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NOTES	
  ON	
  THE	
  CONCEPT	
  OF	
  
SUPPLY	
  CHAIN	
  MANAGEMENT	
  

Part	
  1	
  



At	
  the	
  beginning,	
  
there	
  was	
  an	
  intui'on…	
  

“The	
  concept	
  of	
  SCM	
  was	
  men3oned	
  in	
  
business	
  literature	
  as	
  early	
  as	
  Forrester	
  (1961),	
  
who	
  suggested	
  that	
  the	
  success	
  of	
  industrial	
  
companies	
  hinged	
  on	
  the	
  ‘interac3ons	
  between	
  
flows	
  of	
  informa3on,	
  materials,	
  manpower	
  and	
  
capital	
  equipment’	
  .”	
  

	
  
Giunipero,	
  et	
  al.	
  (2008)	
  



…followed	
  by	
  early	
  inni'a'ves	
  

“The	
  early	
  beginnings	
  of	
  supply	
  chain	
  
management	
  can	
  be	
  traced	
  to	
  the	
  tex3le	
  
industry	
  with	
  the	
  Quick	
  Response	
  program	
  (a	
  
partnership	
  where	
  retailers	
  and	
  suppliers	
  
work	
  together	
  to	
  respond	
  more	
  quickly	
  to	
  
consumer	
  needs	
  by	
  sharing	
  informa'on)	
  and	
  
later	
  to	
  Efficient	
  Consumer	
  Response	
  in	
  the	
  
grocery	
  industry”	
  

Lummus,	
  et	
  al.	
  (2001)	
  



The	
  names	
  appeared	
  in	
  the	
  80’s	
  

“The	
  term	
  ‘supply	
  chain	
  management’	
  is	
  rela3vely	
  new	
  
in	
  the	
  literature,	
  appearing	
  first	
  in	
  1982”	
  

Cooper,	
  et	
  al.	
  (1997)	
  
	
  

“the	
  term	
  SCM	
  first	
  appeared	
  in	
  the	
  literature	
  more	
  
than	
  twenty	
  years	
  ago	
  (Oliver	
  and	
  Webber,	
  1982)”	
  

Gibson,	
  et	
  al.	
  (2005)	
  
	
  

“only	
  a	
  handful	
  of	
  ar3cles	
  men3oned	
  the	
  phrase	
  
‘supply	
  chain’	
  between	
  1985	
  and	
  1997.”	
  

Giunipero,	
  et	
  al.	
  (2008)	
  



The	
  field	
  grew	
  in	
  the	
  (late)	
  1990’s	
  

“About	
  1990,	
  academics	
  first	
  described	
  SCM	
  from	
  a	
  
theore3cal	
  standpoint	
  to	
  clarify	
  the	
  difference	
  from	
  
more	
  tradi3onal	
  approaches”	
  

Cooper,	
  et	
  al.	
  (1997)	
  
	
  

“the	
  diffusion	
  of	
  the	
  field	
  did	
  not	
  take	
  place	
  un3l	
  the	
  
late	
  1990s,	
  with	
  most	
  of	
  the	
  theore3cal	
  and	
  
empirical	
  inves3ga3on	
  commencing	
  in	
  1997”	
  

Giunipero,	
  et	
  al.	
  (2008)	
  



Whence,	
  SCM?	
  

Adapted	
  from:	
  Tan	
  (2000)	
  

Purchasing,	
  	
  
Supply	
  

TransportaSon,	
  
LogisScs	
  

Supplier	
  Base	
  
IntegraSon	
  

Integrated	
  LogisScs	
  
Management	
  

Supply	
  Chain	
  
Management	
  

1980s	
   1990s	
   2000s	
  1970s	
  



Saying	
  just	
  ‘logisScs’	
  was	
  not	
  enough	
  

‘Modern	
  logisScs’,	
  as	
  defined	
  in	
  Bowersox	
  1978,	
  is	
  “the	
  
process	
  of	
  strategically	
  managing	
  the	
  movement	
  and	
  
storage	
  of	
  materials,	
  parts,	
  and	
  finished	
  inventory	
  from	
  
suppliers,	
  between	
  enterprise	
  faciliSes	
  and	
  to	
  
customers”.	
  
	
  
‘Business	
  logisScs’,	
  
	
  
‘Integrated	
  logisScs’,	
  



The	
  definiSon	
  of	
  logis'cs	
  was	
  expanded…	
  

•  “the	
  management	
  of	
  all	
  inbound	
  and	
  outbound	
  
materials,	
  parts,	
  supplies	
  and	
  finished	
  goods”	
  

•  “the	
  integrated	
  management	
  of	
  purchasing,	
  
transporta3on,	
  and	
  storage	
  on	
  a	
  func3onal	
  basis”	
  

•  “the	
  management	
  of	
  the	
  pre-­‐produc3on,	
  in-­‐
produc3on	
  and	
  post-­‐produc3on	
  channels”	
  

Calvinato	
  (1982)	
  
	
  

“In	
  a	
  true	
  business	
  context	
  …	
  this	
  defini3on	
  expands	
  
logis3cs	
  beyond	
  merely	
  physical	
  distribu3on”	
  

Lummus,	
  et	
  al.	
  (2001)	
  



‘Official’	
  definiSons	
  were	
  also	
  revised	
  

“The	
  1986	
  CLM	
  defini3on	
  of	
  logis3cs	
  has	
  been	
  
augmented	
  to	
  include	
  services	
  along	
  with	
  goods	
  and	
  
informa3on	
  movement.	
  
In	
  addi3on	
  to	
  conforming	
  to	
  customer	
  requirements,	
  
others	
  view	
  the	
  output	
  of	
  the	
  logis3cs	
  process	
  as	
  
crea3ng	
  value	
  for	
  the	
  ul3mate	
  customer	
  (1992)	
  	
  
and	
  contribu3ng	
  to	
  current	
  and	
  future	
  profitability	
  
of	
  the	
  firm	
  (1994).”	
  

Cooper,	
  et	
  al.	
  (1997)	
  

	
  



RedefiniSon	
  brought	
  some	
  confusion	
  
around	
  the	
  turn	
  of	
  the	
  20th	
  century	
  

“it	
  is	
  unclear	
  what	
  specific	
  characteris3cs	
  differen'ate	
  
the	
  two	
  disciplines	
  …	
  for	
  many,	
  the	
  contemporary	
  
understanding	
  of	
  SCM	
  is	
  not	
  appreciably	
  different	
  from	
  
the	
  understanding	
  of	
  integrated	
  logis3cs	
  management”	
  

Cooper,	
  et	
  al.	
  (1997)	
  
	
  

“The	
  terms	
  ‘supply	
  chain	
  management’	
  and	
  ‘logis3cs’	
  
are	
  o_en	
  confused	
  and	
  viewed	
  as	
  overlapping,	
  
depending	
  on	
  the	
  defini3on	
  used	
  by	
  an	
  organiza3on”	
  

Lummus,	
  et	
  al.	
  (2001)	
  
	
  



“a	
  discipline	
  in	
  the	
  early	
  stages”	
  

SCM	
  “is	
  a	
  discipline	
  in	
  the	
  early	
  stages	
  of	
  evoluSon”	
  
“Academics	
  have	
  a^empted	
  to	
  provide	
  some	
  structure	
  
to	
  SCM	
  by	
  re-­‐examining	
  previous	
  SCM	
  definiSons	
  and	
  
offering	
  more	
  complete	
  SCM	
  definiSons	
  that	
  include	
  
scope,	
  funcSons	
  and	
  relaSonships.”	
  
“Bechtel	
  and	
  Jayaram	
  (1997)	
  classified	
  more	
  than	
  50	
  
exisRng	
  SCM	
  definiRons	
  into	
  five	
  schools	
  of	
  thought	
  
and	
  idenSfied	
  funcSonal	
  and	
  process	
  areas	
  covered.”	
  

Gibson,	
  et	
  al.	
  (2005)	
  



Some	
  consensus	
  was	
  needed	
  

“The	
  relevant	
  ques3on	
  that	
  we	
  need	
  to	
  gain	
  
consensus	
  on	
  is	
  whether	
  SCM	
  is	
  simply	
  new	
  words	
  
for	
  properly	
  implemented	
  logis3cs	
  across	
  
organiza3ons”	
  

Cooper,	
  et	
  al.	
  (1997)	
  
	
  

“The	
  discipline	
  of	
  supply	
  chain	
  management	
  is	
  
going	
  through	
  a	
  normal	
  matura3on	
  process	
  of	
  
reaching	
  a	
  consensus	
  agreement	
  on	
  what	
  is	
  
included,	
  and	
  what	
  is	
  not	
  included	
  in	
  the	
  discipline”	
  

Gibson,	
  et	
  al.	
  (2005)	
  
	
  
	
  
	
  



There	
  was	
  discussion	
  about	
  what	
  SCM	
  is	
  not	
  

“supply	
  chain	
  management	
  is	
  not:	
  
•  inventory	
  management	
  
•  logis3cs	
  management	
  
•  supplier	
  partnerships	
  
•  driven	
  from	
  the	
  supply	
  side	
  
•  a	
  shipping	
  strategy	
  
•  distribu3on	
  management	
  
•  the	
  logis3cs	
  pipeline	
  
•  procurement	
  management	
  
•  a	
  computer	
  system”	
  (!)	
  

Lummus	
  and	
  Vokurka	
  (1999)	
  



2003:	
  LogisScs	
  as	
  a	
  “part	
  of”	
  SCM	
  

In	
  1986,	
  CLM	
  defines	
  logisScs	
  
as	
  “the	
  process	
  of	
  planning,	
  
implemenSng	
  and	
  controlling	
  
the	
  efficient,	
  cost	
  effecSve	
  
flow	
  and	
  storage	
  of	
  raw	
  
materials,	
  in-­‐process	
  
inventory,	
  finished	
  goods,	
  and	
  
related	
  informaSon	
  from	
  
point-­‐of-­‐origin	
  to	
  point-­‐of-­‐
consumpSon	
  for	
  the	
  purpose	
  
of	
  conforming	
  to	
  customer	
  
requirements.	
  

In	
  2003,	
  CLM	
  defines	
  logisScs	
  
as	
  “that	
  part	
  of	
  supply	
  chain	
  
management	
  that	
  plans,	
  
implements,	
  and	
  controls	
  the	
  
efficient,	
  effecSve	
  forward	
  and	
  
reverse	
  flow	
  and	
  storage	
  of	
  
goods,	
  services,	
  and	
  related	
  
informaSon	
  between	
  the	
  
point-­‐of-­‐origin	
  and	
  the	
  point-­‐
of-­‐consumpSon	
  in	
  order	
  to	
  
meet	
  customer’s	
  
requirements.”	
  

“This	
  does	
  not	
  make	
  one	
  definiSon	
  ‘right’	
  
and	
  the	
  other	
  ‘wrong’	
  –	
  it	
  merely	
  means	
  …	
  a	
  
starSng	
  point	
  for	
  addiSonal	
  discussion	
  by	
  

pracSSoners	
  and	
  academics	
  in	
  the	
  discipline.	
  
Again,	
  this	
  is	
  a	
  normal	
  evoluSonary	
  process”	
  

Gibson,	
  et	
  al.	
  (2005)	
  



2005:	
  from	
  CLM	
  to	
  CSCMP	
  

“Effec3ve	
  January	
  1,	
  2005,	
  the	
  
Council	
  of	
  Logis3cs	
  Management	
  
(CLM)	
  became	
  the	
  Council	
  of	
  Supply	
  
Chain	
  Management	
  Professionals	
  
(CSCMP).”	
  
“This	
  is	
  more	
  than	
  a	
  name	
  change.”	
  
	
  

Larson,	
  et	
  al.	
  (2007)	
  



“a	
  broader	
  emphasis”	
  

“Reflec3ng	
  expanded	
  roles	
  …	
  the	
  Council	
  is	
  adop3ng	
  ‘a	
  
broader	
  emphasis	
  on	
  the	
  en3re	
  supply	
  chain,’	
  
incorpora3ng	
  ‘not	
  only	
  logis3cs	
  but	
  also	
  procurement,	
  
manufacturing,	
  opera3ons,	
  and	
  sales/marke3ng	
  
func3ons’”	
  
“CSCMP,	
  and	
  other	
  professional	
  associa3ons,	
  such	
  as	
  
the	
  Ins3tute	
  for	
  Supply	
  Management	
  (ISM),	
  have	
  
developed	
  defini3ons	
  of	
  supply	
  chain	
  management	
  and	
  
revised	
  their	
  missions	
  accordingly”	
  

Larson,	
  et	
  al.	
  (2007	
  



LogisScs	
  
	
  
	
  

SCM	
  
	
  
	
  

Yet	
  different	
  perspec'ves	
  remain	
  

Adapted	
  from:	
  Larson,	
  et	
  al.	
  (2007)	
  

LogisScs	
  

SCM	
  

LogisScs	
   SCM	
  

28%	
  think	
  that…	
  47%	
  think	
  that…	
  

6%	
  think	
  that…	
  19%	
  think	
  that…	
  

LogisScs	
  
	
  

SCM	
  



SO,	
  WHAT	
  IS	
  
SUPPLY	
  CHAIN	
  MANAGEMENT?	
  



Defining	
  supply	
  chain	
  first	
  

“a	
  set	
  of	
  three	
  or	
  more	
  en33es	
  (organiza3ons	
  or	
  
individuals)	
  directly	
  involved	
  in	
  the	
  upstream	
  and	
  

downstream	
  flows	
  of	
  products,	
  services,	
  finances,	
  and/
or	
  informa3on	
  from	
  a	
  source	
  to	
  a	
  customer.”	
  

	
  

Direct:	
  a	
  company,	
  a	
  supplier	
  and	
  a	
  customer	
  
Extended:	
  +	
  supplier's	
  suppliers	
  +	
  customer’s	
  customers	
  
Ul'mate:	
  all	
  en33es	
  upstream	
  and	
  downstream	
  
	
  

Mentzer,	
  et	
  al.	
  (2001)	
  



SCM	
  as	
  a	
  management	
  philosophy	
  

•  a	
  systems	
  approach	
  to	
  viewing	
  the	
  supply	
  
chain	
  as	
  a	
  whole	
  

•  a	
  strategic	
  orientaSon	
  towards	
  cooperaSve	
  
efforts	
  to	
  synchronize	
  and	
  converge	
  intra-­‐	
  
and	
  inter-­‐firm	
  capabiliSes	
  

•  a	
  customer	
  focus,	
  to	
  create	
  sources	
  of	
  
customer	
  value	
  

Mentzer,	
  et	
  al.	
  (2001)	
  



‘Supply	
  Chain	
  Orienta'on’	
  

Mentzer,	
  et	
  al.	
  (2001),	
  call	
  this	
  
management	
  philosophy	
  a	
  Supply	
  
Chain	
  OrientaSon,	
  and	
  defines	
  it	
  as	
  
“the	
  recogni3on	
  by	
  an	
  organiza3on	
  of	
  
the	
  systemic,	
  strategic	
  implica3ons	
  of	
  
the	
  tac3cal	
  ac3vi3es	
  involved	
  in	
  
managing	
  the	
  various	
  flows	
  in	
  a	
  supply	
  
chain.”	
  

Mentzer,	
  et	
  al.	
  (2001	
  



SCM	
  as	
  a	
  set	
  of	
  ac'vi'es	
  &	
  processes	
  

To	
  adopt	
  a	
  supply	
  chain	
  management	
  philosophy,	
  
the	
  firm	
  must	
  establish	
  management	
  pracSces	
  
consistent	
  with	
  it.	
  Including:	
  (1)	
  integrated	
  
behavior,	
  (2)	
  mutual	
  sharing	
  of	
  informaSon,	
  (3)	
  
mutual	
  sharing	
  of	
  risks	
  and	
  rewards,	
  (4)	
  
cooperaSon,	
  (5)	
  shared	
  goals	
  and	
  focus	
  on	
  
customer	
  service,	
  (6)	
  integraSon	
  of	
  processes,	
  (7)	
  
partnerships	
  in	
  long-­‐term	
  relaSonships.	
  

Mentzer,	
  et	
  al.	
  (2001)	
  



‘Supply	
  Chain	
  Management’	
  

Mentzer,	
  et	
  al.	
  (2001	
  equate	
  
supply	
  chain	
  management	
  with	
  
“the	
  sum	
  total	
  of	
  all	
  the	
  overt	
  
management	
  ac3ons	
  
undertaken	
  to	
  realize	
  the	
  SCO	
  
philosophy.”	
  

Mentzer,	
  et	
  al.	
  (2001	
  



Defining	
  supply	
  chain	
  management	
  

the	
  systemic,	
  strategic	
  coordina3on	
  of	
  
the	
  tradi3onal	
  business	
  func3ons	
  and	
  

the	
  tac3cs	
  across	
  these	
  business	
  func3ons	
  
within	
  a	
  par3cular	
  company	
  and	
  

across	
  businesses	
  within	
  the	
  supply	
  chain,	
  
for	
  the	
  purposes	
  of	
  improving	
  the	
  long-­‐term	
  
performance	
  of	
  the	
  individual	
  companies	
  

and	
  the	
  supply	
  chain	
  as	
  a	
  whole	
  
Mentzer,	
  et	
  al.	
  (2001)	
  

	
  



SCM’s	
  func'onal	
  scope	
  

•  Marke3ng	
  
•  Sales	
  
•  R	
  &	
  D	
  
•  Forecas3ng	
  
•  Produc3on	
  

•  Purchasing	
  
•  Logis3cs	
  
•  Informa3on	
  
Systems	
  

•  Finance	
  
•  Customer	
  Service	
  

In	
  Mentzer’s	
  model	
  of	
  supply	
  chain	
  
management,	
  the	
  following	
  tradi3onal	
  

business	
  func3ons	
  are	
  included:	
  

Mentzer,	
  et	
  al.	
  (2001)	
  



ON	
  SOME	
  EARLY	
  IDEAS	
  ABOUT	
  
SUPPLY	
  CHAIN	
  STRATEGY	
  

Part	
  2	
  



Primary	
  role	
  of	
  SCM	
  within	
  an	
  organizaSon	
  
is	
  a	
  combinaSon	
  of	
  strategy	
  and	
  acRvity	
  

Role	
  of	
  SCM	
  is…	
  

a	
  strategy	
  that	
  trascends	
  
funcSons	
  

a	
  corporate	
  funcSon	
  or	
  
acSvity	
  

a	
  combinaSon	
  of	
  strategy	
  
and	
  acSvity	
  

something	
  else	
  

Gibson,	
  Mentzer	
  and	
  Cook	
  (2005)	
  



The	
  ‘two	
  faces’	
  of	
  the	
  discipline	
  

Tac'cal	
  
Short	
  term	
  oriented	
  

Detailed	
  
Quan3ta3ve	
  

Strategic	
  
Long	
  term	
  oriented	
  
Broad	
  
Qualita3ve	
  

	
  Shapiro	
  and	
  Heske^	
  (1985)	
  state	
  that	
  
“LogisScs	
  management	
  is	
  characterized	
  by	
  
a	
  difficult,	
  yet	
  fundamental	
  dichotomy.”	
  



“most	
  important	
  role	
  is	
  strategic”	
  

“LogisScs	
  …	
  at	
  one	
  and	
  the	
  same	
  Sme	
  …	
  requires	
  a	
  
long-­‐term	
  perspecSve	
  and	
  strategic	
  planning	
  as	
  well	
  as	
  
…	
  day-­‐to-­‐day	
  work”	
  
“LogisScs’	
  most	
  important	
  role	
  is	
  strategic.”	
  
Recognize	
  “potenSal	
  of	
  a	
  well-­‐designed	
  and	
  effecSvely	
  
managed	
  logisScs	
  system	
  to	
  advance	
  a	
  company’s	
  
strategic	
  goals”	
  
“The	
  successful	
  firm	
  uses	
  logisScs	
  as	
  part	
  of	
  its	
  
compeSSve	
  arsenal”	
  

Shapiro	
  and	
  Heske^	
  (1985)	
  



Supply	
  chain	
  strategy	
  
is	
  an	
  elusive	
  subject	
  

•  Oken	
  ‘high-­‐level	
  discussions	
  of	
  supply	
  chain	
  strategy	
  
are	
  completely	
  void	
  of	
  facts’	
  (Hicks,	
  1999)	
  

•  Oken	
  firms	
  have	
  ‘no	
  coherent	
  supply	
  chain	
  strategy’	
  
in	
  place	
  (Hammant	
  et	
  al,	
  1999)	
  

•  Most	
  firms	
  (3	
  out	
  of	
  5)	
  report	
  not	
  having	
  a	
  ‘well	
  
defined’	
  supply	
  chain	
  strategy	
  in	
  place	
  (Harrison	
  and	
  
New,	
  2002)	
  

•  ‘Many	
  quesSons	
  remain	
  unanswered	
  about	
  how	
  best	
  
to	
  characterize	
  supply	
  chain	
  strategies	
  (Frolich	
  and	
  
Westbrook	
  2001)	
  



THE	
  ARTICLE	
  THAT	
  LAUNCHED	
  
A	
  THOUSAND*	
  PAPERS:	
  
FISHER	
  1997	
  
	
  
*	
  1772	
  CITES	
  IN	
  GOOGLE	
  SCHOLAR	
  AS	
  OF	
  TODAY	
  



Main	
  idea:	
  
Match	
  supply	
  chain	
  type	
  to	
  demand	
  type	
  

“The	
  root	
  cause	
  of	
  problems	
  plaguing	
  
many	
  supply	
  chains	
  is	
  a	
  mismatch	
  
between	
  the	
  type	
  of	
  product	
  and	
  the	
  
type	
  of	
  supply	
  chain.”	
  
	
  
“The	
  first	
  step	
  in	
  devising	
  an	
  effecSve	
  
supply	
  chain	
  strategy	
  is	
  …	
  to	
  consider	
  the	
  
nature	
  of	
  the	
  demand	
  for	
  the	
  products”	
  



Fisher	
  (1997)’s	
  Matrix	
  



What	
  data	
  supports	
  Fisher’s	
  (1997)?	
  

"From	
  my	
  ten	
  years	
  of	
  research	
  
and	
  consul3ng	
  on	
  supply	
  chain	
  
issues	
  ...	
  I	
  have	
  been	
  able	
  to	
  
devise	
  such	
  a	
  framework.“	
  



AN	
  ATTEMPT	
  TO	
  EMPIRICALLY	
  
VALIDATE	
  FISHER	
  (1997)	
  :	
  
SELLDIN	
  AND	
  OLHAGER	
  (2007)	
  	
  



RelaSonship	
  between	
  product	
  types	
  
and	
  supply-­‐chain	
  types	
  

The	
  claim	
  from	
  Selldin	
  and	
  Olhanger	
  
(2007):	
  
	
  
“Significant	
  rela'onships	
  are	
  found	
  
between	
  product	
  types	
  and	
  supply	
  
chain	
  types,	
  as	
  well	
  as	
  concerning	
  the	
  
impact	
  of	
  alignment	
  on	
  performance.”	
  



Source:	
  
Selldin	
  and	
  
Olhanger	
  (2007)	
  



Source:	
  Selldin	
  and	
  Olhanger	
  (2007)	
  



Link	
  between	
  match	
  and	
  performance	
  

“Selldin	
  and	
  Olhager	
  (2007)	
  found	
  support	
  
for	
  the	
  matrix	
  proposed	
  by	
  Fisher	
  (1997)	
  in	
  
that	
  companies	
  where	
  product	
  
characterisScs	
  and	
  supply	
  chain	
  strategy	
  
were	
  well	
  matched	
  outperformed	
  
companies	
  with	
  poor	
  match.”	
  

(Qi,	
  Boyer	
  and	
  Zhao,	
  2009)	
  



Source:	
  Selldin	
  and	
  Olhanger	
  (2007)	
  

ParRally	
  Supported	
  

Not	
  supported	
  

Not	
  supported	
  

Cannot	
  be	
  rejected	
  

Not	
  supported	
  



So,	
  what	
  did	
  Selldin	
  and	
  Olhanger	
  (2007)	
  
verify	
  empirically?	
  

•  “Empirical	
  evidence	
  confirmed	
  the	
  associaSon	
  
between	
  funcSonal	
  products	
  and	
  efficient	
  
supply	
  chains.”	
  

•  “However,	
  the	
  associaSon	
  between	
  innovaSve	
  
products	
  and	
  responsive	
  supply	
  chains	
  was	
  
not	
  supported.”	
  

•  “this	
  tesSng	
  of	
  the	
  model	
  was	
  incomplete.”	
  
Source:	
  Lo	
  and	
  Power	
  (2010)	
  

ü	
  
û	
  



OTHER	
  ATTEMPTS	
  TO	
  EMPIRICALLY	
  
VALIDATE	
  FISHER	
  (1997)	
  



Qi,	
  Boyer	
  &	
  Zhao	
  (2009)	
  
•  “a	
  lean	
  strategy	
  is	
  associated	
  with	
  very	
  low	
  
values	
  for	
  innovaSve	
  products	
  

•  “an	
  agile	
  strategy	
  is	
  marked	
  by	
  much	
  higher	
  
values	
  for	
  innovaSve	
  products.”	
  

•  “these	
  results	
  provide	
  support	
  for	
  the	
  product	
  
characterisScs/supply	
  chain	
  strategy	
  matrix”	
  

•  Really?	
  What	
  about	
  the	
  other	
  half?	
  

ü	
  
ü	
  ?	
  

?	
  



Li	
  and	
  O’Brien	
  (2001)	
  

Lo	
  and	
  Power	
  (2010)	
  review	
  their	
  findings:	
  
•  Confirmed	
  link	
  between	
  innovaSve	
  
products	
  and	
  responsive	
  manufacturing,	
  

•  But	
  could	
  not	
  confirm	
  link	
  between	
  
funcSonal	
  products	
  and	
  efficient	
  
manufacturing.	
  

ü	
  
û	
  



Lo	
  and	
  Power	
  (2010)	
  

•  “The	
  survey	
  results	
  indicate	
  that	
  the	
  associaSon	
  
between	
  product	
  nature	
  and	
  supply	
  chain	
  strategy	
  is	
  
not	
  significant.”	
  

•  “it	
  is	
  argued	
  that	
  the	
  associaSon	
  between	
  product	
  
nature	
  and	
  supply	
  chain	
  strategy	
  as	
  proposed	
  in	
  
Fisher’s	
  model	
  is	
  not	
  clear.”	
  

û



A	
  PROBLEM	
  WITH	
  FISHER’S	
  MODEL:	
  
REALITY	
  IS	
  MORE	
  COMPLICATED	
  



Products	
  are	
  not	
  black	
  or	
  white…	
  

•  Lo	
  and	
  Power	
  (2010)	
  found	
  that	
  78%	
  of	
  
respondents	
  reported	
  providing	
  products	
  
with	
  a	
  mix	
  of	
  funcSonal	
  and	
  innovaSve	
  
characterisScs	
  as	
  defined	
  by	
  Fisher.	
  

•  “This	
  finding	
  serves	
  to	
  further	
  support	
  the	
  
concept	
  of	
  a	
  ‘hybrid	
  product’,	
  which	
  is	
  
defined	
  as	
  consisSng	
  of	
  [a]	
  ‘mix	
  of	
  standard	
  
and	
  innovaSve	
  components’”	
  



…and	
  neither	
  are	
  strategies…	
  

•  In	
  Fisher’s	
  framework,	
  efficient	
  and	
  
responsive	
  supply	
  chain	
  strategies	
  are	
  
treated	
  as	
  being	
  mutually	
  exclusive:	
  
firms	
  can	
  choose	
  only	
  one.	
  

•  Lo	
  and	
  Power	
  (2010)	
  found	
  that	
  69%	
  of	
  
surveyed	
  companies	
  reported	
  pursuing	
  
“both	
  efficiency	
  and	
  responsiveness	
  as	
  
their	
  supply	
  chain	
  strategy”.	
  



Selldin	
  and	
  Olhanger	
  (2007)	
  



BUILDING	
  ON	
  SAND…	
  
EXPANDING	
  FISHER’S	
  MATRIX	
  



Lee	
  (2002)	
  



Cigolini	
  et	
  al	
  (2004)	
  

•  An	
  evoluSon	
  upon	
  Fisher,	
  including	
  the	
  dominant	
  life	
  
cycle	
  phase	
  and	
  the	
  inherent	
  structural	
  complexity	
  of	
  
the	
  product.	
  



MOVING	
  BEYOND	
  FISHER…	
  OTHER	
  
VOICES	
  ON	
  SUPPLY	
  CHAIN	
  
STRATEGY	
  



Frolich	
  and	
  Westbrook	
  (2001)	
  

•  ‘evidence	
  suggested	
  that	
  there	
  are	
  different	
  
supply	
  chain	
  integraSon	
  strategies	
  that	
  
manufacturers	
  followed.’	
  

•  ‘these	
  different	
  supply	
  chain	
  strategies	
  can	
  be	
  
empirically	
  classified	
  into	
  at	
  least	
  five	
  valid	
  
types,	
  defined	
  by	
  direcRon	
  …	
  and	
  degree	
  of	
  
integraSon.’	
  



Frolich	
  and	
  Westbrook	
  (2001)	
  



•  ‘inward-­‐facing’	
  
manufacturers	
  
recorded	
  some	
  of	
  the	
  
lowest	
  performance	
  
improvement	
  

•  ‘outward-­‐facing’	
  
manufacturers	
  had	
  
the	
  highest	
  level	
  of	
  
performance	
  
improvement	
  



Harrison	
  and	
  New	
  (2002)	
  

•  Relied	
  on	
  self-­‐reported	
  appreciaSons:	
  “How	
  
important	
  an	
  element	
  is	
  supply	
  chain	
  strategy	
  to	
  
your	
  company’s	
  corporate	
  strategy?”	
  

•  They	
  found	
  respondents	
  that	
  considered	
  the	
  
supply	
  chain	
  strategy	
  to	
  be	
  very	
  important	
  for	
  
their	
  compeSSve	
  advantage,	
  and	
  yet	
  had	
  poorly	
  
defined	
  or	
  no	
  supply	
  chain	
  strategy	
  at	
  all.	
  

•  Found	
  link	
  between	
  strategy	
  and	
  technology	
  to	
  
be	
  the	
  best	
  predictor	
  of	
  commitment	
  to	
  supply	
  
chain	
  strategy	
  for	
  a	
  compeSSve	
  advantage.	
  



Aitken	
  et	
  al	
  2003	
  
	
  To	
  ‘maximize	
  compeSSveness’,	
  supply	
  chain	
  
strategies	
  must	
  be	
  dynamically	
  matched	
  to	
  the	
  
changing	
  customer	
  requirements	
  as	
  a	
  product	
  
proceeds	
  through	
  its	
  lifecycle.	
  



Narasimhan	
  et	
  al	
  (2008)	
  



Cigolini	
  et	
  al	
  (2004)’s	
  matrix	
  



McKone-­‐Sweet	
  and	
  Lee’s	
  (2009)	
  

•  IdenSfied	
  a	
  taxonomy	
  of	
  supply	
  chain	
  
strategies.	
  

•  “firms	
  with	
  high	
  levels	
  of	
  both	
  SC	
  
organizaSonal	
  and	
  SC	
  IT	
  capabiliSes	
  
outperformed	
  other	
  firms“	
  

•  “firms	
  do	
  not	
  yet	
  appear	
  to	
  align	
  their	
  SC	
  
capabiliSes	
  with	
  their	
  compeSSve	
  prioriSes”	
  



CRAFTING	
  SUPPLY	
  CHAIN	
  STRATEGY:	
  
WHAT	
  IS	
  FOUND	
  IN	
  THE	
  LITERATURE	
  



MarSnez-­‐Olvera	
  and	
  Shunk	
  (2006)	
  

•  Presumes	
  the	
  existence	
  of	
  six	
  supply	
  chain	
  
strategy	
  ‘pure	
  types’	
  (an	
  unsupported	
  claim)	
  

•  Recommends	
  that	
  you:	
  
– determine	
  where	
  your	
  ‘as-­‐is’	
  strategy	
  falls	
  in	
  
terms	
  of	
  a	
  list	
  of	
  variables,	
  	
  

–  idenSfy	
  which	
  of	
  the	
  six	
  pure	
  types	
  is	
  closest,	
  and	
  
–  try	
  to	
  migrate	
  to	
  that	
  pure	
  type	
  

•  Neither	
  mechanism	
  nor	
  raSonale	
  are	
  clear.	
  



Schnetzler	
  et	
  al.	
  (2007),	
  “A	
  decomposi3on-­‐based	
  approach	
  for	
  
the	
  development	
  of	
  a	
  supply	
  chain	
  strategy”	
  





Schnetzler,	
  et	
  al.	
  (2007)	
  

•  Asks:	
  how	
  can	
  we	
  develop	
  a	
  supply	
  chain	
  strategy	
  
that	
  is	
  aligned	
  with	
  and	
  supporSng	
  the	
  corporate	
  
strategy?	
  

•  Proposes	
  using	
  axiomaSc	
  design,	
  a	
  design	
  
methodology	
  based	
  on	
  the	
  principles	
  of	
  simplicity	
  
and	
  independence,	
  for	
  the	
  task.	
  

•  Claims	
  to	
  have	
  been	
  successful	
  in	
  applying	
  the	
  
methodology	
  to	
  five	
  cases.	
  

•  The	
  methodology,	
  however,	
  is	
  not	
  clear	
  or	
  
acSonable.	
  



MarSnez-­‐Olvera	
  and	
  Shunk	
  (2006),	
  “Comprehensive	
  framework	
  
for	
  the	
  development	
  of	
  a	
  supply	
  chain	
  strategy”	
  

Desirable	
  
Supply	
  
Chain	
  

Strategy	
  for	
  
Model	
  1	
  

Desirable	
  
Supply	
  
Chain	
  

Strategy	
  for	
  
Model	
  2	
  

Current	
  
Supply	
  
Chain	
  

Strategy	
  
of	
  a	
  Firm	
  

E1:	
  Units	
  of	
  effort	
  required	
  
to	
  migrate	
  from	
  the	
  current	
  
strategy	
  to	
  that	
  of	
  Model	
  1	
  

E2:	
  Units	
  of	
  effort	
  required	
  
to	
  migrate	
  from	
  the	
  current	
  
strategy	
  to	
  that	
  of	
  Model	
  2	
  

E1	
  

E2	
  

Migrate	
  to	
  model	
  that	
  requires	
  
smaller	
  cost	
  of	
  migraRon	
  in	
  
terms	
  of	
  units	
  of	
  effort.	
  



Hilletokh	
  (2008,	
  p.28)	
  

“a	
  differenSated	
  SC	
  strategy	
  basically	
  can	
  be	
  
developed	
  in	
  the	
  following	
  four	
  steps:	
  

1.  developing	
  a	
  segmentaSon	
  model;	
  
2.  understanding	
  the	
  market	
  we	
  serve;	
  
3.  understanding	
  the	
  capabiliSes	
  to	
  serve	
  the	
  

market;	
  and	
  
4.  developing	
  necessary	
  SC	
  soluSons”	
  



WHAT	
  WE	
  CAN	
  TAKE	
  AWAY	
  



Why	
  SCS	
  ma^ers	
  

•  When	
  not	
  understood,	
  debated,	
  opportuniSes	
  
are	
  missed.	
  "This	
  tendency	
  to	
  exclude	
  SCM	
  
from	
  the	
  strategic	
  debate	
  coupled	
  with	
  an	
  
unclear	
  understanding	
  of	
  SCM	
  strategy	
  cause	
  
firms	
  to	
  miss	
  exploitable	
  opportuniRes	
  to	
  
increase	
  compeSSve	
  advantage	
  (Stevens	
  
1990,	
  Li	
  et	
  al.	
  2005)."	
  Cited	
  in	
  Narasimhan	
  et	
  
al	
  (2008:3)	
  



Alignment	
  of	
  SCS	
  with	
  the	
  strategy	
  

•  "SCM	
  strategies	
  ...	
  should	
  be	
  aligned	
  with	
  the	
  
overall	
  strategy	
  for	
  the	
  company	
  as	
  well	
  as	
  
the	
  enSre	
  supply	
  chain"	
  (Kotzab,	
  2003:2)	
  

•  “funcSonal	
  level	
  strategies	
  and	
  capabiliSes,	
  
including	
  SCM	
  strategy,	
  should	
  be	
  consistent	
  
and	
  aligned	
  with	
  corporate	
  level	
  strategy”	
  
Narasimhan	
  (2008:5)	
  



Consistency	
  with	
  the	
  top	
  

•  "Succinctly	
  stated,	
  ‘poor’	
  consistency	
  
between	
  corporate	
  level	
  and	
  funcSonal	
  level	
  
strategies	
  might	
  lead	
  to	
  inferior	
  corporate	
  
performance,	
  and	
  ‘good’	
  consistency	
  might	
  
lead	
  to	
  superior	
  corporate	
  
performance”	
  (Narasimhan	
  and	
  Carter,	
  1998)	
  

•  "top	
  level	
  management	
  must	
  be	
  involved	
  in	
  
formulaRng	
  SCM	
  strategies"	
  (Kotzab	
  2003:2)	
  



Cascading	
  nature	
  

•  “SCM	
  strategy	
  could	
  be	
  viewed	
  as	
  part	
  of	
  a	
  
hierarchical	
  chain	
  of	
  strategies	
  ranging	
  from	
  
corporate	
  strategy	
  to	
  business	
  unit	
  strategy,	
  
and	
  to	
  funcSonal	
  level	
  strategies"	
  

•  “This	
  cascading	
  strategy	
  serves	
  to	
  integrate	
  
the	
  supply	
  chain	
  processes	
  with	
  the	
  overall	
  
direcSon	
  of	
  the	
  enterprise	
  and	
  provides	
  
measures	
  for	
  monitoring	
  and	
  execuSon.“	
  

Narasimhan	
  (2008:5)	
  



What	
  is	
  the	
  objecSve	
  of	
  the	
  SCS	
  

•  "the	
  main	
  objecSve	
  of	
  a	
  supply	
  chain	
  strategy	
  
is	
  to	
  achieve	
  customer	
  saRsfacRon	
  as	
  an	
  
output	
  of	
  the	
  supply	
  chain	
  operaSons”	
  
MarSnez-­‐Olvera	
  and	
  Shunk	
  (2006)	
  	
  

•  To	
  fulfill	
  the	
  business	
  strategy:	
  "A	
  firm	
  must	
  
develop	
  strategic	
  objecSves	
  for	
  managing	
  the	
  
supply	
  chain	
  based	
  on	
  overall	
  corporate	
  
objecSves.”	
  Narasimhan	
  (2008:5)	
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