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1.0 Introduction
The following assignment aims to describe an organisation, Biotage GB Ltd, in the context of Christopher’s (2004) Three C’s and its efforts to achieve cost and value advantage.    Biotage is a multinational organisation, specialising in the manufacture and distribution of consumables and instruments for analytical chemistry.  Biotage currently employees 330 people, manufacturing its products in South Wales and operating sales and distribution hubs in mainland Europe, Asia and the USA.  Key customers include food and beverage manufacturers, drug testers, contract laboratories, academic institutes and health service providers (Biotage, 2018).

2.0 Christopher’s 3 Cs
In order for an organisation to achieve competitive advantage, Christopher (2004) outlines a linkage of variables between the three primary participants of the marketplace; the company, the customer and competition.  These linkages comprise of the value perception between a customer and suppliers and the cost differentiation between a company and its competitor(s). Expanding on these linkages, Rushton et al (2011) details cost advantage as a firm’s ability to offer its product to market at the lowest possible cost, achieved through increased resource utilisation, inventory and waste reduction. In relation to value advantage, Rushton et al (2011) defines it as a firm’s ability to differentiate its offering from competition in terms of value added service elements, achieved through tailored goods and services, supply chain flexibility and responsiveness.  
Therefore, in order to obtain competitive advantage, Christopher (2004) suggests that organisations such as Biotage must implement supply chain activities that enable a high level of performance in these linkages, thereby resulting in the generation of value advantage, cost advantage or a combination of both.  Should an organisation achieve both cost and value, Christopher (2004) proposes that this would enable strong competitive advantage as a market’s cost and service leader.
Supporting Christopher’s 3Cs theory, through the ‘Generic Competitive Strategies’ framework, Porter (1985) also argues that competitive advantage is achieved through cost leadership and differentiation (value) advantage.  However, Porter also identifies a third competitive strategy factor, focus; by which an organisation concentrates its efforts on achieving cost and value advantage in a specific industry segment.  In the case of Biotage, this concerns how the organisation’s strategy best serves customers located in the premium, high performance segment of the analytical chemistry industry.

3.0 Biotage’s efforts to generate Value Advantage
Central to Biotage’s operational strategy is the concept proposed by Day (2013), who suggests that modern industry is moving away from  ‘one size fits all’ economies of scale to the supply of highly individualised, customisable products (and services) to consumers.  This argument is also supported by Christopher (2004), who proposes that modern markets are becoming increasingly service sensitive.  Considering that Biotage positions itself in the premium segment of the analytical chemistry industry (Pickton and Masterson, 2010), the organisation recognises that in the industry context, its target customers have the highest expectations of product and service quality. Therefore, it is of vital importance to Biotage that it implements activities to generate significant value advantage to distinguish itself from firms competing in the same market segment (such as Kinesis).
Kandampully and Duddy (1999), argue that it is important for firms to be innovative and to anticipate customer needs in order to generate long-term, sustainable competitive advantage.  Incorporating this into its strategy, Biotage invests significant resources into market based Research and Development programmes. This includes working directly with key customers in activities such as ‘joint-application development’, by which the organisation is able to assist its customers by offering knowledge and expertise in co-determining analytical chemistry solutions.  Not only does this provide customers with a valuable added service, but it also enables Biotage to build a firm understanding of its customers’ needs.  From this, Biotage is able to generate further value advantage by producing and supplying highly customised products that satisfy exact customer requirements.  Examples include:	Comment by Ged Edwards: Says who?	Comment by Ged Edwards: Are there graphs or illustrations supporting Biotage’s place in the market against its competitors
· Instruments with tailored software specific to customers’ workflow and chemistry processes. 
· Consumables (such as chromatography cartridges) that contain media with bespoke chemical properties as specified by customers.
Furthermore, by working closely with customers and co-determining future requirements, Biotage is able to gain valuable upstream supply chain information and the ability to anticipate the specification of future customer orders.  As a result, this information enables Biotage to strategize its production and supply chain activities accordingly, to ensure responsiveness and timely delivery to customers, thereby contributing to value advantage.
Biotage also implements warehousing and logistics measures to generate value advantage.  Whilst this report has already discussed the organisation’s ability to provide bespoke products to its customers, a limited number of standard consumable products remain universally popular across the market segment (such as sample preparation cartridges).  Biotage markets these products to its customer base as ‘Rapid Response’ items and ensures that sufficient inventory is maintained to enable delivery to a customer within 5 working days of order placement.  Furthermore, unlike the majority of its competitors, Biotage also offers its customers a ‘reserve batch’ service, by which products are supplied from the same batch material, in particular the media/powder of its consumable products.  This service element presents customers with the value added benefit of not needing to carry out additional administration and quality control checks associated with the delivery of products manufactured from multiple batches.	Comment by Ged Edwards: 5 days rapid response???
However, despite its efforts to enhance value advantage, it can be argued that Biotage could go further to distinguish itself from competing organisations in the premium analytical chemistry segment. Although Biotage has executed a quick delivery service for its consumable product range (called Rapid Response), no equivalent is available for its instruments.  This is particularly concerning, given the high list prices (and required customer investment) for instrument orders.  Therefore, this report proposes the implementation of a ‘white glove’ glove instrument delivery service.  A logistics service of this nature could provide valuable service elements to customers by removing inconveniences associated with palletised deliveries such as delivery to point of use and the removal of waste packaging.  No such service is currently offered by Biotage’s competitors and therefore it could be suggested that this activity could provide the organisation with an opportunity to seize additional value (and competitive) advantage.	Comment by Ged Edwards: Is there a how here?


4.0 Biotage’s efforts to generate Cost Advantage
As discussed in section 3.0 of this report, Christopher (2004) and Day (2013) both identify that modern markets are moving away from standardized products, to bespoke, value added alternatives that are driven by consumer requirements.  As a result, to generate cost (and therefore competitive) advantage, Biotage is not able to implement a supply chain strategy based primarily on achieving cost reductions through economies of scale.  It is therefore a necessity for the organisation to apply alternative measures to achieve cost advantage throughout the supply chain, including internal operations and external logistics (Rushton et al, 2011).	Comment by Ged Edwards: Is this generic or specific to a given market or sets of conditions?
Internally, Biotage implements a lean manufacturing culture in to its operations to reduce waste and improve production efficiency, with the aim of reducing costs, improving profitability and generating cost advantage (Lewis, 2008).  In order to achieve this, Biotage has established a cross-functional Lean Manufacturing project team, who are responsible for analysing the value streams of relevant supply-chain processes such as warehousing, kitting and production, and removing non-value adding actions as part of a continuous improvement programme.  One example this is the process reengineering of the ‘Manual Filling’ production line.  This consisted of reducing the amount of process interruption and waiting caused by operatives leaving their workstation to retrieve components. By repositioning operatives’ stations and access points to kitted materials, Biotage was able to reduce production time and cost per unit, therefore contributing to its cost advantage strategy.  Reaffirming this programme, (Guimaraes and Bond, 1996) suggest that through effective Business Process Rengineering (BPR) organisations can increase efficiency, reduce costs, and simplify processes; all of which contribute to Biotage’s efforts to generate cost advantage.	Comment by Ged Edwards: Re-engineering
A further measure that Biotage implements to help achieve cost advantage is the use of ERP software throughout all stages of order fulfillment, from sales (who receive orders) to goods outwards (who dispatch orders).  Through Electronic Data Interchange (EDI), Biotage is able to streamline operational activities by reducing manual data entry and increasing the speed and accuracy that information is communicated both cross-functionally (Romney and Steninbart cited in Huang et al, 2014) and upstream the supply chain to suppliers.  In addition to the communication of information, ERP software also enables Biotage to manage its raw and finished inventory more effectively (Akkermans et al, 2003).  Through integrated production planning and inventory management facilities, Biotage is able to ensure that stocks are maintained at optimum levels, thereby enabling the organisation to eliminate costs associated with over-purchasing and storage.  
An additional component of Biotage’s strategy to achieve cost advantage, relates to its management of logistics concerning the movement of raw materials and finished goods.  Biotage’s logistics strategy has been based on establishing close working relationships with large Third Party Logistics (3PL) companies including DSV, Kuehne and Nagel and UPS.  Through doing so, Oktaviana (2008) suggests that the organisation is at an advantage by obtaining access to industry leading transport expertise, resources and buying power; thereby enabling Biotage to achieve flexible and cost-effective freight movement throughout the supply chain. 
Furthermore, considering the transition to markets driven by bespoke customer requirements identified by Day (2013), by collaborating with its 3PL partners and implementing project based purchasing with key material suppliers, Biotage is able to utilise shorter lead times on the delivery of raw materials.  By doing so, Biotage is able to produce an increased number of its products to order, particularly those of low volume which are customer specific (customised).  As a result, Biotage is able to reduce costs by minimizing on-site inventory and increasing material utilization.
Although this report has highlighted that Biotage does not pursue economies of scale as its primary cost reduction strategy, a limited number of raw materials are purchased in high volumes based on forecasted yearly sales to achieve reduced unit costs.  These include:
· Components for standard sample preparation products, which are universally popular with customers across its target market.
· Components that serve as base materials across Biotage’s product portfolio, which will be treated or customised downstream in the manufacturing process.  Such items include moulded and extruded plastics, solvents, filtration ‘frits’ and silica powder. 
Whilst Biotage’s Materials team utilises frame and call off orders with vendors to achieve a reduced unit cost on these items, the organisation’s ERP system is used to plan and schedule inbound logistics, to ensure that inventory is kept at an optimum level.   This includes arranging transportation by sea rather than airfreight to reduce transportation costs and contribute to the generation of cost advantage.

4.1 Conclusion
This report indicates that Biotage has implemented a number of activities into its supply chain strategy to achieve both cost and value advantage.  By managing its supply chain to both distinguish itself from competing firms in the market segment whilst striving to reduce operational costs, it can be proposed that Biotage is in a strong competitive position as Cost and Service leader (Christopher, 2004).  This position of competitive advantage is reflected by an impressive performance in its market segment, resulting in significant year on year sales and profit growth since 2013 (Biotage, 2018).
However, taking into consideration the high service expectations of customers occupying Biotage’s premium market segment, it is imperative that the organisation sustains its efforts to continuously improve its supply chain operations.  Biotage must ensure that it continues to generate innovative service offerings for value advantage (such as the premium instrument delivery service suggested by this report), whilst ensuring that activities to reduce costs are not disrupted.  By doing so, Biotage will be in a positive position to sustain its level of competitive advantage and re-affirm its position as segment leader.










References
Biotage GB Ltd, About Biotage, retrieved from http://www.biotage.com/page/about-biotage on 25 June 2018 at 10:18
Porter M., (2004), Competitive Advantage: Creating and Sustaining Superior Performance (2004 Export Edition), The Free Press New York
Pickton D., and Masterson R (2010), Marketing: An Introduction (Second Edition), Sage Publications
Kandampully J., Duddy R. (199), Competitive advantage through anticipation, innovation and relationships. Management Decision, London, Volume 37 (Issue 1), pp51-56.
Day P. (11/10/2013), Imagine a world without shops or factories, BBC News (online), Accessed 26/06/2018, Available at: https://www.bbc.co.uk/news/magazine-23990211
Oktaviana E. (2008), Implementation of Location Strategy Tools, Operations and Technology Management, Volume 8 – Management in Logistics Networks and Nodes, Erich Schmidt Verlag, pp 97-106
Rushton A., Croucher P., Baker P. (2011), The Handbook of Logistics and Distribution Management (Fourth Edition), Kogan Page
Huang YS., Lee CH., Chiu AA., Yen D. (2014), How business process reengineering affects information technology investment and employee performance under different performance measurement, Information Systems Frontiers, Volume 17 (Issue 5), pp 1133-1144
Guimaraes, T., Bond W. (1996), Empirically assessing the impact of BPR on manufacturing firms. International Journal of Operations & Production Management, Volume 16, pp 5–28.
Lewis M. (2000), Lean production and sustainable competitive advantage, International Journal of Operations and Production Management, Volume 20 (Issue 8), pp 959-978
Akkermans, H. A., Bogerd, P., Yucesan, E., van Wassenhove, L. N. (2003), The impact of ERP on supply chain management: Exploratory findings from a European delphi study. European Journal of Operational Research, Volume 146(Issue 2), pp284-301.
Biotage GB Ltd, Biotage Annul Reports, retrieved from http://www.biotage.com/literature/search?page=1&rpp=20&order-by=issued_year+desc&q=&advanced=1&display_type=1&keywords%5B4%5D%5B%5D=537&keywords%5B14%5D%5B%5D=528 Accessed: 30/06/2018 at 12:10



Feed Back:
Interesting assignment
There has been a lot of research and work gone into the assignment and meets the requirements of the assignment brief, but there were opportunities to add real value by including, Porters Value Chain (example below), Haines Integrated materials pipeline (see below) and the 3 C’s diagram (see below), which would have supported not only your descriptive picture of Biotage, but your underpinning knowledge and understanding. It was a good read and your points well made.
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