SCM Maturity Assessment

Purpose of the Assessment

This assessment examines the process and practice maturity within your organization by asking what is done, how it is done and who does it within the context of a specific business process under study.  This assessment produces a numerical rating for each group and presents the results for each SCM process and applicable practices as shown in figure 1.
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Figure 1. Process v. Practice Maturity. 

Business Process Maturity: 

A business process is a set of logically related tasks performed to achieve a defined business outcome that have customers and that cross organizational (and often company) boundaries. The concept of business process maturity proposes that a process has a lifecycle that is assessed by the extent to which the process is explicitly defined, managed, measured, and controlled. 
The process maturity assessment instruments are organized around the SCOR Model supply chain processes of Plan, Source, Make, Deliver and Return.  This is an industry standard model developed by the Supply Chain Council.


[image: image2.emf]Source:  Supply Chain Council

Supplier

Plan

Customer

Customer’s

Customer

Suppliers’

Supplier

Make

Deliver Source Make

Deliver Make Source

Deliver

Source Deliver

Internal or External Internal or External

Your Company

Source

Return Return Return

Return Return

Return

Return

Return


Figure 2.  The Supply Chain Operations Reference Model.

Practice Maturity:

A practice is generally defined as a procedure or a set of specific steps for accomplishing a desired outcome. Practice maturity reflects the extent to which the practice is explicitly defined, managed, measured, and controlled. It also reflects the level of sophistication (depth and breadth) in the deployment of the practice. 

Enablers:
An enabler is defined as an infrastructure element, either technology or organization, that enables process or practice performance.  Enabler maturity reflects the increasing capability offered by the enabler and the breadth of its offering (inter functional, cross functional, cross company). 

Process Maturity
Ad Hoc.  The supply chain its practices are unstructured and ill defined.  Process measures are not in place. Jobs and organizational structures are not based upon horizontal supply chain processes.  Process performance is unpredictable. Targets, if defined, are often missed.  SCM costs are high.  Customer satisfaction is low.  Functional cooperation is also low.  
Defined.  Basic SCM processes are defined and documented.  Jobs and organizational basically remain traditional. Process performance is more predictable. Targets are defined but still missed more often than not.  Overcoming the functional silos takes considerable effort due to boundary concerns and competing goals.  SCM costs remain high. Customer satisfaction has improved, but is still low. To move to the next level the following must be in place:

· Processes are defined, documented and understood.

· Process owners are clearly identified.

· Basic process measures are identified and in use.

· Process teams are defined but still secondary to functions.

· Some investments are allocated by process not functions or business units.

Linked (Managed)  This represents the breakthrough level.  Managers employ SCM with strategic intent and results.    Broad SCM jobs and structures are put in place outside and on top of traditional functions. Cooperation between intra-company functions, vendors and customers takes the form of teams that share common SCM measures and goals that reach horizontally across the supply chain. Process performance becomes more predictable and targets are often achieved.  Continuous improvement efforts take shape focused on root cause elimination and performance improvements.  SCM costs begin decreasing and feelings of esprit de corps take the place of frustration.  Customers are included in process improvement efforts and customer satisfaction begins to show marked improvement. To move to the next level the following must be in place:

· Process measure are clearly related to job responsibilities.

· Process performance goals are defined and progress is tracked.

· Process performance is predictable (variability reduced).

· Process measures are clearly linked to strategy 

· The performance management process is documented (written description, flow chart) and understood by the organization.

· A formal process performance review process takes place on a regular basis. 

· The owner of the performance management process is clearly identified. 

· Process teams are clearly identified and are equal to functional groups.

· Suppliers’ perforamcne is measured (with feedback and improvement actions).

· Suppliers are informal members of process teams and asked for input.

· IT systems support the gathering and reporting of process performance.

Integrated (Leveraged).  The company, its vendors and suppliers, take cooperation to the process level.  Organizational structures and jobs are based on SCM procedures, and traditional functions, as they relate to the supply chain, begin to disappear altogether.   SCM measures and management systems are deeply imbedded in the organization.  Advanced SCM practices, such as collaborative forecasting and planning with customers and suppliers, take shape. Process performance becomes very predictable and targets are reliably achieved.  Process improvement goals are set by the teams and achieved with confidence. SCM costs are dramatically reduced and customer satisfaction and esprit de corps become a competitive advantage. To move to the next level the following must be in place:

· Supplier performance measures and goals are clearly identified and integrated into the performance measurement system.

· A cross functional and cross company performance management team is identified and operating.

· Responsibility for process measures and goals are team based (including suppliers)

· People in different functions and companies cooperate to improve process performance.

· Customer  driven performance measures are identified and dominate the performance management system. 

· Suppliers routinely collaborate with the process teams to improve performance.

· Customers are asked to be involved with improving process performance.

· Suppliers regularly self report performance.

· Process goals are routinely met or exceeded.

· IT systems connect with suppliers and customers systems for data gathering and reporting.

Extended (optimized).  Competition is based upon multi-firm supply chains. Collaboration between legal entities is routine to the point where advanced SCM practices that allow transfer of responsibility without legal ownership are in place. Multi-firm SCM teams with common processes, goals and broad authority take shape.  Trust, mutual dependency and esprit de corps are the glue holding the extended supply chain together.  A horizontal, customer-focused, collaborative culture is firmly in place. Process performance and reliability of the extended system are measured and joint investments in improving the system are shared, as are the returns.  

· Suppliers are active and formal  members of the process teams.

· Suppliers share responsibility for performance improvement.

· Suppliers share in the rewards of performance improvements.

· Customers share responsibility for performance improvement.

· Customers share in the rewards of performance improvements.

· Suppliers and customer IT systems are deeply connected (two way interaction) with your IT systems.

· Suppliers, customers and the process team members feel like they are “all in this together” in regards to process performance and improvement.

· Process management and optimization across the network is a major focus.







