Nurun China uses Agile Methodology to launch campaigns in record time
Both L’Oreal Group’s ‘LuxuryBeauty’ website and L’Oreal Paris’s first ever eCommerce Social network in China were launched simultaneously in a record turn-around time of 4 months! 

Using Agile methodology and in-house technical skills, Nurun China launched 2 major portals for L’Oreal earlier this year in a very short period of time. What would have taken 16-18 months from concept to full development was completed in just 4 months. 
So what is Agile Methodology and how does it work? Here are the views of the different Department Heads who worked on the L’Oreal projects.
THE eMARKETING DIRECTOR 
From the onset, the client wanted to create a different offering from the current eCommerce sites that are in the China market.  Most of them convert their brand sites to eCommerce sites. Our client wanted a Chinese website, not just localization. We took in all the marketing characteristics; consumers buy behavior, and created a strategy. 
We decided on the Agile methodology to meet the client’s tight deadline.. The days of the massive build are going. It is more controllable to develop things in bite size pieces than to try to eat the elephant all at once. The attempt for perfection which would take 16 to 18 months may not work because consumers would have changed or react differently by the time it’s finished.
To commence with Agile, the client has to clearly decide what the goal is i.e. to be a brand site or an eCommerce site or a crossover site. For me the main challenge was the translation of the strategy into the various phases. We built by components. The most essential was built first so we can launch it, then improving on the site as it rolled out.  This 80% solution may not be the optimum one in such a short space of time but it would start moving the business forward. There may be a lot of changes getting it right afterwards but the benefits outweigh the negative as you change according to the consumer’s behavior and needs; the market trends, the business climate etc. The audience will not see massive changes but gradual ones as they come back. This continual change capability was worked into the design of the site. Amazon.com does this extremely well. They try new things and keep those that work, taking away those that don’t.
The key thing about Agile is the speed and the ability to manage the cost. The fact is that if you have a good team, it is more effective to work concentrated for short period and get the best out of the time rather than a long period when the team changes and no one is focusing. It’s the focus that you get which is great.
THE TECHNOLOGY DIRECTOR
We told the client that to meet their tight deadline we have to use Agile Methodology. They have to trust us and to make major decisions without a long process of validation. 

In the beginning, we started with a full day workshop with everyone involved in the project in one room and at the end of the day it was clear what we had to do.  We went straight into action. Everyone on the team was involved and took responsibility for all problems as it involved the whole life cycle. In Agile, everyone can have a say on everything and bring their value. There must be no ego. 

The China market is so big. So it was quite an experience for us especially on the procurement issues; the different system networks, the different payment systems, payment connections, fulfillment logistics etc.
In production, you needed experienced staff that understand the situation and could set up something quickly base on what the client wanted and at the same time advice them what the ecommerce requirements and constraints were. Technically everything seemed possible but we needed to know every aspect of the existing platform’s capabilities and constraints. We had be able to come up with solutions while anticipating problems otherwise some small aspects that we were not aware of could cause problems later. 
You cannot be too confident in Agile, it is dangerous. It is also much more stressful than any other method as you are always committed to deliver something quickly with quality so you have to be on top of everything even to the smallest detail. If we were unable to do something in the usual configuration, we would do part of it and improve on it in the overall iteration.. Once we agreed on something, we developed  and implemented it straightaway. We wanted to be able to test as soon as possible and to know if that idea worked or not. 

For me using Agile is more than just about capabilities, meeting the deadline or client’s expectation. It is to be able to bring more innovative solutions to projects with our growing experience. 

THE ACCOUNT DIRECTOR

The client had experience and understood digital. The client trusted us very much on production and knew that we have the ability and experience using the Agile method. In the beginning there was a lot of ideas exchange so we knew what the client wanted without a lot of back and forth at the later stage. That really saved time. 

When we started, we presented every day. Meeting with the client in the morning, then working on or revising what was agreed. Sometimes the clients stayed in our office to see the progress. In the earlier part there were daily changes and revisions. Creatively the client controlled quite a lot as they were very brand conscious so they gave a lot of input on what images to use. It certainly required patience from our creative side as there were so many compromises but it was very much a collaborative project and there were no ego involved especially on the creative team. For some of the later mini site projects, the client let us run through with no constraints and allowed us to build what we thought was good with minimal influence. I would say the most challenging part was the design stage but once that was done with the functions sorted; the technical production team took over. For all, this project was a great learning experience especially in its scale and existing platform constraints.
Trust was vital from the client but it was also important for us to let the client know what is being done with constant and detailed reporting so they could understand while reporting to others. This whole experience would serve us well with other clients. We now know what expectations can be met and what can’t. We do need to set a minimum timeline of 6 weeks to meet deadlines and that includes everything ready from the client. I do worry that when other clients find out about our ability to use Agile, they will demand crazy deadlines!

THE CREATIVE DIRECTOR
The work process was similar to other projects. The major differences were the very tight deadlines, the close teamwork within the agency and with the client. We touched base with the client daily as well as a with the production team.  
We were lucky because the client had experience and was knowledgeable and opened to new approaches. Although sometimes the client wanted to perpetuate the work which created some interesting debate between agency and client. However logic and strong reasoning usually won over. 

We were often producing 7 or 8 versions of a particular element in the design. With such a restricted timeline, we produced as many as possible so the client could quickly choose one. The client was also very demanding. I found that the different versions were actually more creative than normal because of the intensity and the knowledge that we had to have this element solved by the end of the day. 

There was always a looming deadline. We would have a meeting, discuss some changes and some requirement would come out of that meeting due for the next day. Day by day we looked at what was needed to be done to move the project forward. During the intense period we were so entrenched and dedicated to making it happen that whatever went wrong we were able to solve it. We really bonded as a team and worked well together. We all had a shared vision of what we wanted to produce and this is always key to producing great work. 
Of course I would like to have more time to better craft or fine tune the design elements but with Agile we ccould do so later. This could be positive and negative as you end up constantly changing things, work will never finish!  The big thing for me that came out of using Agile was that everyone worked closely together, situated in the same location and dedicated to this project. It all came together because of the solid teamwork.

THE PROJECT MANAGEMENT DIRECTOR
As Nurun was the lead agency, we had to ensure successful implementation of the agile methodology. We also had to manage some of the client’s internal divisions and their agencies. In the beginning, I spent most of my time at L’Oreal’s office to manage all the meetings with different agencies to oversee the progress. We had to get the client’s and agencies’ team to fully understand how Agile worked as they had to work contrarily to their corporate culture. To meet the tight deadline, they had to look at the overview not the minor details which could be improve later.
In Agile, each part was implemented as it was finished and they all fitted like a puzzle.  Co-coordinating the diverse teams, the complex backend logistics and the constraints of an existing platform were major challenges. We had to be creative and come up with very innovative technical solutions which would also allow the evolution of the site after it was launched. When we did and they worked, it was a fantastic feeling all round!

The quality control might be compromised but since it was an evolution methodology, this couldbe rectified as we went along. It was not ideal but at this speed, no one could be totally perfect and not make mistakes. It was a great learning experience. We all worked as one team and everyone understood and appreciated fully the different department’s function. Sometimes we might bring in a specific expert to the client’s meeting. Decisions were made quickly. All these have proven to be the better way, very efficient from the normal.

Ideally for a big scale project, there should be different project managers to manage different aspects.  A clear line of communications channels must be established or there would be confusion and miscommunications.

A digital agency has to be very technically savvy to deal with the ever changing internet world and come up with innovative solutions. A nice website could satisfy the client but might not satisfy the consumer who is looking for practicality and different needs.

Adapting to the new digital world
Agile methodology brings big challenges to an agency in the way it’s organizes, thinks, creates, produces and manages results. Nowadays, the day the project is launched is the beginning. Sites are launched faster and the launch itself is the test. The technical solutions allow continuous evolution according to how consumers react, how business evolves and how trends change. 

In Agile, the client gives more autonomy to the agency because they need to be able to react without having to validate every action taken online.  It also breaks the agency hierarchy code and traditional way of decision making whereby no one is the top dog. Agile enforces and enhances a team spirit. The experts are the combination of the client, the agency and the consumers.
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