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Introduction: Ray Tsang, Sr. Partner, Bain & Company

• Head of Performance Improvement Practice for Asia Pacific

• 28+ years in management consulting, last ~20 years based in Shanghai

• Deep experience across performance improvement and operational 

excellence work across supply chain, procurement, BPR, and 

organization redesign, growth strategy development, partnership and 

M&A

• Served various clients with a focus on automotive, industrials, 

technology, fixed and mobile telecommunication, and medical 

equipment and devices  

• MS from Stanford University (Engineering Management), MS/BS from 

the University of Toronto (Robotics and Automated Manufacturing)
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China ended its “zero-COVID” policy in December 2022 

Cumulative 

cases

Called for scientific and 

precise control, e.g. end 

identification of close 

contacts of close contacts

Jan-Apr 2020

Covid-19 outbreak 

Wuhan Lockdown

“Zero-Covid” first mentioned

Aug 2021

20th National 

Party Congress

Oct 2022

“China’s 20 measures”

Nov 2022

Shanghai Lockdown

Mar-Jun 2022

Coronavirus was first recorded and 

Wuhan became the first the city 

under strict restrictive measures

President Xi reaffirms 

China's adherence to 

“Zero-Covid” policy

“10-point plan”

Downgrade Covid to Class B

Dec 2022

Relax restrictions and finally end 

Zero-Covid incl. no longer quarantine 

for infected, Stop designating high-

risk area, remove travel restrictions

Omicron widespread in 

Shanghai and the city 

responded with mass PCR 

testing and strict lockdown

In response to the wide spread 

of Delta, China adopted a new 

strategy, “Zero-Covid”

~80K

Note: Cumulative cases from 3 January 2020 to 3 February 2023, reported to WHO || Source: World Health Organization; Lit research

~120K ~5M ~9M ~85-95M

Jan 2023

~10M ~100M

Border 

Re-opening

National border entry 

restrictions and 

quarantine requirements 

removed by Jan 8



China unveiled plans to accelerate economic growth post COVID

Consumption Real-estate Private enterprise Foreign company Platform companyTech company

• Restoring and 

growing domestic 

consumption must 

be given priority

• Local 

governments e.g. 

Beijing, Henan 

launched multiple 

measures e.g. 

coupons to boost 

domestic demand 

• Adhere to “housing 

is for living in, not 

for speculation”

• Ensure stable 

development of 

the market 

supported by 

tailored monetary 

policy e.g. 16-

Point Plan 

• Support the 

private economy

• “I’ve always 

supported private 

enterprises; I also 

worked in places 

where private 

economy is 

developed.” (Xi 

said)

• Continue to attract 

and utilize foreign 

investment with 

some measures 

taken e.g. ease pf 

market access in 

trade, logistics, 

professional 

services etc.

• Support platform 

enterprises in 

leading 

development, job 

creation and 

international 

competition

• Accelerate the 

R&D and 

promotion of 

cutting-edge 

technologies e.g.

new energy, AI, 

bio-manufacturing 

green low-carbon 

and quantum 

computing 

Stated Government Objectives

• President Xi hosted The Central Economic Work Conference and emphasized the key 2023 priority will be on 

accelerating economic growth

• Similar messages were conveyed in the recently National People Congress, especially from the press conference hosted by 

the new Prime Minster Li Qiang – he re-emphasized the government’s support to both private and foreign companies



EU and US continue to deal with China as a partner for economic 

cooperation

Partial
decoupling

Partial decoupling
with allies

Full decoupling-
even wars

Triumph 
of globalism

Source: US Bureau of Economic Analysis; Analyst reports; Lit research

1 2 3 4

• Huge trade flow: China was the third largest destination for EU 

exports, accounting for 10% of the total. China is Europe’s biggest 

source of imports, accounting for 22% in 2021

• Digital economy cooperation: The first China-EU Fintech Summit 

was held successfully, achieving China-EU high-level consensus

• Unequal investment status: From 2022 Jan. to Aug., EU's 

investment in China increased by 123.7%, while China’s investment 

in Europe has declined

• Increasing control: Many EU countries have increased restrictions 

on Chinese companies’ construction of 5G networks

China maintains collaborative relations with EU 

despite being systemic rivals

Collaborative

Disoperative

• Increased trade flow: Post Trump administration tariffs and 

between 2020-2021, US imports from China has increased by 

~$78B and so has US exports to China by ~$26B. For China, 

exports to the US is at an all time high and imports from US are also 

rising; On the flip side, US has agenda to balance the trade deficit to 

China

• Lowered investment with startups: US restrictions have markedly 

lowered foreign investment into Chinese startups 

• Increasing control: 600+ Chinese entities on US entity list and 

general wider range of tech export control (e.g., semi equipment, 

high-performing GPU). China looks to proactively build up local 

capabilities in core sectors to reduce dependency

While China-US agendas are at odd, trade is not 

expected to be negatively impacted



With the relaxation of “zero-COVID” policy, PM Li Qiang said during his press 

conference that the central government’s target for this year’s GDP growth is 5%

As of Jan 2023

Source: Analyst reports; Lit research

China GDP growth rate Key observations

Affected by COVID lockdown, 

policy changes, a sluggish 

internal consumption, and 

worsening external demand,

the economy growth in 

2022 landed at 3%

China’s economy is 

expected to recover in 2023 

and to achieve a growth of 

around 4% in next 5 years

The fading of the 

demographic dividend and 

the end of the industrialization 

process have slowed down 

China's GDP growth, while 

the huge consumption 

potential is the key to the 

stable growth of China's 

economy

Historical
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The stable development of consumption, investment and export has driven the 

growth of China's economy, among which consumption is the fastest

As of Jan 2023 

Source: EIU, NBS, Lit research, Analyst reports, Bain analysis

Consumption InvestmentImports/exports of goods & services 



With the high-quality development of China's economy, China will play 

an increasingly important role on the international stage

Source: Analyst reports, Bain analysis

Water supply

Consumer 
electronics

Steel

Chemicals

Automotive

Food & beverage

2020

14%

57%

51%

42%

37%

33%

2030E

18%

64%

53%

45%

38%

37%

China sector share of global markets

#2

#1

Emerging economies, led by 

powerhouses in Asia, are growing more 

quickly than developed ones, even as 

expansion in real (inflation adjusted) 

global GDP slows. Their share of the 

world economy will continue to rise, 

and their incomes are expected to 

slowly converge toward those of richer 

countries. China is forecast to 

overtake the U.S. as the world’s 

largest economy by around 2035.

Goldman Sachs, Dec 2022



FDI into China has surged despite COVID policy challenges, especially 

in the manufacturing sector

Notes: (*) Excludes finance sector (**) USD converted to EUR per exchange rate of each corresponding time period. (***) It includes Electricity, gas and water production and supply sector, and Water, Environment and Public Infra. Mgmt. sector, and the 

2022 FDI of Water, Environment and Public Infra. Mgmt. sector is estimated based on its 2021 split || Source: China Ministry of Commerce; China National Bureau of Statistics; CEIC; Lit research

Strong growth in FDI across countries, particularly for 

manufacturing and high-tech industries

China’s post-pandemic economic recovery and opening-up for 

foreign investment attracted foreign investors

China inbound foreign direct investment* (FDI)

2017 – 2022 (B EUR**)

Energy, 

Environment 

& Public infra. 

Mgmt. ***

7% 26%

MNCs still saw 2022 as an opportunity to invest in China, demonstrating a level 

of confidence for continued future growth potential

Investment from major economic bodies globally have grown considerably YoY 

from '21 to ‘22 despite pandemic year…

46% 28%

64% 41% 37%53%92%

Manufacturing High-technology

…most notably from manufacturing and high-technology industries

JV setup with local tech 

firm Horizon Robotics

Establish 5th R&D hub in 

Jiangsu
Launched self-built land project 

in Suzhou Industrial Park
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Supply chain leaders in China (and globally) are struggling to manage 

an increasing number of priorities in face of unprecedented volatility

Charting a resilient path forward will require bold, unconstrained thinking and an end-to-end vision that 

connects your supply chain strategy to your overall business objectives

Reduce 

Cost

Reduce 

Inventory

Improve service 

and quality

Create responsible 

operations

Win on 

responsiveness

Develop resilienceReduce Cost

Reduce Inventory

Improve service and 

quality

Old World Priorities New World Priorities



Resilience remains a major investment goal for supply chain 

executives

Q. Thinking about supply chain investments over the last 3 years, please rank your top 3 primary objectives.

Q. Thinking about supply chain investments over the next 3 years, please rank your top 3 primary objectives.

Source: Bain survey on Supply chain industry resiliency (September 2022) N=275

Supply chain investments goals, last 3 years vs next 3 years
% of respondents

Last 3 years Next 3 years

Current focus has shifted away

from customer-centric concerns

+17% -11%

+10%

~2x
~2x

2x

Top investment goals



Recent trends 

and disruptions 

are forcing 

companies to

re-evaluate 

their entire 

operations/ 

supply chains

The frequency and magnitude of supply chain 

disruptions has been increasing (e.g., geopolitical, 

logistics, labor, etc.)

Supply chain disruptions continue to be a major challenge as the world 

economy recovers from the COVID-19 pandemic. Furthermore, recent 

developments related to geopolitics and the pandemic (particularly in China) 

could put further strains on global supply chains

N Y  F E D ,  

M A Y  1 8 ,  2 0 2 2

Reshored manufacturers [can] use their proximity to clients and end users to 

sense and respond to domestic demand for niche products, which is often 

driven by short-term trends.

W S J ,  

O C T O B E R  2 3 ,  2 0 2 2

“In both the United States and the European Union, a raft of new regulatory 

proposals has emerged this year that are intended to drive greater 

sustainability in the textile and fashion industries.”

N Y  T I M E S ,  

O C T O B E R  2 7 ,  2 0 2 2

As for not just seeking out but also intentionally purchasing American-made 

products, 71% said they did so a lot or a little bit. And many are willing to 

pay a premium for domestically made goods.

T H E  H A R R I S  P O L L  A N D  R E T A I L  B R E W ,  

J U L Y  2 0 2 2  

In China, where wages in the manufacturing sector have more than tripled in 

the past decade, the average factory worker in 2020 was paid about $6 an 

hour. Meanwhile, a factory worker in Mexico earned a little over $2 an hour.

Q U A R T Z ,  

N O V E M B E R  2 ,  2 0 2 2

The Federal Communications Commission voted 4-0 to ban sales of new 

telecom and surveillance equipment made by several Chinese companies, 

arguing that their ownership and practices threaten U.S. national security.

W S J ,  

N O V E M B E R  2 5 ,  2 0 2 2

Resiliency

An environment with rising tax and regulatory 

complexities is forcing companies to re-evaluate 

their supply chain networks

Regulatory Adherence

Sustainability issues are increasingly complex and 

distinctively impact a company’s operations across the 

end-to-end value chain

ESG & Circularity

Traditionally low wage producers/regions are less 

competitive than they have been historically due to 

wage and productivity trends

Cost & Input Availability

B2C and B2B customers have been demanding higher 

service levels and responsiveness from suppliers

Service Level & 

Responsiveness

Customers in key markets continue to demand 

domestically produced goods, resulting in increasingly 

insulated markets

Customer Localization 

Preference



Building supply chain resiliency is difficult, but best-in-class companies 

share some common success factors

Why is Resilience hard?

• Lack of alignment on resiliency maturity, goals, risk tolerance and priority
• Start with business strategy and gain alignment on trade-offs to enable 

tough decision making 

• Insufficient visibility on full extent of risk exposure across the business

• Identify most important risks to the business, differentiate between degree 

to which risks can be predicted and tailor strategy across the risk 

spectrum

• Limited understanding of risk exposure, industry power dynamics, and 

control points across full value chain 

• Extend resilience and strategically develop partnership across both the 

E2E enterprise and to key players in the value chain

• Resiliency viewed as operational task to manage risks and run the 

business as usual

• Analyze competitors to determine areas where you can differentiate, out-

maneuver, and/or create competitive advantage

• No dedicated function to manage risks and/or high centralization of risk 

management that limits sensing of risks

• Stand up a cross-functional operating model that balances between 

centralized and decentralized control and response based on dynamics of 

each risk category

• Large and complex market of technology players with ambiguous 

capabilities

• Develop an unbiased view on capabilities to invest, utilizing best-of-breed 

tools and partnerships

• Supply chain executives focus on immediate and short-term resiliency 

measures, often just those in their control

• Develop holistic view of solutions including structural changes that can 

help design a resilient organization for a longer term

Best-in-class companies success factors



Common set of questions we must ask to get started on the 

resiliency journey

How can we get ahead of a crisis, so we can avoid the impact next time?

How can we monitor ever-changing risks to know when to act?

How can we balance prepared response and embed an agile approach to accelerate recovery from 

disruption? 

How do we strategically partner with supply chain and ecosystem players to reduce risks?

What are our major known risks and how can we prepare ourselves from unknown risks in 

our operations?

How do I make resilient operations a competitive advantage ?



Questions?


