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RESUME

Les projets deviennent des plus en plus collaldsratimme ils font intervenir plusieurs équipes
pour livrer des produits et des systemes complex@sollaboration impose un changement aux
pratiqgues de gestion de projets afin de mieux gé&®relations entre les parties prenantes et
contribuer efficacement aux succes et performanes projets. Plus spécifiquement, la
planification est identifiée dans la littératuremone une pratique centrale a la gestion de projets
qui influence I'efficacité de la collaboration. @edit, |a littérature sur la planification collalative

en gestion de projets est peu développée compamativt a d’'autres domaines de recherche
comme la gestion des chaines logistiques. De phugnajorité des études sur la gestion
collaborative des projets portent sur les projétsgdnierie et construction. Comme le contexte
influence la compréhension des pratiques et phénesnébservés, I'étude d’autres contextes de
projets offre des opportunités pour développerplagiques de gestion collaborative des projets,
plus spécifiquement la planification collaborative.

Cette these vise a explorer la nature et les @arstitjues de la planification collaborative dams |
contexte des projets de transformation d’affaifestte étude a été effectuée en partenariat avec
une entreprise industrielle. La méthodologie déheeche adoptée est exploratoire et en deux
phases. Une recherche-action participative a pemigsudier et comparer des cadres de
transformations d’affaires existants dans la Eire, et I'élaboration d’'un cadre de gestion de
transformation adapté au contexte du partenaingsiniel. Ensuite, une approche par étude de cas
multiples a permis I'analyse des processus actielglanification des projets de transformation
d’affaires. De plus, les dimensions et exigencelmdgeanification collaborative dans ce contexte
ont été identifiés. Ces résultats sont discutés larhiere de la littérature et les spécificités du

contexte organisationnel.

Cette theése contribue au développement de la peatq la planification collaborative en gestion
de projets, et a la littérature sur la contextadlism des projets en étudiant les projets de
transformation d’affaires et en proposant une adegut & un contexte organisationnel spécifique.
Les conclusions de cette recherche restent limaégscas étudiés et le contexte organisationnel
choisi. Etendre le nombre de cas et d’organisaitungdiés est une opportunité pour des recherches
futures sur le sujet de la planification collabv@ten gestion de projet.
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ABSTRACT

Projects are becoming increasingly collaborativéhayg include multiple teams to deliver complex
products and systems. Collaboration imposes chaonge®ject management practices to enhance
the coordination of relations between stakehold®d contribute efficiently to the success and
performance of projects. Specifically, planning baen recognized as a central practice to project
management which has an important influence oretl@ency of collaborative work during the
project. Nevertheless, project management liteeahas few studies exploring the concept of
collaborative planning comparatively with othergasch fields like supply chain management. In
addition, the majority of research on collaboratpmject management was performed for
engineering and construction projects. As conteXbsence the understanding and application of
concepts, the study of other project contexts sffepportunities to explore and develop

collaborative project practices, more specificaltyaborative planning.

The objective of this thesis is to explore the raand characteristics of collaborative planning in
the context of business transformation projectss $tudy was conducted in partnership with an
industrial organization. The research methodologgliad has two phases. First, a participative
action research approach allowed for an understgnoli the industrial partner’'s organizational
context. It also led to the analysis and comparsobusiness transformation frameworks in the
literature which supported the development and &diap of a business transformation framework
specific to the industrial partner’'s context. Seioa multiple case study approach led to the
analysis of current planning processes in the legsitransformation cases selected. Then, the
dimensions and requirements of collaborative plagmiere identified. These results are discussed

in light of the existing literature and specifietsi of the context of study.

This thesis contributes to the development of bolfative planning practice in project
management and to the literature on projects’ ocwnédization by studying business
transformation projects and proposing a framewalpéation to a specific organization. This
research’s conclusions are limited to the casesoag@hization selected. Extending the research
approach to cover more cases and organizationgsemis an opportunity for future research

efforts.
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CHAPITRE1 INTRODUCTION

Le contexte économique actuel est caractériséapaalbrisation du savoir et une croissance sans
précédent des changements technologiques. L’'oaeomslu travail a par conséquent évolué pour
s'adapter et la collaboration en est devenue uhg@ahérente (Engestrom, 2008), surtout pour
les projets qui comptent de plus en plus des éguipsgtidisciplinaires et diverses parties prenantes
internes et externes. Pour les projets, qui sost @lganisations temporaires de travail, la

collaboration permet la résolution de problemespleres par la mise en commun de ressources

et expertises diverses (Emmitt, 2010).

La collaboration représente aussi des défis ddogepbur les projets. Le travail collaboratif
requiert des efforts pour gérer les relations eimevidus, équipes, et organisations collaborant
sur le projet (Ollus, Jansson, Karvonen, Uoti ékdrtien, 2011). La présence de multiples parties
prenantes rajoute aussi de l'incertitude aux psopaii croit selon la nature des relations et
dépendances entre les collaborateurs. Des exerdpladifficultés de gérer la collaboration
seraient : la gestion de conflit entre les indigidla coordination de I'exécution simultanée de
plusieurs équipes, et l'alignement des objectifsles décisions entre plusieurs organisations
(Huxham et Vangen, 2005). La collaboration rajodbmc a la complexité et l'incertitude des
projets. Deux défis pour lesquels la planificatest proposée comme une solution (Christensen,
1985).

En gestion de projets, la planification peut éiéirde comme un processus de prise de décision
qui prépare I'exécution du projet. Elle peut étnssa définie comme une phase dans le cycle de
vie du projet qui précede la phase d’exécutionrégier, 2015). Au-dela de la variation dans les
définitions de la planification, il y a un consegslans la littérature sur sa valeur et sa contdbut

a la réussite des projets (Dov Dvir, Raz et Shert@03; Serrador, 2013). En fait, la planification
est considérée une pratigue centrale en gestignajiets qui augmente les chances de succes des
projets. Elle permet de réduire l'incertitude et lBsques associés au projet en assurant une
préparation adéquate des activités et des ressopoee atteindre les objectifs (Kerzner, 2013).
Historiquement, la planification était au coeur’dgdlution du domaine de gestion de projet. Une
évolution qui était centrée sur les techniquesldeification comme celles de 'ordonnancement
(Pellerin et Perrier, 2018). De plus, plusieurs &lesl de planification ont été proposés pour

s’adapter a la nature spécifique des projets, conesalifferences entre la construction et le



développement logiciel (Serrador, 2015). Ceci lgi$, études de la planification en gestion de
projets selon une approche par processus sont cativeaent peu fréquentes. Peu de recherches
investiguent le déroulement des activités de laifitation des projets, les réles dans ces prosessu

et les outils technologiques qui les supportent.

La planification et la collaboration sont deux cepts dépendants du contexte du projet.
L’approche de planification et la dynamique du #&ikeollaboratif dans le projet varient selon
plusieurs facteurs contextuels, surtout la catégdu projet et les organisations impliquées
(Klimkeit, 2013). La littérature en gestion de ptgj traite majoritairement des contextes de la
construction et des technologies de I'informati8arfador, 2015). L'étude d’autres contextes offre
des opportunités de compréhension plus fine desidsen gestion de projets et le développement
de pratiques plus adéquates aux réalités desett®projets (Niknazar et Bourgault, 2017). Dans
cette recherche, les projets de transformatiorfalfes ont été choisis comme contexte d’étude.
En fait, les pratiques actuelles de gestion degtsaje sont pas toutes adaptées au contexte de la
transformation d’affaires (Cha, Newman et Winchl&0

La transformation d’affaires peut étre définie combensemble des approches qui introduisent
des changements radicaux dans les organisatiomsiyyen des bénéfices d’affaires importants, le
tout relativement a la réalité des organisationgdfase, Parry, Valerdi, Nightingale et Mills,
2011). La transformation d’affaires utilise des @aghes holistiques qui prennent en compte toutes
les dimensions d’'une organisation; la stratégie,decessus, les technologies, et les gens. La
transformation d’affaires est caractérisée parawx t’échec important qui varie entre 40 et 70
pour cent (McKinsey, 2008b; Nohria et Beer, 20Q@s initiatives de transformation d’affaires
ont un impact important sur la performance des rasgdéions, et méme leurs survies dans leurs
marchés (Faeste, Hemerling, Keenan et Reeves, .2Dd4)estion de projets et la gestion des
programmes sont considérées des facteurs de qumodes initiatives de transformation d’affaires
(Uhl et Gollenia, 2013). De telles initiatives @ffit un contexte riche en opportunités de

développement des pratiques en gestion de prejedg, la planification en particulier.

Spécifiquement, établir et tirer parti des liensrerda planification et la collaboration dans le
contexte des transformation d’affaires peut étre piste d’amélioration des chances de succes de
cette catégorie de projets. En gestion de prdggsmpacts de la collaboration sur les processus

de planification ont été peu discutés (ShelbounydBlaghem, Anumba et Carrillo, 2005). Dans



d’autres domaines de recherche, la planificatidialoorative a été proposée comme une approche
intégrant la collaboration dans les processus aeiffitation. Par exemple, dans le domaine de la
gestion des chaines logistiques, la planificatioltaborative est définie comme une approche de
planification qui met en commun des entités diverde planification dans la chaine logistique
pour produire un plan (Stadtler, 2009). Un meillemgagement des parties prenantes dans la
planification puis I'exécution du plan peut étrentienné parmi les bénéfices d’'une telle approche

qui reste encore peu développée en gestion det.proje

Ainsi, l'intérét de cette recherche comprend qutiteenes variés et inter-reliés; la collaboration en
gestion de projets, la planification des projeassdntextualisation des projets, et les liens datre
planification et la collaboration sous la formdalelanification collaborative en gestion de prejet
Cette thése a donc pour objectif d’explorer lesdientre la planification et la collaboration dans
le contexte des projets de transformation d’affaire’approche de recherche adoptée est

exploratoire et investigue trois aspects :
1) Les caractéristiques des projets de transformaf@ffaires comme le contexte d’étude;
2) L’état des lieux des processus de planificationpegets; et
3) La nature des liens entre collaboration et plaaifan pour cette catégorie de projets.

Cette these commencera par une revue de la littératr la gestion de projets collaboratifs, la
planification collaborative, et la contextualisatides projets. La revue vise a faire un état eéex li
des recherches sur chaque théme et les lier pentifiér les écarts justifiant la pertinence de ce
projet doctoral. Le Chapitre 3 débutera par lafotation des objectifs spécifiques de la recherche
puis détaillera la méthodologie de recherche églid.e Chapitre 4 présentera sommairement les
résultats de recherche qui seront exposés en déiasl forme d’articles scientifiques dans les
chapitres 5 a 8. Le Chapitre 9 portera sur unaudgon de certains éléments communs entre les
quatre articles ainsi que des contributions sdigugs de cette recherche. Finalement, cette these
conclura par une révision des défis et limitatiolesrecherche pour introduire des avenues de

recherches futures.



CHAPITRE 2 REVUE DE LA LITTERATURE

Pour positionner le sujet d’'intérét pour cette ¢ghda planification collaborative en gestion de
projets, ce chapitre débutera par une revue dédieature sur la collaboration en gestion de pgspje

sa nature et les pratiques de gestion collabosaties projets. La planification sera par la suite
ciblée pour parcourir les études qui ont portdlesitiens entre la collaboration et la planificatio

en gestion de projets et aussi dans d’autres chatepsecherche. Les deux concepts de
collaboration et de planification sont caractérig¢snfluencés par le contexte d'étude et la
catégorie de projets considérée. Ce chapitre candanc par clarifier la contextualisation des

projets et les travaux clés qui en traitent darstéature.

2.1 La collaboration en gestion de projets

Cette section explore les études dans le domaink dstion de projets collaboratifs. Elle
commencera par discuter la définition de la coltabon dans le contexte des projets et son
influence sur I'évolution de la gestion de projétsr la suite, les directions de recherche dans la
littérature seront discutées pour indiquer un acsenl’étude des relations interorganisationnelles
et le développement des technologies de suppartallaboration. Une attention particuliere sera
portée sur les activités et pratigues de planificaen collaboration qui indique un manque
d’approches systémiques pour étudier le sujethetprédominance du contexte des projets en
ingénierie et construction. Cette section concfjua la planification collaborative en gestion de

projets reste un concept a explorer.

2.1.1 La nature collaborative des projets

Le dictionnaire Larousse définit le verbe collabotemme : qarticiper avec un ou plusieurs
autres a une ceuvre commung.arousse, s.d.). Une interprétation possiblaisee considérer
chaque effort qui nécessite le travail de plus guhdividu comme collaboratif. Une analogie
similaire indiquerait donc que tout projet inclaitdollaboration par défaut, et que qualifier urjgtro
par collaboratif serait redondant. Il est donc imigat de situer la collaboration par rapport a la
gestion de projets. En fait, la collaboration senifieste a plusieurs niveaux : entre des individus,
entre des équipes, entre des organisations. Eingdstprojets, différents niveaux de collaboration
requierent des efforts de gestion et surtout dedioation différents (Nunamaker, Romano et



Briggs, 2003). De plus, la collaboration est intétge différemment selon la perspective des
participants et elle varie selon son contexte diapfion et d’étude (Henneman, Lee et Cohen,
1995; Wood et Gray, 1991). Ceci dit, les différentifinitions de la collaboration dans la

littérature partagent certains éléments dont :
1) La participation de plus qu’une entité organisatilte,
2) La mise en commun de ressources (humaines, fimascidatérielles, etc.), et
3) L’action vers une vision ou un objectif commun.

Pour cette étude, l'intérét sera pour les projatplas que deux entités organisationnelles mettent
en commun leurs ressources et expertises poualiaation d’'un objectif commun (Klaus, 2009).
Ces entités peuvent étre dans la méme organiqatiosmorganisationnelles) ou a travers plusieurs
organisations (interorganisationnelles). Les pspjqui peuvent étre qualifies de collaboratifs, se
distinguent par I'intervention de multiples part@&nantes avec des expertises et des ressources
complémentaires (Emmitt, 2010). Ce sont aussi degts dont la complexité des produits et
systémes a livrer est augmentée par la compleggéalations et interactions a gérer lors de leurs
livraisons (Davies et Brady, 2000), surtout quahd’agit d’équipes dispersées (Bourgault et
Daoudi, 2014).

La collaboration est colteuse et difficile & ggraur les organisations (Huxham et Vangen, 2005).
Engestrom (2008) suggere que la collaboration est forme d’organisation du travail qui
correspond a une transformation des exigences lssce&t économiques. Elle est aussi une
transformation des cultures et surtout des stylpsatiques de gestion des organisations (Blackler,
Crump et McDonald, 1999). Le caractére temporadeqtojets accentue les défis de gestion de la
collaboration et intensifie I'évolution des pratepude gestion de projets pour s’'adapter aux
exigences du travail collaboratif (Niebecker, Eagteubitza, 2008).

2.1.2 La gestion de projets collaboratifs

Le changement dans la nature du travail dans legetpret la croissance des besoins en
collaboration ont changeé les pratiques de gestgordjets d’un accent sur les activités a un accent
sur les produits et les connaissances (Klaus, 2@&risto et van Fenema (1999) utilisent une
typologie des approches de gestion de projets saldispersion des équipes. lls argumentent que
I'évolution des projets d’'un modele traditionnelles équipes sont colocalisées vers des modéles



plus dispersés impose des développements aux yeatej techniques de gestion de projets pour
s’y adapter. De plus, la collaboration requiertefiiort de communication et de coordination plus

intense (Helbrough, 1995). Nunamaker et al. (2808pérent que le mode de collaboration dépend
de l'intensité de coordination et de la structieguise des processus. Ils proposent trois niveaux
de collaboration : travail collectif, travail coanohé, et travail concerté. Au niveau concerté, la
gestion de projets requiert une attention pargicala la coordination. Le tout renforce le besain d

faire évoluer et développer la gestion de projetses pratiques pour relever les défis des projets

collaboratifs et leurs complexités (Moody et Dodys2006).

La littérature sur la gestion de projets collabisatest développée suivant deux directions (Ollus
et al., 2011):

1) La gestion de la collaborationdes études et pratiques qui permettent uneogestiicace
de la collaboration lors de la livraison des pmmjdta collaboration est étudiée selon
plusieurs perspectives comme la gestion des rektimterorganisationnelles pour
optimiser le travail collaboratif, ou l'utilisatiodes technologies de I'information pour
supporter le partage des informations et I'exécuties taches collaboratives. Par exemple,
dans les projets de construction I'utilisation detgforme de partage des données facilite

le travail collaboratif pendant I'exécution du mbj

2) La gestion en collaboration vise a intégrer la collaboration dans les appescde
planification, d’exécution et de contréle des pi®j&a collaboration est étudiée comme un
attribut des processus de gestion de projets colmmhesign des produits et le contrdle de
la performance du projet. Par exemples, intégremaatiques et techniques collaboratives
améliore la qualité des activités de design deyited

Les paragraphes suivants discutent des tendancgsldaque direction de recherche en fournissant

des exemples d’études dans la littérature.

2.1.3 La gestion de la collaboration

Les études dans cette catégorie s’intéressent guistions de recherche du typecomment
améliorer la gestion de la collaboration dans legeps?» Elles proposent donc des cadres

différents de gestion de projets collaboratifs mettent I'accent sur la gestion des relations



interorganisationnelles et le développement den@olgies et outils de support (Shelbourn et al.,
2005).

La recherche en gestion de projets collaboratééacentrée sur des contextes ou les relations
interorganisationnelles sont cruciales a la réassitomme la construction (Matinheikki, Artto,
Peltokorpi et Rajala, 2016), le développement deveau produit (Zhang et al., 2009), et la
recherche universitaire (vom Brocke et Lippe, 208®ucturer et gouverner ces relations améliore
I'efficacité de la collaboration lors de la livrais des projets (DeFillippi et Sydow, 2016; Vangen,
Hayes et Cornforth, 2015). La gouvernance desioekinterorganisationnelles vise a établir une
balance entre la flexibilité de s’adapter aux besdie chaque projet et la standardisation pour une
meilleure efficacité d’exécution pour les organsas. Chakkol, Selviaridis et Finne (2018)
trouvent que Iutilisation des standards de coltaion comme ISO 44061améliore la
gouvernance des relations entre les collaboratwprojets. Ills suggerent que I'adoption de tels
standards soit un prérequis pour participer a dgefs collaboratifs. La tendance est en fait vers
le développement des réseaux organisationnels @ataples des projets (Bengtson, Havila et
Aberg, 2018; T. Braun, 2018; Chakkol et al., 2013ci permet aux organisations de développer
des relations et préparer les aspects intangiklésabllaboration qui nécessitent du temps, comme
la confiance entre les partenaires. Le développenetels réseaux accélére la prise de décision
critique dans les projets collaboratifs (Wen, Qiahgloor, 2018). D’autres approches sont aussi
proposées, comme l'alignement entre les partenaivesprojets en utilisant des mesures de
performances communes et connectées (Niebeckley 20@8) ou I'utilisation de cadre de gestion
de la qualité de la collaboration pendant le préjxetrich, Eskerod, Dalcher et Sandhawalia,
2010).

Il reste que lors de I'exécution des processustetites des projets, la gestion de la collaboratio
est encore nécessaire surtout en termes de cobodirentre les parties prenantes. Une portion
assez importante des recherches sur la gestiomogitspcollaboratifs s’est donc portée sur le
développement de cadre et outils technologiques papporter la collaboration. L'avenue
technologique a été parmi les premieres piste®ldéians explorées pour aider a mieux gérer la
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collaboration dans les projets et améliorer la dmation et la communication (Helbrough, 1995;
Kurbel, 1994). Une partie de ces technologies, l@egeGroupware, facilite I'interaction entre les
individus et le partage des informations sur léw@&és (Boughzala, 2007; Harley, 2011; Schmidt
et Bannon, 1992). Pour des projets avec des psodugystemes complexes, les technologies de
modélisation, comme le BIM (Building Information Meling) sont aussi utilisées comme des
plateformes de collaboration (Dossick et Neff, 2(Haahui, Xueyuan et P., 2019; Kerosuo, Maki
et Korpela, 2013; I.-C. Wu et Hsieh, 2012). Le paia départ est la modélisation du systeme ou
du produit a livrer par le projet en utilisant unaquette numérique. Les informations sont par la
suite partagées et échangées sur les différentettda du systeme. Xu, Ming, Song, He et Li
(2014) proposent d’améliorer ces outils en ajoutant aspect plus systémique aux outils
technologiques en tenant compte de : la décompnositu produit (PBS — Product Breakdown
Structure), la décomposition des activites (WBS -erkVBreakdown Structure), et de la

décomposition organisationnelle (OBS — Organisafi@meakdown Structure).

La littérature a principalement traité des relatiamerorganisationnelles et le développement des
technologies de support a la collaboration (Xu let 2014). L'utilisation des technologies
d’information n’est pas suffisante pour une collabion efficace dans les projets, il est nécessaire
de la lier aux aspects organisationnels et hundenka collaboration (Nidiffer et Dolan, 2005).
Shelbourn, Bouchlaghem, Anumba et Carrillo (200Wiquent qu’'une collaboration efficace
repose sur les aspects humains (40 %), les asmtisologiques (26 %), et les processus et
procédures de travail (34 %). Les études qui maiies processus et proceédures en lien avec la
collaboration sont plus dans la catégorie dgrer les projets en collaborationcar leur accent
est sur comment les activités de la gestion deefggjexécutent de maniéere collaborative.

2.1.4 La gestion en collaboration

La question clé pour cette catégorie d’études esbmment gérer de maniéere collaborative les
projets?» Quoique les activités de gestion de projets stitat tout au long du projet selon
plusieurs groupes de processus (Project Managdnstittite, 2017), les recherches en gestion de
projets collaboratifs se sont concentrées surresigres phases du cycle de vie du projet, surtout

les activités en lien avec la planification.

Les premiéres phases du cycle de vie du projetioatinfluence directe sur le déroulement et la

performance de I'exécution du projet. En lien algecollaboration, un des facteurs importants



pendant ces phases est I'implication et la padityn des parties prenantes (Kolltveit et Grgnhaug,
2004). En effet, le manque d'implication des parpeenantes tot dans la vie du projet, et surtout
pendant sa planification, diminue la qualité desables du projet (Heravi, Coffey et Trigunarsyah,
2015). Les processus de planification offrent likgations optimales pour inclure des parties
prenantes afin qu’elles puissent influencer lessildas sur la livraison des projets. C’est pourquoi
plusieurs études se sont attardées sur la colliron@endant ces processus et dans des activités

spécifiques.

Les études les plus fréquentes portent sur lalmidion pendant les activités de design du projet.
Plusieurs méthodes proposées utilisent les techieslae I'information. Par exemple, Anumba,
Ugwu, Newnham et Thorpe (2002) décrivent le poetuffutiliser des systemes agents comme des
outils supportant le processus de design. Un aggtnine entité informatique qui traite un ensemble
de données suivant une séquence d’activités tounteragissant avec d’autres agents ou des
interfaces utilisateurs. Les systemes de moddisates produits comme le BIM ont été aussi
suggérés comme des outils d’aide a conceptionalitdat la collaboration lors du design (Liu,
van Nederveen et Hertogh, 2017; Oh, Lee, Hong ebgle2015). D’autres études utilisent la
colocalisation des équipes comme la base d’'uneoaperde design en collaboration. Mark (2002)
décrit 'approche de collaboration extréme (XC -trEme Collaboration) développée a la NASA
(National Aerospace and Spatial Agency) qui peressentiellement de grouper les différentes
disciplines dans un seul espace physique et utléseoutils de partage d’information. Garcia,
Kunz, Ekstrom et Kiviniemi (2004) ajoutent deux @insions a I'aspect de colocalisation physique
en ajoutant la modélisation du produit et la maddion de I'organisation et des processus. Ce
modele appelé Tripod a été testé dans des projetgdierie et construction.

Comme pour les activités et décisions de desiglescde la planification des projets requierent
aussi du support de communication et de coordinakéms un contexte collaboratif (Kurbel, 1994).
En représentant le projet comme des agents dispersynamiques de planification, Knotts, Dror
et Hartman (1998) proposent un processus de ptatidin qui sépare et décompose les activités et
les équipes en premier, puis les rassemble poudeiran groupe les scénarios de planification en
utilisant une modélisation des activités selon ammilisme inspiré des circuits électriques. Les
auteurs discutent principalement d’un ordonnancéndgnamique des activités du projet en
incitant la collaboration entre les différentes ipga impliquées. D’autres recherches ont aussi
étudiés la collaboration lors de I'ordonnancemees$ dctivités en développant des modéles



10

spécifigues d’ordonnancement qui intégrent la baoltation comme des contraintes (Baudin,
Bonnal, Nicquevert et Ruiz, 2013), ou en utilisales techniques de simulation comme les
systemes agents (Knotts et Dror, 2003; S. Wu ealk@003; Zhang et al., 2009).

Cependant, il n'est pas toujours possible de rgggotoutes les equipes participantes dans un
projet, surtout pour des équipes dispersées. B fdudonnancement est une partie des décisions
de planification des projets complexes qui se daplusieurs niveaux entre les organisations
collaboratrices (Hans, Herroelen, Leus et Wull2k)7). Au niveau de planification tactique, Ren,
Anumba, Hassan, Augenbroe et Mangini (2006) pramtosee approche utilisant une plateforme
informatique appelée-engineering hulgui offre un espace de collaboration pour la pdse
décision en planification. Les auteurs utiliserst peocessus et techniques de planification offerts
dans les référentiels comme le PMBQRroject Management Institute, 2017) et les iredgdans
une plateforme de partage d’information sur le wedvantage principal noté par cette recherche
est une transparence et visibilité améliorée sudéisions de planification qui induit des liees d
confiance plus forts entre les organisations padittes au projet. D'autres plateformes
technologiques ont aussi été promues pour suppanteiplanification collaborative des projets.
En construction, des outils basés sur le BIM soop@sés pour accompagner la prise de décision

lors de la planification (Tallgren, 2018; Tallgrédoupé, Johansson et Andersson, 2015).

Shelbourn, Bouchlaghem, Anumba et Carrillo (2008)iquent que la littérature sur la gestion
collaborative des projets s’est concentrée surtaison de modeles et outils technologiques. Le
méme groupe de chercheurs a démarré une initidéveecherche pour évaluer et explorer la
planification en collaboration des projets dansdistrie de la construction : le PIECC (Planning
and Implementation of Effective Collaboration withConstruction) (Shelbourn, Bouchlaghem,
Anumba et Carrillo, 2006b). Son objectif était developper un modéle de prise de décision
stratégique pour guider les organisations a pkanlés pratiques collaboratives et les implanter
dans lindustrie de la construction. La méthodadode recherche est basée sur des données
collectées suite a des entrevues semi-structutédssequestionnaires. Ces données visaient a

établir les besoins des organisations, des gesti@mde projets et des usagers. La collecte de

2 Project Management Body Of Knowledge: un réféegmgiiblié par le PMI (Project Management Institugaj le

corpus des connaissances en gestion des projets.
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données est consolidée par une revue de la littératr la collaboration dans la construction et
dans d’autres industries. L'analyse suggere quaatiaboration efficace devrait trouver I'équilibre

entre trois domaines stratégiques : les affaiessgéns et les technologies (Shelbourn et al.,)2007
Le travail collaboratif se traduit généralement das méthodologies de travail différentes. Par
conséquent, un travail collaboratif efficace sdiségar le biais d’'une innovation du design et des
conceptions de la collaboration qui dépassentuétsanformatiques et inclut des stratégies pour
approcher l'organisation (processus d’affairesjoviset objectifs) et les ressources humaines

(culture, engagement, etc.).

Le PIECC est une des rares recherches qui a adeessge en place d’'une collaboration efficace
en lien avec les processus de la planification@maniere systématique incluant autant les aspects
procéduraux, organisationnels et technologiqueaufdés études existent qui parlent des liens
entre la planification et la collaboration, maiteglrestent limitées a un aspect spécifique. Par
exemple, Thomas, Jacques, Adams et Kihneman-W¢2068) traitent de l'intégration des efforts
de batir les équipes aux processus de planificatioring (2007) discute de la participation du
public a travers des groupes d’influence dansdaiptation des projets d’infrastructure d’énergie
eolienne. Boyce, Dainty et Thorpe (2012) réitetantaleur d’'une planification en collaboration
des projets et proposent une méthodologie de ptatidn en collaboration qui utilise des outils

de documentation et d’amélioration des processus.

Les projets collaboratifs requiérent la participatide plusieurs parties prenantes a un objectif
commun par le partage de ressources et compéteagéss. La gestion collaborative des projets
offre des pratiques qui visent autant une meill@@stion de la nature collaborative des projets et
une gestion en collaboration des projets. Une grgraitie de la recherche a été centrée sur la
gestion des relations interorganisationnelles. défs interorganisationnels de la collaboration
sont accentués par la nature temporaire des pageatme organisation de travail. Aussi, plusieurs
études proposent et développent des outils tecioples pour supporter le travail collaboratif
pendant les projets. Cependant, les accents gsilimi@nsion organisationnelle ou la dimension
technologigue seulement se sont avérés moins eficqu’'une perspective plus inclusive de la
collaboration qui incorpore aussi I'aspect processa planification en tant que phase qui arrive
tét dans le cycle de vie des projets regroupe desepsus ou I'implication des parties prenantes a

démontré une influence majeure sur le succésgpetrfarmance des projets. La littérature a proposé
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des approches de planification qui améliorent lapasante collaborative pour certaines activités

comme le design.

Toutefois, la gestion en collaboration des projetde moins développée, plus spécifiguement
comment planifier un projet en collaboration. Dalesutres domaines de recherche comme en
gestion des chaines logistiques ou en gestion rmaanufére, la notion de planification
collaborative a été explorée, développée, et avgr@a valeur. Une telle pratique permet aux
différentes entités de planification de particigerla définition du plan et pour assurer un
engagement plus élevé dans son exécution. En ¢egrnerojets d’'ingénierie et de construction ont
la part de lion dans les recherches et étudessdsucda gestion collaborative des projets. D’autre
catégories et contextes ont marqué leur présenceneola recherche et développement. Le
contexte d’étude influence la nature et les pratsqde gestion de projets (D Dvir, Lipovetsky,
Shenhar et Tishler, 1998) surtout quand il s’agitcdncepts tres liés aux facteurs humains et
organisationnels comme la collaboration et la fieation. L'exploration des pratiques
collaboratives de gestion de projets dans d’'autoggextes que l'industrie de I'ingénierie et la

construction représente une opportunité de reckerch

La planification collaborative et la contextualisat des projets seront discutées dans les deux

sections suivantes.

2.2 La planification collaborative

Comme mentionné dans la section précédente, |#ip&ion joue un réle d’influence important
sur I'efficacité du travail collaboratif et son it sur le succes des projets. Cette section d@bute
par introduire la planification des projets, puiscdtera de la planification collaborative comme
concept dans domaines de recherche pour confirnser fan I'opportunité d’explorer une telle
pratique pour la gestion de projets.

2.2.1 La planification des projets

La planification est une pratique de gestion quipe de réduire les risques et les incertitudes
(Christensen, 1985) et dont les définitions et méthogies varient selon le domaine d’application

(Pinedo, 2009). En gestion de projets, la planifocepeut étre définie a la fois comme un processus
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et aussi comme une phase du cycle de vie du p®gon le PMBOR, la planification est un
ensemble de processus qui permet d’établir la paitéorojet, de raffiner les objectifs, et de défin
la séquence des actions requises pour les attejRdogect Management Institute, 2017). Selon
PRINCEZ, la planification est 'ensemble des processuspgunettent la création et le maintien
d'un plan de projet; un document qui décrit lesadgtnécessaires pour l'atteinte d’'une cible
spécifigue du projet (Office Of Government Commer2e09). Serrador (2015) utilise une
définition plus inclusive de la planification comiagphase qui préceéde I'exécution dans le projet.
Meredith et Mantel (2009) indiquent que la plardfion vise a définir la direction et les objectifs
pour I'exécution des actions du projet. De plugl#aification des projets peut étre définie comme
un processus de prise de décision (Baldwin et Bp2itll4) qui permet de répondre aux questions
suivantes (Melton, 2008) :

- Pourquoi? Examiner les motivations et les bénéfices d’adimmue le projet doit satisfaire;
- Quoi? Définir les objectifs du projet et les livrablaseadus;

- Quels sont les scénari@Découvrir les scénarios possibles pour atteiresabjectifs;

- Commen® Identifier I'approche et les activités détaillgemir atteindre les objectifs;

- Qui? Identifier les ressources requises pour chaguatact

- Quand? Déterminer la séquence des activités et leursedusd

- Combier? Estimer et budgéter les codts et la quantité elesources requises.

Pour aider a répondre a ces questions, des ted@migl planification ont été développées. La
majorité de la recherche portant sur ces techniglie®resse a I'ordonnancement (Pellerin et
Perrier, 2018). Ceci peut s’expliquer en partie leaccadre historiqgue du développement du
domaine. La gestion de projets comme un champderehe est apparue dans les années aprés-

guerre (1950 — 1960) avec I'’émergence des techsidimedonnancement tel que CPM (Critical

% Project Management Body Of Knowledge: un réféegmgiiblié par le PMI (Project Management Institugaj le

corpus des connaissances en gestion des projets.

4 PRoject IN Controlled Environment : une méthodegestion de projets qui a été développée commeaumalard

pour le gouvernement britannique. C’est maintenacnnu comme un des référentiels en gestion detpro
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Path Method) et PERT (Program Evaluation and Revieehnique). Elles sont inspirées du
domaine de la gestion manufacturiére (Baldwin etBlb, 2014). Dans la littérature, les termes de
planification @lanning et ordonnancements¢heduling sont souvent utilisés de maniere
interchangeable. Cela peut induire une mauvaiséseptation de la planification des projets et la
réduire a I'organisation temporelle des activitéglsment (Melton, 2007). L'ordonnancement est
principalement lié a la composante temporelle dédaification du projet. Il vise a déterminer la
meilleure organisation des activités et quand etlegraient étre commencé pour optimiser
I'exécution du projet (International Project Managt Association, 2015). Les études sur les
techniques d’ordonnancement sont abondantes ebggnpdes modeles qui visent a optimiser la

durée et le codt total du projet (Pellerin et Rer2018).

La planification des projets est un processustifégai s’étend tout au long du cycle de vie du
projet (Kerzner, 2013). Le processus lie les sausgssus de planification a ceux du contréle et

suivi (voir la Figure 2-1).

Description
Définition des des activités et Séquengage Génération de Estimation et
objectifs des des activités I'échéancier budgétisation
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©
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Figure 2-1. Les processus de planification et éaties projets (adapté de Kerzner 2013)

Indépendamment de la variété des définitions,erdibn accordée a la planification dans la
littérature est une indication de son importanceoet réle central en gestion de projets. Dans les
référentiels de gestion de projets, la planifiaatiola majorité du contenu. Dans le PMBOK les
processus de planification représentent 48 pour @es processus recommandés pour gérer un
projet (Project Management Institute, 2017). Il yua consensus dans la littérature sur la
contribution de la planification a augmenter learates de succes des projets (Dov Dvir, 2005;
Dov Dvir, Raz, et al., 2003). Dans une revue déttérature sur les liens entre les efforts de

planification et le succés des projets, Serradot 32 conclut que la planification est associée au
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succes des projets. Les bénéfices de la plandicatont multiples. Selon Kerzner (2013), il y a

quatre motivations pour la planification des prejet
1) Reéduire I'incertitude;
2) Améliorer 'efficacité de I'exécution du projet;
3) Obtenir une meilleure compréhension des objedifs;
4) Etablir une base pour le controle et I'évaluatiortcvail.

En résumé, la littérature en gestion de projeteales définitions variées de la planification qui
partagent deux dimensions principales : I'aspeotgssus et la prise de décision. Il y a aussi un
consensus sur I'importance de la planification pooe exécution efficace du projet et pour
améliorer les chances de réussite. L'évolutionad@therche sur la planification a été centrée sur

ses techniques, principalement celles de 'ordooaiaent.

2.2.2 La planification collaborative dans d’autres domaires

Dans la littérature sur la gestion de projets taliatifs, le terme planification collaborative & ét
utilisé pour indiquer des concepts difféerents. Daagains cas, la planification collaborative
indique un modéle d’ordonnancement des activitéient compte de la collaboration sous forme
de contraintes (Baudin et al., 2013). Dans d’'autas la planification collaborative décrit des
cadres de gestion et d’exécution des projets amiiiis (Shelbourn et al., 2006a). Outre cela, dans
d’autres domaines de recherche, comme la gestisnchaines logistiques, la planification

collaborative a été définie et développée différeamm

Dans les recherches sur les chaines logistiquetatéication collaborative est définie comme un
processus conjoint de prise de décision entre deystusieurs partenaires afin d’aligner leurs plans
individuels, coordonner leurs efforts et optimises résultats de la chaine logistique (Stadtler,
2009). Chaque membre de la chaine logistique aregses processus de planification et de prise
de décision (voir la Figure 2-2). Kilger et al. (&) qualifient ces processus locaux de planificatio
de domaines locaux de planificatioh.ecal Planning Domains. Chague membre de la chaine
logistique a son domaine local de planification|' @jectif de la planification collaborative est
d’assurer un domaine commun de planification elesgyartenaires avec une solution globale la

plus optimale possible au niveau de la chaine togis.
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Domaine de planification collaborative
Chaine logistique

Partenaire 1 Partenaire 2 Partenaire n

Domaine local Domaine local Domaine local
de planification de planification de planification

Processus de Processus de Processus de
planification planification planification

Processus de Processus de Processus de
coordination coordination coordination

Collaboration

Figure 2-2. Domaines de planification collaborative

Les approches de planification collaborative dane ahaine logistique sont influencées par

plusieurs facteurs (Hollmann, Scavarda et Thom&5R0 es plus importants sont :

1) La structure du réseau logistique et son impackesorodele de prise de décision;
2) La nature des informations échangées et leurs dyguas d’échanges; et
3) Les approches de modélisation et de résolutiorpdasemes de planification locaux et

collaboratifs.

La structure du réseau logistique influence prialgment les décisions de planification stratégique
comme la mise en place de partenariat (Azevedocahms et Sousa, 2005). La nature et les
mécanismes d’échanges de l'information définissemtmodeéles de partage qui spécifient par
exemple les types, les formalismes, et les fréeqeernequises du partage des données (Ito et Rizal
Salleh, 2000). Et les approches de modélisationeserd’intermédiaires pour optimiser le
processus collaboratif et balancer les élémentuboet communs de planification (Kilger et al.,
2008).

Une des différences entre les chaines logistiquies @rojets est I'aspect temporaire. Les chaines
logistiques comptent plus des relations et despariats qui s’étendent sur des années et pour
lesquels les organisations peuvent prendre du tempatir. La répétabilité des processus de
planification collaborative a plus d’effet économégdans le contexte des chaines logistiques que
pour les projets ou I'aspect temporaire restreintdriode de retour sur investissement. Ceci dit,
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d’autres domaines ont aussi cet aspect temporainatilisent des notions équivalentes de
planification collaborative; comme dans le domaimktaire (McKerney, 2000), ou en urbanisme
(Healey, 2003).

Dans tous ces domaines qui appliquent la planifinatollaborative, un des points communs est
I'utilisation d’approches et de cadre qui incluemites les dimensions pertinentes au domaine. Par
exemple, les processus manufacturiers sont imgeréamnchaine logistique et sont intégrés dans la
planification collaborative (de Kok et al., 200Bans les opérations militaires, les réseaux locaux
des régions de conflits sont primordiaux et somiu® dans la planification dite conjointe
(Mccauley, 2011). L’équivalent de cet effort n’sspancore était fait pour les projets collaboratifs.
En partie & cause de I'importance du contextegfiidication et I'intégration des dimensions a la

planification collaborative seraient dépendantesahiexte des projets etudiés.

2.3 La contextualisation des projets

La revue de la littérature sur les projets collakits et la planification collaborative indique dee
contexte des projets étudiés a une influence sdéveloppement des pratiques de gestion. Cette
section discutera donc de la contextualisationpdeets et les sujets qui S’y attachent.

Un projet peut étre défini comme une organisatiemporaire qui vise a livrer un objectif
spécifigue. Comme tel, chaque projet se distingpariet est caractérisé par des spécificités qui
justifient une adaptation des pratiques de gegmv Dvir, Shenhar et Alkaher, 2003). Engwall
(2003) argumente que I'étude des structures eigpes des projets devraient étre analysées en

relation avec les éléments de son environnement.

En fait, les caractéristiques du contexte d’'un girapfluencent sa gestion et sa performance.
Shenhar et al. (2005) indiquent que linfluence chntexte organisationnel nécessite une
adaptation des pratiques de gestion de projetspégificités de la compagnie. lls étudient des
projets et programmes a la NASA pour identifier tigsts d’'un cadre spécifique de gestion de
projets a cette organisation. Zwikael et Glober§2006) se questionnent sur I'influence des
industries sur la qualité des pratiques en gesteoprojets. En se concentrant sur la planification
des projets, les auteurs ont trouvé des différesiggsficatives dans la qualité de la planification

entre des groupes d’industries. La gestion de fast influencée par les industries et leurs

pratiques et standards partagés, en plus de Einfle des institutions qui livrent les projets (R. W
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G. Morris et Geraldi, 2011). Sur une autre échée¢gion géographique et le pays d’exécution
des projets peuvent aussi influencer le choix datques de gestion de projets et la qualité de
leurs applications (Rees-Caldwell et Pinnington1320Rodrigues, Costa et Gestoso, 2014).
L’impact de ces influences contextuelles ne vestgiee une contextualisation systématique des
pratiqgues de gestion de projets. L'identificatiom tdutes les dimensions caractéristiques d’un
contexte est difficile. De plus, toutes les pratisjade gestion de projets ne sont pas influencées au
méme degré; certaines varient plus que d’autresn@eet Hobbs, 2008). Une solution peut résider

dans la typologie et la catégorisation des projets.

La typologie et la catégorisation des projets offdes opportunités de développement des théories
et pratiques en gestion de projets (Niknazar etrgault, 2017). Différentes typologies et
catégorisations ont été proposées dans la litreratbhenhar et Dvir (1996) proposent une
typologie a deux dimensions des projets; I'inced# technologique et la portée du systeme a
livrer. Youker (1999) propose une classificatiors geojets basée sur neuf paramétres comme la
stabilité de la portée du projet et le degré devaauté technologique. Il en a résulté 10 classes de
projets comme la construction, la maintenance degssus industriels, et le développement de
nouveaux produits. Archibald (2013) détaille unggarisation des projets selon certains attributs
comme la structure du cycle de vie du projet, Biritude, le risque, et les aspects contractugls. 1
catégories de projets sont proposées qui comptemxemple les systemes de communication, les
événements, les systémes d’information, et lesefmofle changements organisationnels et

d’affaires.

Chaque catégorie, type, ou classe de projet offse adractéristiqgues qui peuvent influencer la
compréhension des pratiques de gestion de prdjétars développements. Dans la littérature en
gestion de projets, certains contextes ont eu glasention que d’autres. En planification, les
projets en construction et en développement deesyest d’information ont la majorité des
recherches sur le sujet. Sans freiner le développedes théories et pratiques en gestion de projet,

d’autres contextes offrent des opportunités deamtte et des perspectives différentes.

2.4 Résumé et revue critique de la littérature

La littérature sur la gestion de projets collahfsaguit deux directions de recherche : gérer la

collaboration et gérer en collaboration. La magordes études ont porté sur des aspects
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organisationnels comme les relations interorgaioisatlles, ou des aspects technologiques
comme le développement de logiciels de collabanatim accent sur I'un ou I'autre de ces aspects
s’est avére peu efficace a livrer les bénéficda dellaboration et participer a la réussite deggis

(Shelbourn et al., 2007). Une approche plus inetusies pratiques de gestion en projets
collaboratifs inclurait un aspect procédural comieg processus et les pratiques de gestion

spécifiques.

La planification émerge comme la pratique la phffuente sur la qualité du travail collaboratif
dans les projets. C’est lors de cette phase entasediexécution que les pratiques collaboratives
sont définies et ou les parties prenantes ontue glinfluence sur les décisions clés du projet.
Cependant, la littérature traitant des aspectsioothtifs de la planification se concentre souvent
sur une activité ou un processus spécifique conentkesign. Les perspectives plus inclusives de
toutes les dimensions de la planification sont m@irésentes. D’un point de vue méthodologique,
la planification est rarement analysée comme ungssus considérant les activités, les décisions,
les intrants, les extrants, et les roles des resssu En plus, la pratique de planification
collaborative est peu explorée dans la littéradurgestion de projets en comparaison avec d’autres
domaines comme la gestion des chaines logistidq@eEsconcepts comme les entités ou domaines

de planification restent a développer dans le caatées projets.

L’étude en relation avec le contexte est priméesdanlittérature comme une des avenues de
recherche qui fera évoluer les théories et prasiguregestion de projets. En fait, la littérature su
la gestion de projets en général, et sur la plzatifhn en particulier, est beaucoup plus riche pour
les contextes de projets a capitaux comme l'ingéniet construction ou le développement et
implantation des systémes d’information. Ceci kid®utres contextes de projets insuffisamment
étudiés. Les transformations d’affaires représeéntea catégorie de projets avec des opportunités

d’études intéressantes et avec des impacts pratpjoenetteurs.

Cette thése tentera d’adresser ces écarts datiéralire en combinant trois thémes de recherche;
I'étude de la planification en tant que procesdasdécouverte des caractéristiques de la
planification collaborative, et le tout dans le @te des projets de transformation d’affaires.
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CHAPITRE3 METHODOLOGIE DE RECHERCHE

Ce chapitre vise a préciser la probléematique déerebe de cette étude et a détailler la
méthodologie adoptée pour y répondre. Il commenpardaire le lien entre les écarts discutés
dans la revue de la littérature et les objectiécisrde cette étude. Par la suite, I'approche gémér
de recherche sera décrite introduisant deux métbges de recherche exécutées en séquence :
une approche de recherche-action suivit par uneoape d’étude de cas multiples. Les deux

méthodologies seront exposées pour en décrirelrdés.

3.1 Problématique et objectifs de recherche

La revue de littérature a souligné la nature coltabve des projets et l'importance de la
planification pour livrer les projets avec sucdéspendant, les liens entre la collaboration et la
planification en gestion de projets restent peweliyppés comparativement a d’autres domaines
d’études, comme la gestion des chaines logistiquels planification collaborative a été explorée
et développée comme une solution aux complexitgsrairées par la nature du travail collaboratif.
Cette étude s’intéresse a explorer la planificatiollaborative dans la gestion de projets.

Les études sur la planification en gestion de pg@e sont portées en majorité sur les industdes d
la construction et des technologies de I'informatiloa littérature argumente pour un développent
des théories et pratiques de gestion de projats $&$ contextes spécifiques, comme ['utilisation
des catégorisations et typologies de projets. lptation au contexte est aussi une piste de
développement des théories et pratiques en gesipnojet. Pour s’aligner avec cette direction de
recherche, cette thése visera le contexte spéeifilgs projets de transformation d’affaires. Ces
projets peuvent étre identifiés comme une catégonmrt et ils sont caractérisés par un taux
d’échec élevé. L'objectif général de cette étudalexplorer la nature et les caractéristiquesade |

planification collaborative pour les projets denstormation d’affaires.

Les études dans la littérature partent souventcdeactéristiques du contexte des projets pour
positionner les concepts de planification et calabion. Dans cette recherche, il sera aussi
nécessaire de commencer par décrire les caraitféastdes projets de transformation d’affaires.
Ceci permettra de situer les pratiques de gestioprdjet, et plus spécifiquement d’analyser la
planification et ses particularités. Avec cette podhension du contexte et des pratiques actuelles

de planification des projets de transformation fdiaé¢s, il sera possible de tenter de comprendre
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les dimensions de la planification collaboratiorcetnment elle se manifeste, ou d’identifier les
exigences d’'un processus de planification collafderala Figure 3-1 résume les objectifs de cette

étude et identifie les questions spécifiques deemhe.
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Obijectifs spécifiques

Questions de recherche

Explorer la nature et les caractéristiques de la planification collaborative
pour les projets de transformation d’affaires

Décrire les spécificités des
projets dans le contexte de la
transformation d’affaires

Quelles sont les Comment les
spécificités des projets de
projets de transformation

d’affaires sont-ils
structurés et livrés?

transformations
d’affaires?

Analyser la pratique de la
planification des projets des
transformation d’affaires

Quelles sont les

spécificités des
Comment se processus et
planifie les projets pratiques de
de transformations planification des
d’affaires? projets de

transformation
d’affaires?

Comprendre la planification
collaborative dans les projets
de transformation d’affaires

Quels sont les
requis d’'intégration
de la collaboration
aux processus de

planification des
projets de
transformation
d’affaires

Comment se
manifeste la
planification des
projets dans les
projets de
transformation
d'affaires?

Figure 3-1. Objectifs et questions de recherche

La nature de cette recherche est exploratoiresetavidévoiler des éléments pour chaque theme de
la recherche : le contexte des projets de transitoom d’affaires, les processus de planificatidn, e
la planification collaborative. Les objectifs sdépies de la recherche peuvent étre atteints gar de
approches diverses. La section suivante introdeiraxpliquera la démarche méthodologique

adoptée pour cette étude.

3.2 Démarche générale

Pour guider une recherche exploratoire, des appsoghantitatives (ex. sondage) et qualitatives
(ex. étude de cas) peuvent étre utilisées. Le aebapproche repose sur 'efficacité de celléci

répondre aux questions de recherche, la natureddesées recherchées pour I'étude, et
I'accessibilité aux données dans le contexte d&t(idaylor et Blackmon, 2005). Comme

mentionné précédemment, les objectifs de cetteeébatl un caractére exploratoire : exploration
des caractéristiqgues des projets de transformati@xploration des pratiques des processus de
planification, et I'exploration du concept de plkation collaborative en gestion de projet. Pour
avoir acces a des données qui fournissent une ébmpsion détaillée du contexte organisationnel
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et des types de projets, en plus de garantir uneusdérte approfondie des processus et leurs
caractéristiques, les approches qualitatives soewpmadaptées, plus spécifiquement celles

centrées sur les études de cas (Noor, 2008; Yi®)20

D’un point de vue pratique, I'atteinte des objexte recherche nécessitait un partenariat avec une
organisation industrielle. Une analyse des procestupratiques de planification requiert des
données détaillées sur leurs déroulements. De lgsigrojets de transformation d’affaires sont
délicats pour les organisations, et il est difialen découvrir les caractéristiques sans un acces
des données confidentielles ainsi qu’un contact aes praticiens et des employés ayant vécu le

déroulement et les résultats des projets.

Une approche de recherche en trois phases a gigéadwoir la Figure 3-2). L'étude a commencé
par une phase préparatoire qui cherchait a batcdacepts théoriques; a identifier la catégorie de
projets a étudier; et finalement a mettre en plaweentente de partenariat de recherche avec une
organisation industrielle. Par la suite, deux méthagies de recherche ont été exécutées en série.
En premier, une recherche-action participative empe de mieux comprendre les projets de
transformation d’affaires et le contexte organmatiel du partenaire industriel. En second, une
étude de cas multiples a permis I'analyse des psusede planification des projets, la collecte des
exigences de la collaboration, et I'exploration dasctéristiques de la planification collaborative
Etant donné la nature des données collectées griipation des employés a des entrevues,
I'équipe de recherche a obtenu un certificat defaromté éthique délivré par I'Ecole
Polytechnique (référence CER15/16-05).

ETUDE DE CAS
MULTIPLES

RECHERCHE ACTION
PARTICIPATIVE

PREPARATION ET
REVUE DE LA LITTERATURE

Description  Cette phase visait & établir la base théorique de  Une approche de recherche action ou un des Dans le cadre de I'organisation du partenaire
la problématique de recherche, ainsi qu'a membre de 'équipe de recherche a travaillé de industriel, plusieurs cas de projets de transformations
préciser le contexte d'étude. pres avec une équipe interne du partenaire industriels ont été sélectionnés pour une étude de cas
Pour démarrer les autres phases de I'étude, le industriel pour préciser les objectifs de I'étude, multiples. Les données consistaient de documentation
partenariat avec une organisation industrielle a raffinerles requis du partenaire, et exécuter une  surles projets et des entrevues semi-structurées avec
été défini et mise en place. approche participative de recherche action. des employés impliqués dans ces cas d'étude.
Activités Clés + Revue de la littérature * Initiation + Sélection des cas d'études
« Définition du domaine et problématique de « Diagnostique « Préparer et effectuerles entrevues semi-structurées
recherche * Collecte des données « Collecter la documentation sur les cas sélectionnés
» Examen Général de Synthése (EGS) * Analyse et Planification » Compiler et structurer les données (a l'aide du
« |dentifier la catégorie de projets et le contexte  Conception logiciel Nvivo 12)
d’étude « Evaluation « Codification des données (3 passes)
» Mise en place du partenariat industriel (initier, » Apprentissage et Résultats « |dentification des thémes
entente de recherche, définir 'équipe) * Analyse des résultats

Figure 3-2. Méthodologie de recherche — Démarchéngée
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3.3 Contexte organisationnel du partenaire industriel

Le choix de l'organisation pour le partenariat éeherche a été principalement fait pour des
raisons pratiqgues. Un des membres de I'équipe deerehe avait accés a des contacts dans
I'organisation et la présence de projets de transdtion d’affaires a été identifiée. De plus,
I'organisation a démontré de I'ouverture a partadges informations sur ce type de projets. En
raison de la nature confidentielle de certainesnden utilisées dans cette étude, le partenaire
industriel et les employés participants seront inengs de facon anonyme.

Le partenaire industriel pour cette recherche ast aompagnie qui opére dans le domaine du
transport et de la logistique. C’est une compagatée en bourses avec une capitalisation de plus
de 40 milliards de dollars américains. Les opénatide la compagnie sont aux Etats-Unis et au
Canada. Elle compte un effectif de plus queéd@2 employés dans les deux pays. Depuis une
dizaine d’années, la compagnie est considéree pesrigaders de son industrie, avec des résultats
opérationnels les plus performants. La croissaecgotht marché a été stable pour plus de 20 ans.
Dans certains domaines d’affaires, la compagnieragistré une croissance a deux chiffres
pendant les cing derniéres années. Ceci dit, Igpéttion directe et indirecte met de plus en plus
de pression pour offrir plus de services, surtoutetation avec les technologies de I'information.
Pour consolider sa position sur le marché, le pante industriel a commenceé plusieurs initiatives
pour améliorer son offre de services et son moojgézationnel. Ceci s’est traduit par des projets
et programmes, considérés comme transformationtet®uvrent des améliorations de processus,
des implantations de systémes d’information, oudf@smgements organisationnels. L'équipe de
haute direction a entamé une discussion sur leoelpgs possibles d’implanter les changements

et maximiser les chances de succes.

Ce partenariat de recherche représentait aloroppertunité pour I'organisation visant a aider a

la compréhension des projets de transformatiorfaitak, comment les planifier, et comment les
exécuter. L'entente de recherche avait comme abja@tique pour le partenaire industriel de
développer une approche de transformation d’alaagaptée a son contexte et a ses exigences
spécifiques. D’un autre c6té, I'équipe de recherckre accés a des données sur des cas de projets,
ainsi qu'a des employés ayant participé a cestiviéis transformationnelles.
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3.4 Recherche-action participative

La combinaison des besoins du partenaire indugtoief la résolution de probleme et les intéréts
de recherche d'étudier en profondeur des phénom@mgsatique convient bien a la définition
d’une recherche-action (Susman et Evered, 197&3.$piécifiguement une approche de recherche-
action participative permet une collaboration eotrercheurs et partenaires industriels a planifier
et exécuter des activités de recherche en itésa{iohein, Cook et Harding, 1948). La Figure 3-3
résume l'approche itérative de recherche-actiop#sodans cette étude. De plus, la section de la
méthodologie de recherche de l'article 1 détaildecapproche en relation avec les objectifs de

recherche et du partenariat industriel (voir Chrap).

+ Clarifier les objectifs de
recherche

« Etablir un groupe de Initiation
supervision du projet de \
recherche

* Collecterles commentaires des
employés de I'organisation

+ Discuter des changement et des Evaluation
requis additionnels avec le
groupe de supervision du projet

+ Définir les requis du partenaire industriel
* Mettre en contexte les objectifs de recherche

* Collecterdes données

Collecte des organisationnelles (ex.
- contexte, culture)
données * Inclure des sources
diverses d'information
(documents, observations)
* Revue de la littérature

Diagnostique

Apprentissage
et Résultats

« Lierles résultats aux
objectifs de recherche

« Valider les résultats vis-a-
vis la littérature

+ Sélectionneret analyser les approches
de transformations d'affaires

* Proposerles critéres d’adaptation de
I'approche au contexte

+ Planifier la conception de 'approche et
sa validation

+ Concevoir 'approche adaptée
+ Partager avec des employés .
de l'organisation pour revue et Conception
validation

Analyse et

Planification

Figure 3-3. Méthodologie de recherche — Recherctieraparticipative

3.5 Etude de cas multiples

L'approche de recherche-action a permis de mieurpcendre le contexte organisationnel du
partenaire industriel. Aussi, elle a permis undargtion approfondie des projets de transformation
d’affaires et des différents concepts qui les ergiou La derniére phase de I'approche de recherche
s’est concentrée sur les études de cas multiplesakrisé a analyser en profondeur les concepts
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de planification, de collaboration et les relati@mére les deux pour les projets de transformation
d’affaires.

La Figure 3-4 resume l'approche d’étude de casiptedt adoptée. La section de méthodologie de
recherche de I'article 2 décrit sommairement chagape de cette méthodologie (voir Chapitre 6).

Dans ce qui suit plus de précisions pour chacusetipes.

Ianen Sélection des Collecte des Structuration Codification des
cas données des données données

* Engagerl'équipe Définir les criteres de « Planifier 'approche + Nettoyer les

+ Passe 1: codificationinitiale des donnéesavec des
corrections (structure, association entre les sources)
Passe 2: codification dirigée par les questions de
recherche

Passe 3: codification exploratoire

* Regrouperles codes en themes (groupement parent-

interne du partenaire selecnon descas de collectionde données et
industriel « |dentifierles cas données (ex. type de sélectionnerles enfant des codes)
+ Documenteret potentiels dans données, méthode sources pertinentes Analyse des + Valider la cohérence intra-theme (connexion entre les
partager 'approche I'organisation de collection) + Intégrerles données thémes codes, sens et interprétation)
par étude de cas Sélectionnerles cas « Effectuerdes dans le logiciel Nvivo .

« Valider la cohérence inter-themes (sources

a étudier entrevues semi- 12 partagées, codes partagés, sens et interprétation)

structurées « Structurer les \l/
« Collecterla sources de données

documentation des (types, cas, « Documentation des résultats par cas (contexte, par
cas participants, Documentation question de recherche)

« Raffinerla collecte données des résultats + Documentation des résultats inter-cas (contexte
desdonnées d'identification) organisationnel, résultats par question de recherche)

+ Documentation des résultats émergents (exploration
non guidée par les questions de recherche)

Figure 3-4. Méthodologie de recherche — Etude devuatiples

3.5.1 Initiation

L’équipe de recherche a préparé un plan sommaseadivités de recherche. Ce plan a permis
d’engager I'équipe interne du partenaire industeeélamorcer les discussions sur les criteres de
sélection des cas. Cette étape a aussi permistlfide les sources potentielles de données; par

exemple, les sites SharePoint des projets ou lautecumentation devrait étre archivée.

3.5.2 Sélection des cas

En partant de la revue de la littérature sur lanmeadle la transformation d’affaires, les proceskus
planification des projets, et la collaborationglgpe de recherche a préparé une liste de criteres
initiaux des cas. Par la suite, des sessions dailta@vec I'équipe interne du partenaire industriel
ont permis de définir et formaliser les criteressééection des projets. L’idée était d’avoir une
variété en nature de projets, les équipes impligyugtd’ampleur des changements pergus a la fin.

Le premier groupe de critéres est inspiré detieréiture et vise a assurer des données qui couvrent
le contexte des transformations, le processusatefiglation et les exigences de la collaboration.

Ces cirieres peuvent étre résumées comme suit :
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Les caractéristiques du projet : regroupent desié@es sur la taille du projet (ex. nombre
de personnes impactées), sa durée totale, saus&yex. un projet, un programme avec

projets multiples).

La portée de la transformation : relativement autexte de I'organisation, ce critére évalue
le type de changement apporté (ex. procédure dailtraomportement des employés), son
niveau de radicalité, ainsi que le moyen princigéimplantation (ex. processus,

technologie)

La planification : une évaluation sommaire du tgpeplanification effectuée dans le projet

(ex. est-ce qu'un plan de projet exi8tEst-ce que le processus est forg)el

La collaboration : une évaluation de quelques dspkzla collaboration comme le nombre
d’équipes ou départements en interactions, leetddl 'équipe du projet, une évaluation

qualitative de la nature des relations entre leggsaprenantes.

Le second groupe de criteres de sélection est tigenpratique. Les contraintes du partenaire

industriel ont été prises en compte. De plus, ciésres permettent de minimiser les risques de

retards dans la collecte de données. lls peuventé&umeés comme suit :

Les projets terminés sont préférés a ceux qui sontours. Ceci améliore les chances
d’acces a des ressources clés sur les projetanghise la perturbation de 'avancement

des équipes de projets. De plus, les projets té&sranront plus de données a offrir a I'étude.
Les projets ou un membre de I'équipe interne duepaire industriel a participé sont

préférés. Les membres de I'équipe interne perntetfanoir une mise en contexte plus

rapide sur les projets et facilitent la collects dennées.

Les projets avec une documentation et des memhbrésipants accessibles sont préférés.
Le niveau de détail de la documentation peut va@ependant, certains projets ont des
archives de documentation plus accessible que rdauCertains projets ont eu des
ressources temporaires pour les livrer. Ainsihieixdu projet doit maximiser les chances

d’avoir des participants encore employés dans divigation.

La sélection des projets s’est faite itérativeme@quipe interne du partenaire industriel a pra@pos

une liste de six projets qui répondent aux critélesélection. Et suite & des sessions de travail e

une exploration initiale des données disponiblestrg cas ont été sélectionnés. La sélection des



cas a éte finalisée en février 2015. Le Tableau@&sime les criteres utilisés et leurs applications

aux quatre cas sélectionnés.

Tableau 3-1. Grille de sélection des cas

Critéres de
sélection

Projets sélectionnés — Les 4 cas
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Critéres généraux

processus et

accompagnés de

groupe d’employés,

Durée (en mois) 13 36 36 24
Statut Fermé Fermé En cours Fermé
Succeés ou échec Succes Succes Non déterminé Echec
Structure Projet Programme Projet Programme
Criteres de transformation °

Changements

radicaux a la culture | Changements

Changements de travail de importants du
. importants aux I'organisation comportement d'un Changements

Perception du ’ importants a

changement . P plusieurs systémes

systemes changement de accompagneés d’'une : -

s . e d’'information
d’'information processus et de redéfinition des
systemes processus
d’'information

Portée du . . . s
changement Un département La compagnie Un département Trois départements
Dimension -~ Systeme
principale Processus Stratégie Processus dinformation
Niveau de risque Gérable Tres élevé Elevé Trés élevé
Critére de planification
Planification . . .
formalisée Oui Non Oui Oui
Plan de projet Existent Inconnu Existent Existent
Critéere de collaboratio
Nombre de parties
prenantes 4 5 5 3
Taille de I'équipe N Plus que 100 N Plus que 100
de projet 20 a 30 personnes personnes 30 a 50 personnes personnes

5 Les critéres de transformation sont évalués ad'ale I'équipe interne du partenaire

relative au contexte de I'organisation.

industrieEvaluation est
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3.5.3 Collecte des données

Pendant la phase précédente de I'approche de cbehdiéquipe de recherche a collecté des
données et des observations sur le contexte oedameel du partenaire industriel. Ces données
étaient en majorité des documents internes ourferfnation disponible pour les investisseurs et

les actionnaires.

Dans cette phase, la collecte de données s’esegtige sur les cas sélectionnés et leurs contextes
spécifiques. Deux sources de données ont été vis®dscumentation des projets ou programmes,
et des entrevues semi-structurées avec des partisigans chaque cas. Des observations ont aussi
permis de compléter et de raffiner les données rdeatees et les entrevues. La collecte des
données s’est faite entre octobre 2015 et juin 2BL&s données des cas sélectionnés couvraient

une période de six ans entre 2010 et 2016.

La documentation des cas a été en majorité trodaée des sites SharePoint dédiés pour chaque
projet ou programme. Les participants aux entrevargsaussi partagé d’autres documents. La
difficulté résidait a filtrer I'ensemble des docum disponibles et réduire le nombre a ceux
pertinents a cette étude. Ceci a été fait en itdraEn premier, les documents ont été catégorises
en utilisant les métadonnées (ex. titre, phaserdjetp versions), ce qui a permis de réduire le
nombre de documents. Deuxiemement, les documen&énonsultés un par un pour une lecture
sommaire et les catégoriser encore selon leur gontéinalement, les recommandations des
participants aux entrevues ont permis d’appliquedernier filtre pour arriver a la liste finale des

documents a analyser pour chaque cas.

Pour commencer les entrevues, une liste de patitspdans chaque cas a été établie a I'aide de
I’équipe interne du partenaire industriel. Cettaelia été révisée et raffinée suite aux premieres
entrevues en se basant sur les recommandationzsadespants. La sélection des participants a
visé la diversité des perspectives sur chaqueseaglanification, et la nature de la collaboration
durant sa livraison. Le nombre de participantséaliétité pour chague cas pour privilégier des
entrevues plus longues, couvrant ainsi plus eropd®ur les questions et les phénomenes a étudier.
Un guide d’entrevue a été bati pour accompagnguife de recherche, et assurer une cohérence

de structure et de questions entre les particif@nts Annexe A pour plus de détails).
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Les entrevues ont été transcrites, et la collegs documents compléter a la lumiére de
recommandations des participants. Par la suiteddesiées ont été structurées par cas, et par

sources (entrevues ou documentation).

3.5.4 Structuration des données

Le logiciel Nvivo 12 a été choisi pour accompaglzestructuration des données et faciliter la
codification par la suite (Bazeley et Jackson, 30L8s données ont été transférées dans la base
de données Nvivo, et structurées selon leurs ssuectrevues et documentation. En utilisant les
fonctionnalités de métadonnées de Nvivo, les diffes documents et transcriptions d’entrevues
ont été associés aux cas et aux participants desveas. La base de données Nvivo a été aussi
enrichie avec des observations et des annotationpegmettent de lier les données et mieux

comprendre leurs contextes d’interprétation.

3.5.5 Codification des données

La codification des données dans Nvivo se faitssoeiant des documents, des sections, ou une
portion du texte a un nceudodé. Les noeuds de codification peuvent étre prédefiniaussi créés
spécifiquement pour les données analysées. Lesfdeoms de codifier les données sont associées
a deux approches d’analyse des données qualitatimes approche dirigée et une approche
exploratoire (V. Braun et Clarke, 2006). Pour comose, les données ont été codifiees en méme
temps que la structuration. Ceci permet d’assatgersources de données ensemble et de batir une
structure initiale des codes et des thémes. L'ap@alirigée permet d’analyser les données en
utilisant les questions de recherche comme guideoddication et d’identification des themes.
L’approche exploratoire complete l'aspect dirigé @dcouvrant des concepts émergents des
données et identifier de nouveaux thémes. La Fi§dberésume les éléments clés de chaque
approche de codification des données.

Le résultat de la codification est un arbre de fication sous une hiérarchie parent-enfant. Les
thémes d’analyse sont les noeuds parents. Le lbbjicieo permet de regrouper les références des
données au niveau des nceuds parents. L’annexetiBrdam extrait des codes et themes incluant

le nombre de sources de données attachées et leendas différentes références dans les données.
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7}

17}

®

/e :

Caodification dirigée par les Caodification qui explore les <'_’

questions de recherche sens et thémes émergents g

Les codes et thémes on été des données =

prédéfinis par la revue de la Les codes et thémes S

Passe 1 — Codification initiales littérature et la codification émergent des données 5
initiale Les données ont été i~

Les données ont été parcourues pour explorer des 3

— . parcourues pour rechercher idées et des concepts non )
Codification des données ] des liens et des preuves aux spécifiés par 'approche 8
simultanément avec la structuration différents thémes prédéfinis dirigée e
=

©

et correction des données

L'arbre des codes et thémes
représente les themes retrouvés dans
le questionnaire des entrevues semi-
structurés

/

Passe 2 — Codification dirigée

Figure 3-5. Méthodologie de recherche — Etude denualtiples - Approche de codification des

données

3.5.6 Analyse des thémes

L’analyse des themes a commencé par une relectaneétérences attachées a chaque code (nceud).
Ceci a permis de raffiner la compréhension du conickentifié par le nceud, et aussi de changer
son attache parent-enfant quand c’est pertinenpliBe cette revue permet de dupliquer des noeuds
qui peuvent étre attachés a plus qu’'un nceud pdPanta suite, une revue des données et nceuds
enfants sous un méme nceud parent a été faite. I€ette permet de vérifier la cohérence des
données sous un méme theme. Ensuite, une compam@@sonoceuds parents a été faite pour
identifier les données partagées, et s’assurex detésion des relations entre les thémes idesitifié
Certaines modifications ont été nécessaires. Ranpbe, deux themes existaient qui partageaient
une grande proportion des références. Ces nceuddéoodbmbinés pour augmenter la cohérence
entre les nceuds parents. Finalement, la strucasraatuds et leurs liens ont été révisés pour ajoute
un ordre d'identification qui clarifie les liens neat-enfant, et préparer les thémes pour une
documentation des résultats. L’'annexe B préserdeedemples de visualisation des themes et

codes en utilisant Nvivo 12.

3.5.7 Documentation des résultats

L’étape de documentation des résultats inclut aussi analyse des themes et leurs sens. La

documentation a été exécutée en trois étapesKigure 3-6). La premiere étape utilise certaines
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fonctionnalités de visualisation et d’extraction rdgports de Nvivo 12. Les résultats sont ainsi
extraits de la base de données Nvivo pour étraméaffimanuellement (ex. ajouter un autre niveau
de regroupement des themes si nécessaire). Lactheendtape revoit les résultats pour chaque cas
individuellement et les documente sous une mérnetsie qui facilite leur comparaison. A cette
étape, un document de cas a été le livrable. lisiéroe étape revoit tous les résultats et compare
les cas pour détecter les éléments partagés €iffésences. Un document d’analyse inter-cas

regroupe ainsi ces éléments comparatifs.

Etape 3: Documentation
inter-cas

« Un document qui regroupe les
thémes et concepts communs

Etape 1: Génération des
rapports

« Extraire des résultats de la

Etape 2: Documentation
intra-cas
» Un document par cas qui

résume les thémes et les
concepts

« Utiliser la méme structure de
documentation

inter-cas

* Analyse des différences
« Utiliser la méme structure de

documentation que 'analyse
intra-cas

base de données

« Bétir des rapports d’analyse
(ex. fréquence d’'un théme par
cas)

Figure 3-6. Méthodologie de recherche - Etude dealtiples — Documentation des résultats

3.5.8 Apercu des données

Les données sont structurées par cas dans la eakmdées Nvivo. Les deux sources de données
principales sont les entrevues semi-structurésdd@cumentation. Des observations et des notes
de recherche ont aussi complété certaines infoomaitomme une troisieme source de données.

Le Tableau 3-2 résume les cas sélectionnés et donapercgu sur les données associées.

Les analyses de données des cas multiples ontpkrménération des résultats discutés dans les

articles 2, 3 et 4.
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Tableau 3-2. Apergu des cas sélectionnés et degdsrassociées

Nombre de
participants
aux
entrevues

Durée des Nombre de
entrevues documents
(min) sélectionnés

Description

Un projet au niveau départemental qui a visé la
réingénierie d’'un processus d’affaire accompagnée
d’'une implantation d’'un nouveau systeme d’information.
Le projet a été considéré un succes par toutes ses
parties prenantes. Il s’est terminé a temps, en bas du
budget et en livrant ses objectifs d’affaires.

Cas1l 6 516 120

Un programme initié par le président de la compagnie
qui a visé des changements dans toute 'organisation.
L’objectif était de changer la culture opérationnelle de
toutes les équipes vers un accent sur le service a la
clientéle. Le programme a inclus des projets de
changements organisationnels, de réingénierie de
processus, et d'implantation de nouveaux systéemes
d’information. Les bénéfices du programme ont été
considérés atteints, méme si certains projets du
programme ont été considérés comme des échecs.

Cas 2 4 293 43

Un projet au niveau départemental a visé la réingénierie
de I'approche de gestion et d’exécution des opportunités
et des demandes. Aucune composante technologique
n'a été introduite dans ce projet. Le changement des
habitudes de gestion et le comportement des employés
ont été tres importants. Au moment de la collecte des
données, ce projet était encore en déploiement du
nouveau processus.

Cas 3 4 344 51

C’est un programme qui visait le remplacement et
I'implantation de multiples systémes d’information en
méme temps. Tous les changements été en relation
avec un domaine d'affaire de la compagnie. Le
programme incluait cinq projets technologiques. Ce
programme a été considéré comme un échec par toutes
ses parties prenantes. Un échec qui s’est traduit par une
perte financiére pour I'organisation.

Cas 4 5 465 120

Des informations sur le contexte général de
I'organisation. Ceci inclut des informations sur les
opérations et modeles d’affaires de la compagnie. Ca
inclut aussi des exemples d'autres projets de
transformation d’affaires qui n’ont pas été retenus
comme cas d’étude.

Contexte 2 131 16

Total 21 1749 350

En résumé, la méthodologie de recherche adoptémhbicé une approche recherche-action avec
une étude de cas multiples dans 'organisationattepaire industriel. Exécutée en deux phases,
la méthodologie de recherche s’aligne avec le tyigéude exploratoire visée et a permis la
collection des données requise pour I'analyse géfgration des résultats.
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CHAPITRE4 PRESENTATION DES ARTICLES

Le chapitre précédent a décrit la méthodologieedberche. Ce chapitre connectera les résultats
obtenus aux phases et étapes de cette méthodalngigue leurs liens aux objectifs de recherche.
Les contributions de cette étude sont regroupéapiatre articles scientifiques. Le Tableau 4-1

résume la contribution de chaque article, les levec les objectifs de recherche, et la phase ou

étape de la méthodologie de recherche qui a géesrésultats.

Tableau 4-1. Résumé des contributions en lien EBvdémarche de recherche

Article

Contribution

Lien avec les objectifs de

Méthodologie de recherche

recherche
Développer et adapter une «Développer une connaissance
approche de transformation approfondie de la catégorie de
d’affaires pour un contexte projet a étudier : la
Article 1 organisationnel spécifique. transformation d’affaires. Recherche-action participative
Des approches de *Comprendre le contexte
transformation d’affaires dans organisationnel du partenaire
la littérature ont été comparées d’affaires dans lequel les cas
et analysées. de projets seront étudiés.
i « Analyser la situation actuelle
Evaluer la planification des des pratiques et processus de . . .
. . o . Etude de cas multiples :
projets de transformation planification des projets de g A
y s o . e analyse dirigée (codification et
. d’affaires en utilisant une transformation d’affaires. N )
Article 2 \ i ! thémes dirigés par des
approche d’analyse par « |dentifier des opportunités - .
. B X . questions issues de la revue
processus avec des études de d’amélioration et des liens s
- - de la littérature)
cas multiples. potentiels avec la
collaboration.
« Analyser la situation actuelle
Evaluation de I'adaptation de des .p.rathues et processus de Etude de cas multiples :
| . e planification des projets de .
a pratique de la planification . e analyse exploratoire
. ) transformation d’affaires. A N
Article 3 conceptuelle d'autres i P (codification et theme
P - « Identifier des caractéristiques 3 A
catégories de projets aux e émergent des données sans
- P de la planification pour les ; o
transformations d’affaires. - ) questions dirigeantes)
projets de transformation
d'affaires.
Exploration du concept de la o .
A . « Clarifier les liens entre - . .
planification collaborative pour e . Etude de cas multiples :
: . planification et collaboration S o
les projets de transformations o . analyse dirigée (codification et
. e L « [dentifier les exigences de la N L2
Article 4 d’affaires, ainsi que . thémes dirigés par des
. e . collaboration pour un - .
I'identification des exigences L questions issues de la revue
. processus de planification des s
pour un processus collaboratif . de la littérature)
T projets.
de planification.
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4.1 Article 1. Comparaison et adaptation des approchesde

transformation d’affaires

Etant donné le choix des transformations d’affac@®me la catégorie des projets d’intérét pour
cette étude, le premier objectif de recherche tvéisaomprendre et analyser les particularités de ce
contexte. Une approche de recherche-action paatiega été utilisée pour atteindre cet objectif

et pour aligner aux exigences du partenaire inghlistr

L’article 1 revoit la littérature sur les approctasstransformation d’affaires pour en sélectionner
trois afin de les comparer et d’analyser leursipagrités. L'approche de recherche-action
participative a permis de comprendre le contexdasfiormationnel du partenaire industriel. De

plus, des exigences et des questions ont étéslafiec une équipe interne pour guider la recherche.

Le résultat principal de l'article 1 est la progmsi d’'une approche adaptée de transformation
d’affaires au contexte du partenaire industrieumbpoint de vue pratique, le partenaire industriel
peut utiliser cette approche adaptée pour guid@rrisison des projets de transformations futures.
Pour la littérature scientifique, l'article 1 prcgeo des éléments qui guident I'adaptation des
approches de transformation a un contexte orgamisesl spécifique. En plus, I'approche de
recherche participative adoptée est de natureigéset et compléte les approches existantes dans

la littérature qui sont plus de nature prescriptive

L’article 1 a permis d’explorer les particularitss projets de transformation d’affaires; a travers
une revue de la littérature, et a travers un comliaect d’un contexte organisationnel. Les efforts
d’adaptation d’une approche adaptée a son contenteonvaincu le partenaire industriel de la
valeur d’explorer les autres questions de recherthecontribution de l'article 1 a facilité
I'engagement du partenaire industriel pour colledes données confidentielles sur des projets de

transformation pour en étudier la planificatiorses liens avec la collaboration.

4.2 Article 2: Evaluation des processus de planificatio des projets de

transformation d’affaires

Le deuxieme objectif de cette étude est d’analleseprocessus de planification des projets dans
le contexte des transformations d’affaires. L'tz utilise les données collectées dans

I'organisation du partenaire industriel pour rép@na cet objectif.
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L’étude de cas multiples a fourni les données mmalyser les processus de planification des
projets sélectionnés. La base de données des dotaiat@les entrevues a été analysée suivant une
approche dirigée. Ceci a permis de cartographsgoriecessus de planification sous un formalisme
BPMN (Business Process Modeling Notification). ltiele 2 présente les résultats d’'une analyse
de la planification dans les cas d’étude qui cooivies dimensions : organisatiopeppls,

processusproces$, et technologietéchnology.

L’article 2 souligne deux résultats principaux. @emier, il indique que les processus de gestion
de projets ont été développés pour les projetodstaiction et de systémes d’information, et ils
ne sont pas tout a fait adaptés au contexte desfdranations d’affaires. Ce résultat rejoint un
argumentaire dans la littérature vers plus d’admptades pratiques de gestion de projets aux
différents contextes et catégories de projets. Bewement, I'article 2 identifie, a partir des cas
étudiés, I'importance d’'une bonne gouvernance dagets et des compétences de leadership pour
une planification efficace. De plus, les cas étsidiéilisent un nombre limité de livrables de
planification en comparaison avec les standardafétentiels en gestion de projet.

Les résultats de l'article 2 répondent directena@ndeuxieéme objectif de recherche de cette étude.
A travers I'étude des cas multiples, il donne umeluation de I'état actuel de la pratique de
planification dans un contexte de transformatioaffdires. Aussi, I'approche d’analyse par
processus a permis d’identifier des pistes d’amadiion des processus de planification pour les

adapter aux transformations d’affaires.

L’article 2 identifie une opportunité d’explorerusl les pistes d’adaptation des pratiques et
processus de planification des projets aux condesltes transformations d’affaires. Certaines
pratiques de gestion de projets dans le contexta denstruction ou les systémes d’information

pourraient étre transposées a d’autres contextes.

4.3 Article 3: La planification conceptuelle dans les pojets de

transformation d’affaires

L’article 3 complete I'évaluation des processuspinification des projets de transformation
initiée dans I'article 2. Le deuxieme objectif @emerche incluait une exploration des opportunités
d’amélioration des processus actuels de planiioatEn fait, I'article 3 répond par un exemple
spécifique a cette partie de I'objectif. Il évalagratique de la planification conceptuelle comme
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une transposition possible du domaine de la cortsbru au contexte de la transformation

d'affaires.

L’article 3 repose aussi sur les données de I'éelecas multiples. Cette fois-ci, I'approche
d’analyse des données exploratoires a fait ématgerthemes qui peuvent étre associes a la
planification conceptuelle dans les projets d’ingée et construction. L’article 3 revoit la
planification conceptuelle et son évolution pow peojets d’'ingénierie et construction. La raison
d’étre et la valeur de la planification concepteeht été prouvées dans la littérature de gesgon d
projets en ingénierie et construction. Mais laigteg n'a pas été évaluée pour d’autres contextes

de projets, les transformations d’affaires incluses

L’article 3 contribue a la littérature en exploréiapplication de la planification conceptuelle dan
les projets de transformation d’affaires. L’artickchérit I'argument de I'adaptation des pratiques
de gestion de projets aux contextes. Il identiie2ments de planification conceptuelle présents
dans les cas étudiés : la gouvernance, le desigmegles et principes de planification, la stiatég
de livraison, I'horizon de planification, et le eiau de planification. Les particularités de leurs

applications dans un contexte de transformatioffadias sont aussi discutées.

En lien avec la structure de cette étude, l'articlexplore une opportunité d’amélioration des
processus de planification des projets de transfboms d’affaires. La deuxiéme opportunité
d’amélioration que cette étude vise a exploreteegescription des liens entre la planificatiotaet

collaboration.

4.4 Article 4. Dimensions et exigences de la planifican

collaborative dans les projets de transformation diffaires

Le troisieme objectif de recherche est de décaredture de la collaboration dans les projets de
transformation d'affaires et ses exigences pourplexessus de planification. Ceci peut étre

accompli par une exploration des manifestationfadmllaboration dans les cas étudiés. Le défi

est d’'identifier comment la collaboration et lamfacation sont connectées, et que représente la
planification collaborative dans le contexte desgjgis de transformation d’affaires. L’article 4

explore les liens entre la collaboration et la pieation.

Comme l'article 2, l'article 4 utilise une approck@ective d’analyse des cas multiples. Les
données des cas sélectionnés ont été codifiéesdamtifier des thémes touchant la collaboration,
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et plus spécifiguement la planification collaboratiLa planification collaborative est une pratique
existante dans d’autres domaines de recherche colangestion des chaines logistiques.
Cependant, trés peu de recherches couvrent socatjpi en gestion de projet. L'article 4 est une
étude exploratoire des dimensions de la planificatiollaborative, en utilisant une approche par

étude de cas, et dans le contexte spécifiqgue dgtpde transformations d’affaires.

Les résultats de I'article 4 indiquent une difftéutie définir la nature de la collaboration powr le
participants et membres des équipes de projet&@étucieci rejoint la littérature sur la collabooati
dans les organisations. Les chercheurs en collaborproposent différentes définitions de la
collaboration selon le contexte de I'étude. L'detizentifie deux dimensions de la planification
collaborative; la planification de la collaboratjoet la planification en collaboration. Pour la
premiere, la collaboration est un effort et un c@tenir en compte lors de la planification. Paur |
deuxieme, la collaboration est un attribut du psscs de planification. Finalement, I'article 4
explore les exigences d’'un processus collaboraifpldnification en les structurant selon les
aspects d’échange d’information, de coordinatiouleeprise de décision conjointe.

Ainsi, I'article 4 propose une structure pour éarda planification collaborative des projets de
transformations d’affaires. En identifiant des exiges pour rendre le processus de planification
collaboratif, I'article répond donc au troisiemgetiif de la recherche. Dans sa discussion, Ilartic
pointe vers une piste de développement d’'un madelglanification collaborative en utilisant la

théorie et les outils de I'ingénierie de la colleddmn (Kolfschoten, Vreede, Briggs et Sol, 2010).

En résumé, l'article 1 utilise une recherche-actpamticipative pour aborder la catégorie des
projets de transformation d’affaires et répondregpemier objectif de cette étude de décrire les
spécificités de ce contexte de projets. L'articletiise la codification dirigée des cas multiples
pour atteindre le deuxieme objectif de rechercltanalyser les processus de planification des
projets de transformation d’affaires. L’article Bige la codification exploratoire pour bonifierd
résultats trouvés pour le deuxieme objectif erafaisin lien de transposition entre le contexte des
projets en ingénierie et construction et celui piegets de transformation d’affaires. Finalement,
l'article 4 a permis d’atteindre le dernier objéae recherche en identifiant les dimensions et
exigences de la planification collaborative. Dasduatre chapitres suivants, chaque article sera

présente tel qu’il a été soumis a une revue sigumdi avec comité de lecture.
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Abstract

As a radical and risky change approach, businessformation enables organizations to add
substantial value and help overcome major envirariahg@ressures. The academic and practice
literature suggests business transformation framkesvto guide organizations through such a
journey. This article presents a comparative aimalysthree business transformation frameworks
from the literature. It concludes that businesedfarmation frameworks are complementary and
their use depends on the organizational context @halysis is then leveraged to develop an
adapted framework to a specific industrial situatidhe article outlines the characteristics of this
specific industrial context and how it influencéd® tadaptation of a business transformation

framework. An overview of the adapted frameworgrissented.

Keywords: business transformation, frameworks, industr@ation

5.1 Introduction

The dynamics of the organizational context, whethtrnal or external, are invariably shifting.
This makes change a constant reality for orgamratiTechnological advancements and economic
constant evolution are considered as the main faetccelerating the pace of changes (Faeste et
al., 2014; Rouse, 2005a). Change also varies ipese@md radicalness, and remains heavily
dependent on organizations’ contexts (ArmenakiBegteian, 1999). To help structure, conduct
and maximize the benefits of change initiativeghbvesearchers and practitioners have suggested

various principles and guidelines (Todnem, 2005).

This article focuses on business transformatioa esdical and risky change approach. Part of a
university industry collaboration, this article’sbjective is to compare some business
transformation frameworks, and particularly to dudn adapted framework to the industrial

partner’'s context. As such, the adapted frameweddas to be specific and tailored to the industrial
partner’'s needs and organizational characteristics.

Business transformation is a change approach wiathethe level of radicalness of changes and
the expected value of results are high. It may thgyact various dimensions of the organization;
strategy, people, processes, information, and tdogg. It aims to bring substantial added value
translated into fundamental remodeling to how werétone and how value is delivered. Its scope

involves the complex and interrelated aspects ghmizations, such as multiple internal and
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external stakeholders. It is also seen as a hwletd integrative approach that addresses the
complexities and risks of such a radical changedfirase et al., 2011).

Business transformations occur for a variety ofoes. Organizations may decide to transform in
response to a radical and immediate change tov&urifior example, the rise of electronic and
mobile devices threatened the profitability andrethe existence of the printing and book industry
(Economist, 2011). Companies in this industry fadeallenging economic and financial situations
in which urgent and radical change was requiredc@ytrast, some organizations launch business
transformations to enable future growth and surpgasapetition. This was the situation for
Lockheed Martin Aeronautics Company, which initchile 2000 significant changes to its structure
and management disciplines to overcome financedficiencies, strategic misalignment and react

to customers’ feedback (Kessler, 2002).

One of the challenges organizations face is makimeg choice of a business transformation
framework and deciding how to adapt it to theirteah Facing the lack of evidence about change
approaches in general (Appelbaum, Habashy, M&batiq, 2012), organizations would generally
rely on experts and consultants to define how lassitransformations should be conducted. Thus,
organizations are confronted with different apphmscthat may seem similar and which results
cannot be measured. With some exceptions, mosewamnks are publicized as a winning formula
to successfully transform an organization. Thistisodds with the few quantitative studies on
change initiatives indicating an important failurate ranging between 44 and 70 percent
(McKinsey, 2008b; Nohria et Beer, 2000).

This article will start with presenting the resdammethodology. Then, a literature review of
business transformation study field is performedd grovides an overview of business
transformation frameworks. A further analysis armmanparison of three selected frameworks
follows. Finally, the industrial partner’s contextll be presented, followed by an outline of the
adapted framework. The article will conclude witliscussion about the challenges faced in this

research, especially in the effort to combine attapaexisting frameworks to a specific context.

5.2 Research Methodology

As with many large corporations, the industrialtpar of this research is facing emerging

technologies, important market changes, and maar regulatory requirements in one of the
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countries where it operates. Its leadership teasnopaned discussions on the need for business
transformation and how it should be conductedfiertiest chances of success. This research was
then initiated to develop a business transformatiamework that is adapted to the industrial
partner’s context, and integrates its organizaticharacteristics.

Based on Susman and Evered (1978) definition,rttlestrial partner’'s need for problem solving
and development, combined with the research irtdoesnvestigate business transformation
context and how it influences its frameworks, fitsll with the definition of action research.
Specifically, a participative action research a@ael by Chein, Cook, and Harding (1948) allows
a collaboration between the industrial partnehasctient system and the researchers in diagnosing
and planning of actions. Figure 5-1 outlines tre=egch methodology anchored in action research
process.

* Clarify research

objectives
* Establish Initiation
research project \
steering group « Define organization’s
requirements/opportunities
Diagnosing + Frame related research objective
« Gather feedback from « Gather organizational
participant organization D at a data (context, culture,
employees SVEIVENely ete.)

« Discuss changes and « Consider various

gathering

additional requirement Learning & sources (documents,
with steering group . . observations,
Flndlngs documents)
A * Review literature
* Link findings and observations to
research objectives
+ Validate findings with literature

results

» Analyze and selectbusiness

* Build adapted framework transformation frameworks

* Share framework with
participant organization

Building Analysis and

Planning

» Outline framework adaptation

considerations

» Plan framework design and

validation steps

Figure 5-1. Research Methodology - ParticipativéigkcResearch

As the research objective is to leverage existiegiy towards a practical application to a specific
situation, the research approach required a grognidi existing literature, backed by an action
research approach (Aubry, Richer et Lavoie-Tremb20i4). As an initiation of the research

project, members of the organization were iderttiéis key contacts and support to the researchers.
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These members and the researchers constitutessisarch steering group (Coughlan et Coghlan,
2002).

The research team started by clarifying the themaesind empirical requirements to support such

a request. The following questions emerged:

- What is the difference or relation between businteassformation and other change

approaches (mainly business process reenginearthgantinuous improvement)?
- How is business transformation delivered in orgaindns?
- What are the success factors of business transfiom?a

Then started a data gathering step to collect m&tion about the organizational context and
characteristics. The research team worked withirttlestrial partner to study its characteristics,
context and any factors that can affect the adiaptaind adoption of a business transformation
framework. Workshops and meetings were conductddoufh iterations, data about the
organization’s particular culture, history and emtr structure was collected. In addition,
discussions about the characteristics of previousiness transformation initiatives at the
organization were held, in parallel with reviewiegisting literature on the subject. Business
transformation is an area that combines differeatgces. As an example, Uhl and Gollenia (2013)
define business transformation as the integratiomanagement disciplines, such as strategy
management, IT management, and change managemestedtiently, the literature review started
with “transformation” as the central search keywohd different authors referred to business
transformation with other terminologies such ashdlrge”, “organizational change”, “radical
transition”, or “reengineering”, these terms wereluided in the search keywords. A summary of
this literature review is presented in section 5.3.

Next came an analysis and planning step. It aimes@erstanding the nature and characteristics
of business transformation initiatives and to idfgritameworks and methodologies guiding them.
In addition, it allowed the identification of guidees on how to adapt these frameworks to the

specific situation and context of the industriattpar.

The literature review revealed a multitude of apgfees presented as business transformation
frameworks. Comparing all of the frameworks wagito be unrealistic, as they present different

structures and theoretical backgrounds. In additioa research industrial partner was looking for
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a detailed “how-to” guide to conduct a businesadfarmation. After discussions on what these
expectations entail, it was concluded that a aiel of details about the frameworks to be studied
is required. Three elements were identified asnttediand selection criteria of the frameworks to
be kept for further analysis. Consequently, andtlier purpose of this research, a framework is

considered as any approach or structure that nas glements:
1. Principles: a set of theoretical and guiding idims the framework will concretize;
2. Methodology: a set of phases and steps that desttrébexecution of the framework; and

3. Enablers: techniques, tools or guidelines that begxrute a specific step or a phase of the

framework.

The selection process started with these critémiaddition, the variety of academic fields and
expertise were taken into account. The objectives vi@ select frameworks that were
“representative” of the field of study in the ligure, and where the three elements were covered

with enough details.

Three business transformation frameworks were weldbat combine academic and professional
backgrounds. The firstis the Business Processdreegring (BPR) methodology (Kettinger, Teng
et Guha, 1997) which focuses on BPR approacheshdmita broader spectrum and could be
analyzed in the context of business transformaiibe. second is the Lean transformation roadmap
(Nightingale et Srinivasan, 2011). Lastly is the sBess Transformation Management
Methodology (BTM2) (Uhl et Gollenia, 2013). Thetiawo frameworks were specifically designed
for enterprise transformation. Section 5.4.1 déssieach selected framework and their key

characteristics.

The selected frameworks were then used to perfonongparative analysis. This resulted in a
review of their similarities, differences and hdvey can complement each other. The comparison
took first into account the requirements of the usttial partner's team to evaluate the
methodological structure of the frameworks (e.gcameposition into phases and steps, the
definition of success factors, the specificationkefy deliverables), and to summarize their
differences into strengths versus weaknesses. Thergcomparative analysis included emergent
dimensions from the literature review that willliridnce the adaptation of the framework to an
organizational context (e.g. the scope and typehahge that a framework supports, the authors’

research background). Business transformationttseahtersection of various disciplines (Rouse,
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2005a). Similarly, business transformation framéware found to be greatly influenced by the
authors’ research background. Plus, frameworksra®tly based on case studies where business
transformation can occur at various organizatiteadls. Therefore, the comparison of the selected

frameworks was based on:

- Theoretical and practical background: elements fitoerauthors theoretical positioning of
the framework, or from the evidence provided (c&tsdies, surveys, etc.).

- Business transformation scope: defined by frorsied extent of the change within the

organization.

- Methodological structure: considers how the framdsoauthors structured the various

phases, stages, steps, or focus areas.

- Strengths: specific elements in each frameworkehegrged as being distinctive and added

to what the other frameworks cover.

- Weaknesses: specific elements in each framework wiese lacking and considered
important by other frameworks.

From a practical perspective, comparing these fveones helps underline the importance of
understanding the organizational context beforeosimy or adapting a business transformation
framework. Leveraging the strengths of each framikwand minimizing exposure to their

weaknesses can help managers and decision makieesangaiided choice to the right formula for

their organization’s reality. The results of thengarative analysis are presented in section 4-b.

After the two previous analyses of the selecteanéaorks, and of the industrial partner’s

organization, an adapted business transformatiamework was built. It merged the selected
frameworks by leveraging their strengths and besttiges. Then, it took into consideration three
main aspects of the industrial partner’'s contedttuce and organizational structure; vocabulary
and terminology; and organizational maturity in dh#erent disciplines required to manage a
business transformation. The design of the adafpgedework was done in collaboration with

members of the industrial partner’s team. Thisvedid for active participation in the design, and
facilitated a progressive validation of the framekvoomponents.

Afterwards, the adapted framework was presenteahish discussed with, directors and executives,

within the industrial partner organization, withpexience in change and business transformation
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initiatives. All feedback was collected and comghite identify additional requirements to restart
the research process again, and that will allowneefents and improvements to the adapted

framework, in its structure and level of precisand detail.

In section 5.5, the framework adaptation is detiaifeor a complete validation of the framework, a
follow up study of business transformations thatdug in the organization would be required.
However, the industrial partner’s plans for sudhatives will stretch for few years, making such

a validation unrealistic for this research colladmn timeline.

As mentioned in the introduction, the objectivetlois article is to build an adapted business
transformation framework to the industry partnexmtext. With the review and comparison of
frameworks in the literature, the research teanseho leverage existing frameworks rather than
to design a new framework. The three selected fnaries were combined then adapted to the
industrial partner’s organizational reality. Thitiee will present the key factors of the company’

context that influenced the design for an adapteiess transformation framework. It will discuss
the key steps and results. The details of the dedigramework will not be disclosed, as they
reflect confidential information about the induatrpartner. Nevertheless, the outputs provide
insights for the research community on the chalsngf adapting conceptual frameworks to an

industrial reality.
5.3 Literature Review

5.3.1 Business transformation as a research discipline

Business transformation is a research subjectsdu the intersection of various other discigine
(Rouse, 2005a; Uhl et Gollenia, 2013), principaltganizational change, systems engineering and

project management.

Organizational change literature views businesssftamation as a type of change characterized
by a discontinuous rate of occurrence, a planngdoagh, and extended scale of change to cover
several or all parts of an organization (Todnen)30Some authors argue that change is an
emergent phenomenon, and as such it should bedevedia capability within any organization

where the responsibility of transforming the orgaition is delegated to all levels of management
(Burnes, 1996; Timothy Kotnour, Al-Haddad et Can&f)15). Change can also be considered a
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planned process, where management with a constemission will initiate and bring change to the
organization (Bamford et Forrester, 2003). Therdiiere presents a variety of organizational
change approaches that have very little empirigademce to their effectiveness to deliver the
benefits targeted. Todnem (2005) states that thiereontradictions and confusions between the
academic and practice-based approaches, and dhlgiasnost of these approaches are based on
unchallenged assumptions about the nature of changganizations. The variety of approaches
and practices is also confusing organizations oiclware effective and to what extent (Nohria et
Beer, 2000). Still, the theory on the nature ofnd®is evolving (Bartunek et Woodman, 2015).
New approaches are surfacing and arguing for igehaised and social methods of organizational
change (Bushe et Marshak, 2009, 2014).

Researchers in systems engineering extended thstiti@dnd integrative philosophy of this
engineering field to tackle organizational issu@syse, 2006). Presenting the organization as a
system of systems, referred to as enterprise (RQ06&D), the application of system engineering
approaches and tools introduced enterprise tramsfoon research area. Within this body of
literature, enterprise transformation is preserig@ one-time endeavor, an initiative, a program
or a project. As such, it is compared to other ggbjmanaged changes, mainly Continuous
Improvement (Cl) and Business Process Reengine@R&). Each approach will have its own
specific scope, level of risk and complexity, anffedent impacts on the organization (see

comparison summary in Table 5-1).

Both in organizational change and systems engingeliterature, project management is
considered as an important discipline for the @elvof transformation. In project management
literature, projects are perceived as the convef/change supporting organizations in delivering
the change successfully (Gareis, 2010; McElroy,619®0, 1996). As the scope of change and
business transformation become larger, differeojepts will interact and require a level of
cohesion in decision making ensuring delivery @f thrgeted benefits attained through programs
structure and governance (Levene et Braganza, 1¥®gram management emerges as a
discipline helping the structuring and deliverybaiiness transformations (Pellegrinelli et Murray-
Webster, 2011; Subramanian, 2015)



Table 5-1. Comparison between Continuous ImprovénBarsiness Process Reengineering, and

Enterprise Transformation

Criteria

Business Process

a7

Enterprise

Continuous Improvement

Reengineering

Transformation

Type of Increment_al change : One Radical but not disruptive | Radical and disruptive
change step at a time
Risk Low risk initiatives Medium risk initiatives Very risky initiatives

Scope of work

Small initiatives focusing
generally on one dimension
of the organization

Medium size initiatives
mainly centered on (but not
limited to) process changes
and often includes
technology implementation

Large initiatives impacting
all dimensions of the
organization (people,
processes, information and
technology)

Low complexity: mainly

Medium complexity: a
process (supported by

Very high complexity as
substantial changes touch
all dimensions of the

Organization

value in a small group

Complexity focused at the task level technology or not) will be organization and may reach
the key conveyor of change | its relationships (internal &
external)
Limited to the process and Substanna_l added value
L . . : translated into fundamental
Impact on Very limited: mostly delivers| the technology involved in

scope of the reengineering
initiative

changes in how work is
done and how value is
delivered.

Example of
references

(Ishikawa, 1988), (Deming,
2000), (Womack et Jones,
2003), (Pyzdek, 2014)

(Hammer et Champy,
1994), (Davenport, 1992),
(Grover et Malhotra, 1997),
(Harmon, 2007)

(Rouse, 2005a), (Tim
Kotnour, 2011), (Nightingale
et Srinivasan, 2011), (Uhl et
Gollenia, 2013)

Across the various disciplines in the literaturefiming the scope of the business transformation is
a common challenge. Depending on the nature othla@ge and the organization’s boundaries,
business transformation can occur at differentlevieurchase et al. (2011) indicate that the
definition of the boundaries will define the lewgld reach of the required changes. Rouse (2005b)
introduces a tool to assess the magnitude of teanéss transformation and helps understand its
components. The levels of business transformatimn expressed differently in enterprise

transformation references. They are summarizedunlévels, explained in Table 5-2.



Table 5-2. Levels of business transformation

Level

Level 1
Business unit

Description

The enterprise is limited to one or
interrelated business units in one
company. Business units are functional
groups or departments.

Example

Changing the new product development
process is a transformational initiative
that touches different business units.
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Level 2
Business Area

The enterprise is defined as one portion
of the company’s revenue stream (one
division, group of products, etc.).

The acquisition of a company as a new
division is a transformation. The newly
acquired company may have to comply
with the acquirer’s culture, processes,
etc.

The enterprise comprises the whole

Implementing an Enterprise Resources

interrelations.

Level 3 company with all its business units and | Planning (ERP) system is an initiative
Company . . .
business areas. that will transform the entire company.
The boundaries are in their most Adopting a new industry standard is a
Level 4 inclusive form, including various transformation of major components of
Supply chain companies tied by supply chain the company. It goes beyond to

influence its customers and suppliers.

Another common perspective on business transfoomaiti the literature is the identification of

success factors. As an example, having the hid¢nsitof sponsorship, and a top down leadership
involvement, are presented as key factors for acgessful change (Kotter, 1995). These factors
are now considered guidelines that organizationsilshknow and enact for any type and level of

change. However, lessons learned from businessforamation initiatives reveal that it is not

necessarily trivial for organizations, and thathhighting it is still very relevant (McKinsey,

2008b). The study of business transformation sscfaators has revealed specific factors to this
type of change approach (Govindarajan and Trin0é,; Kotnour, 2011; Rouse, 2005b, 2011;
Uhl and Gollenia, 2013; Valerdi, Nightingale, anth&burn, 2008). They are summarized into

three groups (see Table 5-3):

- The team: people are the leaders and the subjettamige. Building the appropriate team
to lead and execute the business transformatiai tee highest importance. A strong,

committed and structured team will facilitate trexingroups of success factors.

- The approach (or methodology): describes how thsinkss transformation will be

conducted from the idea to the implementation qtined changes.
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- Enablers: they are analytical (techniques and }aold organizational (culture, maturity,
etc.). They support both the team and the apprtaatelivering a successful business

transformation.

Table 5-3. Key success factors of business tramsftion

Team Approach Enablers

» Sponsor at the highest level * A holistic and integrative » Assessment of an

of the organization approach organization’s maturity and
e Top down and involved « Program and/or project readiness

Leadership managed « Balance between soft and
» A well-defined and structured | ¢ A focus on effectiveness analytical aspects

governance before efficiency * Leveraging and integrating
« A culture and practice of existing expertise and

collaboration disciplines

5.3.2 Business transformation frameworks

In academic and professional literature, variousucsiires are publicized as business
transformation frameworks. However, not all of thasructures can be used to initiate, plan and
execute business transformations. Most structusesiare assessment tools than frameworks. For
example, the McKinsey 7S model was initially btolhelp organizations assess their effectiveness
and provides directions to where changes are redj(McKinsey, 2008a). A balanced scorecard
is a strategic planning tool that focuses on theearsd structure of metrics to drive results in the
organization (Kaplan et Norton, 1992). Enterprigehiecture frameworks (EA) like TOGAF or
Zachman, were developed to align IT architecturd @apabilities to the organization’s strategy
and objectives (Donaldson, Blackburn, Blessner lsbQ 2015). These models and structures
provide insightful perspectives and tools to analtfze organization. Nevertheless, they lack the
full view of the organization’s dimensions: strategpeople, processes, information and
technology. They also lack the enactment of kegeasg factors, specifically program and project
management. Created for specific aspects of thenargtion’s ecosystem, they are limited and do

not provide guidance on how to deliver businesssfia@mations (Uhl et Gollenia, 2013).

Business transformation frameworks are found in tywmes of literature; practice-based and
academic research. The practice based literaturaisly from consulting industry which distill

their expertise into guidelines to perform busingassformations (Bucy, Finlayson, Kelly et
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Moye, 2016; Lars Feeste et Hemerling, 2016; Macdskarstka et Ormiston, 2014). These
frameworks are descriptive. They emphasize whynass transformation is a “necessity” for
organizations. They outline key success factorsooceptualize an approach with minimal detail
on how to conduct specific activities. The acaderagearch literature has a wider perspective on
business transformation frameworks. Depending enfitid of study, researchers analyzed and
structured business transformation with differestises. In organizational change and change
management literature, frameworks are mainly desee and focus on specific organizational
issues such as leadership styles, culture charebes of change agents (Appelbaum et al., 2012;
Chapman, 2002; Timothy Kotnour et al., 2015; KottE395). In the management and strategy
literature the discussion evolves around phasdmisihess transformation, transition states, and
tools to choose the appropriate type of businessstormation approaches (Bjelland et Wood,
2008). The business process reengineering literaguich with methodologies to perform business
reengineering changes (Brian Harrison et Pratt3;1BQrey, 1993; Kettinger et al., 1997; Muthu,
Whitman et Cheraghi, 1999). Here the methodologresprescriptive and some authors provide
detailed steps and tools to perform such changeshd enterprise transformation literature,
frameworks refer to categorization tools that supgfie positioning of business transformation
approaches and levels (Rouse, 2005a). Others @uwetiy based. By examining specific contexts
they define business transformation stages to stmmeision making (Basole, Braunstein et
Rouse, 2012), or detail how a specific businessstoamation was conducted (Espinal, Clempner
et Escobar, 2012).

In the various streams of business transformatterature, all related-topics have been covered
and discussed. However, none of the referencegsalldopics (Slavin et Woodard, 2006). The

myriad of methodologies, approaches and framewloake various levels of details and contexts.

5.4 Frameworks Selection and Comparison

5.4.1 Selected Frameworks

The first selected framework is the Business PoBeengineering (BPR) Methodology presented
by Kettinger et al. (1997). This work reviewed titerature about BPR and surveyed various
consulting firms about their methodologies. Théhatd consider BPR as a form of organizational

change that transforms interrelated systems toysed@trategically valuable impacts. BPR uses
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business processes as the main analytical dimensigerform business transformation. The
authors’ work resulted in a consolidated BPR methagly structured into 6 stages (S) and within
each a sequence of activities (A) are defined.hkirtsurvey, the authors collected tools and
techniques, and mapped them to the activities withich stage. The main strength of this work is
the richness of its research input data that coesbboth academia and practice. Its main flaw is
the sequential presentation of its stages andiaesiywhich makes it a good fit to specific and
limited business transformation initiatives (letddusiness unit), and less adapted to a larges scal

business transformation.

The second framework in the selection is the Eniged ransformation Roadmap. This framework
was developed through 12 years of research witleri_ean Advanced Initiative at MIT. In their
work, Nightingale and Srinivasan (2010) adopt &enlthinking and value-driven philosophy and
the systems engineering view on organization asrpnse (system of systems). Their
methodology has 3 cycles within which steps andsgaee defined. For each cycle, the authors
display and explain key tools and techniques t@eteethe activities. The planning cycle of this
framework was the most developed and detailed coedp@® the strategic cycle and execution
cycle. Leveraging the strong analytical and intbgegpractice of systems engineering, the authors
presented a multi-lense analytical approach torphanfor a business transformation. This multi-
lense analysis is the spearhead of the framewdrthe®same time, the focus of this analytical view
created an imbalance with organizational and maeple-oriented aspects, such as change

management and communication.

The third framework is the Business Transformatidanagement Methodology (BTM2).
Developed in collaboration with an information gmtcompany, this framework is structured with
a descriptive format. The corner stone of the fraork is the concept of meta-management, as
defined by Uhl and Gollenia (2013, p.13) “Meta-mgement is business-driven, value-oriented,
and integrates three pillars: management discigjitnansformation lifecycle; and leadership”. The
authors argue that organizations have existing gemant disciplines. Each discipline has its own
assumptions and approaches. Meta-management @alewsegration of these disciplines to align
them towards a common vision, thus providing cjeaitd cohesion. The methodology is built into
four phases where management disciplines will waiee in various intensities. The management
disciplines are in 3 categories: meta-managemenectibn, and enablement. Similar to a
capability model, the authors have presented tlyeakévities that each discipline will perform
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during a business transformation journey. BTM2resspnted as a holistic and integrative approach
to business transformation that balances analyéindl organizational management disciplines.
Yet, the framework lacked specifics at some levBtane areas were discussed on a conceptual

level, which makes it less evident to apply by bhass transformation practitioners.

5.4.2 Comparative Analysis

Comparing the three selected frameworks (see Tadlesuggests that scientific and practical
backgrounds influence the framework design. BotlsiBess Process Reengineering (BPR)
Methodology and Business Transformation Managenidethodology (BTM2) share the
information system background. And both framewdek®raged collaborations with information
systems companies and consultants. There is aloladsetween business transformations and the
impacts of information technology (IT). Businesangformations can include changes to IT
systems However, not all business transformatiomalaout IT changes. Also, IT projects can lead
to some level of business transformation (e.g.g8sceengineering at a department level), but not
all of them do so and are limited in their scopetange (e.g. information system version upgrade).
A large number of information technology (IT) comes provide consulting services for their
customers to support such changes, and most of la@mtheir own methodologies for different
levels of business transformation. Management donguirms also offer specialized services to
support business transformations. This indicatasttie development of business transformation
knowledge and practice is more dynamic in prachea it is in academia. Business transformation
frameworks have been developed on a post factue bas are publicized as being tested with
practitioners or on real cases. No empirical ewigdewas found in the literature confirming the
effectiveness of any of the frameworks selecteds Braligned with the (Todnem, 2005) argument

about change approaches in general.

In all frameworks, there are frequent referencgedgect or program management. The enterprise
level transformation frameworks indicate close $iné be established between the projects and an
umbrella that guides and links them, called programa roadmap. This supports the importance

of project and program management as a key sutaess for business transformations.
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Table 5-4. Comparative summary of business tramsftion frameworks

Criteria Business Process Enterprise Transformation Business Transformation
Reengineering Methodology Roadmap Management Methodology
. Review of consultants’ Based on research with Developed in collaboration
Theoretical and S o . ) o .
Practical _methods_ with influence of manufacturlng industries and | with a major information
information systems and the influence of a systems systems and technology
Background - . o
technology field engineering field company
. Focus on specific and scoped | Designed for enterprise Designed for enterprise
Transformation . . ) . )
projects (lower levels of transformations (higher levels | transformations (higher levels
scope . . .
transformation) of transformation) of transformation)
Methodological - —_ Composed of cycles, steps Built around_ pha_ses Of_ .
Built into stages and activities transformation with guidelines
structure and goals
for work streams
« Adapted to higher levels of
« Strong methodology for the | « Adapted to higher levels of transformation
lower levels of transformation  Holistic and Integrative
transformation  Holistic and structured cycle approach (management
Strengths » Extensive list of supporting and steps approach disciplines)
techniques and tools * Detailed Planning Cycle » Balance between analytical
« Contingency approach for (steps, techniques and new and organizational aspects
context adaptation tools like ESAT and LSAT) | ¢ Focus on governance and
cultural aspects
- « Little focus on soft
« Limited to a process scope o . N
- organizational * Very little guidelines about
(not adapted to high level o .
- characteristics (culture, tools and techniques to use
enterprise of . o
. human behavior, etc.) * Lacks specifics on how to
transformation) o
. e Too much focus of the adapt to an organizational
Weaknesses * Influence of IT practices . o
o S analytical approach and context (vague guidelines)
» No specific guidelines on - L
) tools. * Provides case studies in
selection of tools and S . . . . .
- : » Applications mostly in different industries but still
techniques or best fit for . L ;
R complex manufacturing lacks empirical evidence.
situations. A
organizations

5.5 Framework Adaptation

The industrial partner is a public, North Americampany. It has a market capitalization of more
than 30 billion U.S. dollars, and employs more tRa@rthousand people. This company is one of
the leaders in its industry. The research team asdkosely with various levels of the organization
ranging from project managers to senior directoid \ce presidents. The main contact was an
internal consulting team that focuses on reengingaand transformational projects and works
with all departments in the company. A member @f tesearch team worked closely with the
internal consulting team to understand the commahigtory, context, strategy and values. The
research team also met for formal and informalrinésvs with different employees, especially

experienced staff that lived through business faansations within the company or in other work

experiences. The role of researchers was not pothelcompany deliver a business transformation.
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Rather, their key contribution to the organizatmas to deliver a framework for business
transformation that will satisfy the following regements:

- Sponsorship and leadership: understand the rol@gasitions of required sponsors and

leaders for a business transformation;

- Governance: define a governance model to managedsgstransformations where roles

and responsibilities are clearly defined;

- Methodology: outline a clear and structured methaglp to start and deliver business
transformations. A good level of detail is required the methodology that provides

concrete steps, goals, techniques and tools;

- Actionable: the framework should be actionablehim sense that business transformation

leaders within the organization should be ableswitiright away; and

- Adapted: the framework should consider the compmapgtticularities surrounding context

and culture.

For better design and adaptation of the businessfiormation framework, an understanding of
factors that will influence the adoption of anynfrawork within the company is required. The
research partnering company is an operations-cemtganization where efficiency is extremely
valued. It has a command and control culture, ealedn operation groups. The most effective
way to influence the decision-making within it wdube with a top-down approach, where top
executives and leaders will represent the firstifogoint. Previous project experiences reveal that
the company decision makers value more formal agdential planning, especially for large and
risky projects with cross-functional teams. Theesesh team’s interpretation of the business
context is that the company is under no imminengéaor challenge requiring immediate change.
The leadership team considers business transfamasi an approach to enact a strategic agenda
to sustain growth and consolidate an industry-legg@osition. There is also a recognition that with
the changing economic and technological environmeortant changes will soon come and that
the company should be prepared to lead through .t@mthe other hand, the company’s
management has diversified backgrounds. Most afgjpéeaders come from the company’s ranks
and with a lot of experience in the industry. Otheome from other industries, and with different
management styles. This creates some differencieiapproach to transforming the company.

An indicator to those differences lies in the vadaby and terms used. Some terms had specific
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connotations within the organization. For example use of the term “phase” had a bad
connotation, as previous project experiences vwitkisps were not very successful. Another would
be the term roadmap, which refers to a more teehmérmation architecture concept within the
company. Thus, the choice of the vocabulary istardenant factor to the framework acceptance
in the organization. In addition, the company depell key transformational management
competencies in a decentralized and reactive mBdeexample, several Project Management
Offices exist within the company, scattered thraughdifferent business units. Also, change

management expertise has long been focused omafiom technology projects and changes.

The general structure of the adapted framework asiposed of principles, methodology,

organizational enablers, and analytical enablers Bgure 5-2).

Transformation Framework

Principles Methodology Organizational Analytical Enablers
« Outline the key « Details a structured Enablers « Identify the set of
constructs and approach to initiate, « Define the governance ~ Practices and
success factors that plan and execute the components techniques to
the framework will transformation accomplish the

t * Defines key roles and ired obiecti ¢
Onae responsibilities for Foquired OLJOcUVes O

. Expregsefs tr.le transformation ) :-het methodchtI'ogyt |
transformation values * Assess the ke templates, forms,
organizational context P ’ ’

and readiness ete.

Figure 5-2. Structure of adapted business transfoom framework

First, the research team started with identifyinigioh success factors would be relevant and
important for the company to internalize for sustelsbusiness transformations (see Table 5-5).
Aligned with the adopted definition of a framewoskiccess factors were expressed as principles.
The main influencing factor was the company’s a@t®ne of the company’s core values is people
as its main asset. This value was leveraged teesgmrinciples about sponsorship, leadership and
governance. They were first presented as compoméritee transformation team”. Then came
principles around the transformational approachistio and integrative. Because of the current

decentralized reality of the business transfornmatimanagement competencies, the approach



56

characteristics were second in priority to preserd emphasize. The third group of principles
described key practices and ideas supporting theoaph. The most important for the industrial
partner was the focus on effectiveness beforeiefity: when transforming, the priority should be
on delivering the right objectives, then focusing efficient ways to do it. With the current

efficiency culture in the company, this principlesvthe most important to communicate and

clarify.

Table 5-5. Principles of adapted business transitiam framework

Transformation Principles

» Has a Sponsorship that is at the appropriate level of the organization (the highest and right
level).

« Ensures a committed and involved leadership (top down, at all levels).

» Leverages a strong governance that provides discipline and integration between phases,
practices, functions, and people.

» Uses a holistic approach that comprehends all the elements of the organization’s value
chain. It also focuses on internal and external interdependencies.

« Aligns with the organization’s strategy and stakeholders (customers, regulators, external
partners, or other business areas, business units, or groups within the organization).

 Puts effectiveness (getting the right objectives) before efficiency (executing with least cost):
aims to deliver the value proposition before executing at a lower cost. Profitability will be
incremental. Execution may not be optimal at the start. Changes must be sustained and
nourished through organizational learning.

« Balances analytical (rational) and soft (culture, skills, values, etc.) aspects.

» Assesses initial organization’s capacity, ability and risks to deliver transformation. Timing is
studied and mitigation plans are laid out to ensure the organization’s readiness for the
changes.

Afterwards, a methodology for business transforamatvas drafted. It is structured in 4 cycles and
16 steps (see Figure 5-3). The methodology picksttengths of the three frameworks reviewed.
From the Business Process Reengineering Methodalagkes the highly structured presentation
in stages and activities. This was aligned with ith@ustrial partner's need for a structured
methodology and not only guidelines. From Entegpflisansformation Roadmap, it exploited the
idea of cycles that underlines a grouping of attéigiand the feedback loops required. Even though,
the framework is presented in a linear format,ubke of cycles emphasizes the iterative nature of
going through the activities within each. From Bwesis Transformation Management
Methodology, it leveraged the meta-management agpréo integrate required disciplines. The
drafted methodology takes a transformation ideanfits inception, through engaging the right
stakeholders and leaders, and thorough planningdasgn, to have a controlled and measured

execution. Previous projects’ structures in theaargation helped shape the methodology. As the
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most successful projects had very directive andqgongtive methodologies, detailing steps was

required above identifying key deliverables forleaycle.

1. Incubation Cycle

1.1. Define the need
and urgency for
transformation

1.2. Gather facts &
Build the case for
transformation
(stakeholders value and
gains)

1.3. Define the
transformation vision,
approach, and goals

1.4. Assess risks and
the organization
readiness (leadership,
skill sets, and culture)

2. Engagement Cycle

2.1. Obtain executive
sponsor's buy-in
(the appropriate level for
the level of
transformation)

2.2. Obtain executive
leadership buy-in

2.3. Establish the
transformation
governance & team

2.4. Communicate
vision, approach,
goals and governance
from sponsor

3. Planning Cycle

3.1. Analyze the
current state

(thorough understanding
and level setting)

3.2. Design the future
state

(Out of the box thinking)

3.3. Assess & Adjust
structure and
behaviors

(Alignment)

3.4. Create
transformation
execution outline
(High level plan with detailed

scopes, interrelations and
constraints)

4. Execution Cycle

4.1. Execute &
Coordinate programs
& projects

4.2. Monitor progress
& Manage changes

(Leverage governance
and align to goals)

4.3. Embed new
thinking, and
internalize
transformation

4.4. Nurture
organizational
learning and enable
continuous

improvement

Note : The methodology is presented in a linear format for presentation simplification. Feedback loops and validations are possible at each step
for all cycles, and are relative to the transformation context.

Figure 5-3. Outline of adapted business transfaomdtamework methodology

From all three frameworks, tools and techniquesevieked to the adapted methodology steps.
The resulting mapping of tools and techniques twiéies is similar to what Kettinger et al (1997)
presented. This was required to complement theilsleth the methodology steps. Table 5-6
provides some examples of steps in the methodohtfydetailed objectives and mapped tools,
techniques and skills required.

The company’s Information and Technology (IT) dément is using and promoting PRINCE2

methodology to manage projects within the orgaroraflhe frameworks governance model was
built on the governance model already adopted &y Thdepartment from PRINCE2. Plus, a three
levels governance was included: transformationggams and projects, which is closer to the
model of Business Transformation Management Metloggyo The governance model reflects the
company’s decision-making mechanisms. It also weesbulary adapted to the organization,
especially when it comes to expressing roles agpamsibilities (see Figure 5-4).
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Table 5-6. Examples of objectives, tools and teqpies mapped to the adapted framework steps

Step

1.2. Gather facts
& Build the case
for transformation

Objectives

» Gather data and facts relevant to the
transformation need (sales, claims,
operational measures, financials,
etc.)

» Analyze and aggregate data and
facts to support transformation
arguments (presentable)

» Understand the transformation
business case audience (Who?
Expectations ? Questions ?)

* Build the transformation business
case (the transformation need, data
and facts, argument, urgency)

Toolkit (Skills, Techniques & Tools)

Strategic Analysis (Porter Five
Forces, SWOT, McKinsey 7S Model)
Interviews; Delphi technique;
Brainstorming

Data Analysis

Stakeholder Value Analysis
Audience Analysis

Business Case Building; Cost
benefits analysis;
Presentation Skills
Persuasion Skills

1.4. Assess risks

and the
organization’s
readiness
(leadership, skill

sets, and culture)

* Assess the risks of business
transformation on the company
(current business model, customers,
operations, finances, people, etc.)

» Assess the company’s readiness to
transform (leadership style,
management style, people’s skills,
culture)

* Build a mitigation plan to risks and
organizational readiness to support
the transformation approach

Risk Analysis and Assessment
Organizational Assessment

Risk mitigation planning

Change Management

Interviews; Focus Group; Surveys
Maturity Assessment Models (CMMI)

2.3. Establish the
transformation
governance &
team

 Define and assign steering committee
roles and responsibilities (see
governance details)
« Identify the skills and expertise
required for the transformation team
 Define and assign the transformation
team roles and responsibilities

» Organize transformation team kick-off
meeting (communicate, clarify,
engage)

» Organize steering committee kick-off
meeting (communicate, clarify,
validate and engage)

RACI Chart
Presentation Skills
Persuasion
Interviews
Negotiation skills
Political Acumen
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Table 5-6. Examples of objectives, tools and temphes mapped to the adapted framework steps
(Cont’d and end)

 Define current state analysis scope -
and objectives

Strategic Analysis (Porter Five

3.1. Analyze the Forces, SWOT, McKinsey 7S Model;

current state

(thorough
understanding .
and level setting)

« Identify and engage required SMEs to

support the analysis

Perform stakeholders analysis

Perform value analysis (business

model review)

» Analyze processes architecture
(focus on interactions)

 Evaluate the resources allocation
(human, financial, and material)

» Review and complete the
organizational assessment by a
maturity evaluation (for change
readiness, skills, leadership styles,
management mindset, training,
application of practices, etc.)

» Measure current state dimensions
and define baseline performance

« Identify pain points, challenges and
opportunities

 Validate current state diagnosis
understanding, by the transformation
team, by SMEs, and by the steering
committee

Force Field Analysis)

Interviews

Data Analysis

Stakeholder Analysis
Benchmarking

Business Model Generation; Lean
Startup approach; MARS business
model for startups

LESAT (Lean Enterprise Self-
Assessment Tool); any specific self
assessment of maturity tool for the
area of analysis

APQC Process Framework;
Architecture Capability model; SCOR
Model,

Business Process Reengineering;
Business Process Maturity Model,
Business Process Library
Balanced Scorecard

Brainstorming; Focus Groups; Delphi
Method; Facilitation

Figure 5-4

Executive
Steering
Committee

Transformation
Management
Team

Program 1
Manager

Program 2
Manager

Project 1.1
Manager

Project 1.2
Manger

Il

I

Executive Level
Focus on Transformation
Ultimate Decision Making

Program Level
Focus on Alignment
Executive Proxy for Daily Decisions

Project Level
Focus on Execution
Deliver and Report Progress

. Governance structure of adapted busitmassformation framework
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Discussions and interviews with the industrial parts team revealed that the company already
has, and applies, various practices relevant tcagiag a business transformation. For example, a
dedicated team of change management specialissgsseand supports mainly information
technology projects. As such, the required managéendésciplines to manage a business
transformation initiative are mostly existent iretbompany. However, it is recognized that the
challenge is in the ability to integrate their effoand expertise towards a unified vision and with

a business transformation initiative. In the litara, there is the concept of leveraging internal
expertise to maximize engagement and focus on tisindéss transformation objectives. The
adapted framework relies on 12 management diseiplielevant to the organization (see Figure
5-5):

- Transformation Execution Plan, and Program andeetdylanagement are disciplines aiming
to ensure the integration of the disciplines andnaig their efforts and plans towards the

common objective of the business transformation.

- Strategy Management is concerned with defininglthsiness drivers, business model and
business competitive advantages. It looks at almrihe business transformation with the

organization’s vision and strategy.

- Value and Stakeholders Management extends the gbotealue from the customer to all
relevant stakeholders of the organization. Consatpeit assesses the stakeholders’
expectations and how the organization should create deliver value to satisfy its

stakeholders.

- Process Architecture aims at understanding thencrgion processes at the appropriate level
for the business transformation context. The fosusn processes interactions and value

creation.

- Resources Management analyzes the resources (hiinzantial, and material) allocations in
the organization and aims to optimize their useet@able the organization’s vision and

objectives

- Change Management stands out from other practigéss lparticular consideration to the
interrelation between culture, governance, humaratier and the benefits of the business
transformation. It assess the readiness of the araps to take in a change and defines the

appropriate approach to make the change happesustained.
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- Risk and Maturity Management defines how the varitypes of risks (reputation, financial,
etc.) will be identified and managed throughout thesiness transformation journey. A
maturity assessment helps define focus areas toitip® and supports the tracking of the

changes’ effectiveness.

Strategy Management

Value & Stakeholder Management

Process Architecture

Transformation Execution Plan

Program & Project Management

Performance Management

Change Management

Risk & Maturity Management _—

Figure 5-5. Analytical enablers outline of adapediness transformation framework

Through a series of presentations, the framewoskuwatdated with senior managers and directors.
As the different components of the framework weevaloped in tandem with the internal
consultant team, and other participants from thegany, the validation sessions derived feedback.
The adapted framework was consequently adjustedsfdents were both on the content and the
format of the framework. Some directors have lesitess transformations within the organization
in the past. They remarked that because the compaxecution-centric, the execution phases in
projects and programs tend to be the least docwdeAnd a walk through the framework allowed
to capture additional details in the execution eyaflthe methodology. In addition, all participants
provided insights on how the framework should bespnted in its format. Options of presenting
the methodology in a cyclical format were excluddast participants thought it more important
to outline the steps clearly, which the retaineunfat of the methodology provided.

The adapted framework was the result of the contioimeof the three analytical components
performed: 1) Review business transformation swcdastors; 2) Comparison of business
transformation frameworks; and 3) Analysis of thdustrial partner's context. When designing
the framework, the choices were driven by the tesaflthe analysis, and by the degree of fitness
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with the company’s context. Discussions with thdustrial partner’s representatives revealed
counter-intuitive choices in the development of fiteenework. Most of these were related to the
decision making model within the organization. Tleeel of empowerment of mid-level
management is relatively low. And the optimal dilet would have been to develop the maturity
of the organization on this element. However, tigustrial partner’'s representatives argued that
such a change would be too long to instore. Thasmiexample of the challenges the research team
faced understanding the industrial context andtinglait appropriately to the knowledge
documented in academia and practice. One of thé amadlenging aspects was the discussions
about the terminologies and vocabulary. It provest the gap between practice and theory is not
only in the application of ideas and approachesalso in the terminology used.

Even though the adapted framework will benefititttristrial partner, the addition to the research
literature would be limited. The details of the pial framework will be only relevant for the

industrial partner, as they were tailored to itsite@t and organizational characteristics. The
adaptation efforts that were undertaken servedvatidation step in the exploratory and analytical

research approach. It helped to refine the res@aarh’s questions about the existing frameworks.

5.6 Discussion

In this article, the analysis focused on the thir@@meworks selected. A visible trend is the infloen

of the authors’ research backgrounds on the lev@ét@il and focus they use in their frameworks.

Similar trends were found in the other approach®sselected for this analysis. For example,

Subramanian (2015) leverages program managemehedsey discipline to perform business

transformations. Business transformation framewares designed on a post factum basis. The
frameworks refer to pre-existing business transégiom cases, from which practices and

methodological components were derived. The varlatween the business transformation

frameworks may be explained by the uniqueness df ease or the cases they rely on, and the
angle of the analysis undertaken by the reseawnindelt is aligned with change management
frameworks in general and their lack of quantitsupporting data (Todnem, 2005). The core
characteristics of business transformations arerdigécal and risky types of change for the

organization. The nature of change is still a sttbggd much debate. The conduct of change in

......
1 7 ) Py

organization relies on past experiences and suqta . In the three selected frameworks

analyzed, different aspects of complementarity Weoed; the level of detail, the structuredness
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of the methodology, and the balance between analy@nd organizational aspects. This
complementarity represents a source of richnesswia leveraged in collaboration with an

industrial partner to design an adapted businassfiormation framework to its reality.

This article’s comparative analysis underlines diféerences between existing frameworks. It
guestioned the use and adaptability of such framlesvto perform business transformations in
specific contexts. The challenges faced in adagifrgmework to the industrial partner’s context
reveal the lack of specificities in some of thenfeavorks. Thus, the main contribution is of a
methodological nature. The research approach ¢f &xploring existing literature and analyzing
an industrial context provides some guidelines@n to adapt a “generic” framework to a specific
organizational situation. Table 5-7 provides a samyof some guidelines that were the most

pertinent for this research.

One may argue that such efforts are limited andebelts cannot be extended. This represents one
of the limitations of this research. The collabmmatwith an industrial partner provided the
advantage of access to an organizational contéxbartely. And it has the limitation of being
singular. It is an opportunity for future reseatohextend this approach to other organizational
contexts, and improve it by integrating other resleamethods such as the validation of
observations through a structured survey. Thatgoedaid, it is important to point out that this
access to an organizational context for such aitsenand strategic subject is important for the
research community. It allows the grounding of saifthe assumptions about an organization and
the nature of changes within it. The absence ohtjadéive studies about the success of the
proposed frameworks stresses the necessity ofimdustry-academia collaborations to reveal any
existing gaps. This is especially crucial when mafsthe published business transformation
frameworks claim to have an appropriate approacksudocess. Which one is right? In this work,

it is argued that contextual studies with speafiganizational situations are necessary to choose

the best fit. Hence, no framework is optimal orois.
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Table 5-7. Summary of business transformation fraonk adaptation guidelines

Step Description
Develop an The focus is to collect information and
intimate understand deeply the organizational

knowledge of the = context by studying key elements like:
organizational

context - The industry: the company’s position and

value offerings

- The company’s strategy: vision and
objectives that outline what is important
for the leadership of the company

- The organizational culture: understand
how change is perceived, and how
employees are best influenced

- The internal organizational relationships
and dynamics: understand how decisions
are made

Impact on framework

This knowledge will help shape the
business transformation
framework by adjusting
components like:

- Adopting a prescriptive or
descriptive framework

- Structuring the governance
model to reflect efficient
decision making

Evaluate the The objective is to evaluate if the key

organizational transformational skills and competencies are
readiness for present in the organization and what is their
business level or maturity, for example:
transformation

- Leadership : who are the influencers in
the organization? What type of leadership
is predominant?

- Communication : what is the most efficient
channels to communicate in the
organization? What should be avoided
(vocabulary, etc.)?

- Program and project management: What
project delivery methodology is adopted?
Who are the project managers?

This helps adapt:

- Success factors (principles): put
forward the most impactful
success factors for the situation

- ldentify critical competencies
and management disciplines to
make visible and emphasize on

Collect and Gather the organization’s specific
define requirements from a framework. It may
requirements for = include items like:
business . What do leaders need to influence the
transformation

teams
framework

- What are the critical practices and
principles that will make a difference in
this specific context? Not all success
factors will have the same level of
impact in all contexts. Some will have a
more predominant influence on the
organization especially if it is less
mature.

- What levels of details is required?
steps, procedures, techniques and
tools, etc.

These requirements are useful to:

- Success factors (principles): put
forward the most impactful
success factors for the situation

- Develop the methodology within
the framework

- Assess the level of details
required to describe the
framework elements: steps,
governance, etc.
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In this article, the framework adaptation reliedtba study of organizational characteristics; the
organizational structure (roles and responsibg)ti¢he culture, the leadership and management
style, the core values of the organization, thesime making process, and the history of change
within. Other organizational characteristics, thay influence the adaptation of a framework,
were not considered, such as the internal poweardies, and the external influence of industry
and competitors. Further research on these chasditte will add to the validity and clarity of the
adaptation guidelines. To support organizatiorisrtéusiness transformation frameworks to their
context, a more comprehensive investigation of migdional characteristics and how they
influence the adaptation of a framework is requidadaddition, business transformation relies
heavily on the integration of management discigiaad practices (Uhl et Gollenia, 2013). The
level of integration of these practices within thasting frameworks requires further research. In
the case of project and program management pragticéusiness transformations should be
managed as projects or programs, how well is prapegrogram management integrated in

existing frameworks?

As organizational pressure rises to start execusiooner rather than later, taking time and
perspective to evaluate organizational characiesidsb shape an adequate approach, will be
challenged. Practitioners will face the dilemmaawbdiding the action imperative, and taking the
time to evaluate as many relevant frameworks asilpleswhen choosing or adapting to their
specific contexts. It would translate into moreogffin the conceptualization and planning of

business transformation approaches.

5.7 Conclusion

Business transformation can occur at various orgdiioinal levels, where the scope of the change
is defined by the organization’s boundaries. Bussniansformation shares success factors with
other change approaches regarding sponsorshiggrdag, communication and governance. It
also has additional success factors related tappgoach and its enablers, both analytical and
organizational. The comparative analysis of thedected frameworks of business transformation
indicates that they are influenced by the authlbaskground and assumptions about the nature of
business transformation and how it should be caeduic complex and uncertain environments.
It also reveals that frameworks complete each otimethe level of detail and guidelines they

provide. From a practical perspective, these efftartombine and adapt a business transformation
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framework to an organizational case divulge thellehges of using such frameworks. How
business transformation should be structured aaaheld will be influenced by the understanding
of the specific organizational context. This studgpproach to developing and adapting a business
transformation framework to an industrial partnesitsiation provides some guidelines on how to
perform such a work. It also indicates some ofdfganizational characteristics that influence the
choice and adaptation of a framework within an pizgtion. For future research, this article’s
conclusions should be tested against a wider rewaktwusiness transformation frameworks. A
wider review of other organizational contexts vadlp identify other relevant adaptation criteria.
All of which should translate to improved concepizetion and planning tools for business

transformation practitioners.
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Abstract

This study aims to examine the characteristicsrofept planning processes and practices in the
context of business transformation. It uses a tptale multiple case studies approach to explore
how business transformations are planned in afspecganizational context. It analyzes planning
leveraging a process, people, and technology framewhe results outline the variety of planning
processes and practices across cases. Plannidgfeasnt definitions and scopes and the level of
standardization is low. A strong project governaacel leadership skills arise as enablers of
effective planning. Also, results highlight the $haemount of planning artefacts and deliverables
used in this study’s context, compared to projeahagement standards. The article argues in
favour of an adaptation of existing planning preesi and processes for business transformation
contexts. It contributes to a stream in the liter@atdiscussing project management practices

adaptation to specific projects categories andexast

Keywords: Project Management; Planning; Process Analysisjrigzss Transformation

6.1 Introduction

Business transformation is a change approach wiathethe level of radicalness of changes and
the expected value of results are high. It may thggact various dimensions of the organization;
strategy, people, processes, information, and tdofgg (Subramanian, 2015). It aims to bring
substantial added value translated into fundamertabdelling to how work is done and how
value is delivered. Its scope involves complex emdrrelated aspects of organizations, such as
multiple internal and external stakeholders. It @doa holistic view of the organization and
integrates multiple management disciplines to hesriee complexities and risks of such radical
change (Purchase et al., 2011). As such, businassférmation can have a critical impact on
organizations’ performance and even their suniivétheir markets. Meanwhile, it has been proven
difficult for organizations to plan and execute ibess transformations successfully, as the failure
rate would range from 40 to 70 per cent (McKins2808b; Nohria et Beer, 2000).

Considering the major challenges that these pojegtresent, one could view program and project
management as key disciplines for the successatf mitiatives (Uhl et Gollenia, 2013). This
points to a need to look closer in how businessfamations are managed as projects or programs
in organizations. More specifically, it is suggestieat planning processes would be worth a careful
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examination, due to their importance in determinangject success (Dov Dvir, 2005; Serrador,
2013; Wang et Gibson, 2010).

Project planning has been extensively discuss#ukititerature. It is generally studied as specific
techniques (Pellerin et Perrier, 2018), and islyaaealyzed as a process with an attention to its
activities, decisions, inputs, and outputs, spegilfy taking into account the particularities of
different application contexts. Indeed, the litarat stream argues that project management
practices should be tailored to the specificitiépmjects and their contexts (Besner et Hobbs,
2013; Niknazar et Bourgault, 2017). In that reg&nethibald (2013) identifies projects categories
sharing similar characteristics where “Business anghnization change projects” would be

considered as one among many.

This study explores the planning processes indgh&ext of business transformation projects. Using
a multiple case studies approach, this articlestigates current planning practices in a specific
organizational context. This study is of explorgtoature with the objective to develop a deeper
understanding on how project planning is perforfoedusiness transformations and to assess to

what extent existing project planning practicesatapted to such projects’ context.

The remainder of this article starts with a reviefvproject planning literature to summarize
research trends on the subject. It is followed Ogscription of the research methodology including
an overview of the data sets gathered for thisarebeand the description of the case study
approach. Then, the analysis of planning practiaése presented following a people, process,
and technology framework including consideratiofii@anizational context’s influence. The

article concludes with a discussion of the regult®lation to existing literature.

6.2 Literature Review

6.2.1 Project Planning

Planning is a management practice that helps reducertainty and manage risks (Christensen,
1985). Its definition, approaches, and tools vaeywieen application areas (Allmendinger et
Tewdwr-Jones, 2002; Davis et Kahan, 2007; Pine@09R It is also seen as a central project

management discipline (Dov Dvir, Raz, et al., 2003)
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In project management guides and references, pigras the lion share of the content (Office Of
Government Commerce, 2009; Project Managementutesti2017). It is both defined as a phase
of the project lifecycle (Pinto et Prescott, 198&rrador, 2015) and as a process or a group of
processes (Office Of Government Commerce, 2009g&ridlanagement Institute, 2017). Some
authors would also view project planning as a decimaking process that structures information
and defines actions to achieve project goals (Méred Mantel, 2009; Tallgren, 2018).

Despite variations in project planning definitiof®errador, 2015), there is a consensus in the
literature about its positive impact on projecistsess (D Dvir et al., 1998; Dov Dvir, Raz, et al.,
2003). Across different projects’ contexts and stdes, planning is confirmed as a key success
factor (Serrador, 2013). Its benefits include reédgancertainty and risks, improving the project

delivery efficiency, and providing a baseline foomitoring and control (Kerzner, 2013).

The literature has addressed project planning muithiple views. It has a noticeable abundance of
studies on specific planning activities or techeig|like scheduling and sequencing (Khamooshi,
1996; Knotts, Dror et Hartman, 2000; Mummolo, 19P4jlerin et Perrier, 2018). This may be
attributed to the historical evolution of projedamning that started with specific techniques like
Critical Path (Kelley et Walker, 1959). Planningshelso been discussed in relations to project
management approaches. For instance, adoptingliidnal or agile model will influence how
planning is performed (Fernandez et Fernandez, ;20@8bourne, 2009; Wysocki, 2009).
Changing planning approaches is also influencethbyproject’s environment (Nuti, 1983). In
dynamic environments, different planning approaatees be leveraged to reduce risks and help
manage uncertainty (Collyer, Warren, Hemsley ev@&ts, 2010; Collyer et Warren, 2009). In
addition, the decision-making nature of planning teeen emphasized (Shapira, Laufer et J
Shenhar, 1994; Velayudhan et Thomas, 2018).

However, research on project planning as a prdw@s$feen less abundant. In project management
references like the PMBOK (Project Management tintstj 2017) the key activities of planning
are identified along with the inputs and outputgested and the processes are usually represented
at a high level. Few studies have attempted to nstaled how organizations execute project
planning processes (Serrador, 2015; O Zwikael eb&kon, 2004). These efforts focused on
project planning details leveraging descriptive rapphes, through multiple case studies

(Alexander Laufer, 1992) or a single case studyd@ason et Johansson, 1996). They point to the
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complex nature of project planning as a decisiokingaprocess and in relation to environmental
factors and constraints (Winch et Kelsey, 2005 @iavelopment of project planning practices
and tools requires first a deep review of theirent situation in practice and in relation to tbkes

that are involved (Kelsey, Winch et Penn, 2001)atTbeing said, these few studies were all

conducted for construction projects.

In fact, project management as a field of studyltiag been associated with certain “hard” contexts
such as capital projects. Serrador (2015) indicthiastwo industries have a more extensive body
of research on planning than others: constructr@hiaformation technology. In the same study,
the author compared the variations of planning tmes and concluded that: “planning
requirements vary between companies, from progeptdject, and that different industries require
different planning and planning tools”. Consequgnglanning practitioners are compelled to adapt
methodologies and tools to their projects’ speafotext (Alexander Laufer, Tucker, Shapira et
Shenhar, 1994).

6.2.2 Projects Contextualization

The Oxford dictionary defines context as: “The gimstances that form the setting for an event,
statement, or idea, and in terms of which it cafublg understood”. A project context can then be
defined as the set of circumstances and envirorah&adtors that allows a full understanding of
its specificities. The project’s context influendbg practices of project management (Besner et
Hobbs, 2013). The impact of some contextual facteas been investigated such as the
organizational or institutional context (Klimke&013; P. W. G. Morris et Geraldi, 2011) and the
national culture of the country or region where th®ject takes place (Rees-Caldwell et
Pinnington, 2013; Rodrigues et al., 2014).

Because it is too complex to identify all contextizactors and include them in defining project
management practices (Besner et Hobbs, 2013),ar&ation is proposed as a potential solution
to help tailor project management practices. Leyiagaprojects categorization will help develop
further theories for project management (Niknat&aeirgault, 2017; Svejvig et Andersen, 2015).
Different projects categorizations have been pregdgarchibald, 2013; Youker, 1999) relying on
criteria like industry, project sizes, project tfele, and project end-product. An argument can
even be made for organization-specific project rgangent practices (Shenhar et al., 2005).
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In short, research on projects contextualizatiah@ategorization point to the need to develop and
adapt project management as a theory and as matti@rojects’ specificities and environmental

characteristics.

The management of business transformation projedigyhly dependable on the organizational
context in terms of work culture and strategic atgefBjelland et Wood, 2008). The nature of such
projects calls for even more adaptation of projpahagement theories and practices. In a recent
study Cha et al. (2018) reveal the limitations wifrent project management bodies of knowledge
in supporting business transformations in delivgritheir intended benefits. All of which
emphasizes the need to explore how project managepnactices can be adapted for business
transformation. Especially as such projects areeasingly visible with important organizational

and economic impacts.

In summary, planning has diverse definitions dependn industries and projects. Nonetheless,
the literature converges on the importance of planno projects’ success. Project planning
research is in majority directed to specific a¢tdda and techniques. Few studies have explored
planning as a process. In addition, project plagmesearch has long focused on capital projects
in specific industries, mostly in contexts of canstion and information technology. The literature
also argues in favour of project management presaclaptation, like using project categorization.
Particularly for business transformation, thereaismieed for a review of project management
practices, especially planning. This study aimsdatribute to the literature by exploring the

characteristics of planning processes for busitrassformation projects.
6.3 Research Methodology

6.3.1 Multiple case study approach

The study is exploratory with the intent to undanst the various intricacies of the planning process
used in business transformation projects. In sxghoeatory research targeting the discovery of
how a concept is manifested in practice, a casi/stpproach is suited (Yin, 2014). As a research
approach, case study allows the capture of everidlaw of activities in organizations (Noor,
2008).
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Business transformation is often considered a seasiubject within organizations because of the
strategic information involved. To get access taofictential data, a research partnership was
developed with a company willing to share suchnmiation and where multiple cases of business
transformations can be found. Once an industriatnpeship was established, an embedded
multiple case study was used (Noor, 2008; Yin, 208ich an approach provides an in-depth

understanding of how a phenomenon takes placesinrpanization by comparing multiple cases.

Four business transformation initiatives were getkavith the help of an internal team within the
industrial partner's organization. The selectiomgéded initiatives where the change was
considered relatively important and radical for tinganization, and where the scopes and delivery
methods provide a representative variety. Datalawéity was also considered as a selection
criterion. The number of cases was minimized irotanof better access to data and to employees

who participated in the selected initiatives.

The data collection revolved around in-depth inemg with participants in each case. This initial

set of data was then complemented by a selecti@oaimentation available for each case. To
support the understanding and interpretation ofdat, some general organizational context
documentation was gathered. The selected casethamllected data are summarized in Table
6-1. The overall data collection was spread fronto®er 2015 until June 2016 and the cases
covered a period of six years from 2010 until 2016.

A thematic data analysis approach was selecteddifyoqualitative data and groups it into themes
(V. Braun et Clarke, 2006). Nvivo 12 was used agialitative data analysis software to support
the collection, structure, coding, and analysishef different data sources (Bazeley et Jackson,
2013).

Combining both a thematic analysis and data rev@wcess maps were drawn for planning
processes for each case. Comparing these mapsembprocess was identified with shared steps
and elements. Each case was analyzed separatefythsimes to identify planning components,
roles, enablers, and challenges. Afterwards, aserase analysis was performed to compare these
elements and identify shared observations andtsedtisenhardt, 1989; Krippendorff, 2004; Yin,
2014). To summarize each case, a report was byhoup all relevant analysis items and structure
it as a case study format. The cross-case reparbuil to link all four cases and provide additbn

insights using the general context information.
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6.3.2 Organizational Context

The industrial partner is a North American pubbenpany with a capitalization of about 40 billion
US dollars. Operating in the industry of transpota and logistics, it has a presence in both
Canada and the United States. Counting more thgdD@2mployees in all its locations, this
company has witnessed steady business growthddash20 years. One of its business areas even
performed a yearly growth of double digits for fhst 10 years. The company is considered a
leader in its industry with a strong position ia rharket. That being said, competition has been
putting more and more pressure around the custanttadded value service through information
technology and other innovations. Looking to sumsi&s leadership position, and evolve in its
market, the company’s leaders have initiated mieltjpisiness transformation initiatives to steadily
shift the organization towards a new vision. Thesiatives range from changes focused on a

process end-to-end, to a company-wide program mwithiple projects under its umbrella.

Table 6-1. Summary of cases data sets

Number of Interviews Number of

Description interviews duration documents
participants (min) selected

It is a project at a departmental level that aimed to re-
engineer an end-to-end process with the implementation

of a new information system.
Case 1 ) ) 6 516 120
The project was considered a success by all

stakeholders as it finished on time, under budget and
delivered the business results expected.

It is a company-wide program that was initiated by the
CEO to change the organizational culture and put more
focus on customer service. The program included
projects focusing on: teams’ organizational design,
Case 2 processes reengineering, and information technology 4 203 43
changes.

The overall program benefits were considered achieved,
even if some projects under its umbrella were
considered failures by their stakeholders.

Itis a project at a departmental level that aimed at
redesigning how the department manages and executes
on demand and opportunities. No information system
changes were introduced. However, changes in

Case 3 behaviour and mindset were considered high for 4 344 51
employees.

At the moment of data collection, this project just started
its delivery or execution phase and no evaluation on
success was performed so far.
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Table 6 1. Summary of cases data sets (Cont'd adyd e

Number of Interviews Number of

Description interviews duration documents
participants (min) selected

It is a program that aimed to implement or enhance
multiple new information systems for one business area
of the company. The program had five information

Case 4 technology projects. 5 465 120
The program overall was considered a failure by all

stakeholders which translated into a financial right off to
overcome its costs at its closing.

General information about the organizational context and

Context the links between different business transformation 2 131 16
initiatives.
Total 21 1749 350
6.4 Results

The results and observations are derived from lieenés extracted using the thematic analysis
approach of the cases. Table 6-2 summarizes thegsejts and observations. To help structure
the results, the following dimensions will be ugedpinal et al., 2012; Lee et al., 2008):

- Process : Identifies the sequence of steps andtasdj and the identification of both inputs
and outputs. It also includes elements of the pranprocedure and technique used to
support a step in the process.

- People : explores areas dealing with work orgaimmasuch as stakeholders, roles, and
governance.

- Technology: covers any tools (software, hardwatie) supporting the process activities.

- Organizational context specific: a grouping of kéwllenges and characteristics of project

planning in the industrial partner’s organizatiooahtext.
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Table 6-2 : Summary of results and key observatimr case studies

Dimension Key results and observations
Process Planning Each case has a different definition of planning scope
scope and Each case has different boundaries definition of planning processes
definition Groups of planning activities can be identified across cases (see Figure 6-1)
. Each case has a different sequence of planning activities
Planning . . S
activities and The importance and level of effort for planning activities is influenced by each
decisi case’s team and stakeholders
ecisions R . . .
The level of standardization of planning processes across cases is low, with
the exceptions of IT related activities
The use of planning techniques (e.g. scheduling and resources levelling) is
limited
. Few planning artefacts and deliverables are shared between cases
Planning . -
. The shared planning artefacts and deliverables have also a low level of
deliverables .
standardization
Internal stakeholders (e.g. business units, departments) have a higher impact
People Stakeholders than external ones (e.g. suppliers, consultants)
The IT department has a consistent involvement across cases
Defining and implementing a governance model is an enabler of projects’
Governance
success
Three levels of governance were identified across cases (see Figure 6-3)
Governance has a negative connotation in the organization
Planning roles Five planning roles are identified across cases: decision maker, planner,
9 facilitator, subject matter expert, and integrator
In each case, different resources would fulfil one or multiple planning roles
Technology Planning Limited use of project management software
activities Project management software capabilities may not be adapted to business
support transformations’ needs
Planning Challenges Lack of alignment b.etween cases par.t|C|pants on plannlng expgctatlons
. The absence of defined and clear projects planning guidelines in the
maturity and o
: : organization
practices in . _ .
the PrOchts or programs scopes, objgctlves, and expect.eq benefits are not
organization consistently defined a_nd shareq with teams and participants
. Influence of an operation-centric culture
Link to : . . i .
P Project management practices are not centralized and are defined for capital
organizational ; - .
planning projects (e.g. engineering, IT)
practices Transposition of existing capital projects planning processes to business

transformation projects

6.4.1 Process

6.4.1.1 Planning scope and definition

Interviews participants have different interpreda of project planning that reflect each one's
perspective and project context. Such variation @eathe definition of planning processes
disparate between cases. The boundaries of plarqprogesses vary across cases. In Case 1,

planning included activities of process design i@piirements gathering. And in Case 3, planning

touched on key stakeholders’ engagement, projegtes@and objective clarification.
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Attempting to look at what capabilities are presacitoss cases, results can be aggregated into
planning activity groups. Figure 6-1 summarizes tipiouping for shared planning and control
processes. Such a representation highlights tlemeéat definition of planning beyond the typical
activities (e.g. work breakdown, sequencing, scheduto include elements of scope definition,

design, and stakeholder management.

Monitoring and
Control

Initiation Blueprinting Detailed Planning

 Define scope » Assess current state » Breakdown work and » Define reporting and tracking

* Build the team * Design future state activities structure

» Engage stakeholders » Shape and confirm changes » Sequence activities * Evaluate progress

« Kick-off the project or and opportunities  Estimate efforts and » Assessplan’s changes
program resources

* Build a schedule
« Define the initial budget

» Perform risk assessment

Figure 6-1. Cross-Cases Planning and Control Pseses

6.4.1.2 Planning activities and decisions

Looking at the sequence of planning activities dedisions in each case, the data was mapped
into a step-by-step process using a Business Rrddeslel and Notation (BPMN) formalism
(OMG, 2011). Each case has its particular planpraresses. Some activities can be found in
more than one case but they are not in the samgeseg. For example, all cases used the
organization’s finance department process to bailtlisiness case and get approval for project
funding.

In addition, the relative level of importance ofphing activities varies between cases. It is
influenced by the specific interests of the projeem and the stakeholders involved. In Case 4,
the executive decision makers put emphasis on shimaion of the costs and delivery time.
Relatively to the other cases, this emphasis waisgadbly more important and influenced the

amount of effort put into estimation compared toeotplanning activities.
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When comparing process maps across cases, thefestahdardization arises as low. Each project
was planned differently, using a different planngmgcess and documentation. Using the example
of estimation, each case performed the estimatfacosts differently; how the resources were
assigned and the logic and templates for estimati@re also different. The exception was noticed
when there are Information Technology (IT) compdsen the project. The IT department has a
relatively more defined planning process. WhendTinvolved, the planning process has some
standard elements, for example, the team of sol@rohitecture provides an order of magnitude
estimations using the same process and tool fog Casnd Case 4. IT related elements are also the
only ones found with a budget definition and tragkof costs. Other areas and departments do not
have a defined budget, nor do they track costeaokformation projects.

Moreover, there is limited use of planning techeisjsuch as Critical Path Method, Earned Value
Management, and scheduling and resources levedoigniques. Such techniques are deemed too
complex for the needs of the projects and the tesvinen applied by project managers, they tend
not to publicize their use, and their effectiveneassthe planning and project success cannot be
deduced.

6.4.1.3 Planning deliverables

For all cases, 124 project planning deliverablesevigentified (see Figure 6-2). Six of them can
be matched and found across cases. The comparsemased on the documents’ content and
purpose, in addition to any Metadata that can befulidike document title and document
identification if existent. This is also an indimat of the lack of standardization of project
deliverables and artefacts in the organization.|ld &3 presents the deliverables encountered
across cases. The project plan is a deliverabledfouthree out of four cases. However, the content
varies for each case. It varies in the rigour afudoentation, and also the components of project
planning covered. The steering committee updatgergerally a presentation document for an
executive team acting as the decision makers éptbject. These documents tend to be the easiest

to have access to, and are the ones best managexdui®, versions, owner, etc.).
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Initiation Blueprinting Detailed Planning

Planning Processes

Monitoring and Control

Figure 6-2. Thematic analysis - Frequency of cadeteliverables by planning processes

In summary, observations in the process dimensmntgo a variety of planning definitions

between stakeholders and across cases. Plannirgpatrdl processes have little standardization,

and there is a clear influence of IT project mamagyg practices on the delivery of the cases

selected. In addition, few deliverables and artsfaze consistent between cases, in line with

observations about processes lack of standardmzatio

Table 6-3. Most common deliverables and artifactsss cases

Deliverable

Expenditure
approval

Description

It is a form owned by the financial planning department. It
is used for any type of expenditure required by any
business unit. It acts as a business case documentation to
explain the business needs for the required expenditure
and an estimation of the total costs for the current year and
subsequent years if applicable.

This deliverable is usually created at the Initiation step of
the planning and control processes.

Comments

This document is an artefact for
an internal approval process. Itis
used as projects and programs
formal business case artefact to
get initial funding to start the
project or program.

Project plan

A document that summarizes the key elements of a project
or program planning output: scope, resources, schedule,
risks, budget, etc.

This deliverable is usually created at the end of the detailed
planning process. It summarizes the activities done within
this process.

Even without a clear standard on
what a project plan should include,
this artefact is present in 3 out of
the 4 cases.
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Table 6 3. Most common deliverables and artifactess cases (Cont'd and end)

Deliverable Description Comments
Deployment A document that deals with the execution portion of any This document can also be called
strategy design or blueprint. It explains the approach to deliver the a roll out strategy or
solution and implement the required changes. implementation strategy.
This deliverable is usually created at the same time as the
project plan, at the end of the detailed planning process.
Change A document that explains the audience analysis, the The change management team
Management change impacts and how the change will be managed within the IT department has
Strategy through a combination of activities like training, developed its internal practice
communications, etc. planning methodology which
. . . . includes the delivery of a change
This deliverable is usually created at the same time as the Y g
; ; . management strategy as an
project plan, at the end of the detailed planning process. In output
Case 1, it started during Blueprinting. '
Project It is generally a Gantt chart that shows the project or The visual representation is
schedule program key activities with the timeline of its execution. common between cases. The
This deli ble | ted during the detailed planni level of details and elements in the
is delivera e“IS generate urln,g e detailed planning schedule (e.g. resources) varies.
process, at the “build the schedule” step.
Steering A presentation providing an update on the progress for the It is often the only existing
committee steering committee, and when required provide inputs documentation of some planning
update expecting a decision. activities and decisions (e.g. in
This dell ble | tin all the planni d trol Case 3 the evaluation of
is de |vergt eis recurren_ttln a, zptannltngt?jn ~contro deployment strategies was only
pr_(t)_c?_sses. d ee”tf‘g comml ees ijpl ates start dunng found in a steering committee
initiation and continue until project closure. presentation).
6.4.2 People

6.4.2.1 Stakeholders’ analysis

During the thematic analysis, data was codifiemlémtify stakeholders that both are involved and
impacted by the projects and their planning. Té&bfepresents the frequency of codes assigned by
internal and external stakeholders. Across alls;aseernal stakeholders have a higher weight and
impact on the planning than external ones. Modhefexternal stakeholders are suppliers and
vendors providing resources to the transformatiajepts. In Case 1, vendors were present both
as management consultants to support the defingfothe project and its objectives, and as
technology integrators to configure and impleméetriew software.
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Table 6-4. Thematic analysis - Frequency of codsgaed to stakeholders

External Stakeholders 529
Internal Stakeholders 1241 572 569 1350 3732
Total 1494 739 591 1437 4261

Looking specifically at internal stakeholders, a@®partment has a consistent involvement across
cases with high impact and influence: Informatioecfinology (IT). It indicates that for this
specific organizational context, a transformatiavuld imply an important IT component, and as
such, the IT department is active in most transédiomal projects in the organization. In addition,
in this organization, the IT department has histdly provided internal consulting services to
encourage other groups to think about businessctspefore initiating an IT project. Teams of
change management specialists, strategic plannerdasiness process analysts would support
other departments in an array of problem-solvinggitives. This has put the IT department as an
internal partner to initiate transformational peige The amount of information technology
projects and investments has increased in the ma#mn for the last 10 years. This was partly due
to an organizational strategy favouring other astiet machinery and facilities over technologies.

6.4.2.2 Projects governance

For all cases, governance was frequently identifieidterviews and documentation as a success
factor for the projects in general, and for an@ffe project planning in particular. In each case,
governance structure was established. Figure 6s8rifbes the governance structure common

across cases.

However, implementing governance and leveraging istructure decision-making for project
planning were not present in all cases. Case Aalithave an effective governance structure until
late in its execution. This gap was identified ae of this case’s lessons learned. Case 4 was one
of a list of other projects in the organizationttfzaled partly due to a lack of effective governan
Therefore, decision-makers in the organization mecenore attentive to its importance. Another
challenge for the definition and implementationpodjects’ governance is its perception in the

organization. For many employees, governance waeped as negative, meaning oversight and
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bureaucracy. The importance of governance for g¥feaecision-making in projects does not

seem to be understood.

« It is composed of executives in the organization (e.g. Director,

Executive and Vice President).

. B Steering * Each member of the steering committeeis a sponsor of the
U|tlm|avt|e kPeCISIOn Committee project in his or her business unit.
aKing » They are engaged in milestones’reviews for final validation,

and for critical decisions (e.g. deployment strategy selection).

4 N\ 'd N\
Di ti d * It is composed of a selected number of project or program
Irection an . : . leaders, and at least one business unit leader.
Program/Project Progrim/dPrOJect Busmefs grea/Unlt * These leaders are accountable to the steering committee of
1 eads eads the execution of the project or program and the delivery of
versig
expected business results or benefits.

* It is composed of subject matter experts from required
Business business units and dedicated experts relgvant to the project or

program (e.g. change management, business analyst)
SME/AnaIySt » They are accountable for specific tasks or deliverables in the
project or program.

Execution Focus Project Team

Figure 6-3. Common project governance structuresactases

6.4.2.3 Planning roles

During data collection, planning roles were defirexthe sets of specific responsibilities and
activities or decisions that can be associated thighproject’'s planning. Interviews participants
were asked to describe their role in the projedt specifically for the planning activities. Within
each case, key planning roles were identified. Mémlie, comparing the roles across-cases showed
variations in their responsibilities. For examplee sponsor’s role during planning ranged from
active participation in the planning decisions &sgve participation through approval and reviews

of planning deliverables.

Nonetheless, the traits of planning roles can bésotied across-cases. Grouping these
characteristics led to categories of roles emerghmgugh the data review and they can be

summarized as follows:

1) Decision maker: A role where the focus is on reogiynformation and taking decisions
on the direction of either planning or the exeautim Case 1, the majority of planning
decisions were jointly taken by the project manaayed the business unit’'s lead on the

project.
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2) Planner: A role where knowledge of planning pradits required and who centralizes all
planning information, tools and outputs. In Caseth® program control officer was
responsible for all planning activities. She pr@ddhe knowledge of techniques and tools
and she owned the planning deliverables.

3) Facilitator: A role that engages and coordinatestgpe of work or conversation during
the planning and execution. In Case 3, the praojentager was also the facilitator in all
workshops and decision-making sessions.

4) Subject Matter Expert: A role with business or tachl expertise that will participate in
the planning process by providing and receivingrimfation. In Case 1, experts in existing
business processes were dedicated to supportifgcppdanning.

5) Integrator: A role focused on analysis and esthivlgs connections between components
both technical and human. In Case 2, a selecteddéaternal consultants were the “glue”

connecting all progressing initiatives in the pieogr

One person would fulfil multiple roles during a jct. In all cases, the project manager has
fulfilled the roles of planner, facilitator and amegrator. The level of effort and dedication &xle

role by the project manager varies. In Case 3ptbgct manager was also a subject matter expert.
This outlines the importance of leadership skililse | facilitation and integration to plan
transformation projects. There is also an indicatbthe criticality of selecting a project manager
with the appropriate skills and experience for spigdjects. Expertise on the subject of the project
is seemingly less impactful than facilitation amdegration abilities. This also introduces a
challenge to the organization of finding the appiatp project resources, to plan and lead a
transformation project. It is a shared pain poigtheen all cases the difficulty to find resources
with the required skills combining both subject taaexpertise and leadership and management
skills adapted to the projects’ needs. Added td, thad as in all public companies, financial
performance and guidelines have an important bganmm influence on how decisions are made.
In this organization, capital expenses are prefetoeoperational ones. As such, decision makers
always delay any resource allocation to the indgratand planning of projects, as these phases’
costs are purely operational. This explains thgueat delays in having the appropriate skills and
expertise during projects. In addition, the underding of the roles required to plan a
transformation project is different from the trugpectations of the project. It led to many cases of

misused expertise and difficulty to engage a skidam to lead the project.
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6.4.3 Technology

As for any process in an organization, project plag can be supported by different tools and
technologies, especially software with capabiliteeperform many of the planning activities. Such
software has a limited presence in the planninggs® of the cases studied. Evidence of the use of
Microsoft Project was found, and its usage wastédhito the generation of a Gantt chart for
presentation and communication purposes. Some tezspscially in IT, have developed their
specific planning Excel-based tools. These teanesimsut provided from projects requesting
resources to evaluate workload required and estinegiource allocation and costs. Across cases,
the use of the software is rudimentary and doesewetage the full potential of such technologies

to support planning activities.

The organization has access to some project plgriaois but is not leveraging them to their full
capabilities. It is partly explained by a lack @hihing and coaching on such tools. They are
considered “productivity enhancement” tools, andsash, no official training is provided. In
addition, in the cases selected, team memberstduwane the same level of comfort with using the
software. It is challenging for project managerssédect and use software to support project
planning. For example, in all cases, SharePoint used as a document management and
information sharing platform. In Case 3, it wasdiss a planning tool, where the workshops’
schedule, participants, objectives, and documemtatere managed. However, after a few weeks,
the project manager observed that few participantsally used SharePoint properly to consult

workshops schedule and upload relevant information.

Some interviewees indicated that an important portf the project management software
capabilities is not required for a transformationject in the organization (e.g. tracking budget

and cots), or that they are not adapted to a wamsition project’s context.

6.4.4 Planning maturity and practices in the organization

Comparing the planning processes of the selectsdscandicates that defining planning is
dependent on the project and participants’ pergspgectProjects’ participants do not share the same
understanding of planning processes, and they tadiffarent levels of planning knowledge
proficiency. Whoever is acting as a project planfiaeges an audience that was not sensitized to

how planning is performed and why some steps ayeinexd before starting project execution. It
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resulted in a lack of engagement in the plannirg@sses where participants thought they were
not adding value. In Case 3, the project managérthigut important efforts into familiarizing

project team members and participants with prgpantining processes, techniques and tools.

Added to that, there are no planning guidelinepfofects in the organization. And for the selected
cases, the project teams did not clarify how plagractivities should be performed, or what the
expectations were. This led to ineffective plannprgctices and misalignment where multiple

stakeholders were interacting to build one prgpan.

Specifically, it is common that the scope, objessivand expected benefits of a project or program
are not explicitly and clearly defined. The defimit of scope can be improved, especially to

underline its importance and define how it will m@anaged during the project. In Case 4, the
insufficient clarity of scope and objectives lediie generation of a new plan frequently to match

the changes in scope and in direction.

Considering the organizational context, few elemmeiout the culture and project management
practices are important to mention. The organimahas been putting most of its focus on its
operations efficiency. It has been the driver eestment’s decisions and changes for the last 20
years. It has a strong operation-centric culturereiplanning and execution of its core operational
activities are mature compared to competitors enitidustry. However, other planning practices
(e.g. Sales and Operations Planning) have lowerityj and the organizational culture has long

resisted the implementation of such structuredrpfanprocesses.

The majority of its projects are capital-based amniénted towards improving its assets; e.g.
construction and IT type of projects. Project Masragnt Offices (PMOs) exist within two
departments; IT and Engineering, where an imponpantion of the budget is directed towards
capital projects. Nonetheless, there are no defingigct management practices in the organization
overall. And the PMOs are solely focused on spediépartmental projects with little interactions
with other business units. This can partially explthe lack of project planning processes
standardization. From the selected cases, the iaajaom applied planning processes and practices
from capital projects to transformation projecthisidirect transposition yielded many challenges
and not as effective results. The context and dfpgork in transformation projects are different

and may require an adaptation of planning procemsgpractices. Most importantly, the definition
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and management of scope changes. All selected, aasether considered successful or not have
reported challenges in the definition of their seognd keep changes controlled.

6.5 Discussion

One noticeable result from these case studiesristyaThe definition of what planning is as a
scope and as a process was different for eacharaséhe use of project planning techniques
depended on the project. This variety points torthed for an adaptation of planning processes
and practices to the project’s specificities. Tisigechoed in the literature where project planning
is widely debated (Alexander Laufer et al., 1992anning scope and practices depend on the
project’s industry and organizational context (8dar, 2015). This led researchers to use planning
definition to their studies contexts. For instan8errador (2013) uses a planning definition
inclusive of any activities or phases before progecution.

This study’s cases share a few project planninggs®es. The differences in planning activities
and deliverables indicate a low level of standatiiim within the organization. This may be
interpreted as an example of the multiplicity odjpct planning (Alexander Laufer et al., 1994),
where each project’s peculiar environment requireguational analysis that guides the planning
approach and processes. Another interpretationbdlye low application of project management
best practices (Ofer Zwikael, 2009). With the preseof various project management bodies of
knowledge and frameworks (International Project BMgament Association, 2015; Office Of
Government Commerce, 2009; Project Managementutest?017) one may expect a higher level

of similarities, especially in one organization.

The exception in this study’s results was relateld tcomponents in projects. First, this highlights

the role of information technology in enabling mess transformations. The industrial partner’'s
specific context is shared with many organizatitmes rely on IT to ignite and lead business
transformations (Venkatraman, 1994). Informatiochtelogy practices have become core
capabilities to plan and deliver business transétioms (Uhl et Gollenia, 2013). Second, the high
involvement of IT implies the influence of IT projepractices on how business transformations
are planned and delivered. As mentioned by Serr@fdr5) information technology is one of the

industries with a highly developed project planniitgrature and practice. However, such a
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transposition of project practices may not be ogtifar business transformation situations (Cha et
al., 2018).

Compared to project management bodies of knowl€@ffece Of Government Commerce, 2009;

Project Management Institute, 2017), many actisitend in these cases to be part of the planning
efforts are classified in other phases of the ptoge another process group. For example, the
clarification of the project’s objectives is cldgsl in the scope definition process group, and the
results of this study indicate that it can alsofresent in planning. In addition, in project

management references and guides, planning prackase the highest number of deliverables
used as inputs and outputs (Project Managemertuliest2017). The data from the selected cases
suggest that in practice a limited number of théskverables is actually being used to plan a
transformation project. It seems that, in the ceinté this study, project planning references and
project practice have a gap in both the associati@ctivities and artefacts required for planning.

Here, again, is an indication of how current projpanagement practices may not be suited for

business transformation contexts.

Results on governance and planning roles poinhéarhportance of leadership and “soft” skills
for effective planning of business transformatidnspractice, there is much focus on the project
manager’s technical skills around scope definitieaheduling, budgeting, and earned value
management (A Laufer et Tucker, 1987). There ie #adership skills that a project manager
needs to be effective at leading a business tremsaton project. The cases at hand point towards
facilitation and integration as the most effectskalls in such a context. Studies in the literature
show “soft” skills are increasingly important ftvet organization when recruiting project managers
(Ahsan, Ho et Khan, 2013), specifically the impattsuch skills on the quality of planning
(Globerson et Zwikael, 2002).

Finally, the literature indicates that overall gctj management tools are underused. And it is for
similar reasons as the ones found in this studk & training on the tools, the disparity in the
level of technological competency (Andersson eafdislon, 1996; Herroelen, 2005). In this study,
many project management technologies’ capabildresfound to be an additional complexity to
the project team in business transformation contdetanwhile, other functionalities are missing

pushing teams to manage such projects using atbbisc This is another indication that planning
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practices and tools were developed for capital gqutsj and are not adapted to business

transformation projects.

6.6 Conclusion

Using a qualitative multiple case studies approtth article explored the practices and processes
of planning for business transformation projectee Tesults indicate that, in this category of
projects, planning definitions vary and its scopextended to a wider set of activities typically
found in other project phases or management preseSgecifically for this organizational context,
the process of project planning is not standardemad is influenced by capital projects. Which

may indicate a need to review or adapt projectmplanfor the context of business transformation.

This article adds to the literature by adoptingeaploratory approach to study project planning as
a process. It also contributes to the argumenawoudr of an adaptation of project management
processes to specific projects categories, in ¢hg&e, an adaptation of planning practices and
processes to business transformation contexts.stinily’s results and conclusions are limited by

the specific organizational context it was conddate

For future research, extending this explorationplainning processes to other organizational
contexts would strengthen the results and highbgiportunities on how to adapt existing practices
and processes to business transformations. Resuikd also be validated through additional and

complementary research approaches such as survesactitioners and projects managers.
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Abstract

Conceptual planning has been proven to enhanceubeess of engineering and construction
projects. This study explores the value and speeléments of conceptual planning in the context
of business transformation. Using a multiple caselies approach, this article identifies six
elements of conceptual planning applied in theseteotts: governance, design, rules and
guidelines, delivery strategy, horizon, and lewdlslanning. The particularities of their applicati

in business transformation are discussed. Thisysaumgues in favor of an adapted conceptual
planning process for business transformation ptejdtcontributes to the literature on a further

adaptation of project management practices to Bp@cojects’ categories and contexts.

Keywords: Project Management, Planning, Conceptual Planmoginess Transformation

7.1 Introduction

In engineering and construction projects, concedpplenning has been used to improve the
definition of the projects’ scopes and objectivasd to perform initial risk and environmental
analyses supporting projects’ design and plannewisibns. In the literature, conceptual planning
can also be referred to as front-end loading, pogept planning, front-end engineering design,
feasibility analysis, programming design, schemadsign, or early project planning. It is a
practice that proved to enhance engineering andstaarion projects’ success chances
(Construction Industry Institute, 2016; Pinto e¢$ott, 1988).

The use of such practice has been driven by theatdity of engineering and construction projects,
and their impacts on organizations’ profitabilitydecompetitiveness. Before committing important
resources to a project, involved organizationsas®&eptual planning to reduce risk and gather

important information for more detailed and de#riesign and planning (Van Der Weijde, 2008).

Business transformation represents another catexjgryojects that share analogous impact and
bare on organizations’ future. It is defined as ptam and large change projects in organizations
that alter how work is done and how value is deéde(Purchase et al., 2011). Business
transformation projects have a high failure rategnag from 40 to 70 percent (McKinsey, 2008b;
Nohria et Beer, 2000).
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It is argued that project management processegeaudices are not adapted to the context of
business transformation, requiring further exploraaind adaptation (Cha et al., 2018). Conceptual
planning is no exception. Considered of value fagieeering and construction projects, there is a
lack of studies exploring its value and specifestiin other projects contexts and categories.
Moreover, there is a growing argument in projecthagement literature in favor of projects’
categorization (Archibald, 2013) and context adiaga(Besner et Hobbs, 2013; Niknazar et
Bourgault, 2017).

This study aims to explore the value and elemeritscanceptual planning in business
transformation context. Using a multiple case sisdipproach, it investigates current planning
practices in business transformation projects tmrere the need and specificities of conceptual

planning for this category of projects.

This article begins with a literature review on ceptual planning in engineering and construction
projects. It will then outline found elements ofnceptual planning in current business
transformation literature. Next, the research medhagy will be summarized with a presentation
of the case studies. Afterward, the results willel@ibited and discussed. Finally, this article’s

contributions will be summarized and research htioins and opportunities will be identified.
7.2 Literature Review

7.2.1 Conceptual planning in engineering and construction

At first, conceptual planning was defined for laggejects in two fields; engineering such as oil
and refineries (Jergeas, 2008; Spangler, 2005;D&anWeijde, 2008), and construction (Gibson,
Bingham et Stogner, 2010; Gibson, KaczmarowskioeelJr., 1995; Menches et Hanna, 2006). In
the construction industry, the research effortsaed by the Construction Industry Institute (Cll)
(Gibson et al., 1995) which defines conceptual milag as:

“The process of developing sufficient strategiomfation for owners to address risk and

decide to commit resources to maximize the chamme & successful project”
(Construction Industry Institute, 1995)

To guide and support the process of conceptuahpignCll developed a project scope definition
tool for construction projects: the Project Defimit Rating Index (PDRI) (Construction Industry

Institute, 1996). The tool was initially designexd fndustrial construction projects. Then, it was
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expanded for other types of construction projdikts,infrastructure projects (Gibson et al., 2010),
manufacturing and life sciences (Construction Itgudnstitute, 2018), and for specific
organizations like NASA (Gibson, 2000). Even thotigh initial development of theory and tools
was for large projects, the literature has alsaeddgor the value of using conceptual planning for
small projects as well (Collins, 2015; Wesley, kaiset Edward, 2017; Wesley, Kristen et Gibson,
2018).

The fundamental driver to use conceptual planngwghe ability to influence the design and
delivery of the project early in its lifecycle, vilithe costs and impacts of doing so are still
relatively low (Construction Industry Institute, 49 Samset et Volden, 2016). The project costs
ramp up reaches a tipping point at the end of quuoed planning, after which the resources
commitment and interdependencies in the projeabinecimportant for any change to take place

without additional complexity or loss (Van Der Wsj 2008).

There is a consensus in the literature on the ben&fconceptual planning on the design and
construction cost and schedule. Various studie® lsénown that conceptual planning increases
projects’ success rate (Construction Industry fasj 1995, 2016), and has a positive impact on
their outcomes (Gibson, T. et P., 2006; Menchésagina, 2006). It also increases the probability
of meeting both the project’s goals and environmlecinstraints. In addition, performing a good

conceptual planning process allows for a betteessssent of the project’s risks and feasibility

(Construction Industry Institute, 2016). It ensuaestrong leading team is in place to perform the
project’s most appropriate execution strategy. @ptual planning is a phase during which one
would consider context-specific parameters suchsagpliers’ relations and governmental

legislation. Furthermore, it integrates additiomaguirements before the detailed design like
constructability (Tatum, 1987), and safety (Al-Daris2016).

The ultimate objective of conceptual planning ig&b a decision on whether to proceed with the
project or not. The outputs of the process suppgrtine decision would be associated with key
deliverables such as “project definition packadediistruction Industry Institute, 1995; Gibson et
al., 1995). Looking at the components of such @esibles indicates the content of conceptual

planning process activities, for instance:

- The scope: clarify and detail the project’s scope abjectives;
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- The alternatives: conceptual evaluation of différalternatives to deliver the project’s
requirements under its known constraints; and
- The business case: an overall financial and teeheialuation of the project’s value and

costs.

Conceptual planning revolves around the assessofi¢hé project before it launches its detailed

design and planning. Jergeas (2008) identifieethreas of assessment:

1) Internal to the project: assessing the requiremehtdhe deliverables and the internal
characteristics of the project;

2) External to the project: evaluate the current mtogempared to other similar projects in
the industry to ensure sound design direction aaftistic planning; and

3) Risk: an evaluation of all types of risks facinge thproject including financial,

environmental, legislative, etc.

Even though it is recommended for organizationsdévelop and standardize their specific
conceptual planning practices (Construction InquBtstitute, 1995), a common process can be
identified as a starting point (Gibson et al., 1,98&8rde, Peth, Galli et Katta, 2016). Figure 7-1

summarizes the four sub-processes of conceptuathipig.

Description

Examples of
key
activities

Organization

Prepare and organize for
the conceptual planning

process focusing on
building the team and
formalizing its mandate

« Build a cross functional
and multidisciplinary

team to cover the major

areas of the project

« Formalize the team’s
mandate within the
conceptual planning
process

« Define the project's
business objective(s)

Identify, develop, and
evaluate alternative
solutions to fulfill the
project’s business
objective(s)

« Identify possible
alternatives to fulfill the
project’s business
objective(s)

« Develop each possible
alternative conceptual
solution (e.g. required
technology, site
characteristics, etc.)

« Evaluate and compare
solutions

Figure 7-1. Conceptual Planning Processes

Definition

Narrow the alternatives
by applying additional
assessments to build a
package of project
delivery approach for
decision making

« Performrisks and
environmental
assessments (e.g.
regulations, safety)

« Define the project's
execution strategy

« Establish the project’s
planning guidelines
(e.g. reporting and
control)

A Go-no Go gate
decision that evaluates
the project’s feasibility
and order of magnitude
costs

« Summarize and
present project’s
definition package
with a recommended
alternative

« If applicable, gather
additional information
for decision makers
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7.2.2 Elements of conceptual planning in business transfmation frameworks

To support the planning and execution of businemssformations, various methodologies and
frameworks are proposed in the literature (BjellatdWood, 2008; Chapman, 2002). Their
structure varies between prescriptive through sired methodologies (Nightingale et Srinivasan,
2011) and descriptive through capability modelsl&thGollenia, 2013).

Planning plays a central and crucial role in thecess of business transformations (Levene et
Braganza, 1996). And across the different framewgokanning effort is put forward as a separate
phase in the transformation lifecycle (NightingaleSrinivasan, 2011) or a specific step in a
methodology (Kettinger et al., 1997). Elements ohaeptual planning can be found in the

literature on business transformations. For thetipasg, they consist of assessment tools, design,

and building the team.

The assessment of the organization for a busin@ssformation is a key activity in all frameworks.
As such, various assessment tools were proposeadruoture and guide the analysis of the
organization and its environment. For example, iRsrkt al. (2010) propose a decision support
methodology and tool that serves as “an integraaed)ytical framework for diagnosing and
improving overall enterprise performance”. Otherdels derived from other fields were also
suggested as tools to assess the organizatioate@ggrsuch as enterprise architecture (Donaldson
et al., 2015). Besides, consulting firms have dgwved their own assessment tools based on their
projects and experience, and the McKinsey 7S misdeh example (McKinsey, 2008a). These
assessment tools share similar traits with modeld@ols in engineering and construction projects

and are central to conceptual planning (Jergeds)20

However different these assessment tools and madelthey ultimately serve to design the future
state of the organization. They support the idieatiifon of required changes to achieve the desired
objectives. Kettinger et al. (1997) use processeblakey to redesigning the organization and they
propose a detailed methodology that includes baliagnosis of current processes and a redesign
of future state processes. Nightingale & Sriniva@&i 1) propose a more holistic enterprise design
approach that similarly evaluates the current staten multiple views, then designs a future
enterprise in an integrated manner. In other fraamksvas well, these elements and activities of
organizational design are predominant and reprememmportant portion of their methodology
(Bucy et al., 2016; Burkner, Faeste et Hemerlind,52@hl et Gollenia, 2013). This focus on the
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early design of the future organization is complrab the efforts of identifying and developing
alternatives in the conceptual planning processoinstruction projects (Construction Industry
Institute, 1995).

In addition to proposing frameworks, the busineasgformation literature identifies also success
factors. Strong governance and the team are kegssi¢actors (Cowan-Sahadath, 2010; Purchase
et al., 2011). Business transformation frameworkplegasize engaging stakeholders and building
the team. Some frameworks dedicate a phase orla gyt¢heir methodologies to ensure the
transformation team is in place and key stakehsldez engaged before launching further efforts
(Nightingale et Srinivasan, 2011; Uhl et Goller#28,13). Such focus on the team is suggested to
happen very early in the lifecycle of a busineasdformation initiative. This is in line with the
first sub-process of conceptual planning for cargtton projects, which focuses on organizing and

building the team (Construction Industry Institut895).

In summary, conceptual planning literature has $edu mainly on large engineering and
construction projects. Conceptual planning processel practices have been adapted to smaller
and more specific types of projects. However, ladise efforts remained within the context of
engineering and construction. In addition, busirtesssformation literature covers some of the
elements of conceptual planning, but not all ohth&hus, the literature review confirms the gap
around the overall process and practice of coneépblanning in the context of business

transformations and to what extent it is valualnlé adaptable.
7.3 Research Methodology

7.3.1 Multiple case studies approach

The objective of this study is exploratory to ewkithe need and applicability of conceptual
planning for business transformation projects. $iweh a qualitative exploration of a concept, a
research approach using case studies is suited 20it¥). Since business transformation is a
sensitive subject for organizations. They are etqued¢o withhold sharing such confidential

knowledge. Consequently, the focus was first totryar with a company willing to share

information and where multiple cases of businemssiormations can be found. Once an industrial
partnership was established, embedded multiple stasies were used (Noor, 2008; Yin, 2014).
This research methodology provides an in-depth rstatleding of how a phenomenon takes place
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in the organization by comparing multiple casesthils study, the interest is in the context of
business transformation and how such initiativesevpdéanned.

Four business transformation initiatives were getkavith the help of an internal team within the
industrial partner’s organization. The cases wetected based on the scope and relative impact
of the change to the organization as well as daadadility. The data collection revolved around
in-depth semi-structured interviews with particitgamm each case. This initial set of data was then
complemented by a selection of documentation availdor each case. To support the
understanding and interpretation of the data, sgemeral organizational context documentation
was also gathered. The selected cases and ttegdealollected data are summarized in Table 7-1.
The overall data collection was spread from Oct@®di5 until June 2016 and the cases covered a

period of six years from 2010 until 2016.

The selected data was then analyzed using a therdata analysis approach that codifies
gualitative data and groups it into themes (V. Brat Clarke, 2006). Nvivo 12 was used as a
gualitative data analysis software to support thigection, structure, coding, and analysis of the
different data sources (Bazeley et Jackson, 20083%e-by-case and cross-case analyses were
performed to compare conceptual planning elemamdsdentify shared observations and results
(Eisenhardt, 1989; Krippendorff, 2004; Yin, 2014).

7.3.2 Organizational Context

The industrial partner is a North American publa@npany with a capitalization over 40 billion
US dollars. Operating in the industry of transpiota and logistics, it has a presence in both
Canada and the United States. Counting more thaha2@and employees in all its locations, this
company has witnessed steady business growthddash20 years. One of its business areas even
performed a yearly growth of double digits for fhst 10 years. The company is considered a
leader in its industry with a strong position ia mharket, even with other products and services
competing and putting more and more pressure arcustbmer added value services through
information technology and other innovations. Leakito sustain its leadership position, and
evolve in its market, the company’'s leaders havgated multiple business transformation
initiatives to steadily shift the organization tawsa its new vision. These initiatives range from
changes focused on a process end-to-end to a cgrmpde program with multiple projects under
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its umbrella. In this article, the industrial patnwill be referred to as the company or the

organization.

Table 7-1. Summary of cases data sets

Number of Interviews Number of

Description interviews total duration documents
participants (min) selected

It is a project at a departmental level that aimed to
re-engineer a process end-to-end with the
implementation of a new information system. The 6
project was considered a success by all
stakeholders as it finished on time, under budget
and delivered the business results expected.

Case 1 516 120

It is a company-wide program that was initiated by
the CEO to change the organizational culture and
put more focus on customer service excellence.
The program included projects that did teams’
Case 2 organizational design, processes reengineering, 4 293 43
and information technology changes. The overall
program benefits were considered achieved, even
if some projects under it were considered failures
by their stakeholders.

It is a project at a departmental level that aimed to
redesign how the department manages and
executes on demand and opportunities. No
information system changes were introduced.
However, changes in behavior and mindset were
considered high for employees. At the moment of
data collection, this project just started its delivery
or execution phase.

Case 3 4 344 51

It is a program that aimed to implement or
enhance multiple new information systems for one
business area of the company. The program had 5
Case 4 information technology projects. The program 5 465 120
overall was considered a failure by all
stakeholders that translated into a financial right
off to overcome its costs at its closing.

General information about the organizational
Context context and the links between different business 2 131 16
transformation initiatives.

Total 21 1749 350

7.4 Results

Following the thematic analysis of the case stydses themes related to conceptual planning
emerged from the data. These themes were seleasad lon their coverage across the different
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cases and their link to one or multiple concepplaahning elements identified in the literature. The

observations and results will be presented accgrairthe following identified elements:

Governance identifies decision makers and dynamics for plagniroles and
responsibilities;

Design or blueprinis a collection of steps and activities for cutreiuation assessment
and future state definition and design;

Rules and guidelinegdentify specific directives and rules on how pisng will be
performed,;

Execution or delivery strategys translated into how the project will be decasgd in
phases, iterations or waves. It defines the ovstaltture of the project delivery approach;
Horizon of planningrepresents the timeframe where information islakbe to build a
viable plan; and

Levels of planningeflect the extent of planning details and howytlek together.

7.4.1 Governance

In all cases, the definition of a governance maeded identified as a key enabler when it was well

deployed, or as a lesson learned when it was migsedhis organizational context, governance

mainly included:

The identification of the decision makers for tihejgct or program:they primarily are; a
sponsor, a project or program lead, and a busieadswho represents a counterpart to the
project or program lead with specific business kieolge and expertise.

The clarification of roles in planning decisiordarifies who will be involved in taking
planning decision and how interactions with spediiams or practices will take place,
especially for cases with Information Technologl) (tomponents.

In Case 4, the program implemented a governanceinsederal months after it started. The lack

of structure in decision-making was considered @inthe main reasons for the program failure.

Contrarily, Case 1 was purposefully structureddageha strong governance model in place. This

project was used as an example of good projectrgamee in the organization.
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7.4.2 Design

Across cases, design was also referred to as Itiegror assessment. Its elements were present
as activities or as a separate phase in the projgmtogram lifecycle. In all cases, the objectives
and deliverables were similar and shared the fotigvaspects:

- The analysis of the current situatioA set of activities to understand the currentestd
the organization in scope. It allows the levelisgtbf all stakeholders and team members
on the facts of the current situation. It also &dinees the assessment of opportunities for
the future. It relies on the use of an array oflgital tools like process analysis,
requirements elicitation, and organizational designis frequently combined with
organizational change management techniques swathlkeholders’ analysis and audience
change impact analysis. It is an important stem@amaging the change in the organization
and preparing for the transition.

- The design of a future statA set of activities that explores opportunitiesladentifies
options and scenarios to build a future state@btiganization in scope. It defines the future
state in as much detail as possible ensuring atfoperspective. Different frameworks of
design can be leveraged that evolve around therdiimes of process, people, technology,
and data. Future state design relies on technigueseative thinking and facilitation.

- The identification of gapsComparing the current and future states of tlgamization, a
specific set of changes are identified that wiltlge the gap and allow the organization to
make the transition. Very similar to a work breakdoapproach, it focuses on defining
what changes are required but does not specifythewshould be implemented. Special
attention is put into minimizing the required chas@nd their degree of radicalness to the
organization.

- Building a roadmap of changeStarting from the list of required changes, aargiew of
the sequence of implementation is built. It is agpability level identifying the change or
what is expected to be implemented. An importamiponent of building the roadmap is
the integration of technical aspects (e.g. inforamesystems, processes) and organizational
aspects (e.g. skills, talent). The roadmap orchestrwhat and when changes should be
implemented and the crucial links between them.
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In Case 3, all the elements of design were perfdrme series of workshops. Using a process-
focused approach, the goal was to build a futucegss with a definition of new roles and
associated templates and artifacts. In Case 2,nabication of organizational assessments,
benchmarking, and customers feedback supporteddéfiaition of changes to make in the
organization. Performed at the program level, tlesign defined groups of changes that were

assigned to project managers or business groug$ets to implement.

7.4.3 Rules and guidelines

When it comes to the planning processes and peacte&ach case has its own. It is difficult to
identify a standard or pinpoint shared planningcficas. Nonetheless, in each case, guidelines
were defined to steer how planning will be perfodmieindicates that each case had its own rules

and guidelines for planning that can cover iterke:li

1. General and specific assumptions and constraiasntify common assumptions defined
at the organizational levels that could influenke project’'s plans (e.g. resources rates
inflation rates are defined by the financial plampidepartment) or project-specific
assumptions.

2. Definition of selected or preferred planning teaues and toolsldentify planning
techniques that are selected for the project (aegyuse of Product Breakdown Structure
PBS for work decomposition).

3. ldentification of specific measures to traflefines the performance indicators that will be
relevant for the project. They may be a combinatbrmproject delivery measures (e.g.
actual costs against budgeted) and measures spedifie business context or end product

(e.g. users adoption for information system impletagon)

In Case 2, a centralized team defined overall pnogguidelines on how planning will be
performed for all initiatives (e.g. a yearly plamsvexpected, and resources should be approved
through the yearly budgeting process) and whathelthe mechanisms for a quarterly and yearly
tracking and reporting. This struck a balance betwgroviding guidance ensuring some
consistency for the program and granting each profe liberty to plan without a burdening set

of program constraints.
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7.4.4 Delivery strategy

Each case had a distinct delivery approach aneé@rof program structure, even for cases like

Case 1 and Case 4 where the nature of the chandéiseatechnological implications were similar.

Also, the derived project or program lifecyclesigdrfor each case. Some of the phases may be

the same or had equivalent names. The sequentasépand how they are linked were different.

Across cases, some elements emerged as influerfcirs delivery strategy definition. They can

be summarized as follows:

4. Delivery decompositianit is about deciding how the overall project sogram will be

structured in terms of lifecycle phases, wavestepations. It takes into consideration how

the overall planning of the project or program wike place: one dedicated phase of
planning, multiple planning phases in iteratiorts, &1 Case 1, the software and integrator
selection was defined as a separate phase in dfecprHowever, in Case 4, a similar set

of activities and deliverables was included in timgtial program assessment and

blueprinting phase.

. The sequence of phases and their scBepending on the available information and some
organizational constraints, the sequence of phaisasy other decomposition element is

decided. In Case 1, the software and integratacgeh phase took place before the

project’s detailed planning phase. Meanwhile, is€4, the detailed planning preceded the

choice of the software and the onboarding of thegirator.

7.4.5 Horizon

As in many projects dealing with complexity and ertainty, participants in the case studies

expressed challenges in identifying the requiretethorizon for planning so it is appropriate and

realistic for their project. The data shows th#fedent time horizons are considered in the plagnin

of each case and, across all cases, three hom @tanning exist:

1) Long term It is equivalent to the overall duration of theoject and program. It is

determined by the business results and benefitsobeg;

2) Midterm It coincides with the organization’s budgetinghdéline of one year with a

quarterly financial reporting. It translates intogaarterly overview of the project or

program activities;
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3) Short term It is focused on the priority at hand or the leeyivities on the critical path of

the project or program.

For all cases, the question of how far does availaiformation allows the planning of the project
was not consciously thought through. It meant thathorizon of planning did not actively take
part in the selection of the planning approachinahaping the delivery approach. In addition, in
the industrial partner’s organization, businessipiliag is performed yearly with a projection for
one to two years. Any type of plan in the organarats usually for the next budget year. Most of
the planning decisions and how far in the futueytho is limited by the budgeting approach that
focuses on one year only. Even for multi-year paagg, like Case 2, the plan was defined for the
coming year. This indicates that the time horizomtfiese cases is limited to the short term and are
independent of the expected duration of the prajeetall. There is little evidence of a conscious

evaluation of the available information and whatizan of planning can be covered by it.

7.4.6 Levels

To help with the complexity of the planning projetierarchical planning is a practice to
decompose the focus and details of plans at diffdevels (Hans, Herroelen, Leus et Wullink,
2003). Planning in each case happened at diffdestes that reflect both the focus and the
accountability of each level of planning. The feliag levels can be deduced by comparing the

four cases:

6. Roadmap or program leveAn overview of the transformation focusing on iness
benefits and integration between projects in pregjre

7. Project level One specific project with a defined scope andvdedble. Focus on execution
and delivery of one specific result;

8. Practice level Focused on one deliverable assigned to a speedin in the organization;
and

9. Task level Focus on one specific task that is generally irtgsa such as workshops, to

execute on a specific goal.

For each case, not all levels of planning weregiresAt least three levels can be found for each
case. In Case 1, there is evidence of a projee lghanning with the scope of an information
system configuration and implementation. At thecpca level, Case 1 had a set of deliverables
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assigned to the solution integrator, a vendor, Wwhigilt and executed on his own plan for them.
Some workshops were crucial to the project and wknened in detail by the project manager and

the business analyst who facilitated them.

The planning levels are linked with the time hongoFigure 7-2 summarizes these links. At the
task level, the focus is usually on short term exea of a deliverable or objective. In Case 1, the
business analyst and the business engagement maledfiged a three weeks detailed schedule for
the preparation of supplier and software selecatitteria definition. The planning was limited to
two resources, one deliverable, and a three waekdine. At the practice level, there is a multieud
of tasks to be executed by one team with specKmerise. The practice manager is usually
interested in a mid-term horizon to understand demand for his team so resources can be
optimally used. In Case 4, the development teakddat the demand from the program (including
all attached projects) and proposed the resourssgration for the program for the next phase
that was six months long. At the project level, thrganizational context imposes a one-year
horizon. In Case 2, all projects within the prograefined their scope, time, and budget for a year
period. At the program level, there is a longerspective in terms of time. The projects attached
to a program are linked together and sequencedowide an overview of the program overall
duration. In Case 4, the program schedule coveme than a year. However, beyond the current
budgeting year, the plan had fewer details. Finatythe roadmap level, there is little mention of
the time horizon. It is assumed that the roadmdpextend for more than a year. The focus is
primarily on the sequence and integration of tHéeint initiatives and changes required. This
aspect of planning was only detected in Case 2oa&imap of key changes has been built and
shared as a prioritized list of opportunities. Egehr, the list is reviewed and few opportunities

are translated into projects under the program ahabr
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Figure 7-2. Links between planning horizons anelev

7.5 Discussion

The observations from these case studies illusélamments of conceptual planning in a business
transformation context. The elements of design gadernance have been identified in the
literature. While the elements of rules and guitkdi delivery strategy, horizon, and levels were

unnoticeable.

Governance covers both decision-making structucetha team building. A clear definition of
who and how decisions are made are prerequisitesffiective planning and execution of the
transformation initiative. Governance in businegassformation appears concerned with internal
stakeholders. The project governance literatureahagder extent and more directed to external
stakeholders (Brunet, 2018; Derakhshan, Turneragtdihi, 2019; Matinheikki et al., 2016).

Design includes the assessment models and the fstiate definition indicating that in the context
of business transformation, a minimum level of gesif the future organization is also required
for effective planning and execution of the tramsfation initiative. In business transformation

frameworks, the design is either part of the plagrphase (Nightingale et Srinivasan, 2011), or
precedes planning as a separate phase or actattir(ger et al., 1997). This is equivalent to the

choice of a conceptual solution for constructioojg@ets (Samset et Volden, 2016).
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For engineering and construction, conceptual ptasdefines the reporting and control guidelines
of the project. The current case studies indidaé $uch rules and guidelines can be expanded to
other planning aspects for business transformatidusiness transformations have a tight link to
the organization’s other planning processes. Famgte, financial planning and demand planning

rules will influence how business transformationjects are planned.

For the remaining elements of the delivery stratdgyrizon, and levels, the literature is less
definite. This may be due to the close link betwtese elements and the analysis and selection
of alternatives for engineering and constructiarjguts. First, the selection of a specific alteneat

in engineering and construction may have embeddidhe approach of execution to some extent.
In business transformation context, these elensz@m to have separate importance, further than
their link to the chosen future design of the orfgation. In fact, a specific future design solution
can be carried out by different approaches that Based on how the changes can be introduced
to the organization, how the new technologies @addveloped, and what are the impacts of each
approach on the organization’s customers and \@dligery. Second, the planning horizon and
levels are discussed in project planning literaturerelation to hierarchical planning (Dey,
Tabucanon et Ogunlana, 1996; Hans et al., 20038y @re not explicitly discussed in conceptual
planning literature though. Their emergence in shedied cases may be an indication of the

specificity of conceptual planning in the contekbasiness transformation.

It is important to mention that the six elementsafceptual planning identified through these case
studies emerged with no specific sequence. In eash, they were executed in different orders.
This may also be another characteristic of con@mianning in business transformation context.
The observed elements of conceptual planning docoostitute a sequential process, rather a
contingency approach; a conceptual planning cagabilhexagon, where each point can be
connected to another with inputs and outputs exgbdsee Figure 7-3). Considering the unique
nature of each business transformation, even inasganization, a more flexible approach to
conceptual planning could be more suited. Nevezt®lflexibility should not be mistaken for the
absence of standardization when it is possiblemAtas study’s data, conceptual planning does
not seem to be a shared practice in business aramafions. This situation may be compared to
the early development of conceptual planning inrstaction. Cll encourages each organization in
the industry to first adapt the proposed procdssn tto standardize it (Construction Industry
Institute, 1995).
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/ / \
: ( Governance )
Define a governance model that: /
« Identifies the decision makers for the project or //’
program /
« Clarifies the roles in planning decisions /

Figure 7-3. Elements of conceptual planning in hess transformation context

7.6 Conclusion

Using a multiple case study approach, this aréslplored the aspects of conceptual planning in
the context of business transformation projecte @ata confirms the use of some conceptual
planning elements in existing business transfownaftiameworks. It highlights potential aspects

of conceptual planning that can be specific to ess transformations.

The value and process of conceptual planning haea proven for engineering and construction
projects. This article contributes to the explamatiof extending conceptual planning to other
projects’ contexts, specifically business transfation. The shared characteristics of projects in
terms of complexity and uncertainty warrant furttesearch on the subject. In addition, this article
adds to the growing literature arguing the needpf@ject management practices adaptation to
different projects’ categories and contexts.

For future research, two directions can be expldradt, expanding this study’s context to include
other organizations and other business transfoomatiojects, will help generalize the findings on
conceptual planning and validate the need forpdieation in such projects. Second, as it was
done for other projects’ categories, an evaluatibthe correlation between projects’ success and
the application of conceptual planning practices d¢e performed and should encourage

practitioners to leverage such practices in thejaoizations.
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Abstract

Collaborative planning has proven to be effectivareas where complex problems are linked to
multiple stakeholders and entities, like urban plag, military, and supply chain management. In
project management, however, the concept has besmptesent, and few studies have explored its
implications for an improved project planning pregeThis article uses a qualitative multiple case
studies approach to explore the dimension and rexapeints of collaborative planning for business
transformation projects. Two dimensions are idedifplanning for collaboration and planning in
collaboration. A set of requirements are also idfieatto enable both dimensions of collaborative

planning.

Keywords: Project Management, Collaboration, Planning, BessnTransformation

8.1 Introduction

Business transformations are defined as compleXagée change projects in organizations that
alter how work is done and how value is delivefedr¢hase et al., 2011). Different studies show
a high failure rate of such projects ranging fromntd 70 percent (McKinsey, 2008b; Nohria et
Beer, 2000). Business transformations deal withutiitude of internal and external relationships
that have a direct influence on their success. Eleptanning and collaboration of business

transformations are two key success factors.

In other fields of study, like supply chain manage) collaborative planning has been proposed
and used as a planning approach for a collaboratiméext. It is a set of processes and guidelines
that facilitate the collaboration between involyetties to build a plan that is mutually beneficial

(Kilger et Reuter, 2005). As mechanisms of inforioratexchange and co-decision-making are
developed, collaborative planning raises the l®@fetngagement between collaborating entities

and enhances the quality of the resulting plans.

Meanwhile, the development of collaborative plagniar project management has been limited
and for the few studies that address it, they leen specific to engineering and construction type
of projects (Shelbourn et al., 2005, 2007). Thedasing collaborative nature of projects requires
a closer look at the nature of links between caltabon and planning. And as the majority of
studies focus on engineering and construction pt®j¢he exploration of other projects’ contexts
would enrich the understanding of such practiceki@requirement (Besner et Hobbs, 2013).
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This article attempts to address this gap in tlegept management literature by exploring the
nature of collaborative planning in the contexbo$iness transformation projects. Using a multiple
case studies approach, it identifies the links betwcollaboration and planning and describes some

of the requirements for an effective collaboratioproject planning processes.

The remainder of this article begins with a litaratreview of collaboration in projects, specifigal
collaborative planning. A summary of the reseammbraach will follow, where an overview of the
cases data and organizational context will be ptege Observations on collaboration will first be
described. Then collaborative planning specificd aharacteristics will be illustrated. Finally,

these results will be discussed in relations tditeeature and relative to this study’s limitatgon

8.2 Literature Review

8.2.1 Collaboration in projects

The need for collaboration in organizations is @asing and stems from the inability of a single
entity to solve complex problems across multipleeotentities (Gray, 1985). Whether it is intra-

organization or inter-organization, collaborati@quires effort and resources to facilitate it and
ensure its effectiveness (Huxham et Vangen, 2(&3jearch on managing collaboration covers
software and tools for collaborative work (Kurb&894; Schmidt et Bannon, 1992), as well as

organizational conditions and factors to facilitat@ray, 1985; Thomson, 2001).

Projects are microcosms of organizational relatigges and dependencies between different
organizational units to deliver goods and servides.such, projects are becoming inherently
collaborative as they bring together multiple diices and different organizations (Emmitt,
2010). Collaboration in projects has challengesuadothe proximity of teams (Bourgault et
Daoudi, 2014; Knoben et Oerlemans, 2006), muligigiary teams (Emmitt, 2010),
collaborative tools and information systems (Kerz@615; I.-C. Wu et Hsieh, 2012). Even though
other categories of projects have been identifithibald, 2013), the majority of studies on
project collaboration have been for engineering@struction, and information technology (IT)
projects (Dietrich et al., 2010; Wells, 2012).

In business transformation context, the changesined] in organizations require solutions that

involve customers and multiple stakeholders intéynand externally (Purchase et al., 2011).
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Collaboration has then an important impact on kessriransformation projects. Collaboration is
necessary to maximize the impact of any transfaonat effort (Nightingale et Srinivasan, 2011).
In a global study conducted by McKinsey, collabimmtacross organizations was identified as a

factor for successful transformations (McKinseyQ26).

Nevertheless, the integration of collaboration ursihess transformation framewaorks is minimal.
Most of the proposed business transformation fraonksvfocus on a descriptive approach
(Kettinger et al., 1997; Nightingale et Srinivasafl1) or a capability-based methodology (Uhl et
Gollenia, 2013). The collaboration is identifiedvarious forms as a component to be considered
through stakeholders’ analysis or change impactluatian. Collaboration in business
transformation literature is not discussed as f@diht approach to organize and execute projects.

More specifically, the links between collaboratemd planning are not explored.

8.2.2 Collaborative planning

The challenges of complex situations with multiglekeholders are also found in other fields like
military planning and supply chain management (DweleStadtler, 2005; Mccauley, 2011). In

these areas of study, the concept of collaborgilaening has been introduced as a planning
approach that integrates the need to collaboratevelem various entities and ensure both

engagement and planning quality.

For the supply chain, collaborative planning isitledl as a process for co-decision-making where
two or more partners align their individual plaosordinate their efforts, and optimize the results
of the supply chain (Stadtler, 2009). Each paritméne supply chain represents a planning domain,
and the objective of collaborative planning is &fige a common planning domain across all
partners with a globally optimized solution (Kilgetral., 2008). Collaborative planning approaches
are influenced by the structure of the supply claaith the dynamics of its relationships. In addition
collaborative planning has challenges with the uergess of each partner’s specific information
and decision-making process (Azevedo et al., 2G35)yell as human factors related to processes
and practices like negotiation (Stadtler et Kilg&308).

In military studies, collaborative planning is alsferred to as joint military planning. The nature
of military interventions has evolved influencirgetnature of partners and stakeholders involved,
and the type of planning approaches required teeaeltthe targeted military results (Mccauley,
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2011). Here again, collaborative planning faceslehges of human and organizational nature that
can have implications on the processes and tecgiesisupporting military decision-making
(McKerney, 2000).

Collaborative planning is then a potential solutinorcomplex situations where multiple entities
must interact to build a shared plan, make decssiand coordinate efforts. The values and
challenges of such an approach have been explorgapply chain management and military, as
well as in urban planning. Few studies have beercermed with collaborative planning for

projects.

One stream of research has focused on the devehlprheollaborative tools and software for
project work (Knotts et al., 1998; Kurbel, 1994;1Ra al., 2006). In such works, the authors focus
on the tools required for a collaboration to beetifve during the project. Another research focus
has been on the planning of collaboration as asrtedihd an attribute of project work. Shelbourn
et al., (2007) propose a framework to capture anglement collaboration requirements for
construction projects. Walter and Scholz (2007) lenegp the success factors for planning

collaboration for urban transport projects.

The literature on collaborative planning in projetanagement has addressed the technological
requirements of collaboration and the consideratiocollaboration as an important factor to take
into account during project planning. Contrarilydilner research fields, in project management,
the integration of collaboration in the planninggess has not been explored yet. In addition, the
majority of studies are for construction and infrasture type of projects. Other categories of
projects also require exploration of their charasties (Archibald, 2013), and consideration of
adapting project management practices to theiresvniBesner et Hobbs, 2013; Niknazar et
Bourgault, 2017). There is then a gap in the ptajggnagement literature about the nature of the
links between planning and collaboration, as welihee exploration of other projects contexts than

engineering and construction.

In summary, collaboration is an inherent naturepadjects. The links between planning and
collaboration have increased the quality of plarfgelds like supply chain management. However,
in project management research, few studies haprex collaborative planning. For business
transformations, the extent of collaboration arsdimiportance to projects’ success warrants an

exploration of collaborative planning in such a teo.
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8.3 Research Methodology

As the objective is to explore the nature and neguoents of collaborative planning for business
transformation projects, a case study approachuigeds (Yin, 2014). And as business
transformation is a sensitive subject for orgamiret to share intimate knowledge about, the focus
was first to partner with a company willing to shauch information and where multiple cases of
business transformations can be found. Once ansindu partnership was established, an
embedded multiple case study was conducted (NOO8B;2vin, 2014). Such an approach provides
an in-depth understanding of how a phenomenon tpkee in the organization by comparing
multiple cases. In this study, the interest ishim tontext of business transformation and how such

initiatives were planned.

Four business transformation initiatives were getkavith the help of an internal team within the
industrial partner’s organization. The cases wetected based on the scope and relative impact
of the change to the organization, as well as akaddability and accessibility. The data collection
revolved around in-depth interviews with particifgam each case. This initial set of data was then
complemented by a selection of documentation availdor each case. To support the
understanding and interpretation of the data, sgemeral organizational context documentation
was gathered. The four cases selected for thiy sl be summarized in Table 8-1. The overall
data collection was spread from October 2015 Jntile 2016 and the cases covered a period of
six years from 2010 until 2016.

The selected data was then analyzed using a therdata analysis approach that codifies
qualitative data and groups it into themes (V. Brat Clarke, 2006). Nvivo 12 was used as a
gualitative data analysis software to support thigection, structure, coding, and analysis of the
different data sources (Bazeley et Jackson, 2@&1&8se-by-case analysis was performed followed
by a cross-case analysis (Eisenhardt, 1989; Krigiqeh) 2004; Yin, 2014).
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Table 8-1. Summary of cases data sets

Number of IS Number of
total

Description interviews . documents
o duration
participants (min) selected

It is a project at a departmental level that
aimed to re-engineer a process end-to-end
with the implementation of a new information
Case 1 system. The project was considered a 6 516 120
success by all stakeholders as it finished on
time, under budget and delivered the
business results expected.

It is a company-wide program that was
initiated by the CEO to change the
organizational culture and put more focus on
customer service excellence. The program
included projects that did teams’

Case 2 organizational design, processes 4 293 43
reengineering, and information technology
changes. The overall program benefits were
considered achieved, even if some projects
under it were considered failures by their
stakeholders.

It is a project at a departmental level that
aimed to redesign how the department
manages and executes on demand and
opportunities. No information system
Case 3 changes were introduced. However, changes 4 344 51
in behavior and mindset were considered
high for employees. At the moment of data
collection, this project just started its delivery
or execution phase.

It is a program that aimed to implement or
enhance multiple new information systems
for one business area of the company. The
program had 5 information technology
projects. The program overall was
considered a failure by all stakeholders that
translated into a financial right off to
overcome its costs at its closing.

Case 4 5 465 120

General information about the organizational
Context context and the links between different 2 131 16
business transformation initiatives.

Total 21 1749 350
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8.4 Results

Using the thematic analysis codification of theecatudies, the findings will be presented in two

groups:

1. Collaboration in projectsynthesizes observations about collaborationliasgects of the
project's delivery; and

2. Collaboration and planningregroups observations about specific links between
collaboration and planning.

8.4.1 Collaboration in projects

The literature on collaboration raises the chakenig reach a common definition of collaboration.
Interviews’ participants were asked to define dmblation and provide indications of its

manifestation in their projects.

Participants’ definition of collaboration variedor8e consider collaboration an equivalent to
teamwork and an esprit de corps that builds inptfogect team. Others define it in terms of the
amount and quality of information exchanged dutimg project for each member to effectively

execute their activities. And others make co-deaisnaking the focus of collaboration.

These different definitions of collaboration vamstlveen cases, but also within each case. In Case
4, the business lead sees collaboration as thesibgef involvement in making decisions affecting
the project. While the IT technical lead emphasthesmportance of efficient information sharing

tools and mechanisms.

Despite this variation in collaboration definitidhe data indicates some shared factors of efectiv
collaboration. They are applicable to all phased rocesses of the projects. Two enablers of

collaboration are the most recurrent across cases:

1. Leadership buy-in and commitment: leaders and aecimakers approve and stress the
need for collaboration during the project. Leaderst only communicate their
encouragement for the project team to collaboratiecommit time and resources for
required collaborative activities. They also digptallaborative behavior. In Case 1, the
project sponsor held various sessions with hisctlireports and key stakeholders in the

project to share his vision for the project andoemage everyone to collaborate with the
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project team. In steering committee meetings, heldvdisplay an openness to debate that
was perceived as an embodiment of collaboration.

2. Sustain stakeholders’ engagement: keep participantthe project engaged with its
activities and decisions. Most stakeholders haweropriorities and usually, drift away
from the project and its progress. The project teaeds to actively seek to involve such
stakeholders and keep them engaged throughoutdfecp In Case 2, the program team
established routines to share progress and reathoowmarious stakeholders in the
organization. They frequently met with executivasdifferent departments to share the
program objectives, and discuss in detail the ingan their teams. This team has also
used formal communication channels to announcel&eigions and major milestones. And
most importantly, the program sponsor, the CEGsqally reached out to different levels

of the organization to get updates on progres®agege employees in the program’s goals.

It is also important to link these collaborationablers and requirements with the overall
organizational context. During the period of daddextion and analysis with the organization of
study, two CEOs took the leadership. And both shaeommitment to increase the level of
collaboration within the organization. They usedseages like “cross-functional efforts”, “acting
as one team”, and “huddle like rugby teams”. lteésognized that the organization suffers from
silos work, and many initiatives have challengelvdeng results partly because of the lack of
collaboration intra-organization. Such challengesmaostly visible in cross-departmental projects
such as business transformations. There is areméli of this organizational context and culture
of collaboration on how teams and participantsatmrate during business transformations. In
Case 1 and Case 3, the animosities between theparoinent and other business groups created

few roadblocks for the leaders in the way to esthtd collaborative atmosphere.

In summary, collaboration is defined differentlytween cases and even between participants
within each case. Across cases, collaboration &lynequated to teamwork, information exchange
or co-decision-making. Notwithstanding the diffezenn the perception of what collaboration is,
two success factors have been identified. Leadeestd sustaining engagement are recognized as

crucial for effective collaboration for projects.
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8.4.2 Collaborative Planning

When analyzing data about collaborative plannimgh la directed codification and an exploratory
review were conducted (V. Braun et Clarke, 200&3llbwed for the discovery of two dimensions
of collaborative planning:

1) Planning for collaboration : data and observatipasting to collaboration as a cost for
business transformation projects. Here collabonai® a subject of planning. Either
considered as an effort or resources, collaborafmuld be planned for and taken into
account.

2) Planning in collaboration : data and observatioascdbing what collaboration during
project planning looks like. Here collaboratiorars attribute of the planning process that

contributes to the generation of better and mogagimg plans.

8.4.2.1 Planning for collaboration

For all cases, interviews’ participants identifylaboration as an additional cost to their projects
They describe it as a need for specific resourcas additional effort associated with collaborativ
activities. In all cases, members of the projeigtaims are identified as facilitators of collabarati

for the duration of the projects. These roles aeegally described as “teams’ coordination” or
“integration”. In Case 4, two of the interviews'rgiaipants described their roles in the program as
integrators between business and IT teams. Théyedifeir efforts as “pulling people together to
accomplish activities in the program”. In other d®yr they see their roles as custodians of
collaborative work between teams involved in thegpam. In Case 1, process design workshops
took longer than estimated. The project team amticgzants in those workshops put additional
hours on the project to meet deadlines. It traedlamto additional costs associated with those

activities.

Despite this recognition of collaboration impact projects’ resources and efforts, explicit
consideration of collaborative effort during plamgiwas found in two out of the four cases.

In Case 2, the program team assessed the expewtddf collaboration for each project within
the program and planned in consequence. Mainlyutiraneetings with team managers, they

would evaluate the work intensity required for gieject, as well as potential collaborative work
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or challenges. A member of this team summarizeddise by:“You get a sense early on that this
might have a challenge here, so you plan the careseze.” Case 2 Program Manager

In Case 3, process design workshops representedpamtant portion of the project’s activities
and were the driving element for schedule durafidre project manager leveraged the business
teams’ representative to evaluate the difficultysobjects to be discussed during each workshop
and determine the number of participants. She theed this information to estimate the
workshops’ duration by embedding the “time requifeddebates and discussions”. And in her
opinion, this is how she took into consideratioa itmpact of collaboration on the project’s overall

effort.

In both cases, the evaluation of collaborative resfoequired for the projects takes place during
planning. And it is based on an assessment of ibjeqts’ participants and audiences. In many
aspects, it is very similar to an audience and ohpaalysis performed for change management
purposes. To understand the level of collaboratemuired, a proxy can be used to estimate the
effort required. In workshop intensive projectse thxpected level of conflict and debate can
indicate the additional effort required for collabtion. In Case 3, the project manager considered
conflict one of the indication of a healthy collahtion: “A collaborative team is one that argues
all the time. There's a lot of conflict in a coltaiative team. If there's no conflict, they're not
collaborative.” Case 3 Project Manager

Collaboration is also recognized by participanta a®rk dynamic. For it to be effective, it reqsire
preparation during project planning. Elements Establishing trust and engaging project team
members require front-end build up. In Case 1 ptiogect team was composed of members from
three departments. At first, they were misalignad were not able to collaborate full{rhose
three teams didn't necessarily work together ptiorthis type of project, so it was always
disconnected.” Change Management Specialist 1 iseClaThen, with time, the team started to
build trust and work together in a collaborativermer.“It was a challenge to start. | think as the
project progressed, they became one team withatime gjoals working at the same pace” Change
Management Specialist 2 in Case 1

8.4.2.2 Planning in collaboration

The value of planning in collaboration is descrildnterviews’ participants in two ways. First,

it guarantees the engagement of the project teahtsaownership of the project plan. It ensures a
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level of truthfulness in the planning efforts anfteavard in their tracking. Planning in
collaboration shares the accountability of plancexien. “Everyone has to agree to the plan of
their activity because if | tell someone to do sitiimg they will be less accountable for it. If they
say | will do it this way, it was their idea, theyll be more accountable to it. They need to by in

their plan all the time” Project Manager in Case 2

Second, it is a process to empower project paditgpto make decisions and raise their level of
engagement and commitment to the project’s restfisel when you involve them in the planning
piece, the by-product of that is that you're engagithem right away. You're making them
accountable, you're making them part of the plameyfre not just passengers, they’re not being
told what to do, they’re being empowered to makedexisions on this plan.” Project Manager

in Case 2.

The case data was analyzed to identify charadteyisif the project planning process in

collaboration.

Such characteristics can be synthesized as reqemtsrfor a collaborative planning process. In the
data set, they were identified in relations to ¢hdimensions of collaboration: information
exchange, coordination, and co-decision-makingler8®2 summarizes these requirements and

provides examples from the case studies.

To enable collaboration during project planningg thformation exchange shouldn’t be one way
from participants to the project planner, but dksedback the other direction with clarification of
decisions made, and level setting on both the praentext and planning approach. In addition,
coordination is driven by a facilitative approablttlinks teams together and integrates otherwise
disconnected areas of project planning. All of vahghould contribute to a more effective co-

decision-making where clear governance is defined.

In summary, planning in collaboration is charactedi in these cases, by a set of requirements on
information exchange, coordination, and co-decisi@aking. The value of performing project
planning in collaboration is driven by the engagetmef project participants and their
accountability to the results.
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Table 8-2 : Requirements for effective collabonatituring project planning

Collaboration
Dimension

Requirement

Example

Information
Exchange

Clarify project management processes  to
the project team and stakeholders. A specific
explanation of how work will be planned and
executed should be adapted to the context of
the project.

In Case 4, the program team failed to
define and share with the associated
projects the planning and control
process. It led to misalignment on
objectives, and in a series of conflicts
when monitoring of progress started.

Share a common vocabulary

Develop and share a glossary of terms and
concepts that are key to understanding the
project’s context, and exchange with other
members of the team.

In Case 1, the business analyst built
and maintained a glossary of both
business terms (specific to the
business area impacted by the
project) and technical terms (mostly
related to software development).

Level set and train key project participants
on the various business and technical areas
of the project. Relatively to the project
duration, the key participants should be
brought to a productive level of knowledge
and understanding about the project’s
business and technical context.

In Case 4, the program team built an
introductory material to onboard all
program participants on both the
business aspects (e.g. processes,
concepts) and technical (e.qg.
software development approach).
They held multiple information
sessions where this knowledge was
shared.

Train project participants on the planning
processes and tools required for the
project.

Assuming that all participants share the same
level of understanding of how planning will be
performed, and how to use specific tools is
counterproductive. The project leads need to
ensure all participants are trained on any
process and tool required.

In Case 4, the program team
documented the program planning
and control guidelines and organized
information sessions with all projects
teams to share them.

Summarize and share key decisions with
the project team and any team or group that
may be impacted.

Share information with potentially impacted
teams or groups, even with preliminary
information, allows them to be prepared and
plan well ahead of time when the change is
expected.

In Case 1, the project team started
sharing key decisions from the
project’s design with IT teams so they
are prepared to support the project
and the future information system as
well.
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Table 8 2 : Requirements for effective collabonatituring project planning (Cont’'d)

Collaboration
Dimension

Requirement

Example

Leverage a structured documentation
management and sharing platform.

In this organization, SharePoint is the
collaborative platform of choice.
Almost any project would have a
SharePoint site to share documents
and communicate with wider
audiences.

Coordination

Favor and facilitate in person
communications and discussions.

The proximity increases the level of
collaboration and is perceived to be more
engaging.

In Case 1 and Case 3, the teams
were encouraged to meet in person
and were provided dedicated space
like “war rooms”.

Facilitate cross-teams problem-solving.

It helps build cohesion in the project team
that transcends the organizational silos and
brings all assigned resources to think as one
team.

In Case 1, team members helped
each other solve problems on the
project outside of individual
responsibilities and tasks.

Assign and clearly identify resources
responsible for coordination.

Resources that will actively integrate the
various teams, and project-specific elements
(e.g. processes, technology)

In Case 4, the program had an
assigned IT integration lead that
ensured the coordination between
different IT aspects. Also, the
business analyst acted as a
coordinator and facilitator between
teams.

Co-decision-
making

Implement a governance model for
decision-making early during planning.

Planning includes a series of decisions that
rely on governance for effective decision-
making.

In Case 1, the project governance
was defined before planning started.
It allowed the early involvement of the
steering committee in planning
decisions.

Document and track planning decisions.

Decisions can be lost in translation in
planning. Proper documentation and tracking
guarantee a minimal amount of consistency.

In Case 4, planning decisions were
not documented. It led the program
team to lose perspective on why
specific decisions were taken. The
consequences were in the likes of
rework to reach the same decision or
contradictory actions.
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Table 8 2 : Requirements for effective collabonatituring project planning (Cont'd and end)

Collaboration
Dimension

Requirement

Example

Facilitate discussions and feedback about
planning decisions.

Planning decisions should rally all impacted
teams. Which requires a high level of
interaction, both inputs, and feedback that will
alter and improve the plan to maximize such
teams’ engagement.

In Case 3, the project manager acted
as a facilitator in planning discussions
with the steering committee and the
project team.

For critical decisions, specify a clear
process for decision-making.

In some projects, there may be similarities in
the decisions required. Defining a clear
process on how inputs should be presented,
what criteria to use and how to select the
decision helps to improve the planning
quality.

In Case 1, software customization
was expected and the objective was
to minimize it. The IT architecture
team defined a process detailing how
each request for customization will be
evaluated and prioritized, with
different levels of escalation when
required.

Define guidelines or principles for
decision-making relevant to the project’'s
context.

These guidelines help project participants
and collaborators during planning on reaching
faster decisions by sharing the same criteria
of evaluation.

In Case 2, the core team defined a
list of program principles that each

project should follow when initiating
and planning.

Ensure all decision makers consult the

same facts for a decision and they
understand it the same . In a transformation
context, most planning decisions lack data
and facts. The few inputs available should be
optimized by decision makers.

In Case 3, the business lead would
meet the steering committee
members individually before each
committee session to ensure they
consulted the prepared inputs for
decisions, and clarify any
misunderstanding.

8.5 Discussion

The results from interviews about perceptions agfthdions of collaboration are in line with the
findings in the literature. Other studies have shéie difficulty to align collaborators on a unique

and shared definition of collaboration (Gray et Wpb991; Huxham et Vangen, 2005).

The success factors and requirements for effectlaboration are also very similar to what was
identified in the literature. Furthermore, the sgcfactors identified in this research’s contegt a

solely for organizational dimensions. Comparedhi® literature, where other factors linked to
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technological tools and business processes have ideatified (Kerzner, 2015), this study’s
context seems to be focused only on organizatioeagds. The company’s challenges with

collaborative work may explain such a focus.

As in these cases, collaboration can’t be pinnezh®definition, expectations for a collaborative
project will vary between stakeholders. This addsthe difficulties of conducting business
transformation projects. One avenue of solutionslccaeside in raising the collaborative
organizational culture and that would translate miore collaborative projects. Another would be
to build collaboration in project management prgesgo ensure it takes place, it is effective, and
it is adaptable to the varying expectations. Thidasolution has been explored in the literature
through “collaboration engineering”, where differéachniques to build collaboration processes
are discussed in relations to other business pesc({de Vreede et Briggs, 2005; Kamrani et Nasr,
2008). Still, and as indicated by the cases studiexhn be argued that collaboration in business
transformation projects is highly dependent on dkierall organizational collaborative culture.
This may lead some practitioners to postpone basiiensformations until a more mature
organization is ready to execute it. However, tlempse and value of business transformations are
to change how the organization works (PellegrinetliMurray-Webster, 2011). Which makes
waiting for change to take place counterproductAeother important factor of influence is the
leadership of the projects (Lundy et Morin, 201Bhe results indicate an important role for
coordination and integration. It calls for leadépss$kills like facilitation and influence (Globenso

et Zwikael, 2002).

The findings from these case studies indicatedbigboration is a cost for business transformation
projects. The literature on collaboration concunghvthis result. Collaboration is a cost for
organizations, and not managing it may be provebet@xpensive (Cropper, Huxham, Ebers et
Ring, 2008). In business transformation projedtis tost can be planned for as an impact on the
duration of collaborative activities, or as an aiddial cost of resources to facilitate collaborativ
work. And looking at project delivery measures obfge, schedule and cost, the scope element is
not represented in the data at hand. Collaboratemms to be taken into account as a cost and

impact on schedule, but there is no indicationaf it impacts the scope of work.

Most references on project management emphasizeinpertance of communication and

information sharing for a successful delivery (tnegional Project Management Association,
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2015; Office Of Government Commerce, 2009; Projdeinagement Institute, 2017). In this
organization’s case studies, the information exgkaalone has proven to be ineffective. Most
employees are busy and business transformationgemerally considered on top of day-to-day
activities. People are either flooded with inforraatand do not check it, or they are distracted. It
puts the burden of sharing and level setting tHiermation on the project team (e.g. manager,
business lead, planner, etc.).

Collaborative planning has also an integration conemt with the overall business plan of the
organization. Decision makers are influenced byeotiusiness objectives and pressures of the
overall organization, not only by the project. Tdreject deliverables are linked to business results
that the management team is accountable to acliieatanakul et Shenhar, 2012). A project

planning process should integrate with the ovdrmadiness plan, and align expectations.

Planning in collaboration can be a selective apgrda be used when conditions are favorable and
participants are responsive. Otherwise, it wouldcbenterproductive by breaking trust in the
project team and disengaging its members. The remeints for effective collaboration during the
planning process are defined separately from tlanphg process itself. To facilitate the
integration of these requirements to the planniracgss, leveraging Engineering collaboration
could a potential avenue. In addition, theoretomaicepts of collaborative planning, like planning
entity or unit, have been used in other fieldsesfelarch. These concepts were not identified with
the explorative research used to analyze thesestadies. They may be opportunities to continue
the theoretical development of collaborative plagrfor project management. As well as, they can
be used to propose new models for project planmihgre collaborative requirements are
embedded.

8.6 Conclusion

In supply chain management and military plannirdlaborative planning has been developed as
a planning approach to address collaborative siustwvith complex problems and relationships.
The literature in project management has limitedecage of this concept and the few references
on the subject are specific to engineering and toaectson contexts. This article focused on the
context of business transformations. Using multipkse studies, this study analyzes the

characteristics and requirements of collaboratlaamng in a specific organizational context. The
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results point to two dimensions of collaborativarpling. The first is the consideration of
collaboration as a project cost during planninglaboration is an object of planning for business
transformation projects. The second is the integnabf collaboration as an attribute of the
planning efforts. Collaboration is represented sstaf requirements to be embedded into business

transformation planning processes.

The first contribution of this article is methodgioal, as the use of qualitative multiple caseistsid

is leveraged to explore a concept in a specifianizational context for business transformations.
Then, the exploration of the dimensions of collabee planning provides a starting point for
further research that can transpose approachesratiglgs from other research fields to project
management. Furthermore, the identification ofatmrative planning requirements can be used
to propose a new model of project planning for bess transformations that integrates
collaboration in the planning processes. Finalig,findings discussed in this article are stillited

to the organizational context of this study. Anyngelization of these results requires a more

extensive coverage of other organizations and moseess transformation cases.
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CHAPITRE9 DISCUSSION GENERALE

Dans les chapitres 5 a 8, les résultats de ceatterehe ont été présentés et discutés en lien avec
les sujets spécifiques qu'ils traitent. Dans cepithe, la discussion portera sur deux éléments
communs aux quatre articles. Il débutera par disdltinpact de la contextualisation sur les efforts
de développements des théories et pratiques demyes projets. Puis, une évaluation des liens
entre la maturité des processus de la planificagiola collaboration sera exposée. Le chapitre
traitera aussi des contributions scientifiquesealgavail de recherche. Il sera conclu par unegevu

des limitations de recherche et les avenues dereuds futures.

9.1 Impacts de la contextualisation des projets

Un des themes directeurs de cette étude est laxtaatisation des pratiques en gestion de projets.
Dans l'article 1, le contexte organisationnel atélites parametres d’adaptation du cadre de
transformation d’affaires. Les articles 2 et 3 expht les pratiques de planification spécifiguement
pour le contexte qu'offre la transformation d’aflacomme une catégorie de projets. L’article 4
identifie les dimensions et exigences de la colatian, encore pour le contexte des
transformations d’affaires. L'influence du contesi@ les pratiques et leur compréhension a été
discutée dans la littérature. Les résultats de cettherche invitent la réflexion sur les difféemnt

approches de développement de théories et de ymatpur le contexte étudié.

Chaque projet est unique et requiert une mise atexte qui donnerait justice a ces spécificités

(Shenhar, 2001). Ceci dit, le développement daques spécifiques pour chaque projet serait
irréaliste. Les efforts de recherche dans le doenaimt donc convergé vers la généralisation a la
recherche de standards et de partage des bonnigsi@saUne direction alternative de recherche
serait de considérer des développements de pratgpien les contextes des projets (Dov Duvir,

Shenhar, et al., 2003; Shenhar et Dvir, 1996).

La prise en compte de la contextualisation peuttraduire en différentes approches de
développement des pratiqgues en gestion de prdjet$zigure 9-1 résume les trois approches
suggérées de développement en lien avec deuxesriiérsélection. Le premier critére est le degré
de différence entre les contextes de projets. Meldppement des pratiques de gestion de projets
serait moins demandant si les contextes de conspargiartagent certaines caractéristiques clés;

comme la nature du produit a livrer par les progttl nature des organisations permanentes qui
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interagissent au cours du projet. Par exempleyr@gts de construction d’infrastructure routiere
seraient plus proches des projets de constructionm@ubles qu’ils le seraient des projets des
technologies d’'information. Le deuxieme critere laedficacité de I'effort de développement qui
tient compte de la complexité du travail de recheret aussi la quantité d’effort requise. Ce aiter
évalue la fine balance entre I'effort requis pouwiades pratiques complétement faites sur mesure
au contexte du projet, et les résultats ou bérefiaealiser. Par exemple, concevoir une nouvelle
technique de controle des codts pour des projeisstdllation d’infrastructures de
téléecommunications ne serait pas l'option la paugable si des techniques existent pour des projets

tres semblables comme l'installation de réseawtrédgies ou de pipeline.

A
Efficacité de I'effort de développement

des pratiques de gestion de projets

En lien avec la complexité et I'effort requis

Conception

*Développer une pratique
spécifiquement pour le contexte en
tenant compte de ses requis

Adaptation +*Ex. Concevoir un modéle de
. ) ) planification collaborative pour les
«Utiliser une pratique existante en projets de transformation d'affaires qui
changeant certains parametres pour combine les requis de la collaboration
. acc_ommoder le nouveau contexte du aux spécificités de la catégorie de
Transposition projet projet
- . . *Ex. Adapter les approches de gestion
+Utiliser une prafique existante avec un des transformation d'affaires pour un
ajustement mineur qui ne change pas contexte industriel et organisationnel
les parameétres fondamentaux spécifique.

*Ex. transposer la planification
conceptuelle des projets de
construction aux projets de
transformation d'affaires.

Niveau de différences entre les contextes
des projets

Figure 9-1. Approches de développements dans kexialisation des projets

Les trois approches de développement varient ditaresposition d’'un contexte vers un autre
partageant des similitudes, a une conception @og@e sur le contexte vidéa transpositionest
I'approche la moins colteuse en effort et la momsplexe. Elle peut s’appliquer en utilisant des
pratiques assez matures et testées dans un codégatejets, vers un autre ou c’est moins présent.
Comme détaillé dans l'article 3, la transpositi@s gratiques de la planification conceptuelle des
projets de construction aux projets de transfoionati’affaires est un exemple'adaptationest
une approche de compromis qui vise a transposepmgisiues d’'un contexte mature, mais en

effectuant des modifications pour les adapter amotestbe ciblé. L'adaptation aux contextes
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organisationnels est utilisée dans la littératireW. G. Morris et Geraldi, 2011; Shenhar et al.,
2005), et dont l'article 1 fournit un autre exemptenalementla conceptiorest I'approche la plus
colteuse, mais aussi la plus dédiée au contexke. ¢ibs pratiques de gestion de projets sont
completement revues pour une conception spécifegueontexte cible. L’article 4 contribue a
I'utilisation de cette approche pour concevoir undéle de planification collaborative des projets
de transformation d’affaires.

Pour résumer, une analogie avec l'implantationgyssemes d’information peut étre utilisée. La
transposition correspond a l'implantation de lssiar standard ouwvanille » d’un systeme donné.
L’adaptation correspond a une implantation accom@agde configurations spécifiques du
systéme. Et la conception correspond a la persizatiah du systéeme oucystomisatiom.

9.2 Liens entre la maturité des processus et de la cabioration

En lien avec la contextualisation des projetsfllience de la maturité organisationnelle a étéiauss
un élément commun a travers les résultats idestii@ns cette étude. L’article 1 indique que
I'évaluation de la maturité de I'organisation estprérequis pour la réussite des transformations
d’affaires. L'article 2 discute de I'influence desatiques organisationnelles sur la planificatiea d
projets étudiés. Il indique un lien entre la mad&rde ces pratiques et I'évolution et la
standardisation des processus de planification mlegets. L’article 3 mentionne que la
planification conceptuelle est une pratique deigestie projets mature dans l'industrie de la
construction. Mais, elle n’est pas au méme niveawmdturité pour les projets de transformation
d’affaires. De la revue de littérature il est ingtgque la collaboration reflete a certain égard la
maturité des relations entre les parties prenauoiesut dans un contexte interorganisationnel. Ceci
suscite un questionnement sur les liens entre taritéades processus de planification et celle de
la collaboration.

L’idée d'utiliser un modele de maturité pour guideamélioration d’'une pratique ou d’'une
organisation a été initiee par le concept@hpability Maturity Model(CMM) originalement

exposee dans le travail de Paulk, Curtis, ChrissisVeber (1993). Dans la transformation
d’affaires, les modéles de maturité peuvent étlisés pour guider I'évaluation d’'une organisation
et guider les changements requis (Kulpa et JohrZ3f8; Nightingale et Mize, 2002). En gestion

de projets, différents modeles de maturité onssaggérés pour accompagner les organisations a
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améliorer les pratiques de gestion de projets etixles intégrer avec leurs agendas stratégiques
(Kerzner, 2001). Yazici (2009) indique que l'utditon d’'un modéle de maturité de gestion de
projets améliore la performance des organisatidkmes.modeéle le plus reconnu est OPM3
(Organisational Project Management Maturity Modiéyeloppé par le PMI (Project Management
Institute) (Project Management Institute, 2003).nh@déle contient cing niveaux de maturité des
processus de gestion de projets : initial, répétat#fini, géré, et optimisé (Pennypacker et Grant,
2003). Pour la collaboration, des modeles de ntasigont aussi proposeés (Alonso, Martinez de
Soria, Orue-Echevarria et Vergara, 2010; Boughetlde Vreede, 2015). Et spécifiquement en
gestion de projets, la hiérarchie de I'effort cbhbeatif proposé par Nunamaker et al. (2003) est
parmi les structures les plus cités. Elle contimis niveaux de collaboration : collectif, coordeén

et concerteé.

La planification collaborative lie les processugpitiques de planification a I'effort collaboratif
comme un objet de planification et un attribut gescessus. La planification collaborative peut
étre située comme un état d’évolution a I'intereectle la maturité des processus de planification
et le travail collaboratif. En s’inspirant encora domaine de gestion des chaines logistiques
(Montreuil, 2011, 2015), une schématisation dedlation de la planification en lien avec la
collaboration peut étre proposée. La maturité dedaification en tant que processus et pratiques
peut étre mesurée selon le modéle OPM3 (Projectalyement Institute, 2003). L’effort
collaboratif peut étre représenté selon le modedegsé par Nunamaker et al. (2003). La Figure

9-2 synthétise les niveaux d’évolution proposes.

La maturité des processus de planification estitdééen fonction de trois paramétres identifiés dans
la littérature sur la planification collaborative :

1) L’identification et le type d'entités de planifican: reflete a la fois le niveau

d’'indépendance a planifier et la complexité deerdis différentes entités.

2) Les processus et pratiques de planificatioaefletent comment ils sont définis et utilisés

dans les entités de planification et entre elles.

3) Le niveau d’optimisation indique I'effort de rechercher des solutions woties aux

différentes décisions de la planification.

La hiérarchie des efforts de collaboration estitEselon deux composantes :
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1) La dynamique et organisation du travail collabofatidécrit comment I'effort de
collaboration se manifeste et le degré de gestioy gst appliquée.

2) Le degré de coordinationplus I'effort de collaboration augmente plus me&canismes de

coordination sont importants.

Ainsi les liens entre la planification et la coltathtion en gestion de projets évoluent selon quatre
niveaux. Le premier état d’évolution peut étre demmmefragmentéll correspond & une faible
maturité des processus de planification et a uorte¢bllaboratif spontané et non coordonné. Le
deuxiéme état d’évolution peut étre qualifiéntigré A ce niveau, les entités de planification sont
localement identifiées et les processus sont stdis#s visant un plan local optimal. C’est un
niveau auquel le travail collaboratif est coordoanéur des livrables clék’état collaboratif est

le troisieme état d’évolution. Il inclut des engitde planification locales et globales formalisées.
Les processus sont définis au niveau des orgamisagit I'optimisation vise une balance entre les
domaines locaux de planification et le plan gladpailles lient. L'effort collaboratif a cet état est
facilité par des cadres de gestion et des outllalmratifs et la coordination arrime les processus
et leurs livrables. L’étatollaboratif peut étre associé a la planification collaboratigte
gu’explorée dans cette these. Le dernier état tiéon peut étre décrit comnoechestrell ajoute

une dimension d’agilité au niveawllaboratif. Les entités locales et globales de planification
harmonisent leurs pratiques pour permettre desepsns capables de s’adapter aux variabilités et
aux incertitudes sans perdre d’efficacité ou rédiarqualité de la solution optimale. En méme
temps, l'effort collaboratif reste important aveneucoordination plus détaillée des activités.

L’orchestrationpeut étre dirigée par une entité globale de gltaatibn.

Cette évolution des liens entre la planificatioteetollaboration dans les projets peut étre d&crit

avec une analogie a la performance d’un orchegingisonique. Au début, chaque musicien ajuste
son instrument selon une référence absolue ou amecollegue. Le tout est un ensemble

désynchronisé et méconnaissald&ai fragmentg mais nécessaire pour préparer la prochaine
étape. Par la suite, les musiciens s’alignent panpge d’instruments. Chaque groupe utilise sa
partition avec des indications des interventions aétres groupes. Le tout donne des sons plus
arrimés, mais pas tout a fait fluidestdt intégrg. Une fois les partitions de chaque groupe sont
annotées par un travail collaboratif facilité parau plusieurs musiciens, la symphonie émerge

(état collaboratij. A ce stade, un orchestre peut performer une Bgmip compléte. Mais, I'apport



130

d’'un chef d’orchestreétat orchestrg en termes de fluidité des transitions, la coation des

groupes de musiciens et méme des individus élegadhté de la performance musicale (Kumar
et Morrison, 2016).

Niveau 5
Optimisé
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Géré

Niveau 3
Défini

Niveau 2
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Niveau 1
Initial
ad-hoc

Figure

Maturité des processus de planification des projets
4 Adapté du OPM3 (Project Management Institute, 2003)
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9-2. Evolution de la planification en lievea la collaboration en gestion de projets

9.3 Contributions théorigues et pratiques

Les contributions de cette étude seront discutéémn strois aspects : théorique, pratique, et

méthodologique.

Les contributions théoriques de cette recherche:son

1.

Utiliser le contexte des projets de transformatiord’affaires : les études en gestion de
projets, et spécifiguement en planification, sann&jorité pour les projets en ingénierie
et construction et les technologies de l'informat{8errador, 2015). Les autres catégories
de projets ont été moins étudiées. Cette thesmseulié contexte de la transformation
d’affaires qui est encore moins exploré dans térhture en gestion de projets (Cha et al.,
2018). Cette catégorie de projets acquiert une iitapoe croissante pour les organisations,
car elles déterminent dans plusieurs cas leurdesudans leurs marchés. Ces projets se
caractérisent par le niveau élevé de risque ebdplexité qui proviennent, entre autre, de
la nature des relations entre les parties prenattess défis de leur gestion. Cette étude
contribue donc a enrichir la littérature en gestilenprojets qui utilisent des contextes
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différents, et souligne la richesse que tels cdaterffrent pour une compréhension plus
fine des théories et pratiques de la gestion dgetgr(Niknazar et Bourgault, 2017).

Proposer une adaptation d’un cadre de transformatia d’affaires : dans la littérature
sur les cadres et approches de transformationaife#f, il est souvent recommandé
d’adapter les méthodologies et techniques proposéesontexte de I'organisation.
Cependant, les parametres d’adaptation du caderigée restent absents. L'article 1 de
cette thése propose quelques parametres d’adaptqtip ont été appliqués avec le
partenaire industriel pour développer un cadreraestormation d’affaires adapté a son
contexte. En lien avec les défis de la contextaadia des projets, I'article 1 propose un
exemple d’approche d’adaptation qui utilise l&li#ture existante et définit des parametres

organisationnels d’adaptation.

. Adopter une perspective inclusive de la planificatin des projets collaboratifs: la
littérature qui traite de la collaboration en liawec la planification utilise souvent une
activité ou un processus spécifique comme le demigiordonnancement. Cette recherche
a adopté une perspective plus inclusive de la fitation qui a visé tous les processus qui
peuvent étre considérés de planification. Les revde littérature récentes sur la
planification des projets adoptent une définitiomssa inclusive de la planification
(Serrador, 2015) ce qui permet une couverturelphge des catégories de projets.

Explorer la planification conceptuelle pour les prgets de transformation d’affaires:

la planification conceptuelle est parmi les praggimatures dans les projets a capitaux qui
développent des produits ou des systemes complereticle 3 de cette theése propose de
transposer certains aspects de la planificationceqotoelle vers le contexte de la
transformation d’affaires. De plus, il indique lparticularités de cette pratique dans le
contexte des projets de transformation d’affaifesur la littérature en transformation
d’affaires, ceci enrichit les outils et pratiquedv@luation et de planification des initiatives
de transformation. Pour la littérature sur la crntelisation des projets, ceci offre un
exemple concret du type de transposition possitite eleux contextes de projets différents.

Décrire la planification collaborative en gestion @ projets: le concept de planification
collaborative est défini comme un processus cohgénprise de décision entre deux ou

plusieurs partenaires afin d’aligner leurs plandivilduels, coordonner leurs efforts et
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optimiser les résultats globaux (Stadtler, 200®{t€facon de considérer la planification
n'a pas encore été explorée jusqu’a maintenanhdekinvestigations faites dans cette
étude. L'exploration de ce concept a permis deigpeécses dimensions et exigences
possibles pour le transposer dans la gestion detpracComme plusieurs des pratiques
initiales en gestion étaient inspirées de la gastianufacturiére et des opérations (Baldwin
et Bordoli, 2014), I'approche de cette étude édégixplorer une pratique mature dans
d’autres domaines ou la planification est aussira@na I'exécution et la réussite, et ou les
contextes imposent des efforts de collaborationont@mts; la gestion de la chaine
logistique, le militaire, 'urbanisme. L’identifit®@n de ses deux dimensions et de ses
exigences aide du moins a comprendre commentnéipktion collaborative se manifeste
dans les projets. Ceci peut constituer un premasrvers une définition plus spécifique et

adaptée de la planification collaborative au domaie la gestion des projets
Les contributions pratiques de cette étude sont :

6. Sensibiliser a I'importance de I'adaptation au congxte: a travers cette thése, I'influence
du contexte sur les pratiques de gestion a étéggeeal. Pour les gestionnaires en entreprise
ou les praticiens en transformation d’affaires, seasibilise a I'importance d’adapter les
bonnes pratiques et les cadres méthodologiques situation organisationnelle dans
laquelle ils opérent. Cette sensibilisation rendoles indications données dans certains
référentiels pour inciter les praticiens a adapésr pratiques et outils a leur réalité
(Construction Industry Institute, 1995; Project Mgament Institute, 2017). L'expérience
et les interactions avec des membres du partemaltestriel indiquent qu'un tel effort
d’adaptation au contexte n’est pas tout le temypssitn.

7. Valoriser la planification collaborative pour la gestion de projets: I'exploration de la
planification collaborative en gestion de projetsmpet de valoriser une telle pratique au
prét des gestionnaires de projets. Dans les prajetdransformation d’affaires, la
planification collaborative permet d’augmenter fagement des parties prenantes et
facilite la gestion du changement. Les leadersinigatives de transformation d’affaires
reconnaissent lI'importance de la composante humdares ce type de projet, et la
planification collaborative s’ajouterait a leur teoa outils pour augmenter les chances de

réussite.
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Les contributions méthodologiques de cette recleepetuvent étre présentées comme suit :

8. La combinaison de l'approche de recherche-action ptcipative et I'étude de cas
multiples : dans la littérature en gestion de projets lasxdgproches méthodologiques
existent, mais pas en combinaison. Cette approcpermis I'acceés aux données du
partenaire industriel sur des projets considérbsadg stratégiquement pour I'organisation.
Aussi, elle a permis une compréhension du conterganisationnel des cas étudiés qui a

fait la différence lors de la codification et I'evprétation des données.

9. Analyse par processus de la planification des prdig: la littérature en gestion de projets
traite rarement de la planification comme un preassselon une analyse des activités,
décisions, séquences, intrants, extrants et resoUyAndersson et Johansson, 1996;
Alexander Laufer, 1992). L’article 2 de cette thaskse une approche d’analyse répondue
dans le domaine de la réingénierie des procesBesple, Process, Technolggy
L’avantage d’une telle approche réside dans I'as®lgolistique de la planification en

permettant une vue détaillée.

9.4 Deéfis et limitations de recherche

L’approche méthodologique choisie pour cette redeer(voir la Figure 3-2) a bien servi a

I'exploration des trois themes centraux a l'objegénéral de recherche (voir la Figure 3-1).

L’objectif général et les objectifs spécifiquedaeecherche ont été atteints. Cependant, d’urt poin
de vue méthodologique certains défis de rechercteslimitations sont a mentionner :

1. Validation et généralisation restreintes des résudits ;. 'approche adoptée pour cette
recherche est exploratoire basée sur des donnaessdul contexte organisationnel. La
généralisation et la validité externe des résultatglierent une extension de la méme
approche a d’'autres organisations ou la complétec d’autres sources de données et
approches méthodologiques. Ceci dit, certains tasubeuvent étre transférables (Tracy,
2010). Dans des contextes organisationnels simdat pour des projets de méme nature
transformationnelle, les résultats sur I'adaptatiencadre de transformation d’affaires

peuvent étre transférables.

2. Défis de satisfaire les exigences du partenaire instriel : L'utilisation de la recherche-

action participative a permis d’aligner avec lesgerces du partenaire d’affaires. Le
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principal défi pour I'équipe de recherche étaitgdeder I'intervention dans les limites
acceptables de l'approche de recherche particpasians tomber dans le réle de
consultation (Coghlan, D. and Brannick, 2012). laetgnaire industriel peut s’attendre a
ce que I'équipe de recherche offre des solutiomsedgues problématiques identifiees lors
de I'étude. Les choix et les avis des membresé@iipe interne du partenaire industriel
peuvent donc étre influencés par ce motif orgaiisael. En contrepartie, les mises en
contexte et les connexions expliquées lors dellaate des données sur les cas sélectionnés
auraient été impossibles sans l'aide de I'équiperme du partenaire industriel. Avoir au
moins trois perspectives différentes sur une sdanaiu une observation dans les données
enrichit leur interprétation. Cette mise en relgefcertes influencé la codification des

données.

3. La codification des données par un seul membre dé&duipe de recherche cette
limitation a été causée par la difficulté d'intedfar les données sans une connaissance
approfondie du contexte organisationnel du partenandustrie. Comme mesure
d’atténuation de cette limitation, la codificatiamté revue par un autre membre de I'équipe
de recherche et par un membre de I'équipe intetnpadtenaire industriel. Par ce fait,
I’équipe du partenaire industriel a découvert eangages d’'une analyse thématique et les
possibilités de l'utiliser pour la résolution deoplemes ou des données textuelles et des
documents sont plus abondants que des donnéetustrsz Un membre de I'équipe de
recherche a démontré Il'utilisation de I'analysentaéque pour une analyse cause a effet

dans le cadre d'un projet d’amélioration de progsss

En perspective et en évaluant les résultats de oatherche vis-a-vis de la conception du projet
de recherche, quelques améliorations seraientlpesgiour augmenter la qualité de cette étude et

en enrichir les résultats :

4. Surmonter les défis de cartographie des processus blanification des projets:
'analyse par processus effectuée a été basée mmurcartographie des processus de
planification des cas étudiés. Cependant, ce futélinde documenter ces processus, d’en
déterminer la séquence exacte des activités, derjalus en détail sur les prises de
décisions et comment elles se sont faites. ll@ss$iple d’'atteindre des résultats équivalents

de cette recherche par une conception différentapieroche et question de recherche. Par
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exemple, un accent sur la prise de décision pdw@ta une autre facon de décortiquer la

planification collaborative dans les projets.

Identifier d’autres perspectives ou proxy pour representer la collaboration: la
collaboration dans les projets peut étre définiditiérente maniére. Ceci dit, pour la cause
d’étudier ses dynamiques et ses exigences en Viea la planification, il est possible
d’adopter une perspective spécifique utilisant woxp pour représenter |'effort de la
collaboration. Par exemple, dans la littératuraresractions entre les entités peuvent étre
utilisées comme une mesure représentative delibooation entre elles. Dans le domaine
de la scientométrie, la collaboration entre cheucheuniversités et autres organisations
peut étre représentée par les publications coemiiti cette recherche est reprise avec cette
perspective de la collaboration, une étape prépiaeaterait d’essayer de définir cette facon
représentative de la collaboration pour les profeés exemple, 'utilisation des contrats a
été utilisée pour évaluer les relations interorgatibnnelles dans les projets (Agostini et
Nosella, 2019).

Exploitation limitée de la littérature sur la collaboration : la collaboration est un sujet
étudié dans la littérature selon plusieurs persgeset dans divers domaines et disciplines.
Cette these s’est concentrée sur la collaboragicue définie dans la littérature en gestion
de projets. Ce qui peut étre considéré comme ursp@etive étroite de la collaboration
compte tenu la richesse de la littérature surjkt slans d’autres domaines. Les résultats de

cette etude peuvent étre bonifiés en intégrainttéadture d’autres disciplines de recherche.

Le paragraphe suivant présente des avenues passielerecherche pour concrétiser les

opportunités identifiées par les défis et limitatiale cette étude.

9.5 Avenues de recherche

Pour pallier limitations méthodologiques, les avenguivantes aideraient a améliorer la validité

externe et la généralisation des résultats :

1. Valider les observations et résultats par un sondaginterne avec le partenaire

industriel puis externe dans d’autres organisations l'utilisation de sondage pour
étendre le nombre d’employés du partenaire indristiilerait a valider en premier lieu les
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résultats vis-a-vis du méme contexte organisatiofae la suite, raffiner les résultats avec

d’autres praticiens dans d’autres organisations.

2. Etendre la méme approche de recherche a plusieursganisations: en gardant la méme
approche meéthodologique et en ajoutant d'autres dass d’autres organisations
permettraient d’'une part de valider les résult@sette recherche et, si I'échantillon des
cas et organisations est significatif, généraliser partie des résultats.

Cette recherche s’est terminée par une identifinates exigences de la planification collaborative
pour les projets de transformation d'affaires. Lésux avenues de recherche suivantes
permettraient d’utiliser ces exigences pour conwesbproposer un modeéle de la planification
collaborative en gestion de projets :

3. L'utilisation de l'ingénierie de la collaboration (Collaboration Engineering) : les
résultats de l'article 2 indiquent que la planifioa est supportée par la présence des
pratiques d’intégration et de facilitation. Les gatices de la planification collaborative
identifiée dans l'article 4 incluent aussi ces dguatiques en lien avec la coordination.
L’essence des deux pratiqgues peut étre trouvée ldangrocessus et techniques de la
facilitation. L’incorporation de la facilitation ayprocessus de planification serait une piste
de solution vers un modeéle de planification collative. Pratiquement, ceci voudrait dire
la conception de processus de planification deggrgui a comme partie intégrante des
sous-processus et techniques de facilitation asslas exigences de la collaboration lors
de leur exécution. Ceci est possible en utilisdimtgénierie de la collaboration
«collaboration engineering (CE) (de Vreede et Briggs, 2005). La CE est p@ache
de conception de processus d'affaires qui intege pratiques de facilitation pour
augmenter la répétabilité du travail collabordiblfschoten, Vreede et Briggs, 2007). Elle
se base sur I'utilisation de Thinklet; un modelecdaception qui permet de combiner les
activités d’affaires a une ou plusieurs technigdedacilitation (Kolfschoten, Briggs, de
Vreede, Jacobs et Appelman, 2006). En pratiqgué,Heklets s’ajoutent au coffre a outils
et techniques des praticiens qui exécutent lesepsus d’affaires (Kolfschoten et al., 2010).
Les applications de la CE sont prometteuses etdsgratiques présentent des résultats
intéressants qui encouragent son développemerdneusage (Kamrani et Nasr, 2008;
Kolfschoten et al., 2010; Schwabe, Briggs et Giesi, 2016).
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4. La modélisation et la simulation utilisant des systmes agents Le concept d’agent
provient des travaux en intelligence artificielldn agent est une procédure logicielle qui
représente une logique de raisonnement orientéaumesbjectif défini. Le concept d’agent,
aussi appelé agent intelligentngelligent Agend ou agent logiciel &oftware Agent
représente une unité de contréle autonome capdablerdgir avec son environnement
(Franklin et Graesser, 1997). La modélisation etuation par systémes agents a été
utilisée en gestion des chaines logistiques poueldpper la planification collaborative
(Fox, Barbuceanu et Teigen, 2000). Aussi, les sysseagents ont été utilisé en gestion de
projets pour la gestion des risques (TaillandieFatlandier, 2014), la modélisation des
relations collaboratives (Son et Rojas, 2010),cetrg’'ordonnancement (Knotts et Dror,
2003). Avec les avancements dans les technologm@srdhation et des systemes agents
en particulier, leur utilisation pour modéliserpnocessus de planification collaborative en

gestion de projets est une piste de développememessant pour le futur.

Au-dela des avenues de recherche directemenglieeisoix méthodologique du sujet de recherche

de cette thése, voici quelques idées de recherdgrentiémané des travaux et sujets explorés :

3. Réconcilier les entités et théories de planificatioen gestion de projets la planification
collaborative en gestion des chaines logistiquésdéfinie par rapport a des entités de
planification (Kilger et Reuter, 2005), elles reggatent des organisations ou méme des
réseaux de fournisseurs dans la chaine logistigaes les projets, ces entités peuvent étre
aussi des organisations, des départements, dgseégtiméme des individus. Cependant,
les théories de la planification pour ces difféseypes d’entités varient et se concentrent
sur des aspects différents. Par exemple, pountisidus les théories de la psychologie
cognitive sont appliquées pour comprendre le raisprent et la prise de décision lors de
la planification des individus (R. Morris et War@D05). Pour les organisations, la
planification prend plusieurs formes; stratégigfieanciere, manufacturiére, etc. toutes
avec des théories et pratiques qui varient. Alguelles sont les entités de planification
pertinentes en gestion de projet&€t comment réconcilier les différentes théories d
planification qui s’y appliquer Si toutes ses entités de planification coexist&mimer
les théories de planification entre elles pousséaaiéflexion sur la planification au-dela

de I'entité elle-méme, mais en relation avec ldgesientités dans le projet.
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4. Les cadres de gestion de la transformation pour legouvernements :les notions de
transformation d’affaires sont aussi explorées pesiorganisations gouvernementales. La
littérature a utilisé certains exemples de changesnéde processus ou d’'implantation de
systemes d’information pour discuter des partidcidardu contexte gouvernemental
(Stemberger et Jaklic, 2007). Cependant, la tramsfbon d’'un gouvernement, incluant
toutes ses institutions, implique des complexitésitdes natures qu’en entreprise. Ainsi,
les cadres de gestion de telles initiatives regutedes compétences et des processus
différents de ceux en place dans les organisatjongernementales actuelles (Allas et al.,
2018). Etudier la transformation au niveau des gowements conduira & une discussion
des théories sur les politigues gouvernementalesreles liens avec les réformes et les
impacts socio-économiques. La nature des relatians le contexte gouvernemental se
base aussi sur des liens de pouvoir, d’intérétipubl des bénéfices non tangibles (Kettl,
2000) qui sont trés peu présents dans les relatians les transformations des entreprises.
Par conséquence, les cadres et les pratiques dengee projets de transformation
gouvernementale pourraient étre fondamentalemdféreits de ceux étudiés dans la
littérature jusqu’a maintenant. Actuellement, & yne tendance autour de la transformation
digitale des services gouvernementaux. Dans lérdiiire, des études de cas sur des
initiatives e-gouvernement peuvent étre trouvéasddski, 2015; West, 2004). Mais
comme pour les entreprises, les technologies didiination représentent une dimension
de transformation qui s’est avérée souvent nonissuiife par elle-méme pour livrer les

bénéfices et objectifs attendus.

En résumé, ce chapitre a discuté des themes conutansdes résultats exposes dans les articles,
des contributions scientifiques de cette thesdgestlimitations de la recherche. Le tout a permis
d’identifier des avenues de recherche en lien &/sajet de recherche et ouvrir des perspectives

de recherche plus larges dans d’autres sujetsrégdlars des lectures et de I'étude de la littéeatu
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CHAPITRE 10 CONCLUSION ET RECOMMENDATIONS

L’objectif général de cette étude était d’expldeeplanification collaborative dans le contexte des
projets de transformation d’affaires. Une approex@loratoire a été adoptée combinant la
recherche-action a une étude de cas multiples. &aitipossible grace a une collaboration avec
un partenaire industriel permettant I'accés a dasndes confidentielles sur quatre projets et
programmes de transformation d’affaires. L’approet@&hodologique et les résultats décrits dans
les articles incorporés ont permis d’atteindre dégectifs spécifiques de la these : décrire les
spécificités des projets de transformation d’affairanalyser les processus de planification de ces
projets, et décrire les dimensions et exigencda gianification collaborative dans ce contexte.

En premier, cette étude s’est concentrée sur lgpo@Emension du contexte organisationnel et les
caractéristiques des projets de transformatiorfaifak. L'article 1 (voir Chapitre 5) a présenté
I'étude de ce contexte spécifique. Il réitere I'mnfance de la gestion de projets et programmes
pour la réussite des transformations d’affairese Womparaison d'une sélection de cadres
méthodologiques de transformation d’affaires a V& valeur de leur adaptation au contexte
d’'une organisation. En utilisant le contexte dutguaaire industriel, un cadre de transformation
d’affaires a été suggéré. Cet effort a identifieelques parametres d’adaptation et a souligné
I'influence de la maturité de I'organisation darestaines pratiques clés comme la gestion du

changement organisationnel.

Ensuite, cette thése a analysé les pratiques deipddion et de contréles des projets en applicati
dans les cas sélectionnés. La contribution métlogitplie de I'article 2 (voir Chapitre 6) consistait
a l'utilisation d’une approche d’analyse par prassqui est peu fréquente dans la littérature en
gestion de projets. L’analyse confirme une varigtés la définition de la planification, de sa perté
et de sa perception par les participants aux @okgte identifie quelques caractéristiques de la
planification pour les projets de transformatioaftiiires, dont I'importance relative des parties
prenantes internes, le rble central de la gouvemardéfinir les roles lors de la planificatioraet
prise de décision, et la distinction de I'intégoatiet la facilitation comme des réles clés pour une
planification efficace. Les données sur les praggde planification des cas ont mis en surface
I'opportunité de transposer la pratiqgue de plaatfan conceptuelle du contexte des projets de
construction aux projets de transformation d’aéfairL’article 3 (voir Chapitre 7) a donc discuté

de cette pratique et ses caractéristiques en tnanafion d’affaires.
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Le troisieme théme de cette recherche a porté’aspdct collaboratif en planification. Plus
spécifiguement, I'intérét a été porté sur la pliaaiion collaborative comme une pratique existante
dans d’autres domaines de recherche, mais moissmieeen gestion de projet. Larticle 4 (voir
Chapitre 8) traite des deux dimensions de la ptatibn collaborative dans le contexte de cette
étude; la planification de la collaboration comnmeco(t ou effort du projet et la planification en
collaboration. Pour ce dernier, des exigences é@fjiration de la collaboration aux processus de
planification ont été identifiés. lls couvrent espects d’échange d’information, de coordination,
et de prise de décision. Ces exigences représelatgremiére étape vers la conception d’'un

modéle de planification collaborative en gestiorpogets.

La généralisation des résultats de cette étude restreinte a cause de son approche exploratoire
et la spécificité du contexte d’étude choisi, megstains aspects restent transférables. Des
recherches futures peuvent étendre les cas ét@dipkis d’organisations et de projets et
programmes, ce qui permettrait une validation deservations et résultats reportés dans cette
étude. Ceci dit, cette these rejoint un courantedderche en gestion de projets qui explore la
contextualisation des projets comme une voie desldppement des pratiques de gestion de
projets. Plus spécifiquement, cette étude metéacsur la transformation d’affaires comme un
contexte d’étude riche en opportunités de recheechgestion de projets surtout de par la nature
et 'impact de ces initiatives sur les organisaiidan plus, discuter de la planification collabiwet

en gestion de projets ouvre la porte a un questiment sur I'évolution de la planification en
gestion de projets en comparaison avec d’autresath@® comme la gestion manufacturiére et les
chaines logistiques. Finalement, et d’'un point de pratique, cette recherche peut servir d’'une
premiére tentative a guider les praticiens desstommations d’affaires a adapter les cadres
proposés par la littérature et les firmes de cdasoh aux contextes spécifiques de leurs
organisations. Cette recherche permet ainsi decwniser ces gestionnaires de projets a
'importance de la collaboration et d’en tenir campors de la planification des projets de
transformation d’affaires en tant que codt a planiét en tant qu’attribut et nature du processus d

planification.
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ANNEXES

ANNEXE A — ENTREVUES SEMI-STRUCTUREES

Tableau A-1: Liste des participants aux entreveesi-structurées

Position dans I'organisation @A GEIIEES LT
9 I'organisation

Cas - Participant

Contexte — P1 g:iggﬂ: (?g?)ts)ggfalr;neet de transformation !
Contexte — P2 Vice President IT (CIO) 5
Cas1-P1 Gestionnaire relations d'affaires en IT 3
Cas1-P2 Gestionnaire de projet 5
Cas1-P3 Spécialiste en gestion du changement 5
Cas1-P5 Spécialiste en gestion du changement 5
Cas1-P6 Spécialiste en gestion du changement 10
Cas1-P7 Analyste d'affaires 2
Cas2- Pl o mrecas 2 a0
Cas2-P2 Conseiller au Président Directeur Général 10
Cas2-P3 Gestionnaire de projet 10
Cas2-P4 Directrice livraison de services aux opérations 10
Cas3-P1 Directrice relations d'affaires IT 30
Cas3-P2 Gestionnaire de projet 5
Cas3-P4 Conseillére en optimisation des affaires 5
Cas3-P5 Spécialiste en gestion du changement 10
Cas4-P1 Analyste de solution en IT 10
Cas4-P2 Analyste d’affaires 10
Cas 4-P3 Gestionnaire relations d’affaires IT 30
Cas 4 — P4 S;ésrt;c:ircl)rrlgire des projets de développement aux 5
Cas4-P5 Architecte de solution IT 20
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Cas 1l Cas 2 Cas 3 Cas 4 Contexte

Figure A-1 : Nombre de participants par cas
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Figure A-3 : Distribution du nombre de participapss langue d’entrevue



168

Guide et questionnaire des entrevues (en anglais)

1. Introduction and Research Context

The research should make sure these actions ackethdéefore starting the interview. It will

provide context and assurances to the participdiisse actions will prepare for the questions

following and will keep the participant at a contédyle zone with the information he or she will

provide.

Thank the participant for agreeing to provide thternview.
Present the research project and team.

Introduce and sign the consent form.

Ask permission to record the interview.

Explain to the participant the interview overviemdastructure.

Explain how the interview information will be useahd under which conditions
(confidentiality)

2. Project

2.1

2.1.1.

2.1.2.

2.1.3.

2.1.4.

2.1.5.

2.1.6.

2.1.7.

2.1.8.

Project context

What were the drivers (incentives, needs) &ir this project (why did it start)?
What were the initial scope and objectiagltiis project?

When did the project started and ended?

What were the initial budget and the actoat of the project?

Who are the stakeholders of the project?

Who are the leads for the project from esdakeholder’s group?

Who is the project manager?

What are the characteristics of the relatiqrs between stakeholders outside the project?

Are they used to work in collaboration on projedis®there any history behind their positions or

perceptions of each other?
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2.1.9. For each phase of the project, what werecliagacteristics of the relationships between
stakeholders?

2.1.10. What were the key changes (positives orativgs) caused by the project in the
organization? (Examples: process, technology, gestplicture, financials, operations, customers,

etc.)

2.2. Interviewee’s role

2.2.1. What were your main responsibilities duttimg project?
2.2.2. What are the key activities that you perfedm

2.2.3. What were your deliverables for the project?

2.2.4. Who were your key stakeholders and parth@iag the project? (In terms of work relations

and dependencies to execute your activities)

2.2.5. How would you describe your role in plannihig project?

2.2.6. How would you describe your role in colladtarg or enabling the collaboration during this
project?

3. Framework of transformational projects

3.1. Characteristics of transformation

3.1.1. How would you define transformation?

3.1.2. How is this project transformational in ttwstext of the company?

3.1.3. How would you describe the size of the midj§Resources involved, budget, duration,

etc.)

3.1.4. What changes did the project bring to thgaoization? (HR structure, processes,
technologies, value delivery, internal and exterekltions, etc.)

3.1.5. Why those changes were introduced? Whahardrivers?

3.1.6. What are the impacts of theses changes bethenproject? What did change outside the

projects scope or intended objectives?
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3.1.7. How did the project team manage and dedl woimplexity of the project? In terms of
deliverables, activities to be performed, planniigk assessment, etc.

3.1.8. Please choose one change that the projeactiiced, on which you worked closely and

provide us with more details about it.

3.1.9. How many employees were impacted by thigepts outputs? What are the different levels
of impact intensity?

3.2.  Success factors
3.2.1. On scale from 1 to 10, how successful wagtbject? (10 being very successful).

3.2.2. What made this project a success or a &llleadership, resources, engagement, change

management, planning, collaboration, etc.

3.2.3. What is particular in this project that canbe transposed to future projects?
3.2.4. What would you change to the project to makaccessful or more successful?
3.2.5. What is your take away in terms of pracéind work structure from this project?
3.3.  Framework of the project

Provide a quick explanation for the participantsigtihis section. The objective is to analyze how

the project was delivered (phases, activities ants}.

3.3.1. Please describe the high level phases girti)ect?

3.3.2. What was your involvement in each phase?

3.3.3. For each phase, what are the key stepstadithat occurred during this project?
3.3.4. For each phase, what are the key delivesdab&t were generated during this project?

3.3.5. What activities would change (add, remoweg¢riable a more successful project? Why?
Please provide details on the reasons for yourcelsoi

3.3.6. What tools were efficient in delivering theoject objectives? Technology, documents,

techniques, etc.

3.3.7. What practices are the most critical for pin@ject at each phase? Project management,

change management, risk management, etc.
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3.3.8. Inascale from 1 to 10, how important e&pling in a transformation framework? (10 being

very important)

3.3.9. If planning is important, what makes it imjat in the context of a transformation project?
Specifically in the context of the company?

4. Project planning

4.1. Planning definition and dimensions

4.1.1. In the context of the company’s practicdsatws your understanding/definition of project

planning?

4.1.2. What were your expectations from the plagraativities of the project? Were they met?
And why?

4.1.3. What were the components for the final @shbles of planning? What did planning

include?

4.2. Planning process and roles

4.2.1. What were the key activities/steps for ghigect planning?

4.2.2. What were the key deliverables for this g@coplanning?

4.2.3. What were the different roles that intendeimethe planning process?

4.2.4. What tools were used to support the proaedsactivities of planning? Tools, templates,

software, etc.

4.2.5. How did you contribute to this planning prss?

4.2.6. How did you align your own planning (weekhonthly, by deliverable) to the project plan?
4.2.7. Who were the stakeholders with the mosti@rfte on the planning process? Why?

4.2.8. What were the inputs required to plan tlogget? From the project as a whole? From your

perspective as a member of the project team?
4.2.9. What were the top 3 challenges during tlsgept planning?

4.2.10. What were the channels of communicatiomdtthe project planning?
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4.2.11. Please provide an example of a situatia® wkanning decision making happened during
the project? Who were the actors? What was the wipdecision? What was the process?

4.2.12. Please describe a conflictual decisionngutiie planning process? Who were the actors?

What was the topic of decision? What was the psites

4.2.13. What would you change in this project piagrio enable more success?

5. Collaboration
5.1. Collaboration context and definition
5.1.1. What is your understanding/definition oflabbration?

5.1.2. What is your understanding/definition of labbration at the company as work

environment?

5.1.3. How does collaboration relate to the comjsawprk culture?
5.2. Collaboration dimensions and participants

5.2.1. What is the collaboration aspects during pioject?

5.2.2. How would you describe the collaboratioratiehships between stakeholders during this

project?

5.2.3. At which phases was collaboration most isiteg? How?

5.2.4. What were the aspects of collaboration dutfve planning of the project?

5.2.5. How did collaboration contribute or not e tsuccessful planning of the project?

5.2.6. From your perspective, what were the kegrmhtion exchanges during the project? What

was their content? How were they conveyed? Who werstakeholders involved?
5.2.7. What were the decision making mechanismisigltine project? During the planning?

5.2.8. How did the relationships between stakehsldafluence the project planning and

delivery?
5.2.9. What were the tools that enabled collabomadiuring the project?

5.2.10. What were the challenges of collaboratiamng) this project?
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5.2.11. What was missing for the collaborationémptimal?

6. Collaborative planning
6.1.1. How important is collaboration to the projsgccess? Why?

6.1.2. How did you plan your collaboration efforhdacost? (Based on the participant’

understanding of collaboration. Provide a defimtad collaboration if required)
6.1.3. How did you track your collaboration effartd cost?
6.1.4. How collaborative was the planning processHis project?

6.1.5. What should a collaborative planning processude to enable a successful project

delivery?

6.1.6. Who should be the stakeholders to involve @ollaborative planning effort?

6.1.7. What are their respective roles?

6.1.8. What challenges would prevent the use @bgegt collaborative planning process?

6.1.9. What strengths and opportunities at the e@yphat you would leverage to ensure the use

of a collaborative planning process?

Exemples de documents utilises

Les documents sélectionnés pour I'analyse difféealre les cas. Dans ce qui suit une description
sommaire de quelques documents types utilisés.

- Documents de gestion de projetsDes documents fournissant des informations aur |
planification et la livraison des projets. Il s’agirincipalement d’échéancier de projet,
budget, présentation pour le démarrage du progst,rdpports de suivi et contrdle, ainsi

gue des listes de suivi de risques et d’actions.

- Documents techniques Des documents qui décrivent les processusetdmblogies de
I'information, ou tout autres aspects de l'orgatiasur lequel les projets portent. Par
exemple, des architectures de données et de swuwsimnt souvent présentes quand une
composante IT existe. Des cartographies de prosessaot généralement le type de

documentation utilisée pour la description dessédatuels et futurs des processus.
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Documents d’affaires ou de contexteDes documents qui expliquent le contexte dugbroj
ou qui établissent des liens avec d’autres dimessdu contexte organisationnel. Par
exemple, certains projets auront des document®mheation sur I'unité d'affaires dans

laquelle le projet prendra place expliquant la reatlu travail, les objectifs d’affaires et une

vue d’ensemble sur les processus d’affaires.
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ANNEXE B — EXEMPLES D'UTILISATION DE NVIVO POUR
L’ANALYSE DES DONNEES

B.1. Structuration des données

Les documents collectés, les entrevues trans@itsurs enregistrements audio ont été chargés
dans la base de données Nvivo. Le logiciel perragedrouper les sources de données sous une
structure équivalentes a I'explorateur de documdats Windows. Il permet aussi de créer des

classifications qui peuvent étre associees aurreifites sources de données.
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Figure B.1: Capture écran Nvivo 12 — Sources desiées

B.2. Codification des données

La codification dans Nvivo se fait en associandooument, une portion, ou un texte sélectionné
a un code (appeldodedans Nvivo). Les différents codes peuvent étramiggs sous forme de

hiérarchie parent-enfant pour créer des themes.
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Ci- aprés un extrait des codes et themes utilieés lfanalyse finale.

Tableau B.1: Extrait des nosuds et thémes

Code Name Code Description Files

2018/11/02 6:21AM
2018/11/02 6:20AM
2018/11/02 6:30AM
2018/11/02 636 AM
2018/11/02 634 AM
2018/11/02 6:39AM
2018/11/02 6:48AM
2018/11/02 6:49AM
2018/10/30 6:46 AM

2018/10/30 646 AM
2018/10/30 6:46 AM

2018/10/17 731AM
2018/10/114:52PM
2018/10/114:52PM
2018/10/11 4:52PM
2018/10/30 6:46 AM
2018/10/30 6:46AM
2018/10/11 4:59PM
2018/10/30 6:46 AM

2018/10/30 6:46 AM

2018/10/30 646 AM
2018/10/30 6:46 AM
2018/10/114:52PM
2018/10/114:52PM
2018/10/30 6:46 AM
2018/10/30 6:46 AM

2019/01/13 904 AM
2019/01/13 904 AM

2019/01/15 4:17PM
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00 Context

Explanations or details adding clarification to
the context of a all cases; such as information
about the company in general, some
background on a specific subject, etc.

34

484

01 Transformation

Elements related to the characteristics,
methodologies, and components of a
transformational project/program

305

10295

01.01 Definition

Capture how transformation is defined by
participants in interviews or through the
documentation.

18

25

01.02 Change Driver

The reasons or root causes of the change
initiated by the project or program

23

70

change

Evolving need for

01.03 Level of Change

Based on the frontier of the change impacts
internal and external to the organization

113

Business Area

Defined by a specific stream of products and

services and has its own revenue stream and
cost structure. It may include cross business

area(s) changes.

Business unit

Department or group within a functional
business unit in the organization. It may
include cross business unit changes (inter
business units)

30

Company

Across all the company at various levels and
touching various value chain components of
the organization.

80




Tableau B.1: Extrait des nceuds et themes (Suite)

Code Name Code Description Files References ‘

Beyond the company and its units and areas,
it touches the customers, vendors and

177

Disciplines

transformation. They represent the multi-lens

Ecosystem partners to influence the business ecosystem 1 L
of the organization.
01.04 Type of Change Type of project or change that is planned. 43 447
Changes in the organizational structure or
Organizational change key positions, a change to the culture of team | 21 104
or its work dynamic.
Change required in the specific job tasks,

People change behaviours, skills, competencies of 24 65

individuals in the organization

Process change Change in the .steps, apprqach or activities of 26 151

a process within the organization.
A change of technology or information
Technology change systecho support theggusiness drivers 19 87

Practices and techniques that enable the
transformation. They can be analytical for

01.05 Enablers current state assessment and fpr fpture state 185 2049
design. And they can be organizational
applicable to all phases and steps of the
transformation.

Analytical Enablers 111 1631
Architecture 23 162
As-Is Analysis 34 377
Audience Analysis 11 61
Benchmarking 18 204
Change Impact

; 5 9
Analysis
Managing and analysing the quality of
Data Governance | existing data and establishing processes and 9 52
and Quality governance to manage it efficiently in the
future.
Documentation 8 11
The ability to look at the overall system
Integration complexity, make links and integrate required | 24 109
needs and solutions.
Market research 4 31
Requirements 29 192
To-be design 31 349
Voice of customer 9 69

Organizational Enablers 121 2418
Communication 67 738
Culture 8 20
Engagement 46 492
Facilitation 16 31
Governance 58 419
Leadership 28 122
Organizational
Maturity 25 181
Sponsorship 21 67
Steering
Committee 36 346

01.06 Management Management practices that contribute to the 168 2609
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Code Name Code Description Files References ‘

and multi-disciplinary aspect of the
transformation.

178

Business Process

expected from a project/program. Benefits

35 293
Management
Human Resources a1 565
Management
Information and Disc!pline focuging on selecting or.develop.ing
Technology and implementing the a_pproprlate information 47 320
Management systems z_ind technologies to the
organization's needs.
Referred to as change management too. It is
Organizational Change the disc;iplines that deal; with evalugting and
Management managing the changes in the orgaqlgatlon: 57 660
process, technology, people as individual,
people as an organizational structure.
Program Management 14 112
Project Management 24 158
Risk Management 23 116
Strategy and
Performance 46 331
Management
Value and Financial 11 53
Management
01.07 Success and Failure 37 313
Factors
Failure 18 110
Lesson Learned 19 119
Success 24 81
01.08 Methodology 211 2556
01.08.01 Initiation 80 663
Scope definition 58 329
01.Q8.02 Blueprinting & 86 858
Design
01.(_)8.03 Execution - 61 510
Delivery
RFP 16 109
Testing 13 59
01.08.04
Implementation - 40 368
Deployment - Roll Out
Describes how implementation of a type of
Deployment - change will be conducted. These approaches
Transition on a spectrum beltween. step by step 13 32
Approach _(phased) to one t|n_1e (big bang) _
implementation. It is referred too in the cases
as deployment.
Information
System 20 155
Implementation
Piloting 3 3
01.08.05 Closure 12 126
02 Planning Dimensions E'e’."?"ts tou_ching on planning (process, 248 4954
ecision making, roles, etc.)
02.01 Governance 69 540
Taken from program management
02.02 Objectives & Benefits vocabulary. It indicates the various benefits 42 137
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Code Name Code Description Files References ‘

can be financial like reduction in costs or
increases in revenues. Or they can be
operational linked to productivity measures.
Or they can be about customer experience,
communication, and other cultural and "soft"
aspects.

179

Activities and deliverables that define the

Vs operating costs), definition of the source of
funds (cost center, profit center, etc.)

02.03 Scope Definition ; 58 329
scope of the project or program.
Any activity, process or tool to prioritize within
02.04 Prioritization the project or program: requirements, 9 40
activities, deliverables, etc.
02.05 Plann[ng Approach 136 1673
Characteristics
Execution strategy Elements describing how the project plan will o8 105
e executed.
Concurrent Indica_lti_o_ns of concurrent/parallel scheduling 12 29
of activities.
Iterative 23 109
Release - Wave 3 17
Sequential 9 28
Represents the cascade of planning details
Hierarchy - Horizon and the hor_izo_n of planning.. Most of_ literature 12 39
references indicate 3 levels: strategic,
operational and tactical.
Planning Level Indicates if planning is .done at thg program 119 1301
(umbrella) level, or project (specific) level.
Program Planning 68 759
Project Planning 59 484
Indications of guidelines and structures
. defined by the project/program on how work
glannlng Rules & in project/program will be performed. Ex. 36 228
tructure ) o
documents templates, quality criteria,
reporting procedure, etc.
Elements of breaking the scope of a program
02.06 Breakdown Structure or project into a structure of activities and 53 277
deliverables
Items describing how the program was
Program Breakdown structured into projects, how they are linked 31 151
Structure and how the overall scope and benefits of the
program are distributed at the projects level.
Project Breakdown The breakdown of the project's activities or
deliverables following WBS technique or a 29 126
Structure A
PBS technique.
Indications of dependencies: between
activities, projects within program, with other
02.07 Dependency projects or programs (out of the scope), with 10 39
other business considerations. It has also any
mention to links and inter-relations.
02.08 Estimation ﬁny type of e_stimation is included here: 38 195
ours, capacity, costs, etc.
02.09 Scheduling Any g!ements reIaFed to timeline, scheduling, 65 297
activities sequencing.
All items describing the costs structure of the
program or project (fixed costs, labor costs,
02.10 Budgeting etc.), any accounting considerations (capital 29 89
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180

02.11 Risk 44 190
Indications on the complexity of the situation:
either from a project management
perspective (a lot of elements to handle), or
Complexity from a business perspective (links to various | 20 61
business subjects and areas), of from a
technical/technological perspective (systems,
software, hardware, etc.)
Uncertainty 8 13
Includes any type of reporting, updates and
02.12 Review and Control follow ups to review the progress of the 121 1037
project or program.
Specific indications of decisions and activities
for re-planning purposes. It is not for mere
Re-planning updates of current plan. It is rather an overall | 12 52
review of the plan as an approach and
output.
Elements related to project/program changes
Scope Change of scope, budget, timeline, or any other 11 24
Management S
component, and how it is managed.
The decomposition of the planning process
03 Planning Process Components into basic components (1) activity or decision | 169 2230
(2) Inputs (3) Outputs (4) Resources
03.01 Input Informa_tion or_d_eliverable_s_ that are inputs to 16 42
a planning activity or decision.
03.02 Activity 40 285
03.03 Decision 69 627
Any type of constraint to the decision making
Constraints - activity. It includes also assumptions about
. . ) . L 28 75
Assumptions the available information or situation for
decision making.
Situations where a review of a previous
Revaluation decision is required. It indicates the effort to 2 16
challenge and question previous decisions.
Scenarios Evaluation The de_finition and co_mparisqn_ of options or 12 87
scenarios for a planning decision.
Any type of decision that is more about the
validation of information or deliverables, the
Validation - Approval - approval of a step. These decisions are less 21 172
Sign-Off about the decision maker actively involved in
the decision, but they are checkpoints or
gates to move to the next step.
It covers areas around managing resources
03.04 Resources for the proj_ect or program. I_t can inqlude time 51 215
and capacity management information about
team members or other types of resources.
Examples of tools facilitating the planning (to
Tools make decisions, track discussions, exchange | 13 42
information, etc.)
03.05 Roles and Incll_Jd_es var!ous roles_ of team members and
’ L participants in the project and program 49 196
Responsibilities .
planning.
03.06 Output Any irllformayic.)n or deli\(e.rable from a 90 835
planning activity or decision.
Project plan document 12 96
04 Conceptual Planning 218 3071
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Represents the cascade of planning details
and the horizon of planning. Most of literature

181

References

04.01 Horizon S ] . 12 39
references indicate 3 levels: strategic,
operational and tactical.
04.02 Level Indicates if planning is .done at th(? program 119 1301
(umbrella) level, or project (specific) level.
Program Planning 68 759
Project Planning 59 484
04.03 Design 86 858
Analytical Enablers 111 1631
Architecture 23 162
As-Is Analysis 34 377
Audience Analysis 11 61
Benchmarking 18 204
Change Impact
; 5 9
Analysis
Managing and analysing the quality of
Data Governance | existing data and establishing processes and 9 52
and Quality governance to manage it efficiently in the
future.
Documentation 8 11
The ability to look at the overall system
Integration complexity, make links and integrate required | 24 109
needs and solutions.
Market research 4 31
Requirements 29 192
To-be design 31 349
Voice of customer 9 69
Organizational Enablers 121 2411
Communication 67 738
Culture 8 20
Engagement 46 492
Facilitation 16 31
Governance 58 419
Leadership 28 122
Organizational
Maturity 25 174
Sponsorship 21 67
Steering
Committee 36 346
04.04 Governance 69 540
Indications of guidelines and structures
. defined by the project/program on how work
04.05 Planning Rules & in project/);)rogrgm]willrée %erformed. E.g. 36 228
Structure . L
documents templates, quality criteria,
reporting procedure, etc.
04.06 Delivery strategy Elements describing how the project plan will o8 105
be executed.
Concurrent Indica_di_o_ns of concurrent/parallel scheduling 12 29
of activities.
Iterative 23 109
Release - Wave 3 17
Sequential 9 28
05 Collaboration Any element that can be related to the 375 9610

different definitions of collaboration:
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communication, information exchange,
stakeholders, trust, conflicts, etc.

182

05.01 Stakeholders

Teams, groups, departments, organizations
that are involved in the projects. They may be
considered as collaborators. They are either
internal to the organization or external.

372

9073

External Stakeholders

Stakeholders that are active within the
project, or influence its scope and results.
They can be customers, suppliers, etc.

51

697

Customers

Customers in this analysis refers to the end
customer of the company as transportation
company. They are the owner of
merchandise that requires movement or
logistics services the company can provide.

38

Partners

18

Regulatory &
Government

129

Suppliers &
Vendors

A supplier can be for services or products.
There are different types of suppliers
depending on what they provide to the
organization, and what type relationship they
have with the organization (partnership,
alliance, etc.).

44

510

Unions & Labour
Relations

Internal Stakeholders

367

7966

CEO

The Chief Execution Officer of the
organization or a member of his direct staff.
The CEO can compose a team of employees
to work on specific projects.

13

90

Finance &
Accounting

Department containing functions around
corporate finance, accounting, and treasury

1&T

Information and Technology

325

5259

BTS

Business Transformation Services: A team of
internal consultants that helps all groups of
the organization work on their strategic
initiatives. Its mandates range from building
departments strategic plans to business
reengineering. It is part of I&T department,
but almost all its mandates are business
oriented with very little technological
implications.

29

192

Business
Analysis

Team of Business Analysts that get involved
in 1&T projects only. Its resources are
assigned when an I&T project is initiated.
They perform processes design,
requirements gathering, software selection
support, and development support.

41

462

Business
Engagement

Team of business engagement managers
that play a coordination role between
business departments and units and the
information and technology department.

37

380

Change
Management

The change management team is part of the
business engagement pillar in the department
of information and technology. Prior to 2016,
it used to be involved in information systems
related projects. Then it became more of an

48

480
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organizational change management team
that gets called for various change initiatives.

183

CITO

Chief Information and Technology Officer

138

Delivery

This pillar of the information and technology
department changed names few times. It is
responsible mainly for the delivery of 1&T
projects specifically to information systems
development and deployment. It is composed
of developers, testers, designers, etc.

60

657

Enterprise
Architecture

Team of enterprise architecture within 1&T
that focuses on strategic issues linked to
technology aspects. This team was
dismantled in 2017. Its members are now
called business architects and perform similar
roles but scattered in various important
programs in the organization.

104

1&T
Architecture

A team of IT architects (solution, domain, and
application). They are involved in various
stages of the projects. They can help define
the opportunity and perform strategic
assessments from a technology perspective.
And they are also present in I&T projects to
define the solution architecture and
integration with current landscape.

42

422

PMO

Project Management Office: a team within
I&T that oversees the structure and tracking
of 1&T projects and programs. It is closely
linked to the delivery team, and
project/programs team. They all are
considered one pillar in 1&T.

110

Project-
Program
Team

A team of project and program managers that
are assigned on I&T projects and programs.

219

2114

Intermodal

Group focused on the operations of
intermodal shipments. This group is
considered operations. Historically, it
changed position between the operations
department and marketing department. At the
time of the cases, it reported to Marketing
(CMO). Since 2016, it has been reporting to
Operations (COO).

81

905

Marketing

Department of Sales and Marketing. It is
referred to internally as Marketing.

100

1110

Operations

Department with various groups with a
mission to operate the organization assets. It
includes also various customer facing roles
that focus mostly on orders management and
shipment information.

44

556

Supply
Management

Procurement and supply management
department. Referred to as supply
management. It has the responsibility to
procure all services and products for the
company. It has dedicated teams for some
categories (fuel, travel, etc.). It has also fleet
management (vehicles that go on roads). And
it is responsible of the inventory management
(this last aspect is under review to reposition

37
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the responsibility between Operations and
Supply Management)

184

05.02 Perceptions

Elements indicating how stakeholders and
participants perceive or define collaboration
in the general context or specific to the
project or program at hand.

19

58

Perception in planning

Indications on how case participants perceive
collaboration in the context of the planning
process/activities.

12

19

Perception in project

General descriptions of situations where
collaboration happened in the
project/program. These situations reflect the
participants’ viewpoint and how they perceive
collaboration in the project context.

16

39

05.03 Requirements

What is required for collaboration to be
effective?

38

393

Enablers & Successes

Elements that indicate a successful
collaboration or an enabler to a collaborative
work.

34

275

Face to face
collaboration

Situations where collaborators met in person,
or suggested that meeting in person is critical
to collaboration.

21

Knowledge
sharing

Share business knowledge about the project,
the company or the industry.

14

136

Participation

Situations where it is not clear the extent of
collaboration, and where there is at least a
participation in a team effort (workshop,
sessions, etc.)

10

Team

Indications where participants discussed
team dynamics and team related subjects.

22

76

Tools

Any tools, equipment or technology used to
support collaborative work during the project.

10

16

Trust

Explicit mention of trust as being a key to
collaboration.

10

16

Inhibiters & Failures

Elements that indicate a failure to collaborate
or specific inhibiters to collaborating between
teams or participants.

16

66

Absence of
collaboration

Indication of a failure to collaborate or lack of
it.

13

41

Conflict

Situations where a conflict exists. It is not
considered here an absence of collaboration.
Rather an indication of a challenge.

25

06 Collaborative Planning

Indications of a planning process and
activities that took place with an element of
collaboration. There are mainly two aspects
detected in the data (1) information sharing
(2) joint decision making.

22

79

Information Exchange &
Sharing

Indications of information exchange and
sharing between participants in the planning
process.

13

40

Integration

The ability to look at the overall system
complexity, make links and integrate required
needs and solutions.

24

109
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Situations where the decisions were taken in
collaboration, or at least exhibiting a joint
process to get to the decision. Either through
Joint Decision Making a facilitation process to reach a consensus or | 32 186
compromise between stakeholders on a
decision. Or any other sign of a group of
people reaching an agreement for a decision.

B.3. Analyse des themes

La figure suivante explore les sources de donngéments en lien avec un nceud spécifique.
Cette visualisation permet d’explorer des lien®®es ou une incohérence en lien avec d’autres

noeuds dans la base de données.
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Figure B.3: Capture écran Nvivo 12 — Liens entsesieurces de données

Dans ce qui suit une visualisation de la hiérard@enceuds par concentration et fréquence de

codification.
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Figure B.4: Capture écran Nvivo 12 — Exemple d'gsalde fréquence de codification



