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How can best practice integrated Supply Chain Management help firms achieve and maintain competitive advantage, and why is it rare in today's business organizations?



Introduction Effective supply chain management can impact virtually all business processes, leading to continuous improvements in areas such as data accuracy, reductions in operational complexity, supplier selection, purchasing, warehousing, and distribution. The Supply Chain Management is the most important vector for adding values for firms, which want to cut costs, increase the productivity and optimize the profitability. For the firms, an efficient supply chain is a fundamental element in order to answer in client waiting and to master the production costs and to master the services. That's why, in Supply Chain Management, we must identify what will make the firms more and more profitable, apply process or tools for the supply chain and carry out value-adding program on the whole integrated supply chain.



First of all, we must start by a basic definition of supply chain. It is "a set of three or more organization linked by [...] flows of products, services, finances and information from a source to a customer. Supply chain management, then, involves managing the two-way movement and coordination of goods, services, information, and funds from raw material through end user" said the reading 1 named what everyone needs to Know about SCM. Thanks to this definition, we understand that supply chain management manages the flows between every suppliers and customers. Suppliers need to be connected because they work together. This connection is an important step to achieve competitive advantage. The best practice integrated supply chain is really a source of competitive advantage because it allows, for instance, to lower costs, to give superior customer service and value added services, to be responsive and flexible, or to be innovative.



Consequently, an integrated Supply Chain Management is a good way to have competitive advantage for many reasons. An integrated supply chain allows to different entities to work together. It is important to link these entities in order to help them to collaborate. What a well-integrated supply chain is looking for is a better collaboration. Indeed, a good collaboration means that the firms which are working together have to make some commitments. The collaboration shows also the high level of financial and commercial complexity and the high level of strategic importance. I think that this collaboration is the best way to have competitive advantage because the more they collaborate, the more they are interdependent, the less they are in conflict, the best they work. However, we must notice that a blind partnership is not profitable too; and in the supply chain, the happy medium must be found.



That's the reason why the most important thing in the supply chain management is to find and/or to adapt a good supply chain to each firms. There isn't one supply chain management but many. Therefore, we must manage an integrated supply chain in order to be competitive. For instance, in the Zara's case, instead of going bankrupt after a important order, which was canceled, the Mr. Ortega decided to open a shop and his business have been working. How did he succeed in? He decided to create a supperresponsive supply chain. To do that, he organized his system in three principles, says the reading 3 named rapid fire fulfillment : to close the communication loop, to stick a rhythm across the entire chain and to leverage the capital assets to increase supply chain flexibility. In comparison to his competitors like Gap and H&M, his supply chain is very inventive and even "crazy". However, we can't deny his success: he succeeded in creating an integrated supply chain by inventing a new model. Zara can control what happens to his products until the customer buys it.



Many firms can follow the products until the customer; yet, they can't reach what the customers think about the products. Firms must use the feedbacks, whom the customers send. Thus, firms must use an integrated supply chain, which organizes the reception of the feedbacks. Indeed, we know that less than



5% of dissatisfied customers complain. This number is very small and it stops the firms from improving their supply chains and their products. It is a negative point for the clients likewise because if the supply chain management doesn't work better, they can't have better products and neither better price. That's why; I think that firms must know whether the customers are satisfied in order to always improve their competitive advantage. For example, at the end of the supply chain operations, quality circles could be organized to receive the feedbacks I was talking about. Actually, the satisfaction of the customer is very important because re-gaining a lost customer costs the price of twenty-five customer. As the firms are "customer-driven", they are able to create the perfect order.



This relation with the customer is a part of the service, which must be given to be competitive; but, what create the value of a product? It is also the service. What do a firm if his competitors lower the price or are more flexible? You can organize your supply chain in order to offer more services. For example, you can have the best price ever seen, if you receive the product one month later (because the product wasn't created before the buying or because their was a mistake in the chain of order), the customers can't be satisfied. In contrary to this, if you offer a rapid shipment, you can sell your products more expensive and the customer will buy it because the service is efficient. Yet, to have a rapid shipment, you must have an efficient supply chain management too. The entire link between the suppliers must work with efficiency. Here are two examples to illustrate this efficiency in shipment. 1. Dell Company has made his success thanks to a well-integrated supply chain. Dell's factories are just assembly factories. It means that they create no components, which are inside the computer. Then, they ship it to consumers thanks to a 4PLs. The client receives the computer within one, two or three days (it depends on the shipment fees). His supply chain is very efficient and allows offering better services. 2. Zara is able to create a new rank of successful closing in two weeks, while the shop of the other closing competitors needs six months. Indeed, the supply chain is well-integrated to reach rapidly the client thanks to a rapid shipment of new products in shops.



We can see in the example of Dell that it is important to use a 3PLs, a 4PLs or outsourcing because you cannot do all by yourself. They help you to maintain a competitive advantage because they have the acknowledge of something you don't have. Furthermore, the IT and the inventive technology help forms to coordinate all the supply chain with a better efficiency.



Thus, best practice integrated supply chain management help firms achieve competitive advantage; however, it is rare in today's business organization. Todays, firms are trying to become global because of three main reasons: free trade, the decline of protectionism, and the global competition. The bigger the firms are, the more complicate the organization of the supply chain is. To cap it all, the supply chain is even more complex. In the global market, firms are trying to cut cost but it is important to keep providing good services. Indeed it is very expensive to collaborate and to coordinate in a global supply chain.



Moreover, it is difficult to reach a global market because there are many different cultures all around the world. So why a successful supply chain will work as well as in Europe than in Asia or in Africa? It is not sure. For example, Zara's supply chain is adapting to the European market because the goal of Zara is to produce his clothing in Europe instead of outsourcing his production in Asia and to cut the shipment cost. Thus, in today's business, doing a global supply chain is complicated. However, if a specific market allows global firms to organize an integrated supply chain, how much will the supply chain management will cost to the firms and finally to the customer. In this case, firms are obliged to use outsourcing, and 4PLs: it means that it is not a choice of the firms for his supply chain, but it is a vital condition to be able to reach the global market. Therefore, it is dangerous because they must loose their core competence.



Then, to be global, firms are sometimes obliged to work with local firms because of the law. Indeed, in countries like China, firms are obliged to create a joint venture to set up a plant in the country. Firms are attracted by this country because the salary is very low; and, as I said being global means “expensive”.



Today, it is difficult to have an integrated supply chain management; but the role of the supply chain is to adapt to the different situation.
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