOavere utile dans le cas
dOune recherche exploratoire en Ztant flexible et en permettnatvailleren profondeurau

niveau ddOZtude derocessus ou dghZnomenes complexes (Yin, 200®ans le cas prZsent,

le processus de dZveloppement de nouveaux produits comporte un niveau ZlevZ de dZtails en plu
dOstre influencZ par dOinnombrables facteurs. Ainsi, le recours "~ des approches quantitatives
classiquegour ce cas dOZtude obligerait une simplification importante du cas obsgarait

donc inappropriZ. De plus, les processus de dZveloppement de produits dans IQindustrie du lux:
sont stratZgiques et sont traitZs avec la plus stricte confidentid@igite contrainte, exigZe
dOailleurs par notre partenaire industriel, nous oblige ainsi ~ Zcarter le recours ~ des approches

empiriques basZes sigs mZthodes de recherche quantitatives

Toutes les formes de mZthodologie de recherche qualitative néostefois pas appropriZes

pour rZpondre aux objectifs spZcifiques de cette rechdfohee sens, IOZtude de cas ou IOZtude
multi-cas sont des approches qualitatives de recherche empirique qui permettent dOZtudier er
profondeur un phZnomene social complexe, un Zvenement, un groupe ou un ensemble
dOindividus, sZlectionnZs de fason non alZatoire, afin de pouvoir Zventuellement dZcrire de
manisre prZcise ce phZnomene et de pouvoir IQinterprZter en fonction des conditions du contexte
~ 10intZrieur duquel il sBcrit (Yin, 2009). Cependant, les Ztudes de cas sont appropriZes lorsque
le phZnomene existe dZj~ et quOil doit tre ZtudiZ et approfondi ~ I0intZrieur de son contexte
quotidien (Yin, 2009). Dante prZsent casl serait difficile dOZtudier le phZnome«e cette

fason puisque le phZnomene est aujourdOhui inexistant. En fait, il nOexiste pas de mZthodologie
de transformation leagile en dZveloppement de produits catmppliquZe dans IOindustrie du

luxe. Par ailleurs, les Ztudes de cas ne permettedfpateragir avec les acteurs observZs dans le
but de transformer et dOobserver les changerdemtsgents Le chercheur doit sOen tenir

uniqguement ~ un r™le dOobservateur et prZserver une indZpendavisadvigerrain.
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Afin de dZterminer les outils plicables ou non, de les adapter et dOen crZer de nouveaux
spZcifiques au cycle de dZveloppement de produits, il est nZcessaire de provoquer le changemen
de tester les diffZrentes approches, de les modifier et dOen dZvelopper de nouvelles en Ztar
engagZdans le processus de transformation et en travaillant en Ztroite collaboration avec les
acteurs concernZs. En dOautres mots, cette recherche vise ~ coproduire des connaissances avec
acteurs de IOorganisation tout en interagissant avec eux, ce @iZriswaune recherche
collaborative. De plus, le fait quQil y ait plusieurs corps de mZtiers diffZrents impliquZs dans le
cycle de dZveloppement des produits de luxe nous amene ~ recourir au chercheur pour guider

tous les acteurs dans la poursuite dOunardhe commune.

Toujours en rZponse aux objectifs ZnoncZs, il semble donc primordial dOamener le chercheur -
faire partie intZgrante du phZnomene de transformation. Ceci est dOautant plus valable quQil y
peu dOexpZriences recensZes dOutilisationod®epplOamZlioration de processus dans le cycle

de dZveloppement de produits dans |Qindustrie du luxe. Une mZthodologie de recherche
qualitative expZrimentale de type collaborative et transformative semble donc plus adaptZe.
Parmi cesypesde dZmarche scientifique, la recheraftervention et la recherckaction sont

des exemples de recherches collaboratives et transformatives (Capelletti 2010; PaillZ 2007).
Toutefois, elles se distinguent sur un point fondamentavoir la fason de concevoir la
transformation. La recherche-action repose sur la contextualisation du changement, mais pas vers
sa formalisation, cOest-"-dire quOelle vise ~ prZparer un groupe au changement au travers di
processus participatifs, mais il leur appartient, par la suite, dsfaraner IQorganisatidalle

quOilde souhaitent, indZpendamment du chercheur (Cappelletti 2010). La reehnézchention

se rZfere, quant " elle, ~ la fois ~ la formalisation et ~ la contextualisation du changement. Elle
cherche ~ transformer IQorgsation dans ses structures et comportements, et non ~ prZparer des
changements futurs. Afin de rZpondre aux objectifs de la recherche, il est non seulement
important de transformer |Qorganisation pour obtenir des rZsultats, mais Zgalement pour
comprendre & phZnomene. Cappelletti (2010) assure quOen reclist@tvention, cOest le

changement qui permet de rZvZler la rZalitZ dOun phZnomene.

En somme, la rechercligtervention sembletre la mZthode la plus appropriZe au niveau de
IOZlaboration de connaissesiesquellesvisent ~ thZoriser les pratiques professionnesiese
partir dOune observation rigoureuse des. f@iés connaissances seramiles pour amZliorer

|QefficacitZ et IQefficience des dZcisions managZriales (Roussea®&08ipurs|a recherche
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intervention sembl&galementdaptZeour son objectif ZpistZmologique de transformation de
IOobjet observZ.

ftant donnZ que la mZthodologie de transformation dZveloppZe doit «tre robuste et doit pouvoir
sOappliquer dans les trois divisions de notre partenaire industriel, il est nZcessaire dOadopter dal
le cadre de la mZthodologie de rechetichervention, desnZthodes structurZes nous permettant

de bien documenter la dZmarche et les phZnomenes observZs tout au long du processus d
transformation. Notre dZmarche doit ainsi permettre de documenter les processus actuels, les
diagnostics et les alternatives cons#ks tout en permettant de mesurer de manisre continue, la
performance des processus ZtudiZs et transformZs tout au long du projet. Parmi les techniques
possibles, les mZthodologies de rZingZnierie peuvent rZpondre ~ ces besoins de formalisation de:
donnZes et dOZvaluation de IOimpact de la transformation tout au long du processus, de la collec
de donnZes initiale jusquOau suivi du processus transformZ. Nous recommandons donc de
recourir, en partie, ~ la dZmarche de rZingZnierie de Kettinger et al. (1997), une mZthodologie
utilisZe dans la pratique pour encadrer et documenter les diffZrentes Ztapes de ce projet de
recherche. Le plan dZtailt®e la mise en luvre des contributiorest prZsentZ " la prochaine

section.

3.3 Plan de mise en luvre

Le projet de recherche sOest dZroulZ est trois phases principales en collaboration avec notr
partenaie industriel Cette opportunitZ de mener le projet de fason sZquentielle dans les trois
principales divisions deroduitsnous a permis de cheminer vers |Qatteinte sebjectifs de

rechercle de maniere progressive.

La premiere phaselu projet sOest dZroulZe au sein de la DivisisarAine pZriode de douze

mois. Cette premisre annZe a permis dans un premier temps de prendre connaissance des rouage
de 10entreprise, de sa culture et de smesnde fonctionnement. Cette pZriatf@initiation a

laissZ place ~ un temps allouZ " I0aretys [Oexistaau traversde la littZrature scientifique. I

nous Ztait essentiel dOZtudier en proforidsunZthodes dOamZlioratiprevenantde I0agilitZ et

du lean dOune partet dOautre partes spZcificitZs et le contexte de |Qindustrie du luxe
prZalablement au dZploiement dQinitiatives de transformation en milieu indistsielcette
premisre Ztapea donnZ fruit ~ urpremier articlede typeconceptuemettant eravant une revue

de littZrature exhaustive sur 10agilitZ dans IOindustrie deds mme industrie prZsentant
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plusieurssimilitudes avec I0industrie du luxeDe plus, ces deux industries sdrquemment
exposZes et analysZzmjointemendans la littZrature scientifiqgu&run et al. 2008 ; Moore et
Birtwistle 2005; Walters 2006)Jn deuxisme article Zgalement conceptuel a ensuite ZtZ proposZ,
celuici mettant en avant les particularitZs de 1Qindustrie du luxe et une premisre analyse des
outils et techniques du lean appliquZs au dZveloppetegmtoduits. Ce deuxiemarticle a pris

forme en ours de transition entre Rivision A et laDivision B. Une premisresZriedOoutils et
techniques a ZtZ testfans laDivision A permettant ainsi dOarriver dans la division de ¢uiill

avec un certain recut expZriencesur les bonnes pratiques dZployerdans le cadre dOune
transformation en dZveloppement de produits.

La deuxieme phassOestlonc dZroulZe au sein de la Division &Bir une pZriode dOenviron
quatorze moistoujours dans une approche de recheistezvention, dans le bulOZtablites

liens entre les objectifs stratZgiques et les initiatives dOamZlioration en dZveloppement de
produits.Un troisieme article meanten valeur les rZsultats obterlass de cette phase orientZe

sur la performance et IOadoption des leviers lean et agile en dZveloppement deapilodsity

rZalisZ

Tout en gardant une implication dans les deux autres divisions de produits, la troisisme phase du
projet sOest principalement dZroulZe audgelaDivision C. Cette derniere Ztape a permis slan

un premier temps de modZliser la mZthodologie de transformation leagile en dZveloppement de
produits pour IQindustrie du luxe en y intZgrant les rZsefites retours dOexpZriedes phases
prZcZdentes. La mZthodologie a ainsi pu stre tedtiZeeuement ~ I0intZriewfes trois divisions

de produits. Les rZsultats font IOobjet du quatrieme astitimis aupresie revuesscientifiques

internationales.
Les articles sur lesquels sOappuie cette these sont les suivants

¥ Article 1 : Lemieux, A-APellerin, R, Lamouri, SCarbone, 2012) A new analysis
framework for agility in the fashion industry, International Journal of Agile Systems
and Management, Vol. 5, Issue 2, 113/

¥ Article 2: Lemieux, AA, Lamouri, S, Pellerin, R, Simon, L (204RA Learbased
analysis framework oriented towards the upstream supply chain for the luxury

industry, Supply Chain ForumAn internatonal Journal, Vol. 13, Issue 4, 14-24
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¥ Article 3: Lemieux, AA, Pellerin, R, Lamouri, S (2013) A mixed performance and
adoption apnment framework for guiding leanness and agility improvement
initiatives in product development, Journal of Enterprisan$formation, Vol. 3,
Issue 3, 161-186.

¥ Article 4: Lemieux, AA, Lamouri, S, Pellerin R (soumis en juin 2013),
Development of a OleagileO transformation methodology for product development
International Journal of Operations and Production Management.

Les sections suivantes prZsentent la syntie® principaux ZIZmente chacun de ces

articles que le lecteur trouvera en versgsomplste en annexe.

3.4 Revue de littZrature sur |OagilitZ dans IOindustrie de la mode

Depuis quelques annZa¥Zj” eten rZponse aux attentes des cligatgours grandissantes,
IQindustrie du luxe et de la mode ont eu recours tatesepts dOagilitZ, dexibilitZ et de
rZponses rapidesMalgrZ leur reconnaissancspZcifique, ces concepts sont souvent
confondus ou vaguement dZfinis dans la littZrature. lls raemie parfois dZfinis de fason
identique lorsquOils sont appliquZs ~ IOensemble mémeaentrerise.Afin dOZviter cype

de confusion, cet article propose un cadre dOanalyse formel pour rZaliser une revue de la
littZrature plus spZcifique relativement aux initiatives dOagililagivementaux modeles
dZveloppZs pour IOindustrie de la mode.

Le cadre dOanalyse propgsif Lemieux et al. (2012)entifie les basegle 10agilitZen
mettant en Zvidence les rZponses " trois questions fondamentaleslesd@Enioi?E, le
CQui?Eet le QComment?E face Ta poursuite déOagilitZLe cadre dOanalyse utilisZ pour

mener la revue de la littZrature est prZspata Figure 4L.
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Figure3-1: Cadre dOanalyse de la littZrature sur IQagilitZ dans IQindustrie de la mode

La revue de littZrare metensuiteen Zvidencées rZsultats de IOanalyse en identifiant dans un
premier tempsjuels sont les objectifs de IQagilitZ anticipZs et plus prZcisZmentcegQest
IOon tente dOobtenir par ces objatfitsgilitZ dans 10industrie de la mbaes un deuxisme
temps,le cadre sOintZressda”portZede [Oagilit&n termes dDacteurs clZs et de services
touchZspar ces initiatives Finalement,les leviers dOamZliorations agiles prZcisant les
mZthodes et outils employZmsi que lesstratZgies ~ adater pour atteindre les cibles et
rZaliser les objectifs d@ilitZ, sontexposZs
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Par IQanalyse de la littZrature relatignt™ IOindustrie de la mode, |Qartitlet en Zvidence
certains Zcarts entre les diffZrents objed@sgilitXisZs par I0industrde la mode. Bien que
certainsde cesobjectifstels qudOinnovation et la rZactivédient clairement prZsentZs par la
communautZ scientifiguelOautres objectifsls quelOadaptation et la robustesse ouvrent sur
des perspectives de recherche en tsrrde nZcessitZ par rapport aux spZcificitZs de

I®industrie.

De plus, tout comme IOindustrie du luxe, IQindustrie de la mode est une industrie qui a peu Zt:
ZtudiZe de maniere intrarganisationnelle, cOéstire au ciur des modes de fonctionnement

de IQorganisation. Ceci a Zgalement permis dCsuni@importance de mener une recherche
selon des mZthodes qualitatwellaborative avec un partenaire industrigbur la suite de

nos recherchesfin de bien documenter les rouages et les modesfaretionnement ~

IQintZrieur dOune organisation

Finalement, en termes dQinitiatives dOamZlioration, une nouvelle voie de regipdiqiiée
prZsentait un fort potentieLOutilisatiorconjointe des paradigmes du lean et de 10agilitZ
permettantde dZployer " la fois des stratZgies dOoptimisation des flux et dOZlindeation
gaspillagestout en intZgrant des notions de capitalisation des connaissances marchZs et
dOintZgration des processesnblait une stratZgie intZressaafte de demeurarompZtitif en

terme de rZponse " la demande tant au niveau des TTM que des spZcificatives aetati
dZveloppements de nouveaux prodpisr IOindustrie de la mode et du luxe

Les articles suivants vont permettre dOexplorer ces diffZrentes perspectieesedchale

manisre appliquZdans IOindustrie du luxe.

3.5 Revue de littZrature sur lesspZcificitZset les initiatives d@mZlioration

potentielles pourlOindustrie du luxe

Pour faire suite apremier article, celuti prZsente une revue de littZrateshaustivedu
contexte etdes spZcificitZs de 10industrie du luxiesi que des paradigmes du lesfin
dOidentifier lesixes clZ$ piloter pour une performance en dZveloppement de nouveaux
produits de luxe Ainsi, IQarticle propose un cadre dOanagmesant sur quatre angles du
dZveloppement de produits soient R®cessus]OOrganisationla Mesureainsi queles

Outils et Connaissancg®ermettant aux gestionnaires de bien Zvaluer IOamont de la cha’ne
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logistique et dOen voir son Zvolutarsa maturitZn terme dOadoption des bonnes pratiques

et des outils du lean en dZveloppenieetmieux et al. 2012b)

La revue de littZrature a permis dOidentifier vingt axesdfi#snZlioration adaptZs aux
spZcificitZs de IQindustrie tel que la nZcessitZ denBola crZativitZ tout au long du
processus de dZveloppement des nowvpeaduits, tel que IQimplication de diffZrents corps

de mZtiers provenant autant de milieux artistiques que de milieux techniques comme
IOingZnierie, tel que IOemploi de moyensiaatisx pour dZvelopper et fabriquer les produits.
LOarticle met ainsi en Zvidence le fort potentiel des outils dute@mZgalement de ceux de
|QagilitZ pour le cycle de dZveloppement de produits dans IQindustrie du luxe. Ces axes ont Zt
dZclinZs en Zelle de maturitZ afin de les utiliser dans une approche ddalt@ation de la
performance en dZveloppement de produits cadre dOanalyse a ZtZZte$OintZrieur de
plusieurs entitZs de produits de luxe afin ég8suaresa validitZ. Son applicatiomisle terrain
industriel a ouvert sur des perspectives de recherche tant au niveau de |Oimpéarmtalion

mise " 10ZpreuvéOoutils du lean en dZveloppement de produis Zgalement au niveau
dOamener le cadre dOanalyieré le lienentre les leviers potentiels dOamZlioratioleset

objectifs stratZgiques dOune organisation

Le prochain article prZsente cette extension du cadre dOaiadysgidOapproche employZe

pour le dZvelopper dans IQindustrie du luxe.

3.6 Cadre dOadoption et dOalignementle la performance leage en

dZveloppement de produits

Tel que Oarticle prZcZdent a pu le dZmontrer, les paradigmes du lean et degDagdi?

un fort potentiel dOamZlioration pour les processus de dZveloppement de produits dans
IQindustrie du luxe. Toutefois, littZrature montre qui®Oest pas simple dOidentiéede
sZlectionnetles initiatives dOamZlioration ~ prioris@ir de savoircommnent les mettre en

fuvre dans une dZmarche de transformati@mant " atteindre les objectifstratZgiques de
IQorganisation. Peu de modsles prZsentZs dans la littZrature permettent de faire le lien entre
ces deux approch@®amZlioratiokeanet agile Lesseuls modeleproposZy rZpondant ne
permettent pas dOidentifier clairemeats quelle directioroe les efforts devraient stre

dirigZs et quelledevraient streles Ztapes suivre dans une approche dOamZlioration
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incrZmentale De plus, ces modsles repent sur des rZseaux analytiques complexes
nZcessitant une collecte de donnZes importante afin de fournir les liens entre les objectifs et
les initiatives dOamZlioratiohinsi, ces modsles nZcessitedOetre informatisZtant donnZ

le nombreZlevZde conparaisons etde liens entre leddiffZrentsZIZmentsConsZquemment,

ces modsles operent en modebdte noireE nepouvantstre utilisZ comme vecteur de
communication dans la stratZgie de changenignsomme, les modsles dOalignement de la
performance extants ne rZpondent pas complstement aux besoins des industriels dZsirant
entreprendre une dZmarche dOamZlioration lean et_agi#hleau 3.1 prZsente les modsles
existants de la littZrature ZtudiZs par rapport aux criteres identifiZs comme essamgiéds da

construction et le dZploiement dOun cadre dOalignement et dOadoption de la performance.

Tableau3.1: Comparaison des modsles existants

(]
©
g E
:
o] o
o Q I=
o | §2| 8 " o | 5
—_ e P o
. 2128 8| 3|39 ¢
RZfZrences 2 |ns 2 2 i S
Sezen et al. 2011 X
Cil & Tukan 2012 X X
Vinodh & Balaji 2011 X
Sharifi & Zhang 2001 X X

Reconnaissant ces dZfisemieux et al. (2013proposentun cadre mixte dOadoption et
dOalignement de la performance leagile en dZveloppement de produits permettant de guidel
de manisre simple ebpZrationnelldes donneurs dOordrain de les aidef cerner les
initiatives dOamZlioration les plus adZquates I@mrganisation en considZranineédart la
maturitZ de 1Qorganisatioen terme de niveau aifdption des bonnes pratiquesais
Zgalement en terme de cohZredes initiativesface aux cibles de performance " atteindre.

En dOautres mots, le cadre metradation les objects stratZgiques de IOentrepesdes

leviers potentiels dOamZlioration dans IOobjectif de gZnZrer un plan dQintervention s
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concentrant sur les processus et les od@lamZlioratiogpZnZrante maximumdOimpacdu

point devue de laperformance attenduka Figure 32 prZsente le cadre et ses ZIZments.

ObjectifsLean ObjectifsAgiles

Objectifs StratZgiques 1

\
T

MesuredCibles de performance

Matrice relationelle de maturitZ

Leviers dDamZlioration 3
Lean/Agile
1 1
5 Actuel 5 :\: Actuel
Niveau dOAdoption 3 Requis
Requis 4
a 5
Initiatives de Transformation 4

Figure 3-2: Cadre mixte dOadoption et dOalignement de la performance leagile

LOapproche proposgermettant delZveloppeet de documatertous les ZIZments aadre

est dOabord prZsent® maniere gZnZrique afjue le cadreuisse streadaptable ~ towt
industrie ou secteur@hctivitZdJne mZthodologie dQutilisation du cadre est ensuite proposZe
et testZe en dZveloppement de prodistss IOindustrie du ludea mZthodologie se rZsume

selon les six Ztapessivantes :
1. ldentifier les objectifs stratZgiques et lessores de performance associZes.
2. ftablir des dbles de performance attendues.
3. DZfinir les leviers dOamZlioration potentiels.

4. Conduire un diagnostic de maturitZ @és teviers potentiels.
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5. DZvelopper une matrice relationnelle de maturitZ mettant en relation les objectifs

ainsi que les leviers dOamZlioration

6. ftablir le plan dOintervention selon IQanalyse du diagnosticnpairiee relationnelle

de maturitZ

Les rZsultats de |Oapplication du cadre dOadoption et dOalignement de la performance leagi
en contexte industriel sOawrepositifs pour les phases amonte la transformation.
Effectivement)e cadrecouvre les ZtapgsZliminaires dOune dZmarche dOamZlioration selon
des cycles itZratifen donnant les clZs aux acteurs du changement et ~ la dirafiticte

bien identifier oe sont les opportunitZs dOamZlioration dans IOorganisation et quel devrait stre
le niveau de matitZ ~ atteindre pour IOobjectif sZlectiandd exemple de rZsultats de
diagnostic de maturitZ en terrain industriel mettant en relation le niveau actuel et les

opportunitZs dOamZlioration pour un objectif ciblZ est prZsentZ par la-8gure 3

Objectif StratZgique agile
RZactivitZ
Mesure de performanc&€TM
GQ’ Actuel Cible
o ((\@,(\ 24 mois 18 mois
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Figure 3-3: Exemple de rZsultats mettant en relation le niveau de maturitZ actuel et les

opportunitZs dOamZlioration pour un objectif ciblZ
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Toutefois, le cadre permahiquementd®Zvaluer les leviers potentiels pouseul objectif ~

la fois ce qui restreint [Oanalyse et 10Ztablissement dOun plan dOintervention pRarglobal
contre, le cadre sOas¥rZ «tre un excellent outil du changemeems la communication de

la transformationgt ce, " tous lesliffZrentsniveaux hiZrarchiques de IQorganisatforec

un objectif de prZparer, de dZployer et de pilotane transformation leagile en
dZveloppement de produits, le cadre propsitta sOinsZrer dans une mZthodologie de
transformation complste. COest ce aqutre quatrisme article propose dans lprochaine

section.

3.7 MZthodologie de transformation leagile en dZveloppement de produits

Les entreprises dOaujourdOhui ont constamment b&aimZlibrer leur performanpar
rapportaux objectifs stratZgiques toujours plus ambitiquils se posesh rZponse aux
besoins des marchZBepuis dZj~ plusieurs annZes, des organisations ont employZ les
techniques et outils du lean dans les secteurs de la production. Ces entpeprisest
maintenantconscience dypotentiel dOamZlioration que pent gZnZreles paradigmes du

lean sur leurs processus de dZveloppement poursenjsintementavec [OagilitZ afin dOy
intZgrer une notion de proactivitZ face aux marchdstefois, il sOavergquOilnOespas

Zvident pour les industriels de savoir par o» commeafiarde dZmarrer, de dZployer et de
piloter une dZmarche de transformation en dZveloppement de produits tout en se focalisant

sur les sujets prioritaires ~ traiter.

Les modeles de transformation en lean dZveloppement prZsentZs dans la littZrature ne

N

permettent pas deouvrir tous les aspects nZcessaires ~ prendre en compte dans une
dZmarche de transformation leagile en dZveloppement de prdidestsici fait rZfZrence ~

des notiongle flexibilitZ face awalZas en cours de transformatiddes notiongde gestion

du changement, ~ des notions dQaide " la dZcision ainsi qu®~ des notions de structure de I
transformation permettant demher une vision claire des activitZs ~ mener et ldeables
attendus tout au long de la transformasontenantOaccomplissement de rZsultats tangibles

et mesurables d®amZlioration sur une base continue.

Le cadre dOadoption et dDalignement de la perforfiamsizux et al. 2013prZsentZ dans
la setion prZcZdente permis de dZployetiffZrentstypes dOinitiatives dOamZlioration

leagiles en dZveloppement de produits ~ I0intZrieiraie divisions de produitde notre
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partenaire industrielafin dOZlaboretes nouvelles connaissances nZcessairekut

implantation et guider la conduite du changement sur le terrain au cours de la transformation.

Ces connaissances documentZes tout audord¥ploiementles initiatives ainsi que par le

biais de retourdOexpZriences et de grougesdiscussionsnenZspost dZploiemenpnt ZtZ

utilisZes conjointementavec les expZriences issues de la lititeatnfin dOZlaborer une
premiere version complete @unmodele de transformation leagile en dZveloppement de
produits. Ce modsle a par la suite ZtZ testZ en parallintZrieur des trois memes divisions

de IQorganisation. SubsZquemment,sdesices de remue-mZningéssi que des retours
dOexpZrience ont permis de faire des propositions ddamZlioration qui ont ZtZ discutZes ent
les diffZrents acteurs clZs du dZveloppement de protiuitsen Ztant constamment
accompagnZs des chercheersivec IQobjectif de bonifiee modele initial. La Figure 3-4

prZsente le cheminement de dZveloppement de la mZthodologie de transformation.
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Figure3-4: Approche utilisZe pour dZvelopper la mZthodologie de transformation leagile

Un modsle complet de transformation leagile en dZveloppement de produits rZsultant de ces
modifications et recommandations est prZsentZciur des travauxde Lemieux et al.
(soumis 201B) selon le mode de prZsentation IDEE@ mZthode IDEFO a pour but de
modZliser les dZcisions, les actions et les activitZs dOune organisation. Le choix de cette
mZthode repa@ssur le besoin de mettre en valeur, ~ diffZrents niveaux de dZtails, les
diffZrents ZIZments constituant la mZthodologie.

Effectivement,dans le but deproposer une mZthodolog@pZrationnellepermetant de

sZlectionner les leviers dOamZlioration appropriZs ainsi que les outils et les techniques
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dbOamZlioration assocptsir construire et de dZployer un plan de transformation guidant les
utilisateurs dan conduite du changement de IQorganisatidiait nZcessaire de dZfinir de
manisre dZtaillZe dOune pdes ZIZments du modele et dOautre, parsZquence dans
laquelle la dZmarche doit «tre suivielus spZcifiquementa mZthodologieepose sur tis
phases clZ&rmant un cycle vertueuX suivre dOun cycle dOamZlioration ~ un autens

une approche dOamZlioration incrZmentadefigure 35 reprZsente selon le mode de
prZsentation IDEFO les trois principales phadesa mZthodologie.
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Figure3-5: Principales Ztapes de la mZthodologie de transformation leagile

La prenere phase a pour objectif de dZterminer quels sont les leviers potentiels
dbOamZlioration par rapport aux objectifdrdasformation priorisZs par les membres de la
direction. la seconde phasee la mZthodologie pour objectif de soutenir les cibles
dOamZlioration des niveaux de maturitZ par une association dOactivitZs de dZploiemen
dOoutils et de techniques leagilésalEement, la troisisme phase consistelZployer et ~

piloter le plan dOintervention ZlaborZ au cours de |0Ztape prZé&tdeifdautres termes,
|Gapproche proposZe permet de dZvelopper une sZquence dZtaillZe dDactivitZs pour piloter |
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diffZrentes initiatives dOamZlioration leagiie lieu et temps appropriZsu sein de

|Qorganisation.

La mZthodologie proposZe a ZtZ expZrimentZe avec succes aupissisddivisions de
produitsde notre partenairge |Qindustrie dluxe. LOexpZrimentation de IOapprqubposZe

est partagZe en seconde partie de |Qarticle prZsentant ainsi des exemples concrets d
|Qapplication de la mZthodologie. Son utilisation a dOaij#nisZ desffets positifs tant

dOun point de vue quantitatif sur les rZsultats de performantéveioppement que dOun

point de vue qualitatif aupres des membres luvrant en dZveloppement de produits. Plus
spZcifiquement, IOapplication de la mZthodologie a soutenaugmentatiosonsZquente

du taux de service des nouveaux produits ainsi quOune rZduction des TTM des nouveaux
produitstout en crZant une rZvolution positive aupres des membres du dZveloppement par

son potentiel de communication, de pilotage, de benchmark et de systeme de connaissances.

Conclusion

Ce travail de recherchieurnit les ZIZments de rZponse " la problZmatique de structuration
dOune transformation leagile en dZveloppement de prddaitaZthodologie permet de
prendre en compte le degrZ de maturitZ de IQorganisation afin de ddfgsogetivitZs de
dZploiement des outils etdes techniques dOamZlioration les plus cohZrgmiesible.
Finalement, la mZthodologguide les Zquipes du changement ainsi que les membres de la
directionau niveau déa communication edu niveau dda gestion du changemetaut au

long du dZploiement et du pilotage de la transformation.

E partir des expZrimentations menZes sur les diffZrents terrains industriels en termes de
dZploiement de la mZthodologie et dOimplantaties altils et des techniques
dbOamZlioration, plusieurs recommandat@risonnes pratiques ressortent comme Ztest
facteursclZs dans la transformation. Ces diffZrentes contributions pratiques sont prZsentZes

IQintZrieur dia discussion gZnZrale faisant IOobjet du prochain chapitre.
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CHAPITRE 4  DISCUSSION GfNfRALE

Ce chapitre prZsente une discussion gZnZeddgive ~ certains aspects mZthodologiquessi

qud” propos deos rZsultats en lien avec la revue critique de la littZrdhe®agit déoccasion

de prendre un peu de redalce ~ nos recherchest dOapporter une vue intZgrZe des apports
techniquesmZthodologiqueainsi que pratiques dZcoulant des expZrimentations menZes sur les
diffZrents terrains de rechercéeploitZs

Effectivement, é cas dOapplication du modsle de pilotage dOune transformatieeleagin de
plusieurs divisions dOune organisation de IQindustrie du luxe a permis de dZmontrer la faisabilitz
de IOapproche proposZe. De plus, la rZussitettdapplication dans IOindustrie du luxe soutient
notre convictiomgue le modslepeutsOadapter aux spZcificitZs dOune industrie tout en poursuivant
des objectifs lean et agilesnjointement

Le prZsent chapitre restitue le processus de transformation tout en mettant en lumiere nos

recommandations suite aux difficultZs, aux rebondissenetmux succes vZcus sur le terrain.

Une premiere sectiorintroduit le processus du changement pacridation dOune Zquipe du

changemengn identifiant les acteurs clZs et leurs r™les essentiels dans la transformation.

La secondesection prZsente lgshases amont de la transformatim prZcisantdOune partes
bonnes pratiquesemployer dans I0Zlaboration de 10Ztat des lieux et dOaues payensie
sOassurer que les opportunitZs dOamZlioration sont bien colpdreragportaux ambitions

stratZgiques etu fait meme aux objectifs de transformation.
La troisisme sectionconcerne leZploiement de la transformatien termes de
¥ communicatiordes initiatives dOalidfations
¥ moyens (outils et techniques dOamZlioration lepgiles
¥ accompagementdu changement lors de la concrZtisatleria transformation.

Finalement,d quatrieme section concld®une part, quant amZcanismes ~ mettre en plaain
de fiabiliser les bonnes pratiquiesigilesen dZveloppement de produits et dOautrespaygere

les mZcanismes permettantrdaintenir un Ztat dOesprit orientZ sur IOamZlioration continue.
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4.1 Mettre en place DZquipe du changement

Dans toute transformation, la gestion du changement demeure plusigsands dZfis " relever.

Ainsi, la crZatiordOune Zquipe de changementfaslamentale pour IOaccompagnement et la
gestion du changement dans IQorganisation. Un chef de projet de IOamZliration
dZveloppemerdoit tout dOabord streommZ Celui-ci devrapossZder une vision dOensemble de
sur toutela transformatioret ce, de maniere transversale. DOexcellentes compZtences en gestion
de projet, en communication et en gestion de crisedemqualitZgssentielleshezcet acteur

clZ. Celui-ci devraitdZmontrer la capacitZ Zi@luer avec aisance audien dans les diffZrents
niveaux opZrationnels que lors des activitZs de rZflexion deafonde pouvoir accompagner
efficacement tous les acteurs impliquZs dans la dZmarche de transformation entreprise. Une
connaissance des philosophies, des tecksiogn des outils dOamZlioratieest Zgalement
essentielle dans la conduite de cette dZmarche.

Par ailleurs, il est possible quOune politique dOamZlioration continue soit dZj”~ prZsente dans
IOorganisatiorCependantles dZmarches reliZes " cette politiguat habituellement menZes de
manisre localecOest-"-dirgar secteur dOactivitZs sans vision transversale. Les chefs de projets
menant ces dZmarches dOamZlioration sudifiésentspZrimetres de IQentreprise peuvent se
joindre au chef de projet amZliticm dZveloppemerdfin de former 10Zquipe du changement.
Cette association des membres de |IOamZlioration continue et du chef de projet en amZlioratior
dZveloppement permainside bien Ztablir le lien entre le projet stratZgique de transformation en
dZveloppement et la politique dOamZlioration continue existante. De plus, cela permet une
flexibilitZ au niveau de la gestion des ressources expZrimentZes en amZlioratiomedwamne

conduite des chantiers.

Des membres du management intermZdiaire en dipesteent de produits peuvent Zgalement se
joindre ~ 10Zquipe afin de permettre une attribution adZquate des ressources dans les chantier
opZrationnels, mais Zgalement afin dOobtenir le pouls des Zquipes opZrationnelles dans I
changement. Cette Zquipe é&stmZe pour accompagner les Zquipes opZrationnelles durant la
transformation tant en termee conduite du changement et de conduite des retours dOexpZrience
quOen terme de formation aux diffZrents outils devant stre utilisZs dans le processus de

transformationPar ailleurs,|OZquipe du changement se doit dOstre responsable de coordonner les
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chantiers dOamZlioration, de sOassurer que chaque initiative possede un pilote, un ZchZancier air
que des objectifs bien dZfinis.

LOintZgration des membres du ngangent intermZdiaire nOest pas toujours sifRplecontre,

leur intZgration est fondamentale dans la conduite du changedeemtcisont positionnZs entre

les membres de la direction et les Zquipes. Le point dOentrZe de toute la communication de le
dZmache vers les Zquipes opZrationnelles sOeffectuera ~ partir dOeux. Pareillement, dans IOaut
direction de la communication, la remontZe de IQinformation ~ partirmin vers I0Zquipe du
changemensOeffectuera par les membres du management intermifdjgiquZs dans Kguipe

du changementLOobjectif est dOavoir une vue dOensemble de tous les chantiers en cours, di
prZparer le changement, de faire passer les messagesvenancees membres du comitZ de

direction et dOinspirer les services mudnshZs par la transformation

Un systeme de pilotage constituZ des membres de la direction en dZveloppement de produits,
coordonnZ par le chef de projet en transformation, doit ensuite stre mis en place afin de
dZmontrer la forte implication de la direxti et afin dOassurer un suivi et un arbitrage de la
transformation au niveau stratZgigagpropriZ Un rythme bimensuel est prZconisZ. Dans un
contexte oe les rZunions se multipliesans cesse, il est essentiel de mettre ~ profit ce temps
allouZ "~ la trasformation. Ces rZunions pilotZes par le chef de projet du changement doivent
faire 10objet dOune prZparatonamont par les membres y assistant. Le chef de projet du

changement est "~ la fois le mZdiateur et le conseiller de ces diffZrentes rencontres.

Au niveau de la conduite du changemtns de lagestiondestransformationsnenZes sur le

terrain la formation de I0Zquipe du changement a permisaupartage entre les membres du
changementoncernanies problemes rencontrZs, les rZussites en amurselles " venirainsi

qu®"” propos des recommandations concernant les acteurs clZs ~ impliquer plus fortement dans I
dZmarche. De plus, le fait de mettre en place une routine de pilotage ~ IOintZrieur dOun crZnea
horaire fixe afavorisZ une plus grandassiduitZ des membres de la direction giesmis
dOinstaurer en meme tempsZtat dOesprit propice au changement nZcessaire " la dZmarche.

MalgrZ ce systeme de pilotage et de communication, une prZsmmstante des membres de
I0Zquipe de transfornmtiestnZanmoins nZcessaire ~ tous les niveaux et dans tous les services.
Par ailleurs, d nombreuses informans significatives ressortede conversations informelles ou

encorelors de rZunions autres que celles de pilotage. Il est donc importantsguenebres de
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I0Zquipe du changement passent suffisamment de temps sur leatecdiesZquipes afin de

favoriser la remontZe dOinformations sur tout ce qui concerne la transformation.

4.2 Les phases amont de lgansformation

Toute transformatiooommetout projet stratZgique dOune organisgt@sseimpZrativement par
des Ztapes incontournablasadrage de projefvaluation et analyse de la situatjpZsente. Ces
Ztapes clZs dansdantinuitZdesZvenementpermettront de dZfinir un plan dQintervensiolide
et adZquatpar rapportaux ambitions stratZgigsiele IQorganisatioes prochaines sections
prZsentent de fason plus dZtaillés ZIZments clZs de ce passafpessaire

4.2.1 Cadrer la transformation

La phase de cadragmnstitue une Ztapeuciale dans la dZmarche de transformation. La mise en
place des objectifs stratZgiques et des mesures asseeideslentOillustration de la vision de
IOentrepriseles enjeux de la transformation doivent nZcessainé dZcouler des ambitions
stratZgiques de IQorgansatet ©est ce qui donneta sens ~ la transformation.

Lorsque 1Oon veut transformer une entreprise, tilrfAcessairement crZer des structures et des
dispositifs de gestion nouveaurut en guidanchacundes intervenants versn mode de
fonctionnementliffZrent. LesingZnieursioivent apprendré penser diffZremment, les artisans
fabriquer diffZremment, les acheteurs " acheter diffZremment, les Zquipes marketing ~ aborder les
besoins clients diffZremment ainsi que tdres™ gZrer diffZremment.La transformation
constitue en ellensme un projet dOapprentissage @uige dOetrecentrZ sur les besoins
stratZgiques de IQorganisation.

Une premiesre communicatioraupres desresponsables du management intermZdiaire est
nZcessairgour leur permettre de bien comprentire objectifset de mesurer leur performance.

lls pourront, par la suite, dans le cadre de leurs rZunions de services respectifs, prigsester
Zquipesle plan stratZgiqueetenu E cette Ztape,QintZrst de communiquer la visiode la
dZmarchepermet dOintZgrer des le pdrt tous les membres du dZveloppementour de
IGamZlioration de la performance. E cet effet, dans le cadre de ce plan de commuhiesttion,
important de souligner aux Zquipes quQelles seront sollicipiésment dank conduite dOun
Ztat des lieux des bonnes pratiques en dZveloppe@éest Zgalement au cours de ces
communications que 10Zquipe du changedwihttre prZsent® aux Zquipes opZrationnelles en
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dZveloppementout en prZcisant son r™le spZcifigue dans la transformiatien de notre
expZrimentation, ~ 1QintZrieur de certaiiessions de produits, cette communication nOa pas ZtZ
effectuZedes le dZmarrage de la transfation. Sa nZcessitZ nous a vite raftsap momentie
dZmarrer IOZtat des lieEn effet, les Zquipes opZrationnelles ne saisissaietd pias-fondZde

cette initiative de diagnostic. En dOautres terinesus est apparu apres coup gas membres

des Zquipes du terrain nOavaient pasetous les ZIZmentsZcessaires ~ leomprZhension des
dZfis menant ~IQatteinte des ambitions auxquellesZiigient conviZs deontribuer. Afin de
pallier ~ ce manque, umode de communication transversale alpauite ZtZtabliafin de bien
Ztablirle lien entre les objectifs de IQentrepeisles dZfis opZrationnélsurmonter.

Dans le meme ordre dOidZgsst fortement recommandaiOattribuenn nomdes le dZparau

projet de transformation. LOexpZrience nous a dZmontrZ que le fait dDavoir un nom associZ ~ |
dZmarche permettait une meilleure comprZhension des initiatives dOamZlioration et soutenait I
remontZe et la centralisation de IQinformation relative atesfrmationen dZveloppement de
produits vers IOZquipe du changement.

4.2.2 Mesurer 1Qexistant

Le projet de transformation prend vraiment son Zlan au cou@Zdatldes liewes processus en
dZveloppement de produit$.sOagit dOune phatétant au niveawe I0intZgration dOacteurs
potentiels en vue de la rZalisation deransformation quOau niveau dedmmunication de la

vision et des raisons du changement aupres daf&s opZrationnelles. Cette phase permet de
mesuredtOZcarentre IOZtat actude la situationet la cible” atteindre Sans dZterminer de quelle

fason la transformation devra stre menZe, cette phase permet de bien cerner le point de dZpart
ainsi quele niveau de maturitZ actuel dOadoption des leviers dDamZlioration potentiels dans les
diffZrents secteurs du dZveloppement de prodDisis le cadre & ce projet de recherche,
plusieurs techniques de diagnostic ont ZtZ testZes afin dOidestidigports de chacunesdfe

elles selon le contexte des diffZrentes organisations

Les entrdens semidirectifs rZalisZs auwm des membres des Zquipes projets ainsi que des

membres du management intermZdiaire ont permis dOobtenir une vision transversale des
processus de dZveloppement de produits tant en termes de forces que de dysfonctionnements. E
se reposant sur les axes potentiels dOamZlioration, le chercheur accompagnZ dOun membre

IOZquipe du changement a @btenir unevision de IQexistant selon diffZrents niveaux
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hiZrarchiquest dansdiffZrentssecteurs dOactivitZs distintist eniuvrant vers des objectifs
communs.En ce qui concernke diagnostic de dZmarrage de la transformatiorstilapparu
essentiel pour nougque le chef de projetainsi queles acteursdu changemenpilotent les

N

entretiens. Toutefois, suite notre expZrienag $ terrain, il nous est appardort
recommandableque ce sa@nt les responsables dZveloppement qui menent les diagnostics
suivants en dZbut de cycle dOamZlioraEarfait, ils sont ceux qui doivent dZtenir la vision la
plus clairepossibledes processus afin de bien piloter les nouveaux projets de dZveloppement. En
menant les diagnostics en dZbut de cycle dOamZlioration, cela leur usimeientle mieux
conna’trdeurs interlocuteursmais Zgalement de dZceler les failles qui pourraient nuire au bon
dZroulement de leurs projets. De plus, le fait de mener le diagnostic les pesitimnmdeader

au niveau du projet et de samZlioration Cependant lposition de leader nZcessite métre en

place un accompagnement du changemeas membres de I0Zquigeiventdoncstre entra’nZs

" poser les bonnes questions, ~ dZvelopper les rZflexeseptraireles informationgertinentes

qui alimenteront IQanalyse des liens entre les objdetifsansformation et les leviers potentiels

ddamZlioration.

La modZlisation des processus de dZveloppement de produits a Zgalement permis, dans certain
cas, de mieux comprendre |OZtat actadh situatioret ses aboutissant®ans un contexte os
|Oamitbration en dZveloppement est inexistante ou presque, le fait de modZliser les processus
dOactivitZs peut avoir un effet fort bZnZfique. Toutefois, cOest un processus qui peat nZcessit
beaucoup de temps et dOZnesglen leniveau de dZtail partir duquella modZlisation est
rZalisZeNZanmoins, Ztant donnZ que les processus de dZveloppement de produits dans IQindustri
du luxe sont souvent itZratifs et difficiléssuivre, le fait de modZliser les activitZs permet
dOidentifier o se retrouneces boucles et ces retours en arrise. modZlisation permet
Zgalement de faire ressortir les r™lekesetesponsabilitZs ainsi que les dysfonctionnements
relatifs " la distribution de ces t%.ches. Ainsi, une phase de collecte de donnZes est AZcessaire
|OZlabmtion de la modZlisation.

Plusieurs fasons de colliger les donnZes peuvaiementvenir bonifier les rZsultats de la
dZmarche. LOutilisation des donnZes rZcoltZes au cours des premiers entretibrectdemi
rZalisZdors de IOZtablissement diagnostic de maturitZ constitue unennebasesur laquelle
entreprendrdéa modZlisation. Les informations ZnoncZes par les acteurs clZs du dZveloppement

permettent habituellement dOidentifier dans un premier témpgels niveauxse situent les
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responsabit’s dechacun” 1QintZrieur des processus. Une premiesre ZbaueheZduences

dOactivitg peut ainsi stre modZlisZe.

Unesecondevague dOentretiens est souvent nZcessaire pour identifier IQintZgralitZ de la sZquenc
des activitZs ~ mener pour dZvelopper produit de luxe. Au fil des entretiens, IOZquipe du
changement peut modZliser sous forme de cartographie les activitZs de dZveloppement.
LOutilsation de CpostE sOest avZ&un bon moyen pour aider les acteurs " bien positionner les
diffZrentes activifs dans le processus et pour donner une vision gldésilprocessusne fois la
cartographie finalisZeLOZtude de projets antZrieurs de dZveloppement de produits peut
Zgalement venir soutenir |QactivitZ de cartographie des processus. Une sZlectidredeslif
typologies de projets reprZsentatives des modsles dOatfailérganisatiomermetdOobtenir

une approximation des temps rZels de rZalisationlp@upart des activitZs.

Nous recommandons tout de meme de transgrrela suitela cartographigarle biaisdOoutils
informatiques. Cela facilitera le transfei®informationst la communication dOun point de vue
transversal de IOZtat des lidielogiciel Visio de la suite Microsoft se prete bien ~ cette t%.che.
Le logiciel MsProgct peut Zgalement stre utilisZ. Cetiiest toutefois moins flexible au niveau
de la prZsentation des rZsultats et plus difficiléliser que Visio.

Suite " notre expZrience sur le terramus recommandons de cartographier les processus de
dZvelopement ~ un minimum de deux niveaux de description. Un premier niveau macro
permettra dOidentifier les jalons critiques du processus de dZveloppement. Il permettra Zgalemen
de mettre en lumiere les retours en arriere qui peuvent etre vZcus dans un peojet d
dZveloppement ainsi que les impacts de tels retours. Un second niveau de description de dZtails
recommandZ est celui qui met en valdans le dZtailoutes les activitZainsi queles fonctions
associZes au dZveloppement de produitsdebeieme niveau permet dQillustreavec plus de
prZcision oe se retrouvent les boucles itZratives “Aééntr de chaque phase et guah sont les
impacts en ternsede dZlas. Les figures 4.1 et 4.8ont des exemples des deux niveaux de
cartographie des processus de dZveloppement de produits de luxe. La premisre illustration
prZsente le niveau agrZgZ du processus de dZveloppement et les retours en arriere lppssibles
secondeest un exemple de cartographie dZtaillZe de la phase de maquettage pour un produit de

luxe metant en Zvidence les points critiques os se situent les boucles itZratives de validation.
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Figure 4-1: Exemple de cartographie des processus de dZveloppement agrZgZs
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Figure 4-2: Exemple de cartographie des processus au niveau des activitZs de dZveloppement

Un troisisme niveau de description peut stre rZalisZ "~ partir de la cartographie des activitZs.
Celui-ci consiste ~ documenter toutes les atfisiselon un cadre rigoureux. Chaque activitZ fait

alors1Oobjet dOune fichetivitZ dZtaillant dans un premier temps la description de IQactivitZ en
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termes de responsable de I[QactivitZ, de prZrequis, de biens livrables, de procZdure, de
reglementation, @ formulaire ou encore de systeme dOinformation associZ. LOanalyste peut
Zgalement documenter les problemes ZnoncZs par le personnél retatie activitZ lors des
entretiens. On retrouve pareillement sur cette fiche les indicateurs associZs tA@eistiyile les
indicateurs de coZts, de qualitZ et de dZlai. Une analyse de IOactivitZ est ensuite prZsentZe e
dZtaillant la valeur ajoutZe de IQactivitZ. Si le niveau dQinformation nZcessaire
IOaccomplissement de IOactivitZ est atteint, les problementrZs soralors mis en lumiere

A

ainsi que les ZIZments " risque. Les premieres recommandations de IOanalyste sont ensuite
indiguZes en termes dOamZliorations potentielles et en termes dOimpacts de changemer
Finalement, une premiere estimation du eau de rZsistance au changement (faibi
nZgligeableou majeur) est rZalisZe par I0analyste quant aux changements pGssibbésisme

niveau requiert un temps considZrable pour les acteurs du changement. Nous recommandons d¢
IQutiliseruniquement drs de phases problZmatiques du dZveloppensntcours desquelles
IQanalyse nZcessitelavantagale dZtailsPar contre, exZcuter cette troisisme Ztape pour tout le
processugde dZveloppement sOavere otre un bon exercice pour sOapproprier les pebcessus
encore plus lorsquéZquipe du changement est peu familisre egsderniersLOexercice reste
toutefois long egrandconsommateur dBeZnergie qui pourrait stre utilieZ dOautres fins dans

le processus de dZmarrage de la transformation.

Les deux ativitZs de diagnostidemeurentcomplZmentaires. Elles peuvent dQailleurs stre
menZes en parallslEn les menanainsi de front, les entretiens et les interactions avec les
Zquipes opZrationnelles peuvent etre optimisZes en allant chercher les infismatipart et

dOautre sur les bonnes pratiques et sur les activitZs en dZveloppement.

Cette phase amont de la transformation consiStanesurer les processus dOun point de vue
dOadoption des bonnes pratigeiesiOun point de vue de la performapeemetune premisre
intZgration des acteurs du dZveloppement de produits. Il sOagit Zgalement de IOoccasion dOintZ¢
dans le processuses membres du marketingt de la crZation qui sont ~ la fois clients et
fournisseurs du dZveloppement. Geilinteragissent de fason importante dans les phases amont

du dZveloppement de produits lesquelles sont habituellement les phases les plus difficiles ~
ma’triser LOimpliation des acteurs du marketing et des acteuts d&ation serdZterminante

dansla rZussite des transformations gZnZrant de nouveaux modes de fonctionnement. En ce sens

nous recommandons fortement dOintZgrer ces acteurs des la phase de mesufsehtatiqr de
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la vision et des objectifs de la dZmarche par la diregi@upportZe par le chef de projet du

changement aupres de la direction marketing et crZpgomet de les intZgrer é&eon efficace.

Une Ztape de validation d&Ztat des lieux esssentielle Celleci permettra une prise de
consciencale IOavancZe de la dZmaminsi quOune comprZhension de 10Ztat actudiodes c
par les acteurs opZrationnels ainsi que par la haute hiZrgvehieis un peuZloignZedes

problZmatiques du teira

4.2.3 Analyser pour rZaliser le plan de trarsformation

Une fois I0Ztat des lieux rZalisZ et validZ par les membres de IQorganisation, IOZquipe ¢
changementanalyse lesdysfonctionnements afin de remontaux causes racines. Dans la
rZalisation de cet exsce, des membres des Zquipes opZrationnelles pewowerit la vision de
IOZquipe du changement en partageant des obseretgonsuggZrant déens de causes ~ effet
complZmentai®” la vision deceux-ci.Cet exercice constitue Zgalement pour gsipés une
vZritableprZparation aux changements " venir. De plosquelOexercicest menZ de manisre
pluridisciplinaire, cela permet aux membres du dZveloppemeniel saisiles besoins des
contraintes de chacuBe plus, Ztant donnZ que lesiipgs sont souvent fortement cloisonnZes,

elles nOont pas IOhabitude de travailler ensemble. Cet exercice leur permet alors, souvent pour |
premiere fois, deamieuxseconna’treet depouvoirdiscuter dans un cadre diffZrent de celui quOils
vivent habituellement cadre ~ IQintZrieur duquéh pression de performancesliZe aux
lancements pewtitZreres relationsEn somme, IQobjectifincipalde cette Ztape est de sOassurer
que les dysfonctionnements identifiZs ne sont pas une consZquence df@un au
dysfonctionnement. Cela permettra aux membres du changement ainsi me@dure de la
direction de focaliseteur attentionsur les problZmatiques les plus consZqueloiss de la
sZlection des objectifs de transformation lean ou adilese sens, nous avons pu constater quOil
nOest pas toujours simple de mener cet exefriceffet, DZquipe du changement goéndre un

certain recul etnciter la rZflexion des acteurs du dZveloppement impliquZs dans |IOexercice.
Toutefois, si IOexercice est bieend, il peut stre tres bZnZfique en terme de prZparation au

changement.

Lorsque les diagnostics menZs par les acteurs du changsoménbmplZtZset analysZsles
membres de la directiomccompagr&Zde 10Zquipe du changement peuvexitas®r ~ prioriser

les objectifs de transformation lean et agile en rZponse aux dysfonctionnements relevZs dans la
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photo de IQexistant. Les contraintes et les dysfonctionnements en dZveloppement de produits
dZcoulant du contexte des marchZs du luxe et de la conjonct@@tZrleur de laquelle
IOorganisatioAvoluedoivent stremis en relation avec les objectifs de transformati@s. liens

crzZs sOZlaborent ~ partir de la dZfinition des objectifs lean et agiles ainsi qu®™ partir des
dysfonctionnements rapportZs par lesiges opZrationnelles tout au long du diagnostic. Bien

que IOexercice puisse sembler simple ~ premiere vue, il nZcessite une prise depatahte

face aux dysfonctionnements ainsi quOune rZflexion approfondie sur ce que peut apporter une
amZliorationdans la poursuite desbjectifs de transformation sur les modes de fonctionnement
actuel. MalgrZ le fait que les associations rZalisZes nZcessitent un certain temps de rZflexion,
|Oexercice permet aux membres de sOinstaller dans un Ztat dOesprit widiorAtiQa
continuéslequel lesprZpare pour la suite de la mZthode.

Lors de IQexpZrimentation de la mZthodologes hssociations rZalisZes entre les
dysfonctionnements et les objectifs ont permis dOZlargir le champ de vision de I0amZlioration.
Une prenrre Ztape consistant ~ relier les dysfonctionnememisc lesleviers potentiels
dOamZliorationsavait prZalablement ZtZ menZe. Toutefois, €rexhcutanpas [OZtape
dOassociation aux objectifs de transformasienlsles leviers relatifs aux standarsisnt apparus
commepossZdanan potentiel dOamZlioration de IQactivitZ. Pourtant, le diagnostic de maturitZ et
les entretiens menZs aupres des Zquipes opZrationaediest clairementiZmontZ un besoin

allant audel” dOursimple besoin de standardisatioLe fait dOassocier les dysfonctionnements
aux objectifstout en se posant la question Co8isOamZliore en terai®Objectif, est-ce qhon

Zlimine ou minimise |Oimpact du dysfonctionnement x ? E a permis dOZlargir le pZrimetre au
niveau des leviers potentiels dOamZlioration et par le fait ,nvetee a permis dOZlargir les
possibilitZs dOamZlioration pour IQorganisation. Les leviers prZalablement iéentififsque

leviers potentiels lors des associatiopgZalablement menZeens tout de meme ressortide

fason clairedans IOensemble de leviers potenfilelsgi En dOautres termes, I0approche proposZe
est venue soutenir les membres de la direction et des Zquipes du changement en terme dOaide °
dZcision en les guidant et en leur offrant une wigitus Zlargie des possibilitZs dOamZlioration
tout en se focalisant sur les besoins tant en terme de maturitZteundedOaugmentation des
objectifs de transformation.

Cette Ztape de rZflexioramsiamenZ les membres de la directiodeldZquipe dechangement

selon les entitZs™ prioriser diffZrents objectifs de transformation. Certains ont pris en
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considZration IQinnovationdOautresla robustesse. Toutefois, pour le premier cycle
dOamZlioration, les trois entitZs ont voulu méfimmphase sur fexibilitZ ainsi que sur la
rZactivitZ en ce qui concerne les objectifs agiles et IO0Zlimination des gasgillage&ation de
valeurdu c™1tZ leaBelon la sZlection des objectifsstliffZrentesprioritZs de transformation ont
permis de faire ressir des leviers dOamZlioration ayant plus ou moins de potentichiface
objectifs. Les niveaux de maturitZ actuels mis en valeur sous formgeapleiqueRadaf ont
Zgalement ZtZ pris en compte dans cette premisre phase dOanalyse.

E partir de cet ensembige leviers potentiels, il a ZtZ possible dOZvaluer diffZrents scZnarios *
IQaide de simulations de radars illustrant le niveau actuel de IQorganisation mis en relation avec le
possibilitZs dOaugmentation de maturitZ pour les leviers potentiels infiues-abjectifsde
transformationLes rZsultats prZvisionnels de I0amZlioratisnmesures associZes abjectifs
dZcoulant des diffZrentes cibles proposZes ont apportZ une aide particuliere et apprZciable au
niveau du processus de sZlection des leeied©atteinte de leurs niveaux de maturitZ.

LOZvaluation des diffZrentes possibilitZs reliZzes aux dysfonctionnements relevZs ainsi quOau
niveaux de maturitZ actuels sQesjoursdZroulZ€e IQintZrieur dOup&riode dOenvirdmois

heures avec 10Zquida changement et les membres du comitZ de pdofada fin de ces
diffZrentessZances, les leviers potentiels Ztaient sZlectionnZs et un radar de maturitZ cible Ztait
pris en charge par I0Zquipe du changeaiiendelancer I0Ztape suivante consistant ~ associer les
bons outils et les techniques appropriZes pour rZpondre aux besoins de transformation Ztablis. Le
radar prZsentant les niveaux actuels ainsi que les niveaux esbl&Zal poucommuniquer

toute IQorgasation,de maniere transversaléa nouvelle vision de transformation ainsi que les

ambitions de la direction.

E partir de ces donnZes dQOentrZe, 10Zquipe du changement a utilisZ la matrice relationnell
dOactivitZs de dZploiement pour Ztablir le plamadgep. Les diffZrentes activitZs proposZes par
rapport aux niveaux actuels atux niveauxcibles ont ZtZ ZvaluZes pour vZrifier si celles du
niveau prZcZdent avaieobrrectementZtZ complZtZes et vZrifier que celles du niveau actuel
soient pretes ~ dZmarer ou en cours de mise en luvr@®our certaines entitZs de produits,

|Ohistorique dOamZlioratiZtZplus long ce qui @ermis de valider la cohZrende la matrice

* Mode de reprZsentation graphique proposZ par Excel de la suite Microsoft.
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relationnelledes activitZs de dZploiement et des niveaux de maturitZ des leviersejsotent
dOamZlioratiorConcrestement,les Zcars entre les anciens niveaux de maturitZ et les niveaux
actuels corrZlaientavec lesdiffZrentesactivitZs de dZploiementQinitiatives dOamZlioration
menZes dans la dernisre annZe. LorsquéydesincohZrenesentre les activitZs normalement
menZes et le niveau de maturitZpparaissait clairement qu@activitZ nOavait pas ZtZ menZe
jusqudau bout mDavait pas ZtZ appropriZeet effet, ODexercice a Zgalement permis ~ 10Zquipe
du changemente se reméte en question etle sOautoZvaluen termesiOaccompagnement et
dOaccomplissement dans le dZploiement des initiatives dOamZliorations. LOexercice semble awv
ZtZun bon exerciceOapprentissage pour tous les membsesnt appris dOune part ~ se rereet

en cause et dOautre part ils ont guissciencale la nZcessitdAe rZaliserds diffZrentes activitZs

de dZploiement et de gestion du changement.

Une fois cet exercice rZalisZ, les Zquipes du changement ont pu consolider la feuillepteiroute

le prochain cycle dDamZlioratisur la base des activitZs proposZes, mais Zgalement ~ partir des
ZIZments du contexte en dZveloppement fournis " partir du diagnostic et suite aux caibees
intermZdiaies qui sont quotidiennement eontact aec les Zgipes opZrationnelles.

Par la suitela feuille de routea ZtZprZsentZe en comitZ de pilotage finsde validation. Les
rZsultats anticipZs en terme dOinfluence sur les objectifs de transformation ainsi quOen term
dbaugmentation des niveaux de matatiehdus suite au dZploiement des diffZrents outils ont
ZgalemenZtZexposZs aux membres de la directi®n fait, i est important que les membres du
comitZ de pilotagsOapproprietés diffZrents chantiers dOamZlioration propes&achent les
prZsenter. Dans la communication de la transformation ainsi que dans la conduite du changement,
les membres du cdtd de pilotage joueront un r™le clZ pour la motivatioZaigiges. En cours

de transformation sur le terrain, nous avobservZque le fait dDassocier des membres de la
direction en tant que parrains de chantier dDamZlioration a stimulZ 1Oavancement et IQimplicatic
des membres opZrationnisquels se sont sentis soutenus par leurs supZ@alas Zgalement
permisaux membres de la directioe dien dZmontrer leur engagement face " la transformation

ainsi que éur volontZ que les choses sOamZliorent.

Le documenprZsentant lplan de progres peut otre rZdigZ sali§Zrentesformes et par le biais
de diffZrents logiciels tels que Excel ou MsProject provenant tous deux de la suite Office de
Microsoft. Il est souhaitable que le plan de progres prZsente les diffZrents leviers dOamZlioration
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ainsi que les responsables des chantiers et les Zquipes qui participeront ~ la conduite de
IGimplantatiordes initiativesdOamZlioration. On peut y prZsenter les objectifs ~ atteindre de
meme que les rZsultats attendus poudiéZrents jalons. b ZchZancier dZtaillZ par activitZ pour
chaque chantier dDamZlioratsh essentiel pour des fins de pilotage arsde transformation.
LOagrZgation de tous les chantiers sur le meme plan de piogrexposer la vision globale de

la transformatiorainsi queles ressources nZcessaires " intZgrer " la dZmarche.

Par ailleurs, nous recommandons de rZaliser une version agrZgZe visuelle du plan de
transformation laquelle sera affichZe ~ un endroit stratZgique bien visible dans unerelest

Zquipes opZrationnelléZquentat quotidiennementLe plan de progrss rassemble ainsi toutes

les informations relatives auxiffZrents chantiers dOamZlioration tout au long de la
transformation. Le chef de projet du changement et son Zquipe en sont garants tant au niveau de
|QacuitZ de I10information que de sa mise " jour. E cet effet, une mise " jour hebdomadaire est
recommand& afin de suivre de pres les Zvolutions et les impacts de charge du changement sur les

diffZrents secteurs dOactivitZs.

Tout au long du cycle de vie de la transformation, le plan de progres sera amenZ ~ Zvoluer.
LOZquipe du changement ainsi que les mandleréa direction devront faire preuve de souplesse

et dOadaptation face aux alZas et aux rZactions du terrain tout au long de la conduite dt
changement. Le plan de progres doit donc se rZvZler flexible et assurer une vision dOensemble de
dZmarches dOainFation en cours ainsi quie celles passZesdet celles ~ venir.

4.3 DZployer la transformation

Une fois les phases amont rZalisZes, les initiatives dOamZlioration peuvent stre lancZes. Toutefois
afin de donner plus de visibilitZ aux Zquipes opZrationnelles tout en les fZdZrant vers des objectifs
communs, une annoncéficielle du dZmarrage de leatisformation est fortement recommandZe.

Les prochaines sections dZtailleront nos principales recommandatiteesnantOZvolutiorde

la communicatioret le dZploiement des initiatives de changement.

4.3.1 Communiquer le changement

La premiere Ztape du dZploiement du plan de transformatmrsiste en un retour de
communication vers les Zquipes opZrationnelles ayant participZ au diagnostic de maturitZ. La
vision cibledoit stre prZsentZeSuite aux diffZrentes prZsentations dansitecdu projet, nous
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prZconisons une prZsentation dauble radar de maturitZsavoir une vision de la maturitZ
actuelle verss la vision cible de maturitZ. Cetteommunicationa ZtZrZalisZe de diffZrentes
manieres en passant par lgginions deservice en dZveloppement de prodwits prZsentZpar

les manageurs intermZdiaires accompagnZs des membres de I0Zquipe du clangaméent
biais dOuneZrZmonielOenvergun&unissant IOensemble des Zqulpes diffZrentes fasons de
faire ont leurspropresavantagesLa communication dans le cadre des rZunionsateice
favorise et incite davantaggOZchangeentre les membres opZratiorsmet les membres du
comitZ de pilotagé savoir les cadres et les membres du changement. Toutefois, |Oisupaet

plan de la communication en terme de motivation est souvent moins gimdmait, si la
communication est bien prZparZe par les membres du comitZ de pilotage, que la dgiection e
prZsente ajuOellsOengagefournir un solidesoutienauxZquipes etjue I0omet I0emphase sur

les ambitions de IOorganisation, les rZsultats ne pourront stre que bZréffigostifs. La
communication du dZmarrage des initiatives de changemeeiresst un@pportunitZ de motiver

les Zquipest de leur donner envie d®amZliorer et dOatteindre les objectifs pour les bonnes
raisons et norsimplementpour faire ce que la hiZrarchieur exigede faire. Ainsi, cette

communication doit non seulement «tre dynamiguais Zgalement inspirante.

Tout au long du dZploiement dqulan de communication aupres des Zquipes opZrationnelles
autantlors desrZunions deserviceque lors dOune grande assemtilZe ZtZ essentiel pour
I0Zquipe du changement dOstre ~ I0Zcoute des premisres rZactions des acteursRiDurerain.
part, des acteurs dZmontrant une foréptitude face au changemerint ZtZ identifiZsCes
personneont ZtZsZlectiondeset impliquZesdans les premiers chantiers dOamZlioration. A
contrario, certains acteurs ont manifestZ egréainerZsistance au changements@ersonnes ou
meme desZquipes onhZcessitde la part de I0Zquipe du changemaraccompagnement plus
important que les autreteurs toutu cours de la conduite du changement. La considZration de
tous les questiorementsprovenant des Zquipes en mouwe dZploiement a ZtZ Zgalement
judicieusedans la conduite du changemedé plus, en exprimardlairement son accessibilitZ et
sa disponibilitZ envers les acteurs du terrain, I0Zquipe du changguertrstruireavec eux

une relation de confiance @dengagement tout au long de la transformation.

La reconnaissance est Zgalement une clZ du succes dans le changement. E la suite de chaqu
communication, nouavonsprZconisAe transmettre un message de remerciement aux Zquipes

pour leur participation et leur engagemeans la dZmarche. Pliss niveau de stress est ZlevZ,
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plus il devrait y avoiexpression deeconnaissancge la part des dirigeant$ ne faut surtout pas
hZsiter et craindre ddrourager les Zquipes de leurrappeler les enjeux tout au long de la
dZmarche degansformation, et gales le lancement des chantiers dOamZlioration.

4.3.2 Lancer lesinitiatives dOamZlioration

Une fois la communication du plan dOamZlioration rZalisZe, les diffZrents chantiers
dOamZliorath reposants sur les actions de dZploiement prZconisZes par la feuille de route et
validZes par la directiopeuvent etrelancZs.Dans le cadre de IQexpZrimentation de la
mZthodologie, @s cycles dOamZliorationua® durZe dOunannZese sont dZroulZdans les
diffZrents secteurs dOactivitZs en dZveloppement de produits. Certains chantiers ont ZtZ menZs
manisre pluridisciplinaire alors que dOautres se sont focalisZs sur des secteurs dOactivitZs plu
spZcifiques. Dans le mensens, certains chantierssent dZroulZs au sein des Zquipes du terrain
alors que dOautres se sont dZveloppZs au niveau de la direction du dZveloppement en accord av

les diffZrents besoins de transformation.

Un des chantiersmajeurs menZ dans les diffZrentes entitZs eelitZdela refonte du systeme de
pilotage. Les principales Ztapes ont ZtZ les suivantesit: dOabord ldZmarrage par une
standardisation des processus, ensuitesulei de IOimplantation de modes de pilotage par le
management visuedt enfin IQappropriatiomles nouveaux modes de fonctionnemgat les
Zquipeset la responsabilisatioe ceuxci au niveau de la planification des ZchZanciers projets
tant dOun point de vue transversal que par corps de mZtiers. Les prochains paragraphes dZcrive
plus en dZtaild dZploiement de ces trois Ztapes de changement.

4.3.2.1 Standardiser les processus de dZveloppement de produits

Avant [OexpZrimentation de notre mZthodolog®rdanisation dZtenait utilisait dZj> une
procZdure de dZveloppemeampliquZepour la plupart desypologies de produitsCependant,
aucun systeme dZtaillZ des bonnes pratiques de dZveloppement nQavait ZtZ ZlaborZ ni formalis

~

Pour pallier ~ cette lacune, dans le cadre de la prZsente recheroee,Zquipe pilote
reprZsentative des diffZrents mZtiesoaiZs " la bonne conduite dOun projéiZaformZe. Qaa

permis dOZtablir les bonnes pratiques opZrationnelles C pegquélles se somoncrZtisZes
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sous forme de checklistses checklists, parfois appeCcheckshesE dans le vocabulaire du

lean dZveloppementpnstituenun outil simple et visuel permettant aettre en valeunne liste

de bonnes pratiques en dZveloppement tant au niveau des communications ~ mener au cours du
projet quOau niveau des bons modes de fonctionngraenettant daborer un livrable de

qualitZ au bon moment dans le dZroulement du dZveloppement dOun nouveau lgsduit.
checklists serontlonc utilisZes dans le cadre du management viguelseradZcrit dans la

prochaine section.

Le choix des membres de I0Zquipehantier dOamZlioratis@est fait de maniere tactiq@es
personnes devaient non seulement dZtenir une certaine expfiagscéedZveloppement de
produits, mais Zgalement ils devaiemné les porteurs de ce nouvel outil. En dOautres termes, ils
avaent pour objectif dOaccompagner subsZquemment les membres de leurs Zquipes respective
dans |Qappropriation des nouveaux modes de fonctionnement pour le pilotagell pesfet.
important dans le cadre degremieres initiatives dOamZlioration de sZlectiomtesr acteurs
matures etenvers lesquels lesdirecteus ressentent une grandsonfiance.Cet aspect est
primordial puisquOen dZbut de projet de transformation, la gestion du changement reposera

largement suan apprentissage pdexemple.

LOobjectif vis#lans cette phase Ztai¢ dtandardisedes pratiquesavorisant unerZalisation
harmonieuse des projets de dZveloppement. Le fait que IOZajtienposZe de membres de
chacun desorps de mZtier permettait Zgalement une meilleure comprZhension des beles
contraintes de chacun dans le but de minimiser le cloisonnement des Zquipes. Il sOagissait dOt
premier pas vers une collaboration et une cohZsion dOZquipe, un facteur clZ et dZterminant de |
rZussite des projets de dZveloppement. Toutes ledsrcolligZes dans la phase de diagnostic

ont permislOZtablissement dOune base de dZmarrage du projet. Elles ont Zgalemete permis
corriger les dysfonctionnements et surtout de bonifier le processus de dZveloppement

endroits nZcessaires

En fait, bien queles bonnes pratiques Ztaient souvent dZj" existantes, elles requZraient une

application plus soutenue et/ou plus constante. Le fait de les inscrire en tant que standard de

® Les CchecksheetE sont des outils utilisZs dans les codedps dZveloppement afin de formaliser sous forme de

checklists les standards et les bonnes pratiques en dZveloppement de produits.
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dZveloppement soutenait leur application de maniere rigoureuse xemamers les plus
appropriZsdans le processus de dZveloppement. LOobjectif escomptZ, en priorisant certaines
activitZs en amont du processus, consistait = Zviter un maximum de retours en arriere dans le

processus, tant dOune phase " 10autre qud” 10intZAtapedede dZveloppement.

Pour chaque standard, un corps de mZtier a ZtZ ideetififZant queresponsable de
IGaccomplissement du standard de bonnes pratiques. Ceci a permis dOZtablir les standards de r™
et responsabilitZs tout au long du processusidieeloppement. De la meme fason, chaque
standard a ZtZ associZ " un livrable ~ 10intZrieur duquel il Ztait possible de retrouver IQinformation
de la bonne pratique. Le fait que les standards soient gZnZriques pour tous les projetirecOest
quOils néournissentaucune informatin spZcifiquepar rapportau projet, rendessentiel IQacces

aux donnZesjui sontgZnZrZes par le standard. E cet effet, une dZmarche dOinitialisation dOun
outil de suivi de projet compilant toutes les donnZes spZcifigeréimentes et relatives ~ un
projeta ZtZZtablieafin de faciliter la recherche dQinformations pour les membres des Zquipes du

dZveloppement.

Afin de concrZtiser ces standards et de les mettre " la disposition des Zopipdss mettre en

luvre, il a ZtZ prZconisZ que ces bonnes pratiques de dZveloppement ainsi que les informations
associZes se prZsentent sous forme de OchecklistsO visuelles et concises. Chaque jalon
dZveloppement de la procZdure a ZtZ associZ " une checklist en fonction derespjectifs.

Il Ztait dOailleurs important que les bonnes pratiques associZes ~ un jalon soient rZsumZes sur ur
seule page. Ainsi, ~ chaque passage de jatotothlitZdes pratiques standasdesdoit avoir ZtZ
rZalisZe. Concrstement sur une chetklis statut du standard se prZsente sous la forme dOune
date prZcisant le moment au cours duquel le standard a ZtZ rZalisZ. L@®leitéfdZmarche

est de fiabiliser le processus et dOassurer que toutes les bonnes pratiques associZes a

dZveloppemergoient exZcutZes avec rigueur au moment opportun dans le processus.

Le chef de projet du changement a assistZ " toutes les rencontres pluridisciplinaires pour
|OZtablissement des checklists afin dOassurer une cohZrence dOensemble de la procZdure. P¢
prZsence, iveillait = garantir IQintZgration des principes et philosophies du lean dZveloppement
dans la procZdure cible. On pense " IQintZgration de la production en amont du processus
IQintZgrasomprasZries en

N

dZveloppement, ~ IQingZnierie simultanZe ou encore

dZveloppemen€n fait, il sOagissait de construire et dOintZgrer de manisre collaborative avec les
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acteurs qui vivront les projets, les diffZrentes cibles de pilotage projet ~ mettre en place. Une
dizaine dOheures de sZances pluridisaips avec 10Zquipe pilote ont ZtZ nZcessaires ~
IOZlaboration des checklists de dZveloppement. Chaque sZance, dOune durZe approximative d0
heure devait gZnZrer une checklist associZe " un jalon. Une fois toutes les checklists rZdigZes, un
relecture cmplete en Zquipe a ZtffectuZepour assurer la cohZrence de toutes les bonnes
pratiques en termes de formulation, de positionnement dans le processus ainsi quOen terme d

responsabilitZs.

Le dZploiement et IQutilisation des checklists en cours degmmjat plus explicitement dZtaillZs

dans les prochains paragraphes portant sur le management visuel des projets.

4.3.2.2 Implanter le management visuel des projets de dZveloppement

Une fois les checklists concrZtisZetestevaient sOinsZrer dans un systenteabite pilotage

(Greif 1998). Ainsi, un lieu spZcifique appelZ OBestadZdiZ au pilotage projet, a ZtZ mis en
place. Il sOagit dOune salle de pilotage oe toutes les informations relatives aux diffZrents projets de
dZveloppement sont prZsentZes sous feisuelle. Degrandstableauxrecueillent eprZsentent

les informations spZcifiques relatives ~ chaque projet en cours de dZveloppement. LOavantage
principal de ces tableaux regroupZs dans une meme salle est de saisir en un seul coup dQiil le
statut de iBtZgralitZ du plan de lancement de produits. Pour optimiser IQefficacitZ des tableaux, il
a ZtZ dZcidZ de recourir ~ des tableaux amovibles favorisant ainsi une mobilitZ des donnZes des
projets dans la salle tout au long du cycle de vie dOun pijsit. il est possible de diviser la

salle selon les jalons de la procZdure et de positionner les projets de dZveloppement selon leut
avancement dans le processus. De cette maniere, la direction et le management intermZdiaire ont
acces ~une premisre vision dechargesen courslaquelle est essentiellgour les diffZrents
services. De plus, en procZdant de la sorte, il est beaucoup plus simple pour les Zquipes
opZrationnelles dOidentifrapidementes informations qui les concernekttitre dOexemplen

observe quées membres du service des mZthodes industrielles seront rapidement attirZs par le

mur prZsentant les projets en cours dOindustrialisation et de pralsEsiesie lesnembres du

® Un Obeya est une salle de gestion de projet habituellement caractZrisZe par le management visuel des projets utilisZ

dans les concepts du lean (Kennedy et al. 2008).
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bureau dOZtudes se concentrefavantageur les murgoncernantd mise au point esthZtique et

la conception virtuelle des produits.

En fait, la sall@Obeya est pensZe pour tre utilisZe " diffZrentes fins de pilotage. Sa mise en place
a ainsi gZnZrZ la formation de plusieurs instances de pilotage hebdomadairesritslifiZeaux
hiZrarchiques en commeneant par les Zquipes opZrationnelles jusquOaux Zquipes de directior
Tout dOaborth salle devient le point de rencontre de I0Zquipe projet en dZveloppement. LOObeya
est [Oendroit o les rencontres hebdomadaires ontlieprZsentation des tableaux de projets a
dOailleurs un fort impact sur la structure et le pilotage de cette rZunion hebdorfadaire.
dOaborda sZance se dZroule debout et est animZe par le chef de projet de dZveloppement. Le fai
dOetre debout mimise lesrisques de sOZcarter du sajestimule [Oattention des membres de
IOZquipe vers le sujeincipalabordZ par le chef de projte plus, le fait dOetre debout a incitZ ~
rZduirela durZe des rZunions en se centrant sur IQes<@mtielie projet estoncprZsentZ dans

un lapsde tempsde 5 ~ 15 minutes selon une structure bien dZfinie. Une rZvision des plans
dOaction est alors effectuZe et une revue des ZchZanciers est menZe. Les checklists sont Zgaler
ZvaluZesen terme dOavancernest finalement, la santZ du projet éstaluZede manisre
collZgiale par I0Zquipe projet. LOobjectif de ces rZunions est de tempdtitageau ciur des

Zquipes projet edZveloppement. LOintention est Zgalement de permettre uhefidvimadaire

de tous les projetd.OZquipe pilote a ZtZ la premisre ~ sQintZgrer dans ces nouveaux modes de

fonctionnement et ~ utiliser la sal@beya.

Le terme CobeyaE est originaire du vocabulaire du lean dZveloppement etQjoaniiie sallg

dans la langue japonais Afin de personnaliser la salle, une ddwisions de produits de
IQentreprisa dZcidZ de lancer un concours dans le but de rebaptiser la salle obeya. Le concours
sOest dZroulZ sume pZriode dOusemaine. Une premisre phase de proposition de nontg a Z
initiZe suive dOun premier tour pour identifier laems lesplus populaires. Une journZe
dOZlection officielle a par la suite ZtZ annoncZe. Le taux de participation@e&Zionnant. La
totalitZ des membres de I0entitZ ¢étist du marketing, de la crZation, du dZveloppement, de la
cha’ne dOapprovisionnementle la production a participZ au concoutette simple activita

de pluspermis " la direction et aux membres de 10Zquipe du changement de communiquer
beaucoup dOinformatiossr ses naveaux modes de fonctionnement ainsi que supljestifs.

Le dZvoilement du nouveau nom de la salle sOedafatle cadre de IQinauguration de la salle en

prZsence déous les acteurs pouvant stre amefiZoucher aux projets de dZveloppement des
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nouveaux produitsinsi quOen prZsence desmbres de la directiorCedte activitZnous est
apparue comme un rZel moyendymamiser la dZmarche de changement, de commurdgeer
I0ZquipedOimpliquer et de fZkr les Zquipes sans engager idesstissementsnportantsen

termes de ressources et de temps

4.3.2.3 Responsabiliser les Zquipes en dZveloppement de produits

Afin de soutenir le bon fonctionnement du nouveau mode de pilotageyrc des membres de
IOZquiperojet, constituZe des principaux sectal@activitZs du dZveloppement de pradaits
instaurZ dans la sal@beya un rituel de pilotage au niveau de gapremZtier afin de planifier

les dates au cours desquelles le standard de bonnes pratiques devrait etre effectuZ. Ces date
Ztaientmises ~ pur sur les checklists projets. Pour ce faire, il a ZtZ possible de se baser sur les
standards de planification des temps rZalisZs lors de projets antZrieurs. Ces standards permettel
de faciliter la t%.che de planification des activitZs, mais Zgaleméntodser une meilleure
gestion de la charge imputZe aux Zquipes opZrationnelles de dZveloppen#itothvenu que

le chef de projet d&hait pour sa part la responsabilitZ de vZrifier la cohZrence des dates
planifiZes afin dOassurer la rZussite dedanciers de manisre globale.

Dans lecadre de la mise en place d®t®ya, le r™le du chef de projet a ZtZ fortement renforcZ.
En devenant [Oanimateur des projets, cOest ldévjant responsable de dZfinir le rythoes

projets et des rZunions deqtidge. E cet effet, il a ZtZ nZcessaire dOaccompagner les chefs de
projets dans la transition de leur r™Mle. Un membre de I0Zquipe du changement a assistZ at
instances de pilotage hebdomadaires en salle Obeya pour éosuge etentra’netes chefs de

projets™ identifier leurs forces et faiblesses. LOobjectif Ztait de les amener ~ gagner davantage de
maturitZ et de compZtences en animation ainsi quOen gestion de projets afin de devenir
respectivemenles leaders des projets des Zquipes quQils dimget rassemblent une fois par
semaine. Des indicateurs de santZ projet et dOavancesprtjels ont Zgalement Ztdsnen

place dans le cadre de IOObeya avec pour objectif de donner une meillgilit sisx membres

des Zquipes etle mieux mesurer i@portance de solliciter la direction lors dOun besoin

dOarbitrage.

Une instance au niveau de I0Zquipe du management et de la direclionise Zn place pour
effectuer ces activitZs dOarbitrageessaires aux projets en fournissant une vision dO&nsemb

de charge capacitZ transversalmsi, ~ un rythme hebdomadaire, les responsables et directeurs
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se rencontrent, debout Zgalement, devant les tableaux afin dOarbitrer les sujets problZmatiques «
de valider les plans dOaction nZcessitant un acératdfiique pour des raisons financieres ou
dOallocation deessources. E cet effet, des indicateurs de pilotage globaux sur 10intZgralitZ du
plan de lancement ont Zgalementa&tiZliorZs ou des nouveamns en place selon les objectifs

des diffZrentes phases de dZveloppement. La mise en place de cette instancgmmuualiéMle
important dans le dZmarrage de la transformation puisquOelle dZmontrera le rZel engagement de
directionface auxnouveaux modes de fonctionnement. Cela motivera les Zquigestionnelles
puisquQelles verront quOelles ne soriepasules ~ se remettre en cause et ~ rel@mirsmodes

de pilotage.

Suite " IQimplantation des techniques dOamZlioration comme IQobeya et les checklists, le
diffZrents secteurs dOactivitZs se sont responsabilisZs dans la gestion degoprojets
dZveloppemerde nouveaux produits. Une autodiscipline et une rigueur accrue dans le suivi des
activitZs, dans IQapplication des standards et dans le pilotage des plans dQaction relatifs at
projetsont ZtZ remarquZes par les membres de la direction concernant les Zquipes projets qui
Ztaient beaucoup moins impli@sZantZrieurement ~ ces nouvelles pratiques. mode de
fonctionnement initial se rZsumait plut™#xZcuterce que le chef de projet didtalors que
maintenant les membre®ivent faire preuve deroactivitZ emeconnaissanelfait que le projet

de dZveloppement du nouveau produit nOesstpicemente projet du chef de projenais bien

celui de IOZquipe pluridisciplinaire le pitdteEn dOautres mots, les initiatives menZes ont permis

de dZcloisonner les diffZrents secteurs dOactivitZs en permettant une comprZhension et une pri
en compte des contraintes de chacun des mZtiers tout en crZant une cohZsion dOZquipe apport:

ainsi un dynamisme au sein du pilotage projet.

Le suivi de IOavancement des projétsst ensuite dZroulZrdanisre beaucoup plus fluid€ela

a permigie se concentrer slas rZels problemes techniques de dZveloppetoanen effectuant

une gestiomplus efficacedes plans daction qui y sont rattachZs. Les membres des Zquipes projets
ont ainsidZveloppZ unplus grande propension ~ g@serau bon momenies bonnes questions

tout en se reposant sidexpertise des opZrationnkelguelle est maintenat formalisZe sous

forme de standards visuels. E cet effet, le flux dOinformatibae connaissances au sein de
|QactivitZ dZveloppemen®estdZroulZ beaucoup plus efficacemerbut en rZduisant les
gaspillages en dZveloppeme®n pens@otammentux dZlais eauxnombreux temps dOattentes

vZcus par le passZ.
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Au cours de la crZation des checklistgjdfification de responsables et dlerables associZs

pour chacun des standardss @nnes pratiques opZrationnelles a permis de mettre en lumiere
plusieurs dysfonctionnements relatifs au pilotage des projets. E cette Ztape, il a ZtZ observZ que
pour un certain nombre dOactions, aucune personne nOavait ZtZ identifiZe en tant que responsa
ni aucun livrable neconcrZtisaitiOaction.E plusieurs reprisescette mise en exergue des
faiblesses du processus a justifiZ une remontZe dOinformation aupres de la Wiceetitna dz

se positionner et valider les pZrimetres dOaction de chaque intera@sanfuede sonsecteur
dOactivitz LOexercice a mis emrliere des dysfonctionnements gffaient passZisapersus

antZrieurement

Les checklists sont deversien quelque sorte la gamme opZratoire du dZveloppement. Elles
constituentactuellementOoutil de cadrage qui permet dOZviter les retours en arpesmet
dOavancer dans le processus de dZveloppement avelusigeandema’trisedes donnZes. I
sOagit Zgalement dOun outil de communication permettarfcujeZrerfacilement toute
information relative au projet. Cet outil se veut collaboratif, paraspect pluridisciplinaire et

par sa capacitZ dOintZgration de tous les corps de mZtier en dZvelofipemplis; un autre
objectif de ces checkliss ZtZde mettre en lumisrée fait que le projet de dZveloppement de
produits nOZtgis 10affaire dOun seul mZtier, mais bien IQaffaire de tous.

La mise en place dedBeyaainsi que sommZnagementon les jalons de la procZdarpermis
de positionner les projets de dZveloppement selomieeau dédvancement dans le processus
Cela a Zgalememtermis” la direction et au management intermZdiairebtéhir une vision de
premier niveau de laharge en coureur permettanainside prioriser de fason plus ZclairZe les

plans dOaction

La salle est deverue point de rencontrautant des Zquipes projeige des Zquipes mZtiers
auparavantenues "~ I0Zcart. Elles se sont adersties intZgrZes au pilotage du dZveloppement de
produits. La prZsentation des tableaux de projets a dOaitiézus fort impact sur la structure et

le pilotage des diffZrenteZunions hebdomadaires. Les rencontres des Zquipes projets se
dZroulaient auparavant sune durZe d@lusieurs heures ne couvrant que quelques projets
chaque semaine. Le fait que chaque projet soit maintenant prZsentZ de manisreesseloturZ

des objectifs clairs et Ztablians des lapde tempsres courtsa permis aux Zquipes de piloter
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IQintZgralitZ des projets ~ chaque semaine en identifiant les points de vigdimiokr ainsi que

les plans dOactions prioritaires ~ mener.

LOObeya edinalementdevenu IQoutil global de pilotages projets ™ 1QintZrieur duquede
retrouventous les ZIZments du plan de lancement jusquidauZtailsopZrationnelslu projet.
Concrstement, et outilde pilotagefournit rapidement " la direction une vision dOensemble sur ce
qui fonctionnebien ounon dans 10intZgralitZ du plan de lancement. Cela met Zgalement en
lumiere les dysfonctionnements rZcurrents dans tous les projets f@ernansi la direction de
prendreses dZcisions partir de donnZes factuelle®ar ailleurs, Ztant donnZ le faitede tout

soit prZsentZ denaniere visuelle et soit centralisZ au meme endrpitin niveau ZlevZ de
transparence de IQinformation est atteint et favorise la communibatinessagesientiques’

tous les niveaux de la structure.

4.4 PZrenniser les bonnes pratiques

Relativement “tout changement, il est nZcessaire de mettre en placéuahdOamZlioration
continue permettandOoffriraux membres des ZquipesncernZedQopportunitde sOexprimer
sur lesmodifications nZcessaires ~ apporter aux nouveaux modes de fonctionnpmeratinsi
maintenir~ IOintZrieur de cellas un Ztat dOespuirientZ surlDamZliorationLes prochais
paragrapheprZsententes mZcanismede retours dOexpZrienoés en place dans le cadre de
|GexpZrimentation de la mZthodologie dans IQindustrie du luxe.

Lors de IOimplantation dOun nouvel outil ou dOun nouveau mode de fonctionnement, il est
essentiel de prendre le pouls des Zquifgesravailafin de sOassurer gl ont bien saisi les
tenants etles aboutissants de |Qoutil. dst Zgalementimportant desOassurer dOidentifier les
dysfonctionnements et les problemes rencontrZs en cours de transforn@gisnretours
dOexpZrienamnsistent ~ analyser partir de la rZalitZ du terraitQefficacitZ des outils mis en
place” IQintZrieur déa dZmarche de transformatidDes retourpermettenZgalement dOassurer

la gestion du changemente telle sortejue les nouvelles pratiques demnent pZrennes.

Pour le dZploiemerdes checklists et 1QintZgration des prZsZries en dZveloppement de produits,
des groupesle discussion®nt ZtZ organisZs. AinsDZquipe du changementassembldes
diffZrents secteurs dOactivitzsncerng par cet nouvelle approche edZveloppement de

produits. Degesponsableprovenantde la production,desmZthodesndustrielles, de laha’ne
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dOapprovisionnemenu bureau dOZtudes ainsi ge® chefs de projets ont ZtZ invitZs ~ dZbattre
sur leur expZrienceelativement “cettemise en application deshecklistssoutenante pilotage
despremisres prZsZried.eurs commentaires et observationst globalementtZ positifs tant
dOun point de vue terobustesse des processus qoecernantes diffZrents types dOinteraction
entre les disciplines. @nconstatationntZressaret faite par le groupeut queles prZsZries ne
peuvent stre efficaces que si et seulememtlss occupent une position prioritaire dans le schZzma
de productionGarantirainsiles performances de cette nouvelle Zid@ealZveloppememasse
obligatoirementpar une implication @ 10Zquipeudmanagementaquelle doit soutenir cette
nouvelle maniere de fonctionneCetteconstatation majeure pola gestion du changement a ZtZ
transmise eexpliguZeaux membresiu comitZ dedirection. Cei souligne encore une fois
IOimportance déZnZficier delOappui du management darf8appropriation des leviers
dOamZlioratiorLeur conviction facé I0importance dahangement ainsi que leur seutiaux

Zquipes sont essentiels.

DOautres retours dOexpZrience ont Zgalement ZtZ menZs " la suite de la mise en place
management visuel et du systeme de pilotagebeya. Un premier retour dOexpZrience a ZtZ
organisZ avec 10Zquipe pilafei a ZtZla premisre Zquipe "~ vivre ce nouveau mode de
fonctionnementll a ZtZimportant deconsidZrete ressenti de 10Zquipkote avant de dZployer

ces nouvelles pratiques "~ une Zchebenpletedu dZveloppemereci afin de gZrer ee prZvenir

les insatisfactios qui auraient punfluencer nZgativemeries autres Zquipe®es entretiens
individuels aupres de chaque membre des diffZrents secteurs dQactivitZ de [10Zquipe
pluridisciplinaire projet ont ZtZ rZalisZs. Chaque entretigredidrZe é@viron trente minutea
permisdOidentifietes secteurs dDactivstdouvantnZcessiter plus ou moins dOaccompagnement
par la suiteDe plus, cela a permigdonifiercertains aspects du nouveau systeme mis en place,
notammenten ce qui concernées standards de prZsentatid®ergonomiele la salle et la
structure deZunions. Les conclusiotisZesde ces rencontres ont par la suite ZtZ partayes

les membres du comitZ de pilotage afjnOils puissent en temiompte dans leur gestion du
changement et surtout dans leeommunication aupres des autres membres de leur secteur

dOactivitZ respectifs en vue du dZploiement transversabdueau systeme de pilotage.

Une fois le nouveau mode de fonctionnement dZployZ ~ I0Zchelle complste du dZveloppement de
nouveaux produitd] a ZtZnZcessaire pour I0Zquipe du changement dOaccompagner les membres

opZrationnels dan®d nouvelles fasons de faire. En effetle changement radicalOapproche
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requZraiun encadrememius serrZ afin dOZviter les dZrivesfiatde faire respectées regles de
conduite de rZunions.Cela constituait Zgalement un moment clZ pasgsurer les Zquipes.
LOexercice Ztant nouveau peeitesci, il Ztait primordial deevenir avec elles sleur mode de
management ete les assister dans leurs Zchangasnembre de I0Zquipe du changement a ainsi
menZ de courts retours dOexpZrienchebdomadairesie cing minutes aupres de membres
volontairesde 10Zquipedes la sortie delQinstance de pilotageOentretien consistan un
questionnaie dOune dizaine de questionigntZes vers les objectifs de I00beya et ZvaduFZes
une Zchelle de 0 ~.Xette Zvaluation devait se fage intZgrant desommentaires verbaux en
fonction dOaxedOamZliorationdn des objectifsle ce type de retosidOexpZriencétait de
mettre en place un indicateur mesurant la performance des instances de piloteggaudes
Zquipes projetsApres plusieurs sZances, il sOest avZrZ que IQexploitation des notations Ztait pet
significative pour mesurer la performance de IQinstanpéotegeZtant donnZk disparitZ des
notatiors dZpendamment des personnalit&kda maturitZ des serviceserviewZsNZanmoins,
cette dZmarche a permis stimuler les Zchanges entre leembreset decrZer unelus grande
cohZsiorau niveaude I0Zquipe. Le fait@interviewedespersonnes de services diffZreatsle
lesamener ~ sOentendrer une notation commune et des axes dOamZliorations pirtaggait

le travail dOZquipéar ailleurs, |Qexercicea permis designifier clairementaux membres
opZrationnelsla dZterminationde I0Zquipe du changemeruffrir desrZponses adaptZasx
besoinsdes Zquips, = accompagner les acteudsins |Oappropriation des nouveaux modes de
fonctionnement et surtodtcrZer un lien de confiance entaisles intervenants. LOinstauration
de ce lien de confiance a ZtZ un facteur dZterminant pourd@atiph subsZquentautres

outils et techniques dOamZlioration.

4.5 Conclusion

Ce dernier chapitre de discussion gZnZrale a pedui prZsenter un certain nombde
recommandations tant en termes de gestion du changetndgmtgestion de projguOen termes
de bonnes pratique®latives audZploiement de la mZthodologie de transformation leagile
dZveloppement de produit€es rZsultatroviennentde notre expZrienceZcue enterrain
industriel sur une pZriode dplus de deux ans et desniau clur de la transformation des
processus de dZveloppement de produiEntZrieudOune grande organisation Tuvrant dans les
produits de luxeCe chapitre se vegbmplZnentairedes discussionglaborZeslans lesarticles
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scientifiques proposZs dans le cadre de cette these. Ces articles sont prZsentZs en annexe de

document.
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CONCLUSION ET RECOMMANDATIONS

Le cycle de dZveloppement de produgtsrZsente aujourdOhui une pliasdamentalet critique

au clur de la performance des organisations de 10industrie duQexte phase est " IQorigine des
succes ou des Zchecs des lancements de nouveaux produits sur les marchZs. Des processus |
dZvelopement mal gZrZs peuvent gZnZrer une entrZe sur les niapldsliveou encore une
introduction dOun produit de mauvaise qugltiZZrant ainsdespertes financisresconsZquentes.
Toutefois, ~ IQinverse,ed processus de dZveloppement performantsieet pilotZs peuvent
permettre @accZder ~ depportunitZs de ventdsrt intZressantes et profitablesr les diffZrents
marchZs en prZsentant des produits intZgrant les besoins des toliergs rZpondant aux

ambitions stratZgiques de la marque.

Toutefois, on observe qles processus de dZveloppement de produits dans IQindustrie du luxe se
veulent tres hZtZrogenes et souvent bien diffeeilegZrer Ztant donnZ quQils reposent sur une
logique tres artistique en amoen meme temps quseur une logiquendustrielle classique en

aval. De plus, la valeur ajoutZe sur les produiposeaujourdOhusur des artisans etesl
opZrations manuelles qui sont opZrZes sur chaque beadZfi de transformer ces pEssus
itZratifs et de rallier ces diffZrents coges mZtiers vers des objectifs derformance communs

peut semblerambitieux. E cet Zgarddes techniques etles outils dOamZlioration en
dZveloppement de produits, notamment ceux des paradigmes du lean et de $@adjilaint
pouvoir apporter une rZpse " ce dZfi.

Nos recherches " ce sujet en se basanlasittZraturescientifique et industriellaous ont permis
dOidentifiequOaucune application de ces philosophi@axistaisur des terrains industriels de
IQindustrie du luxeant en termede &ploiement dOoutils @¢ techniques dOamZlioration quOen
terme de mZthodologie " suivre pour transformer les processus de dZveloppement de nouveaux

produits.

En ce sens, |Qobjectif principdd cette recherche a Zt# proposer une mZthodologie de
transformation leagile en dZveloppement de produits pour IQindustrie du luxe rZpondant dOunt
part,” ce manque dans la littZrature et dOautre gaxt besoins industriels dans des marchZs
toujours plus compZtitif®lus concrstementjans le cadre de ce proj these nous proposons

un modele de transformation leagile en dZveloppement de propeitsettant de guider les

industriels dans la construction dOune feuille de route et de son dZploiement selon des objectifs



80

dOamZlioration lean et agiles poursuieisjointementLe modsle supporte IOidentification et la
priorisation dOinitiatives dOamZlioration en se focalisant sur les leviers dOamZlioration rZpondar

aux besoins et aux objectifs de transformation ainsi quO"~ la maturitZ de IQorganisation.

Afin de construire cette mZthodologie de transformatimsus avonsgnitiZ notre travail en
montrantque les paradigmes du lean et de IQagilitZ reprZsentaient des leviers dOamZlioratior
potentiels pour le dZveloppement de produits et plus particulierentems |Qindustrie du luxe.
Cetterevue dda littZrature scientifiquaous a amenZ ~ proposer deux contributions scientifiques

de type conceptuePlus prZcisZmerdeux nouveaux cadres dOanalyse de la littZ perresttant

de caractZriser les diffZrentsodeles thZoriquesinsi que lesnitiatives appliquZeslu lean en
dZveloppement de produitsest crZation de 10agilitZ dans IQindustrie de la mode et dontuxe

ZtZ proposZ<et apport est non nZgligeable compte tenu de la grande confusiograhde
disparitZ avec lesquelles les concepts dOagilitZ et du lean peuvent otre abordZs dans la littZratur
scientifique actuelleLes deux contributions font IOobjet des deux articles suivgnhta new
analysis framework for agility in the fashion industnetf; A Learbased analysis framework

oriented towards the upstream supply chain for the luxury industry E

Nous avons par la suite proposZ un cadre stratZgique permettant de rattachiersgsientiels
dOamZlioratioaux objectifs de performance dOonganisationde fason " intZgrer les besoins
clients: le contexte,les march? et lesambitions stratZgiquede la marque 1la dZmarche de
transformationCette contribution fait IOobjet dOun troisisme article de revue scientifique intitulZ

C A mixed peosfrmance and adoption alignment framework for guiding leanness and agility
improvement initiatives in product developmentLExpZrimentation du cadre dOadoption et
dOalignement de la performance leagile en dZveloppement de produits dans plusieussdgivision
produits nous a ainsi permis de dZployer plusieurs initiatives dOamZlioration lean et agiles dans
des contextes industriels du luxe. Cela nous a permis de dZmontrer quQil y avait effectivement un
lien entre les leviers dOamZlioration et la performaeseprocessus de dZveloppement de
produits. Toutefois, ce premier cadre stratZgique ne permettait pas de prioriser les initiatives
selon plusieurs objectifs et ne permettait pas de dZployer et de piloter la transformation complste

de IQorganisation en @fppement de produits.

Sur la base des retours dOexpZriences des initiatives lancZes sur les terrains industriels ainsi qt

sur la basales modeles dOamZlioration exposZs HalitZrature scientifique, nous avons pu
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proposer un modelecomplet couvranttoutes les Ztapes dOune transformation leagile en
dZveloppement de produits allant de IQidentification des objectifs de transfoijusgishau
pilotage des chantiers dOamZlioratiphrationnelprZconisZs dans une feuille de route cohZrente

au niveaude maturitZ de IOorganisatioBette contribution” la fois technique en terme
dOapplication des outils et techniques du lean et de 1QagilitZ sur des terrains industriels et ~ la foi
mZthodologique au niveau & proposition dOurapproche rigoureuseZvelopgede maniere

itZrative selon une mZthode de recherche intervention sur plusieurs terrains de reekerche
prZzsentZelans |Qarticle intitulZz Development of a OleagileO transformation methodology for
product development EOapport est signifidatlans un domaine oe la plupart des ouvrages et
publications scientifiques se limitent ~ prZsenter des concepts, des outils et des techniques sans
guider dOun point de vue opZrationnel les industriels dZsirant amZliorer leurs processus de
dZveloppement deroduits.De plus, peu de publications dans la littZrature scientifique actuelle
dZcrivent les processus dOune organisation du luxe dOun point de vue intra organisationnel tel gt
nous |Oavons fait dans le cadre de cette rechéréiredustrie du luxeeste aujourdOhune
industrie encore peu Ztudiflans la littZrature scientifique relative a@omaine du gZnie

industriel.

DOun point de vue industriel, les apports ont Zgalement ZtZ multipegsplication de la
mZthodologie a gZnZrZ des rZsufiasstifs que IOon a pu mesureartir desindicateurs de taux

de servicesdes indicateurs detaux de qualitZ des livrables ainsi quOen terme de TTM.
Notamment, une des divisiode produits de [OentrepriséznZficiZ dOune augmentation de son
taux de srvice sur le dZveloppement des nouveaux produits de plus tke grncentout en

ayant un TTMen pente descendant@es rZsultatsous perméentde confirmerdOune padue le
dZploiementdOoutils et de techniques lean et agilest apporter une amigration de la
performance en dZveloppement de prodeiiteZduire le TTM sansZcessairememivoir besoin

de recourir ~ IQadoption de nouveaux systmes dQinformation ou dQinnovations technologiques.
Cependant, IOapplication de IOapproche upiqpesZé divers produits de luxe e¢posant sur

une sZquence dOactivitZs de dZploiement des odtistethniques leagilenOa pagermisde

rZduire de fason significative le TTM des processus de dZveloppement de produits dans
IOindustrie du luxeUne certaire rZduction du TTM a ZtZ dZcelZeais pas de maniere
significative pour toutes leswdsions de produits. ke fiabilisation du TTM sOest toutefopZrZe

dans les premiers cycles dOamZlioration de IOapplication de la dZmarche proposZe
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Le dZveloppement des produits de leseaujourdOhui rythmZ par dégnementslirigZs paila
marque ainsi quepar des Zvenementsinternationaux organisZs p&s marchZset qui ont
gZnZralement lieu une fois par annie. cette fason,les points de validatigntout comme
IQintZgration des besomssmarchZs en terme geZvisions desentes,se font sur des rythmes
fixes bloquant IQaccZIZration desips de dZveloppemedé nouveauxproduits lesquels sont
actuellement dOenvirod Pnois. Une rZduction deTM de moins de 12 mois nOa aujourdOhui
aucun impact sur la performance dieed©OentrZeée nouveaux produitsur les marchZ&n fait,
|IGambition ctuelledes firmes de luxe se poravantagesur le taux de service da houveautZ
dZmontrant ainsi Iperformanceace aux engagements prenvers les march4sternationaux.
Avec un TTM maintenant fiable, une rZduction du Thibusappara”stre le prochain levier
mettre en Tuvre puisquOil permettra de dZveloppeplus grand nombrale nouveaux produits

sur une meme griode de temps

La dZmarche proposfans le cadre de cette rechercheuest mZthode dOamZlioration de type
incrZmentat cOest-"-dire quOelle se meuede nombreux cycles dOamZlioration. La division de
produits ayant aujourdOhui le plusngraistoriquedans 10entreprigst celle déa Division A qui
dZmarreprZsentemerson troisisme cycle annuel dOamZlioration. Nous pouvons ainsi penser que
la maturitZ acquise dans les cygegcZdentamenera la division de produitsvouloir rZduire

son TTM de nouveaux produiet avec pouobjectif dDaugmeat son taux de nouveautZs. Les
processus de pilotage Ztant aujourdOhui plus reteidtables laissentmaintenantavantage de
place au dZveloppement de IOinnovation de produits et htfgration plusmportantede la
voix du client dans les nouveaux dZveloppemeetsroduitgShibaet al. 1996) La Division B,

pour sa partayant bZnZficiZe des bonnes pratiques mises en pladividion A, a progressZ
plus rapidement et peut ménant, -~ son deuxieme cycle dOamZlioration, prZdes
amZliorations significatives de seslicateurs derocessus en dZveloppement de produits. Les
techniquesainsi queles outils mis en place tels que les checkksies outils de diagnostic des
typologiesde projetset de complexitZ des produits demandZs par la crZation et le magketing
sonten amont du processue reprZsentenjue les premieres Ztapgsrsune augmentationed
maturitZ en terme dOadoption des bonnes pratiques en dZveloppemeaduis En quelque
sorte, les bases du systeme ont ZtZ&sgs place esont maintenantppropriZes par les Zquipes
opZrationnelles. Les rZsultats quantitagjipara’trontle plus en plus dans les cycles ~ veRiar
ailleurs,les outilspourrontencorestre amZliorZet «tre adaptZs face aux Zvolutions desdes de
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fonctionnementle IOorganisatiafin de prendre en comples besoinstratZgiques de la marque
potentiellement amenZs ~ Zvoluer dOun cycle dOamZlioration ~ uh@aperoche proposZe est
justement coneue diaeon flexible afin de tenircomptedes changements stratZgiqa@ssi que

des variations dans le temps.Effectivement, la transformation de I|Qorganisation en
dZveloppement de produits par ses cycles dOamdtiosstinble sans fin en sOavZrant etre
davantageune aventwr quOune destination. LOinitiative de la refonte du systeme de pilotage
constitue un bon exemple dOinitiative qui a fait ressortir un certain nombre de
dysfonctionnementdesquels nOapparaissaienag auparavanparce quQils se dissimulaient
derriere un manque de rigueur dans le pilotage des projets de nouveaux produits. Le fait
dOamZliorer certains processus dOaffairea’nevers le haut les autres processus tout en
amenant les membres de IQoisgion ~ gagnedavantagele maturitZ autant dOun point de vue
dOadoption des bonnes pratiquesis Zgalement en termdOZtat dOesprit et dOouvesture

changement.

Le modsle de transformation leagile sOest avZrZ adaptable par sa capacitZ ~ sOadapter at
spZcificitZs de IQindustrie du luXeutefois, nous ne pouvons gZnZraliser nos rZsultats tant que la
mZthodologie ne sera pas testZe dans dOautres industries Tuvrant en dZveloppement de produits
E cet effet, des intervenants en amZlioration proven@auttemdustries telles queelles dda
construction navale et IOindustrie pharmaceutique et hospitalisre ont vu un fort potentiel de
dZploiement du modele dans leurs propeaseprisesout simplement en adaptant le modele aux
spZcificitZs et dZfisuaquels ils font face.

Dans le meme ordre d@ie, nous pensons que le modsle possmigrand potentiel dDadaptation

~ dOauts secteurs dOactigitiels quela production la logistique ou memeau niveau de
IGamZlioration globale dOune entreprise. ta fr modsleZsidedanslOapproche proposdiesi

que dandes indications sur l&+on de documenteet dOalimentdes diffZrents ZIZments du
modele tout en guidnt” la fois les industriels " faire les liens entre cetix En dOautres termes,

les objectifs de transformation tout comme les leviers potentiels dDamZlioration peuvent stre
sZlectionnZs selon le contexte et le secteur dOaginitdes expertspZcialisZenamZlioration

de ces diffZrentsecteursiOactivitZ$our ce qui est des adti¥s de dZploiement des outildles
techniques dOamZlioration, plupart @s grandesorganisations dOaujourdOhui, notamment en
production utilisent dZj~ de nombreux outilsiOamZlioratioselon des sZquences prZdZfinies

dOimplantation. La mZthodologi®mposZe permettrait daire le lien entre ces leviers potentiels
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et les objectifs stratZgiques deot@anisationdans le but de focaliser IOamZlioration I" oe
IQorganisation en a besoin et au moment opportun dans IOaugmentation de sa maturitZ en tern
dOadoption des bonnes pratiqidns cet ordre dOidZ@ous avons dZj” initiZ un test dans le
secteur de la production au sein de notre firme partenaire. Le modele semble relativement simple
~ adapter " un secteur dOactivitZs qui est asggnZdu dZveloppement de produits en terme de
spZcificitZs, de processus et de modes de fonctionnement. Les ZIZments du modele sont en cour
de construction afin dOadaptette fois-ci pour la productiotes leviers, les techniques et les

outils dOamZliorations learagiles

Une perspectivade recherche supplZmentaire nous semblant intZressante serait le dZveloppement
dOun modele mathZmatique venant soutenir IOapproche mZthodologique ici proposZe. Le fait di
dZvelopper uttel modele mathZmatique nous permettraitplioser des scZnarios en y intZgrant

des contraintes supplZmentaires ciQeermettrait Zgalement de dZvelopper un outil ou une
application informatiqualynamiquesoutenantdOune pata gZnZration dOun plan de progres et
dOautre pate systeme de pilotgeassociZ invitant aings industrielgjui souhaitent transformer

leurs processus dOaffaidésune manisre stratZgique et ambitieuse
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1

Introduction

The fashion market is characterised by a short life cycle, high volatility, low
predictability, the high impulse purchase behaviour of customers, and a long and
heterogeneous supply process (Bruce et al., 2004; Brun et al., 2008; Christopher et al.,
2004; Fujita, 2007; Lee and Rhee, 2008; Sen, 2008). The industry, also referred to as the
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textile and apparel industry, concentrates its efforts to propose a large product variety that
follows currents and trends of the moment (Christopher et al., 2004; Sen, 2008). Within
this market, customers are increasingly demanding more variety, better quality and
service, including both reliability and faster delivery (Duclos et al., 2003; Fernie and
Azuma, 2004). As such, the fashion industry has to be reactive in order to meet their
customers’ preferences that are continuously changing (Faisal et al.,, 2006). Fashion
organisations have to constantly renew bodies, fabrics and colours over the seasons. The
actual trend is to increase the number of seasons and hence enlarge the numbers of
collections, product ranges, lines, styles and scales. According to Sen (2008), today's
fashion manufacturers usually present four to six collections every year. Some major
players of the textile and apparel industry like Zara have pushed the limits even further in
bringing novelty twice a week in their stores all around the world (Carugati et al., 2008;
Ferdows et al., 2003).

In order to realise that much newness, at affordable prices and according to the trends,
textile and apparel industry has to be capablmaster and to adapt its business process
all along the supply chain. These challenges intensify the fashion industry needs to be
agile in terms of technical data and product specifications management, multi-sourcing,
informational flow management from suppliers to customers and distant teams
management along the supply chain. In addition, the industry is now increasingly facing
global competition and rapid technology advances, which bring new challenges and
opportunities (Walters, 2006).

In this continuous productivity research, lead times to develop and manufacture
reliable products play a fundamental rolghe business strategy of a fashion enterprise.
This objective achievement implies new relations, innovative processes and a new mode
of evaluation between supply chain stakeholders. The ability to define trends and
customers’ needs to translate them in a timely manner into conception and product
development becomes essential (Christopher et al., 2004; Towill, 1996). The required
time to develop a new product, from conception to manufacturing taking into
consideration the high standards in terms of marketing, design, manufacturing and supply
is called time-to-market.

Among possible answers, lean engineering tools, based on competencies and
knowledge centred on customer and market needs, may provide means for reducing the
time-to-market while increasing agility. For instance, the concept of ‘test and design’
which consists in testing all components, sub-assembly and new technologies until the
infinite before its adoption may be used to create knowledge and collected though ‘check
sheets’ (Kennedy et al., 2008). This infotioa could be used as a base to communicate
along the supply chain key actors through integrating events to stimulate agility in
decision making since all possibilities would be indeed available. In a similar manner,
lean modelling tools like the ‘value stream mapping’ (VSM), which is used to model
organisation business processes in order to eliminate waste, could as well bring
improvements sources to reduce fashiatusiry time-to-market without compromising
agility. However, these tools might need some adaptations considering the unique
characteristics of the fashion industry in terms of development process where conception
is mostly oriented towards an artistic and aesthetic direction.

These pressures have also prompted academics and industrialists to investigate new
methods to improve the effectiveness of the entire fashion supply chain. O’Marah (2001)
pointed out that today’s market competition is no longer based on company vs. company
business models, but instead relies on supply chain versus supply chain efficiency. As
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such, the concepts of agile supply chain, flexible systems, and quick response have
emerged and been adopted in several ways in the fashion industry. Despite their
recognition, these conceptsanften confused in the literature. For instance, confusion
often occurs when agility is compared to flexibility. The two concepts are sometimes
identically defined when they are appliedtbe whole enterprise, but some differences
appear when they are used to refer to megtufing strategies (Sherehiy et al., 2007).

To avoid those issues, this paper aims to propose a formal analysis framework, called
ASO, for conducting a literature review of the agility initiatives and models developed
for the fashion industry. The proposed framework identifies key themes related to supply
chain agility by segmenting the analysis on three different basis: action levers, scope, and
objectives. The main objective of the proposed framework is to identify knowledge gaps
on methodologies enabling transformation of current practices used in the fashion
industry.

The remainder of the paper is organised as follows. Section 2 presents the proposed
review framework and its three themes of analysis. The framework relies on a literature
review on the agility concept from renowned international journals. A literature review
on the main agility initiatives and proposedadels for the fashion industry according to
the framework themes is then preseniad Section 3. Section 4 underlines our
contribution by reviewing the three dimensions of the framework. The paper concludes in
Section 5 with our future rearch activities in this area.

2 Framework review

Numerous quick-response systems and flexibility tools and models were developed to
react to the need for agility in the manufacturing industry as well as in the fashion
industry (Abernathy et al., 2000; Christopher and Towill, 2001; Choi and Chow, 2008;
Dani and Ranganathan, 2008; Duclos et al., 2003; Fujita, 2007; Gong, 2008; Koste and
Maholtra, 1999; Perry et al., 1999; Power et al., 2001; Rai Dixit and Mishra, 2008;
Swafford et al., 2008; Vokurka and O’Leary-Kelly, 2000; Zhang et al., 2006). While this
need is well understood by practitioners amseegchers, the concept of agility itself is
surprisingly rarely well defined in the literature (Bernardes and Hanna, 2009).

In global terms, supply chain agility can be simply defined as the ability to respond
rapidly and accurately to a demand-driven market (Christopher, 2000). Several authors
have proposed frameworks to analyse agility. For example, Christopher (2000) proposes
a model based on four dimensions allowing the supply chain to become agile. The four
dimensions are network-based, virtual integration, process integration and market
sensitivity. In the same line of thought, Crocitto and Youssef (2003) examine the
organisational aspects of agility (role of people, organisational characteristics, delivery of
quality and services). In a similar manner, Duclos et al. (2003) present a literature review
based on five flexibility dimensions of supply chains (product, volume, new product,
distribution and responsiveness). Vokurka and O’Leary-Kelly (2000) use four flexibility
variables (strategy, organisational structure, environmental uncertainty and technology)
to structure their review.

Agility is also presented as a concept linked to various practices and technologies that
have been implemented during the past two decades (Goldman et al., 1995; White et al.,
2005; Yusuf et al.,, 1999). For instance, some authors argue that agility is mutually
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compatible with lean manufacturing, computer integrated manufacturing (CIM), total
quality management (TQM), material requirement planning Il (MRPII), just-in-time
(JIT), and employee empowerment.

Despite the fact that these models are often cited in the literature, they can be
interpreted in different ways and they do not allow for differentiating agility in the total
supply chain. Also, authors rarely make a distinction between initiatives to create and to
measure agility in an organisation. Thus, parfance indicators reported in scientific
literature are divergent from one case study to another. Consequently, it becomes
challenging to compare the benefits obtained from one strategy or method of application
to another. The lack of precision in the agility concept definition mostly explains this
difficulty (Van Assen, 2000). In an industrial view, it is also difficult for an organisation
to define which tools or methods in scientific literature are the most appropriate for them
to achieve agility objectives. Therefore, it appears to be necessary for us to propose a
framework allowing managers to easily undensl agility creation mechanisms and their
impact on organisation.

Figure 1 ASO analysis framework
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Thus, we propose to rely on a more rigorous agility definition and to analyse
literature with three independent axes: anticipated agilityectives agility scopeand

action leversto attain agility in total supply chain. This framework will allow for a
characterisation of the models presented in the literature in answering three fundamental
guestions:

X  What: What do we want to obtain? \&hare the improvement objectives?

X Who:Who are the specific actors? Which are tioncerned services by the set-up of
improvements strategies and methods?

x How: What are the proposed methods and tools to achieve it? What are the action
plans and strategies tealise anticipated objectives?

We propose to segment each of the three axes (objectives, scope and action levers) as
exposed in Figure 1, in order to better position and compare existing agility models. Each
of the axes will be more detailed in the following paragraphs.

2.1 Objectives

The first framework layer, objectives, refers to agility as being a rapid and proactive
adaptation of enterprise elents to unexpected and unpredicted changes (Kidd, 1996;
Sanchez and Nagi, 2001; Tsourveloudis and Valavanis, 2002).

We propose to segmemibjectives layer according to a more formalised agility
definition used in military operations as defined as a synergistic combination of the
following dimensions (Alberts and Hayes, 2003):

1 robustness: the ability to maintain effectiveness across a range of tasks, situations,
and conditions

2 resilience:the ability to recover from or adjust to misfortune, damage, or a
destabilising perturbation in the environment

3 responsivenesshe ability to react to a change in the environment in a timely
manner

4 flexibility: the ability to employ multiple waye succeed and the capacity to move
seamlessly between them

5 innovation:the ability to do new things and the ability to do old things in new ways

6 adaptation:the ability to change work processes and the ability to change the
organisation.

This formalised agility definition distinguishes that an organisation agility is
multi-faceted. Whereas some agility elements measure how an organisation operates or
adjusts itself in a short term, some other elements such as innovation deal
with organisation capacity in a long-term manner. If those six attributes are
analytically distinct, they are often texdependent. They will outline which six
targets should be attained and which agility models and initiatives in the literature refer to
each of the targets.
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2.2 Scope

The second framework layescope identifies who the supply chain actors concern by
attaining agility objectives. The layer is divided into three classical views of supply
chains {ntra-organisational,supply sidecustomer side).

The first view,intra-organisational, refers to the information sharing needed between
actors within an organisation. According to Christopher (2000), process integration,
defined as without borders collaborationy&lepment at operational processes different
levels, is essential to attain agility. Fabbe-Costes and Jahre (2008) demonstrate that an
important link exists between dynamic integration within an organisation and supply
chain agility performance.

The second viewsupplyside, refers to network integration at an organisational level,
from raw material suppliers to the point of sal¢hite et al. (2005) assert that there is a
current trend for individual firms to move to more collaborative relationships. Within that
trend, inter-organisational rélanships have been formerly studied according to different
governance models (market governance, vertical integration, cooperative relationships)
(Golicic, 2005). Several typologies and models categorising inter-organisational
relationships have also been presented in the literature (Baglin et al., 2007; Paché and
Spalanzani, 2007).

The third view, theustomer side, examines the supplginimarket side and mainly
focus on market needs. Customers’ experia in terms of price, lead-time and
product variety are systematically increasiagd apply strong pressures on retailers
and manufacturers to accurately answemand (Duclos et al., 2003; Hickey, 2006;
Mason-Jones et al., 2000a). In addition, according to McCullen and Towill (2002), the
bullwhip effect, defined as the phenenon resulting from demand information
transmitted along the chain in the contextaofolatile market, have a tendency to be
distorted, which will misguide the upstream stage of the supply chain and will create
costly variations in lead-times and inventories. Subsequently, in order to stay
competitive, organisations need to understand and materialise the demand of the fashion
market (Mason-Jones et al., 2000a). In that context, Naylor et al. (1999) show that the
agile manufacturing paradigm is the best adapted to respond to volatile demand in terms
of volume and variety. This ability to read and respond to the demand is called market
sensitivity, according to Christopher (2000).

2.3 Action levers

The third framework layemction leversallows initiatives to be categorised in terms of
methods, tools and strategies to create agility in a supply chain. We propose dividing the
layer into four types of agility creation mechanisms, which are technology adoption,
business process improvements, organisational changes deployments and market
positioning in order to characterise the proposed methods and tools from scientific
literature.

The first dimensiontechnology highlights tools and methods referring to technology
adoption. According to Bertolini et al. (2004), Bruce et al. (2004) and Castelli and Brun
(2010), the use of technology that allows data sharing across a total supply chain is, in
today’s competitive market, crucial in order to become agile.

The second dimensioprocess presents improvement strategies adopted in business
processes. According to Brun and Castelli (2008), Brun et al. (2008) and Khan and



113

182 A-A. Lemieux et al.

Pillinia (2008), efficient processes planning and management improve supply chain
performance. This dimension presents approaches and strategies such as lean, continuous
improvement, just in time and process re-engineering, each using different ways to
modify an organisation’s business processes.

The third dimensionprganisation presents organisational changes used to attain
agility. For example, several authors argue that alliances between supply chain actors are
essential to improving agility along a supply chain in a globalisation context and in a
volatile market (Bruce et al., 2004; Castelli and Brun, 2010; Christopher et al., 2004;
Hunter, 1994; Khan and Pillinia, 2008; Lowson, 1995; Sen, 2008).

The fourth dimensionmarket is oriented on commercial initiatives. This dimension
presents adopted strategies to better answer to customer’s demand such as positioning
and market segmentation, new collection launches, marketing campaign, etc.

3 Literature review

The review of relevant literature on agility initiatives and proposed models for the
fashion industry followed a structured approach to determine the source material as it is
suggested by Webster and Watson (2002). First, a database-driven re@iempandex
Emerald Google ScholarProquest Science DirecandWeb of Sciencasing keywords
related to our agility analysis framework layers coupled with ‘fashion industry’ OR
‘apparel and textile industry’ was conducted. Then, to pinpoint other papers not caught
by our keyword sieve, leading journals’ table of contents were as well scanned. Citations
of articles identified in the previous stepsrev@lso reviewed to determine prior articles

to consider. Table 1 presents the distribution of articles by journals that were used in our
literature review.

Table 1 Distribution of articles by journals

Journals Selected articles

'_\
~

International Journal Production Economics

International Journal of Agile Systems and Management
Supply Chain Management: An International Journal

Industrial Management and Data Systems

International Journal of Retail and Distribution Management
International Journal of Physical Biribution and Logistics Management
International Journal of Opettions and Production Management
International Journal of Production Research

Journal of Enterprise Information Management

Journal of Operations Management

European Journal of Marketing

European Journal of Operational Research

Industrial Marketing Management

International Journal of Clothing Science and Technology
International Journabf Industrial Ergonomics

P P P P P NMNDNMNDNMNDNDDNDOWWWWOM

International Journal of Information Management
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Table 1 Distribution of articles by journals (continued)

Journals Selected articles

International Journal of Logistics Management
Journal of Business Logistics

Journal of Intelligent and Robotic Systems: Theory and Applications
Journal of Retailing

Journal of the Textile Institute

Logistics Information Management
Management Decision

Manufacturing Review

Supply Chain Management Review
Technology in Society

Textile World

Total no. of articles

P PR R R R R RRPRPR

(&)
J

3.1 Objectives
3.1.1 Robustness

Naylor et al. (1999) describe robustness as the ability for an agile manufacturer to endure
demand variations and to take advantage of these fluctuations to maximise profits.
Mason-Jones et al. (2000a) presents robastire terms of decision support systems to
simplify material flow in a lean, agile and leagile (a combination of lean and agile)
context. Other than these authors, it seems that the literature on the fashion industry does
not consider robustness to be a relevant objective to attain agility.

3.1.2 Responsiveness

According to Faisal et al. (2006), the fashion industry has to be highly responsive as
customers’ preferences constantly change and has to be capable of quickly responding
to rapidly changing market requirements. According to Zhang et al. (2006), it is in a
customers’ satisfaction perspective tisgbossible to improve responsiveness.

In a review of the current state of op@was on recent trends across the fashion
supply chain in the USA, SeR{08) affirms that order leadvies play a major role in the
fashion market, since the earlier the retailer has to order merchandise the more limited his
knowledge of customer demand will be. He adds that it is principally domestic
manufacturing that can provide the responsiveness demanded by the fashion market
through their shorter leadntes compared to long delivery lead-times from low-cost
countries in Asia.

According to Christopher et al. (2004) there are three crigeal-times to improve in
order to be agile, which are time-to-market, time-to-serve and time-to-react. Some
authors (Bruce et al., 2004; Khan and Pillinia, 2008) suggest that the trade-off between
cost of production, lead-time of supply and uncertainty about demand within the industry
pushes the focus to improved responsiveness. In addition, Sen (2008) exposes that in
reducing the required time to develop a design it will be possible to improve supply chain
responsiveness in the fashion industry.
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3.1.3 Flexibility

Vokurka and O’Leary-Kelly (2000) present manufacturing flexibility as the ability to
answer customers’ changes in expectations and to unpredictable market changes.
According to Sen (2008), fashion enterprises have to emphasise quality and supply chain
flexibility at the same time to ensure a competitive advantage.

According to Zhang et al. (2006), flexibility has to be interpreted in a perspective of
value chain. In addition, they insist that spanning flexibility allows companies to respond
quickly to various customers’ needs by synchronising product creation and delivery
through an efficient and efttive flow of storage of information along the supply
chain. Castelli and Brun (2010) emphasise that flexibility and speed depend on the
organisation’s competence for coordinating internal and external activities to align the
whole supply chain process all along the value chain. They also add that both
manufacturer and retailer can be more reactive to volatile consumer trends through
process integration.

Brun et al. (2008) assert that their €astudies have shown higher attention to
increased production flexibility in order to rapidly intensify the production of successful
products. For instance, they add that the shifting of manufacturing organisation from job
shops to cells has proven to be an effective strategy in this regard.

3.1.4 Innovation

Design innovation is a fundamental lever for fashion brand positioning (Moore and
Birtwistle, 2005; Khan et al., 2008). Sen (2008) presents the fashion market as products
with a varying level of fashion content in terms of innovation and functionality. Brun
et al. (2008) express that the role of digsp and outsourcers are critical in terms of
innovation since fashion products are often co-designed. In this manner, fashion firms
can access innovative competences of the various relationships with suppliers specialised
in different technologies and materials (Christopher, 2000; Bruce et al., 2004). However,
in order to manage the supply network efficiently and to avoid reproduction, firms have
to develop more innovative knowledge (Khan et al., 2008) and have to elaborate
collaborative associations with chosen suppliers (Brun et al., 2008) especially for high
fashion products. According to Zhang et al. (2006), innovation is a variable that
influences customer satisfaction.

3.1.5 Resilience and adaptation

It is surprising to note that literature related to the fashion industry does not consider
these two dimensions. It seems that autkdorsiot recognise the necessity in the fashion
industry, opposed to other manufacturing sides, to adopt practices to increase the
resilience and adaptation capacity in their business process.

3.2 Scope

3.2.1 Intra-organisational

According to Zhang et al. (2006), intra-organisational coordination of sourcing, making
and distributing activities by eliminating redundant activities and bottlenecks enhances
the firm’s ability to respond to market clgis and reduces response time by facilitating
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the seamless flow of demand and supply information. Moore and Birtwistle (2005)
express that in the fashion industry intra-business synergies in terms of supply and
resource provide effective benefits for the group as a wBele.(2008) adds that further
manufacturing responsiveness may be achieved by establishing or improving internal
practices at the manufacturing level suchfascasting and planmg future production

needs and providing logistical support fficgently process shipments. Although these
authors recognise the need to reinvent business processes in an intra-organisational level,
it seems that the fashion industry literature dwells more upon the external side of the
supply, which will be further analysed in the following paragraphs.

3.2.2 The supply side

Network integration, associated with efént communication between suppliers and the
ordering party, supported by information teclugies, is one of the factors of success to
attain agility (Bergvall-Forsberg and Towers, 2007; Bruce et al., 2004; Christopher et al.,
2004). Castelli and Brun (2010) argue that it is essential to have good communication
between suppliers and buyers in order to coordinate and ensure efficient inventory
management. Brun et al. (2008) add that in the fashion industry, suppliers are chosen
carefully and consistent opéians control is done to allow more flexibility. From there,
several authors express that alliances between supply chain stakeholders are important to
obtain agility (Bruce et al., 2004; Castelli and Brun, 2010; Christopher et al., 2004;
Hunter, 1994; Khan and Pillinia, 2008; Lowson, 1995; Sen, 2008). Therefore, Perry et al.
(1999) have developed an efficient communication model based on multidirectional
information flows. The model turned out to be positive in achieving a faster response to
demand in opposition to a unidirectional communication flow. They show that a positive
attitude towards partnering and communication between the industry results in stronger
links all along the chain. However, Webster and Weng (2008) find that operating in a
price-sensitive and random demand market (fashion products), a control scenario
requiring communication from one party to another may be only of interest to one party.
For example, a vendor-managed-inventory policy between a manufacturer and a
distributor is much more advantageous for the manufacturer. Nevertheless, they argue
that there is still a need for communication between actors, no matter what strategy is
used.

3.2.3 The customer side

According to Walters (2006) and Fernie and Azuma (2004), globalisation of the fashion
industry and fast fashion retailers have extended consumer needs in terms of speed,
variety and style at low price in bringing continually multiple large collections at
increasingly more affordable prices. Faisal et al. (2006) affirm that today’'s fashion
customers are harder to generalise and it becomes necessary to develop market sensitivity
in order to understand and translate the needs of customers and markets (Bruce et al.,
2004; Brun et al., 2008; Christopher et al., 2004; Sen, 2008). Perry et al. (1999) add that
fashion enterprises have to concentratecaatomer satisfaction to stay competitive.
However, according to Faisat al. (2006), there are no quick-fix solutions to build
market sensitive supply chain; supply chain strategists have found market sensitivity to
be one of the most challenging tasks in the fashion industry.
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3.3 Action levers

3.3.1 Adoption of technology

Several papers in our review point out that the use of technology is important for
increasing effectiveness armgkrformance. The main resulting benefit is information
sharing within an organisation and all ajothe supply chain. According to several
authors (Bertolini et al., 2004; Bruce et &004; Castelli and Brun, 2010), the use of
information technology to share data between supply chain partners is crucial for agility.
The electronic data information (EDI), a computer-to-computer information exchange
system, is the information technology most cited in the literature (Adewole, 2005; Perry
et al., 1999; Sen, 2008; Walters, 2006; Yeung et al., 2008). The use of EDI permits the
standardisation of information and the transmission of structured data (orders, invoices,
etc.). After implementing EDI systems, largething retailers and manufacturers found
that orders were processed more rapidly; the time to get merchandise into the stores was
reduced as information was already available at each phase of the supply process
(Adewole, 2005; Khan and Pillinia, 2008). Other technologies such as computer-aided
design (CAD), computer-aided manufacture (CAM), computer integrated manufacture
(CIM), product development manager (PDM), mobile communication network universal
profit coding (UPC), electronic point of sale (EPoS) and systems responding to different
stage of the chain have also been studied in the literature. More recently, emerging
product lifecycle management (PLM) technologies have been adopted in the fashion
industry to improve communication during the product development processes. PLM is
also recognised for reducing the conception-to-production cycle time (Sen, 2008).
According to Walters (2006), Salvatore Fegamo, a high-fashion Italian company, had
reduced the time-to market of its design by 20% by using information and computer
technologies. Some other success stories lika, Zafirm that has heavily automated all

of its supply chain operations, also confirmed the benefits of adopting and integrating
technologies to achieve agility (Carugati et al., 2008).

3.3.2 Process improvements

Christopher (2000) states that shared-information among the firm actors can only be fully
leveraged through process integration. Thiplies that the traditional silos of oriented
organisation need to be rearranged in a process-oriented manner, not only inside each
service or department but also at the organisational level. The process integration means
developing collaborative connections without boundaries and buffers between the
different stages of a firm’s operational procéasaddition, Bertolini et al. (2004) suggest

that total integration is mainly achieved througbss enterprise data sharing at different
levels in the supply chain, from point of sales data to inventories and from production
planning to transport. Focal companies in the integrated supply chain are constantly
linked to their suppliers, distributors, financing partners, with whom they share real-time
information. Lam and Postle (2006) presented a good example of the integration of
processes: Li & Fung, a Hong Kong global sourcing solutions company, performs the
higher-value-added tasks such as design and quality control in-house and out-sources the
lower-value-added tasks to partners within their network around the world. This strategy
allows them to keep control of each process and to deliver products that meet their
customer expectations in terms of quality and cost.
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Research by Bruce et al. (2Q04veals that the fashion organisation’s challenge is to
either concentrate on speed and efficiertbyough the supply chain to replenish
pre-determined inventory or to produce exact quantities in order to respond accurately
and timely to customer’s orders. Authors like Cattani et al. (2008), Au et al. (2008) and
Karakul (2008) have developed models to optimise responsiveness by forecasting
capacity levels for effective production and salghang et al. (2006) add that it is from
an elimination of bottlenecks and intra-organisational processes coordination that it
becomes possible to improve supply chain responsiveness. Vokurka and O’Leary-Kelly
(2000) sustain that some fashion industry enterprises use a variety of improvement
programmes such as just in time and mass customisation techniques to counter
competitive market pressures.

Bruce et al. (2004) suggest that the Ulkshian industry needs to concentrate on
guick response methods such as flexible delivery through domestic sourcing, reduced
levels of stock within the supply chain and increased net margins to remain competitive.
Carugati et al. (2008) discuss the case of Zara to expose the importance of time and how
they deliver collections successfully in a quick response manner. With its in-house design
and production facilities, Zara is able to vary its selection twice a week throughout the
year. There are about 10,000 new product designs, usually in seven colours and seven
sizes, introduced every year (Ferdows et al., 2003). Zara has innovated at each stage of
the supply chain to constantly improve speed.

This type of operational strategy is also exposed in the works of Abernathy et al.
(2000). They propose a supply chain lean management adapted to the textile and
fashion industry. Their model allows retaildéosreplenish products faster and to deliver
products in responding to strict conditions in terms of delivery time, exactitude and
accuracy. Also in a lean practice framework, Bergvall-Forsberg and Towers (2007)
express that it is possible to apply pri@and promotion mechanisms to maintain
physical cost at a minimum level if the mhber of design references is low.
However, according to Bruce et al. (2004) and Mason-Jones et al. (2000b), the textile
industry does not correspond perfectly to either paradigm, lean or agile, but is a
combination of both that will work in response to uncertain demand management
and cost reduction objectives. From that point of view, Bergvall-Forsberg and Towers
(2007) present a mixed supply chain approach linking the two paradigms following
fashion product lifecycle. They reiterate that a combination of the two paradigms is
necessary to build an efficient network and to implement long term and efficient strategic
solutions.

3.3.3 Organisational changes

There are many initiatives for organisational changes in the fashion industry.
Most of these initiatives aim to review ways of communication between the different
supply chain actors. In the context of constant product development such as is in the
fashion industry, there is a consistent need to balance supply and demand. The
requirement of timely information on sales and the ability to transfer that information
to the entire network is necessary to become agile (Abernathy et al., 2000; Walters,
2006). Khan and Pillinia (2008) argue that generating a common supply chain identity
with equal boundaries across the chain wilh&nce efficiency. Cattani et al. (2008)
assert that more effective control resulting from information sharing along the supply
chain will give firms more responsiveness and will help to diagnose, measure and settle
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problems more efficiently (Brun et al., 2008; Brun and Castelli, 2008; Khan and
Pillinia, 2008; Lam and Postle, 2006). Abeimaet al. (2000) and Walters (2006)
add that it is in the ability to transmit information in a constant manner to the
network that it is possible to achieve agility. Indeed, from a case study, Castelli and
Brun (2010) related that some companies ysedodical meetings in order to ensure
the horizontal alignment of information. Besides, information sharing is further
facilitated by collaborative relationships between actors along the supply chain (Perry et
al., 1999).

However, from the case study by Bergvall-Forsberg and Towers (2007), it seems that
integration practices between firms and suppliers have not been widely applied in the
fashion industry. Lam and Postle (2006) have also reported the same result in
Hong Kong's supply chain investigation. They identified barriers to logistic integration
within the fashion network that are linked to technology, information sharing, and lack of
understanding the supply chain management concept. On the other hand and according to
Sen (2008), large private retailers from the USA successfully integrated their supply
chain from vendors to buyers, resulting in more product variety in large quantities
and with shorter procurement lead times. Bertolini et al. (2004) add that the total
synchronisation between supply chain play is the distinguishing aspect that
characterises the fashion leaders in today’s competition.

3.3.4 Market positioning

Bergvall-Forsberg and Towers (2007) have developed an agile dynamic model
combining the management side (control elements) and supply chain structural side
(planning elements). To test its validityethrealised a multiple case study comprised of
eleven European textiles and apparel factories. The major conclusion is that a structured
segmentation and a clear target of customers related to an efficient demand management
are necessary for agility success and for inangaserformance (Quinet al., 2007). In
addition, some companies have obtained important benefits in joining marketing
strategies to product and customer segmenté8en, 2008). Brun etl. (2008) state that

brand image and characterisation are sigaift aspects to consider in order to get
positioning into the fashion industry.

Still from a commercial perspective, Brun and Castelli (2008) present a strategy to
reduce the risk of delayed collections, whicluldoaffect customer ggoval. It consists
of producing some lines or collections in advance that will be advertised and, usually
supported by marketing tools, presented as ‘must-haves’ or ‘best seller’ products. From
the evidence of the Zara success story, dwesdet al. (2003) show how limited price
variations, through limited markdowns, may foster competitiveness in the fashion
industry.

Sen (2008) suggests that a private label can be a good tool to present more product
variety to customers. Vaagen and Wallace (2008) discussed how hedging portfolios allow
for better control to be kept over variety strategy. Brun et al. (2008) found that
outsourcing to a large number of small enterprises allows increasing flexibility in terms
of product variety. They also stated that a high fashion product often requires hand-made
quality details. As such, the use of small hand-making suppliers contributes to making
each item unique and increases both exclusiveness and variety from the customer’s point
of view.
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4  Derivation of the ASO framework

In this paper, we have attempted to present a new analysis framework for studying supply
chain agility in the fashion industry. Table 2 presents the concept matrix compiling
references for each framework unit of analysis.

The first layer of the ASO framework proposes six main objectives to attain to
become agile which were robustness, responsiveness, flexibility, innovation, resilience
and adaptation. Figure 2 presents the nundfepapers in our literature review that
covered each objective.

Figure 2 Number of papers covering agility objectives

The fashion industry literature review revealed that most of models and initiatives
correspond to innovation, which is clearly a motor for the fashion industry, caused by a
product with a short lifecycle and a strong demand for variety in terms of design.
Although several authors have presented design as an important objective, there was not a
lot of information on process innovation or how to innovate more without impairing lead
times or quality and service. The second and third objectives the most present in the
literature are responsiveness and flexibility.cbmsidering that the fashion industry is
constantly facing a volatile maek it is not surprising that ¢hability to react to a change

in the environment in a timely manner and the ability to employ multiple ways to succeed
and the capacity to move seamlessly between them is well presented and understood.
Also, we have found that robustness, resileeand adaptation are not underlined much in

the fashion literature. Is it because these objectives are not well understood by the fashion
industry or is it becase the fashion industry does not need to achieve these objectives in
order to be agile?

Figure 3 Number of papers presenting scope dimension
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The second layer of the ASO framework/iesvs the scope of the agility initiatives.
Figure 3 presents the number of papers providing information on each scope dimension.

Although there is surely a need to reorganise internal processes in the fashion
industry to become agile, it appears that the intra-organisational side is less studied
compared to the other sides of the chain in the literature. On the other hand, the supply
side of the fashion industry is well exposed. Good communication and feedback
between the supply chain actors is essential to coordinate supply chain. In order to
deal with global competition and volatile demand, integration network, through
information-sharing and alliances along the supply chain, is also necessary to improve
efficiency and responsiveness. However, complete supply chain agility can only be
achieved with the high levels of inter-organisational relationships by removing
informational and managerial barriers between supply chain actors. The concept of
relationship plurality then allows the synchronisation of services and operations.
However, in a fragmented industry like the fashion industry, it is not surprising to see that
inter-organisational relationships often fall into an intermediary governance spectrum.
We can see that there is an evolutiord @ahe industry is attempting to move from
manufacturing towards distribution and retail in developing network of directly operated
stores. In this manner, it might be easier to develop market sensitivity, which is crucial to
attain agility. As the literature exposed, todafashion customers are hard to generalise
and it becomes critical for the industry to understand and translate demand in their
products in a variety of design, styles, and colours at a low cost and in short lead times.

Nevertheless, actions to leverage agility in terms of strategiethods and tools are
present in the fashion industry. The third layer of our framework divided agility action
levers into four types: technology adoption, process improvements, organisational
changes and market positioning. Figure 4 illustrates number of papers presenting on each
action levers type.

Figure 4 Number of papers presenting action levers type

The literature review of the fashion domain confirmed that technology adoption is
essential to facilitate the informational flevand process integration. Through systems
and technology implementation, organisations are able to standardise data (orders,
invoices, product information, etc.) that need to be shared between supply chain actors.
Technology allows sharing of informatiom real-time. When implemented, an
organisation can face volatile demand with mm@ctivity and efficiency in coordinating
processes along the chain.

The major benefit of integrating technologies, processes, and network is the
continuous availability of information along the supply chain, which can promote time
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reduction and better quality control. Despite the fact that some fashion organisations have
succeeded in integrating technology, processes, and network, it seems that there are still
limitations to implementing technology in the global fashion industry and to changing the
way to give and take within the network to improve a process. We also noted that most
studies looked at the integration within the supply chain and did not address the
integration needs and difficulties within the fashion organisations.

The combination of the two paradigms, lean and agile, was presented as a solution to
leverage efficiency in the fashion industry. Is this how an organisation would reduce their
time-to-market while remaining competitive in terms of product variety and price? How
can the two paradigms be implemented and live in a global fashion supply chain? Is this
new philosophy adapted to this industry from product development to manufacturing and
distribution? How can marketing and segmentation strategies, which are important tools
for enhancing market positioning, belenaced with this way of thinking?

5 Conclusions and perspectives

Retailers have expanded consumer expectations in terms of innovations at low cost and in
short lead times. The ability to understand the interactions between all of these elements
is now crucial to remaining competitive. It seems however that there is no easy way to
improve agility while dealing with all of the specificities of the fashion industry.

Our review allowed identifying knowledge gaps on methodologies enabling
transformation of current practices used in the fashion industry. There is clearly a breach
in the scientific literature regarding robustness, resilience, and adaptation objectives.
Furthermore, it appears that the scientific literature has not sufficiently covered the
intra-organisational side of fashion agility and many questions still need to be
answered. How can organisations conduct business processes overhaul to reduce their
time-to-market while remaining competitive in terms of product variety and price? Which
tools and methods are applicabldtie fashion industry specificities?

In conclusion, the proposed ASO frameworkarly identified gaps in the scientific
literature. We hope that this analysis will encourage the scientific community to develop
new practices and to propose innovative methodologies adapted to the specificities of the
fashion industry in order to create agile organisations and supply chains. At the same
time, the proposed literature review framework may be adapted to other industrial
sectors. The definition of formal analysis layers based on action levers, scope, and
objectives of transformation initiatives, approaches and models provides key directions in
trying to identify research opportunities related to agile systems.
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A Lean-based Analysis
Framework Oriented
Towards the Upstream
Supply Chain for

the Luxury Industry

For a long while the luxury industry has been restricted to a s

pecific type

of operation — that of an outstanding manufacturer for whom work is
mainly manual. The industry’s attention to perfection and the image of
“luxuriousness” has kept operating methods beyond any industrial logic.
However, with globalisation, the luxury industry has had to develop and
open up to new commercial perspectives by diversifying and producing

increasingly higher volumes — with eve

r-shorter deadlines. To accomplish

these ends, it has become crucial to develop a veritable industrial dynamic
tailored to its constraints. The aim of this article is first to develop and
specify the context and particularities of the luxury industry, and second

to offer a framework for analysing lean product development and

maturity performance of an organization in the luxury industry. The key
focal p oint s to be followed to achieve top performance in the
development of luxury products are structured around processes,
standards, tools and knowledge, organization, and measurement.

Keywords: luxury industry, lean analysis framework, product development

Introduction

The flagship products of the luxury

industry are often associated with

excellence. Behind the great names
of the industry can be found
powerful groups that have adopted
modern precepts of management
and marketing. They also perform
in managing brands that exist with

one another in creativity and

communication strategies as well
as distribution strategies.

Designing a unique product,
producing extravagance, taking a
product to the ultimate level of
quality, and trying out new ideas, at
the same time keeping the brand

Vol. 13 - N°4 - 2012

image and product elitism inta ct,
are some of the essential criteria to
be met by the luxury industry
(Caniato et al., 2009b; Luzzini &
Ronchi, 2010; Moore & Birtwistle,
2005). Customer requirements are
constantly increasing in terms of
the variety and complexity of
products, shorter lead times, and
level of quality and service (Duclos

et al., 2003; Fernie & Azuma, 2004).

Moreover, the industry is now
facing the globalisation of markets
and fast technological progress
that bring about new challenges
(Walters 2006).

Taking reliable products to
market in a fast manner plays a
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fundamental role in the supply
chain management strategy of
companies in this industry.
Achievement of this objective
involves new relationships, new
logistics processes, and new
methods of assessment between
principals and suppliers. In this
context, the ability to define
customer needs and then translate
them as quickly as possible into the
development of products and
successful market launches is
becoming strategic. Among the
possible solutions implemented by
other industrial sectors, “lean”
paradigms can provide new
avenues, new methods, and new
tools to improve these processes.

The required time to develop a
new product, from conception
to manufacturing taking into
consideration the high standards
in terms of marketing, design,
manufacturing, and supply, is
called time-to-market (TTM)
(Christopher et al., 2 004; Towill,
1996). Thus, the measurement and
steering of TTM are essential
elements to be mastered for the
luxury industry.

Although TTM is an indicator of
time in itself, it is still essential to

accurately steer and measure
business processes and the
organization and development
tools within its scope in order to

ensure efficient performance. It
is nonetheless not easy to
consistently measure and steer al |
of these parameters in order
to achieve objectives while
maintaining a global vision of
development performance. The aim
of this article is to propose an
analysis framework that enables
managers to correctly assess the
upstream part of the supply chain,

more specifically the product

development activity, and perceive

its evolution in terms of the

adoption of best practices and lean
development tools. This t ool
identifies the key focal points to be
managed for efficient development
performance for new luxury
products. The framework is based
on an exhaustive review of the
literature covering the specifics of

the luxury industry and lean

paradigms. It has been tested and

Supply Chain Forum An International Journal

validated for various entities and
different products made by a key
player in the luxury industry in the
context of a research project aimed
at developing the reliability of the
TTM for new products. For
confidentiality reasons, the name of
the organization and products
studied are not mentioned here.

The outline of the article is as
follows. Section 2 presents the
context of the luxury industry and
its specifics. Section 3 presents the
lean paradigms with respect to an
industry in which the artistic
creativity aspect predominates —
the luxury industry . Section 4
presents the analysis framework
and the related key focal points —
processes, tools and knowledge,
organization and measurement,
and its validation in the field in the
luxury industry. Finally, Section 5
concludes the article by presenting
various research prospects.

Every
development
project has a

unique pattern
that is hard
to reproduce

Context and Specifics of
the Luxury Industry

According to Nueno and Quelch
(1998), Catry (2003), Reddy and
Terblanche (2005), Dalton (2005),
and Danziger (2005), the success of
the luxury industry is based on the
following critical characteristics:
t Historic heritage of artistic
tradition, exclusiveness
t Brand image
t Style and identity characteristic
of the company
t Identification with a lifestyle
t Unique products
t Exceptional quality
t Technical achievement

Vol. 13 - N°4 - 2012

By analysing the supply chain
strategies for several major Italian
luxury brands, Caniato et al.
(2009a) noted that they devoted
more attention to customer service

than costs. However, according to
these authors, customer service is
only one of the criteria to be met to

achieve success in this industry
and, unlike preconceived ideas, it is
not necessarily the most pertinent.

In fact, according to Brun et
al. (2008), brand image and
personalisation are the two most

important aspec ts to secure in the
luxury industry. Furthermore, the

fact of having volumes that can
vary from a single item to several
thousand items has a considerable
impact on the supply chain, which

must be agile to perform efficiently

and keep pace with seasonal
collections and market trends

difficult to anticipate (Caniato et al.,

2009b).

Luxury industry products are

generally more complex than
standard consumer good s. Innova-
tion is a key factor in the luxury

industry (Luzzini & Ronchi, 2010;
Zhang et al., 2006). In fact,
continually mastering innovation is

more complex, notably because of
the technology used, as well as the
brand image and tradition that

must be maintained. According to

Brun et al. (2008), luxury brands do

not represent only a name, they
must stand for the best possible

quality.

However, it seems that there is no
miracle solution for measuring and
steering development performance
in a context as complex as that of
the luxury industry. Traditional
lean tools can certainly meet this
requirement in part. However, there
seems to be some confusion as to
the application of these modern
industrial techniques in a specific

context such as previously
described. The next part sets
out and covers the various

philoso phies of lean paradigms for
the luxury industry.

Lean Paradigms and
the Luxury Industry

Lean manufacturing focuses on the
elimination of sources of waste
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(Katamaya and Bennett, 1999;
Mason-Jones et al., 2000; Naylor et
al., 1999), continuous improvement
(Kovach et al., 2005), and the
creation of a continuous flow of
value creation pulled by customer
demand. Several authors jointly
agree that lean manufacturing,
similar to just-in-time, drew its
inspiration from the Toyota
production systems pinpointing the
reduction of waste in factories
(Agarwal et al., 2006; Bruce et al.,
2004; Katamaya & Bennett, 1999;
Krishnamurthy & Yauch, 2007;
Womack & Jones, 2009).

Rigorous, constant application of

lean principles can generate
savings of scale, a reduction in lead
times, a decreased stock, and an
increased capacity (Katamaya &
Bennett, 1999). All these benefits
have led a number of researchers
and practitioners to extend the

application of a lean philosophy

outside the man ufacturin g sector.
Nowadays, people talk of lean
development (Gautam & Singh,
2008; Kennedy, 2003; Kennedy et al.,
2008), lean design (Kovach et al.,
2005), lean healthcare (Chadha et
al., 2012), lean retailing (Abernathy

et al.,, 2000), and, in a broader
sense, lean management (Agarwal
et al., 2006). However, scientific
work regarding the application of

lean approaches in the luxury

industry is still nonexist ent.

Recourse to “lean development”
techniques recently used in several
industries in  which  product
engineering is strategic is however
described (Bruce et al.,, 2004;
Vaagen & Wallace, 2008). In fact, the
TTM is often extended due to
frequent backtracking during the
development  process. These
iterative loops are caused by a
creation process oriented mainly
towards aesthetic innovation (Brun
et al.,, 2008; Moore and Birtwistle,
2005), among other reasons, which
creates a strong clash between the
upstream part of the process based
on artistic creation logic and the
downstream part of the process
where a class industrialisation logic
is adopted (Brun & Castelli,
2008; Socquet-Clerc Lafont, 2008).
The presence of compartmented
organizations where a number of
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creators and craftsmen are
involved also partly explains t his
iteration  (Bergvall-Forsberg &

Towers, 2007; Bruce et al.,, 2004).

Finally, decision-making processes,

often poorly  defined and
structured, will also affect the
length of TTM. Thus, every

development project has a unique
pattern that is hard to reproduce.
Moreover, some authors have
criticised the lean notion for
adversely affecting innovation
(Hindo, 2007). Childerhouse et al.
(2002) add that a lean philo sophy
cannot be adapted to the luxury
industry, given the low volumes
and considerable variety of
products. However, this criticism
concerned techniques used solely
on the manufacturing side and did
not take into account the changes
in lean application since it first
appeared. Lean philosophy is now
being applied well beyond the
manufacturing scope (Hines et al.,
2004; Petrillo, 2007).

Moreover, according to John-
stone et al. (2011), successful
implementation of continuous

improvement is dependent on the
choice and climate established at
the time of transformation. Cua et
al. (2001) maintain that a crucial
factor of the success of a lean
approach is the attitude adopted

by management to pass on the lean
philosophy in its management
style and its relationship with

employees. In fact, the key position
occupied by people in a lean
approach is much more than a
prerequisite but rather the key to

success for a lean company
(Emiliani, 1998; Liker, 2004). There
is much talk about the use of lean
philosophy in fields in which

creativity is omnipresent and

strategic, such as the world of
luxury. However, the study
conducted by Barnhart (2008)
has highlighted the positive effects
of using a lean philosophy in
a development and creation
approach. However, there does not
appear to be a defined, efficient
method for all companies
concerning the application of lean

methods  (Donaldson,  1996).
Moreover, integration of the
specifics of the industry s

important in order to use the
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best approach for a given type
of market, organization, and
operation. In this sense, Holden
(2011) stipulates that a lean
approach is more of a toolbox than
a tool in itself and that this toolbox
can be customised.

Thus, in an approach in which the
aim is to develop the reliability of

the TTM for its various products,

an analysis framework for the
adoption of lean tools seems to be a
relevant method. This tool should

allow establishing a diagnosis to
support a progress approach in
light of the objectives set by
the company. In addition, the
framework should tak e into
consideration specificities of the

luxury industry.

Analysis Framework Overview

The identification of new frame-
works for the management and
measurement of performance of
product development is how being
extensively sought in the luxury
industry (Lemieux et al., 2011). The
objective is to enable the
translation of customer trends and
needs into high-quality products in
the shortest possible time frame
(Juttner et al., 2006). To partially
satisfy this requirement, this article
proposes an analysis framework
that enables managers to correctly
assess the upstream part of the
supply chain and perceive its
evolution in terms of the adoption
of best practices and lean
development tools.

Work by Pragnikar and Skerlj (2005)
suggests that the development
of efficient new products is
based on three criteria: proce ss,
organization, and measurement of
performance. Volck (2009) goes one

step further saying that the
lean approach is based on a
“measurement culture,” among

other things. According to him, an
analysis of the data obtained by the
various players linked to the
process enables malfunctions and
possibilities for improvement to be
underlined that would not have
appeared without measurement. In
the opinion of Koch et al. (2012),
the results are the consequence of
the process. He also adds that a
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lean approach must be establi-
shed at all levels of company
organization. We therefore propose
to construct an analysis framework
according to four component parts,
the three previously mentioned,
put forward by Pragnikar and Skerlj
(2005), and a fourth that we
are adding, that is to say, the tools
and knowledge used for the
development of new products,
which, according to Womack and
Jones (1996) and Kennedy et al.
(2008), constitute a vital factor of
lean philosophy.

In  order to improve the
specification of measurement and
steering criteria and objectives for
the upstream part of the supply
chain, we propose segmenting each
of the four main elements (process,
Organization, tools and knowledge,
KPI visibility) into five parts. The

four elements and subelements set
out in Figure 1 will be examined in
greater detail and justified by
theoretical contributions from the

literature in the following sections.

The Process Approach

For ten years or so, the vision
process has had an impact on

Figure 1

company organization. According
to Brandenburg and Wojtyna
(2003, p. 17), “The process
approach is a company modelling
method that enables greater
control to be achieved over the
quality of products and customer
satisfaction.  Developed from
system analysis, the process
approach has become widespread
as a powerful, reliable management
tool since the late Eighties.”

In product development, Paschkewitz
(2011) proposes to describe a
process as being a series of
decisions to be taken one after
another. At the core of the process
approach, developing for all
companies is standardisation.
According to Liker (2004), the
standardisation principle is often
interpreted as being dissuasive to
innovation. It is because standards
are used that are perceived as
“indicating the right way to do

things.” As a result, it may lead
people to think that ideas and

suggestions from personnel are not
welcome. However, in a continuous
improvement context, standards do

not indicate the direction to be

followed or the results to be

obtained. They reflect a meta stable

Lean product development analysis framework ele
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state, the aim of which is to provide
a basis for future improvement
because, in their design, they
enable best methods to be suitably
and efficiently proliferated when
discovered (Liker, 2004).

According to Koch et al. (2012), a
person introducing a lean approach
into a company must be aware that
results are the consequence of
processes. The key to success
is to encourage employees to
standardise and improve p rocesses
for numerous company operations.
Thus, the “best practices
standards,” as presented by
Kennedy et al. (2008), must be set
out formally in the form of “check
sheets” that act as a framework for
steering projects, avoiding drift,
and, at the same time, capturing
and passing on the knowledge
developed. The priority objective is
that best practices are established
in all departments with all
employees being informed of them
across the board. Royer (2002)
even describes these check
sheets as a decision-making
tool. Moreover, communication
standards must also be established.
Examples of this are the
management systems known as

www.supplychain-forum.com

134



“product lifecycle management”
(PLM) and “product development

management”  (PDM),  which,
when efficiently paired with

enterprise resource planning (ERP),
foster improved communication

during the development process,
especially during the creation
phase by enabling modifications
to be monitored with access for
all the players concerned. PLM is
recognised as reducing cycle time
from design to production (Sen,
2008). According to Walters (2006),
Salvatore Ferragamo, an Italian
designer in the luxury industry,

reduced his development time for
new products by 20% by using
information and communication

technology. Furthermore, a lack of
communication generates iterative
loops as well as late changes in the
product design method (Yadav et
al., 2010). Well-defined standards
thus improve communication

during development and, in
particular, in the creation phase,

which corresponds to aesthetic

refinement, where iteration loops

abound. They can be generated by
a lack of communication as well
as by poor definition of roles
and responsibilities. All in all,

clarification of “who does what,”

evidenced by the creation of role
and responsibility standards, is

becoming vital. Moreover, the
purpose of lean philosophy is to

put the human element and all the
players in a company at the core of
improvement: the integration of

people and development of
employee responsibility must

therefore be effected in all stages of
the process and at all levels in the
company.

Koch et al. (2012) assimilates the
implementation of standards to the
determination of precise conditions
for carrying out work using the
best methods currently known.
Standards enable sound founda-
tions to be laid that will facilitate
future improvement. We therefore
propose to split this element into
five parts, the three previously
mentioned as taken from literature

— that is to say roles and
responsibility standards, best
practices standards, and
communication standards - to
which  we are adding TTM
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standards and procedures
standards. According to PraSnikar
and Skerlj (2006), procedures must
be defined from the time of creation
up to the end-of-life of the product
and be based on the reuse of
knowledge for all stages of
product development. Thus, the
standardisation of procedures
gives greater visibility over all the
tasks to be completed and enables
teams to anticipate the work to be
performed.

Organization

According to Hafer et al. (2011)
“lean  product development”
enables engineers and marketing
specialists to identify all the
opportunities and  knowledge
required to take a project to
conclusion and reduce TTM. The
training of multidisciplinary teams
and implementation of enginee-
ring, either simultaneously or
downstream (design, industria-
lisation), which takes place very
early in the process, notably in the
aesthetic refinement phases, are
the most appropriate methods from
this standp oint because they
facilitate interdisciplinary dialogue
and clarify issues that may be a
source of conflict (Juttner et al.,
2006). In this sense, multi-
disciplinary collaboration trans-
forms interdepartmental social
relations within a positive logic
(Barnhart, 2008). However, it
should be noted that this project-
team form of operation to some
extent distances players from the
very core of their business
(Jabrouni et al., 2011). According to
Castelli and Brun (2010),
organization is efficient at the
development level when resources
are synchronised across the board
among the various departments
and external partners. In fact, some
companies solve this problem
with periodic cross-departmental
meetings of teams. The involve-
ment of methods and production
upstream of the development
process enables the knowledge of
production operations personnel to
be integrated from the design stage
and thus limit backtracking
downstream of the process. A team
that consists of players from
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the marketing, creation, and
development sectors enables
iterative loops to be limited during
the aesthetic refinement phase
(Prasnikar & Skerlj, 2006) by
developing the awareness of
technical teams to the value
perceived and required by
customers in order to integrate into
subsequent development process
phases.

In the same way, collaboration with
suppliers and even their integration
into the development process is a
trend that is becoming increasingly
popular in companies (White et al.,
2005). Castelli and Brun (2010) put
forward the fact that good
communication between suppliers
and customers is essential in order
to coordinate and have efficient
stock management. According to
Nepal et al. (2011), all aspects of the
product development process must
be coordinated and developed
simultaneously with integrated
involvement of suppliers and
customers. In the same vein, Khan
K and Pillania (2008) state that
preferential relations between a
buyer and supplier are fundamental
if they are to be efficient.
Transparency and trust must be
present between commercial
partners  to  eliminate the
uncertainty and risk associated
with company customs. In this
sense, Perry et al. (1999) have

developed a highly efficient
communication tool based on
multidirectional flows of

information. This model has proved
successful by generating a
comparatively faster response than
a one-direction flow of information.
Finally, communication between
different departments at the core of
the lean philosophy is essential if
efficiency is to be achieved. In fact,
Yadav et al. (2010) observed that a
lack of communication often
represents the cause of iterative
loops and late design modifications
in product development. In a study
conducted in the  product
development department of a US
car manufacturer, it turned out that
70% of iterative loops were due to a
lack of communication and poorly
defined techn ical specifications.
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Measurement

Prasnikar and Skerlj (2006) state
that success and efficiency cannot
be steered without measuring
speed, costs, flexibility, and the
quality of the development process
for new products.

According to Koch et al. (2012),
even if the role of management
in the application of lean
development is to focus on
improving processes, and not only
for indicators, it needs to have
easily accessible informati on on
what is happening to the process
and how it affects indicators.
Moreover, it needs to have a fast
global view of what is going on
in the company. This same
information must be accessible by
managers and players in various
departments that obviously have
an effect on one another. They state
that a simple indicator chart,
however relevant, is not sufficient
to show the necessary information.
The use of visual management
representing the progress of
projects is a solution that has
proved itself in the automobile
industry. This visual management
can take the form of setting up a
dedicated room where the players
involved can view the progress of
projects in real time (Hafer, 2011).
This room, called an Obeya in
lean philosophy, enables standard
procedures to be displayed, the
people concerned identified, and
any delays affecting the current
stage to be indicated for each
project.

The results obtained by the various
departments can be highlighted by
means of development indicators
such as service and deadline
compliance ratios. In the same way
as in production, visualisation tools
can be set up showing load and
capacity at a product level to allow
management to steer its activities
more easily. According to Nepal
et al. (2011), measurement of
the current status providing
information on the performance of
processes is obtained with tools
such as VSM (value stream
mapping) and a cause-effect
matrix. VSM is a process-mapping
technique used mainly to identify
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non-added value activities. As for
the cause-effect matrix, it is a
process improvement tool used in

the Six Sigma method. It enables
the main causes of delays and
late performance in product

development to be identified. It is

used to classify the causes of waste
in terms of time and resources,
according to their importance and

impact on the service ratio and

customer satisfaction.

Return on investment is also a key
indicator with which managers
are quite familiar: it enables
the commercial performance of
development projects for new
products to be assessed (Swink &
Song, 2007).

Indicators must always correspond

to an objective. Result indicators
measure the achievement of this
objective and steering indicators

provide information on the correct

implementation of action aimed at
achieving this objective (Lorino,

2001). For example, the service
ratio is a result indicator whereas

representation of the delays or
progress relating to a project is a
steering indicator. Finall y, in terms
of measurement, development
players need visibility over the

quality of deliverables and the
relevance of the information they

contain.

Tools and Knowledge

The reuse and dissemination of
know-how constitutes a significant
challenge in the luxury industry. To
overcome this problem, various
tools inspired by a lean philosophy
appear pertinent. Feedback is an

efficient means of assessing
malfunctions and problems
encountered  throughout the

project. The aim of analysis of these
malfunctions is to establish new,
more appropriate practices and
modify or even create new
standards. This enables
malfunctions to be put right and
permanently eliminated. Rakoto
(2004) and Paschkewitz (2011)
state that successes — as well as
failures — are a source of knowledge
if care is taken to analyse the cause.
This knowledge can improve the
ability to solve problems and
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therefore foster success. Jabrouni
et al. (2011) propose an analysis of
successes and failures based on
tracing roots back to the cause.

Furthermore, Kennedy et al. (2008)
present a “test-and-design” concept
that might provide a pertinent
response to the issue of
maintaining control over
innovation. The concept consists of
testing each component or
component subassembly “up to
infinity” upstream of adoption of
the innovation. These tests enable
the creation of new knowledge that
they transpose in the form of
curves known as trade-off curves
thus showing the limits of each
component. In this manner,
knowledge is naturally transferred
from one project to the next. Other
tools are proposed in the literature,
for example, Deming’s plan-do-
check-act (PDCA) method. It
involves preparing for action,
developing the action plan, taking it
to a successful conclusion,
monitoring it and understanding
the results, building on knowledge,
and, finally, reacting to improve

future action. The intra-
organizational transfer of
knowledge has many inherent

advantages such as passing on
know-how, greater flexibility, and
appropriate  coordination in
response to changes in the
environment (Bertho n, 2003).

The ability to solve problems,

reflecting the adaptation and
reaction capability of the various

teams when faced with a given
difficulty or problem, is essential in

measuring the performance of a
development cycle. Companies can
improve their responsiveness by
using lean tools such as LAMDA
(look, ask, model, discuss, act), as
per Kennedy et al. (2008). This tool
offers an approach in which the
facts are first of all described,
the root causes then identified,
and, finally, a concise, visual
representation made. Discussions
allow a consensus of opinion to be
achieved on the solutions to be
implemented in order to make a
decision and validate the results.
This  improvement technique
can be supported by a tool
called A3, which will illustrate
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clearly problem-solving steps and

necessary elements in a one-page
format in order to make the

problem, its impacts, and possible

solutions visible to peers. These

tools can therefore make up for a
lack of customer knowledge by
technical teams, encouraging
upstream communication from

marketing players.

In terms of statistics, the develop-
ment of a new product is an activity
presenting a risk because it may
end up becoming a financial flop
(Royer, 2002). To this effect, it
seems essential to have visibility
over risks and their potential
impact. As a result, vision of the
complexity of products upstream of
the chain of value would thus
enable possible iteration loops to
be minimised or even projects with
a strong likelihood of failure to be
eradicated.

According to Kennedy et al. (2008),
a decision should not be made until
a time when there is sufficient
information and knowledge.
Decision-making tools such as
check sheets that enable someone
to know at what time he or she has
all the cards in hand to make a
decision are also sought after in
product development.

Analysis Framework Validation
Approach in the Luxury Industry

The analysis framework highlights
the key elements that affect luxury
product development perfor mance.
Each element is associated with a
detailed scale that enables the
designated analyst to give an
objective score to the operation of
the product development process.
This scale consists of a description
of six assessment levels starting
from a minimum score of O up to a
maximum score of 5. The minimum
score (0) represents a total absence
of suitable practices for this
element. A score of 2 already
represents improving operation. A
score of 4 represents a robust
process and the top score
represents excellence associated
with a continuous improvement
approach. The 20 elements of the
analysis framework have different
objectives that the company will
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not necessarily endeavour to
improve at the same time. Some
elements are directly targeted at
results, whereas the aim of others
is to maintain control over
performa nce.

In order to validate the tool in an
industrial context, two of this
article’s researchers made a
diagnosis using the analysis
framework. Three separate
divisions of a key player in the
luxury industry developing several
types of luxury products opened
their doors to test this new
measurement and steering tool for
the upstream portion of the supply
chain.

First of all, interviews were
conducted with the he ads of the
departments concerned by the

product development process

using a semi-directive interview
method and following the 20
analysis framework elements.
According to Romelaer (2005),
semi-directive interviews are the

optimum compromise between

freedom of expression of the
respondent and the more restricted

structure of research. This form of

interview enables a researcher
usually to obtain the information he
or she is looking for, together with

additional data not necessarily

anticipated. The reality of the

situation in the field often holds

new prospects in store for the

researcher. To obtain different

visions of the upstream operation

of the supply chain, an analyst has
to exhaustively meet with all the

departments involved in the

product development process. In

this way, all the topics concerning

development performance will
have been tackled and the
approach also has the advantage of
involving all the departments and

mustering their backing for a
common objective of change and
improvement. Moreover, by
preparing for these interviews in

advance and properly mastering
the scales used by the tool, the
diagnosis can be carried out in only
two days of meetings. The overview
can be produced in only a few
hours.

The notes taken during interviews
were subsequently merged to
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produce reports following the

order of the analysis framework

elements. These reports were then
validated by the various players

concerned with enabling the

information subsequently used to

be as objectively as possible.
Following this, a horizontal analysis

of the results was made in order to

understand the answers by each
individual for all the given t opics
(Roche, 2009). First, a score
per department is determined

according to the detailed scale for

each element. Second, an average is
calculated for the scores to obtain

an overall vision of the product

development process. It is then

possible to calculate standard

variance  according to the

responses between the various
departments that can thus indicate

a homogenous picture for some
departments and the di vergence
and different levels of maturity of

services during the course of
development. These results will

make it easier to prioritise

consequential change and
improvement approaches.

The scale allows the objectives to
be determined for each element
and the product development
performance to be thus steered. A
vision of the improvement in
relation to the past is possible in
the same way as steering of
improve ment progresses. The
various elements of the analysis
framework are steering indicators
in their own right.

The analysis framework can
subsequently be used as a cross-
divisional tool for communication
with teams. During the change
process, it enables work streams to
be highlighted by specifying the
elements to which they are to be
applied.

Once the change approach has
been embarked on, the analysis
framework remains useable by all
departments to enable them to
measure their current performance
level and also by company
management, which requires a
more global vision of performance
and product development process
levels. Measurement can be
made at any time — regularly or
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occasionally — and gives an
accurate vision of the evolution of
the process. Because the tool
becomes an indicator common to
all departments, it becomes a
unifying instrument and stimulates
cross-divisional and Cross-
departmental communication.

An example of results from the
second diagnostic of one of our

industrial  partner entities is
presented in Figure 2. The
diagnostic radar shows the

evolution from the past and the
current maturity level. After the

2011 diagnostic, top management
decided to implement lean product

development improvement tools

such as check sheets, Obeya, and
multidisciplinary product

development teams. The results
from the 2012 diagnostic clearly
show the benefits of these
improvement enablers in terms of
the organization maturity level.

Discussion

The analysis framework has
evolved through several stages.
The previous subsection described
the steps followed to conduct
the diagnostic, which allowed
researchers to refine maturity scale

Figure 2

Example of results from a second diagnostic following lean pr
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definitions. After each entity’s first
diagnostic, an experience report
was conducted with product
development’s top management to
assess framework improvements.
These evolutions allowed a more
adapted evaluation of the luxury
industry context and specificities.

The various uses of the analysis
framework in the luxury industry

industrial  environment  have

demonstrated its feasibility by

measuring the level of maturity of
the entity assessed in the key
elements of product development
and also by consistently steering all
these parameters towards the
achievement of objectives with a
global vision of development
performance.

The industrial application of the

framework has also proved to be
easy to wuse. The generic
progression scale provides a clear
assessment of current lean and
agile maturity levels, and provides

good insight into how to achieve

sustainable improvement.

When evaluating the maturity level
of each department with regard to
all lean enablers, semi-structured
interviews served to increase
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the awareness of difficulties or
deficiencies encountered in some
departments.  Major variance
between departments was identified ,
which eventually helped to
prioritise improvement initiatives.
In addition, they allowed all
employees to become involved in
the continuous improvement
programme from the start.

Our experience with the
presentation of the results of the
analysis framework in the form
of a radar graph also showed
considerable value in deployment
of the framework. In ad dition, it
proved to be a key tool when the
time came to communicate and
justify improvement and change
initiatives. The ease with which it
was understood at all levels and
by all populations in the
organization was also a boost for
the future transformation in
product development sectors.

The radar format can also be used
to measure evolution in the
context of a long-term improv-
ement project. Communicati on of
results to teams after each
measuring exercise also boosted
motivation for improvement, thus

ct development analysis framework
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facilitating management of the
change.

The analysis framework is now
being used in all our industrial
partner's entities. Its results are
also being used in an effort to
obtain a benchmark among the
various products, thus not only
enabling best product development
practices to be shared but also
experience to be gained in terms of
managing the change for the
various key elements of the
analysis framework.

The prin cipal shortcoming of this
analysis framework raised by users,
members of the development team
to be precise, concerns the means
by which its results can be linked to
the company’s strategic objectives.
In its current configuration, the

analysis framework does not allow
potential improvement initiatives

to be integrated into a progress
plan consistent with a strategic
performance plan.

Perspectives

Although m odern techniques in the
throes of expansion such as the
lean approach enable considerable
gains to be made in terms of the
development of TTM reliability,
when put into application, a
different problem is encountered,
that of the human component
inherent in any change approach.
Lean tools bring about
modifications in the usual way of
thinking at the level of the
organization and even sometimes
in the way employee knowledge is
put into practice. According to
Lewis et al. (2006), malfunctions in
communication flows constitute a
major challenge in an approach
instituted to bring about extensive
change in an organization, such as
the implementation of a lean
philosophy. It is therefore essential
to have significant involvement by
senior management in this change
approach. In addition, it is
imperative to have a clear,
transparent line of reasoning with
respect to employees. It will ensure
they feel responsibly involved,
taken into account in the approach,
and given consideration in this
transformation. The aim is to
convince employees of the
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advantage of a lean approach and
not force them to apply it without
integrating it within.

The main contribution of this
article is the implementation of an
analysis framework, high lighting
the key elements to be applied to
achieve efficient luxury product
development performance. From a
research perspective, an extension
of this analysis framework should
enable the shortcomings of the
process to be pinpointed in order
to develop consistent, efficient

action plans in response to
strategic objectives and targets
without adversely affecting
creativity. From the results
obtained from the va rious
diagnoses carried out, various

angles of research work seem
pertinent. We think about the

classification of complexity by

project, enabling development
cycle times to be forecast,
constructed, and organised via the
creation of a load and capacity tool

for the development of new
products. This tool could represent

a considerable contribution in

terms of the scheduling of launch
plans proposed by marketing
teams well upstream of the chain
and provision of products. Some
subelements such as a gemba walk
and different kinds of leadership

styles could also be included in an
extended framework in order to

evaluate the maturity of managers’
coaching skills and the capacity
of an organization to deploy
improvement ideas.

The use of visual management and
the implementation of development

standards by means of visua lisation
tools such as the Obeya, at the
same time bringing into play the
marketing strategy component,
complexity, and industrial risks, as

well as commercial impact, also
seems to be a promising approach
for this industry in which

marketing and creativity occupy an

important place. This would

provide support for decision

making when a company faces
strategic choices at the level of
development. This tool wou Id also
enable the impact of each sector of
the company on a given product to

be illustrated in a concise, clear
manner.
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Product development personnel are increasingly challenged to improve their development pro-
cesses to increase the performance of their organization, and a signi cant number of lean and
agile improvement initiatives have been proposed in the literature. However, the large number of
“leagile” (a combination of lean and agile) potential initiatives generates questions of how and
when to select one possible improvement solution over another. This article proposes an opera-
tional approach to guide managers in identifying adequate leagile improvement initiatives based
on performance targets and an adoption alignment framework. The proposed framework includes
a maturity-based causal/relations matrix, which links product development process objectives and
potential improvement enablers according to the actual leagile maturity level of the organization.
The proposed adaptable framework has been tested successfully in multiple product development di-
visions of an international rm positioned in the luxury product industry. Our experience showed
that all divisions were able to measure their current leagility maturity and developed proper improve-
ment plans aligned with the strategic objectives of each group. While the proposed framework does
not provide any sequence of transformation initiatives, the framework acted as clear communication
and benchmarking tools across the entire organization and produced positive outcomes in terms of
time-to-market reduction.

Keywords lean; agility; leagility; product development; leanness assessment model;
performance measures

1. INTRODUCTION

Facing global competition and rapid technology advances, a growing
number of rms have tried to adapt lean and agile principles, known as

Address correspondence to Robert Pellerin, Mathematics and Industrial Engineering Department,
Ecole Polytechnique de Montréal, CP6079, succ. Centre-ville, Monteal, Québec H3C 3A7, Canada.
E-mail: Robert.pellerin@polymtl.ca
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“leagility,”(a combination of lean and agility) to product development pro-
cesses. The combination of the two paradigms in product development pro-
cesses provides a simultaneous focus on both products and markets, and lean
and agility objectives are essential elements of a product development pro-
cess strategic plan. Indeed, manufacturing enterprises are now confronted
with important pressures to respond to uncertain demand; to deliver more
variety, better quality, and services; and faster delivery, all critical elements of
a rm’s strategy (Duclos, Vokurka, and Lummus, 2003; Fernie and Azuma,
2004). While lean promotes the elimination of waste across a value stream,
agility aims to use market knowledge to proactively exploit pro table oppor-
tunities in a volatile market place (Naylor, Naim, and Berry, 1999).

However, lean and agile strategic goals can be achieved in multiple ways.
Process improvement programs can be initiated by implementing a number
of lean or agile practices that have been developed or adapted to the speci-
cities of product development activities over the years, such as set-based
concurrent engineering, integrating events, checksheets, Obeya, and A3
(Gautam and Singh, 2008; Haque and James-Moore, 2004a; Kennedy, 2003;
Kennedy et al., 2008; Wirtemberg, Lilliesk 6ld, and Ericsson, 2011). Select-
ing the right improvement initiatives according to an organization vision
and the right steps of transformation to be deployed are not straightforward
tasks (Kennedy et al., 2008; Rifkin, 2011). De ning, deploying, and moni-
toring a proper transition plan requires a clear vision of targeted objectives
as well as an effective communication and transformation plan.

Recognizing this challenge faced by managers and continuous improve-
ment teams, this article intends to answer these challenges by proposing a
framework for identifying improvement initiatives aligned with the targeted
leagile product development objectives and the current leagile adoption
level of the organization. The proposed framework does not pretend to pro-
vide all the answers to conducting a leagile transformation; in other words, it
does not propose any predi ned sequence of activities to lead a transforma-
tion intervention. However, it provides a mean for guiding the elaboration
of a leagile transformation strategy in identifying relevant and appropriate
improvement initiatives according to both the managerial-sought objectives
and the organization maturity level. In addition, from a practical point of
view, the proposed framework supports the transformation communication
approach in highlighting improvement strategy while being relatively exi-
ble to which organization sectors or divisions are addressed. The proposed
leagile performance and adoption alignment framework as well as its imple-
mentation in the luxury product industry will be discussed further in the
following sections.

The remainder of the article is organized as follows. The next section
presents a literature review of existing lean and agile alignment models, and
the section after that presents our research methodology. The proposed
framework is then described, followed by a presentation of its application
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in the luxury industry. It will be followed by a discussion in the penultimate
section, and the article concludes by presenting the main limitations of the
proposed framework as well as potential future research in this area.

2. LITERATURE REVIEW AND JUSTIFICATION
OF THE FRAMEWORK

Numerous research papers covered the lean and agile paradigms sepa-
rately, but few addressed the leagile strategy. The de nition of leagility, a
system in which the advantages of leanness and agility are combined, was
originally developed to describe manufacturing supply chains (Katayama
and Bennett, 1999; Mason-Jones, Naylor, and Towill, 2000; Naylor et al.,
1999). According to Chan, Kumar, and Tiwari (2009), the leagile strategy
combines the lean and agile principles through a decoupling point. For in-
stance, Krishnamurthy and Yauch (2007) proposed a corporate leagile model
using a decoupling point between its two main business units, namely its sales
and service group and lean production units. From the organizational goals
set by headquarters, the sales and service group reacts to changes in an agile
manner in the outside environment, such as changing customer demands,
lead-time, and quality of products. Then, through the decoupling point, they
are able to translate these needs to lean production units, which comprise
a manufacturing system that has the characteristics of a quasi-job shop in
terms of product specialization, which are based on lean characteristics. The
decoupling point allows separating lean and agile processes and clarifying
objectives for each business unit within the organization.

The identi cation of lean and agile objectives and improvements oppor-
tunities has been addressed in different ways in the literature. They can be
classi ed in three principal themes:

a. Objectives and performance measuhgsh refer to “what organizations
wish to attain.” Objectives are commonly de ned to encourage a
change in behavior toward the adoption of lean and agile principles,
while lean and agile performance measures or indicators are used to
track the effectiveness of improvement efforts in a quantitative manner
(Haque and James-Moore, 2004b; Wan and Chen, 2008).

b. Assessment mogdelkich attempt to measure the degree of adoption or
maturity in using various lean and agile principles, tools, or techniques
in the organization (Wong, Ignatius, and Soh, 2012).

c. Performance alignment modefer to the identi cation of causal rela-

tionships between strategic objectives or performance measures and
the level of use of speci c lean and agile practices and tools.
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2.1. Performance Objectives and Measures

The main objective of leanness is to deliver “value” to all of its stake-
holders (Wong et al., 2012). In other words, lean means “doing more with
less” in eliminating wastes and in improving utilization of an organization’s
resources. The other side of leagility can be described as the ability of an
enterprise to survive in a competitive environment with continuous and
unanticipated change and to respond quickly to rapidly changing markets
that are driven by the customers valuing the products and services (Krishna-
murthy and Yauch, 2007).

As the transformation venture starts, it can be challenging to maintain
long-term momentum. Hence, measures are often used to provide visibility
on change and to challenge teams to reach the goals. At the enterprise level,
many authors referred to lead time, quality, cost, and service level indicators
to measure the impacts of lean and agile enablers on performance (Agarwal,
Shankar, and Tiwari, 2006; Naylor et al., 1999; Pranikar and Skerlj, 2006).
Thus, Haque and James-Moore (2004b) proposed a set of performance mea-
sures oriented to new product introductions and adapted for the aerospace
industry. Two main objectives were set. First, indicators had to satisfy lean
principles in terms of enhancing value, eliminating waste, and improving
ow. Second, the performance system must cover a wide range of perfor-
mance measurements, such as quality, cost, delivery, reuse, and innovation.
Their product development performance measures were divided into two
management levels: enterprise and process. At the enterprise level, seven
indicators were proposed. Directly related to these, eight process measures
were also proposed. Both types of indicators are presented in Table 1.

The enterprise-level indicators can be applied across products and
projects as opposed to process-level indicators, which can be used mostly
for comparing similar products developed with similar processes. Letens,
Farris, and Van Aken (2011) also proposed measures to follow lean product
development improvement initiatives within three levels of product devel-
opment process (project, functional, and portfolio levels) that principally

TABLE 1 Enterprise Level and Process Indicators (Haque and James-Moore, 2004b)

Indicators at the enterprise level Process indicators

New product introduction effectiveness Speed of design change

Compliance to customer requirement Number of on-time successful stage gate reviews
Schedule performance Lead-time (agreement of requirements to manufacture)
Cost performance Deviation from target manufacturing cost

Inappropriate design changes Requirements stability

Information inventory ef ciency Staf ng conformance to plan

Engineering throughput Engineering errors

Amount of warranty claims
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oriented on delays (lead-times, effort/lead-times), work in progress, and
completed projects.

2.2. Assessment Models

Regardless of the measures set by an organization, performance mea-
sures attempt to measure the degree of success in meeting rm objectives.
Lean or agile assessment models strive for another goal. These models at-
tempt to measure the extent to which lean and agile tools and principles are
adopted within the rm, which can in turn explain the global performance
of the rm. The evaluation of the leagile maturity of an organization can be
used further to conduct inter-organizational benchmarking and to identify
improvement opportunities.

First, many surveys and checklists were developed to measure the adop-
tion level of lean principles in a qualitative manner (Wong et al., 2012).
For instance, the Lean Enterprise Self-Assessment Tool (LESAT) developed
by the Lean Aerospace Initiative at MIT constitutes one of the best-known
models that adopts this approach. Nightingale and Mize (2002) later ex-
tended this tool to include a maturity model. Their maturity model focuses
on assessing the degree of maturity of an enterprise with regard to its use of
lean principles and practices. LESAT is organized around three assessment
sections, which are lean transformation/leadership, life-cycle process, and
enabling infrastructure, all according to a generic de nition of aerospace
enterprises. Their tool is meant to identify key lean practices to integrate
at the uppermost level of an enterprise. From the LESAT results, Erande
and Verma (2008) proposed an agility assessment model considering lean
practices called the comprehensive agility measurement tool (CAMT). They
consider ten critical leagility enablers that are listed in the form of ques-
tions with a ranking from 1 to 5. The tool helps identify where improvement
initiatives should be conducted to improve the enterprise agility level.

Quantitative approaches have also been used to measure leanness. Srini-
vasaraghavan and Allada (2006) used the Mahalanobis distance between the
current state of the system and benchmark values derived from the perfor-
mance of competitors. However, the model outcome greatly depends on the
benchmark quality level. To address this issue, Vinodh and Vimal (2012)
used fuzzy logic to compute leanness indexes. Their multiple measures
are calculated based on leanness enablers, 30 lean criterion, and 59 lean
attributes.

Single or global indexes for lean have also been proposed to assess
leanness or agility. Levinson and Rerick (2002) presented the manufacturing
cycle ef ciency (MCE) index to represent the leanness level in terms of
time-based performance, while Fogarty (1992) developed the value-added
ef ciency (VAE) index to assess leanness from a value-added performance
perspective. Wan and Chen (2008) proposed a single index called data
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envelopment analysis (DEA)-Leanness measure, a unit-invariant score with
a value between 0 and 1, to quantify the leanness level of a manufacturing
system based on a benchmark of ideal leanness obtained from historical
data.

Vinodh, Sundararaj, and Devadasan (2010) also proposed a quanti ca-
tion tool, the agile index measurement, composed of 20 criteria that are
comprised in 5 agile enablers. Their agile index determines the agility level
of an organization on a 1,000 score scale distributed among the 20 criteria.
In a similar manner, Kumar and Motwani (1995) developed a measure called
the agility index (Al) to determine the effectiveness of a rm to compete on
time. The Al provides the value of the strategic agility position of a rm on
a percentage scale. The Al is implemented with a matrix, where each row
represents the agility determinants and each column represents time on the
critical path of the rm. Weights are assigned to each column and each row.
The rm grades itself on each segment determinant combination on a scale
from 1 to 10. The weighted sum of all agility weights is nally normalized to
obtain the Al.

2.3. Leanness and Performance Alignment Model

In recent research, some authors have tried to draw relationships be-
tween the two previously presented themes, lean or agility performance
measures, and the leanness or agility level of an organization. First, Sezen,
Karakadilar, and Buyukozkan (2011) conducted a statistical survey to mea-
sure the relationships between the adoption of lean principles and the enter-
prise performance from historical data. They developed a lean measurement
scale to determine the adoption level of lean practices to assess the relation-
ship between the nancial performance of the rm and the adoption of
lean manufacturing principles. To carry out the statistical tests, they used
data collected from Turkish automotive manufacturing part suppliers.

In a different manner, a few researchers attempted to measure the pro-
jected relationships between corporate performance and leanness measures.
First, Cil and Turkan (2012) suggested an alignment model designed as an
evaluation methodology for decision support in a lean transformation pro-
gram. The proposed methodology highlights relationships among the com-
ponents of a lean transformation program to prioritize the adoption of lean
enablers. The model allows the alignment of subsystem-level performance
(individual, activity, processes, and organizations) with strategic enterprise
objectives. To minimize the dif culty of prioritizing enablers, they used an
analytic network process (ANP) modeling approach.

In a similar manner, Vinodh and Balaji (2011) developed a decision
support system for fuzzy logic based leanness assessment (FLBLA-DSS). Their
model measures lean adoption level and identi es the principal obstacles for
improvement. Performance ratings and importance weights of lean maturity
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assessed by experts were synthetized into fuzzy numbers and then employed
into a fuzzy leanness index. Another index regarding the importance of
performance was de ned in order to help managers identify the main drag
factors and to provide a scope for leanness improvements. The complexity
of both indexes required them to be computerized into a decision support
system.

In terms of agility performance alignment model, Shari and Zhang
(2001) proposed a methodology consisting of three major stages for imple-
menting agile manufacturing principles. The rst is the determination of a
company’s agility needs relative to the degree of its business environment
turbulence and its current agility business level. Second, the objective is
to determine the agility capabilities required to become agile. Finally, they
carry out the identi cation of agility providers or business practices and tools
bringing about the recognized capabilities for the company. Their method-
ology comprises agility drivers and an assessment model, which allows an
analysis for the formulation of agility providers, and an agility practices im-
plementation plan. Their main components of the agility capabilities consid-
ered in their conceptual model are responsiveness, competency, exibility,
and quickness.

2.4. Critical Analysis

Performance models and assessment models provide a clear means of
assessing the actual state of an organization in terms of performance and lean
or agile maturity as well as serving as benchmarking tools. Nevertheless, they
do not provide clear directions on where the improvement efforts should be
directed.

Recognizing this limitation, a few researchers proposed alignment mod-
els that aimed to provide guidance for selecting the right lean or agile
initiatives required to achieve the strategic objectives of an organization.
However, none of these approaches provide lean and agile strategy pursued
in tandem.

In addition, proposed models rely on a complex ANP or a fuzzy logic
approach to either measure the leanness or Al or to draw relationships be-
tween the rm performance and its use of lean and agile enablers. They re-
guired extensive data collection and pairwise comparisons. Their calculation
process justi ed the use of computerized tools. In turn, these approaches
operate as a black box, which may hinder their use as an effective commu-
nication tool when leading strategy transformation. As stated by Kaplan and
Norton (1992, 1996) in their pioneering work on the Balanced Score Cards
framework, clear and simple causal linkages are essential when developing
a strategic plan, because they provide the mechanism to link the everyday
actions of frontline employees to the organization’s results and by providing
the mechanism to validate the organization’s strategy. They maintain that
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the cause-and-effect relationships are in fact hypotheses about the organiza-
tion’s strategy. If the expected results do not materialize, the organization
will need to consider whether or not its strategy is appropriate, a process
called “double-loop learning.”

In addition, proposed alignment models give information on enabler
attributes to pursue without recommending implementation stages to adopt
in a continuous improvement program. Indeed, industrial reality does not
always stand for breakthrough improvement initiative all at once. An orga-
nization must seek incremental improvement iterative cycles over time to
complete its overall objectives.

In summary, we argue that a good methodological approach for develop-
ing, implementing, and rolling out a product development process strategy
must be a results-oriented methodology focusing on short-term, manageable
initiatives clearly linked to desired outcomes. The proposed framework must
therefore satisfy the following criteria:

Adaptability Be generic and capable of supporting various strategic ob-
jectives that depend on the strategy of each organization and the reality
of their own industry sector. Objectives and related targets may also be
changed easily. In a similar manner, the framework should also allow
managers to consider new potential lean or agile enablers and adapt them
according to the speci cities and dynamics of their processes, products,
and markets.

FocusEnsures an organization is doing the right things. The framework
should help avoid concentrating on perfecting a process or a lean practice
that has little impact on critical outcomes.

Accountability Spans departments and individuals by clearly and simply
identifying what is strategically important, what performance level is
needed, and who is responsible.

Clear communicatioffranslates high-level strategy into a clear transforma-
tion plan that is meaningful and relevant throughout the organization.

Table 2 highlights the criteria covered by existing models. As it can be

seen from the literature review analysis, none of the existing performance
alignment models meets all expected aspects of the desired leagile product

TABLE 2 Comparison of Existing Performance Alignment Models

Product Clear
References Leagile development Adaptability Focus Accountability communication
Sezen et al. (2011) X
Cil and Turkan (2012) X X
Vinodh and Balaji (2011) X
Shari and Zhang (2001) X X
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development transformation methodology. Nevertheless, existing models
provide interesting insights on means for developing a methodological ap-
proach ensuring adaptability, focus, and accountability.

3. RESEARCH METHODS

The purpose of this research is to build a transformation framework ca-
pable of helping organizations clarify their continuous improvement strat-
egy, communicate it, and then align improvement initiatives and employees
throughout the product development process to leverage that strategy and
create measurable actions. As the nature of this research focuses on contin-
uous improvement, it seems primordial that the researchers be part of the
transformation phenomenon. A qualitative experimental research method-
ology of collaborative and transformative type therefore seemed appropriate.

Among this type of research intervention and action research approach
(McKay and Marshall, 2001) are examples of this type of research (Cappel-
letti, 2010; Paille, 2007). However, they differ on the fundamental point of
how to design the transformation. Action research lies in the contextualiza-
tion of change but not in its formalization; it aims to prepare a group for
change through participatory processes, but the implementation of change
in the organization is up to them regardless of the researcher (Cappelletti,
2010; dHnsson, 2010). On the other hand, research intervention refers to
both the formalization and contextualization of change. It seeks to trans-
form the structures and behaviors of the organization. As stated by Rousseau
(2006), a research intervention type of research seems to be the most appro-
priate method for developing the knowledge aimed to theorize professional
practice made from a rigorous observation of facts and useful for improving
the effectiveness and ef ciency of managerial decisions.

Given these reasons and our industrial challenges, research intervention
was chosen to conduct this research. Obviously, it was necessary to rst carry
out an exhaustive literature review on the principal themes related to lean
and agile improvement initiatives and their identi cation and prioritization.
After completing the literature review, researchers were engaged in develop-
ing different approaches, testing and modifying them while staying engaged
in the transformation process and by working closely with the stakeholders.
The project was conducted over a period of 12 months with an international
rm that manufactures various types of luxury products with a clear objec-
tive of reducing the time-to-market (TTM) of new products. Based on the
generic approach presented by Dumay (2010), we developed the framework
in successive steps, as depicted in Figure 1.

As presented in Figure 1, several product development leagile improve-
ment levers according to the literature review were rst tested in one of the
company’s divisions to elaborate knowledge on their implementation in the
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FIGURE 1 Key steps followed for developing the proposed framework.

eld. This knowledge, used in tandem with the literature, allowed elaborat-
ing an initial framework. Improvements and propositions were brainstormed
and discussed with key product development stakeholders before being in-
tegrated into a single transformation framework that had been tested in the
rst division. Recommendations were then suggested to test the improved
framework in a second product division. New modi cations were performed,
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which led to its deployment in all divisions of the rm that were involved
in new product development. The resulting framework is presented in the
following section.

4. PERFORMANCE AND ADOPTION ALIGNMENT FRAMEWORK
4.1. Framework Overview

The proposed alignment framework aims to guide the selection of prod-
uct development improvement initiatives by drawing the relationships be-
tween the current lean and agile maturity of the organization and its targeted
product development performance measures. The framework is composed
of four layers, as depicted in Figure 2. The upper level is the strategic layer
(1), which identi es objectives linked to product development. These ob-
jectives are translated into performance measures, or key performance in-
dicators (KPIs), which serve as quantitative means for measuring the actual
state and the targeted level to be attained. The third layer (3) consists in
a set of product development performance enablers presented in the form
of a maturity matrix that underlines the level of adoption of various lean

FIGURE 2 Lean/agile performance and adoption alignment framework (color gure available online).
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practices or tools. The second layer (2) puts the rst and third layer into re-
lationships through a maturity-based causal/relationship matrix. The matrix
indicates the relative in uence of a lean agile performance enabler and the
product development strategic objectives. The nal output of the framework
(4) consists of a set of identi ed gaps between the actual and desired level of
adoption of all lean and agile potential enablers. These gaps serve as input
when determining and prioritizing the next improvement initiatives to con-
duct to meet the targeted performance measures. Each layer is described in
further detail in the following sections.

4.2. Strategic Objectives and Measures

Every organization sets its own business objectives to attain its vision. The
rst layer underlines these strategic objectives with regard to product devel-
opment. For instance, several authors have suggested that both lean and
agility should be considered as strategic objectives for product development
(Bruce, Daly, and Towers, 2004; Mason-Jones et al., 2000). Lean product
development should clearly encourage minimization of waste and integra-

tion of process, which can then contribute to creating a continuous ow.
Lean product development also needs to be customer focused in order to
enhance the customer’s perceived value (Wiirtemberg et al., 2011). Based
on the literature, we propose de ning product development objectives in
terms of:

1. Product value enhancement,
2. Waste elimination,
3. Continuous ow.

At the same time, agility is crucial for most new product development
teams. Agility can be simply de ned as a rapid and proactive adaptation of
enterprise elements to unexpected and unpredicted changes (Kidd, 1996;
Sanchez and Nagi, 2001; Tsourveloudis and Valavanis, 2002). In fact, agility
covers multiple aspects and can be de ned as a synergistic combination of
the following dimensions (Alberts and Hayes, 2003):

1. Robustness: the ability to maintain effectiveness across a range of tasks,
situations, and conditions.

2. Resilience: the ability to recover from or adjust to misfortune, damage,
or a destabilizing perturbation in the environment.

3. Responsiveness: the ability to react to a change in the environment in a
timely manner.

4. Flexibility: the ability to employ multiple ways to succeed and the capacity
to move seamlessly between them.
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5. Innovation: the ability to do new things and the ability to do old things
in new ways.

6. Adaptation: the ability to change work processes and the ability to change
the organization.

This agility de nition encourages organization to de ne their agility goal
into multiple objectives. Whereas some agility elements measure how an
organization operates or adjusts itself in a short term, some other elements,
such as innovation, deal with organization capacity in a long-term manner.

We propose translating a rm strategy in terms of product development
along the three lean objectives and the six agile objectives presented in this
section. Nevertheless, we recognize that each organization may decide on
its own objectives. Regardless of the product development objectives set by
the organization, they must be translated into clear performance measures
to evaluate the actual state of the organization and to promote changes by
de ning the targets to be achieved.

4.3. Assessment of Lean/Agile Enablers

In response to lean and agile objectives, various lean product develop-
ment tools may be considered as improvement enablers. Indeed, Pranikar
and Skerlj (2006) suggested that process, organization, and performance
measures are fundamental angles that need to be considered to develop and
introduce new products. Liker (2004) added that process standardization
provides foundations for future improvements. In addition, Hafer (2011)
and Juttner, Christopher, and Baker (2006) stated that product develop-
ment has to place a multidisciplinary approach in the heart of its organiza-
tion. It will stimulate good communication between the different product
development functions, from marketing to engineering and manufacturing.

Based on the literature on agility, leanness, and leagility, some tools,
techniques, and approaches were selected as potential enablers to realize
product development strategy. The summary of potential enablers and rel-
evant references are presented in Table 3. Once again, we recognize that
this list of enablers may vary from one organization to another based on its
speci ¢ needs and context.

The third layer will serve to highlight the selected enablers. It will also be
used to assess the actual level of adoption of each selected enabler within the
product development team. As proposed by Nightingale and Mize (2002),
we suggest using an adoption assessment matrix ranging from least capable
(Level 1) to world class (Level 5), where clear statements are constructed to
characterize each maturity level. For example, Table 4 presents the proposed
maturity level de nitions for the lean/agile enabler “operational best prac-
tices standards.” These ve statements allow a progression in the maturity of
the adoption of speci c lean or agile enablers to be depicted. The idea is to
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TABLE 3 Potential Lean and Agile Enablers Justi ed by Relevant References
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TABLE 4 Lean and Agile Maturity Level Example

Level 1 Some operational best practices exist in certain departments. Some of the employees in
these departments are applying them. Only a few projects will get bene ts from these
operational best practices.

Level 2 Some operational best practices exist in most departments. Most of the employees in
these departments are applying them. However, these practices are not communicated
to other departments. There is no standard tool used to manage these practices.
Certain new product development projects will get bene ts from these operational
best practices.

Level 3 Operational best practices exist in every department. There is a responsibility on the part
of employees regarding these practices. Every employee is applying them locally, but
they are still not communicated to other departments. In fact, there is no transversal
vision on best practices to employ along the new product development project. Only
selected new product development projects will get all bene ts from these best
practices.

Level 4 Operational best practices exist in every department. There is a responsibility on the part
of employees regarding these best practices. Every employee is applying them.
Operational best practices are communicated to most departments in a transversal
manner. Everyone has a vision on what is coming and what he/she has to deliver. Most
of these practices are formalized into simple tools, such as a checklist, in order to get
every new product development project to bene t from these best practices.

Level 5 Operational best practices exist in every department. There is a responsibility on the part
of employees regarding these best practices. Every employee is applying them.
Operational best practices are communicated to all departments in a transversal
manner. Everyone has a vision on what is coming and what he/she has to deliver. All
these practices are formalized into simple tools, such as checklists, in order to get every
project to bene t from these best practices. A management system for continuous
improvement is put in place and followed systematically.

minimize subjectivity in the evaluation. These ve levels will be further used
as the roadmap for lean and agile transformation.

4.4. Maturity-Based Causal/Relationship Matrix

The second layer relies on the development of a maturity-based causal
relationship matrix that evaluates relationships between lean agile enablers
with product development objectives and performance measures.

It rst consists of linking performance measurements with potential lean
and agile enablers. Once the pairwise comparison has been established, the
perceived minimum adoption level required to achieve the targeted objec-
tive must be determined. The minimal required level will act as foundation
to highlight improvement opportunities. When a maturity assessment di-
agnostic is completed, a negative gap between an enabler, actual adoption
level, and its minimal required level will underline a required improvement.

A radar type graphic is favored to visually highlight the actual adoption
level of the organization as well as adoption gaps.
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4.5. Proposed Methodology

Totake advantage of the proposed lean/agile performance and adoption
alignment framework, we propose the following continuous improvement
methodology.

1. De ning strategic objectives and meastites: rst step is to form a prod-
uct development stakeholder team to pilot the continuous improvement
program. The pilot team should consist of decision makers, lean experts,
and senior representatives of different product development functions
in order to get a global vision of product development processes. Lead-
ership plays a fundamental role in the success of lean change initiatives
(Kotnour, 2011; Nightingale and Mize, 2002), and all members should
support the approach. The rsttask of the pilot team consists of selecting
the strategic product development objectives and related performance in-
dicators. Actual performance must then be measured to assess the current
performance of the product development process.

2. Setting improvement targédajectives must then be prioritized in order
to establish targeted performance levels for the next planning period.
Targets should translate the desired state at the end of the following con-
tinuous improvement cycle and should be prioritized with care. Improve-
ments should therefore be required on a minimal number of strategic
objectives.

3. De ne potential enablefBhis step consists of selecting lean agile enablers
that can be implemented in product development processes. The pro-
posed list presented in the “Assessment of Lean/Agile Enablers” section
may be used as a guide.

4. Conduct a maturity assessmedhce enablers are selected, the generic
de nitions proposed earlier should be used as reference to establish
the current maturity level of each enabler. In order to obtain a global
vision from upstream to downstream of the product development process,
semi-structured interviews have to be realized in an exhaustive manner
with every service that has a relationship with the product development
process. This semi-structured form of interviews allows for information
to be obtained on maturity assessment, as well as supplementary data on
the present situation that are not necessarily anticipated. This approach
enables every service to be involved. The maturity scores can be presented
in a radar-type graphic to facilitate communication among all personnel.

5. Build the maturity-based causal/relationship makhis step consists of devel-
oping the maturity-based causal/relationships. Each enabler is assessed
in terms of its ability, measured as minimal required level of adoption,
to achieved performance targets. We recommend carrying out this task
in a team composed of members from each department. Subsequently,
these assessment results may also be presented in a radar-type graphic
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and compared to the actual maturity level of each enabler. In this man-
ner, gaps between the current adoption level and desired state are clearly
highlighted.

6. Establish improvement plarhe nal step consists of developing the con-
tinuous improvement plan by deciding the proper initiatives to be carried
out. While potential improvement initiatives were highlighted in the pre-
vious step, an analysis must be conducted to evaluate actions required to
reach the minimal maturity level. Possible alternatives may be quanti ed
in terms of investment and resources needed before agreeing on a set of
initiatives to be conducted in the next continuous improvement cycle.

To illustrate the proposed described methodology, a case study in the
luxury industry is presented in the next section.

5. APPLICATION IN THE LUXURY INDUSTRY

Luxury products are often associated with excellence. Behind these pres-
tigious names, powerful organizations, which have adopted modern man-
agement and marketing principles, compete in the market. Making unique
designs, providing extravagance with technical and aesthetic feats, bringing
the product to its highest level of quality, and maintaining the brand heritage
and product elitism are some of the luxury criteria that make product devel-
opment processes in the luxury industry long and heterogeneous (Brun et
al., 2008; Luzzini and Ronchi, 2010; Moore and Birtwistle, 2005). However,
strong pressures from markets emphasize the need to be leaner and more
agile, which become important strategic objectives for the industry. For in-
stance, as in some other industries, the luxury industry has recognized that
lean product development tools and practices bene t their processes and
organizational methods and help to manage the novelty of their projects.
However, a real issue prevails when it is time to initiate these enablers to
improve lean and agility performance.

In our case study, the pilot team consisted of two lean experts, two repre-
sentatives of top management, two product development managers, and one
senior program manager. The rst task of the pilot team consisted of devel-
oping and assessing the product development strategic objectives. Some of
the objectives measures already existed. A set of new KPIs had to be created.
Among the different measures underlined, the product development service
ratio stood out as the key measure for improving agility. The product de-
velopment service ratio measures the percentage of manufacturing volume
commitments to marketing and operations met. This ratio was measured at
68% at the beginning of the improvement process. The fact that top man-
agement was part of the pilot team facilitated the creation of a consensus on
the improvement targets to be chosen. The target was set at the minimum
level required from marketing, which is 80%.
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TABLE 5 Lean/Agile Selected Enablers

Standards Organization
TTM standards Multidisciplinary PD teams/concurrent engineering
Test and design procedure standards Multidisciplinary market-oriented team
Operational best practices standards Suppliers integration into PD
Roles and responsibilities standards Manufacturing integration into PD
Communication standards/Obeya PD transversal organization

Tools KPI visibility
Knowledge/experience learning tools Visibility on project monitoring
Monitoring projects tools Visibility on results (cost/quality/delay)
Risk and complexity quotation Visibility on state of charge and capacity
Decision support tools/checklists Visibility on deliverables quality
Problem-solving tools Visibility on (ROI)

To select potential lean and agile enablers, the pilot team considered
various potential enablers for improving their product development pro-
cess. All selected enablers are related to standards, tools, organization, and
KPI visibility perspectives. In total, 20 enablers were chosen for evaluation.
Table 5 presents the selected enablers. It is of interest to note that enablers
regarding perceived quality or achieved quality were not selected. They have
been eliminated from the list, since high quality is a fundamental force of
most rms in the luxury industry.

Afterward, the two lean experts built the maturity matrices. Every mem-
ber of the pilot team received it for validation. The team reached a consensus
after the rst reading.

The maturity assessment diagnostic was initiated once the pilot team
validated each adoption matrix. The 20 adoption matrices were used as a
guestionnaire to guide the discussions. Departments that were interviewed
included artistic creation, marketing, prototyping, research and develop-
ment, conception and engineering, industrial methods, project manage-
ment, production, and aftersales. The two lean experts from the pilot team
also built the maturity-based causal/relationship matrix by associating en-
ablers with performance targets. Subsequently, they presented the matrix to
the rest of the team members in order to validate the correlations. A few
causal relationships generated some discussion among the pilot team, but
all perceived relationships rapidly attained a consensus. Table 6 illustrates
the nal maturity based causal/relationship matrix.

The pilot team then relied on the double radar graphic, as presented
in Figure 3, to establish the potential enablers. For instance, for the respon-
siveness objectives, four enablers stood out: (1) roles and responsibilities
standards, (2) risk and complexity quotation, (3) integration of suppliers
into PD, and (4) visibility on the state of charge and capacity. From there,
the pilot team members used the adoption matrices to obtain guidelines
to improve maturity and to estimate required efforts to meet requirements
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TABLE 6 Maturity-Based Causal/Relationship Matrix

164

Value enhancement

Enablers

Waste elimination
Continuous ow

Robustness

Resilience

Responsiveness

Flexibility

Innovation

Adaptation

Minimum level required to achieved performance target

Planning standards
TT™

Test and design
procedure standards

Operational best
practices standards

Roles and
responsibilities
standards

Communication
standards/Obeya

Knowledge/experience 2
learning tools

Monitoring projects
tools

Risk and complexity
guotation

Decision support
tools/checklists

Problem solving tools

Multidisciplinary PD
teams/concurrent
engineering

Multidisciplinary 2
market-oriented team

Suppliers integration 2
into PD

Manufacturing
integration into PD

PD transversal
organization

Visibility on project
monitoring

Visibility on results
(cost/quality/delay)

Visibility on state of
charge and capacity

Visibility on deliverables
quality

Visibility on ROI

3

2 2 2

3

4
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FIGURE 3 Actual adoption level versus required level to achieve targeted responsiveness objective.

when considering that two of the four potential enablers needed a two-level
maturity increase.

After evaluation, the proposed initiatives to be conducted in the next
continuous improvement cycle were (a) communicate roles and responsibil-
ities regarding new product development to all services concerned to provide
clear visibility of everyone’s perimeter and to ensure that every task would be
treated; (b) implement a project complexity evaluation standard method-
ology to systematically consider risks and complexity at the beginning of a
project; (c) get visibility on the production capacity of suppliers, integrate
suppliers earlier in the process to propose industrial capable designs, and
take into account suppliers’ theoretical learning curves when planning; and
(d) set up a state of charge and capacity measures in most development
departments to master resource allocations in most of the development
services.

From these recommendations, the pilot team had a clear vision of what
needed to be activated in order to improve their TTM. Each initiative was
evaluated in terms of costs, resources, and time investments. Resources were
than allocated to pursue the improvement plan. In the end, they decided to
rst integrate roles and responsibilities information in their current project
decision support tool, which is used by every project stakeholder. In a second
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improvement cycle, they planned to enhance relationships with selected
suppliers to build closer partnerships. A multidisciplinary team had already
been formed for that matter.

In the end, the radar was used to communicate and to explain the trans-
formation plan to the organization. Improvement initiatives are monitored
on a monthly basis, while the strategic targets and maturity levels are reeval-
uated every quarter.

6. DISCUSSION

The case study demonstrated the feasibility of the proposed approach
in guiding industrials to identify and prioritize adequate improvement ini-
tiatives aligned with performance targets. The framework focuses on im-
provement cycles aimed at iteratively enhancing the product development
process performance. The case study also showed that the framework could
be adapted to various industries.

The industrial application of the framework has also proved to be easy
to use. The generic progression scale provides a clear assessment of current
lean and agile maturity levels while providing good insights into how to
achieve sustainable improvements. The maturity-based causal/relationships
matrix was likewise relatively simple to ful Il. Even though this development
generated some debates among the pilot team, a consensus was rapidly
established.

When evaluating the maturity level of each department with regard to
all lean/agile enablers, semi-structured interviews served to increase the
awareness on dif culties or de ciencies encountered in some departments.
Major gaps between departments were identi ed that eventually help with
prioritizing improvement initiatives. In addition, they allowed involving all
employees in the continuous improvement program from the start.

Our experience has shown that the double radar graphic has tremen-
dous value in the proposed framework. It provides a well-de ned perception
of the current maturity level and clearly shows potential solutions for en-
hancing performance. It also becomes a noteworthy tool when it is time to
communicate and justify improvement initiatives. Its simple form was easily
understandable at all levels of the organization. With regard to the improve-
ment venture, the radar can also be used to take the pulse on the evolution
of the process. Communication after each improvement cycle also proved
to generate enthusiasm for change across employees. Positive results from
the incremental improvements motivated all groups. In addition, positive
product development performance results had been noticed. Indeed, the
rst product division using the proposed framework saw an increase in its
new product development service ratio of over 30% subsequent to the de-
ployment of a series of improvement activities over two improvement cycles.



Downloaded by [Ecole Polytechnique Montreal] at 04:42 20 October 2013

167

Guiding Leanness and Agility Improvement 183

TTM has also decreased gradually, leaving some spaces to more product
novelties.

The framework is now used in all product development divisions of our
industrial partner to manage lean agile product development transforma-
tion programs. The radar is used as a benchmarking tool to compare all
product development divisions and to transfer best practices across the or-
ganization. One priority set by top managers is to pursue the improvement
program by comparing the rm performance against competitors. However,
the proposed framework may be dif cult to use for that matter, as it is nearly
impossible to get information on competitors at the lean/agile maturity lev-
els. A rst trial will be conducted at the product development performance
level, the rst level of the framework.

7. CONCLUSION

This research intended to propose a leagile performance and adoption
alignment framework for guiding in-tandem leanness and agility improve-
ment initiatives in product development. The framework supports the iden-
ti cation and prioritization of adequate improvement initiatives based on
performance targets. The proposed framework has been tested successfully
in multiple product development divisions of an international rm posi-
tioned in the luxury product industry. The use of the proposed approach
has produced a reduction in new product development TTM, and an in-
crease in product development service ratio as well as has been used as an
ef cient strategy communication, informing, benchmarking, and learning
system.

The framework has shown to be adaptable in multiple ways. It takes
into account strategic objectives from an organization and allows the selec-
tion of product development objectives and enablers in accordance with
the context and constraints of each organization. The framework provides
practical guidelines on how to achieve potential initiatives in order to make
the assessing process exible when letting managers de ne their own ways
of achieving a higher level of lean maturity.

For a complete validation and generalization, the framework should be
tested in other areas and industries. To that end, we have already initiated
a test in a research and development division. The framework seems to be
relatively easy to adapt, as the division has several similar characteristics to
the one tested in this research. The model was implemented however with
other performance objectives and a different set of enablers. This prelimi-
nary result suggests that the framework may be applied to guide continuous
improvement programs outside the product development domain.

Developed as a continuous improvement tool, the framework is, how-
ever, limited at focalizing on one performance target at a time, or at least at
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a minimum number of improvement targets. In future research, the frame-
work could be extended to consider several objectives at one time, but that
would necessitate a more complex mean of drawing relationships between
lean enablers and targeted objectives. A selection of improvement initiatives
and their sequencing may be more dif cult to achieve in that context. As a
result, its use as a long-term strategic transformation framework needs to be
tested.

Also, the proposed framework does not provide any prede ned sequence
of activities for conducting product development process improvements. We
recognize that some practitioners are looking for such tools when starting
a new transformation program. The current framework also does not cover
change management explicitly, which is an essential part of any improve-
ment transformation venture. Finding ways of including these two important
elements without compromising the exibility of the framework represent
interesting research questions.
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Structured Abstract:

Purpose- The purpose of this research is to propose a letigitsformation model for product development that

guides manufacturers in the construction of a road map and the management of its deployment in line with both lean
and agile improvement objectives.

Design/methodology/approach An intervention qualitatie and transformative research approach was adopted in
order to develop required knowledge to theorize professional practice made from rigorous observations of facts. The
research project take place over a period of two and a half years, in partnerstap imiernational firm that develops

and produces a wide range of luxury products.

Findings — The application of the methodology proved that a lean transformation does not have to be generated only by
the field needs but it can follow a mixed approach where a top down transformation management linked with strategic
objectives is deployed without compromising implication and needs from people on the field. The right balance can be
found between the strategic aspect of transformation and the incremeatdl@sghe field of lean paradigms.

Research limitations/implications- For complete validation and widespread scientific application, the model should
be tested in other sectors and industries.

Practical implications - The application case of the lélegmodel in several divisions of a luxury organisation proved

that the proposed approach can be used as a guide for manufacturer in the construction of an improvement road map and
in the management of its deployment. The application cases enabled a pntipimtive results to be generated and

measured on quantitative indicators such as service ratio for new products for which, one of the divisions saw an

increase of thirty percent. The approach created a positive revolution among development team bydtatpertential

in terms of communication, steering, benchmarking and knowledge system.

Originality/value - The model supports the identification and prioritisation of improvement initiatives by focossing
the levers for improvement that meet the needs and objectives of transformation, as well as the organisation’s maturity
level.

Keywords: Leagile, Transformation methodology, «Business process improvement», New Product Development, Strategic
objectives Service ratio

Companies aréacing constant pressure from markets to produce varieties of proditbtgreater levels
of quality (Duclos et al. 2003; Fernie and Azuma 2004; Lee and Chuah) 28@Xfast technology
breakthroughgWalters 2006) To meet these challenges, several firms decidenpmove their product
development processes by ugiean and agile conceptaown by the term “leagility”. Applied together,
the objectives of lean and agile proeasare to focus omvasteelimination but, at the same time, creating
a continuous flow on thgalue chainand to concentrate on a proactive response in light ofmtrd&ets
that has become essential drganisationsstrategic vision paving the way faster and betteproduct
developmen{Naylor et al. 1999).

However, in front ofmany leagile techniques and tools, it is not easy for an organization to select which
transformation initiatives are the most efficient and which activities should be implemented to make an
efficient reponse to specific needs for improvement relative to a company’s strategic objé<anasdy

et al. 2008 Rifkin 2011). In addition,to link theirstrategic objectives to the transformationganisations

have to initiate a top down improvement management from top management to employees on the field
without compromising their implication in the transformation. Top management héedtdhe right
balance with lean philosophy where initiatives aially generatedirom the field needsDefining,
deploying and steering a consistent transformation plan in relation to the organisation’s vision and its
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maturityin the adoptiorof best practices calls for rigour and considerable involvement artfanisation
members, as well as a clear vision of the objectives to be achievedlthz illustrated by tangible and
measurable results.

Recanising the extent of the challenges facedobganisationsvhen develomg products, this article
proposesa leagile transformationmethodology whereby the appropriate levers for improvement can be
selected, together with the tools and related improvensstmniqueswith the aim of constructing and
rolling out a transformation planThe proposedpproach enables detailed sequence of activities to be
developed to steer the various leagile improvementiinies at the time and in the arehere they are
necessary in therganisation.The transformation model and &pplicationto the luxury industry will be
presentedn the followingsections.

The remainder of the article $$ructued as follow: 8ction2 contains diteraturereview on the main lean
development transformation models. Ilec8on 3, we presentour research methodology used for
validation. Section 4lescribes the elements thfe leagiletransformatiormodel for product development
and its execution sequence. Sectoaxphins how the proposepproach is applieth the luxury sector
which is then followed by a discussion of thletainedresults inSection 6. The paper concludes with a
presentation of the main limits of the model and sugdeatiseresearctopportunitiedn this field.

2 Literature review

In response to the growing need for improving company business processes and, in light of the low
succesdevel of transformation projects in companig®use 200p several authors haveroposedto

guide manufacturers througmulti-stagestransformation approaches. Generally speakiBgisiness
Process Improvement” (BPhethodology consists of approaches that enable the efficiency of business
processes to be improved, at the same time achieving results for both the company’s interrtraad
customerg(Adesola and Baines 2005; Lee and Chuah RO@ompanies us8PI to monitor trends in

terms of changes in business environments by adapting their own business processes, whether from a
technological, organisational, political or otheewpoint (Zellner 2011)Thus,BPI methodology mainly

refers to incremental types of improveme(islesola and Baines 20p5According to Zellner (2011), a

BPI methodology has to refer to five key elements in order to support the act of imprové@ment.
summarize, a transformation methodology consists ¢fr@acedure modelwhich defines the order of
activities that has to be fulfilled. In order to support these activilieshniquescan be use to generate
results. These creaté&sultsformalised in artefacts such as documents, graphs, etc. have to be organised
into an hformation modelhich will provide the relationships between the procedure, the activities and
the results. FinallyRoleshave to be specified in order to associat® whs to carry out the activity and

who is responsible for it. These five elements are essentials to structure a transformation in order to
minimise uncertainty, to guide method users and to guaranty a smooth course of the improvement act.

One of the firstresearchers to propose timplementationof a lean development process wénnedy

(2003. He preserdd a multistageapproachstarting from creation of the vision of the change up to
commitment to change. He dednthe four pillars of lean development, as follo®stbasedconcurrent
engineering system designer entrepreneurial leadershigsponsibilitybased planning and controand

the expert engineering workforce His work is directed towards the upstream stages of transformation
with the objective of generating a change initiative withadeiscribing the transformationprocess
explicitly.

Five years later, Kennedst al. (2008)reused the four pillars by inserting them into a transformation
approach with three stages of deploymeite recommened creating a productievelopment context

based on visible, robust knowledge and then developing products based on this knowledge by integrating
simultaneous engineering and integration event concepts. His development method remains vague and
does not describe how the propogedhniquesshould be implemented within product development
teams.



175

Ward et al. (2007) on the other hand, suggestedransformationplan with ten interdependent stages.
Similarly to Kennedys approach Ward focuses on an organisation change process and limits his
proposals to the four pillars of lean development previousited (Ward et al. 2007 p. 205). His
recommendations concerning ttiansitiontowards these new lean development concepts remain general.
His model iscentredon the added value and waste relative to the product development system. Change
managemeris briefly presented

For their part,Schuh et al. (2008) propasa set of ten principles to be deployed according toree
stagecycle“early structurg, “synchronse early and “adapt secur€ly The principles proposed are given

in detail from a theoretical standpoint concerning what they can contribute in terms of added value to the
development process or for the end customer without nonetheless proposing the actual resources for their
implementation.Change management and necessary suppgtinciplesdeploymenton the field and

team appropriatioare also not covered.

MorganandLiker (2006) proposga more structured lean development introductiBased ora study of

the product developmésystem afloyota,they were able to demonstrate the worth of lean practices for
product development. They suggesteftamework based on five separate phases containingieadh

six activities. As such these researchers give more details of thypiesecedor deploying the method.
However, as in the case of the other proposals mentioned above, the approach does not fully satisfy all the
elements of a transformatianethodology(Zellner 2011)by not coveing how the transformation is to be
steered.

Wang et al. (2011), for their part, give a lean development deployment model that enables the following
two objectives to be satisfied: “make good products” and “make the products well”. The inspiration for
their model is drawn from the five stageslefn thinking and theDMAIC. The constructionof their

model is based on waste in development,vlee chainand on the development process, together with

its activities. As well as these three pillars, they aduearlytwenty tools and &hniquegakenfrom lean
philosophy and quality systems. The method mainly recommends identifying wasteatugnehairand

then eliminating it by using theroposedean tools

Finally, Hoppmann (2009proposed one of the more complete and structunedel within the lean
transformation literaturelts main contribution consists of proposiagnethodology based on the 11 key

lean development elements, supported by 44 activities to be deployed according to the prerequisites and
interdependency between theimhe mehod calledAdjusted Past Implementation (ARtethod enabka
deployment sequence to be defined from statistical data taken from surveys relating the experiences of
over 113 companies with lean development. Euhniquesand ways to conduct the changeachieve

the organizatiorobjectives remaimonethelessather uncleaiand has not been tested in an industrial
context.

While each of these approaches used comoumteptsand tools to achieve the transformation process,
they all aimed at improving product development processes. From a project management point of view
however, these approaches differ greatly. In some ctmessproposedconcepts remain vague and do

not offer any clear direction to be undertaken as can be found in radical transformation raettods
process reengineeringpethodologies(Kettinger et al. 1997). Activities to be carried out and their
sequence are not always expressed explicitly. As stated by Zellner (2011), a transformation methodology
must clearly provide Procedure, TechniqueResultsRoles andIinformation Models

In addition, none of these models considagdity as being an improvement target that can be deployed
together with a lean product development apprd&dtristopher et al. 2004)However the combination
of the two concepts is essential in product development.

Furthermore by not considering theniqueobjectives and needs ehchorganisation, the models do not
adapt to possible changessdtrategyor to problems that might occur duritige transformatiomprocess
(Bourne et al. 2000).As expressed bWightingale and Mize (2002), companies need to continually
review and redefine thestrategyand objectives in order to remain competitikee and Chuah 2001)
Without integrating fluctuations from a strategic viewpoint, it becomes difficult to steer transformation in
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a dynamicandconsistent manner in a business context. As indicated by Kaplan and Norton (1992; 1996)
in their work onBalanced Score Carddt is essential when constructing a strategic plan to highlight the
links between improvement initiatives and tixepected end resulis a clear andsimple mannerThe
strategic plan makes the approach meaningful by linking dagrgctivities undertake by employees

with the organisation’s results, at the same time ensuring a mechanism for validation of the organisation’s
strategy (Bourne et al. 2000; Neely et al. 1997). The authors maintain that cause and effect relations are in
fact assumptionsof the organisation’s strategylf the anticipated results do not materialise, the
organisation will have to assess whether or not the strategy is approphiates what is called the double
learning loop.The deployment sequences proposed by existing mouely remain fixed according to a
predefined order of tools and techniques be implementedAccording to Bhasin (2012)every
organisatiorshould determine its owway of deploying lean philosophy, based on its needs and specific
objectives,and adapte according tothe resultsobtainedduring the first phases of its transformation
process

Moreover, current models do not recommend target stabesmaturity levels to be achieved before
adopting more advanced lean or agile concefteording toZellner (2011), transformatioomethods

should offer a clear breakdown of the activities and deliverables to be produced and at the same time used
the best practices known in project management in order to theédeganisatiortowardsdefinedtargets.

Shin andJemella (2002) also point the need to break dthernransformatiorprocessrom the stangoint

of company stakeholdersEvery process improvement contributes to the organisation’s global
transformation. Breaking downthe process for achieving a strategic objectimesequentialsteps and
intermediate targetenables thdracking and the validation of the selecteilategies used as well as
maintaining the teams’ motivation (Hines et al. 2004Nightingak andMize 2002) In addition, an
organisationmay not always have the possibility, in terms of resources and buafgembarkingon a
breakawaytransformationproject. Substantial results can still be obtained by adopé&ingncremental
approach based @uccessivémprovement cyclegBjelland andWood 2008 Cawley et al. 2010;ee and

Chuah 2001NightingaleandMize 2009. However, even in an incremental improvement philosophy it is

still not simple to prioritize which are the right tools and techniques to mititoposed models do not

give different scenarios with associated anticipated results to facilitate decision making when prioritisation
has to be made. A clear vision on improvement possibilities and associated potential efforts gives
flexibility to an oganisation that wishes to rely on continuous improvement (Sharifi and Zhang 2001;
Vinohd and Balaji 2011).

In the same linegvarious resear@sshow that transformation results are be#telievedvhen employees
focus on specific targets and when targetsperceived as achigva (Saurin et al. 2011; SiandRogers
2009; Smalley 2009; Waand Chen 2009)Consquently, it is importanto alignand communicatéhe
top managemendtrategiesthrough divisions and departments they contraght up to the individuals
responsible for operations. This should be dwiik clear action plangjuantifiabletargets and achievable
timeframegBhasin 2012; Liker 2004).

All authors recognize that employees atéhe centre of thenprovementnitiatives. According toLiker
(2004),the central position occupied ®mployeedn lean philosophy is much more than a prerequisite

but the keyto success for a lean compary.good enthusiasnfior teamwork and the development of
employeeresponsibility are essentidHowever, very few existing lean development models explicitly
integrate change management activities intottaesformationdeployment, unlike the recommendations

set out in process reengineerifi¢ettinger et al. 1997Lee and Chuah 2001Support for tams with the
introductionof new tools ortechniquesand clearcommunication(Hines et al. 2004; Lewis et al. 2006)
relativeto these new operating methods are not explicitly presented. In addition, from one improvement
cycle to the next, organisation and its members new knowledge can be generated and must be taken into
account in future improvement efforts. In the same way, new improvement tools or techniques can be
created duringransformation.The approaches presented in literature do not cover the notion of feedback
and model renewal, thus enabling improvement to be achieved and new knowledge built on in the
improvement ad change management
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In conclusion a good methodological approach, aimed at developing, introducing, deploying and
managing a product development management strategy, must be directed towards the results required in
relation to the improvement objectivasd should focus on iterative improvement cycles clearly linked to
fixed targets.We thereforesuggest that the proposetdelshould satisfy the following criteria

Leagile: be able to meet both lean and agile objectives in the transformation approach

Resultoriented be able to focus oimprovementlevers meeting transformation needs and
objectives

Flexible: be able to adapt to problems or changes in strategy and giee &efn to strategic
decisions

Maturity-based take the organisation’snaturity level into account comply with the
implementation of the necessary prerequisites to move on to the next stage of the
transformation

Structured: Give a clear vision of the activities to be performed and deliverables required
throughout the transformation to enable tangible, measurable results to be achieved for the
improvement on an ongoing basis.

Facilitating decision making Enable decisions to be taken on the choice of possible
improvements. Facilitate prioritisation of ttransformatiorinitiativesto be implemented.

Communicative Enable cleacommunicatioron thetransformatiorprocess and maturitgt all
levels of the compangs well as encouraging interaction and involvement of all.

Adaptable:Take the key success factors of a product development transformation into account
and enablemethodology content (deployment activities, improvement levers, tools and
techniques to besed, etc.jo be improved by building on transformation experience.

Based on the desired criteria identifiditgble 1 highlights the criteria covered bgachexisting model
covered before. As recorded in our critical analysmne of the approaches nmeetl the criterieof a
robust and structuredroduct development transformation methodology. Nonetheless, existing models
provide interesting components that could by exploited &melgrated to develop anore project
management orienteapproach that wadd meet thee criteria. Our research approach used to develop
such methodologis discusseih the following section.

%
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Table 1Criteria covered by existing models in literse

3 Research methods
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This researctobjective is to construct aobust and structurettagile transformatiormodel to guide
manufacturersn identifying transformationinitiatives in line with their strategiobjectives However,

given the nature of this research which focuses on continuous improvement, ittssemigal to have the
researcher become an integral part of the transformation phenomenon, both in the upstream preparation
phases as well as at the very core of tta@sformation. An experimental type of qualitative research
method appears appropriate for this purpose

“Interventionresearch” and “action researcfiMckay and Marshall 20019onstitue examples of this type

of approach(Cappelletti 2010; Paillé 2007} owever, they differ on one fundamental point which is the
way in which the transformation is conceivefiction research is based ocantextualisatiorof the change

and not on its formal expression: its aim is to prepare a group for change via participating groups and then
subsequently allow thero freey transform the organisation as wished, independently of the researcher
(Cappelletti 2010J6nsson 2010 Interventionresearch, however, refers to both formal expression and
contextualisatiorof the change. Its aim is timansformthe organisation to obtain results but also to
understand the phenomenon. Cappelletti (20ddicates that, innterventionresearch, it is the change

that enables the reality of a phenomenon to be reve#@lsdsuch interventionresearch appears to be the
most appropriate ntieod for the development of theequired knowledgéo theorize professional practice
made from a rigorous observation of facts and useful for improving the effectiveness and efficiency of
managerial decision®Rousseau 2006).

For these reasons, thieterventionresearch method was chosen for the development of the leagile
transformation model. It was initially necessary to perforniiterature review on existing lean
development transformation models. Subsequently, researchers were able to embarkriopsn va
approaches by testing and improving them and, at the same time, continue to be involved in the process
via close collaboration with all stakeholders in trensformation.The research project took place over a
period of two and a half years, in partnership with an international firm that develops and produces a wide
range of luxury products, with the objective in€reasing its service ratifmr new products in order to

satisfy their engagements with marketing and operations services. Bagadrays generic approach
(2010),we developed the model according to consecutive improvement cycles, as presented in Figure 1
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development in order to recommend action for the deployment of tools and related techniques of greatest
benefit to the organisation.

Figure 2represents the links between the three levels of the leagile transformation steering model for
product developmén The objective is to determine the most benefistahariosin order to satisfy the
organisatiomeeds.

Figure 2Repregntationof the steering model for leagile transformatiomproduct development

The elements of the model will kbereafterpresented according tihe IDEFO representation mode

IDEFO modelled the decisions, action and activities of an organisation or system. This form of modelling
stems from an officialjrecognised graphic language called “Structured Analysis and Desidgmigee”

(SADT). This method was chosen due to the need to highlight numerous elements of the model proposed
at various levels of detail The method generates a hierarchical process model presentinfptheation

flows and data between spiecesses,tadhe same time defining the processing sequences of the latter.
The diagram describes the processes in the form of boxes, thaneftside of which indicates the entry

data and the righttand side thectivity deliverables. Théox foot identifies theresources concerned by

the process and the control resources are represented above.the box

4.1Model component elements

Figure 3represents LeveAO, which is the highest level of the leagitansformation model for product
development. Details of each element are given in the following paragraphs.
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Figure 3Level AO of the model

Transformation objectives

Every organisatiomstablishs its strategic objectives to achievevitsion. To achieve these goals, several
sectors of the organisation dileely to be improved. The choice of the sector to be improved is down to
management which will position its strategic channels, whether relating to product development, the
distribution network, marketingoenmunicationor manufacturing ability, etc. In this researtie sector
prioritised is product development.
According toWang et al(2011), the product development process is a sector of activity that is normally
complex. It can beerceived as a network of highly connected processes with numerous dimensions
within which iterative backtracking loops cross over and emerge at several levels of the hierarchy. In
addition, according to these authors, the development process is clisgdctes being a creative,
innovative, dynamic, multidisciplinary, massively parallel and iterative, based on communication and,
most of the time, on tiglenduncertain deadlines, integrating numerous risks
In response to these specifics, several autsoggested that lean and agility can be considered as
improvement objectives in product developméBtuce et al. 2004; Masedones et al. 2000).Lean
development focuses on the end customer to increase the value perceived from a customer standpoint
(Wirtemberf et al. 2011)Based on literature, lean objectives are broken down into three sections

1. Increase in theroduct value;

2. Waste émination; and

3. Creationof a continuous flow

In parallel, agility is crucial for most teams developing new products. Product development process must
be quick as well as adaptative when facingforeseen changd&idd 1996; Sanchez and Nagi 2001;
Tsourveloudis and Valavanis 2002According to a more formal definition used in military operations,
agility is defined as &ing the synergetic combination of the following dimensifhlberts and Hayes
2003):
1. Robushess the ability to maintain efficiency in all the various taslsituations and
conditions.
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2. Resilience: the ability to recover or adjusivhen faced with disruptive events in the
envirorment.

3. Responsiveness: the ability teact in a timely fashion to a change in the environment

4, Flexibility: the ability to use several means to succeed and the ability to switch from one to
the other

5. Innovation:theability to produce new elements and the ability to produce “old” elements in a
new way.

6.  Adaptation:the ability to change work processes anddiganisation.

This formal definition of agility also recognises that the agility of an organisationlifaneted. While

certain elements of agility measure the way in which an organisation operates or adjusts in the short term,
certain elements such as innovation relate to longer term organisational ability. Despite the fact that these
six dimensions aranalytically separate, they are often interdependent.

We therefore propose to consider these nine transformation objectives as essentials for improving the
product development sector of activity, i.e. element 5 of the model. Nonetheless, we recognise tha
transformation objectives may vary from one sector of activity to another and from one organisation to the
next since they need to be selected accordinigetepecific needsf each organisation.

Transformation priorities
Of these nine transformationbjectives, some may more closely satisfy the specific needs for
improvement of the organisation. The aim of #isivity is toidentify transformation priorities according
to theorganisationspecific needs. This prioritisation is based on the results of the diagnosis performed
beforehand, as proposed by Lemieux et al. (2013)

Maturity-based causal relationship matrix
The cevelopment of the maturitpased causal relationship matrix consists of assessing the relations
between potential leagile improvement levers wtike product development transformation objectives
(Lemieux et al2013).

Actions/Enablers maturity relationship matrix
The development of this relationship matrix initially consists of establishing a relationship between the
tools and techniques associated with the various potential levers for improvehext. the maturity
level on which the improvement tool has an impact needs to be taken into account. This will subsequently
enable a detailed action plan to be establisbedsistat with the targets to be achieved. This relationship
matrix thus not only considers the lean development and agility tooleemaiquesut also the activities
associated witltheir deployment. Deployment activities refer to the activities suggested by existing lean
development model® terms of tools and techniquest also refer to the change management activities
that are essential in a perspectofemprovemeniKotter 2007; Smeds 19%4

Maturity dagnostic
The potential improvement levensaturity resultsfrom the diagnosis performed beforehghdmieux et
al. 2013)allow us to visualise the organisati@urrent level in terms of best practicadoption in
developnent

Top management
The comprehension and support of top management constitute vital conditions for success in the
transformationmanagemen{Abdolvand et al. 2008; Rouse 2Q0Sim and Rogers 2009 It is very
important for top management to support amaintaintransformation process rhythr®therwise teams
could feel unsupportedby their line managementind not be involved as they should be the
transformation(Abdolvand et al. 2008)According to Kennedy et al. (2003), a trdeadermust make a
strong commitment and obtain a clear vision to fostetrdmesformatiorof a company. Therganisation
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must know where it is going in terms of objectives and how it intends ttheget(Womack and Jones
2009. Success with change will depend on tharity of the vision of top managemetKennedy et al.
2003).

Improvement expert team
There is also a need to identify the right people to be integrated into the change processrddaoraes
play a strategic, frorline role in theorganisational changeanagemenfAbdolvand et al. 2008Hines et
al. 2004; Lee and Chuah 2001; Piercy and Rich R08®y players imolved inthe changerocess must
propagatethe good news and musimpowertheir employeego propose and initiate@rganisational
changegBlack 2007; Spear 2004). Kennedy et al. (2008) suggest a strategic, multidisciplinary team
be set up consisting of members recognised by their.peers

Change agents
Several authors recommend the introduction of a change agent systamfield (Bhasin 2012 These
change agents will be leading improvement projects in the operational field duritigariséormation
(Smeds 1994). They will be responsible for communicating the progress made by change initiatives,
successes and the challenges to be taken up diramgge management.

Dynamic transformation plan
The dynamic transformation plan resulting from the model is the mdivedsble of the approach. It
contains all the changeitiativesto be deployed and the necessary sequence of activities to be followed to
achieve the recommended improvement targets. It must be dynamic since it can be modified according to
the problemsand changes in strategy arising in the company. Moreover, the transformation plan enables
the transformation to be gradually monitored as tool and technique deployment activities are rolled out in
the operating field. The transformation plan becomestering plan, both for the change team and for
the pilots of improvemennitiatives who will refer to it in order to roll out the appropriate sequences of
activity. The transformation plandynamic monitoring will also enable transformation objective
improvement indicators to be updated throughout implementation. A significec¢ssactor consists of
generating shotterm results to promote interest in the chaf®@nandJemella 2002).

Anticipated impovement results on objectives measures
This element of the model is based on the determination of target levers and the influence they may have
on transformation objectives when an additiamaturitylevel is acquired

Anticipated maturity levels
This element enables the required results to be visualised in terms of the increase in maturity levels of
potential levers, following the choice of deployment activities for improvement tools and techniques.

Optimisation criteria
Optimisation criteria offer deciders an opportunity itdegrate specific constraints relative to the
economic climate in which the organisation is situated. This notably involves the availability of resources,
budget constraints, the number of initiaswie be embarked upon at the same time, etc. This element may
be used as needed by model users

The various elements indicated above will interachaimodel subprocess level. They adescibedin
the nextsection.

4.2 Methodological approach pposed
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Once thetransformatiorplan has been constructed and validated in actA&ya changeeommunication
plan must be developed and initiated to endbtervention plandeployment in the various product
development sectors. At this stage, it is strongly recommetttgtdtop managemenimembers be
involved andbe presenturing communication activitiegAbdolvand et al. 2008; Kennedy et al. 2003;
Rouse 2005). This will allow them to give an overattansformationvision, from a shorterm and
mediumterm standpoint(Karlsson and Ahlstrom 1996)The objective of thisactivity is to both
demonstrate top management involvement in the improvement appiRaoke 2005rmndto create a
feeling of urgency to achievgansformationwhich, according tdBhasin (2012) constitutes a success
factorat the beginnin@f a transformation.Once this initialcommunicatiorprocess has been carried ,out
improvementnitiativescan be initiated in line with the transformation plan.

A3.2Updating the deployment activity achievement grid
This activity consists of updating the activity monitoring grid once they are completed. This will enable
the evolution of tool and technique deployment to be monitored throughasformation.

A3.3Updating the transformatioplan in the event of changes in strategy
The purpose of this last stage is to offer top management members the possibility of revising the
transformation plan during deployment in thrganisation.In fact, it is possible that changes in strategy
may be necessary dng the transformation procesk this manner, top managemenémbers can revise
the transformation plan in a manner consisteith the organisation context can be done by reassessing
improvement priorities both in terms of transformation objected the lever maturity targets, at the
same time taking into consideration the tool and technique deployment activities already carried out

To illustrate the proposed methodology that has been described, an experimeraatexh out in the
luxury industry is presented in the next section.

5 Testing of the proposed approach in the luxury industry

Designing unique products, developiagtravaganceachieving a top level of quality for a product and
renewing the offering while, at the same timdair@ng the brand image and elitism of the product are
among the essential criteria to be met by the luxury industry (Luzzini and Ronchi 2010; Moore and
Birtwistle 2005; SocqueClerc Lafont 2008). Indeed, the development process for luxury products is
unigue in several respects. The sustained presence of creative designers and the high volume of new
product renewal often generate significant iteration, often difficult to follow and cont@ollaboration
between the various professions can moreover prove difficult in the current environment where customer
needs are evencreasing in terms of the designs and styles variety daligery times are constantly
shrinking, with greater emphasis on qual{Brun et al. 2008 Luzzini and Ronchi 2010; Moore and
Birtwistle 2005). This reality has now induced several companies in this industry to review its
development practices to underscore their ability to be leaner andagitgelt is in this perspective that
thetransformatiorproject was initiated as a strategic project for our partner organisation

The creation of a change team was fundamental for the supporchamdje managemernt the
organisation. First of all, a project manager was appointed for the improvement of new product
development. An overall, croshvisional vision of the entire transformation, excellent project
management, communication and crisis management skills were essential for the profile of this key player
Furthermore, a continuousmprovement progranwas already in force in therganisation. However,
initiatives within this progranwere conducted on a local level, by sector of activity without a €ross
divisional vision. The project managers conducting these improvement approaches for various areas in
the company combined forces with the project manager for the improvement of new product development
to set upthe change team.This association enabled a link between tiwatsgic project for the
transformation of development and the existing continuous improvagmegtam In addition, it enabled
flexibility to be achieved at the resources managementiestld in improvement to conduntitiatives.
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Product developmenniddle managemenmhembersalso joined the team to enable adequate resources to
be assigned itmprovement initiativesnd also to test the feeling of team@mbergegarding the change

A steering systemwas then set up, consisting of top product development managenambers,
coordinated by the transformation project managers, to demonstrate the high involvement of top
management and ensure monitoring and arbitration for the transformation at the right strategic level

5.1 Creation of entry data and elements of the proposed approach

The elements partially constituting the entryadfatr this model- the constructionof potential levers for
improvement and development of maturity scales, plus the maturity relationship Aladidxalready been

tested and validated previously during the development of the leagile performance adoption and alignment
framework(Lemieux et al. 2013).However, this alignment framework only covered the diagnosis stage

and part of the results analysis. This did not allow a complete progress plan to be proposed and steered.
As a result, a relationship matrix was developed for deployment action and maturity levels of potential
levers.

The matrix was developed by group decision and extended to take in the various players involved in the
change.

From these initial links between improvement levers and tools, the extended team determined the
activities to be carried out for the deployment of each tool and techwigjlesintegrating keypracticesof
changemanagement. The extended change team finally decided upon sixteen improvement tools and
technigues, generating eighty deployment actisitie

The exercise then consisted of establishing links between the deployment activitieatarity levels of

the levers involved. Each member was then asked to define these links. These were then shared and
discussed to ensure consistency between the activities to be carried out for each level of maturity, within
each potential improvement lever. Consensus was quickly obtained between members as to the
chronological level of deployment activities and their necessity with a view to increasing the various
maturity levels. An extract from the deployment activity relationship matrix and maturity levels o
potential improvement levers is presented in T&ble
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Procedure / Stage-gate standardg
Operational best practices standar
Roles and responsibilities standard
Communication standards
Knowledge / experience learning
Monitoring projects tools
Risk and complexity quotation
Decision support tools
Problem solving tools
Multidisciplinary PD teams /Concurrg
engineering
Multidisciplinary market oriented teg|
Suppliers integration into PD
Manufacturing integration into PD
PD transversal organization
Visibility on project monitoring
Visibility on deliverables quality
Visibility on return on investment (R(

Planning standards / Time to mark
Visibility on results (Cost/Quality/Deld

Visibility on state of charge and capg

Identify if there is some sort of stage-gate.
Define standard key stage-gates for A
process (Hoppmann 2009 ; Wang et
2011)

Clarify objectives for each stage-gate
Communicate stage-gate objectives tq
PD actors

Start to detect project value added O
with technical sectors (Wang et al.201
Detect project value added OBP in
every sector (Wang et al. 2011)
Formalise OBP in technical sectors
Accompany technical sectors in the O
appropriation

Formalise OBP in every sectors
Accompany every sectors in the OBP
appropriation

Understand customer/supplier for eac
OBP for every PD sector

Share and validate with customer/sup
OPB sector by sector

Establish who is responsible for each
OBP between each PD sectors
Accompany all PD sector to work with|
their customer/supplier in respect to thi
OBP.

Estimate approximative time for each
OBP with technical sectors

Estimate approximative time for each
OBP with every PD sectors

Table 2Extract from the deployment activity relationship matrix and maturity levels of potential
improvement levers

Process Standardisation

5.2 Deployment of the proposed approach

Al Selection of potential levers
When thediagnogs conducted by the various change players were completed, top manageméers
took charge of prioritising the lean, agile transformation objectives in response to the malfunctions
identified in theanalysisof the existing situation. He relationship of the constraints and malfunctions
was linked to the transformation objectives. The links created were developed from the definition of lean,
agile objectives and from the malfunctions identified by the product development mehmbagdout the
diagnoss. Although, at first sight, the exercise appeared simple, detachment is required in terms of the
malfunctions and an idepth review of what improvement in transformation objectives can bring to
current operating modes. Despite the fiwt the associations made needed time to be studied, an
exercise of this kind enables members to develop an “improvemeriénted frame of mind and
predispose them for the next part of the method.
This stage ledtop managemenmembers and change team kay emphasis on flexibility and
responsiveness dlse mainagile objectiveso be met Transformatiorenabled improvement levers to be
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detected that had varying degrees of impact on tlbgectves. Thematurity levels observed and
expressed in théorm of a radargraph, whichdisplays multiple data in the form of a twdimensional

chart, were also taken intaccount in this first phase of analysis.

From this set of potential levers, it was possible to assess the various scenaricsnusiaggdradar
graphsillustrating theorganisationcurrent level in relation to the possibilities for increasing the maturity

of potential levers influencing théexibility, responsiveness andaste eliminationobjectives. The
forecast results for thebjectivesmeasuresmprovement resulting from the various targets proposed
provided appreciable assistance at the level of lever selection processes and achievemematfithgir
levels.

Assessment of the various possibilities linked to the malfunctions identified and cuatnity levels

took place over a period of three hours: it culminated in the selection of potential levers and a target
maturity radargraphto be managed by the change team in order to launch the next stage, consisting of
associating theappropriate tools andechniquesto meet the transformation needs established. The
purpose of theadargraph pesening current as well as target levels was to communicate the new vision
of transformation and top management aims across all departments in the organisation

A2 Selection of the leagile deployment tools tathniques
From ths information activitiesfor improvement tools and techniques deploymemabling the target
levels to be reached were added to those ongaipgovement activities, revealed during diagno#is,
construct the product development improvement roadmap for the coming year
A major change initiative entitled “Steering Systeestructuré was set up to coordinate the various
activities for the deployment of tools atethniquesuch as projeathecklists the project steering system,
the Obeyaand the implementation of load/capacity indicatets, Other smalleiscale change initiatives
such as the development of a grid to assess project complexity were also inserted into the global
transformation plan
The roadmap was then presented to the steering cagenfdtt final validation. Thanticipatedresults in
terms of influence on the transformation objectives andmaturity levelswere also indicated to top
managemenmnembers.

A3 Becution of theéransformationplan
The first stage for deployment of ttiansformationplan consisted of communication feedback to the
productdevelopment teanthat took part in the maturity diagnosis. The target vision was presented as a
double maturity radagraph starting from the current vision to the improwgsion in terms of maturity.
Once improvement plan communication had taken place, the various improvgitigtites based on the
deployment action recommended by the roadmap and validated by top management were.launched
The main stages of this first improvement cycle were as follows: startup by the standardisation of
processes ftowed by the implementation of steering modes by visnahagement The last stage was
mainly directed towards teams taking on board the new operating methods and in develofgaghe
responsibility as regards project schedule planning, from a-drasgonal viewpoint and that of the
various professions involved.

6 Discussion

The application case for a leagile steering model in several divisions of a luxury industry organisation
enabled us to demonstrate the feasibility of the proposed approach. Moreover, the successful application
in the luxury industry confirms that the model can be adapted to the specifics of an industry while
concurrently pursuing both lean and agile objectives.

The deployment of numerous improvement initiatives has etiableumber of positive results to be
generated, measured by service ratio indicators, deliverables quality ratios, as well as in tenegoof

market One of thecompany product divisionsin particular saw an increase in its new product
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developnent service ratio of thirtypercent subsequent to the deployment of a series of improvement
activities based on leagile tools and techniques over a period of two consecutive years

Qualitative results were also perceived by product development teams. In fact, following the
implementation of improvement techniques such as they® andchecklists,the various sectors of
activity developed their responsibility for managing new progwojects. Sefdiscipline and increased

rigour in monitoring activities, the application of standards and steering action plans relative to projects
were noted by top managemenémberdn relation to project teams previously much less involved. The
initial operating procedure was restricted to doing what the project manager dictated should be done for
his project. Teams are now proactive and lay emphasis on the fact that the new product development
project is no longer the project manager’s projectthat of the multidisciplinary team steering it. In

other words, the initiatives carried out have enabled communication and networking enhancement
between various sectors of activity, enablingonstraints comprehension and integratioof each
professionalsector and, at the same time creating team cohesion, thus bringing dynamigrojett
steering. As a result, project progress is monitored in a much more fluid manner, which enables teams to
focus on real technical development problems and improventreagement of the related action plans.
Project teamanembershave developeabilities that enabléhem to ask the right questions at the right
time, which is supported by the expertise of product developstafitnow formally set out in the form

of visual standards. Tihis effect, the information and knowledge within the development acfloitys

much more efficiently by reducing wastage in development, the considerable waiting times experienced in
the past, irparticular.

In addition, amaturity level increasedllustrated by the development radgaphhas been noted by all the
divisions in the companyThe targets establish a year before were mostly achieved when deployment
activities had been conducted in line with recommendations. In fact, one sector of activity, for example,
had to revise its improvement strategy along the way due to changes at human resources and
organisational levels. Giwneghat the proposed approach was intentionally flexible, thitosevas able to

modify its objectives and review its selection of channels for improvement. A new progress plan was
establiskedthusintegrating new improvement requirement while taking into account actual maturity level.

In relation to the analysis phase, the associations made between malfunctions and objectivethenabled
improvementscopeto be extended. An initial stage consisting of linking malfunctions to potential levers
for improvement had been implemented beforehand. However, by not impilegnémd stage for
association with transformation objectives, only the levers relative to standards appeared to have potential
for improving activity. Nonetheless, the maturity diagnosis and interviews with product devetopme
teams cledy showed the need to go beyond standardisation alone. In other words, the approach proposed
acted as support for members in terms of decision aid, guiding and offering them a more extended vision
of the possibilities for improvement, at thkame time focussing on requiremgoth in terms of maturity

and in terms of an increase in transformation objectives

Teamsinvolvementin the field in the transformation approach had several positive effects on the
deployment of tools antechniquesn the rest otheteams. They were able to motivate their peers and
consequentlythe standards were tailored to operating needs, unlike theoretical standards imposed by top
management or external bodies

7 Conclusionsand prospects

The purpose of this research was to propose a leagile transformation model for product development that
would guide manufacturers in the construction of a road map and manage its deployment in line with both
lean and agile improvement objectives. The model supportsdédification and prioritisation of
improvement initiatives by focussing on the levers for improvement that meet the needs and objectives of
transformation, as well as the organisatiomaturity level. The methodology proposed was sudtdlys

tested with a number of product divisions of a major international firm, positioned at a high level on
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luxury product markets. The use of the proposed approach enabled the service ratio for new products to
be increased, as well as reducing thmdto Market for new products by creating a positive revolution
among development teamembersby its potential in terms ofommunication, steering, behmarking

and knowledge system

The leagiletransformatiormodel proved adaptable due to its compatibility with the specifics of the luxury
industry, at the same time ensuring flexibility to adjust to changes in strategy during transformation.
Moreover, the approach proposed generated actual added value in terms of -détifiormanagerial
players in the organisation, inducing them to stand back and take a hard look at their organisation strategy
while bringing them together to achieve a common vision of lean and agile improvement in the product
development preesses. In addition, the fact that the model is structured to give visinilithe right
activities to be carried out and deliverables expected for each improvement cycle enabled all parties
concerned to get involved in the transformation pracess

The initiative to restructurethe steering system is a good example which revealed a certain number of
malfunctions that had not previously come to light as they were concealed behind a lack of rigour in
steering new product projects. By improviggecific business processes, other proessse taken to a

higher level, while enabling the organisatimemberdo gain in maturity, not only from the standpoint of
adopting best practices but also in terms of state of mind and open attitude ta change

After implementing the proposed methodology, it was observed that this approach encounters limitations
when the number of objectives, enablers and actions increases. Implicitly, it is known that there is a clear
relationship between transformation objectives aotions to integrate o the transformation plan, but

this relationship has notet been mathematically formalized. This observatgmints us towards the
development of a model capable of defining directly and quantitatively the relationships among the
different objectives, enablers and actions. Sacmodel will not only be capable of establishing
objectively the besactionplan for a set of transformation priorities, but will also allow the development

of a decision support tool for the planning and the execution stages of the transformation.

For completevalidation and widespread scientific application, the model should also be tested in other
sectors andhdustries. Along these lines, we have already embarked upon a test in the production sector
of our partner firm. The model seems relatively simple to adapt to a sector of activity very different from
product development in terms of specific elements, processes and operating methodsnod€he
elements are being developed in order to adapt the levers and lean and agile techniques and tools to
production. Preliminary results show that the model can be used in sectors other than product
development. In addition, the modkploymenin the luxury industry aroused the attention of players in

the field of change manageméendm other industries such as pharmaceutics and hospitals, as well as
naval construction.

These players have seen high potential for the deployment of the model in their own sectors of activity by
simply adapting it to the specificand challenges they have to face. These sectors of activity thus
represent further prospects for research to confirnbe¢hefits of the proposed approach.
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MfTHODOLOGIE DE TRANSFORMATION LEAGILE EN DfVELOPPEMENT DE PRODUITS POUR
LOINDUSTRIE DU LUXE

RESUME : Les entreprises de |Oindustrie du luxe sont aujourdOhui soumises ~ une pression constante de la part des marchZs pour
dZvelopper et produire une plus grande variZtZ de nouveaux produits dans des dZlais toujours plus courts. NZanmoins, cela doit se
rZaliser en rZpondant tout " la fois aux critsres fondamentaux de IQindustrie tels que concevoir IQunique, rZaliser |Qextrayance, rendre le
produit ~ son plus haut niveau de qualitZ et se renouveler tout en maintenant intacte |Oimage de marque et IOZlitisme du produit.
LOamZlioration des processus de dZveloppement de produits par les paradigmes du lean et de 10agilitZ connus sous le terme @tglityE
peut apporter des rZponses " ces dZfis. Poursuivis conjointement, les objectifs du lean et de IQagilitZ se focalisent dOune part sur
I0Zlimination des gaspillages tout en crZant un flux continu sur la cha’ne de valeur et dOautre part, se concentrent sur un€ponse
proactive face " la demande des marchZs. Cependant, considZrant la multiplicitZ de techniques et dOoutils leagiles, il nOest gasimple
pour une organisation de sZlectionner les initiatives de transformation les plus performantes ainsi que les activitZs " rZaliser afin de
rZpondre efficacement aux besoins dOamZlioration spZcifique relatifs aux objectifs stratZgiques de IOentreprise. DZfinir, ddper et piloter
un plan de transformation cohZrent par rapport * la vision de IQorganisation et considZrant son nieau de maturitZ dOadoption des bonnes
pratiques en dZveloppement de produits requisrent une rigueur et une implication soutenue des membres de IOorganisation ainsiqu®une
vision claire des objectifs ~ atteindre lesquels sQillustreront par des rZsultats tamibles et mesurables. Reconnaissant cette difficultZ
industrielle, cette these propose une mZthodologie de transformation leagile en dZveloppement de produits permettant de conduire la
transformation dOune organisation sur tout son cycle de vie allant de @initialisation de la vision jusquau pilotage des initiatives
dOamZlioration leagiles de manisre incrZmentale. En dOautres termes, |Oapproche soutient les utilisateurs et les guide damsdonduite
dOun diagnostic de maturitZ, dans la sZlection des levier dDamZlioration appropriZs, dans le choix des outils et des techniques
dOamZlioration associZs ainsi que dans la construction et dans le dZploiement dOun plan dOintervention reposant sur une sZue
dztaillZe dOactivitZs prenant en compte les bonnes praques de la conduite du changement. Cependant, est-il possible de rZduire de
fason significative le temps de dZveloppement des nouveaux produits, appelZ le Time-to-Market (TTM), en rZvisant et en transformant
les processus de dZveloppement selon une dZmarche unique et applicable " divers produits de luxe et ce, sans nZcessairement recourir

" |Oadoption de nouveaux systemes dOinformation ou dOinnovations technologiques? COest * |0aide dOune mZthode de recherche
intervention, une mZthode qualitative de type transformative que la mZthodologie de transformation a ZtZ expZrimentZe " 1QintZrieur de
plusieurs divisions de produits dOun acteur important de |Qindustrie du luxe. LOapplication de la mZthodologie a gZnZrZ dé&sultats
positifs qui ont pu stre mesurZs " partir des indicateurs de taux de services, des indicateurs de taux de qualitZ des livrables ainsi qu®en
terme de TTM. Notamment, une des divisions de produits de IOentreprise a bZnZficiZ dOune augmentation de son taux de servicer le
dZveloppement des nouveaux produits de plus de trente pourcent tout en ayant un TTM en pente descendante. Les contributions sont
aussi multiples sur le plan scientifique. Sur le plan conceptuel, deux cadres dOanalyse permettant de mener une revue de laittZrature
des mod-l es et initiatives de crZation dOagilitZ et ddamZlioration selon les paradigmes du lean sont proposZs. Sur le plan stratZgiquen
cadre dOadoption et dOalignement de la performance permettant de guider les industriels dans les phases amont dOune dZmarothe
transformation en sOappuyant sur une approche d®amZlioration incrZmentale dOinitiatives leagiles est proposZ. Constituanptancipale
contribution de ce projet de recherche, cette mZthodologie de transformation leagile en dZveloppement de produits vise " construire et "
dZployer un plan dOamZlioration reposant sur une sZquence dOactivitZs permettant de piloter les diffZrentes initiatives dO#andtion
leagile au moment et ~ IOendroit o« elles le sont nZcessaires dans IQorganisation. Cette approche depilotage de transformation
stratZgique differe grandement des approches courantes d'amZlioration continue qui s'appuient en grande partie sur l'identification
d'opportunitZs d'amZlioration par le personnel et non pas par la direction.

Mots clZs : Transformation, AmZlioration des processus dOaffaires, Lean, AgilitZ, DZveloppement de produits,
Industrie du luxe.

LEAGILE TRANSFORMATION METHODOLOGY FOR PRODUCT DEVELOPMENT IN THE LUXURY
INDUSTRY

ABSTRACT . Luxury industry companies are subjected to constant pressure from markets to develop and produce more varieties of
new products in shorter delays. Nevertheless, this must be realized without compromising fundamental criterion such as designing
unique products, developing extravagance, achieving top quality level and renewing the offering while, at the same time, retaining the
brand image and elitism of the product. Lean and agile concepts, known by the term OleagilityO, offer potential answers foating these
challenges and to improve product development processes . Pursued together, lean and agile objectives focalize on waste elimination
while creating a continuous flow on the value chain. However, considering the large number of leagile techniques and tools, it is not easy
for an organization to select the most efficient transformation initiatives and the most adequate activities to be implemented to meet
achieve their strategic objectives. Defining, deploying, and steering a consistent transformation plan in line with the organisationOs vision
and its level of maturity in terms of adoption of best practices calls for rigour and considerable involvement of the organisation members,
as well as a clear vision of the objectives to be achieved. This thesis proposes a leagile transformation methodology for guiding
industrials in a product development organisation transformation along its entire life cycle from the definition of a clear vision to the
deployment of leagile improvement initiatives. The proposed approach supports users in conducting a maturity diagnostic, in selecting
appropriate levers for improvement, in choosing related tools and related improvement techniques with the aim of constructing, and
rolling out a transformation plan which relies on change management best practices. This thesis also demonstrates that it is possible to
significantly reduce the time to develop a new product, called time-to-market (TTM), in using a unique approach, by transforming the
product development processes without relying on technologies and information systems Indeed, according to an intervention research
method, a qualitative method of transformative research methodology, the proposed leagile transformation methodology was tested in
several product development divisions of an important actor within the luxury industry. The transformation methodology deployment has
enabled a number of positive results to be generated, measured by service ratio, deliverables quality ratios and in terms of TTM. One of
the company product divisions in particular saw an significant increase in its new product development service ratio of thirty percent while
decreasing its TTM. From a scientific point of view, this research has brought several contributions. Conceptually, two analysis
frameworks to conduct a literature review on existing models and initiatives supporting agility creation and lean in product development
were proposed. From a strategic point of view, a framework aiming to guide industrials in the upstream phases of their product
development transformation in using a leagile improvement incremental approach was also proposed. This framework constitutes the
principal contribution which is a complete transformation methodology guiding step by step change management of a product
development processes recasting in applying leanness and agility paradigms. The proposed approach aims at developing and deploying
an intervention plan relying on a detailed sequence of activities in order to pilot leagile improvement initiatives at the time and in the area
where they are necessary in the organisation. The proposed model favors a top-down approach which is atypical for a continuous
improvement program.

Keywords: Transformation, Business Process Improvement, Lean, Agility, Product Development, Luxury
Industry.



