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Basic Concepts of
 Supply Chain Management

After reading this chapter you will be able to
• Appreciate what a supply chain is and what it does

• Define the different organizations that participate in any supply chain

• Discuss ways to align your supply chain with your company business strategy

• Start an intelligent conversation about the supply chain management issues in your company

Supply chains encompass the companies and the business activities needed to design, make, deliver, and use a product or service. Businesses depend on their supply chains to provide them with what they need to survive and thrive. Every business fits into one or more supply chains and has a role to play in each of them.

The pace of change and the uncertainty about how markets will evolve has made it increasingly important for companies to be aware of the supply chains they participate in and to understand the roles that they play. Those companies that learn how to build and participate in strong supply chains will have a substantial competitive advantage in their markets.

Nothing Entirely New. . . Just a Significant Evolution

The practice of supply chain management is guided by some basic underlying concepts that have not changed much over the centuries. Several hundred years ago, Napoleon made the remark, “An army marches on its stomach.” Napoleon was a master strategist and a skillful general and this remark shows that he clearly understood the importance of what we would now call an efficient supply chain. Unless the soldiers are fed, the army cannot move.

Along these same lines, there is another saying that goes, “Amateurs talk strategy and professionals talk logistics.” People can discuss all sorts of grand strategies and dashing maneuvers but none of that will be possible without first figuring out how to meet the day-to-day demands of providing an army with fuel, spare parts, food, shelter, and ammunition. It is the seemingly mundane activities of the quartermaster and the supply sergeants that often determine an army’s success. This has many analogies in business.


The term “supply chain management” arose in the late 1980s and came into widespread use in the 1990s.Prior to that time, businesses used terms such as “logistics” and “operations management” instead. Some definitions of a supply chain are offered below:

• “A supply chain is the alignment of firms that bring products or services to market.”—from Lambert, in his book Fundamentals of Logistics Management (Lambert, Douglas M., James R. Fundamentals of Logistics Management, Boston, MA: Irwin/McGraw-Hill, Chapter 14)
• “A supply chain consists of all stages involved, directly or indirectly, in fulfilling a customer request. The supply chain not only includes the manufacturer and suppliers, but also transporters, warehouses, retailers, and customers themselves.”—from Chopra in his book Supply Chain Management: Strategy, Planning, and Operations. (Sunil, and Peter, 2001, Supply Chain Management: Strategy, Planning, and Operations).
• “A supply chain is a network of facilities and distribution options that performs the functions of procurement of materials, transformation of these materials into intermediate and finished products, and the distribution of these finished products to customers.”—from Harrison at Penn State University in his article An Introduction to Supply Chain Management published at

http://silmaril.smeal.psu.edu/supply_chain_intro.html

If this is what a supply chain is then we can define supply chain management as the things we do to influence the behavior of the supply chain and get the results we want. Some definitions of supply chain management are:
• “The systemic, strategic coordination of the traditional business functions and the tactics across these business functions within a particular 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.”—from DeWitt, Nix, Smith, in their article Defining Supply Chain Management in the Journal of Business Logistics 


• “Supply chain management is the coordination of production, inventory, location, and transportation among the participants in a supply chain to achieve the best mix of responsiveness and efficiency for the market being served.”—my own words 
There is a difference between the concept of supply chain management and the traditional concept of logistics. Logistics typically refers to activities that occur within the boundaries of a single organization and supply chains refer to networks of companies that work together and coordinate their actions to deliver a product to market. Also traditional logistics focuses its attention on activities such as procurement, distribution, maintenance, and inventory management. Supply chain management acknowledges all of traditional logistics and also includes activities such as marketing, new product development, finance, and customer service.


In the wider view of supply chain thinking, these additional activities are now seen as part of the work needed to fulfill customer requests. Supply chain management views the supply chain and the organizations in it as a single entity. It brings a systems approach to understanding and managing the different activities needed to coordinate the flow of products and services to best serve the ultimate customer. This systems approach provides the framework in which to best respond to business requirements that otherwise would seem to be in conflict with each other.


Taken individually, different supply chain requirements often have conflicting needs. For instance, the requirement of maintaining high levels of customer service calls for maintaining high levels of inventory, but then the requirement to operate efficiently calls for reducing inventory levels. It is only when these requirements are seen together as parts of a larger picture that ways can be found to effectively balance their different demands. 

Effective supply chain management requires simultaneous improvements in both customer service levels and the internal operating efficiencies of the companies in the supply chain. Customer service at its most basic level means consistently high order fill rates, high on-time delivery rates, and a very low rate of products returned by customers for whatever reason. Internal efficiency for organizations in a supply chain means that these organizations get an attractive rate of return on their investments in inventory and other assets and that they find ways to lower their operating and sales expenses.

There is a basic pattern to the practice of supply chain management. Each supply chain has its own unique set of market demands and operating challenges and yet the issues remain essentially the same in every case. Companies in any supply chain must make decisions individually and collectively regarding their actions in five areas:


1. Production—what products does the market want? How much of which products should be produced and by when? This activity includes the creation of master production schedules that take into account plant capacities, workload balancing, quality control, and equipment maintenance.

2. Inventory—what inventory should be stocked at each stage in a supply chain? How much inventory should be held as raw materials, semi finished or finished goods? The primary purpose of inventory is to act as a buffer against uncertainty in the supply chain.  However, holding inventory can be expensive, so what are the optimal inventory levels and reorder points?

3. Location—where should facilities for production and inventory storage be located? Where are the most cost efficient locations for production and for storage of inventory? Should existing facilities be used or new ones built? Once these decisions are made they determine the possible paths available for product to flow through for delivery to the final consumer.
4. Transportation—how should inventory be moved from one supply chain location to another? Air freight and truck delivery are generally fast and reliable but they are expensive. Shipping by sea or rail is much less expensive but usually involves longer transit times and more uncertainty. This uncertainty must be compensated for by stocking higher levels of inventory. When is it better to use which mode of transportation?

5. Information—how much data should be collected and how much information should be shared? Timely and accurate information holds the promise of better coordination and better decision making. With good information, people can make effective decisions about what to produce and how much, about where to locate inventory and how best to transport it.


The sum of these decisions will define the capabilities and effectiveness of a company’s supply chain. The things a company can do and the ways that it can compete in its markets are all very much dependent on the effectiveness of its supply chain. If a company’s strategy is to serve a mass market and compete on the basis of price, it had better have a supply chain that is optimized for low cost. If a company’s strategy is to serve a market segment and compete on the basis of customer service and convenience, it had better have a supply chain optimized for responsiveness. Who a company is and what it can do is shaped by its supply chain and by the markets it serves.
How the Supply Chain Works
 Two influential source books that define principles and practice of supply chain management are The Goal (Godard，Elijah M., 1984, The Goal，Great Barrington, MA: The North River Press Publishing Corporation); and Supply Chain Management: Strategy, Planning, and Operation by Sunil Chopra and Peter . The Goal explores the issues and provides answers to the problem of optimizing operations in any business system whether it be manufacturing, mortgage loan processing, or supply chain management. Supply Chain Management: Strategy, Planning, and Operation is an in-depth presentation of the concepts and techniques of the profession. Much of the material presented in this chapter and in the next two chapters can be found in greater detail in these two books.

The goal or mission of supply chain management can be defined using Mr. Godard’s words as “Increase throughput while simultaneously reducing both inventory and operating expense.” In this definition through put refers to the rate at which sales to the end customer occur. Depending on the market being served, sales or throughput occurs for different reasons. In some markets customers value and will pay for high levels of service. In other markets customers seek simply the lowest price for an item.
As we saw in the previous section, there are five areas where companies can make decisions that will define their supply chain capabilities: Production; Inventory; Location; Transportation; and Information. Chopra and Menial define these areas as performance drivers that can be managed to produce the capabilities needed for a given supply chain. 

Effective supply chain management calls first for an understanding of each driver and how it operates. Each driver has the ability to directly affect the supply chain and enable certain capabilities. The next step is to develop an appreciation for the results that can be obtained by mixing different combinations of these drivers. Let’s start by looking at the drivers individually.

Production

Production refers to the capacity of a supply chain to make and store products. The facilities of production are factories and warehouses. The fundamental decision that managers face when making production decisions is how to resolve the trade-off between responsiveness and efficiency. If factories and warehouses are built with a lot of excess capacity, they can be very flexible and respond quickly to wide swings in product demand. Facilities where all or almost all capacity is being used are not capable of responding easily to fluctuations in demand. On the other hand, capacity costs money and excess capacity is idle capacity not in use and not generating revenue. So the more excess capacity that exists, the less efficient the operation becomes.
      Factories can be built to accommodate one of two approaches to manufacturing:

1. Product focus—A factory that takes a product focus performs the range of different operations required to make a given product line from fabrication of different product parts to assembly of these parts.

2.  Functional focus—A functional approach concentrates on performing just a few operations such as only making a select group of parts or only doing assembly. These functions can be applied to making many different kinds of products.

   A product approach tends to result in developing expertise about a given set of products at the expense of expertise about any particular function. A functional approach results in expertise about particular functions instead of expertise in a given product. Companies need to decide which approach or what mix of these two approaches will give them the capability and expertise they need to best respond to customer demands.
    As with factories, warehouses too can be built to accommodate different approaches. There are three main approaches to use in ware-housing:

1. Stock keeping unit (SKU) storage—in this traditional approach, all of a given type of product is stored together. This is an efficient and easy to understand way to store products

2. Job lot storage—in this approach, all the different products related to the needs of a certain type of customer or related to the needs of a particular job are stored together. This allows for an efficient picking and packing operation but usually requires more storage space than the traditional SKU storage approach.

3. Cross docking—an approach that was pioneered by Wal-Mart in its drive to increase efficiencies in its supply chain. In this approach, product is not actually warehoused in the facility. Instead the facility is used to house a process where trucks from suppliers arrive and unload large quantities of different products. These large lots are then broken down into smaller lots. Smaller lots of different products are recombined according to the needs of the day and quickly loaded onto outbound trucks that deliver the products to their final destination.
参考文献出自：http://wenku.baidu.com/view/60e8051cfad6195f312ba61a.html?from=rec&pos=2&weight=28&lastweight=22&count=5
供应链管理的基本概念
阅读本章后,你将可以得到满足:
1.领会并了解供应链是什么和它在做什么。
2.确定不同的组织参与任何供应链。
3.讨论如何使你的供应链与你公司的业务策略匹配。
4.开始一个有关你公司的供应链管理问题的聪明的谈话。

供应链包括公司和商务活动需要设计、制作、发布、和使用的产品或服务。企业依靠自己的供应链，为他们提供他们所需要的生存和茁壮成长。每一项业务都属于一个或多个供应链和扮演着重要角色的他们当中的每一个人。

市场将如何发展变化的步伐和不确定性已经使公司意识到供应链所饰演的角色变得越来越重要。学习如何参与和建立强大供应链的这些公司在各自的市场将有一个实质性的竞争优势。

任何事情都没有全新的。只是一个重要的进化
供应链管理的实践遵循一些基本的概念, 在过去的几个世纪里并没有改变多少。几百年前,拿破仑说了那句话,“一个部队依靠自己的欲望不断前进前进。”拿破仑是一位大师级别的战略家,一个熟练的将军，这句话表明他清楚我们现在所说的一个有效的供应链的重要性。除非士兵是美联储,军队不能移动。
沿着这些相同的路线,还有另一个俗话说"业余爱好者谈论策略和专业人士谈论后勤。“人们可以讨论各种大战略,但没有加上演习是不可能首先找出如何满足军队所需要的燃料、零部件,食物,庇护所,和弹药的日常需要。对军需官来讲一个看似平常的活动的供应中士经常决定一个军队的成功。在商业界有许多与之相似的业务。
术语“供应链管理”一词出现在1980年代晚期,于1990年代得到广泛使用。在此之前,企业使用术语如“物流”和“运作管理”来代替。供应链的一些定义被提供如下:
“供应链的调整，带动企业的产品或服务市场。”-朗伯，在他的书中物流管理基础（杰姆斯·物流管理基础，波士顿，马：欧文/麦格劳希尔，14章）
•供应链的各个阶段,包括直接或间接参地在满足客户要求。供应链不仅包括制造商和供应商, 供应链不仅包括制造商和供应商，也是运输，仓库，零售商，和客户本身。——从乔普拉在他的书中供应链管理：战略，规划和运作。(苏尼尔,彼得,2001,供应链管理战略、规划和运作)。
“供应链的网络设备配置方案执行的职能：采购材料，这些材料转变成中间产品和成品，以及成品分配给这些用户。”——从哈里森在宾夕法尼亚州立大学在他的文章介绍供应链管理出版：
http://silmaril.smeal.psu.edu/supply_chain_intro.html
如果这是一个供应链是我们可以定义供应链管理为我们所做的事情来影响供应链的行为和我们想要的结果。一些定义供应链管理：
如果这是一个我们可以定义供应链管理为我们所做的事情来影响供应链的行为,也得到了我们想要的结果的供应链。一些供应链管理的定义是:
“系统性的，战略性的协调传统业务职能和战术在这些业务功能在一个特定的企业和跨企业的供应链，其目的是改善长期业绩的单个企业和整个供应链。”——德威特，尼克斯，在企业管理学报上其文章中定义的供应供应链管理。
    “供应链管理是协调生产、库存、区位和参与者之间的一个供应链达到最佳的混合反应性和效率的市场是服务。”——用我自己的话来讲
供应链管理的思想和传统观念的物流是有区别的。物流通常是指活动范围内发生的单个组织和供应链网络的公司,是指在一起工作,协调他们的行动提供一个产品推向市场。传统的物流专心于活动,如采购、配送、维护和库存管理。供应链管理承认所有的传统物流,也包括诸如市场营销、新产品开发、财务、客户服务。
从更大范围的供应链的角度思考,这些额外的活动现在被看作是完成客户的要求一部分的工作需要。供应链管理的观点,供应链组织,它作为一个单一的实体。它带来的系统方法来理解和管理不同的活动需要整合流动的产品及服务,来保证最佳的服务和最终的客户。该系统方法提供了一个框架,最好响应商业中的业务需求,否则将可能出现相互抵触的情况。
个别来讲,不同的供应链的要求常常有冲突的需求。例如,要求保持高水平的顾客服务要求保持高水平的库存,但后来需要有效运营的要求降低库存水平。只有当这些要求一起被作成一个较大的供应链，才可以找到方法，有效地平衡不同的需求。

有效的供应链管理需要同时提高客户服务水平和内部经营效率的公司供应链。客户服务在最基础的水平上意味着持续高速的订单满足率，高效、准时的交货率，和无论什么原因产品都以极低的效率被客户返回。对于一个组织内部来讲效率供应链意味着这些组织在库存和其他资产方面得到一个有吸引力的投资回报率,他们会设法降低经营和销售费用。
关于供应链管理这里有一个基本模式来的实践。每一个供应链有其自身特定的市场需求和操作挑战,然而在任何情况下问题的本质都是一样的。公司里任何供应链必须在五个方面决定他们的个人和集体行动：
1.产品——什么产品是市场想要的？哪些产品应该在什么时候生产多少？本次活动包括创造性的主生产计划，还要考虑到工厂的能力，工作量平衡、质量控制和设备的维护保养。
2.存货清单——在供应链的每一个阶段应该有什么样的库存？多少存货应保持为原料、半成品或成品？库存的主要目的是充当缓冲地带在供应链中的不确定性。然而,持有库存可能会很昂贵,那么有什么最优库存和订货点?

3.位置——应该在哪里生产和库存储存设施应该建在哪里?哪里是最符合成本效益的生产和储存地点库存?应该使用现有的设备还是建造新的?一旦这些决定是他们确定可能的路径可供产品流过交付给最终消费者。
4.运输—库存应该如何从一个供应链移动到另一个位置?空运、卡车交货一般快捷、可靠的但是他们是昂贵的。海上运输和铁路是要便宜得多,但通常涉及较长的运输时间和更不确定性。这种不确定性必须补偿需要更高层次的库存。应该在什么时候使用哪种运输方式?
5.信息—多少数据应该被收集又有多少信息应该被分享？及时准确的信息有可能更好的协调和更好的决策。具有良好的信息,人们可以有效的决定对生产和多少,到哪里去找到库存以及如何最好的运输。
这些决定的总和,将确定公司的供应链的能力和效力。一个公司可以做的事情和方式，它可以在其市场竞争中很大程度上依赖于其有效性供应链。如果一个公司的策略是为大众市场,并以价格竞争,最好有一个优化的供应链,使得成本较低的特点。如果一个公司的策略是为一个细分市场中竞争的基础上,对客户服务和方便,它最好有一个供应链优化反应。一个公司，它能够做什么是由其本身的供应链和市场服务来决定的。
供应链如何工作
影响源书，确定的原则和实施供应链管理的目标（高德拉特，埃利亚胡，1984，目标，大巴灵顿，马：北河出版社出版公司）；和供应链管理：战略，规划和运作，苏尼尔乔普拉和彼得。目的探讨的问题和提供解决问题的优化操作任何业务系统，无论是制造，抵押贷款处理，或供应链管理。供应链管理：战略，规划和运作，深入介绍了概念和技术的职业。许多材料在本章和下一章中可以找到更详细的这本书。
供应链管理的目标或任务可以定义使用先生Goldratt的话是“增加产量,同时减少库存和运行费用的目的。“在这个定义是指最终通过降低价格来得到客户。根据市场被供应、销售或者生产量的发生有不同的原因。在某些市场里将会支付客户价值和高水平的服务。在其他市场上客户寻找简单地最低价格的一个项目。
当我们看到在上一节中,有五个地区,公司可以做的决定将定义他们的供应链能力:生产、库存、位置、运输、和信息。乔谱拉和Meindl定义这些地区的绩效驱动可以设法生产能力需要对一个给定的供应链。

有效的供应链管理首先了解每个驱动程序和它如何运作。每个驱动程序有能力直接影响着供应链,使某些能力成为可能。下一步是通过把这些驱动程序混合成不同的组合来获得发展正确的结果,。让我们来开始看看个别的驱动程序。
产品

生产是指的能力，供应链的制造和储存产品。生产设备是工厂和仓库。基本决策管理者决策时所面临的生产决策是如何解决之间的权衡的响应速度和效率。如果工厂和仓库建有大量的过剩产能，他们可以非常灵活和快速反应的大幅波动的产品需求。设施，全部或几乎全部的能力正在使用不可易需求波动。另一方面，容量成本和产能过剩生产能力闲置不用，不产生收入。因此，更多的产能过剩存在，使操作的效率变得更低。
工厂可以制作容纳一两个途径制造:
   1. 产品焦点——一个工厂,需要一个产品集中执行各种不同的操作要求做一个给定的产品从不同的产品零件制造这些零件装配。
2. 功能焦点—— 执行功能的方法集中于几个操作,如只有让一群特定部分或只有做总成。这些功能可以用于制造了许多不同种类的产品。

     一个产品的方法容易导致发展的专业知识与给定的产品以牺牲任何特定的功能的专业知识。结果在功能语法理论的专业知识与专业的特殊功能而不是一个给定的产品。公司需要决定哪些方法或混这两种方法都将给他们的能力和专业知识,他们需要最好的回应客户的需求。

    随着工厂、仓库也可以建造,以适应不同的方法。有三种主要的方法用于仓储业:

1.库存保持单元(SKU)储存——在这传统的的方法,所有的给定类型的产品是保存在一起。这是一个有效率的,易于理解的方式来存储产品。

2.职业小批量储存——依此途径方法,各种不同的相关产品的需求的某一类型的客户或相关需求的一项特殊的工作是保存在一起。这提供了一个有效的选择和包装业务,但通常比传统的包装储存方法需要更多的存储空间。

3.交叉对接——这种做法是沃尔玛在开创的。为了在其供应链内尽力提高效率,。依此途径方法,产品入库实际上并没有在设施。相反设备是用来把从供应商到卡车装卸大量不同的产品储藏在房内。然后把这些大的储存空间是分解成很多较小的储存空间。较小的许多不同的产品是根据重组的一天的需要并迅速载运出站卡车,发货到达他们的目的地。
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