Virtual OBEYA for collaboration in supply chain projects

Fabienne Garcia -Université de Tours -Laboratoire Vallorem Work in progress -Prolog 2021 Key words: project management, Obeya, collaboration, lean, virtual Digital transformation of supply chains (SC) involves the deployment of complex projects, for which lean and agile management methods can be appropriate (Gaudenzi and Chrisopher, 2016). Visual management (VM) takes part of methods used in lean management and continuous improvement. Whereas VM has long been limited to shopfloor context, Obeya was introduced as a VM method for innovation and development projects to facilitate information sharing, collaboration and rapid decisions [START_REF] Javadi | Supporting Production System Development through the Obeya Concept[END_REF]. Geographically located in a single room, literally big room, traditional Obeya has proved its performance to deal with complex projects in a single location unit [START_REF] Majava | Elaborating Factors Affecting Visual Control in a Big Room[END_REF][START_REF] Canonico | Knowledge Creation in the Automotive Industry: Analysing Obeya-Oriented Practices Using the SECI Model[END_REF]. However, supply chain projects often gather people and teams from multiple locations and organizations.

Virtual Obeya may address this issue and enable distributed SC project collaboration. With Covid experience of confinement, technologies used for Virtual Obeya have spread and gained audience while the need for teams using traditional Obeya to turn on the virtual form has revealed necessary. This extended abstract provides a synthesis on Obeya method for project management and presents how virtual Obeya can contribute to supply chain projects.

Obeya concept

The concept of Obeya was developed by Toyota when they launched the innovative Prius in the 90's [START_REF] Morgan | The Toyota Product Development System: Integrating People, Process, and Technology[END_REF]. Obeya is considered to be part of VM toolkit [START_REF] Tezel | Visual Management in Production Management: A Literature Synthesis[END_REF] but this concept cannot be reduced to a simple technological tool and must be considered as a holistic approach covering technology, people, management and strategy [START_REF] Majava | Elaborating Factors Affecting Visual Control in a Big Room[END_REF]. Obeya consists in a large room where the walls are covered with visual synthetized information on the project (A3 papers or blank board are usually preferred). These visual documents, usually enable to gather technical information on the project, project management information like operational planning and KPIs to supervise the project following the PDCA (Plan, Do, Check, Act) formula of continuous improvement method. Besides, the project stakeholders get involved by regular, short and stand-up meetings (15 to 30 minutes long) to manage the project and make decisions, which are very similar to scrums in agile method.

Thanks to Obeya, collaborative routines can settle and enhance communication (formal and informal), problems solving and new ideas [START_REF] Bititci | Impact of Visual Performance Management Systems on the Performance Management Practices of Organisations[END_REF]. In French companies, Obeya is often implemented to simplify obese Excel dashboards and to limit endless meetings.

SC project management

Most SC projects reveal complex to manage because they are either transversal within a company or inter-organizational including partners such as suppliers, customers, 3PL or 4PL…The success factors for such projects rely on appropriate and clear communication, stakeholder management (Meyer and Garcia Torres, 2019), trust, shared goals and faster project conduct [START_REF] Verburg | Getting It Done: Critical Success Factors for Project Managers in Dispersed Work Settings[END_REF][START_REF] Brinkhoff | All You Need Is Trust? An Examination of Inter-Organizational Supply Chain Projects[END_REF]. All these elements take part of lean project management built on optimizing value processes, eliminating waste and conducting continuous improvement management [START_REF] Terenghi | Virtual Obeya: A New Collaborative Web Application for Running Lean Management Workshops[END_REF]. Thus, VM can enhance project coordination and timely decision making but needs organizational support and executive's disposition to use VM (van der Horn, 2020). Whereas Obeya should bring VM qualities to these SC projects, members of SC projects are often settled in dispersed locations as SC get more and more global, which prevents the implementation of traditional Obeya.

Virtual collaboration

Virtual collaborative technologies can support the remoteness of the SC partners for a better collaboration [START_REF] Verburg | Getting It Done: Critical Success Factors for Project Managers in Dispersed Work Settings[END_REF]. As virtual collaboration needs both synchronous and asynchronous way to exchange, collaborative platforms present a limited solution [START_REF] Rossi | LEAP Virtual Obeya[END_REF]. Moreover, adoption of virtual collaborative technologies tends to be effective when users appropriate the technology and adhere to the new modus operandi: ergonomics, ease of use and user support are therefore decisive for a successful implementation. The present experience of telecommuting and video conferences may facilitate this appropriation.

Virtual Obeya

Virtual Obeya needs to combine VM and characteristics of physical meetings in a virtual environment, which may seem paradoxical [START_REF] Aasland | An Analysis of the Uses and Properties of the Obeya[END_REF]. Technically, it associates a videoconferencing solution with interactive documents or whiteboards replacing the walls of the Obeya room [START_REF] Terenghi | Virtual Obeya: A New Collaborative Web Application for Running Lean Management Workshops[END_REF]. Ensuring a qualitative visual perception thanks to digital technologies is the first prerequisite for virtual Obeya: digital post-it presentations, Kanban schedules, visual KPIs that favor colors and charts or interacting applications with drag and drop functionalities are possibilities among others. For a distributed collaboration, these different elements should be shared in the cloud or in shared repositories [START_REF] Rossi | LEAP Virtual Obeya[END_REF]. Thus, digitalizing Obeya can help to historicize information and to create a real knowledge database [START_REF] Dave | ViBR -Conceptualising a Virtual Big Room through the Framework of People, Processes and Technology[END_REF]Canonico et al., 2019). In a second stage, virtual short meetings using videoconferencing technologies have to be organized on a regular basis in order to recreate the ritual meetings of lean management [START_REF] Terenghi | Virtual Obeya: A New Collaborative Web Application for Running Lean Management Workshops[END_REF]. The visual documents are used to support these meetings and can be amended on-line. A hybrid solution may be developed when some project members are physically present in the room with a screen and others online. Software such as iObeya1 or Klaxoon2 can provide all these functionalities or classical tools already known by users may be preferred.

E-Obeya technologies

Obeya characteristics

-Visualisation -Decisions -Team collaboration -Knowledge management Thus, we can consider virtual Obeya for SC projects as it takes over project complexity and collaboration need while enabling lean management in a distributed team (see figure 1). An empirical study is being conducted in order to test this contribution on SC project cases. This should help to better understand how these virtual Obeyas are implemented, how users appropriate the technology and to what extent SC project management gets enhanced.
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