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Abstract

Evidence has shown that organizations seldom achieve the competitive advantage offered by supply chain
management technique. This may be attributed to the fact that current methodologies for analyzing supply chains
are not sufficiently comprehensive, particularly when it comes to understanding the complexities of SCM and
organization performance in an unified context. In addition, researchers have not comprehensively answered key
questions such as what are the linkages between different dimensions of SCM and what are the linkages between
the underlying dimensions of SCM and SCM performance. Gap also exists in terms of understanding of the
relationship between SCM performance measures and organizational performance measures. The study seeks to
address these issues. Based on a comprehensive literature review, a theoretical framework and propositions are
derived. In culmination, the description for possible findings and implications of the study for managers is
considered. Overall, we argue that increased interaction between important constituents of supply chain
management will enhance the organization’s ability to meet desired goals. Finally, directions for future research
are also presented.
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1. Introduction

Despite the increasing amount of attention paid to Supply chain management (SCM) practices by practitioners
and academicians (Donlon, 1996; Malik, Niemeyer & Ruwadi, 2011; Tracey, Lim & Vonderembse, 2005)
failures in effectively implementing SCM practices still exist (Handfield, Krause, Scannel & Monczka, 2000;
Handfield & Nichols, 1998; Moberg, Speh, & Freese, 2003). One of the main reasons for the failure to
successfully implement SCM can be attributed to the fact that there is lack of agreement between researchers as
to what constitutes the critical dimensions of SCM (Chen & Paulraj, 2004a, 2004b; Donlon, 1996; Lambert,
Dastugue, & Croxton, 2005; Li, B.Nathan, R.Nathan & Rao, 2005; Min & Mentzer, 2004; Tan, Lyman & Wisner
2002). Secondly, studies at some point in their analysis clearly mention the need to interlink the SCM
dimensions and the firm performance (Donlon 1996; Lambert, Chen & Paulraj, 2004a, 2004b; Li, B.Nathan,
R.Nathan & Rao, 2005; Tan et al., 2002). Researchers have typically not addressed this issue. Third, supply
chain is complex entity which consists of various echelons, for instance, suppliers, manufacturers, distributors
and consumers (Beamon, 1999). Challenges exist in terms of identifying appropriate performance measures for
the analysis of supply chain (Arzu Akyuz, & Erman Erkan, 2010; Beamon, 1999). Researchers have thus far
been content in limiting their choice of performance measures. For instance, Cohen and Lee (1988) consider cost
as an important measure of supply chain management performance. Customer responsiveness has also been
recognized as an important dimension of SCM performance (Christy & Grout, 1994). In addition, Lee and
Bullington (1993) identify supply chain flexibility as an important measure of SCM performance. Studies have
generally ignored the complexity in levels of supply chain and fail to completely characterize the supply chain
system (Beamon, 1999). In order to capture the construct of performance measure, all the different dimensions of
SCM performance need to be considered simultaneously. In addition, it is recognized that since SCM has firm
level implications and it becomes imperative to measure effects of SCM performance on organizational
performance measures (Green, McGaughey & Casey, 2006). Furthermore the question about which dimensions
of SCM are distinctly related to supply chain performance and finally to firm performance has largely gone
unnoticed (Ansoff & Sullivan, 1993; Bechtel & Jayaram, 1997; Chopra & Meindl, 2001; Harrison & Hoeck,
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2002; Mentzer, Dewitt, Keebler, Min, Nix & Smith, 2001; Mentzer, Min & Zacharia, 2004).
Based on the above discussions this study seeks to investigate the following research questions:
e What are the underlying critical dimensions of SCM?

e  What specific dimensions of SCM are directly related amongst each other and to SCM performance
measures?

e  What specific dimensions of SCM performance are directly related amongst each other and to
organizational performance measures?

2. Motivation and Contributions of the study

The study is of paramount importance to academicians and practitioners as the proposed framework is expected
to uncover many neglected relationships that are of interest to managers. In addition, specific patterns of SCM
practices would also be revealed which would further encourage managers to implement this technique and
possibly improve both SCM and organization performance. The study offers three major contributions. First on a
macro level the uniqueness of the study lies in the fact that no study to date has examined the interrelationships
between critical SCM dimensions, supply chain performance and organization performance in a unified context.
The study seeks to systematically address this issue. Second on a micro level the study seeks to uncover many
potentially neglected areas in SCM literature. The study can also be seen as an answer to the call for research
seeking more investigation into the relationship of strategic purchasing with supply management concepts (Chen
& Paulraj, 2004a; Cousins, 2005; Dyer & Singh, 1988). In addition, as observed by Styles and Amber (2000),
there is a need to study the linkage between supply chain relationships and supply chain performance. This study
is in line with this call for such added investigation. The proposed theoretical framework will also address the
gap in the literature in terms of consideration of more than one performance measure. For instance, as mentioned
by Beamon (1999), flaws existed with supply chain models using only one supply chain performance measure.
Various supply chain performance measures identified in the literature include: cost, time and flexibility (Neely,
Gregory & Platts, 1995). Models using a single performance measure can indicate a lack of attention to other
performance measures (Beamon, 1999). As mentioned by V. Kumar, U. Fantazy, Kumar and Boyle (2006) there
has been a lack of studies demonstrating the relationship between supply chain flexibility and business
performance of organizations. This study can be seen as a step taken to investigate this critical issue. In addition,
as mentioned by Vickery, Calantone, and Droge (1999), there is a need to study existing relationships between
the different dimensions of supply chain management performance. This is important because one performance
dimension may be connected with other performance dimensions and managers can get a better perspective on
interdependent performance dimensions and thereby improve overall performance. Third there has been lack of
studies investigating the linkage between specific SCM practices and SCM performance (Lockamy III &
McCormack, 2004). The integrated framework developed in the current study will address this issue. In addition,
the current study incorporates the dimension of customer responsiveness time as a dimension in the supply chain
performance construct. There has been a call for introduction of this dimension by researchers (Beamon, 1999;
Gunasekeran, Patel & Tirtiroglu, 2001; Lee & Bullington, 1992). Models in the past have only explored limited
dimensions of supply chain performance such as cost (Pyke & Cohen, 1994), and flexibility (Sanchez & Perez,
2005). There is a need to incorporate the customer-oriented performance measure into this evaluation
considering the importance of customer satisfaction in supply chain management strategy (Williams & Visser,
2002).

3. Literature Review
3.1 Identification of supply chain management dimensions and brief description

In order to achieve a competitive advantage, supply chains need to be managed appropriately (Bode, Wagner,
Petersen & Ellram, 2011; Francois & Gilles, 2005; Salvador, Forza, Rungtusanatham & Choi, 2001; Scannel,
Vickery & Droge, 2000). The set of practices developed by an organization to effectively manage the functioning
of a supply chain are known as supply chain management practices (Li, Nathan,B., Nathan,T., & Rao, 2006). An
extensive literature review was carried out to identify different dimensions of the supply chain management
practices. The rationale used in the study followed the selection of supply chain management practices which
cover both the upstream and downstream sides of the supply chain (Celtek & Kaynak, 1999; Li et al., 2005).
Table 1A and Table 1B present some of the studies and commonly identified dimensions under supply chain
management.

Insert Table 1A -here
Insert Table 1B -here
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From Table 1A and Table 1B, it can be said that the literature is divided in terms of selection of different
dimensions for the use in supply chain management practices. Some of the reasons for this gap, mentioned in
different studies, include the increase in length of a survey and the complexity of a measurement instrument if all
the practices were included (Chen & Paulraj, 2004a; S.Li et al., 2005; Min & Mentzer, 2004). In order to capture
the holistic perspective of supply chain management, an extensive analysis of different SCM practices is
required.

From the literature review mentioned in Table 1A and 1B and the above-mentioned rationale, three important
supply chain management dimensions were identified. These dimensions include long term relationships,
concurrent engineering and strategic purchasing. All the above-mentioned dimensions selected from the
literature attempt to explore the supply chain management construct in a holistic manner rather than being
limited only to certain practices covering one particular aspect of the SCM domain. A brief introduction of each
of the three SCM dimensions is presented next.

3.1.1 Long term relationships

The central tenet of long term relationships is the ability to maintain a cooperative relationship between two or
more entities in lieu of mutual economic gains (Krause, Handfield & Tyler, 2007). Organizations engaged in
SCM should constantly monitor the long term relationships dimension of the supply chain. Some of the key
advantages of maintaining long-term relationships include ease of important information sharing between
involved partners, sharing a certain level of trust and improvements in knowledge management and overall firm
level benefits (Griffith, Harvey & Lusch, 2006).

3.1.2 Concurrent engineering

Concurrent engineering deals with the early involvement of suppliers, customers, and buyers during the
product/service design stage (Celtek & Kaynak, 1999). Concurrent engineering also involves simultaneous
working together of different member constituents. This is important in supply chain context. For instance, the
importance of the involvement of customers during the early stages is stressed in many studies (Divett,
Crittenden & Henderson, 2003; Li et al., 2005; Li et al., 2006; Tan et al., 2002; Uncles, Dowling, & Hammond,
2003; Vickery, Jayaram, Droge, & Calantone, 2003). The critical element in concurrent engineering practice is
the simultaneous inclusion of all phases of the related divisions (Jarvis, 1999). This essentially means that during
the product design stage, the customers who are part of the concurrent engineering crossfunctional teams can
voice their opinions along with other functional area members such as marketing, production, and finance and
help in reduction of lead time.

3.1.3 Strategic purchasing

Purchasing has been viewed as an essential component of a firm’s strategic planning process (Castaldi, Ten Kate,
& Den Braber, 2011; Cousins, 2005; Wade, Hartley, Turner & Pierce, 1996). As recognized by Carr and Peterson
(2002), strategic purchasing is an upstream component of supply chain management (SCM). This dimension
involves strategically selecting the suppliers. The construct of strategic purchasing is operationalized in terms of
dimensions such as whether purchasing is aligned with the firm’s strategic orientation, whether purchasing is
carried out while keeping the long-term issues of the firm in mind, and whether the suppliers have adequate
knowledge of the firm’s strategic goals (Chen & Paulraj, 2004a, 2004b). Purchasing is often linked to an
organization’s achieving competitive advantage (Wade et al., 1996).

3.2 Supply Chain Management Performance

The major challenge faced by researchers in Supply Chain (SC) literature is to analyze the SC system’s
performance (Arzu Akyuz, & Erman Erkan, 2010; Beamon, 1999). Often vague terms, such as “adequate” or
“inadequate” are commonly used to quantify performance measures (Beamon, 1999). The analysis of supply
chain performance becomes complex because of different entities involved such as suppliers, manufacturers,
wholesalers, and customers. For the purpose of this study, supply chain management performance is defined as
the multiple measures of performance developed by the organization to gauge the ability of a supply chain to
meet an organization’s long-term and short-term objectives. Table 2 represents results of the literature review.
Based on the literature review, three major SCM performance measures such as SC delivery flexibility, inventory
cost, and customer responsiveness time were identified. A brief description of each of the dimension of SC
performance is presented next.

Insert Table 2 -here

The measurement of SC delivery flexibility is essential to estimate the responsiveness of a supply chain.
Delivery flexibility deals with delivering products which are desired by the customer to the market as quickly as
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possible. The higher the flexibility, the better is the responsiveness of a supply chain. For instance, if the supply
chain is highly flexible, it would continually meet the changing needs of customers and help customers to view
the supply chain favorably (Beamon, 1999; Gunasekaran et al., 2001). The construct of delivery flexibility is
operationalized in terms of ability of supply chain to change or deliver orders according to fluctuations in
demands of customers (Das & Abdel-Malek, 2003; Neely et al., 1995; Sanchez & Perez, 2005; V. Kumar.,
Fantazy, U. Kumar & Boyle, 2006)

From a supply chain perspective, inventory levels should be optimized because maintenance of inventory is
expensive and poses problems (Piplani & Fu, 2005; Stewart, 1995). The inventory cost measure involves
inventory costs associated with scrap and rework of inventory, and is operationalized in terms of costs of held up
finished goods in transit. In addition, the construct is also operationalized in terms of the cost associated with
management of inventory in stocks, and loss of sales due to shortage of inventory accounting for lost sales/lost
production (Agarwal & Shanker, 2002; Gunasekeran et al., 2002).

Customer responsiveness time is an important measure of performance of the supply chain as it involves the
delivery time and the order placement time. This dimension is operationalized in terms of ability of the supply
chain to respond to changes in customer demand and meet timely orders (Beamon, 1999; Edget & Snow, 1997;
Uncles, Dowling, & Hammond, 2003).

3.3 Organization Performance Measures

Organizations implementing SCM have obtained improved performance. Cost savings, increased revenues, and
the reduction of defects in products are some of the chief advantages of introducing supply chain management
(Shin, Collier & Wilson, 2000). It has been demonstrated that business profitability is closely associated with
market and business shares (Buzzel, Gale & Sultan, 1975). Based on the long- term and short-term goals of the
SCM, the organizational performance measures identified were and financial and market performance and
customer satisfaction. In context of SCM, the financial and market performance is operationalized in terms of
market share, return of total assets, annuals sales growth (Tan et al., 1999; Venkatraman & Ramanujan, 1987).
The customer satisfaction dimension is measured by total product value to the customer; meeting quality
standards set by the customer, understanding customer needs, retention of loyal customers and alignment of
organizations goal in terms of customer needs (Fecikova, 2004; Jamal & Naser, 2002).

4. The Integrated Framework and the Propositions

This section of the paper proposes the integrated framework. For the purpose of developing relationships, in
addition to the strategic management literature, operations management literature, marketing literature, and
technology literature were also considered. This approach was used to provide a detailed analysis of the research
questions to be proposed. Figure 1 represents the integrated framework indicating the interrelationships between
SCM dimensions, SCM performance and organization performance. The following subsections explore the
previously mentioned interrelationships in greater detail. The integrated framework provides managers with a
overarching framework for linkages between SCM dimensions, SCM performance, and organization
performance.

Insert Figure 1 -here
4.1 Strategic Purchasing and Long- term Relationships

The benefits of strategic purchasing involve the formation of effective communication channels and developing a
long-term strategic orientation with the supply network for achieving mutual goals (Carr & Pearson, 2002;
Harland, Lamming & Cousins, 1999). The role of purchasing evolved over the years as firms started recognizing
the importance of aligning long-term organizational goals with that of suppliers and effectively communicating
strategic goals to all components of the supply chain. Strategic purchasing involves the formation of a flexible
supply base (Giunipero & Eltantawy, 2004); this helps enhance long term relationships. Communicating a fixed
strategy and exclusively involving the suppliers who meet the strategic requirements of the firm improves
communication and understanding between members of the supply chain, thereby assisting in cultivation of
mutually beneficial long term relationships (Olkkonen, Tikkanen & Alajoutsijarvi, 2000). Accordingly we posit:

Proposition 1a. Strategic purchasing has a positive impact on long term relationships.
4.2 Strategic Purchasing and Concurrent Engineering

One of the important aspects of strategic purchasing involves selecting specific suppliers and maintaining
effective interactions between suppliers and buyers (Campbell, 1985; Cunningham, 1982). Interaction and
communication between different component members at an early stage in product development have been
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deemed important for the success of concurrent engineering practices (Bradley, 1995; Holmes, 1994; Koufteros
et al., 2001; Sharifi & Pawar, 2002). In addition, since the chief emphasis is on improving quality, it is beneficial
to select specific suppliers who meet the quality requirements of the organization. If suppliers have adequate
knowledge of a firm’s strategic orientation, they can contribute to the cross-functional teams by effectively
sharing information (Fergusion, Hartley, Turner & Pierce, 1996). This would lead to further improved
cross-functional team performance in a concurrent engineering context and consequently, the concurrent
engineering performance. The above arguments lead us to the following proposition.

Proposition 1b. Strategic purchasing has a positive impact on concurrent engineering.
4.3 Strategic Purchasing and Reduced Inventory Cost

As mentioned by Carr and Pearson (2002), strategic purchasing offers the firm options to meet the quality levels,
reduction in inventory costs and cycle times. A study by Tracy, Leng, Vondersembse and Bardi (1995) revealed a
significant difference in terms of inventory stocks management between firms utilizing strategic and
non-strategic purchasing in Just-in-Time (JIT) environments. Increased communication between members of the
purchasing and warehouse departments helps in optimizing the levels of inventory. This further helps in the
reduction of costs as members of the purchasing unit can effectively communicate the need to the supplier and
the delivery can be synchronized. Accordingly, we posit:

Proposition lc. Strategic purchasing has a positive impact on reducing the inventory costs.
4.4 Concurrent Engineering and Customer Responsiveness Time

In order to meet the uncertainties in customer demands, concurrent engineering practices have evolved during
the product development stage. In product design, improvement in quality is sought by gathering customer
feedback, reducing the total number of components and, thereby, increasing reliability (Flynn, Sakakibara &
Schroeder, 1995). It has been mentioned that the overall quality improves because of the formation and the
greater involvement of cross-functional teams. Implementation of CE leads to sharing of important information,
which leads to improvement in factors such as manufacturability and complexity. This is further associated with
improvement in customer responsiveness time and better performance in quality (Putnam, 1985; Whitney, 1988).
This leads us to the following:

Proposition 2. Concurrent engineering practices have a positive impact on customer response time.
4.5 Long-Term Relationships, Reduced Inventory Cost, Delivery Flexibility and Customer Responsiveness Time

In order to be globally competitive, firms within the supply chain have started establishing extended
relationships with buyers and suppliers who are part of the supply chain (Pitta, Franzak & Little, 2004; Tan &
Wisner, 2003). This is essentially carried out with the sole purpose of offering lower cost products to customers
with greater design and delivery flexibility (Tan & Wisner, 2003). The importance of the formation of effective
supplier alliances which involve working closely for mutual benefits is well documented in literature (Fung,
1999; Leonidou & Kaleka, 1998; Shin et al. 2000; Tan et al., 1998).

Engaging in long-term relationships with customers, and even integrating customers in the supply chain, will
help meet the customer demands effectively and minimize the existing inventory. In a long-term relationship
environment, the suppliers would be committed to meet customer demands and the customers would be
encouraged actively to provide feedback of their needs and concerns (Zeller & Gillis, 1995). This would help
improve responsiveness time. Trust and commitment, which are integral parts of long-term relationships, are
known to have a positive influence on customer responsiveness and firm performance (Fynes, Voss & Burca,
2005). Communication is an important dimension of a long-term relationship (Leonidou & Kaleka, 1998).
Effective communication between different component units of a supply chain leads to better coordination and
has been shown to improve customer responsiveness and firm performance (Liu & Wang, 1999; Pitta et al.,
2004). In addition, long-term relationships as a whole have also been associated with improved customer
responsiveness (Edget & Snow, 1997).

Long-term relationships help in the effective flow of information and material thereby facilitating delivery
flexibility (Ernst &Whinney, 1987). With increasing uncertainty, such as variation in customer demands and
reduction in product cycle time, there is a need to develop delivery flexibility. In order to successfully maintain
delivery flexibility, different member constituents of the supply chain should integrate and coordinate effectively
(Vickery et al., 1999). Also it has been noted that long term relationships and effective information-sharing
between different units such as distribution mode, delivery channel, and vehicle scheduling have a positive
impact on delivery performance in terms of flexibility (Vickery et al., 1999).
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This leads us to:

Proposition 3a. Long- term relationships have a positive impact on customer responsiveness time.
Proposition 3b. Long-term relationships have a positive impact on reducing inventory cost.
Proposition 3c. Long-term relationships have positive impact on delivery flexibility.

4.6 Delivery flexibility, reduced inventory costs and customer responsiveness time

Delivery flexibility has various advantages such as enabling the introduction of new products to market,
reduction in lead times, reduction in costs associated with inventory levels, and delivery of product in a timely
manner (Zhang, Vonderembse, & Lim, 2006). A flexible delivery system helps a supply chain eliminate
bottlenecks and adjust the levels of inventory stocks according to the needs of the customer (Kim & Rogers,
2005). In addition, it has been mentioned that the advantages of flexible supply chain systems include enhanced
customer satisfaction, reduction of back orders and improvement in response to new markets/competitors
(Beamon, 1999). Accordingly we posit:

Proposition 4a. Delivery flexibility has a positive impact on reduced inventory costs.
Proposition 4b. Delivery flexibility has a positive influence on customer responsiveness time.
Proposition 4c. Delivery flexibility is positively associated with customer satisfaction

4.7 Customer Responsiveness Time, Financial Performance, and Customer Satisfaction

Organizations that develop good customer relations and focus on effective customer responses attain a distinctive
edge in the industry (Tan et al., 1999). Greater customer loyalty, satisfaction and willingness to pay a premium
price for higher product quality are some of the benefits associated with superior customer responsiveness (Stalk
& Hout, 1990). A supply chain that incorporates a customer driven corporate mission has been known to achieve
a minimization of inventory and cycle time, as well as improvements in customer satisfaction and market share
(Tan et al., 1999). Improved customer time responsiveness was found to enhance customer satisfaction and
increase firm’s financial performance (Corbett, 1992). Accordingly we posit the following:

Proposition 5. Customer responsiveness time is positively associated with customer satisfaction.

It has been established that it is important for each level of the supply chain to synchronize the use of inventory
(Morgan, 2004; Stewart, 1995). This would further help in improving the logistical activities and help in the
minimization of cost and improvement of a firm’s financial performance in terms of costs saved on maintenance
of excess inventory (Morgan, 2004). Hence we propose:

Proposition 6. Reduced inventory costs are associated with improved financial and market performance of the
firm.

4.8 Customer Satisfaction and Financial& market performance

The dimension of customer satisfaction indicates that the customer is satisfied and this also implies customer
loyalty and higher customer reliability in buying. Customer satisfaction leads further to improvement financial
performance (Hallowel, 1996; Levesque & McDougall, 1996; Storbacka, Strandvik & Gronroos, 1994; Urban &
Star, 1991). The more loyal customers are to the organization, the stronger the possibility of the retention of
customers in the organization and greater the profits (Levesque & McDougall, 1996). Hence we propose:

Proposition 7. Customer satisfaction has a positive influence on financial and market performance.
5. Discussion and Implications for managers

The SCM literature stands at crossroads. In order to enhance the knowledge development researchers have called
for overarching frameworks (Burgess, Singh & Koroglu, 2006; Lambert et al., 2005; Min & Mentzer, 2004; S.Li
et al., 2005). As mentioned by Emberson, Storey, Godsell and Harrison (2006), the challenge for supply chain
management lies in understanding the interplay and alignment of different units of the supply chain. In addition,
the potential of the supply chain can only be realized if the potential linkages between different components of
the supply chain are understood (Burgess et al. 2006; Min & Mentzer, 2004; S.Li et al., 2005, 2006; Zailani &
Rajagopal, 2005). As indicated before researchers have tried to understand the broad construct of supply chain
management. For instance, some studies link SCM enablers such as information technology, to improved
organizational performance (Boubekri, 2001; Marien, 2000; Motwani, Madan, & Gunasekaran, 2000). In
addition, some consider only specific aspects such as marketing, logistics and firm culture as important to overall
supply chain success (Mello & Stank, 2005; Mentzer et al., 2004; Min & Mentzer, 2000; Svensson, 2002).
Others, such as S.Li et al. (2006), explore the relationship between SCM, competitive advantage and

Published by Canadian Center of Science and Education 7



www.ccsenet.org/ijbm International Journal of Business and Management Vol. 7, No. 8; April 2012

organizational performance as a whole. To this end, researchers, so far, have failed to agree on two main aspects.
First, what essentially constitutes the dimensions of supply chain management and second, how does supply
chain management impact SCM performance and what impact does SCM performance has on the overall
organizational performance. The purpose of this study was to propose a framework which offered managers
insights into these issues.

In terms of the resource-based view, firms are viewed as a bundle of resources (Barney, 1991). These resources
make the firm unique and offer the firm a unique advantage. In addition, the resources also differentiate the firm
from its competitors (Barney, 1991). It becomes important for SCM managers to identify potentially important
areas which need to be managed efficiently. The overall findings will reveal significant positive relationships
between underlying dimensions of SCM dimensions, SCM performance and organizational performance. On a
macro level the theoretical framework developed in the study will be the first of its kind to explore the
relationships between SCM dimensions, SCM performance and organizational performance.

On a micro level the study also offers interesting implications for the managers. Purchasing has been viewed as
an essential component of supply chain management. As mentioned previously, literature classifies purchasing
into two categories: strategic and non-strategic (Murray, 2001). This study would further support the view that
strategic purchasing would enhance supply chain performance. The positive relationship between strategic
purchasing and long-term relationship and concurrent engineering provide interesting perspectives for managers.
Long-term relationships have long been identified as important factors in the success of SCM (Jayaram, Kannan
& Tan, 2004; Moberg & Speh, 2003). The notion that strategic purchasing will enhance long- term relationships
further corroborates the importance of implementing strategic purchasing in firms implementing SCM. The
findings of the study will further highlight the importance of maintaining close working relationships with
specific suppliers and maintaining effective communication among selected suppliers.

To the best of our knowledge, the relationship between strategic purchasing and concurrent engineering has not
been explored either conceptually or empirically. With the increasing popularity of concurrent engineering and
the integration of different functional units in firms this dimension of SCM needs further investigation. Due to
the importance of the formation of cross functional teams in concurrent engineering, managers will be presented
with problems of selection of different functional units in the supply chain. The selection of suppliers who
specifically meet the quality requirements will further improve the performance of cross-functional teams and
overall concurrent engineering practices. Knowledge sharing and transfer will occur if the members of the team
share common goals. This will further result in improved organizational learning and SCM performance. This
aspect is highlighted by the support of the proposition.

The linkage between SCM dimensions and SCM performance reveal significant findings. The positive
relationships between concurrent engineering and customer responsiveness time further strengthens the view that
concurrent engineering is essential for meeting customer demands. In the scenario of uncertain demand, it is
important to respond to the customer demands. During the project development phase, members are required to
adhere to the strategic goals of the organization. As mentioned by Tan and Vonderembse (2006), concurrent
engineering has been viewed as an important activity, especially as customer expectations grow and the
importance of product development increases. Results of the study would also indicate that managing long-term
relationships and implementing concurrent engineering would further improve the SCM performance in terms of
flexibility specifically, delivery flexibility, inventory cost reduction and customer responsiveness time.

To the best of our knowledge, the linkage between SCM performance measures and organizational performance
has not been explored in any other study. Managers when comprehended with different scenarios need adequate
understanding of these linkages. The strategic vision of the entire supply chain must be in line with overall firm’s
vision, need and goals. In today’s competitive world understanding the linkages helps managers to adapt to a
specific situation and modify the working of specific component to achieve the desired results. For instance, the
support for positive linkage between delivery flexibility and customer satisfaction would further stress on the
fact that customers might view flexibility favorable as compared to other important measure such as cost
involved. As proposed in the current study, managing delivery flexibility can in turn have a positive impact on
inventory cost reduction and customer responsiveness time. Managers can reconfigure the supply chains to
accommodate the flexibility component in order to fulfill the aim of achieving reduced inventory and improved
customer responsiveness.

6. Conclusion, Limitations and Future research

In the current decade where competition is no longer between organizations but between their supply chains, it
becomes imperative to have knowledge of various factors involved in the management of the supply chains. The

8 ISSN 1833-3850  E-ISSN 1833-8119



www.ccsenet.org/ijbm International Journal of Business and Management Vol. 7, No. 8; April 2012

motivation to carry out this study was the fact that even though organizations implement SCM, there has been
evidence of failure of supply chains. This study is specifically designed to provide managers with an overarching
framework for effective implementation of SCM. Until now, a plethora of studies have documented the
importance of SCM performance (Beamon, 1999; Betchel & Jayaram, 1997; Christopher & Towill, 2000; Felix,
Q. Chan., H. Chan., Henry, Lau & Ip, 2003; Hofman, 2004; Ranganathan, Dhaliwal, Teo & Thompson, 2004).
The topic of identifying SCM dimensions and its linkage to organization performance has also gained
importance (Chen & Paulraj, 2004a, 2004b; Hsu, Tan, Kannan & Keong, 2009; Li et al., 2006; Min & Mentzer,
2004). In addition, these studies fail to address how SCM dimensions are related to SCM performance and, more
importantly, how the dimensions of SCM performance are related to organization performance. In other words,
the mediating impact of SCM performance between SCM strategies/dimensions and organization performance
has gone unnoticed and deserves immediate attention (Green et al., 2006). To achieve the objective, an integrated
framework was presented. The findings in the current study would support positive relationships between SCM
dimensions, SCM performance measures and organizational performance measures.

The most significant limitation of the study is that it is conceptual in nature. Empirical support for the previously
mentioned propositions is imperative to achieve validity and generalizability of the study.

Studies in the SCM development area have recognized the broad area under SCM and have mentioned, time and
again, the difficulty of inclusion of all related dimensions of SCM (Chen & Paulraj, 2004; Li et al., 2005, 2006).
Other important SCM dimensions such as implementation of TQM (Tan et al., 2002), postponement (Li et al.,
20006), and Just In Time (JIT) can also be considered. Future research could consider additional important SCM
dimensions such as logistics, supply network coordination, mass customization, and geographic proximity in
their analysis. In addition, additional SCM tools such as top management support and information technology
can also be considered and its impact on SCM dimensions could be analyzed. It would also be interesting to
carry out the study both in developing economies and developed economies and study the implications for SCM
managers in these economies. There also has been a call for empirical research in investigating SCM
performance measures (Barad & Sapir, 2003; Garavelli, 2003).

Additional SCM performance measures such as improved quality and reduced overall cost may be integrated
into the framework, and their impact on organizational performance can also be studied. In addition, firms can be
divided into high tech and low tech firms and the difference in results can also be studied. This might be critical
as SCM has strategic implications both at the firm level and the supply chain levels. In addition, as recognized
by Trent (2004), contrary to the popular notion that effective supply chain management is only in the hands of
managers, this research proposes that, in order to achieve a successful implementation of the supply chain, all
units of the supply chain should fully embrace and understand the strategy. Finally, the framework is believed to
offer SCM managers a means to identify factors and effectively implement SCM.
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Table 1A. Studies indicating Different Dimensions of Supply Chain Management

Study QM TP | tion. | elationship| "5 cchnology

Sinclair, et al., 1995 No | No No No No No
Malik, Khalfan, Anumba, No | No No No No No
Siemieniuch and Sinclair (2001)

Balasubramanium (2001) No | No No No No No
Chen and Paulraj (2004a) No | No Yes No Yes Yes
Chen and Paulraj, 2004b No | No Yes No Yes Yes
S.Li et al., 2005 No | No Yes Yes Yes No
Mentzer and Min (2004) No | No No No No Yes
Cigoline, Cozzi and Perona (2004) No | Yes No Yes No Yes
Tan, Lyman and Wisner (2002) No | Yes Yes Yes No Yes
Alvarado and Kotzab (2001) No | No No No No No
Kaynak and Celtek (1999) Yes | Yes No No Yes Yes
Harland (1996) No | Yes No No Yes No
Closs and Mollenkopf (2004) No | No No Yes Yes Yes
Siemieniuch and Sinclair (1999) No | No No No No No
Gunasekaran and Love (1998) No | No No No No No
Anumba,Siemieniuch and Sinclair No | No No No No Yes
(2000)

Chen, Paulraj and Lado (2004) No | No No No No No
Li et al. (2006) No | No No Yes Yes No
Carr and Pearson (1999) No | No No No No No
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Table 1B. Other Dimensions of Supply Chain Management for the Studies Considered Above

Long term Strategic Supply Concurrent | Information
Study . . . . . .
relationships | purchasing | management | Engineering Sharing
Sinclair et al. (2005) Yes Yes No Yes No
Malik, Khalfan, Anumba, No No No Yes No
Siemieniuch and Sinclair
(2001)
Balasubramanium (2001) No No No Yes No
Chen and Paulraj (2004a) Yes Yes Yes No Yes
Chen and Paulraj, 2004b Yes Yes Yes No Yes
S.Lietal., 2005 No Yes Yes No Yes
Mentzer and Min (2004) Yes No No No Yes
Cigoline et al. (2004) No Yes No No No
Tan et al. (2002) Yes No No No No
Alvarado and Kotzab (2001) Yes No No No No
Kaynak and Celtek (1999) No No No Yes Yes
Harland (1996) Yes No No No No
Closs and Mollenkopf Yes No Yes No No
(2004)
Siemieniuch and Sinclair No No No Yes No
(1999)
Gunasekaran and Love No No No Yes No
(1998)
Anumba,Siemieniuch & No No No Yes No
Sinclair (2000)
Carr and Pearson 1999 Yes Yes No No No
S.Li et al. 2006 Yes No Yes No Yes
Chen, Paulraj and Lado No Yes Yes No No
(2004)
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Table 2. Identification of SCM Performance Measures using different studies

18

Study Supply chain performance matrices used

Beamon (1999) Resource, output and flexibility measures
Resource measures include inventory level, cost, energy usage, personnel
requirements, and equipment utilization.
Output measures include customer satisfaction, product quality, time
required to produce a particular item or set of items; and number of
on-time deliveries.
Use the operationalization by Slack (1991) who identify two types of
flexibilities: range flexibility and response flexibility.
Volume, reliability, Delivery, mix and new product flexibility were the
flexibility to be explored.

Jayaram (1999) Delivery speed, delivery reliability, new product introduction, new

product development time, manufacturing lead-time, and customer
responsiveness (CR).

Felix et al. (2003)

Cost, time, Capacity, flexibility, Capability, productivity, outcome and
utilization

Lockamy III and
McCormack (2004)

Cost, quality, efficiency

Lalonde and Pohlen (1996)

Cost of ownership and cost of productivity

Betchel and Jayaram
(1997

Total response time, customer responsiveness

Zailani and Rajagopal
(2005)

Quality(includes ability to deliver products in time, meeting devliery
times), Delivery speed, Delivery reliability, customer relationships,
flexibility

Christopher and Towill quality, cost, lead-time, and service level

(2000)

Agarwal and Shankar Lead time, cost and service level

(2002)

Stewart (1995) Delivery performance, flexibility and responsiveness, logistics cost, and
asset management

Gilmor (1999) customer relationship, customer segmentation, order taking process, order

tracking system and customer satisfaction

Gunasekeran et al. (2001)
pg. 83

Operationalize SCM performance at three different levels:

some items are as follows: 1) Strategic: Customer query time Level of
customer perceived value of product ,Order lead time, Flexibility of
service systems; 2) Tactical: Product development cycle time, Purchase
order cycle time, Planned process cycle time, Delivery reliability,
Responsiveness to urgent deliveries, Effectiveness of distribution
planning; 3) Operational: Capacity utilization, Total inventory as:
Incoming stock level, Work-in-progress + Scrap level, = Finished goods
in transit

Morgan (2004)

Cost performance, customer service, quality, operational productivity
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Figure 1. An Integrated Framework for SCM Dimensions, SCM performance and Organization Performance
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