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ABSTRACT: Firms cannot be competitive if their informations®ms’ strategies are not aligned. The Strategic
Alignment Model (SAM) developed by Henderson antkadteaman (1993) considered the strategic alignmesita
standalone challenge between a company and itgniafiion system. This concern of alignment has rexnb
empirically extended to the inter-organizationavdé In this chapter, we raise the question of mmeyanizational
alignment and follow how companies, embedded inesampply chains, adapt their information systemsl an
organizations to reach their strategic goals towatHeir suppliers and customers.

We conduct a single case study on a jewellery sugmin between a middle-sized retailer and itspdiep, a logistics
service provider. The longitudinal description betproject from 2006 until nowadays highlights vdre the main
actors and what are their expectations. We alsaides the transformation of physical processes arfdrmation
flows as well as the IT infrastructure that supgdRFiD.

KEYWORDS: supply chain management, inter-organizational stgat alignments, RFID.

supporting the organization and its upstream angneo
1 INTRODUCTION stream partners, have been recognized as criacabrs

in the improvement of SCM (Koh and Saad, 2006, Neu-
Today, globalization and technological innovatiaradl bert and al., 2004). As pointed out by Gunasekarah

for improved organizational adaptability and mdesif Ngai (2004), it is today impossible to achieve #fiee
ble and advanced systems relative to manufacturingtive supply chain without IT/IS. Since suppliers do-
logistics, engineering, information and procesitet- cated all over the world, it is essential to intggractivi-

ogy (Momme, 2002). In order to increase their penfo ties both inside and outside of an organizatioris Té-
ance, firms are outsourcing their non core commétsn  quires integrated information system and infornmatio

activities and are focusing on their own business. technology for sharing and supporting informatiom o
various value-adding activities along the supplyich
Obviously, this dilemma of internalization / extalisa- IT/IS is like a nerve system for SCM (Gunasekarad a

tion of activities leads to an increasingly deperyeof Ngai, 2004).
business organizations and a greater complexitthef
supply chains. In this context, the objective opfly Based on a literature review, Avison and al. (20848-
Chain Management (SCM) is to increase the financial gested that firms cannot be competitive or sucoésisf
and operational performance of each partner as agell their business and IS/IT strategies are not aligiabst
the global supply chain. By enabling a closer refat of the researches have mainly considered the gicate
ship between all supply chain partners, SCM achievealignment as a standalone problem, i.e. between one
cost reductions and revenue enhancements as well asompany’s strategy and its own information systefn,
flexibility in dealing with supply and demand unizen- ten based on the Strategic Alignment Model (SAM) de
ties (Lee and al. 1997, Bowersox and al. 2000). €M veloped by Henderson and Venkatraman (1993). So far
based on the integration of key business procefses, this question has not been empirically extendedh&o
end user through original suppliers that providedpicts, inter-organizational level: how do companies, enceed
services, and information and hence added valueusr in the same supply chain, adapt their informatiga- s
tomers and other stakeholders (Lambert and al.8)199 tems and organizations to reach their strategidsgma
Information Technology and Information System (I3/I  wards their suppliers and customers? In order tesd
this question of inter-organizational alignment, ean-



MOSIM’10 - May 10-12, 2010 - Hammamet - Tunisia

duct a single case study in the context of Jewebep-
ply chain. This case study focuses on the relatiipss
set up between a middle-sized retailer and its Imp@

logistics service provider. The longitudinal deptign

of the project from 2006 until nowadays highlighite

main actors, their expectations; the physical mses
and their transformations during the project; tiferima-

tion flows and the IT infrastructure that suppd&ID.

The results underline the main difficulties obserdeair-
ing the pilot and the implementation phases as all
the evolving benefits that the retail and its sigpare
seeking. Based on the strategic alignment model, we
design the different routes of intra and inter-
organizational strategic alignments between thesum
ply chain partners. We outline that these alignseme
particularly complex as they include a high numbér
partners and because they concern two differenplgup
chains: the jewelry one and the tag one. Finally,ols-
serve that these alignments are incremental andhare
results of the interactions of both intra and inter
organizational alignments. In fact, each intra-
organizational alignment is interrelated and hasnan
pact on partners’ intra-organizational alignmenthe
quality of “local” alignments (intra-organizational
alignment) impacts the global supply chain (inter-
organizational alignment).

The paper is organized as follows. First, we revpast
researches on strategic alignment in SC based ®n th
SAM and on RFID technology. Then, we describe the
research methodology and the case study we caied
Finally, we discuss our results and the implicatiar

our work for further research on inter-organizagibn
strategic alignment.

2 STRATEGIC ALIGNMENT IN SUPPLY
CHAIN

In this section, we will discuss the question afanent
practice in the context of supply chain. We haveidt

to choose SAM as the central model to questiorgmate
tion and performance in the supply chain becauge th
model is still relevant both in academic and prsif@sal
literature.

2.1 The Strategic Alignment M odel (SAM)

Henderson and Venkatraman (1993) have built thee str
tegic alignment model (SAM) on two propositions:
firstly, the economic performance of a company dege
on the strategic fit between strategy and the drgan
tional and technological infrastructures that are- d
ployed; secondly, the strategic alignment reliesaaty-
namic process of adjustment between strategy amd fu
tional integration (organization and IT infrastruct).

The SAM model aims at understanding the dynamic fit
between four domains (Figure 1): business stratépy,

strategy, organization and IT infrastructure. Tleme
pany is making continuous co-alignments betweerethe
four domains in order to optimize their performance

BUSINESS STRATEGY IT STRATEGY
-Technology scope
-Systemic competencies
-IT governance

-Business scope
-Distinctive
competencies
-Business governance

STRATEGIC
FIT

ORGANISATION IT INFRASTRUCTURE
-Architectures
-Processe:

-Skills

-Administrative
infrastructure
-Processes
-Skills

FONCTIONAL INTEGRATION

Figure 1: Strategic Alignment Model

Even if the SAM appears to be the reference irtesgra
alignment, it has been largely criticized. Ciboft297)
argues that alignment is not the right way to cdesi
organizations that are mainly driven by improvisati
and tinkering through the resources at hand. Smnyacz
(2001) has asserted that alignment, as a geoniedrida
mechanical approach, is not the appropriate pamadig
manage IT in today’s organisations. Finally, Palized
Markus (2002), based on a basic alignment model and
strategy descriptors, have shown that there isssoca-
tion between fit and performance.

On the contrary, other authors have defended thd.SA
Lederer and Mendelow (1989) have suggested that
alignment increases the likelihood of developingtesns
more critical to the organisation and of obtainitog
management support for IS. Besides, the applicaiah
analysis of alignment will facilitate a more comipe¢

and profitable organisation (Galliers, 1991).

These discussions on the “capacity” of the model to
tackle the role of IT in Business Performance ateri
esting. We agree that one single model can probadly
explain the relationship between IT, environmetrycs
ture, feasibility, managerial beliefs and perforecan
(Coltman and al, 2007). Nevertheless, we beliewa th
new orientations have to be taken into considanaiah
as the level of use of IT, not only the nature ®f I
adopted by companies both in supplier and buyearorg
zations (Fimbel, 2007). In the same connection)i€al
(2004) and Sledgianowski and Lufman (2005) arga¢ th
the alignment issue has to be extended and inextat
an enterprise-wide basis, in a supply chain petsmec

This perspective highlights key questions that stitk
unsolved (Avison and al. 2004). First, it points the

link between the capacity of companies to aligmthe
selves and their level of performance. Secondiynder-
lines how do companies become aligned one with an-
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other. Finally it stresses how alignment can besuesd.
Nevertheless, trying to give answers to these @rest
can lead to a better understanding of the factodscan-
nection modes that companies can set up to opeadtio
ize their alignment.

2.2 Strategic alignment and performance in the
Supply Chain

Despite a large literature on IT alignment (foredailed
literature review on SAM, see Chan and Reich, 2007)

be used to specify combinations of different degree
geographic, organizational, cultural and electrqmiax-
imity.

3 RFID (RADIO FREQUENCY
IDENTIFICATION)

RFID technology is derived from the World War Ithe
nigques to allow aircrafts to identify themselvesotber
friendly aircraft and commanders on the ground. The
technology was developed in the manufacturing aatom

few authors have examined this measurement of -align tion. From 1998 to 2003, leadership of retail atittes

ment in the context of supply chain. This lack tEm-
tion of the inter-organizational context can belaiped
by the fact that alignment is merely “an enginegffior-
mal structure process alignment”. Thus, it igndogally
business partnerships and the increased needlfabaco
ration in the context of distributed supply soufces

has been centered at Massachusetts Institute dindkc
ogy where in 1999 the Auto-ID Center was estabtishe
In late 2003, the Auto-ID Center at MIT officialgfosed
and transferred its intellectual property to Elenic
Product Code Global (EPC Global standards relalg on
to the deployment of RFID into the supply chainheT

McDonald (1991) has developed a model in which he technology gained more attention when Wal-Mart man-
examined external impacts of alignment on customers dates its top suppliers to adopt RFID technologyal

suppliers and markets. Similarly, Henderson and-Van
katraman (1998) have recognized that alignment imeist
both internal and external to organization and sstg
that organization must align their business andttate-
gies with industry and technology forces. Basedhis
recommendation, Galliers (2004) also mentions #exn
to pay attention to alignment both with the maistom-
ers and suppliers all along the supply chain. Rey a
Neely (2008) have extended Venkatraman'’s test ef co
alignment in the context of inter-organizationdhti®n-
ship. By capturing successful contractual relatiips
between supplier chain partners, they observeetfiat-
tive cooperation relies on business partners’ need
align their performance measures (Yeung and al6200
Kaplan and Norton, 2006). They conclude that alignin
of inter-organizational relationships performanceast
ures depend on the fit between the contract’s dlpsc
and the partners’ objectives.

Others concepts have been developed to explaievbé
of alignment: the concepts of modularity and ingdiy
(Voordijk, Meijpboom and Haan 2006). Concerning the
concept of modularity, three main dimensions hasenb
observed: modularity on product, on process and in
supply chain. Contrary to modularity, integrality de-
termined by the degree of proximity of elementsisTh
classification shows that there are several fadt@sscan
be considered beyond technology itself to undedsthe
level of integrality or proximity in a supply chaiBe-
sides, supply chain modularity refers to whethetabe
supply functions or tasks are carried out by aleimg-
ganization or not, to who does what, the allocatidn
labor, and how different actors interact with eather.
Of course, the nature of products also influendes t
level of integrality in a supply chain. Depending the

industry, the degree of component independence or

product modularity can affect a firm’s sourcingastgy.
Finally modularity can be summarized by the degree
autonomy of parties involved and their type of choa-
tion. The concept of modular production networks ca

as U.S. Department of Defence.

RFID is a new and non mature IT. Companies onlyhav
little knowledge on this technology, how it can umed,
on which processes. Scanning the environmentkisya
step (Avila et al., 2009) to help companies to ustdd
on which processes RFID can lead more value. Tdris ¢
stitutes an important external signal for the SAMdel
that can lead enterprises to redefine their styatawl
restructure their organisation.

As an example, RFID provides multiple benefits thoe
supply-chain. It can add value along the entirepkup
chain and related logistical operations and businek-
tionships for more effective business process dedig
provides a means of tracking supplier items from-su
plier through the distribution network to the poiot
consumption. The possibilities of RFID let its usehe
supply-chain somewhat transformational (Niederman
and al.2007). Wamba and al (2007) have identiffes t
four main processes that can be directly concewred
affected by RFID. The introduction of RFID can lead
significant Business Process reconfiguration angnal
ment and new IS practices, such as:

e Put away and Replenishment: The inventory lo-
cation system will automatically adjust its quan-
tity each time a load is dropped by the put away
driver at that location;

* Order filling: pickers don't have to manually
update inventory databases.

e Shipping: RFID could streamline shipping op-
erations as cases are transferred onto trailers.

e Product and asset tracking: tracking systems can
generate alerts if any delay and ensure timely
delivery instead of human labor deployed for
handling and inspection. With increased infor-
mation visibility throughout the supply-chain,
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retailers will be better able to respond to prob-
lematic and exception-handling cases.

More precisely, in retail supply chain, Angels aRd-
becca (2005) explains that the role of RFID istteam-
line inventory management by providing views ofgro
uct shipments and inventory with high level of dsta
(data on product location, product characteristred-
uct inventory level).

The major benefits of RFID implementation will come
from solutions across the whole supply chain. Fam
inter-organisational point of view, to take intocaant
all the partners is difficult because there arany dis-
putes regarding sharing the costs and benefits dagtw
manufacturers, logistics providers, distributorg ae-
tailers (Visich and al., 2007). Nonetheless, |Tatstgy,
business infrastructure and IT infrastructure neede
coordinated in order to better realize the benéfits IT
investments. This is the essence of the concestrate-
gic alignment (Hua and al., 2007).

4 CASE STUDY METHODOLOGY

In this section, we will present the methodology we
adopt to conduct the case study

4.1 Methodology overview

The need for empirical analysis in the context lagfra

ment research has been outlined by Chan and Reict®

(2007), who observed that “research on strateggnal
ment is too mechanist and failed to capture résl. IFor
this reason, a lot of recent empirical researchmesti@te-
gic alignment have been done. The majority of them
have focused on quantitative methodologies andether
are very few case studies focusing on the desonif
the complexity of RFID implementation project in a

The jewellery supply chain with RFID has
never been studied before.

Moreover, the project studied has overcome pi-
lot phases and is now starting its implementa-
tion stage on more than 80 jewel stores.

Data have been collected at the corporate levehlsat
in the retailing centers. Qualitative data havenbgath-
ered by using interviewing techniques. We condu&ed
semi-structured interviews with major actors of tiee
tailing company.

4.2 Thecase study description

4.2.1 The company

Founded in 1898, the Casino Group is a middle-sized
leading food retailer, active in more than 100Gfes in
multiple retail formats (hypermarkets, supermarkets
urban markets, and discount markets). Its operatéarg
formance, which has grown steadily over the pastrsd
years, exceeds now the industry average with n&dly
KE of revenues in 2007. This is the result of threup's
unique position in the market and its ability tdieipate
changing lifestyles and consumer practices. The-com
pany offers a different approach to retailing, taitored

to meet each consumer's specific expectations. More
over, the company sought to be responsible not witly

its customers, but with its social and economikesta
holders as well. In order to meet these valuesgtbep
precursor and innovative in several domains €or
ample, the company for its urban network uses river
transportation system). The RFID technology project
one of the new challenges; the company has tovddal

It was launched in 2006 with the objective to immo
the productivity of sales in “Boutique Or” storesdathe
reliability of supply processes.

supply chain such as those developed by Loebbecke*2-2 Actorsinvolved in the RFID project

(2007; 2008). We conducted a single case studgaohr
an in-depth and insight understanding into thisteon
porary phenomenon (Yin 2003). By taking into acdoun
the RFID pilot project, the case study method askis
strategic and operational aspects.

Our case study was performed with one of the main
French retailer. The choice of this case studyaigdly
explained by the fact that:

The retailing sector is a pioneer in the imple-

mentation of the RFID technology. Namely,

previous research have been conducted in this
sector (Germany and Kaufhof and USA and
Wal-Mart), but no research has been done in
France.

The company is a precursor in RFID technology
projects

All the actors of the jewellery supply chain of @ems
Group are not involved in the RFID project.The joart
pant to this project are:

Suppliers of jewels: more than 60 worldwide
jewels’ suppliers dealing with Casino which
then distributes the products

Group Casino: there are different departments
involved in the project of the retailer: Casino’s
headquarters throughout 4 departments, 1)CIO
department (called CIT), 2) Purchasing, 3) Sup-
ply Chain, and 4) Textile Business Unit who
holds both textile and jewellery products

Casino’'s 80 Stores called “Boutique Or”: in

2009, the company operates 80 stores mainly in
France. There are physically settled inside Ca-
sino’s hypermarkets in France. They directly
deal with final customers to sell jewels like

watches, rings, earings, bangles like any other
jewellery store. These department stores are
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completely independent from hypermarkets in
terms of sales policy.

The warehouse LSP: is a logistics service pro-
vider dealing with receiving jewels from suppli-
ers, storing the products, preparing orders,
printing RFID tags according to the type of
product, and delivering them to the “Boutique
Or” stores. Once a year, Casino and LSP jointly
participate to the warehouse inventory. LSP is
in charge of these services both for Casino and
another jewellery store. In order to avoid prob-
lems between the two retailing companies, LSP
has physically divided the warehouse en two
distinctive areas where the products are af-
fected.

The printer: this company is equipped to pro-
duce paper etiquettes from paper rolls and to in-
sert RFID smart chips inside the paper rolls. Fi-
nally, the printer will cut up the rolls in order t

make specific paper tags that will be added to

There are three main IS that support the RFID pro-

ject:

ERP GOLD: it is the main ERP of the Casino
group that aims at centralizing all key data. To-
day, it is not integrated with SINEX

SINEX: it is the IS that has been developed for
LSP. SINEX is in charge of dealing with both
inventories and day to day receipts of jewels
from suppliers. LSP also physically holds the
hardware materials such as the tag printers and
the RFID readers. Both materials belong to Ca-
sino.

IS in Boutique Or stores: is composed of differ-
ent systems that are not integrated one with an-
other. Each IS is dedicated to a specific task:
collection, receipts, inventories, and editing tags
when necessary (a paper tag has broken or when
prices are changed through promotions).

the jewel in order to describe it (weigh, number 43 Thecasestudy analysis

of carats etc...).

In order

to analyse the RFID implementation we thee

The smart chip producer: this company devel- framework of Fosso Wamba et al. (2007) that we adap

ops UHF smart chips for the Casino group in and complete to illustrate our case study.

order to manage their supply chain. They also

participated to create specific RFID readers for Fosso and Wamba’s framework, specifically developed
paper tags as these materials initially did not ex- for RFID projects, is composed of a sequence afethr
ist in their offer. This reader can be considered main phases that describe a RFID project imp|ementa
tion: Opportunities seeking, pilot project and dalion

as the hardware material of the RFID project.

4221 Thephysical processand information flows

and RFI

D project deployment

The Wharehouse LSP receives every day products fromy 31 Phase 1: Opportunities seeking
the suppliers and controls them for the Casino @rou This initial phase deals with the opportunitiesirtgple-

Once the products have been controlled, they ageth
by LSP and stored for a next delivery. Once a wéak,
« Boutique Or » stores are delivered from LSP. Atte

ment th

e RFID project in a specific value chainisit

composed of six steps.

delivery, Boutique Or’s sales personnel control ghed-
ucts with the RFID Reader and store or display ther

Phase 1: Opportunities seeking

according to the status of the product (on stoclomr
order).

Stepl: Primary motivation (Why?)

Actually, there are three main processes in thiplsu
chain that go both from the jewel suppliers to Lvi&e-

Step2: Analysis of the product value chain (What and

Why?)

house, and then from LSP warehouse to the Boufijjue
stores: 1) Day to day receipts, from 60 worldwidesgl

Step3: Identification of the critical activities (Which?)

suppliers to LSP, 2) Weekly delivering, from LSP to
each Boutique Or store, and 3) LSP’s inventorieshea
year.

Step4: Mapping of the network of firms supporting tf
PVC (Who and with Whom?)

ne

Step5: Mapping of intra-organizational processes for the
: identified opportunities as they are (How withirgani-
4222 ThelT infrastructure :
zation?)
The IT infrastructure of the jewellery supply chaih Sten6: ; ; ot
L . ep6: Mapping of inter-organizational processes for the
Casino is independent from the main ERP system GOLDidentified opportunities as they are (How between |o

of the retailer. Actually an IT infrastructure hasen
specifically developed for the RFID project.

ganization?)
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4.3.2 Phase 2: Pilot project and Validation

The objective of this second phase is to devel@ict
project in order to validate the feasibility of tiR-ID
implementation. With respect to the inter-organoal
alignment problem, the goal is to identify the Inesis
opportunities that could come from this new techggl
and to propose process and IT reconfigurationttavith
RFID. It is made of four steps.

Phase 2: Pilot project and Validation

Step7: Evaluation of RFID Network opportunities in t
PVC with respect to the product (level of granuigrito
the firms involved in the network and to the spiecéc-
tivities in the PVC

e

Step8: Evaluation of potential RFID Network applic
tions including scenario building and process ojtém
tion (“As could be”) (HOW within and between organi
zations?)

i_

Step9: Mapping of intra- and inter-organizational pra
esses integrating RFID technology.

Step 10: Validating business and technological pr
esses integrating RFID technology with key respatsie
Feasibility analysis and evaluation of the chalEngn-
cluding ERP and middleware integration and prog
automation

DC-

4.3.3 Phase 3: RFID Project Deployment

The last phase concerns the validation of the pilofect
and the deployments of the technology on the whole
supply chain.

Phase 3: RFID Project Deployment

Step11: Proof of concept (POC) with the pilot project:
evaluation including ERP and middleware integration
and process automation at all the supply chain neeshb
level and decision to go for the beta test rephcaPOC
scenarios in a real-life

Step12: Pilot replicating and evaluation of anticipat
VS realised benefits and impacts of RFID. Apprdjmia
by the different organisations involved and theffs
members.

5 INTER-ORGANIZATIONAL ALIGNMENT

DYNAMICSDURING THE RFID PROJECT

The project was launched with the idea to inselinan-
vative IT, RFiD tags inside one supply chain of i@as

5.1 SAM accordingtostep 1,2

The primary motivation of Casino was to seek, tpe o
portunities of the RFiD technology to improve preses.

An external IT vendor proposed to the Casino Infarm
tion Technology Department (CIT) to run a prelintina
study on RFID implementation (Step 1).

A Casino’s manager, based at the CIT departmetet;-in
ested by developping the idea, became responsible f
the project. He pushed the idea to the corporaparte
ment of Casino that officially agreed to start fREID
project in January 2007.

Scanning IT
Environment

Figure 2: First steps of the Alignement in the RIpID-
ject.

5.2 SAM according to step 3,4,5,6

Casino decided to experiment the RFID technology im
plementation first on the jewellery activities whide-
pends on the textile business unit. The choicehaf t
Product Value Chain was motivated by the reasoas th
Jewellery activity has its own value chain, indegent,

essfrom the food supply chain, from suppliers to thengs

of sales.

The partners involved in the project and the reléva
links into the network are: Casino headquartess 3@
points of sales, and a single logistics serviceiplar.

In terms of information systems, this jewellery glyp
chain is independent from the main ERP of the group
with no direct integration. Besides, this indeperudeis
reinforced by the fact that Casino works with ateenal
logistics service provider (LSP) for jewellery prads.
They contacted the corporate department of LSP and
asked them to accept to collaborate in the RFiDepto

in the jewellery supply chain they were in char§eTte
identification of the activities and the mappingaztual
intra and inter concerns organisation infrastruetdo-
main of the SAM model.

For Casino, six internal processes are identif@dtlie
concerned PVC: 1) Purchasing, 2) Replenishmertieat t
point of sale, 3) Demand management (Warehouse re-
plenishment), 4) IT integration, 5) Selling, 6) trieing.

The inter organisationnal processes concern:

Delivery (from suppliers to the warehouse): the
warehouse LSP regularly sends orders to jewel-
leries’s suppliers that are located worldwide.
Suppliers then deliver the orders to LSP’s
warehouse.

Ordering (from the point of sales to the ware-
house): accordingly to the sales in Boutique Or
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shops, each shop sends its order to LSP’s wareLSP accepted to collaborate in the project and,then

house via the ERP of the group.

e Dédivery (from the warehouse to the point of
sales): according to the order list of each Bou-
tiqgue Or’s shop, LSP prepares the jewels and
sends them to the shops.

The activities involved in the value chain for bqthrt-
ners are: reception of the jewelleries at the waweh,
picking at the warehouse, inventories at the warsép
reception of jewelleries at the point of sales eimories
of jewelleries at the point of sales.

LSF CASINO
30 B0
Step3.4,5.6:

Figure 3: Mapping of the AS IS processes and dietsyi
in the actual supply chain

5.3 SAM according to step 7,8,9,10
The jewellery product flow is characterised by 9mal

products manually handled, low level of demandhhig
value unit, made with metal components (gold, silve

aligned both its operational processes to fit \#sino’s
requirements (receiving, warehouse, order pickind a
delivery) and IT infrastructure (investing in a gtna
RFiD printer, in RFID readers, adapting their ERf3-S
tem and developing the interfaces with Casino’'s($8)p
9-10).

Casino negotiated with the label producer and asked
them to adapt the size/format of their label acicgrdo
the type of jewel and in order to include the RHAIBg.
As the label producer was not equipped to insest th
chips inside the labels, Casino asked the Tag jperdo
realize this task. The Tag producer finally accepie
insert their tags in the labels. This alignmentamns
the strategic domain of 3 companies, the Software s
vice provider (ISP), the Label producer and the Pagr
ducer who accepted to develop new products fopthe
ject.

The last step of this phase consists in validasithghe
bussiness processes, application and technolodeal
velopments, that are requested for the RFID Project
From the RFID technoly side, this step included som
specific RFID readers developpement that were adapt
to the case of very small products such as jewellar
bel with RFID tags.

etc..) that are not always readable by RFiD tags. F From the Information System side, it led to softvar

these reasons, the IT strategy Department of Casin
started to scan the environment to find potentiatrers
that can help them in adapting their IS and devetpp
the RFID technology (step 7 - 8).

An initial scenario of RFID application was propdse
The objective was to define the possible ways afigus
RFID, within and between organisations. For Casind
its partners, the following challenges and appiicet
were identified:

1. Producing new labels with RFID Tags
2. Tags editing:

e Labeling the products with RFID tags at the
warehouse

e Labeling the products with RFID tags at the
Point of Sales

3. Tags reading:

e Using RFID for the reception of the products at
the points of sales

« Using RFID for inventory control

The next step consists in defining the “To Be” danémd
Inter organizational processes integrating the texi-
nology RFID. This network not only concerns Casino
and its LSP, but integrates new actors with knogéed
and competencies to produce the RFID technology

dnodifications to insert RFID application into legagys-

tems: wireless middleware to compare delivery otder
the items received, specific Software to write RielD
tags and print on the labels.

Headguarters

Step7,8.9,10

-

Tag
I

Figure 4: To Be Organisation and Inter organisation
Alignment

54 SAM accordingto step 11 and 12

In January 2008, the pilot project of Casino was de
velopped on a unique point of sales, testing dffier
kinds of tags. The pilot process concerned theraatic
receiving of the order at this point of sales.
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For the Logistics Service Provider, the pilot prggeon-
sisted in Re labelling all the products deliveredthis
specific point of sales, after the picking at theinare-
house. The objective of step 11 and 12 is to vididlae
developpement, modification, observation done ia th
pilot project in order to propose the final To Bganisa-
tion.

6 CONCLUSION

Gunasekaran and al. (2004) have suggested that “the
alignment between information model and supply rhai
models or objectives needs further investigatidriese

new research challenges call for:

* an identification of critical success factors of IT

For Casino, this step includes software update taad for an integrated and aligned supply chain

design of a new reader more adapted to the case. « an attainment of alignment between IT and

business model in the context of supply chain
For the Logistics Service Provider, this step idelsi a

reengineering of the sourcing business processdaro ¢
to put the tag while receiving the product, instexd
while delivering the product as in the pilot prdjeand
the developpement of an integrated software abketo
fine the tag directly from the IS of Casino.

an empirical test of the SAM model in the con-
text of inter-organizational relationships

In order to address this challenge, we conducseareh
in a jewellery supply chain. The case study provide-
swers to the dynamics of alignments in a jewelkup-
ply chain. The main conclusions that can be draven a

| the following:
| ToF

There is not only one strategic alignment but
multiple alignments. Indeed our case study out-
lines that several alignments take progressively
place during the two years duration of the pro-
ject.

CASINO

/ 1 \ Step7,8,9,10 .
A I
|

Casino’s
Jewellery

Pilot Store

|

Headguarters E

» These alignments are particularly complex as
they include a high number of partners. This is
due to the fact that the supply chain includes not
only the horizontal one of the core product
(jewels) but also the vertical supply chain of
RFiD tags. RFiD projects actually need a matrix
supply chain, both horizontal and vertical, to
manage a product composed of a jewel plus a
tag.

-

Tag

O

Figure 5: Pilot project and Validation

Label

O

The final step of implementation is the deploymeht

the solution to all the Boutique Or stores. » These alignments are incremental and are the

results of the interactions between different
types of alignment in the supply chain. Each in-
tra-organizational alignment has an impact on

In this step, Casino deployed in April 2009 theigiesd
solution to the 80 point of sales, implementing RidD

Technology and the relevant software, trainingubers,
etc.

The Logistics Service Provider includes a RFID Bag

the other intra-organizational alignments of the
partners in the same supply chain. Finally, the
extended inter-organizational alignment model
can be compared to an eco-system with con-

all products received from the suppliers. As a eens
guence, all the products in the wharehouse are now
equipped with a Tag.

tinuous micro intra-organizational alignments
that lead to a global and incremental inter-
organizational alignment.

The performance improvement of the main activities Our research shows nevertheless some limits caimgern
concerned by the RFID implementation is: the methodology. We focus our research on a sicage
study. Our findings are contextual and cannot érgeg
alized. Moreover, the RFID project is complex doéhe
fact that the project was emerging and included &t
different actors located in different companiesrodif-
ferent services. This leads to multiple goals abjt@
tives seeking.

e Increasing productivity at the point of sale by
time saving and reducing human errors during
reception and inventory control.

* Improving inventory control at the warehouse

e Traceability of jewels all along the supply
chain.
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