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FINANCE GLOBAL LOGISTICS MANUFACTURING PROCUREMENT [STRATEGY] TECHNOLOGY

“WE ARE IN CHAOS.” That was how “Janet,” the
newly appointed divisional vice president of supply
chain for one of my clients, described the business
challenges facing her organization. Based on observa-
tions from her first four weeks on the job, she believed
that her employer, a food manufacturer, was suffering
as a result of several major problems affecting the
North American division she headed. (At the com-
pany’s request, we will not use its name or those of its
executives in this article.)

Janet’s first observation was that while the division
formally segmented customers into three categories—
key accounts, large national accounts, and everybody
else—the supply chain team still treated every cus-
tomer the same way: as a high priority.

For example, the customer service group spent a lot
of time each day prioritizing which customers would
get the available inventory. The warehouse then went
to great pains to pick, pack, and ship orders as quick-
ly as possible. Finally, the transportation department
expedited delivery of the orders. All this for many
customers that didn’t ask, may not have cared, and
certainly did not pay for that level of service.
Moreover, despite those painstaking efforts, the divi-
sion frequently created relationship problems with its
largest customers because it blindly gave inventory
that the big accounts wanted to a first-time customer
that never ordered the product again.

Another observation was that the division had no
agreed-upon means of managing its overall supply
chain performance. Finance, manufacturing, plan-
ning, customer service, logistics, and purchasing all
had their own sets of measures and targets. Unit cost,
inventory turns, customer service levels, head count,
material cost, and forecast accuracy were all managed
independently and many times were in competition
with one another.

Making matters worse, the division and corporate
organizations were not synchronized relative to fore-
casts and planning. Every month, the division’s
finance department put together a financial projec-
tion at one operational level, the forecasters planned
demand at another level, and the inventory planners
set up safety stock and storage locations at yet anoth-
er level. The manufacturing schedulers worked on a
different scale, often manufacturing in quantities that
were beneficial in terms of unit cost but without con-
sidering whether those products were needed by cus-
tomers. And last, buyer/planners often purchased
product based on their objective of reducing the pur-
chase price.

Janet also noted that supply chain processes were
informal at best and tended to align with functional
silos, including customer service, transportation,
inventory planning, forecasting, manufacturing, pur-
chasing, and finance. Senior management seemed to

In this real-life story, a consumer products company uses

the SCOR model to improve its supply chain performance

and change the way it approaches problem solving.

[BY PETER L. BOLSTORFF]

to control
From chaos
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[FROM CHAOS TO CONTROL]

spend more time defending its own turf than protect-
ing the division’s market share and profitability.

Moreover, because department leaders did not show
knowledge, appreciation, and at times, respect for the
supply chain tasks performed prior to and following
their own organizations’ tasks, there were conflicts
over company goals. The decisions about whether to
do large or small manufacturing runs were often at
odds with inventory targets. Economic order quanti-
ties to achieve low purchase prices often undermined
shorter lead times that were intended to support
greater flexibility. Meanwhile, customer service rules
that encouraged expediting frequently conflicted with
goals for improving picking and packing efficiency.

Janet’s final observation concerned software utiliza-
tion. The company implemented an enterprise
resource planning (ERP) system, but the division used
less than half of that system’s installed functionality.
Different areas of the division turned off or did not use
the system, claiming that it impeded continuous
improvement and flexibility. Areas such as planning,
scheduling, and order entry were hampered by this
lack of consistency. There was so much variation,
Janet said, that she had counted seven different ways
division employees were using the “customer request
date” field.

The new vice president of supply chain knew she
had to rein in the chaos. To correct the situation,
Janet decided, the division needed to establish supply
chain process discipline, define and align process
ownership, establish common organizational metrics
and goals, and deliver benefits to customers and

shareholders as quickly as possible.

The SCOR Framework
To accomplish those objectives, Janet turned to
SCOR, the Supply Chain Operations Reference
model, to address the situation. SCOR (a registered
mark of the Supply-Chain Council Inc.) combines
business process definitions, metrics, technology, and
leading practices into a single framework to promote
communication among supply chain partners. The
model’s basic objectives are to describe, measure, and
evaluate supply chain configurations by using stan-
dard process definitions and metrics, with the goal of
supporting continuous improvement and strategic
planning. Editor’s Note: To get the greatest benefit
from this article, readers may find it helpful to learn
more about the SCOR model. An overview of the
model is available through the Supply-Chain
Council’s web site (www.supply-chain.org).

SCOR includes three levels of process detail: Level
1 defines the scope and content for the SCOR model,
Level 2 assesses the type of supply chain configura-
tion, and Level 3 identifies details of process ele-
ments, performance attributes, and required systems.

Under the SCOR model, the supply chain is
defined as five integrated processes: PLAN,
SOURCE, MAKE, DELIVER, and RETURN—from
the supplier’s supplier to the customer’s customer, and
all aligned with a company’s operational strategy,
material, work, and information flows. These rela-
tionships are shown in Figure 1. 

For all its power and flexibility, however, the SCOR

[FIGURE 1] THE SCOR FRAMEWORK

The Supply-Chain Operations Reference (SCOR) Model encompasses five management processes, stretching from the sup-
plier’s supplier to the customer’s customer. 

[SOURCE: SUPPLY-CHAIN COUNCIL INC. COPYRIGHT 2006. USED WITH PERMISSION.]
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model is still just a series of definitions for processes,
metrics, and practices. Simply putting a name to a
concept won’t save a dime. To turn principle into
action, it is necessary to also include effective change
management, problem-solving techniques, project
management discipline, and business process engi-
neering techniques.

I was brought in as a consultant by Janet to help her
company implement the SCOR model. The approach
we used followed the six-step Supply Chain
Excellence process1, which I believe every company
involved in a supply chain project must undertake to
achieve success: 

1. Educate for support
2. Discover the opportunity
3. Analyze the basis for competition
4. Design material flow
5. Design work and information flow
6. Implement planning and project portfolio 

development
What follows is a brief overview of the SCOR imple-

mentation and the results Janet’s division achieved
within the Supply Chain Excellence framework.

1. Educate for support
In this case, as with other projects I’ve worked on, the
most important task before getting started was gaining
organizational support. To do this, a company must
first choose and educate an executive sponsor and a
core steering team for the project. Second, it must
make sure to understand the project methodology,
deliverables, and expected benefits. This background
is essential in order for the leadership team to make
an informed “go” or “no go” decision. Once the com-
pany leadership has decided to move the project for-
ward, the budget, timeline, resources, and project
leadership can be assembled and approved.

Janet’s executive sponsor was the president of her

division. Her core steering team included the corpo-
rate chief information officer, the division vice pres-
ident of manufacturing, the corporate director of
global sourcing, general managers for two of her divi-
sional businesses, and the division’s chief financial
officer. Her project leader was one her divisional
materials managers.

For Janet’s company, the “go” decision was easy
because it offered a proven method, a project cost of
US $80,000, and a potential annualized profit
improvement of between US $7.5 million and US
$15 million (on US $500 million in annual rev-
enues). The sponsor and steering team selected the
project team, which included members from four divi-
sional manufacturing plants, the corporate trans-
portation department, and divisional customer
departments encompassing customer service, plan-
ning, and warehousing.

2. Discover the opportunity
In tackling a project of this scope, it is critically
important to define the total number of supply chains
served by the company, and then prioritize them
based on revenue, inventory level, gross profit, num-
ber of stock-keeping units (SKUs), and unit volume.
The project team has to be selective, analyzing the
smallest number of supply chains that will represent
most of the important issues and whose projects can
be broadly implemented among the rest. The phrase
“think big, act small, and scale fast” is a good way to
summarize this approach.

Shortly after getting under way, Janet’s project team
developed its supply chain definition matrix, shown
in Figure 2. Using the corporation’s newly defined
customer-segmentation strategy and criteria, the team
identified eight customer groups: six individual key
accounts plus two larger customer channels. Team
members used their highest-level product groups to

Division
Supply Chain
Definition
Matrix

Pr
od

uc
ts

Family A

Family B

Family C

Family D

Family E

Key
Account

Customer
A

X

X

Key
Account

Customer
B

X

X

X

X

Key
Account

Customer
C

X

X

X

X

Key
Account

Customer
D

X

X

X

Key
Account

Customer
E

X

X

X

Key
Account

Customer
F

X

Critical
Customer
Channel

X

X

X

X

X

Other
Customer
Channel

X

X

X

X

Customer/Market Channels

[FIGURE 2] THE DIVISION’S SUPPLY CHAIN DEFINITION MATRIX

Using this matrix, the division categorized its customers and products to prioritize them for analysis and process improvement. 

[FROM CHAOS TO CONTROL]

271918.qxd:aj  8/5/08  8:53 AM  Page 67



[FROM CHAOS TO CONTROL]

categorize their products. Counting each “X” noted in
the definition matrix as an individual supply chain,
they defined 26 supply chains within their division.
After collecting data for each one, they prioritized the
supply chains and concluded that the analytical scope
would focus on the five supply chains represented by
Products A, C, D, and E for Customers
A and E.

3. Analyze the basis for
competition
The next step in the SCE process is to
use the SCOR metrics scheme to
develop a scorecard, which the organi-
zation uses to measure project benefits
and manage its ongoing supply chain
performance. The elements of a score-
card include metrics definitions, actual and benchmark
data, and strategic competitive requirements.

The divisional scorecard (Figure 3) was the first
time the leadership team had seen all of the key
measures on one page. Moreover, many of them had-
n’t viewed their organizations’ performance in com-
parison with others. The project team used informa-
tion obtained from the Supply-Chain Council, the
Manufacturing Performance Institute (www.mpi-
group.net), the business research firm Hoover’s Inc.

(www.hoovers.com), and the Warehousing
Education and Research Council (www.werc.org) as
sources for the benchmark comparisons.

After digesting the data, the team came to several
conclusions. First, even when both customer and
company had agreed on a “commit” date for order

shipment, the company’s performance
was below parity—that is, worse than
average—and it was far below the
competitive target (highlighted in yel-
low). Second, the division did not
have a very good measurement system
in place for suppliers’ delivery perform-
ance. Third, suppliers and the manu-
facturing plants were not very flexible
in response to unplanned demand
spikes. And fourth, the total supply

chain management cost provided the division with an
initial idea of the financial impact of its “one size fits
all” cost-to-serve model.

4. Design material flow
The fourth step in the SCE program is to design a
more efficient material flow, in particular identifying
product movement issues and strategies. There are
four commonly used analytical tools in this phase:

▪ A map showing the location of the company’s

MTO = make to order MTS = make to stock

Primary Industry Benchmark
ComparisonsDivisional Scorecard

1-Nov-07

Ex
te

rn
al

In
te

rn
al

Performance Attribute
or Category

Parity
50th percentile

Supply chain
delivery reliability

Supply chain
responsiveness

Supply chain flexibility Upside supply chain
flexibility
Total supply chain
management cost

Cash-to-cash cycle time

Inventory days of supply

Supply chain asset
management
efficiency

SCOR Level 1 Metrics Actual

50%

80%

Not
measured

25

5

30

90

12%

100

85%

90%

90%

30

10

10

45

130

70

10%

100

Advantage 
70th percentile

90%

95%

95%

20

5

5

30

110

8%

80

Superior
90th percentile

95%

99%

99%

10

3

3

15

90

6%

60

Perfect order fulfillment
CUSTOMER REQUEST

Perfect order fulfillment
CUSTOMER COMMIT

Perfect order fulfillment
SUPPLIER COMMIT

Order fulfillment cycle time
CUSTOMER MTO

Order fulfillment cycle time
CUSTOMER MTS

Order fulfillment cycle time
SUPPLIER MTS

[FIGURE 3] THE DIVISION’S SCORECARD

The divisional scorecard includes actual performance, benchmark data, and competitive performance requirements (highlight-
ed in yellow). Benchmark data is for illustration purposes only.
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plants and distribution centers, as shown in Figure 4.
▪ The SCOR Level 2 process classification, which

characterizes the type of supply chain strategy that a
company is using. This is determined based on
whether a company makes its product “to stock,” “to
order,” or “engineered.”

▪ A metric defect analysis, which uses data to cate-
gorize reasons for poor performance against metrics
listed on the scorecard.

▪ A one-day “brainstorm event,” a session in which
participants use the defect analysis to devise projects
that will solve problems. The brainstorm event also
estimates the beneficial effect of each project.

At the conclusion of this phase, a project team has
a list of projects aimed at improving the physical
material flow as well as a first estimate of the improve-
ment value of each project.

Figure 4 illustrates Janet’s division’s actual material

Raw material
suppliers (D2)

Intermediate
manufacturing
(S2, M1, M2,

D1, D2)

Primary
manufac-
turing 2
(S2, M1)

Primary
manufacturing 1
(S2, M1, M2, D2)

Contract
manufacturers

(S2, M1, M2, D2)

DC West
(D1)

DC East
(D1)

Customers
A and E
“ship to”
locations
(S1, S2)

Primary
manufacturing 3
(S2, M1, M2, D2)

[FIGURE 4] “AS IS” GEOGRAPHIC MAP

P.O. = purchase order ATP = available to promise

                1
Deliver – Sales Order
Process Performance
Summary

Order entry date

Order confirmation

Order confirmation

Shipment created

Order “goods issued”

Order invoiced

        2

SCOR
Element

DX.1 to DX.2

D1.3

D2.3

DX.4 to DX.7

DX.9 to DX.11

DX.15

                                 3

Input-Output

Customer P.O. date to SYSTEM sales order
create date

Backorder processing – ATP confirmation

Backorder processing – ATP confirmation

SYSTEM delivery document create date to 
SYSTEM shipment document create date

SYSTEM shipment create date to SYSTEM 
goods movement date

Goods movement date to invoice date

      4

Process
Efficiency

   7.5%

   100%

    1%

    2%

    4%

   0.3%

      6

Leading
Practice

    70%

    40%

    40%

    75%

    75%

    60%

        7

Transaction
Volume

     2,200

     2,200

     2,200

     2,200

     1,000

     1,000

   8

Event
Time

  15

  10

  15

  20

 100

    5

   9

Average
Elapsed Time

      200

       10

     1,500

     1,000

     2,500

     2,000

   5

Yield

 10%

 80%

 20%

 30%

 95%

 95%

[FIGURE 5] PROCESS PERFORMANCE SUMMARY

The process-performance summary illustrates process effectiveness using the SCOR Level 3 elements.

[FROM CHAOS TO CONTROL]

This “as is” map includes SCOR Level 2 process classification for Products A, C, D, and E shipped to Customers A and E.
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flow of products A, C, D, and E from sup-
pliers to customer A’s and customer E’s
“ship to” locations. It also includes the
SCOR Level 2 process classifications. S1,
M1, and D1 indicate that the location is
sourcing, making, and delivering stocked
product. S2, M2, and D2 indicate that the
location is sourcing, making, and deliver-
ing to order.

Using the map plus the defect analysis
for each scorecard metric, the project
team identified six major problems by the
end of the brainstorm event. First, the
group determined that there was a strategy
mismatch between raw material suppliers
and all four of the company’s manufactur-
ing sites. The suppliers were delivering
primarily to order, while the factories were
expected to make some products to stock.
In fact, the extended lead times identified
in the scorecard were causing excess raw
material inventory in the plants and ham-
pering the flexibility needed for adjusting
to big swings in the forecast.

Second, the quality-assurance cycle
time for the product added to lead times;
reduced supply chain flexibility for
responding to unplanned demand spikes;
and increased both warehouse expense
and inventory carrying costs in all four manufacturing
plants, and in some cases, the four distribution cen-
ters. Third, unique product designs were limiting flex-
ibility and therefore the company’s ability to use more
common and available components. This affected raw
material inventory and raw material warehousing
expenses. Fourth, storage of commonly used, semi-fin-
ished materials and components was not planned or
stocked in aggregate because each plant managed its
own supply. Fifth, production rejects were contribut-
ing to storage issues and problems with slow-moving
and obsolete inventory. 

5. Design work and information flow
This step of analysis focuses on identifying process
and transactional flow issues. There are three com-
monly used analytical tools in this phase. The first is
the so-called “staple yourself to an order” interview.
Based on a customer service concept described in a
Harvard Business Review article, this method analyzes
overall efficiency by following the step-by-step
progress of an order. The second tool is the SCOR
Level 3 process diagram, which allows the project
team to study the process components of a supply
chain. A team uses this method to examine how the
seemingly disparate processes fit together, noting dis-
connects, missing steps, and other problems. The

third tool is the leading practice assessment. This is
an analytical technique that attempts to rate the
maturity of a company’s supply chain processes using
descriptions of minimum standards and leading prac-
tices. A team conducts the assessment by comparing
the company’s own practices to an industry standard,
noting gaps and areas for improvement.

Finally, a team takes these results and compiles an
overall process-performance summary. Figure 5 illus-
trates Janet’s team’s process-performance summary for
analysis of sales orders under the SCOR Deliver
processes. The contents of each of the nine columns
includes the following:

1. ERP system transactions.
2. The corresponding SCOR Level 3 elements.
3. Events in the system that help measure the

elapsed time.
4. Process efficiency—the event time (from the

eighth column) divided by the average elapsed time
(in the ninth column).

5. Yield—estimates the percentage of transactions
that are perfect, meaning they require no rework. 

6. The maturity of the process, using a leading-prac-

Process Category Diagram

D1.4
Consolidate

orders

D1.3
Reserve

inventory and
determine

delivery date

D1.2
Receive,

enter, and
validate
order

D1.1
Process
inquiry

and quote

D1.5
Build loads

D1.6
Route

shipments

D1.7
Select

carriers
and rate

shipments
From make
or source

D1.11
Load vehicle
and generate

shipping
documentation

D1.10
Pack product

D1.9
Pick product

D1.8
Receive

product from
Source
or Make

D1.12
Ship product

D1.13
Receive

and verify
product by
customer

D1.14
Install

product

D1.15
Invoice

[FIGURE 6] SCOR LEVEL 3 PROCESS MAP

After it created this process map, the project team used
the results to identify projects that would improve transac-
tional productivity.
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tice-assessment tool. In this case, the team picked the
Council of Supply Chain Management’s (CSCMP)
Supply Chain Management Process Standards for
Deliver Processes.2

7. Transaction volume—the number of transactions
analyzed as part of the data collection.

8. Event time—the amount of time required to per-
form the step, excluding wait time.

9. Average elapsed time—the amount of time from
the beginning to the end of a task, including wait
time.

Using an agreed-upon grading scale, the team
determined which processes were ineffective or miss-
ing (shown in pink), in need of a focused optimization
effort (marked in yellow), or good enough to be left in
the continuous improvement category (green). Figure
6 is the corresponding SCOR Level 3 process map for
the D1—Deliver Stocked Product strategy. The team

assembled similar process-performance summaries and
maps for D2—Deliver Make-to-Order Product and
for four other major transactions, including fore-
casts, work orders, purchase orders, and stock-
replenishment orders.

The team generated additional observations by
looking at the supply chain from a transactional
point of view. First, they found that they were using
the principles of sales and operations planning
(S&OP) to run day-to-day and week-to-week order
commitments and consequently didn’t address
longer-term issues regarding demand and supply bal-
ancing. Next, while “available to promise” (ATP)
was effective for the D1—Deliver Stocked Product
strategy, it did not do a good job of checking avail-
ability of and allocating component material for the
D2—Deliver Make-to-Order Product strategy. In
addition, the team needed to set ATP checking,

Project Portfolio

                            Scorecard Baseline               50%           25          30       90              $60,000

Project 1 – Implement a supplier-                10        30  $ (700)
performance management process

Project 2 – Optimize quality-                3          10  $ (200)
assurance cycle time

Project 3 – Evaluate and recommend          $ (100)
products for design simplification

Project 4 – Optimize stocking strategy for 
common use work-in-process inventory

Project 5 – Eliminate production rejects              5  $ (200)

Project 6 – Formalize the division sales         $ (800) 
and operations planning (S&OP) process

Project 7 – Improve component material                1         10  $ (300)
availability and allocation for MTO sales orders

Project 8 – Incorporate service strategy                   20%       $ (300)
into ATP based on customer priority  

Project 9 – Improve productivity of                   5%             1      $ (100) 
warehouse transactions

Project 10 – Implement EDI with targeted                   2% 
accounts

Project 11 – Synchronize tactical planning                 20%       $ (250) 
processes with production attainment 
and inventory goals

                     Portfolio Benefit Summary                47%            5          10       55  $ (2,950)

                     Project Performance Level                97%           20          20       35  $57,050

Perfect Order
Fulfillment
CUSTOMER
REQUEST

Order 
Fulfillment
Cycle Time
CUSTOMER MTO

Order 
Fulfillment
Cycle Time 
SUPPLIER

Upside 
Supply Chain 
Flexibility

Total 
Supply Chain 
Management 
Cost (US $000)

MTO = make to order MTS = make to stock

[FIGURE 7] THE PROJECT PORTFOLIO

The division’s project portfolio includes 11 projects that focus on improvements to design processes and to work and
information flow.

[FROM CHAOS TO CONTROL]
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allocation, and rescheduling rules to support the new
customer-segmentation strategy. There also were
opportunities to dramatically improve productivity
in warehouse operations. Finally, the team agreed
that cross-functional planning, scheduling, and man-
ufacturing was absolutely necessary and could no
longer be considered optional. 

6. Implement planning and project portfolio
By this time, Janet’s team had spent 15 weeks figuring
out how to measure supply chain performance, iden-
tifying projects that would improve that performance,
and estimating the overall benefits of those projects
to the business.

The team selected 11 projects to tackle, shown in
Figure 7. Among the top priorities were implement-
ing a supplier-performance management process;
optimizing quality-assurance cycle times for finished
product; and evaluating and recommending opportu-
nities for using standardized materials and compo-
nents in place of less common ones. Another key
project was incorporating a service strategy for ATP
based on customer priority. The company also dedi-
cated efforts toward improving the transactional pro-
ductivity of orders processed in its distribution cen-
ters. Other projects included optimizing a stocking
strategy, eliminating production rejects, formalizing
the division’s S&OP process, improving availability

of component materials, implementing electronic
data interchange (EDI) with targeted accounts, and
synchronizing tactical planning processes with pro-
duction and inventory goals. 

In this last phase of the Supply Chain Excellence
program, the team needed to assemble implementa-
tion resources, timelines, and capital requirements
for each of the 11 projects. Each project needed a
leader, a design team, a steering team champion, and
a system-support team. Janet’s group used a nine-
month implementation timeline, in which the first
two months were devoted to detailed design and con-
figuration of processes and necessary systems. The
next two months focused on process and system
pilots, and the following two months focused on
process and system refinements and a second round
of pilots. The remaining three months were devoted
to implementation.

Janet’s team used two checklists to guide them
through the implementation. The first (Figure 8)
related to the effective launch of each project. The
second (Figure 9), which Janet developed, addressed
how her division’s leadership would manage the proj-
ect portfolio.

The results
One year later, Janet reconvened the project team to
reflect on the results and to plan supply chain
improvements for the next fiscal year. Although the
11 projects offered the company a clear path for
improvement, she said, following that path turned out
to be a bumpier road than she had imagined. Some of
the project timelines slipped, system enhancements
were late, and the leadership team found it more dif-
ficult to transition from old functional habits to new,
process-oriented ones. Moreover, the financial team
had to learn how to manage the benefits of the entire

[FIGURE 8] CHECKLIST FOR AN
EFFECTIVE PROJECT LAUNCH

Each manager had to develop a project-implementation list
that included these five steps.

1. Create an implementation charter
2. Identify the implementation team

3. Review critical deliverables in the project with the 
newly appointed implementation team

a. Scorecard
b. Metric defect analysis
c. Disconnect analysis
d. Transactional productivity
e. “Staple yourself to an order” interview sheets

4. Gain consensus around each project charter
a. Validate assumptions
b. Identify specific cost-center impact of financial 

benefits
c. Set annual performance goals for entire 

implementation team

5. Develop specific deliverables list and organize it in 
the appropriate sequence with expected due dates

6. Set up necessary “review and approve” meetings 
with the leadership team as necessary

[FIGURE 9] DIVISION LEADERSHIP
CHECKLIST

In addition to the individual project managers’ lists, Janet
developed her own program management list.

1. Develop, maintain, and report scorecard results

2. Establish a repository of lessons learned, best
practices, and additional opportunities

3. Review project status with project leaders

4. Facilitate leadership team updates

5. Model the transition from functional management to
effective process management

6. Assemble an annual supply chain strategy
process-improvement plan

7. Assemble and conduct a process audit
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project portfolio rather than judge success
or failure on the basis of a single project.
And finally, the entire leadership team
needed to learn how to manage using the
scorecard.

As Figure 10 shows, despite those diffi-
culties, 12 months of hard work paid off.
For instance, the division managed to cut
US $2.6 million in costs while improving
delivery and cycle-time performance.
Perfect-order fulfillment improved from
50 percent to 87.5 percent, and the sup-
pliers’ order-fulfillment cycle time
declined from 30 days to 15 days.

Janet noted that the results met or
exceeded targets even though not all of the
projects were complete. She also got posi-
tive feedback from beyond her division. For
example, improved customer confidence in
the division’s supply chain capability was
starting to open new doors for the sales
team. And the more customers talked
about the value of “total delivered cost,”
the more the sales team was motivated to
understand, support, and even recommend
improvements. Moreover, some company
executives believe that
in the next year of the
implementation, supply
chain improvements
will contribute growth
of up to 10 percent in
new business, including
growth in the share of
business with key
accounts.

Lastly, Janet described
the organizational impact of getting everybody rallied
around achieving supply chain excellence. A year earli-
er, managers were spending their time accusing each
other and holding contentious meetings behind closed
doors whenever they discovered a supply chain per-
formance problem. Today, the people who work in
Janet’s company cooperatively measure performance,
identify concerns, and resolve problems together. �

Endnotes:
1. The author’s book, Supply Chain Excellence: A Handbook for

Dramatic Improvement Using the SCOR Model, 2nd Edition
(AMACOM, 2007), provides more details about the six steps he
recommends.

2. Supply Chain Management Process Standards—Deliver is one of
a six-part series of guidelines for self-assessing the strengths and
weaknesses of current processes, published by the Council of
Supply Chain Manage-ment Professionals. The standards are
available individually or as a complete set at cscmp.org.

______

PETER BOLSTORFF IS THE PRESIDENT AND
CHIEF EXECUTIVE OFFICER OF THE CON-
SULTING FIRM SCE LIMITED. HE MAY BE
CONTACTED AT PETERBOLSTORFF@
SCELIMITED.COM. WWW.SCELIMITED.COM

Divisional Scorecard  Portfolio 12-Month
After 12 Months  Baseline Result

Perfect-order fulfillment 
request (customer)

Order-fulfillment cycle time 
(customer – blended MTS, 
MTO in days)

Perfect-line fulfillment commit 
(supplier)

Order-fulfillment cycle time 
(supplier) in days

Upside supply chain 
management flexibility in days

Total supply chain management 
cost reduction (US $000)

MTO = make to order MTS = make to stock

50%

25

NA

30

90

$ 2,950

87.5%

20

85%

15

45

$ 2,654

[FIGURE 10] THE DIVISION’S SCORECARD, 
ONE YEAR LATER

After 12 months, the division showed notable improve-
ment in most categories.

Reprinted with permission from CSCMP’s Supply Chain Quarterly, Quarter 2/2008. ©2008 Supply Chain Media
All rights reserved. Visit our website at www.SupplyChainQuarterly.com. FosteReprints: 866-879-9144, www.reprintmarketing.com.

[FROM CHAOS TO CONTROL]

271918.qxd:aj  8/5/08  8:53 AM  Page 73


