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Abstract

Most multinational organizations face serious challenges in managing Sustainability in their supply chain. These challenges are accentuated by factors such as geographical distances, differences in cultures, lack of internal controls, subjectivity in social and environmental evaluation and non-standardized performance measures, lack of CSR prioritization, cost cutting, non-questioning business culture, poor regulatory criteria, and lack of government controls. Other challenges include poorly supported organizational structure, difficulty in establishing participation, lack of serious interest by managers, financial constraints, customer pressure for lower prices, inadequate knowledge, inadequate support by customer, lack of learning or transfer of knowledge, lack of strategic sustainability planning and leadership, distance challenges, and lack of influence over secondary suppliers. Despite such challenges, some organizations have been more successful than others in managing social and environmental challenges in their supply chain. The purpose of the research presented in this dissertation is to understand the measures taken throughout the supply chain by a multinational organization considered to be more efficient in its sustainability management than its competitors. My research was conducted by following an item through the supply chain starting with concept and inception to procurement and flow of material through multi levels of suppliers and sub-suppliers, through the manufacturing and packaging processes, and finally through shipping of finished product to Company warehouses. Data was collected by conducting a total of 35 semi-structured interviews across the supply chain spectrum, engaging in observations whilst at number of sites, and from public and internal documents. Methodology was based on a case study approach using an abductive process. 
I examined my findings against current literature, emphasizing where the findings agree with current literature and where they differ. The theoretical framework was modified after integrating my research findings. I discussed the significance of my research findings and how they contribute to effective Sustainability management. Finally, I discuss the limitations of my research and how future research could further contribute to our understanding of effective Sustainability management in the supply chain.
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Chapter 1
 Introduction

1.1 Overview

Corporate Social Responsibility (CSR) or Sustainability in the supply chain signifies the need for organizations to consider the impact of their products, through their supply journey, on the environment and on people.  The supply journey starts with raw material sourcing, or growing produce, to product and component production, to packaging, delivery, and all logistics involved in the supply cycle (Maloni and Brown 2006). Given the multi-layers involved in the process, and the limited visibility through different tiers of suppliers, organizations are challenged in effectively managing their sustainability throughout the supply chain.
Supply chain of most companies has more impact on the environment and people than any other division within a company’s operation. According to the non-profit watchdog Youmatter, supply chains cause 90% of companies’ environmental impact (youmatter.world/en/sustainability)[footnoteRef:1].  Nevertheless, most of this impact had been ignored by global organizations until mid-1990s. Social and environmental abuse within the process went unchecked for decades in unregulated markets (Shister 2005). Attention to supply chain CSR was a result of advances in global technologies such as the internet, digital visibility, and social media, where consumers, interest groups, non-profit organizations, and other stakeholders are no longer blocked by vast distances. Advancements in communication technology have enabled information on supplier working conditions and operations to flow in real-time globally, beyond boundaries, and with few restrictions. This newly found visibility exposed unchecked human rights violations and unchallenged environmental destruction. These violations and abuses included environmental pollution, toxic chemicals, hazardous waste, worker safety conditions, income wages and inequality, working hours, child labor, bonded labor, forced labor, housing facilities and conditions, discrimination against women and other groups, harassment and abuse, and lack of freedom of association (Gold, Trautrims, and Trodd 2015; New 2015). The negative media that was generated because of these violations had caused considerable reputational damage to leading brands forcing them to act. Most multinationals have a high public profile and tend to rely heavily on their corporate reputation (David 2011; Meng and Zhao 2010). As such, they have been particularly vulnerable to negative publicity and NGO campaigns. Organizations could no longer claim that supplier behavior is outside the boundaries of their responsibilities  (Andersen and Skjoett-Larsen 2009). Global pressure driven by consumer and other stakeholder awareness led to closely scrutinizing supply chain operations while fully holding Global organizations accountable. CSR and eventually Corporate Sustainability in supply chain as a field of study has witnessed unprecedented growth over the last two decades.  [1:  Source: www. (youmatter.world/en/sustainability)] 

Public pressure required immediate action from organizations. This led to a painful growth process often driven by trial and error. Most measures initially introduced into the supply chain have encountered major challenges where failures have exceeded successes. As the field evolved over a span of three decades, Sustainability management improved, but serious challenges remain. A large delta separates different companies in the effectiveness of their Sustainability management, where some organizations have been more successful than others, despite having access to similar resources. After three decades of Sustainability supply chain development, literature has become generous on the subject indicating what measures successful Sustainability management requires(D.J. Vogel 2005b), (Godfrey, Merrill, and Hansen 2009), Nevertheless, most companies, with significant resources, continue to struggle in their supply chain although their annual Sustainability reports indicate similar goals and objectives to those organizations that have been considerably more successful in Sustainability management.
My research interest is to identify the measures that lead to effective sustainability given that many organizations with access to similar resources, operating under similar circumstances, exposed to similar challenges, and producing similar products, perform differently.  
In this Chapter, I summarize my research by exploring the research background, current literature, the research problem, research objectives, research question, research significance and research limitations.

1.1.1 A note on terminology: CSR and Sustainability

Literature has a wide spectrum of definitions involving Corporate Social. For the purpose of this research, I define CSR as a practice by an organization that integrates environmental, social, and economic values into its operation and is environmentally and socially accountable to its stakeholders and to the public.
Over the past decade, many organizations replaced the term CSR with Sustainability. The term Sustainability emerged from the concept of Sustainable Development (Schwartz and Carroll 2008) However, originally, its focus was more on economic growth with environmental responsibility and, to a lesser extent, on social responsibility, such as the well-being of workers (Sarvaiya and Wu 2014). In contrast, CSR was less focused on economic profitability and instead emphasized more social responsibility and, to a lesser degree, the environmental responsibility of the organization. CSR also stresses responsibility and accountability that is not limited to adhering to laws and regulations but also extends to a broader moral obligation. While CSR evolved to include economic prosperity, its main focus was shaped by the social and environmental responsibility of the organization. Similar to changes in CSR understanding over the years due to embracing economic responsibility, sustainability shifted to include social responsibility as one of its main pillars, in addition to economic prosperity and environmental responsibility. As a result, a sustainable organization is one that is measured based on its performance against all of the three pillars above(Sarvaiya and Wu 2014). Both CSR and Sustainability have evolved to include all three pillars, we often witness their use interchangeably in both literature and industry. Certainly, participants in the present study typically use the terms interchangeably. One notable difference is that sustainability is more focused on organizational strategy, the strategic integration of economic, environmental, and financial responsibility of the organization (Mostepaniuk et al. 2022). whereas CSR measures are treated as mediating factors leading to Corporate Sustainability (Mostepaniuk et al. 2022). In this study, I will be using both terms CSR and Sustainability interchangeably.  However, in situations where I am describing specific measures (i.e., working conditions), I will mostly refer to CSR. When discussing the historical evolution of CSR/Sustainability, I will use CSR, given that CSR terminology has been in use since the early 1950s, whereas corporate sustainability only began to gain wider salience after the turn of the century. As a result, most academic literature on the subject refers to CSR. In contexts that involve strategic integration or overarching management, I will be using the term Sustainability or Corporate Sustainability (CS).
In addition to CSR and CS, similar terms in current literature include Supply Chain Responsibility (SCR), Responsible Sourcing (RS), Logistic Social Responsibility (LSR), Environmental Responsibility (ER), Planet and People (PP), Purchasing Social Responsibility (PSR) (Carter and Jennings 2002b) Corporate Citizenship, Environmental management, Triple bottom line (Angelo et al. 2012), Sustainable Supply Chain Management (SSCM)(Beske 2012; Beske and Seuring 2014)and Corporate Sustainability Standards (CSS) (Grimm, Hofstetter, and Sarkis 2016).

1.2 CSR in the supply chain

A major contributor to the growth of global supply was the emergence of globalization. One element of globalization was deterritorialization, a process that highlights the decreasing role of the individual State (Vytopil 2015) and the increasing role of trade treaties. Deterritorialization helped open national borders more to business and trade, thus facilitating  the ability of organizations to operate globally (Organisation for Economic Co-operation and 2011). In the early 1990s, around 30,000 multinationals were globally registered (Kolk and van Tulder 2003). By the turn of the century, this number exceeded 60,000 organizations (Vytopil 2015) working with more than 500,000 suppliers (DeTienne and Lewis 2005)  and producing 25% of the global output (Florini 2003). At the same time, the increased significance of brands and corporate reputation made leading companies particularly vulnerable to bad publicity. Organizations are no longer only judged by the activities they directly control but are also held responsible for the practices of their suppliers, making it necessary to develop measures to effectively manage CSR in the supply chain to protect their reputation and their brand. Organizations needed to adjust the focus of their suppliers from the traditional objectives of increasing productivity and reducing inventory, cost, and cycle time (Eltantawy, Giunipero, and Fox 2009)  to the strategic objectives of integrating CSR into the supply process (Tang 2006).   This integration required the introduction of efficient technology, the facilitating of knowledge transfer and the establishing of partnerships with suppliers (J. M. Cruz and Matsypura 2009).
Motives to implement CSR in the supply chain can be summarized into three categories:  
First motive: CSR measures that were reactions to incidents, such as environmental disasters and public outrage (e.g., Exxon’s Valdez oil spill in 1989, Shell oil environmental disaster in Nigeria 1990s, Wal-Mart Corruption scandal In Mexico late 1990s, Nike sweatshops in Indonesia in 1990s). Organizations were focused on reputation damage control and brand protection by involving public relations firms and making reform promises. 
Second motive: CSR measures that were driven by a risk aversion strategy. To protect their brand, many organizations implemented CSR supply chain as risk aversion measures in the hope to avoid disasters like those experienced by others (X.M. Yu 2008).
Third motive: CSR measures as contributors to higher supply chain efficiency and enhanced profitability while ensuring image protection and protecting reputation capital.  This involves strategic integration of CSR throughout the organization (Gong et al. 2016). 
Most multinationals created a set of rules for suppliers to follow that are commonly known as organizational codes of conduct. These codes consist of written principles, guidelines, or standards, which are intended to improve the organization’s social and environmental responsibility (Pedersen and Andersen 2006). Codes of conduct vary across companies as they are instituted based on each organization’s challenges and needs. External codes of conduct, on the other hand, are created by governments, multi-government organizations, industry clusters, unions, and NGOs. External codes of conduct create global standards for industries and organizations to implement as measures to better protect people and the environment. However, codes of conducts, as stand-alone CSR supply chain measures, have failed. This failure was due to the lack or limited government enforcement of laws, cost of implementation, process disrupter, limited supplier auditing resources, and code of conduct circumvention methods.
As a result of these failures, organizations realized that improving CSR performance in the supply chain requires identifying and understanding supplier challenges and needs. These challenges are discussed in detail in chapter two.

1.3 The Research Problem 

Once supplier needs and CSR challenges were recognized, several leading multi -nationals introduced measures to address CSR challenges. In my literature review, chapter 2, I identified four measures that have been effective at addressing CSR supply chain issues, which I refer to as influencing factors or mitigating factors. I discuss the influence each factor has directly on supply chain CSR, in addition to the effect of a combination of factors. Despite our awareness of the above influencing factors revealed through literature, many if not most of the multinational organizations remain unsuccessful in managing CSR in their supply chain, a persistent problem that continues to be a challenge. This problem is the focus of this research. 

1.4 Research aim, objectives, and research question

Research Aim
Organizations have been active in publicizing their SCR supply chain strategy, and in issuing annual reports to reassure the public and stakeholders of their level of commitment to people and environment. It is inaccurate to claim that challenged organizations have not made progress in their CSR management over the years, but these improvements are not enough to satisfy the public’s changing expectations, which is shaped by increased levels of awareness. Furthermore, organizations are very aware of the cost, in today’s world, of CSR supply chain failures to their image and brand. Nevertheless, their CSR management continues to operate at the periphery. It is accurate to claim that CSR management in the supply chain is a very complicated operation influenced by a plethora of internal and external challenges within environments of dissimilar norms and cultures. But some organizations have been successful at managing these challenges when others with access to similar resources and operating under similar conditions have not. Since literature clearly states what effective CSR supply chain management requires, why is there a considerable difference in results? What is missing? Are there additional factors that contribute to successful supply chain CSR management not currently identified in literature that are implemented by some organizations but not others? Or is the delta in performance difference a result of how influencing factors are implemented and integrated into the supply chain? These unanswered questions create a gap in literature. The significance of filling this gap will contribute to a better understanding of CSR effectiveness in the supply chain, whether through identifying additional factors or through the management and integration processes of identified factors. By adding this knowledge to the existing body of literature, organizations will have additional tools or references that could contribute to addressing their CSR challenges.
The aim of this research is to contribute to the existing body of literature by identifying the factors that lead organizations to better manage their supply chain CSR than others. As discussed, the gap in CSR supply chain performance among global multinationals remains significant.

Research Objective and Research Question
To address this gap in literature, I conducted a case study that’s aim is to investigate how a global organization with an effective supply chain CSR makes, implements, and manages its decisions throughout the supply chain process. The research question may thus be phrased as follows:
How do organizations succeed in effectively managing CSR in their supply chain?
To answer this research question, I followed an item produced for a multinational organization, a rug made out of Jute, from the point of inception until it is shipped to the retail outlet of the organization. This included data collection from the organization, its subsidiaries, and the different supply tiers the product undergoes prior to ending at the retail location. My research quest involved 11 different locations penetrating through four sub-suppliers, and a farm that grows the raw material, the Jute. The purpose of collecting data throughout the different tiers of the chain was to understand how CSR is observed, managed, and upheld through the entire process.

1.5 Theoretical Framework

As mentioned above, I identified in chapter 2 the CSR mitigating factors. And in Chapter 3, I discussed how the identified mitigating factors lead to mitigating theories. I also demonstrated that the identified mitigating theories are necessary but insufficient, thus indicating the need for further research to uncover other factors not currently identified through literature. This was illustrated through a theoretical framework.

1.6  Significance

By better understanding the factors that lead to sustainability effectiveness in the supply chain, organizations can make informed management decisions based on measures that have been applied by other organizations and proven to be successful. This will reduce the learning curve an organization needs to go through which in the age of internet, social media, and consumer awareness, could prove to be costly, especially if the organization’s supplier, wittingly or not, commits a social or environmental misstep. The damage would impact sales, reputation and brand value, and would subject the organization to the relentless scrutiny of suspicious watchdog groups(Carty 2002). Effective sustainability management in supply chain benefits stakeholders and community. It brings ethics into the process, protects people and environment, improves corporate image, reduces risk, leads to innovation, and in most cases, results in financial gains. (David 2011; Meng and Zhao 2010), (D.J. Vogel 2005b)

1.7 Limitations

As a single case study, my data is limited to a specific vertical within the supply chain, involving a specific item.  It is difficult to ascertain, with high levels of certainty, whether following different company products through a different production vertical will yield the same identical conclusions. Furthermore, data collection, except for a few early in-person meetings, was limited to online semi-structured interviews conducted through Zoom due to covid. My original plan was to physically follow the item through 11 stages of development and production, conduct in-person interviews, and observe the process through the different sub-tiers. Observation was to provide secondary data. Unfortunately, due to Covid, observation at various supply chain locations did not materialize, and thus this form of secondary data was not collected, limiting my research to the primary data obtained through semi-structured interviews. Another limitation is the generalizability of the findings. The case study was limited to the supply chain of a household item made from textile. Different industries could have different challenges requiring additional mitigating factors, such as extractives and chemical productions. As such, generalizing data across various manufacturing sectors has its limitations. 

1.8  Dissertation Outline

This dissertation consists of Seven Chapters outlined as follows:
In Chapter One, I introduced the context of my research, the research objective, the gap in literature, my research question, my theoretical framework, and the significance and contribution of this research. I have also discussed the limitations of my study.
In Chapter Two, I discuss the literature I reviewed starting with the historical evolution of CSR in general and in the supply chain in particular. I disclose the motives for CSR supply chain initiatives, reaction to incidents, risk aversion, and strategic business decisions. I discuss codes of conduct, the early measures organizations took to mitigate CSR challenges, and the factors that led to their failure: lack of enforcement laws, supply process disruptors, limited auditing, and circumvention. To tackle these failures, organizations realized the necessity to address supplier needs instead of presenting rules to follow. These challenges were driven by cost of CSR implementation, high demand production cycles, limited supplier resources, cultural differences, and pawer gap.
According to current literature, to effectively address these challenges, organizations resorted to sustainable strategy and leadership, collaboration, learning, and direct relationship with sub-suppliers. Organizations also realized that double loop learning and transformational leadership in addition to collaboration had more impact on effective CSR management than single loop learning and transactional leadership. Furthermore, the combination of collaboration, transformational leadership and double loop learning had a positive impact on values and culture. Despite the positive impact the above factors had on CSR, as revealed through literature review, some global organizations continue to be seriously challenged. This difference in CSR performance led to my research question: How do organizations succeed in effectively managing CSR in their supply chain?
In Chapter Three: I expand on the mitigated factors that have been identified in through literature by developing a theoretical framework. The framework provides through an illustration the identified CSR mitigating factors and the probable existence of other factors not yet uncovered through existing literature.
In Chapter Four, I discuss my methodology which is based on critical realism using an abductive approach. Abduction would enable the deconstruction of observable events and objects. This deconstruction process allows me to examine more clearly the previously unnoted mechanisms that lead to these causes. The causes coupled with the understanding of the theories identified in the literature review, that resulted in certain observations, across a pattern, enable better rationalizations of the mechanics that caused the events (Edwards, O’Mahoney, and Vincent 2014). The nonlinear process functions in a pattern of a loop where learning leads to new data and thus new interpretation, exposing and re-exposing, by abstraction, new causes of the observed event, occurring within a certain environment existing independently of the observation, in line with a critical realist disposition.
Based on my interest in following a product through the supply chain to understand the CSR decisions, actions of each supply stage (addressing the research question), and my research philosophy and approach (critical realism, and abductive approach), a qualitative single case study with multiple dimensions is applied in this research. The case study approach allows for the use of several theoretical lenses in analyzing multiple data to describe particular causes leading to certain observations within a defined context. 
After selecting the organization for my case study, I developed a protocol to act as a roadmap. In addition, I listed the various components of the supply chain where data was collected.  
My reflexivity enabled me to be aware of my own beliefs and judgments that could impact my objectivity. I used a digital recorder to also record my own thoughts and emotions to examine them in retrospect. 
As for research ethics, I have followed these six principles:

	First basic principle
	Minimize the risk of causing harm to participants. Harm may be physical, psychological, or financial. 


	Second basic principle
	Obtain informed consent. The researcher should clearly communicate to the participants that they are (a)participating in a research project, (b) the purpose of the research, (c) what is expected of the participant, (d) what are the procedures and (d) estimated duration.


	Third basic principle
	Respect confidentiality and anonymity. Respect the individual’s rights to privacy. Discuss how data will be used. 


	Fourth basic principle
	Avoid deceptive practices or coercion and pressure to obtain data. Be transparent.


	Fifth basic principle
	Provide the participants with the right to withdraw at any stage of the interview or research process.


	Sixth basic principle
	Clarify intellectual property of research. Disclose ownership and publications rights.




Table 1.1: Basic ethical principles in research (Sleeboom-Faulkner et al. 2017) 

A major ethical concern is that the anonymity of the individuals within each organization could not be fully guaranteed, despite my best efforts, given that the number of interviewees dealing with CSR issues may be specialized and limited and, as a result, their identity might not be well protected from supply company executives.
In Chapter 5, I discuss the supply chain involving the Jute rug. This is a contextual chapter to familiarize the reader with the supply chain process pertaining to the case study. After an item has undergone a product development phase, a supply chain process is charted starting with the planting and harvesting of raw material at the Jute farm. Dried Jute is supplied to raw Jute traders. Traders supply product to Jute mills for spinning. The spun Jute is supplied to the factory, who in turn uses spun Jute as the raw material for the production of Jute rugs. Once rugs are produced, they are packaged and palletized for freight shipping to BIG CHAIN warehouses around the globe. The linear supply chain process may be illustrated as per figure 1.3 below:


Farming
Trading
Spinning
manufacturing
Shipping




Figure 1.1 is a linear representation of the product supply Chain flow.

In chapter 6, I discuss my data analysis. I analyzed my text using coding and categorizing methods developed by (Saldaña 2021) (Corbin and Strauss 2014), (Wolcott 1994), and (Glaser 1978). Based on the nature of my research, abductive, case study, multiple locations, and focused on semi-structured interviews, I have used the following five coding methods:
· Exploratory Coding
· Descriptive Coding
· Structural Coding
· In Vivo Coding
· Simultaneous coding
My choice was driven by Saldana ‘s detailed methodology which he continued to develop and refine to apply to a wide field of qualitative research. I have not approached my data with a pre-set system of codes and tried to search for the codes in the text. Instead, I was looking for ideas without a preceding conceptualization, allowing the data itself to determine the concepts, ideas, and themes to emerge.
After multiple cycles of creating and refining codes, I grouped similar or related codes into categories. This process is also referred to as Axial coding, which involved looking for links and connections between the codes so that similar and related codes could be combined and merged. As such, the data was eventually merged into 11 categories. Each category was discussed in detail. After several cycles of constructing, de-constructing, re-constructing and refining categories, five themes have emerged. The development of themes was a result of closely examining the categories, their drivers, their characteristics and then looking for common attributes that could be linked under an overarching group.
In Chapter 7, I discuss my research findings. I examined each of the 11 categories within the five themes separately by comparing my case study findings to my literature review while referencing collected data. I then 
highlighted the differences between my findings and current literature for each theme and emphasized the significance of these differences on effective supply chain sustainability management. I integrated my findings into my theoretical framework by replacing the missing links with my additional factors to address gaps in the literature. Although the additional factors, to a lesser extent, are mentioned in the literature, the missing link is how they are applied in sustainability management. Finally, I merged my five themes into two overarching theories.
Chapter 1: Introduction
Chapter 1: Introduction
In Chapter 8, the conclusion chapter, I reiterate the purpose of my research, summarize the answers to my research question, and provide solutions to the research problem. I discuss how the identified research gap has been met, and the significance of addressing this gap in knowledge. Additionally, I show how my findings could act as an additional supporting base for future research. I also summarize the reasons behind the research methodology I selected, and the justifications of my research findings. I discuss in detail the limitations of my research and the factors that contributed, in part, to these limitations. I also make recommendations for future research based on my findings and the experience gained through this case study. Finally, I reflect on my personal interest that led to this research. 
Chapter two
Literature Review 

2.1 Introduction

CSR in the supply chain continues to represent major challenges to multinational 
organizations. These challenges are driven by a series of factors and differ across countries, markets, cultures, and industries. The following are examples of challenges and barriers common to CSR in the supply chain: lack of internal controls, subjectivity in CSR evaluation and non-standardized performance measures, lack of CSR prioritization, cost cutting, non-questioning business culture (Sajjad, Eweje, and Tappin 2015), poor regulatory criteria, lack of government controls, poor supporting organizational structure (Sundström, Hyder, and Chowdhury 2013), order changes and pressures, (Sundström, Hyder, and Chowdhury 2013), changes in the supply chain, challenge in establishing participation, lack of serious interest by managers, (Cordeiro, Zhu, and Sarkis 2009), poor operational infrastructure and processes Hasle and Jensen 2012, financial constraints, customer pressure for lower prices, weak demand for sustainable products, inadequate knowledge (Abbasi 2012), inadequate support by customer, poor understanding of cultural and geographical differences (Lamarche and Bodet 2015) lack of  learning or transfer of knowledge, lack of strategic CSR planning and leadership, distance challenges, and lack of influence over secondary suppliers (Sajjad, Eweje, and Tappin 2015; Wittstruck and Teuteberg 2012; Sundström, Hyder, and Chowdhury 2013; Lamarche and Bodet 2015; Hasle and Jensen 2012; Abbasi 2012; Walker and Brammer 2007; Cordeiro, Zhu, and Sarkis 2009; Q. Zhu and Sarkis 2004; Wieland and Handfield 2013; Wadvalla et al. 2016; Johansson et al. 2009; Kohler 2009) 
This chapter is divided into two parts. In Part One, I summarize, in a table, the evolution of CSR concepts over the last century with emphasis on the latter five decades, and how these concepts extended into the supply chain in the early 1990’s and continued to evolve until our present day. I also examined the challenges of CSR in the supply chain, and the drivers and motives that led organizations to address them.
In Part Two, I discuss the measures taken by organizations to address CSR challenges, and how they had to continue to adjust their strategy through a learning process. This process led to identifying and implementing other measures and factors that resulted in higher levels of CSR compliance. 

2.2 Part One: Evolution of CSR, Challenges and Motives 

In this section I discuss the evolution of CSR over the years, the challenges organizations faced in integrating CSR in the supply chain, and the motives that drive organizations to instigate CSR in their respective CSR chains.

2.2.1 Evolution of CSR

Literature on the supply chain has grown substantially over the past 20 years, ranging from measuring CSR compliance, which is based on adhering to certain industry, government, NGO, and customer requirements, commonly known as codes of conduct, to the impacts of stakeholder influence, organizational culture, firm financial well-being, training, leadership, and strategic planning on CSR. 
Table 2.1 summarizes the major contributions to CSR over the past decades. The table is a modification of a historical construct developed by Carroll, A. (1999) showing the evolution of CSR.  The table shows a chronological order to demonstrate the developments of concepts, initiatives, programs, and terminology, over time. I believe a historical look at CSR ideas and concepts will help in better understanding how CSR decisions evolved to our present day, and how they impacted CSR decisions in the supply chain.

	Major Authors
	Year
	CSR concepts, initiatives, and programs 

	
	Pre-
1950
	Early concepts of CSR started to emerge.
United Nation’s 1948 introduction of the Universal Declaration of Human Rights served as the basis for the development of multiple initiatives in international human rights law. These initiatives  included the International Covenant on Civil and Political Rights, in addition to the International Covenant on Economic, Social and Cultural Rights, which were adopted in 1966 (George 2017). These rights included labor rights, and the well-being of the individual, which helped influence, the evolution of CSR.


	Theodore Kreps
	1932
	Introduced the concept that combines business with social welfare. Kreps introduced the term “Social Audit” (Kreps 1932).


	J.M. Clark
	1933
	Stressed the need for businesses to be transparent in their dealings, irrespective if required by law (A.B. Carroll 1999).


	Chester Barnard
	1938
	Defined business leadership as a combination of two elements; technical skills and responsible skills (Kenneth and Steven 2001).


	Peter Drucker
	1942
	Stressed that in addition to an economic dimension, organizations need to have a social dimension (Joyner and Payne 2002).


	
	1950’s
	Emergence of social responsibilities of business leaders, and modern understanding of CSR, and the idea that corporate managers are public trustees (A.B. Carroll 1999). Focus was on the leader and not on the organization.


	Howard Bowen
	1953
	Bowen was considered by many scholars the father of CSR, which he defined as “…It refers to  the obligations of businessmen to pursue those policies, to make those decision, or to follow those lines of action which are desirable in terms of the objectives and values of our society” quoted in (Acquier, Gond, and Pasquero 2011; A.B. Carroll 1999)

	
	1960’s
	Witnessed an increase in CSR literature and interest. Definitions of CSR started to become more specific but not always consistent (A.B. Carroll 1999).


	Keith Davis
	1960
	Discussed CSR as a contributor to social stability and its avoidance would lead to the gradual erosion of social power (Davis 1960). Businesses cannot exist outside society. A prosperous business requires a healthy society. Business and society are interdependent. 


	William Frederick
	1960
	According to Frederick, social responsibilities mean that businessmen “should oversee the operation of an economic system that fulfills the expectations of the public. And this means in turn that the economy’s means of production should be employed in such a way that production and distribution should enhance total socio-economic welfare” (Frederick 1960), (A.B. Carroll 1999).


	Milton Friedman
	1962
	Believed that the only responsibility for business is to maximize profits for the shareholders (Schwartz and Saiia 2012).


	Joseph McGuire
	1963
	According to McGuire, “The idea of social responsibilities supposes that the corporation has not only economic and legal obligations but also certain responsibilities to society which extend beyond these obligations”. Quoted in (A.B. Carroll 1999; K. John 1989).


	Clarence Walton
	1967
	Walton was among the first to emphasize the need to create a partnership between corporations and society (Walton 1967).

	
	1970’s
	The seventies produced other terminologies as part of the CSR literature, such as corporate social performance which is defined as a business organization's configuration of principles of social responsibility, and outcomes relating to the firm's relations with society (Wood 1991), corporate social responsiveness, which refers to how business organizations and their agents actively interact with and manage their environments, social audit that  measure an organization's social and ethical performance, and social indicators which deals with organizations performance versus set codes of conduct. The literature in the seventies also started to differentiate between different CSR issues as evidenced by Jules Backman’s definition (1975), “Employment of minority groups, reduction in pollution, greater participation in programs to improve the community, improved medical care, improved industrial health and safety”(Backman 1975). Literature on what CSR is and is not a major part of the 70’s CSR debate.


	Milton Friedman
	1970
	Modified his earlier definition to  “The only responsibility business has is to maximize profits so long as it operates within the rules of the game as required by law” (Friedman M. 1970) quoted in (Bejou 2011).


	H.L. Johnson
	1971
	Asserted that social responsibility should add to the profitability of the firm (Johnson1971), cited in (A.B. Carroll 1999).


	G.A. Steiner
	1971
	Steiner was among the first writers to indicate that social pressure will  force business to respond responsibly (Steiner 1971), (A.B. Carroll 1999)


	H.G. Manne
	1972
	Early indications of Shareholders CSR interest. According to Manne, Shareholders started to challenge executive board to include CSR measures in company operations (Manne 1972).


	H.C. Wallich
W. J. Dodson 
	1972
	Discussed the dependence of the firm on society, stating that the financial well-being of company requires the promotion of a healthy society (Wallich and Dodson 1972).


	K. Davis
	1973
	Discussed the significance of an organization’s social power,  and how if not used well, it will be lost, Davis K.1973, from (Skare and Golja 2013), (A.B. Carroll 1999)


	S.P. Sethi
	1975
	Connected CSR in Business to the ability of the firm.  Believed CSR is essential, but should be limited to those that business can manage (Sethi 1975).


	J. Backman
	1975
	CSR is a combination of social performance, social accounting, social indicators and social audits (Backman 1975).


	A. B. Carroll
	1979
	CSR needs to encompass economics, with the ethical expectations of society (A.B. Carroll 1979).


	R. W. Ackerman
	1973
	Ackerman R. was among the first business leaders to discuss how CSR should be integrated into the structure of the company (K. John 1989).


	
	1980’s
	The eighties witnessed many modeling alternative concepts of CSR and themes (A.B. Carroll 1999) while continuing the debate of what is and is not CSR. Defining CSR continued to be general because it is difficult to address and solve all issues related to CSR and reach a consensus on what constituted socially responsible behavior (T.M. Jones 1980) Accordingly, a large part of the literature focused less on the definition of CSR and more on CSR as a process (T.M. Jones 1980) (Epstein 1987) and (Wartick and Cochran 1985). On the thematic side, the 80’s witnessed the emergence of considerable literature on the relationship between corporate social responsibility and corporate financial performance.(Peter F Drucker 1984a) was among the early researchers to introduce the concept that corporate social behavior could be converted into an economic opportunity and benefit. Similarly, (Wartick and Cochran 1985; Cochran and Wood 1984)   introduced a reputation index and how this translated into financial benefits to the firm.  Empirical studies and modeling on the relationship between CSR and financial performance started to be tested against different and more specific themes and variables as demonstrated by the empirical study conducted by Aupperle, Carroll and Hatfield (1985). (Aupperle, Carroll, and Hatfield 1985)


	Thomas Jones
	1980
	CSR is an obligation that extends beyond the interests of the shareholder and beyond what is required by law.  It should be based on voluntary action that includes the interests of customers, suppliers, employees and neighboring communities (T.M. Jones 1980). Jones was among the first to emphasize the need to move away from the definition of CSR, due to its vagueness, and lack of consensus  and instead focus on CSR as a process (T.M. Jones 1980).

	Lee Preston
James Post
	1981
	Proposed the term “public liability” to emphasize the obligation business has to the greater public. Company CSR initiatives should be limited to company interest and ability (Preston and Post 1981) .


	Frank Tuzzolino
Barry Armandi
	1981
	Influenced by Maslow’s 1954 needs hierarchy, proposed a similar approach for CSR. Believed that this organizational need hierarchy would facilitate the operationalization of CSR (Tuzzolino and Armandi 1981)


	Steven Wartick
Philip Cochran
	1985
	Introduced a CSR model that integrates ethics (principles), social responsiveness (process), and social issues management (policy).  Among the first to attempt to create CSR constructs (Wartick and Cochran 1985), (A.B. Carroll 1999)


	Edwin Epstein
	1987
	Expanded on the model of Wartick and Cochran by introducing the corporate social policy process. It represents a system of individual and collective moral reflection and choice within the corporation(Epstein 1987).


	Peter Drucker 
	1984
	Evolved his earlier concept to CSR  from ‘a responsibility businesses have for society’ to the idea CSR could and should be converted into a business opportunity (Peter F. Drucker 1984b)

	Edward Freeman
	1984
	Emergence of Stakeholder theory. Freeman's Strategic Management: A Stakeholder Approach is a leading publication considered by many as a foundation for stakeholder theory (Freeman, Gilbert, and Hartman 1988)


	
	1990’s
	In the nineties more terminology and themes emerged. CSR became an umbrella term that encompassed different concepts such as CSR, CSP, Business ethics, corporate citizenship, sustainability, and corporate governance. While these terms vary in definition and focus, there is a strong common thread linking them to CSR to the extent that some of the terms above, such as corporate responsibility and corporate sustainability are often used interchangeably (Waddock and Bodwell 2007). Focus shifted away from definitions of CSR towards the integration of policies, process and performance (J. Carroll, Whittingham, and Wood 1991). Emergence of corporate codes of conduct. Another contribution to CSR was the UN’s 1999 introduction of the Global Compact which was based on the voluntary adherence of firms to nine principles drawn from three key international texts: the 1992 Rio Declaration on Environment and Development; the 1948 Universal Declaration of Human Rights; and the International Labor Organization’s 1998 Fundamental Principles on Rights at Work (Rorden 2017). The Dow Jones Sustainability Index (DJSI) launched in 1999 as a global sustainability benchmark that tracks companies’ stocks performance vs. economic, environmental, and social performance.

A major development that also shaped CSR in the 1990’s was the emergence of CSR in the global supply chain, a main topic of my literature review, which will be discussed in detail outside this summary. 


	Donna Wood
	1991
	Built on the work of Wartick and Cochran’s 1985 and Carroll 1979 to develop a framework for corporate social performance at the institutional, organizational level, and individual levels. Identified processes of social responsiveness as environmental assessment, stakeholder management, and issues management (Wood 1991)


	Archie Carroll
	1991
	Expanded his earlier concept of CSR to include corporate citizenship, summarized as “The CSR firm should strive to make a profit, obey the law, be ethical, and be a good corporate citizen”(A.B. Carroll 1991).


	[bookmark: _Toc125296391][bookmark: _Toc125296442]Tom Donaldson
[bookmark: _Toc125296392][bookmark: _Toc125296443]Lee Preston

	1995
	Identified the connection between stakeholder management and the achievement of traditional corporate objectives. This Instrumental approach became common among corporations (Donaldson and Preston 1995).


	John Elkington
	1998
	Introduced the concept of triple bottom line. The first measures a company’s profitability, and the second measures the level of responsibility within the organization. The third measure how environmentally responsible the company has been (Elkington, Kreander, and Stibbard 1998).  


	Marc Orlitzky
Frank Schmidt
Sara Rynes

	1998
	Built on stakeholders theory and conducted early empirical studies on the relationship between  corporate social/environmental performance (CSP) and corporate financial performance (Orlitzky, Schmidt, and Rynes 2003). 


	
	2000 +
	The relationship between CSR and financial performance took center stage(Gong et al. 2016) Main focus of CSR shifted from moral obligation to strategic management (C. Belu 2009).  Corporate executives view CSR as vital to business profitability (D.J. Vogel 2005b). UN Global Compact participation exceeded 10,000 corporate participants and other stakeholders, including over 7,000 businesses in 130 countries (Coulmont and Berthelot 2015). In June 2004, the UN Compact added a tenth principle and fourth key text based on the United Nations Convention Against Corruption (Rorden 2017).
CSR research branching into different areas such as the following; CSR impact on management, (Singhapakdi et al. 2015) impact on employee retention  (Hansen et al. 2011), impact on firm reputation, (Minor and Morgan 2011), impact on consumer behavior, (Ailawadi et al. 2014) CSR and brand image, (Plewa et al. 2014) CSR and organizational culture, (Woo and Jin 2016), CSR as risk management (Godfrey, Merrill, and Hansen 2009), CSR and environment (Rosca Mihai 2011). Other CSR interest included; comparative studies on different approaches to CSR (Ingenbleek, Binnekamp, and Goddijn 2007), corporate codes of conduct (Sartor et al. 2016), CSR monitoring and auditing (Morimoto, Ash, and Hope 2005), sustainability reporting practices (Andreas, Petros, and Seleshi 2012), Industry specific CSR (Peter and Renginee 2012), impact of NGOs on CSR (Arno and Minna 2008), impact of government regulations on CSR (Riliang 2007). 
Major research interest in the global supply chain, including CSR leadership, strategic partnership, and learning, will be discussed at length in section Four.




Table 2.1: Evolution of CSR, (based, in part, on a definitional construct as developed by Archie Caroll (1999)) 

2.2.2 Evolution of CSR In the supply chain

Supply chain may be defined as a series of entities such as suppliers, logistic providers, wholesalers, retailers and customers that work together to deliver goods and services to the end customer  (Maloni and Brown 2006) and (Simchi-Levi and Simchi-Levi 2002). As mentioned in table 2.1, a major development that also shaped CSR in the 1990’s was the emergence of CSR in the global supply chain (Maloni and Brown 2006). Richard Poist was among the early researchers to emphasize the need to extend Sustainability into the supply chain, suggesting that organizations need to integrate social issues with economic drivers (Poist 1989). Early research interest was focused on three areas, Procurement (Paula and Marilyn 1991) , environment (S.-T. Kim and Han 2011) and labor practices (Craig R. Carter and Jennings 2002b). The 90’s also witnessed the emergence of voluntary corporate codes of conduct by organizations with high public profiles, which I discuss in detail in section 2.5. 
This increase in research interest was mostly shaped by the growth of global supply. At the end of the 1960s, only 7,000 multinationals had been globally registered, expanding to over 30,000 in the early 1990s (Kolk and van Tulder 2003). A major contributor to this increase was globalization. The process of globalization encompasses many different aspects, one of which is deterritorialization, a process that highlights the decreasing role of the individual State (Vytopil 2015), and the increasing role of trade treaties, making  national borders more open to business and trade, thus, facilitating  the ability of organizations to operate globally (Organisation for Economic Co-operation and 2011). This increase in global movement of goods, coupled with more visible trade activity, has led to calls for the suppliers to take responsibility not only for aspects such as quality and delivery dates, but also for working conditions and environmental impacts. Developments in global communications and monitoring technology have enabled corporations to have better control over distant production activities.  Emergence of electronic media and the internet facilitated the international transmission of information about working conditions and environmental issues. At the same time, the increased significance of brands and corporate reputation made leading companies particularly vulnerable to bad publicity. Organizations are no longer judged by the activities they directly control, but are also held responsible for the practices of their suppliers (Andersen and Skjoett-Larsen 2009). As a result, firms found it necessary to extend CSR measures into the supply chain to protect their brand. 
By the new millennium, the number of registered multinationals have exceeded 60,000 globally (Vytopil 2015), working with more than 500,000 foreign affiliates (DeTienne and Lewis 2005) and producing 25% of the global output (Florini 2003). New terminology such as Logistics Social Responsibility (LSR), Purchasing Social Responsibility (PSR) (Craig R Carter and Jennings 2002a) and Responsible Sourcing (RS) continued to emerge. 
Literature on the supply chain started to witness unprecedented growth including a varied and extensive thematic interest (Laura and Michael 2009; Zorzini et al. 2015; Ageron, Gunasekaran, and Spalanzani 2012; Quarshie, Salmi, and Leuschner 2016; Craig and Dale 2008; Maloni and Brown 2006; Blanchard 2012; Amrou and Robert 2010; Ansett 2007; Cristina and Elcio 2012; Airike, Rotter, and Mark-Herbert 2016; Köksal et al. 2017; Ciliberti, Pontrandolfo, and Scozzi 2008; J. M. Cruz and Wakolbinger 2008; Cheng, Lee, and Chen 2014; Rotter, Airike, and Mark-Herbert 2014)
Firms realizing that their competitive advantage lies to a large extent in their ability to manage and control the supply chain (Tang 2006)  led them to adjust the focus of their suppliers from the traditional objectives of increasing productivity and reducing inventory, cost, and cycle time (Eltantawy, Giunipero, and Fox 2009) to the strategic objectives of integrating other elements such as technology, transfer of knowledge, and CSR into their process. Establishing partnerships with suppliers, providing technological assistance, and facilitating knowledge transfer became a crucial strategic decision (Ramanathan and Gunasekaran 2014) that provided competitive advantages (J. M. Cruz and Matsypura 2009). Equally significant was the growing interest of consumers, shareholders, non-governmental organizations, public authorities, trade unions, and other groups in environmental and social issues emerging out of the supply chain (Andersen and Skjoett-Larsen 2009). These challenges and opportunities become the driving motives for integrating CSR in the supply chain, as will be discussed in detail in the following section.

2.2.3 Motives for CSR Initiatives in the Supply Chain

The main reason corporations outsource to developing countries is to benefit from low wages and strict suppliers’ control over a workforce that can be subjected to intense working conditions, in order to deliver goods at highly competitive price points (Taylor 2011; Pederson, Wieland, and Handfield 2014). Before the nineties there has been little attention to the social and environmental impacts of the manufacturing and supply process.  Decisions were mostly driven by price, quality, and delivery schedules. 
Prior to the development and accessibility to public digital communications, conditions at production facilities were not much exposed to the public. And most of the earlier exposures were limited to major environmental disasters such as Exxon’s Valdez oil spill in March of 1989 (Ritchie et al. 2012; Sanyal and Neves 1991). As a result, the supply process constituted little risk of exposure to the brand. Social and environmental abuse within the process went unchecked for decades in unregulated markets (Shister 2005). These violations and abuses included environmental pollution, toxic chemicals, hazardous waste, workers safety conditions, income wages and inequality, working hours, child labor, bonded labor, forced labor, housing facilities and conditions, discrimination against women and other groups, harassment and abuse, and lack of freedom of association (Gold, Trautrims, and Trodd 2015; New 2015). The advancement in communications technology, news reporting, and NGO activism resulted in the exposure of incidents of irresponsible behavior damaging to the reputation of organizations.  In the following part of this section, I provide some examples of these incidents, and how they motivated or forced other organizations to initiate extensive CSR measures. I also discuss the other major motivator, CSR integration in the supply chain as a strategic business decision.

2.2.4 CSR Initiatives as Reactions to Incidents

Most multinationals have a high public profile and tend to rely heavily on their corporate reputation (David 2011; Meng and Zhao 2010). As such, they have been particularly vulnerable to negative publicity and NGO campaigns. It is not uncommon for CSR measures to be adopted by a firm in the aftermath of some major event that has been a public relations disaster for the company. The following three examples involving Shell Oil, Nike, and Wal-Mart serve as examples of such incidents. These organizations were selected for having extensive global operations, for being leaders in their industries, and for operating in multiple countries prone to a wide variety of CSR challenges. Furthermore, the global media generated as result of these incidents played a role in shaping the future of CSR (Sanyal and Neves 1991) in the supply chain as discussed in following sections.

2.2.4.1 Shell Oil 

By 1993, Shell Petroleum Development Company (Shell) and its partner the Nigerian National Petroleum Company (NNPC) had earned 5.2 billion US dollars in revenues from extracting oil from Ogoni land in the Niger Delta (Detheridge and Pepple 1998). 0.3% of these revenues were allocated for the Area Development Commission, which oversaw the development of the Ogoni community where oil was being extracted. However, due to widespread corruption, funds did not trickle down to the communities (Boele, Fabig, and Wheeler 2001). 
Shell’s extractive activities caused serious degradation of the environment through the company's indiscriminate dumping of untreated dangerous drilling wastes on land and into swamps, flaring of gas, and frequent oil spillage (Omoweh 1995). Between 1976 and 1991, 2,976 oil spills on the delta were reported (Saro‐Wiwa 1995). Shell did not address the Ogoni ’s numerous complaints, nor acted to elevate any of their suffering. They constantly maintained a position of being “independent experts” (Livesey 2001). The Ogoni organized a large social movement that became known as MOSOP.  Its articulate leader Ken Saro-Wiwa addressed The UN Working Group on Indigenous Populations in 1992, and created links with Human Rights organizations, such as Amnesty International and Human Rights Watch. MOSOP issued a ‘demand notice’ to Shell requesting compensation for damage caused by their oil activities. Shell did not respond (Saro‐Wiwa 1995). In January 1993, MOSOP organized a peaceful march that numbered approximately 300,000 people in Nigeria. Also in January, MOSOP was admitted as a member to the Unrepresented Nations and People’s Organization. At this point MOSOP was enjoying unprecedented global coverage which included CNN and Time magazine (Boele, Fabig, and Wheeler 2001). Tensions between Shell officials and the community were on the rise. Shell ceased production and withdrew its entire staff from Ogoni land. According to Ima Niboro (1993), the military and its ethnic militias (Ikelegbe 2005) responded ruthlessly against Ogoni villages. More than three hundred people were killed, tens of thousands have been made homeless, and hundreds of thousands have been terrorized (Wheeler and Moszynski 1995).
 The Ogoni viewed the attacks as punishment for standing up to Shell and the military government (Boele, Fabig, and Wheeler 2001).  Shell, not able to resume its operations, requested the intervention of the military government. Shell and its partner NNPC enjoyed the full support of Nigeria’s dictator, General Sani Abacha, who wanted oil production resumed at any cost. The military dictatorship was heavily dependent on oil revenues. In 1995, Ken Saro-Wiwa was arrested along with 8 Ogoni leaders. Despite global pressure for their release, they were tried and found guilty by a military tribunal that was globally condemned as a sham (Birnbaum 1995). On November 10, 1995, Ken Saro-Wiwa and his colleagues were hung by the military authorities. 

Impact of negative publicity 

This incident resulted in an unprecedented worldwide condemnation of Shell.  As an example, four days after the executions, UK’s Channel 4's Without Walls carried Saro-Wiwa's final description of the reality of oil exploration in the Niger Delta, “the oil industry in Nigeria does not just spoil the environment and dehumanize people; it is a brutal example of the collusion of commercial and military force on the planet.” He attached much of the blame for this to oil multinationals, in particular Shell (Boele, Fabig, and Wheeler 2001; Wheeler and Moszynski 1995)

Dealing with the Crisis

Despite global outcry and condemnation, Shell’s delayed reaction did not comment on Saro-Wiwa or his execution. Instead, the company launched several public relations campaigns taking no responsibility whatsoever (Braithwaite 1999) and emphasizing  instead that it is not the company’s duty to influence Nigeria’s military leaders (Wheeler and Moszynski 1995). Shell’s PR campaigns backfired, and calls to boycott the company intesified.  Shell was forced to defend itself constantly. In its 1997 Annual General Meeting,  shareholders presented a resolution demanding that the company be more transparent in its social and environmental responsibilities (Chandler 1998). These developments and the failures of the PR campaigns (Braithwaite 1999) had implications beyond Shell as they served as a major wake up call for other multinationals (Boele, Fabig, and Wheeler 2001). 
NGO and public pressures forced the company to undergo a process of transformation. Cor Herkstroter, Shell’s Chairman of the committee of  Managing Directors admitted that the company was responsible for arrogance in regards to discussion on environmental and human rights (Chandler 1998).  In 1997, Shell developed new principles for conducting business that would apply to all Shell transactions globally. The principles describe the behavior expected of every employee in every Shell company in the conduct of its businesses (Shell International, 1997) from (Boele, Fabig, and Wheeler 2001). They also re-affirmed the company's responsibilities to society, and specifically stated that Shell aims to 'give proper regard to health, safety and the environment consistent with their commitment to contribute to sustainable development' (Shell International, 1997) from (Boele, Fabig, and Wheeler 2001). In 1998, Shell International published its first corporate statement of social and environmental performance giving a detailed assessment of the company’s social and environmental progress. In the report, the company claims to have been ‘shaken by the tragic execution of Ken Saro-Wiwa' and that it was 'a very salutary lesson'. Shell also acknowledged that Ken Saro-Wiwa’s case was a major turning point for the company (Shell International, 1998) from (Boele, Fabig, and Wheeler 2001).

2.2.4.2 Wal-Mart

An extensive investigative report published by the New York Times on April 21, 2012, revealed that Wal-Mart’s Mexico subsidiary has been involved for several years in a major bribery campaign to secure construction permits and other favors from government officials, such as zoning variances and environmental clearances (Heineman 2012).These bribes exceeded 24 million dollars (Moncel and van Asselt 2012) .The whistleblower, Sergio Cicero Zapata, a former Wal-Mart Mexico executive, informed Wal-Mart headquarters in the US of these activities in September 2005 (Barstow 2012). Mr. Cicero, who was interviewed by the NY Times, detailed how at the directions of Wal-Mart Mexico’s CEO, Eduardo Castro-Wright, and General Counsel, Jose Luis Rivera, he organized and managed years of Wal-Mart Payoffs. He recruited and ran a network of trusted individuals including two non-company lawyers to deliver cash to government officials in coded envelopes. The recipients included permit issuing low level bureaucrats, city planners, elected officials, city council members, mayors and anyone who is in a position to slow the company’s growth such as community and neighborhood leaders (Barstow 2012). The Times analysis of thousands of government documents was able to confirm, in many instances, that permits, which take several months to be issued, were granted in days after Wal-Mart payments to the two lawyers were made. 
Wal-Mart US lawyers recommended hiring an independent firm to investigate these allegations. But senior management opted to have it handled by the company’s internal legal entities. In 2006, Wal-Mart US general counsel and chief auditor referred the investigation to Wal-Mart Mexico general counsel, Mr. Rivera, who was at the center of the bribery scheme. Mr. Rivera closed the investigation claiming no violations and cleared Wal-Mart Mexico executives from any wrongdoing. He remained in his position for another 6 years. He was relieved of his duties the same week the NY story was published (Heineman 2012) 

Impact of Negative Publicity

Within three days after the investigated article appeared in the NY Times, Wal-Mart’s market value dropped by 17 billion dollars (Reuters 2017). The US Justice Department and Securities, and Exchange Commission initiated a federal investigation into whether the company violated the Foreign Corrupt Practices Act. Mexican prosecutors also launched a bribery investigation (Wall Street Journal 2014). A Michigan Pension Fund sued the company claiming Wal-Mart defrauded investors by hiding information. As of May 2017, Wal-Mart has spent about $837 million dollars on legal fees (Bloomberg, 2017). These fees do not include yet to be determined compensation, punitive, or settlement fees.

Dealing with the Crises

Wal-Mart disclosed possible violations in Mexico to the Department of Justice and the SEC after a NY Times investigative reporter approached the company with questions (Bloomberg 2017). In addition to an internal probe, the company retained three law firms, one for audit, one for an internal investigation, and one for global compliance (Heineman 2012) Wal-Mart underwent a change of leadership at both, the US headquarters in Bentonville, Arkansas, and in Mexico, with at least eight executives removed (Fox News 2014). The company revamped its ethics and compliance programs, and created the post of chief ethics and compliance officer for each market they operate in. It also assigned anti-corruption directors to these markets (Bloomberg 2017). The 2014 Wal-Mart compliance report indicates the establishment of fourteen high risk areas assigned to an independent compliance function. The company created a system that allows for a simple escalation process of allegation, irrespective of where they occur, directly to the Global Ethics Office. The compliance program now employs 2,300 individuals. Newly adopted management and executive compensation packages are partially dependent on progress made in accordance with Wal-Mart’s compliance objectives (Wrage 2015).

2.2.4.3 Nike

On June 10, 1996, a NY Times editorial criticized the labor conditions at an Indonesian factory producing Nike products (Herbert 1996). The article claimed that Nike built its empire with slave labor of young Asian women working in sweatshops under horrendous conditions. The article further discussed Nike’s intentions to move into Vietnam, after Indonesian minimum wage was raised to $2.20 per day, whereas in Vietnam it was $1 per day. As a comparison, the article disclosed the multi-million dollar salary of Philip Knight, Nike’s CEO, and the value of his stock at $4.5 billion dollars (Herbert 1996). The article created a global uproar from consumers, non-profit organizations, international corporations, activists, and other stakeholders (DeTienne and Lewis 2005). 

Impact of Negative Publicity

The organization became the focus of several studies and articles on slave labor, child labor, human rights violations, and unsafe conditions at its manufacturing facilities in Asia (Savage 2002).  In 1997, a San Francisco-based NGO, Global Exchange, organized the first global protest against Nike using the power of the internet. The protest resulted in 84 simultaneous demonstrations in 12 countries outside Nike retail stores (Carty 2002). Global Exchange became a major center for community activists and college students. College protesters followed with students urging their universities to boycott Nike’s athletic products and urging athletic directors to suspend Nike contracts until the company improves its labor practices. United Students Against Sweatshops (USAS) was formed in 1997 and became an umbrella organization linking students to more than 70 other sites of activists, and sweatshop coalition groups (Carty 2002), targeting sweatshops globally. Conditions at Nike factories served as the poster child, and the incentive behind these movements. However, the movements realized that these conditions are not exclusive to Nike factories, and as a result, proceeded to exposed other multinational organizations operating or sourcing in Asia, such as The Gap, Target, Disney, Wal-Mart, K-Mart, Kohl’s, Levi’s, and Reebok among others (Rock 2003). I discuss in my analysis how a crisis at a multinational company impacted other companies, forcing them to take immediate action to minimize their supply chain risk.

Dealing with the Crisis

Nike’s image was tarnished. Its initial response involved mounting a strong public relations campaign. Their PR task force claimed that Nike’s factory conditions were satisfactory, and workers were treated well and paid fairly. Nike emphasized the code of conduct it specifically created to ensure factory compliance. It used every medium possible in its attempt to deliver its compliance messages in the hope to remedy its stained image. It issued several labor reports, press releases, opinion articles, full-page advertisements of its statements on commitment to social responsibility, personal letters, website stories, and college visits while publicizing and promoting its global social initiatives (DeTienne and Lewis 2005).
Nike’s public campaign backfired. It only added to the resolve of the movements who continued to expose Nike factories, challenging Nike’s compliance statements by providing ongoing and renewed evidence of the contrary. Towards the late 1990’s, more than 1000 newspaper articles a year were linking Nike’s brand to poor sweatshop conditions (Connor 2004). The company executives finally admitted their mistakes and how they reacted negatively to criticism by using their powerful resources in counter PR campaigns instead of addressing the problems and rectifying it (D. Doorey 2011). The company initiated a series of organizational changes leading to the establishment of a new labor practices department. This included the creation of a corporate responsibility and compliance division (CRD) whose function is to integrate compliance within strategic business functions of every product group (D. Doorey 2011). By 2006, CRD had about 50 field officers visiting suppliers globally and conducting audits. In 2003, Nike created a ‘new source approval process’ which required comprehensive CSR screening and on-going auditing prior to being approved as a Nike supplier. In 2005, Nike took a major step by disclosing to the public its entire database of suppliers, which included names and addresses of each factory producing Nike products. This transparency was well received by the NGO community, a major turning point for Nike. 

2.2.5 CSR in Supply Chain Initiatives as Risk Aversion. 

The three cases discussed above had an impact beyond the companies themselves.  They served, among other cases (such as The Gap, Levi’s, Adidas, Disney), as major wake-up calls for other multinationals. Reebok, one of the world’s leading sportswear brands, as an example, has enjoyed a good CSR reputation. Since the late 80’s, the company has been portraying itself as a conscientious promoter of human rights and labor rights, sponsoring Human Rights Now Tours, and awarding human rights activists from 36 countries (X.M. Yu 2008). The spillover from the Nike sweatshop scandal reached and exposed infractions at some Reebok’s suppliers but to a much lesser degree. Reebok had successfully implemented some CSR measures prior to the sweatshop scandals, making the violations at some factories seem less disturbing when compared to others. Reebok did benefit from its history of “more” responsible sourcing, and social reporting. Furthermore, Reebok did acknowledge the shortcomings at their suppliers, and acted quickly to remedy the problem (X.M. Yu 2008). Its CSR initiatives, though not complete, acted as a risk shield for the company. Other apparel, textile, and footwear companies not targeted by the anti-sweatshop movement moved quickly to develop new codes of conduct, update existing ones, and create monitoring programs (Bartley and Child 2011).
Another example of a company that did benefit from its CSR reputation is Merck, a global manufacturer of pharmaceuticals. One of the company’s plants leaked phosphorous trichloride into Flint river in Albany, NY, causing 45 people to be hospitalized and 400 workers to be evacuated (Fombrun 1996). The community’s reaction to the incident was mixed between indifference and support of Merck. They regarded Merck as a socially responsible company that made a mistake and were quick to forgive (J. M. Cruz and Wakolbinger 2008). 

2.2.6 CSR Motive as a Strategic Business Decision

There are many reasons for organizations to integrate CSR strategically.  Risk aversion, and reputation capital, as demonstrated above, are clear examples. In addition to image protection, CSR is incorporated by many organizations proactively as a strategy to enhance profitability. Literature on the relationship between CSR and corporate financial performance (CFP) has, for many years, occupied center stage (Gong et al. 2016). Most of the studies were able to demonstrate a positive correlation between CSR and CFP (Gong et al. 2016; Ambec and Lanoie 2008; Chetty, Naidoo, and Seetharam 2015; Spalding 2007; Chang, Kim, and Li 2014; Jo and Harjoto 2012; Giacomo, Kamalesh, and Giovanna 2013; Graafland and Smid 2015; Gil-Swedberg 1993; Powell and Zwolinski 2012; Luzzini et al. 2015; Guerci, Longoni, and Luzzini 2015; Fischer and Sawczyn 2013; Cortez and Cudia 2010). The following are some examples of research that demonstrated a positive relationship between CSR and CFP:  Berron, Surroca, and Tribo (2007) conducted a study on the relationship between a company’s ethical identity and its financial performance.  The study included 398 companies in 29 countries.  They concluded that the firms’ ethical identities had a direct impact on stakeholder satisfaction, which in turn had a positive influence on the firms’ financial performance (Berrone, Surroca, and Tribo 2007).
Hillman and Keim (2001) separate CSR into two categories: (1) Stakeholder management and CSR which focuses on building better relations with primary stakeholders (suppliers, employees, customers, and community,) and (2) engaging in CSR that is not directly related to the relationship with primary stakeholders. According to their findings, the former would lead to better financial performance due to a strengthening of the relationship with stakeholders. For example, investing in stakeholder relations may lead to loyalty, a better image and a higher retention rate (Hillman and Keim 2001). After the Enron scandal, a study on earning management (EM) by Chih, Shen, and Kang (2008) examined the company’s tendencies to smooth earnings. They concluded the more a company is engaged in CSR practices the less interest they have in smoothing their financial reporting in order to avoid showing losses or decreased earnings (Chih, Shen, and Kang 2008). Becchetti and Di Giaccomo (2008) applied the Domini Social Index (DSI) over a thirteen-year interval.  It was concluded that production increased with social responsibility measures but return on equity for shareholders was reduced.  This was attributed to an increase in cost due to SR measures.  On the other hand, the firm’s implementation of SR measures witnessed higher stability and reduced volatility.  What was more interesting is that firms that eliminated their CSR programs witnessed a significant negative impact on both productivity and return on shareholder equity (Becchetti, Di Giacomo, and Pinnacchio 2008). A study conducted by the Institute of Ethics in the UK indicated that companies who have a CSR policy are more likely to be successful than those who do not (Spalding 2007).  A study of the 500 largest corporations concluded that companies who indicated a commitment to CSR in their annual reports to stakeholders outperformed companies that did not (Verschoor 1998). Lopez and Garcia (2007) studied two groups of 55 firms that belong to the DJGI Index (Dow Jones Global Index) but only one group belonged to the DJSI Index (Dow Jones Sustainability Index).  The study covered a span of seven years (1998-2004).  The results indicated a short-term negative impact.  In other words, companies who invested in CSR practices realized short-term negative financial impacts. However, towards the latter part of the study, the authors witnessed a dimming negative trend (López, Garcia, and Rodriguez 2007). The International Labor organization (ILO) embarked on a labor rights project known as ILO Better Factories Cambodia. The adherence to responsible labor standards has resulted in financial benefits. According to the ILO, a drop in the number of hours worked and an increase in wages resulted in an increase in productivity, benefiting both firm and labor (Welford and Frost 2006). The project led to a listing of responsible manufacturing which led multinationals to expand their sourcing from Cambodia, contributing to an increase in employment and local productivity (Rarick and Firlej 2009; Sibbel and Borrmann 2007; Kevin 2004).   
Equally important is to note that some studies, on the relationship between CSR and CSP, though to a lesser degree, did not conclude a positive correlation. This was demonstrated by the research of Gregory and Whittaker (Gregory and Whittaker 2013; Lu et al. 2014; Chetty, Naidoo, and Seetharam 2015; Ye and Zhang 2011; Yongqiang 2009;  "Does Corporate Social Responsibility Lead to Superior Financial Performance? A Regression Discontinuity Approach" 2015; Baron, Agus Harjoto, and Jo 2011; Jain, Vyas, and Chalasani 2016; Graafland and Smid 2015; D.J. Vogel 2005b; D. Vogel 2005a; Devin and Richards 2016), among others. Some of these studies stressed that CSR cannot be isolated as a single factor impacting CSP, especially that other measures within the realm of strategic planning, such as innovation and efficiency could impact CSP with or without CSR (Gregory and Whittaker 2013). Others argue that the relationship between CSR and CSP is constantly changing and is not static. If the study is not longitudinal, it will only reveal a relationship based on a specific period within the lifecycle of CSR implementation (Lu et al. 2014).  A literature review on the relation between corporate social and financial performance conducted by Van Beurden, Pieter, Gossling and Tobias (2008) revealed different results based on country, culture, nature of enterprise, and its proximity to the retailer. They concluded that CSR has reached a level in the West where it has become beneficial, which has not always been the case. There were factors that changed consumer behavior as discussed earlier. Consumers outside the West place a much higher value on cost of product than company CSR compliance, forcing many firms to regard CSR as a financial burden (van Beurden and Gossling 2008). Some studies distinguish between different levels of CSR, indicating that there is an equilibrium, beyond which the level of investment made into CSR programs would cause companies to suffer from diminishing returns (Jose M. Cruz 2013). Despite the conflicting results discussed above, the overwhelming research indicates a positive relationship between social responsibility and corporate financial performance, driving many companies to strategically integrate CSR into their operations in order to avert risk while establishing a competitive advantage through brand reputation (Jens, Johanne, and Stefan 2014), higher employee morale (Romani, Grappi, and Bagozzi 2013), higher retention rate (Brammer, Millington, and Rayton 2007), transfer of knowledge (Lee and Kim 2016), increased productivity (Unerman and O’dwyer 2007), good relationship with stakeholders (Park-Poaps and Rees 2010), the government and community, while reducing risk and improving crisis management (X.M. Yu 2008; F.M. John and Steven 2003; Lantos 2002; Siltaoja 2009).

2.3 Part two: Measures Taken by Organizations to Address CSR Challenges in the Supply Chain 

In Part One, I summarized the evolution of CSR concepts and their extension into the supply chain. I also discussed the motives that led organizations to address CSR behavior challenges in the supply chain. In this section I discuss the most common instruments organizations created to influence and monitor the behavior of their suppliers. These common instruments are known as organizational codes of conduct. I also discuss the problems organizations faced by depending primarily on codes of conduct and on supplier monitoring.  These problems lead organizations to adjust their approach to supply chain CSR, by considering and addressing the needs and challenges of the suppliers. 

2.3.1 Organizational Codes of Conduct

Organizational codes of conduct represent a set of written principles, guidelines, or standards, which are intended to improve the organization’s social and environmental responsibility (Pedersen and Andersen 2006). These organizational codes of conduct vary across organizations as they are put forth by different organizations based on their challenges and needs. External codes of conduct, on the other hand, are created by governments, multi-government organizations, industry clusters, unions, and NGOs. As an example, a United Nations agency, the International Labor Organization (ILO), seeks to promote international human rights for labor through the creation of global standards. However, those standards are only applicable to states who are signatories to these codes and measures and many states are not. Additionally, the ILO has little power enforcing its conventions (Kenny 2007). The most common external codes are those put forth by a specific industry or by NGOs in partnerships with industry leaders. An example of this is the Apparel Industry Partnership (AIP), formed in 1996 as a coalition of apparel and footwear industry members, partnered with NGOs, labor groups, and consumer groups to create common labor standards for organizations and their subsidiaries (Klippel 2013). Another example is the formation of the electronics industry code of conduct by Intel, Microsoft, HP, and Cisco in 2004. Currently, most global electronic organizations have joined the electronics industry code coalition (Raj-Reichert 2011). The content of the codes defines and states the standards of social responsibility required by the organization, along with implementation and monitoring procedures. The codes of conduct need to be broad enough to encompass social and environment issues as set by the organization while being detailed enough to address individual cases (Mamic 2004). In general, codes of conduct cover corporate adherence requirements.

	Social and Environment Criteria
	Adherence Requirements

	Quality assurance of products and processes

	Ensuring the safety of products and processes through the implementation of management systems (quality, environment, occupational health and safety, information security, supply chain security.


	Supplier’s capacity
	Ensuring adequate infrastructure capacities (research and development, production and
maintenance, transportation and warehousing, maintenance, IT equipment).
Ensuring a stable legal and financial situation and dissemination of reliable information
(Such as financial annual reports, issues new shares / bonds, changes in the ownership
structure).
Ensuring information security (protection of IT systems, preventing the disclosure of
information about the company / employees / customers).
Implementation of elements of risk management and business continuity systems.

	Environmental protection 

	Supervision of hazardous chemicals in the composition of the product.
Elimination of harmful substances from production processes through the use of no heavy metals (such as cadmium, mercury, hexavalent chromium, and lead), and hazardous organic compounds (such as asbestos, benzene). Minimizing environmental pollution (water, earth, air).
Promoting the reduction of greenhouse gasses. Analyzes of life-cycle assessment and the use of eco-labels. Reducing the weight of the product and its packaging. energy reduction.

	Fair trading
	Building relationships with customers and suppliers based on fair partnership (with the principle of win-win).
Preventing corruption and bribery.
Preventing abuse of privileged position.
Do not take trade relations with countries under embargo and the political-economic restrictions. Prevention of unfair competition, and respect for intellectual property rights.

	Ensuring safe work
conditions
	Ensuring safe workplaces (sites, equipment staff and equipment). Safe and adequate housing conditions.
Promoting health and safety.
Prevention of occupational accidents and diseases. Appropriate response to accidents and breakdowns. 

	Respect for human rights
	No use of forced labor.
Respect for human rights.
Child Labor avoidance.
The prohibition of discrimination (based on race, religion, age, nationality, social or ethnic origin, sexual orientation, gender, political affiliation, disability).
Compliance with payroll obligations to employees.
Freedom of speech, freedom of association, and union rights.


Table 2.2: CSR criteria and adherence requirements. Based on Cahan 2015 (Cahan et al. 2015; Maciej 2015), Ching 2011(Ching-Ching and Yue-Hwa 2011), and Pedersen (Pedersen and Andersen 2006).

2.3.2 Challenges with Codes of Conduct 

In this section I discuss the challenges I identified as inherent to the supply chain codes of conduct, lack or limited government enforcement of laws, codes of conduct as a costly supply process disrupter, limited supplier auditing resources, and code of conduct circumvention methods.

2.3.2.1 Lack or Limited Government Enforcement of Laws

Although codes of conduct essentially represent private governance, they are based mostly on globally recognized standards for labor rights, human rights, child rights, women rights, and environmental protection. These standards are the results of global conventions and declarations, such as the Universal Declaration of Human Rights, the International Labor Organization, The Convention on the Elimination of all Forms of Discrimination Against Women, and the UN Convention on the Rights of the Child, ISO 14001 Environmental Management Systems, Occupational Safety and Health Administration (OSHA), and EU Eco-Management (L.-W. Lin 2009; Gilbert and Rasche 2007; N. Li, Berghall, and Toppinen 2012).  Although many exporting nations are signatories to global conventions and declarations, several have not ratified certain aspects of the conventions that deal with issues such as work hours and freedom of association, including major exporting countries such as China, Brazil and Thailand (Li-Wen 2009). From this perspective, these countries are not in violation of laws, and consequently multinationals would have no legal ground to expect government support. Even in cases where the law is clear, they are poorly enforced by the authorities due to several reasons: limited resources to monitor and enforce regulations (Vivek Soundararajan and Brown 2016), economic growth as a priority over adherence to codes, interested officials in attracting factories to their region and as a result are willing to compromise with factories on rules and regulations (and Xiang Ji in 2006), cultural difference where authorities view CSR as a western imposed concept that is not fully embraced by the local culture (Andersson et al. 2013), and consequently, receive little attention.

2.3.2.2 Codes of Conduct Can be a Costly Supply Process Disruptor

For decades, multinationals encouraged suppliers to increase production and reduce rates to maximize their profits. Organizations have for decades selected suppliers base on price, quality, capacity for high production, and time to market (X.M. Yu 2008). A certain relationship has been molded over the years between supplier and organization based on this mind set. The fiercer the global competitive market becomes, the more likely organizations demand price reductions from their supplier (Kashmanian, Wells, and Keenan 2011). Introducing other requirements, in the form of codes of conduct, are disruptive to this process. These are unwelcomed impositions that undermine a process designed to ensure smooth flow of the production process (Taylor 2011), based on price, timely delivery, and quality.  As a factory manager in China commented: “We are under enormous stress, customers place late orders, they change their orders part way through manufacturing and they pay their bills late. At the same time, they ask us to provide better training for our staff, better health and safety and better accommodation. We just cannot do it all” (Taylor 2011) from Foster and Harney, Financial Times April 22, 2005. 
In general, suppliers in developing countries have not in the past offered technology, knowledge, or innovation. They offer cheap labor. Loss of business is problematic and implementing costly measures that could lead the supplier to operate at a loss is not a viable alternative. The problem suppliers were facing is that customers were not willing to invest in the CSR cost of the supplier. In many cases the opposite was occurring. One of Reebok’s suppliers, as an example, had no bargaining power to make Reebok agree to share the costs for improving labor standards. Instead, Reebok was demanding further discounts from the supplier to adjust for dropping retail prices, leading suppliers to cut cost impacting their CSR performance (X.M. Yu 2008). 

2.3.2.3 Limited Supplier Auditing Resources
 
The growth in auditing needs have created a demand for qualified auditors. Organizations had to rely on third parties to provide auditing services, who are often poorly trained and don’t follow the same auditing procedures as the ORGANIZATION. The demand for auditing has caused the emergence of many independent auditors who are motivated to maximize profit and reduce cost. In the Pearl River Delta in Quick, China, some auditing companies were charging as little as $300 per audit. This resulted in short cuts and insignificant attention to set procedures and quality (Welford and Frost 2006):

“As a consequence, audits are done more quickly and with little attention to quality. Staff are under-trained, turnover is high and a number of auditors are now as exploited as the workers in factories they are auditing for exploitative practices” (Welford and Frost 2006), page 169.

According to Roberts and Engardio (2006), some third party auditing firms, for a fee, will generate a positive report without conducting any audits(Roberts et al. 2006), (and Xiang Ji in 2006). 

2.3.2.4 Codes of Conduct Circumvention 

Suppliers who receive incentives from their customers to implement codes of conduct were receptive to making adjustments and costly changes. Many of which realized positive effects following codes of conduct due to impacts on their reputation, better relationship with their customers, higher workforce morale, which lead to higher productivity and lower risks (Lantos 2002), (F.M. John and Steven 2003; T.M. Jones 1980). Other suppliers, especially those that do not receive incentives and support, adapted to the new requirements through opportunism, fraud, and circumvention (Wells 2007; Taylor 2011; Vivek Soundararajan and Brown 2016; Hoang and Jones 2012). Suppliers developed elaborate manners of falsifying social responsibility data and of coaching workers to answer questions asked by auditors during factory visits. False data is generated to an elaborate detail (and Xiang Ji in 2006) (Sum and Ngai 2005; Welford and Frost 2006). Independent auditors in China have noted the growth in anti-CSR courses designed to train Chinese managers how to survive auditing visits without compromising contracts with customers (Taylor 2011). Suppliers became skilled at developing a temporary show of compliance to satisfy visitors and auditors, only to return to their usual practices once the immediate threat is gone (Taylor 2011).  In a study of Chinese toy manufacturers, suppliers created a dual operating process separating the main production entity from a minor one which is used for auditors. Suppliers also created a dual timecards system along with other documents such as contracts and salary information. Under bribery, threats of dismissal and other coercive methods, suppliers forced workers to provide pre-packaged answers to auditors (Egels-Zandén 2007).
Another challenge faced by organizations is their lack of relationship and control of the 2nd tier suppliers, or suppliers’ suppliers. These suppliers are not subjected to direct auditing by organizations(Mares 2010). In many cases, the first tier suppliers (suppliers who answer directly to the multinational organization), will exploit this opportunity by pressing their own suppliers to compensate for the additional cost they have to incur as a result of adhering to the codes of conduct (and Xiang Ji in 2006). This, in turn, leads the second-tier suppliers, who are not subject to auditing, to apply more stringent demands on their work force in an attempt to compensate for lowering their prices adding to the exploitative labor conditions.
Another practice of Tier One suppliers is to reduce the size of their workforce by outsourcing production to Tier Two firms not subject to codes of conduct, instead of investing in CSR driven processes (and Xiang Ji in 2006; de Colle, Henriques, and Sarasvathy 2014).

2.4 Improving CSR Performance by Addressing Supplier Challenges and Needs

In the previous section I discussed the measures taken by the organizations, in the form of codes of conduct and supplier auditing, to influence and monitor the behavior of their suppliers. I also discussed the problems of code of conduct, and the challenges organizations faced with monitoring their suppliers. 
These challenges led many global organizations to develop new approaches to CSR in the supply chain based on addressing the conditions and the elements that are causing suppliers not to adhere to the codes and standards set by the ORGANIZATIONs. In this section, I examined different elements that lead to supply chain challenges. And the different measures taken by organizations to address these elements. I divided these elements into two categories:
 Category 1 consists of elements that apply uniformly to different organizations operating in the same region and group of countries that are subject to the same culture, regulations, environment, and other conditions irrespective of a firm’s approach or philosophy as it relates to CSR. The impact of these elements resides largely outside the direct control of the firm. I will refer to these elements as “external” elements. Other elements that can be added to the “external” category are those that share common characteristics, such as industry type, firm size, and resources. Given that organizations have little control over most of these elements, and limited control over the rest, organizations have few options beyond accepting these conditions and learning to operate within their boundaries.  These “external” elements, or external variables are summarized in table 2.3 as follows:

	Elements influencing supply chain CSR (external variables)
	Impact on CSR performance
	Supporting research

	Supplier distance, and facility location
	Physical distance between ORGANIZATION and suppliers impacts CSR performance. The greater the distance the reduced ability to monitor and control CSR performance  
	(Chen, Olhager, and Tang 2014; Krell 2008),ei(Reimann, Rauer, and Kaufmann 2015)

	Firm size and resources
	Global organizations with large capital and knowledge resources are better equipped to invest and implement CSR processes. 
	(Youn, Hua, and Lee 2015; Hackert et al. 2014; Santos 2011; Ayuso, Roca, and Colomé 2013; Freisleben 2011; Esben Rahbek 2009)


	Country, State, region
	Enforcing CSR standards differ between Countries, States and Regions. This could be due to different factors, such as culture, ability to enforce rules, and development priorities.
	(Vachon and Mao 2008; S. Li et al. 2010; Krell 2008; Chen, Olhager, and Tang 2014)


	Federal, State, and local regulations
	Regulations, violation, and fines differ according to jurisdiction. In some cases, lighter fines encourage manufacturers to pay fines rather than upholding required regulations
	(Ho 2013; C.K.-C. Chan 2013; Wan Ahmad et al. 2016; Škare and Golja 2014; Shin et al. 2015)


	Industry, material criticality, trade associations, and private regulations
	Different industries face different CSR challenges. Some industries, such as the electronic industry have been successful at creating CSR industry standards. Suppliers are rated, their compliance is shared by industry buyers. 
	(Sheehy 2012; Y. Li et al. 2014; Arno and Minna 2008), (M. Tachizawa and Yew Wong 2014),(Mena, Humphries, and Choi 2013)


	Infrastructure development in outsourced country
	The level of infrastructure development; water and sewage systems, schools, transportation networks, power sources within factory location impacts supplier’s ability to adhere to environmental and social requirements.  
	(Cohen and Bhatt 2012; Wan Ahmad et al. 2016)


	Economic down cycles
	Economic cycles impact CSR performance. Growth cycles impact CSR positively, whereas down cycles lead to inferior CSR performance.
	(Bansal, Jiang, and Jung 2014; Jorge and Deepa 2010; Xifra and Ordeix 2009; Ducassy 2013)


	Emerging economies
	There is a correlation between a country’s economic development and CSR compliance. In general, the higher the GDP, the higher CSR performance.
	(Feng, Zhu, and Lai 2017; S. Li et al. 2010; Lund-Thomsen, Lindgreen, and Vanhamme 2016)


	National adherence to human rights
	There is a direct relationship between the level of human rights awareness within a community and CSR expectations. 
	(Buhmann 2011; Boström et al. 2015; Pederson, Wieland, and Handfield 2014)


	Authorities limited ability to enforce laws and regulations 
	Inability to enforce laws due to limited resources, or supplier influence on authorities compromise adherence to regulations.
	(Jayakumar 2013)


	National culture
	National culture plays a role in prioritizing CSR Different elements of CSR issues are perceived differently across cultures. Subsequently adherence to standards is impacted by cultural perception.
	(Hofstede 2011; A. Chan and Cheung 2012; Perry 2012; Y. Kim and Kim 2010)

	Corruption
	Corruption and CSR performance are inversely related. The higher the level of CSR compliance the lower the level of corruption. The reverse also applies.
	(L. Ionescu 2010; S. Ionescu, Dumitrescu, and Militaru 2008; Carr and Outhwaite 2011)


	Labor laws
	Labor laws differ across countries impacting workers benefits and well-being. 
	(D.J. Doorey 2010; Harrington 2011; Ioannou and Serafeim 2012; C.K.-C. Chan 2013; Cooney 2004)


	Political systems
	Political systems and the role of nation level institutions impact CSR performance. Higher degree of institutional autonomy drives CSR performance.
	(Ioannou and Serafeim 2012; S. Li et al. 2010; Djelic and Etchanchu 2017)


	Political instability and conflict zones
	Instability leading to reduced security directly impacts adherence to social and environmental compliance.
	(Wan Ahmad et al. 2016) (Jayakumar 2013)


Table 2.3: External Elements impacting supply chain CSR performance (external variables)


The external variables listed above are not always all present. They vary across countries and organizations. Also, some of the external variables may be influenced by the ORGANIZATION, but to a much lesser degree than the internal variables that are supplier specific. 
Category 2 focuses on the elements that are internal and are supplier- specific. As a result, these elements could be mitigated by implementing certain measures. They could be influenced by the ORGANIZATION and could differ in significance among different suppliers. 
According to academic literature, the main issues impacting CSR implementation by suppliers are cost, supplier resources, and firm culture.  These issues could be collapsed into the following five different sub-categories.  I refer to them as “internal variables”. They are summarized in table 2.4 

	Elements influencing supply chain CSR
(Internal variables)
	Impact on CSR performance
	Supporting research

	Impact on financial performance, and competition.
	Adherence to CSR standards could result in production cost increases. Although literature supports long-term benefits, it is not always evident in countries where regulations are not well enforced. 
	(Narayan et al. 2012; Hietbrink, Berens, and van Rekom 2010; X. Bai and Chang 2015; Ağan et al. 2016; Agan, Acar, and Borodin 2013; Panda and Modak 2016; Paolo, Flavio, and Roberto 2013)

	High Production demand cycles.  
	Meeting deadlines within the production budget is prioritized over the well-being of workers and other CSR concerns.
	(Balasubramanian 2011; Narayan et al. 2012) (Y.-H. Lin and Tseng 2016)

	Limited supplier resources and technology.
	Supplier access to capital, technology, innovation, knowledge, and training impact ability to implement CSR programs
	(Pun and Yuen - Tsang 2011; Agan, Acar, and Borodin 2013; Ağan et al. 2016; Ghasemi and Nejati 2014)
(Schreck et al. 2015; Reuter et al. 2010) (Yuen and Lim 2016)

	Firm culture, values, organizational psychology, and stakeholder pressure
	Differences between firm values and culture impacts adherence to CSR standards.
	(Qi and Miller 2011; Dyer and Whetten 2006; Bae and Kim 2012; Tuan 2016; Glavas 2016; Ante 2016; D.A. Jones, Willness, and Glavas 2017; Hameed et al. 2016; Xu and Yang 2010)



	Power Gap, in customer-supplier relationship
	A unidirectional relationship leads to mistrust, and low level of CSR cooperation.
	(Evans 2007; Hietbrink, Berens, and van Rekom 2010; Boström 2015; M. Tachizawa and Yew Wong 2014)

	Dependency 
	Dependency on supplier for critical resources limits Firm’s ability to manage sustainability 
	(M. Tachizawa and Yew Wong 2014),(Awaysheh and Klassen 2010)

	Lack of involvement beyond first tier supplier
	Managing sustainability beyond first tier supplier is crucial to ensure compliance within the supply chain
	(Grimm, Hofstetter, and Sarkis 2014), (Wilhelm et al. 2016), (Jamalnia, Gong, and Govindan 2022)

	Knowledge Resources
	Limited knowledge resources lead focal organizations to be dependent on suppliers and third parties 
	(M. Tachizawa and Yew Wong 2014), (Esty and Winston 2009)


Table 2.4: Internal Elements impacting supply chain CSR performance. The “internal variables”

Unlike the elements summarized in table 2.3, organizations can highly influence the elements discussed in table 2.4 as demonstrated below:

2.4.1 Impact on Financial Performance and Competition 

This is a common problem for factories who need to invest in CSR measures to meet customer requirements. Many multinationals have strategically invested in factory upgrades and provided technology and training that enabled factories to be more efficient and often resulting in reduced manufacturing cost (Reefke and Sundaram 2017; Stephan and Robert 2006; Craig 2005b; Martha and John 1993b; Hsueh 2014). Another short-term concern is that adherence to CSR standards could negatively impact financial performance given that their competitors might not be subjected to comparable conditions (Zhang et al. 2014; Panda et al. 2015; Panda and Modak 2016). Some multinationals adjust their margins and collaborate closely with suppliers to insure they are not being negatively impacted as a result of adopting customer’s CSR requirement (Hsueh 2014; Panda et al. 2015; Panda and Modak 2016). 

2.4.2 High Demand Production Cycles

Requesting highly demanding delivery schedules from suppliers frequently leads to major CSR issues. An increase in production output, with little lead time, occurs at the detriment and well-being of the workers. This results in long workdays, little rest, and often few or no days off until deadlines are met (Balasubramanian 2011; Narayan et al. 2012; Seidman 2009). Organizations that are cognitive of these conditions have been able to address them through joint pre-planning, longer lead times, and collaboration to reduce crunch demands on supplier, or support supplier by providing credit for overtime cost (Laura and Michael 2009; Egels-Zandén, Hulthén, and Wulff 2015; Liu and Shi 2017). 

2.4.3 Limited Supplier Resource and Technology

Limited supplier resources are a major barrier to CSR implementation. Effective CSR requires investing in facilities, material, processes, training, innovation and technologies (Yuen and Lim 2016) (Schreck et al. 2015; Reuter et al. 2010), and often in additional labor to compensate for the need to adhere to working hours limitations. To address these needs organizations resort to different strategies such as investing directly in supplier facilities and processes, providing training and facilitating transfer of knowledge, helping suppliers upgrade their technology, creating revenue sharing programs with suppliers, or committing to long term contracts in order to allow supplier to recover their CSR investment (Hsueh 2014,  2015).

2.4.4 Firm Culture, Values, and Organizational Psychology

In order to minimize the effect of these differences, leaders need to be sensitive to cultural differences and play a role in bridging them (Ravasi and Schultz 2006). The effectiveness of cultural changes depends largely on the values of employees (Ali 2003), (Y. Yu and Choi 2016), and on the level of CSR commitment exhibited by the leaders of the organization (J. Yin and Zhang 2012) (Liming and Yangcheng 2010). Organizational culture is dynamic and is influenced by the leadership. This influence creates a uniqueness that differentiates the cultures and the psychology of organizations (Ravasi and Schultz 2006). The success of bridging cultures to meet objectives is accomplished through strategic collaboration and transformational leadership (Lam 2009; Liming and Yangcheng 2010), (Maria Lai-Ling 2011).

2.4.5 Power Gap

An authoritative and unidirectional relationship leads to mistrust, low level of commitment, and resentment between organizations (Zu and Song 2009; Y. Yu and Choi 2016). Power gap realities are mitigated through trust building and cultural sensitivity. This is accomplished through collaboration, and mutual learning (Liming and Yangcheng 2010; Zu and Song 2009; Boström 2015).

2.4.6 Dynamics of Product Dependency
The higher the level of dependency on a certain supplier for a resource(s), the lower the level of influence over supplier compliance(Awaysheh and Klassen 2010). Lack of buying power when dealing with suppliers as a result of high market demand for supplier products could impact the level of collaboration, trust and transparency (Grimm, Hofstetter, and Sarkis 2014).

2.4.7 Lack of Involvement Beyond First Tier Supplier

Focal companies that do not, whether by choice or limited resources, establish direct links with sub-suppliers are likely to encounter a lack of transparency from sub-suppliers and will not be able to effectively evaluate the degree of responsible social and environmental behavior, let alone enforce any sustainability requirements (Grimm, Hofstetter, and Sarkis 2014).

2.4.8 Knowledge Resources

The focal organization’s understanding and knowledge of supplier capabilities, such as operations, technology, and products, will have a direct impact on the focal company’s ability to manage sustainability. Furthermore, the focal company’s lack of compliance knowledge and requirements will result in high dependency on suppliers and third parties (M. Tachizawa and Yew Wong 2014; Esty and Winston 2009).

2.5 Collaboration, Strategy, Leadership, Learning, and Link to Sub-Suppliers

By analyzing the mitigation methods for the challenges encountered within the supply chain, as described in the above section, I was able to identify five distinct factors that play a major role in addressing these challenges. They are summarized as the following: Collaboration, Strategy, Leadership, Learning, and direct relationship with sub-suppliers. The collaboration includes partnerships; the strategy includes sustainable strategy and leadership strategy. Learning includes training and the transfer of knowledge. Direct relationship with Sub-suppliers includes the management of sustainability at the supplier level. I was able to collapse other influencing factors into the above categories. 
In this section I discuss each of these influencing factors in detail and how their impacts differ from previous measures attempted by the organization.

2.5.1 Assessment and Collaboration

As demonstrated earlier, codes of conduct and frequent monitoring do not necessarily result in increased compliance (Boyd and Spekman 2008). 
A strict compliance approach with a focus on sanctions or supplier removal caused many suppliers to conceal their operations and develop elaborate methods to evade and circumvent ORGANIZATION’s requirements (V. Soundararajan, Spence, and Rees 2016), (Maria Lai-Ling 2011). These circumvention practices hinder the organization’s ability to evaluate supplier CSR performance, or often lead the ORGANIZATION to falsely assume that its supply chain is compliant, and its brand is protected. Codes of conduct without extensive collaboration could also lead to unattainable compliance, forcing suppliers to be dropped out of the supply chain and causing others to further develop creative evasion methods to survive audits and assessments. 
Another common problem with codes as enforced by large organizations is in their unilateral communication due to the power imbalance, often lacking sensitivity to the supplier’s culture and capabilities, leading to a form of stakeholder imperialism (Amaeshi, Osuji, and Nnodim 2008).  In the long term, with many suppliers lacking the tools to meet buyer’s demand, and consequently getting dropped by the supplier, the available pool of qualified suppliers will be reduced, causing further strain and challenges due to shrinking supplier pool (Allan Lerberg and Jette Steen 2006). These issues caused global organizations to adapt a different approach focused on partnerships and collaborations with suppliers. Non-compliance is handled through remediation rather than sanctions (Mohd Nishat 2010). Supplier assessment helps in identifying supplier needs to be able to successfully implement CSR initiatives. Consequently, organizations would address these needs by enhancing supplier technology, capacity building and training. 
Through partnerships and collaboration, attainable milestones for continued improvement are set by the parties concerned for the benefit of all stakeholders (Maria Lai-Ling 2011). Collaboration facilitates a learning process that leads to higher awareness of environmental and social issues often resulting in financial benefits to the supplier through waste reduction, efficiency, and higher level of employee satisfaction, impacting performance and employee commitment (Amrou and Robert 2010). Collaboration helps set the ground for improving innovation and process upgrading while demonstrating the business case for compliance (Lund-Thomsen and Lindgreen 2014) . Another issue that drives a collaborative approach is the local government’s emphasis in developing countries on economic growth at the expense of social and environmental protection. Both assessment and collaboration have a positive effect on CSR compliance, but assessment without collaboration had little impact (Cristina and Elcio 2012). 
Organizations’ attempts to acquire government support face challenges in developing countries despite official statements advocating sustainable growth based on the integration of economic growth with environmental and social welfare.  Often the emphasis on economic growth supersedes all other concerns (Andersson et al. 2013). Codes of Conduct if not integrated with a collaborative plan, would lead to compromised CSR implementation, and could damage buyer-supplier relationship impacting other aspects of the business agreements (Cristina and Elcio 2012), (Hsueh 2014).
 
2.5.2 CSR and Supply Chain Partnership

Partnership is a form of a collaborative relationship between organizations.  The purpose of a partnership is to enhance interdependence and coordination, improve market position, and help achieve shared goals and objectives. Partnership also involves sharing benefits and responsibilities (Martha and John 1993a).  Partnership is characterized by openness and trust and is based on good intentions, with an interest to protect the well-being of the involved organizations while sharing both risks and rewards.
(Cheung, Welford, and Hills 2009) conducted an in-depth study on companies that partnered with suppliers in China and concluded that successful partnerships are characterized as having certain common interest in CSR, are focused on building trust between the organizations, and are not using the partnership as a means for public relations with a sole purpose to enhance corporate image. On the operational level, successful partnership is characterized as one that ensures mutual benefits, states clearly its objectives and requirements, builds good communications, addresses problems openly with full transparency, and is given sufficient time and on-going commitment by both parties (Cheung, Welford, and Hills 2009). 
The main driver for a successful partnership is commitment. A survey of 383 executives in ten countries revealed that commitment to sustainability was the main driver leading to successful inter-firm collaboration and partnerships (Luzzini et al. 2015). The study also indicated different factors that lead to unsuccessful partnerships. These factors were driven by the cost of partnership, lack of sufficient knowledge with the supply chain, lack of awareness and knowledge of issues, poor communications, poor government guidelines, difficulties in identifying committed partners, lack of commitment by senior management, and lack of a strategic approach to CSR (Cheung, Welford, and Hills 2009). A partnership without the supplier’s genuine commitment to CSR will fail irrespective of the focal company’s commitment. No company can govern its supply chain completely. Production networks involve multiple actors, and several supply tiers (Lund-Thomsen and Lindgreen 2014). Collaborative partnerships also provide the necessary platform for suppliers to be heard and have a constructive input towards jointly creating effective CSR management (Lund-Thomsen and Lindgreen 2014)

2.5.3 Sustainability Strategy and Leadership

Achieving successful Sustainability  within the supply chain requires organizations to integrate their initiatives within the corporate strategy of the organization (Shrivastava 1995). This strategy requires that managers include sustainability plans, practices, and objectives in day-to-day supply chain operations and management (Pagell and Wu 2009). To create needed incentives, managers and employees should be rewarded based on how the supply chain is performing against all three pillars and not just financial performance. (Pagell and Wu 2009)
Aside from the moral dimension, Strategic CSR could lead to significant benefits to the organization (D.J. Vogel 2005b), positively impacting firm reputation, employee motivation, operational efficiency, supply chain relations, and risk management, in addition to contributing positively to society (Patsy and Neil 2013). However, the biggest challenge in sustainable supply chain management (SSCM) lies in organizations allocating different weights to the three pillars of sustainability. While organizations have implemented SSCM, the overwhelming emphasis continues to favor the economic dimension (Beske and Seuring 2014). To address this challenge, organizations should set goals and metrics to ensure that all components are equally relevant and should evaluate organizational performance based on successfully achieving these metrics (Pagell and Wu 2009).
Strategic Sustainability in the supply chain is driven by the leadership of the organization, which is responsible for defining the relationship with suppliers. Defee et al. (2009) defined leadership in the supply chain as follows: 

[...] “a relational concept involving the supply chain leader and one or 
more supply chain follower organizations that interact in a dynamic, 
co-influencing process. The supply chain leader is characterized as 
the organization that demonstrates higher levels of the four elements 
of leadership in relation to other member organizations (i.e., the 
organization capable of greater influence, readily identifiable by 
its behaviors, creator of the vision, and that establishes a relationship 
with other supply chain organizations.)” (C Clifford Defee, Esper, and Mollenkopf 2009) from ((C. C. Defee, Stank, and Esper 2010), Page 765)

Defee (2009) differentiates between two types of leaderships in the supply chain: transactional leaders and transformational leaders. Transactional leaders are focused on the process, whereas transformational leaders are focused on intellectual stimulation, motivation and inspiration (Angus-Leppan, Metcalf, and Benn 2010)with a focus on developing long-term relationships based on collaboration. 
Inspirational behavior enables managers to partake in creating a vision for the organization and mapping a path for achieving it. Intellectual stimulation occurs when the leader involves others in developing creative solutions for challenges and problems. Transformational leaders possess the ability to identify unique abilities of individuals and help them apply such abilities while attaining their growth needs (C. C. Defee, Stank, and Esper 2010). Transformational leadership is more effective at generating supplier collaboration and genuine support through innovative solutions to address supplier challenges.  It is indicative of the serious commitment being made by the organizations’ executives to provide workable solutions for all stakeholders (Mirvis and Googins 2006) and as a result, is more likely to be embraced by the different organizations through the supply chain which is necessary to achieve a successful transformational process (C. C. Defee, Stank, and Esper 2010; Sparks and Schenk 2001).
Transformational leaders play a role that allows individuals to see greater possibilities beyond skill development. They encourage managers and decision makers to consider the long term benefit for the good of the organization, and their own long-term needs for growth instead of focusing only on their immediate needs (C. C. Defee, Stank, and Esper 2010). 
Transformational supply chain leadership results in a multi collaboration effort that exceeds the capacity of individual organizations leading to innovative problem solving of complex situations (van Hoof and Thiell 2014). 
To effectively integrate CSR initiatives in a transforming supply chain, leaders need to adopt a closed-loop supply chain. Closed-loop allows for firms to exercise a wider control over the entire supply chain through integration, joint planning and the operation of the dual direction of the supply chain, controlling forward and reverse flows (Zhou et al. 2013; Soleimani, Seyyed-Esfahani, and Kannan 2013; Govindan, Jha, and Garg 2015; Yoo, Kim, and Park 2014). Closed loop supply chain enables organizations to leverage strategic CSR as part of the entire supply chain capabilities (C. C. Defee, Stank, and Esper 2010). 

2.5.4 CSR Learning

Knowledge is a key component for effective CSR in the supply chain. 
It is a resource which allows organizations to implement changes driven by the knowledge acquired. An organization’s ability to learn and acquire knowledge impacts its competitive advantage. David Garvin describes a learning organization as  “an organization skilled at creating, acquiring, and transferring knowledge and insights” (Garvin 1993) page 80.
Supply chains are more difficult to imitate. Transfer of knowledge to a supply chain contributes to its efficiency and competitiveness. Learning to implement effective CSR initiatives, through the support of the focal organization, could lead to a positive impact on the supply chain resulting in reduced costs and better performance (Craig 2005a; Craig and Dale 2008). However, to ensure successful transfer of knowledge, organizations need to concurrently work on supplier development. This occasionally requires an investment in manufacturing facilities to develop an efficient supply structure in order to improve production processes before implementing social and environmental initiatives (S. Seuring and Muller 2008). Improving the processes and helping suppliers develop a better understanding of the entire supply chain process will enable them to acquire a deeper understanding of the impact of social issues along the supply chain. This understanding will contribute to an opening in the learning process of CSR issues and their significance. This development requires treating the entire supply line as a closed loop and involves different suppliers with other aspects of the supply chain to maximize the value of learning and understanding (Petersen, Handfield, and Ragatz 2005).
Streamlining the production process and developing suppliers for CSR integration requires the learning of both hard skills and soft skills. Hard skills involve the knowledge of technical matters as they impact and relate to CSR, such as carbon footprint, green logistics, labor law, and global human rights conventions. Soft skills relate to sensitivity, teamwork, leadership, positive attitude, global citizenship and communication skills (Dubey and Gunasekaran 2015). Suppliers often find it easier and less costly to pay a non-compliance fee than engage in CSR initiatives when lacking proper training, technology and know-how (Cheung, Welford, and Hills 2009).
Successful supplier development requires that the ORGANIZATION serves as a role model.  To inspire suppliers, the ORGANIZATION should display a commitment to ethical behavior exhibited throughout the culture of the organization. Organizations have the tendency to mimic those with higher influence and whom they regard with high esteem (Amaeshi, Osuji, and Nnodim 2008).

2.5.4.1 Supply Chain Learning Methods
 
Most common learning within the supply chain has been single loop learning. Single loop learning involves a learning process by trial and error (N. Li and Toppinen 2011). If procedures or certain codes are not met, the organization would communicate directives to correct errors.  Single loop is effective in situations where the organization contains its environment, and procedures are operating within a familiar existing structure. Under familiar conditions, single loop learning would lead to a change of behavior and or performance (Romme and Dillen 1997). Double loop learning involves a complex process that often results in fundamental change, especially when dealing with a new set of norms and unfamiliar challenges.  Double loop learning results in long-term effects with consequences to the entire organization. The learning process is based on cognitive processes that aim to change rules and structure resulting in a change of mental frameworks (Romme and Dillen 1997), leading to a new structure based on new knowledge (Phan and Peridis 2000). Since supply chain collaboration requires joint efforts between organizations and suppliers in order to enhance CSR innovation, double loop learning will take into account the unique needs of each supplier, and identify opportunities for skills developments based on a non-traditional new environment (Gosling et al. 2016). A simple example of double loop learning is noted in the action taken by a Swedish bearing maker, SKF in China. SKF required that all its suppliers use recycled pallets and requested that the suppliers pay a deposit to compensate for damaged pallets. SKF was successful because challenges facing the suppliers were addressed by providing training, and by jointly finding creative methods to enhance the pallet handling operations. The deposit led the suppliers and customers to initially participate in the program. The outcome exceeded the environmental requirement and resulted in cost savings to customers and suppliers. Double loop learning was initiated at multiple levels involving the suppliers, their suppliers, and customers (Gosling et al. 2016). Double loop learning is further enhanced by an organization’s dynamic capabilities, where an organization is capable to adapt to changing conditions and new market demands with little disruption.  This adaptation to new demands or environment requires ongoing developing of new capabilities and processes. When these capabilities are shared with supply chain partners, they enable partners to co-evolve in parallel with focal company (Beske 2012).

2.5.5 Relationship with Sub-Suppliers
While literature on sub-supplier CSR compliance has witnessed a surge over the past decade, literature has not explored the measures that lead to effective sub-supplier sustainability management, or clearly identify the critical success factors (Grimm, Hofstetter, and Sarkis 2014) (Stefan Seuring and Müller 2008). The relationship between focal organization and sub-supplier can be divided into two groups: assessment ( such as plant visits and scheduled audits), and collaboration ( measures similar to those practiced with main supplier but to a lesser degree) (Grimm, Hofstetter, and Sarkis 2014) (Vachon and Mao 2008). An organization, similar to their engagements with the main supplier, can assess the ability of the sub-supplier, and determine their potential to meet the focal organization’s compliance requirements (Reuter et al. 2010). 
A relationship with the sub-supplier based on collaboration resembles the relationship between the focal organization and the main supplier, with variations due to the nature of product supplied and also to varying degrees of involvement. However, the basic requirements to support compliance are provided such as training, transfer of knowledge, support with procurement of raw material, and ongoing assessment (C. Bai and Sarkis 2010). The sub-supplier relationship needs to be established immediately after establishing a relationship with the main supplier if compliance is to be well managed. This approach could lead to apprehension at both the supplier and sub-supplier as a result of multi-party compliance being required (Grimm, Hofstetter, and Sarkis 2014). On the other hand, by engaging supplier and sub-supplier simultaneously, the focal company is likely to significantly reduce its non-compliance risk. 
Despite literature’s emphasis on the need to involve sub-suppliers in a firm’s sustainability strategy, surveys reveal that only 10-15% of organizations have required evidence indicating that their sub-suppliers have been following sustainability compliance requirements (Grimm, Hofstetter, and Sarkis 2016).
In the absence of a relationship with focal company, sub-supplier non-conformity to CSR requirements down the supply chain range from lack of visibility to lack of capabilities to the belief that focal organization’s requirements are unfair procedures that compromise the financial stability of sub-suppliers (Jamalnia, Gong, and Govindan 2022). Positive sub-supplier sustainability performance is impacted by sub-supplier relationship with, both, main supplier, and the focal organization (Venkatesh et al. 2020)

2.6   The Impact of Collaboration, Leadership, and Learning on Culture

Collaboration in the supply chain requires a special attention to culture. I discuss the impact of culture on sustainability in the supply chain, and how leadership and learning play a major role in bridging this cultural difference in order to attain supplier CSR commitment.
Organizational culture represents the beliefs, principles, and values of members of the organization (Needle 2004). It is a dynamic culture because often leadership intervenes to create an internal culture specific to the organization in order to facilitate meeting corporate objectives. This intervention creates a uniqueness that differentiates the cultures of organizations (Ravasi and Schultz 2006).
Introducing a different or new concept of beliefs contributes to a change in organization culture. Similarly, an introduction of a sustainability culture contributes to a change in values and, as a result, a change in behavior (Y. Yu and Choi 2016) defined CSR culture as the following:  
“…an organization-wide consensus among all the organizational members 
around a set of shared assumptions, values, and beliefs related to CSR.” 
	((Y. Yu and Choi 2016) Page 226).

Organizational culture is a primary contributor to the success or failure of organizational change programs, especially if such change impacts a belief system such as Western conceptualized responsibility initiatives (Y. Yu and Choi 2016).  It is not sufficient to provide organizations with knowledge transfer tools and sustainability strategy in order to create CSR commitment, if this strategy does include the creation of a change in culture that is receptive to such measures (Ubius and Alas 2009). The effectiveness of cultural changes depends largely on the norms, beliefs, and values of employees (Ali 2003), (Y. Yu and Choi 2016), and on the level of CSR commitment exhibited by the leaders of the organization (J. Yin and Zhang 2012), and their sensitivity to the culture of the members of the organization while attempting to cultivate a new culture (Liming and Yangcheng 2010).
In our introductory section, I discussed the historical evolution of CSR or sustainability. However, this evolution was based on the understanding of CSR in the lenses of Western scholars and society. Given the difference in belief systems due to global cultures, multinational organizations need to understand these cultural differences if they are to successfully extend their social responsibility to the supply chain. Without such knowledge and without sensitivity to the cultural differences, organizations will be challenged in formulating a strategy capable of facilitating a change of culture towards sustainability in foreign entities (Ali 2003; Liming and Yangcheng 2010; J. Yin and Zhang 2012).
As discussed in our previous sections, the reasons that caused most Western organizations to extend sustainability into the supply chain were driven by the need to adhere to the expectations of consumers and society. I have demonstrated how failing to live up to these expectations placed organizations at a high risk. Global suppliers from countries such as China, India, Brazil, and Southeast Asia are not culturally subject to such pressures. Their customers are interested in the price and the quality of the product they are purchasing and are seldom interested in their corporate social and environmental behavior. There are two drivers that cause suppliers to engage in sustainability measures, government regulations, and the need to maintain a healthy relationship with the focal organization. The supplier, mostly driven by economic returns, uses selective CSR in the form of philanthropy and community support to develop a relationship with the government (Lam 2009) and the community.  However, when it comes to adhering to imposed rigorous foreign CSR measures, suppliers believe they are being economically compromised and placed at a disadvantage given that their competitors are not adhering to the same standards. As discussed in previous sections, many suppliers have reverted to highly creative methods to circumvent and mask their CSR non-compliance from the global customer. In their minds, this is a practice that maintains the steady flow of goods, at the competitive price required by the customer, while making customers feel that sustainability matters are under control while realizing a good profit, without the need to take drastic measures viewed as disruptive to the business operation. Furthermore, when suppliers are caught circumventing audits and inspections, they are not judged negatively by their local culture, but that is not the case if they fail to engage in philanthropy, and community support (J. Yin and Zhang 2012).
Since an organization’s culture is significantly correlated with sustainability implementation (Liming and Yangcheng 2010), (Lam 2009), (Xu and Yang 2010), the ability to create a change in sustainability culture becomes dependent on the commitment and role of the firm’s leadership. This applies to both the focal organization’s leadership and the main supply organization's leadership. Collaboration and mutual learning would enable the organization to develop a better understanding of the culture of the supplier. These understandings will enable the leaders of the focal organization to develop a sustainability strategy that works through the supplier’s cultural dimensions, by nurturing long term trust, through achievable goals, while minimizing uncertainty through sustainability development stages (Lam 2009).  Only through trust and collaboration can focal companies convince suppliers that sustainability initiatives would, in the long term, create a competitive advantage for their companies (Zu and Song 2009).  This trust can only be developed if the organization serves as a role model through its behavior and sustainability culture. To influence the culture of the supplier, the organization should demonstrate a high level of sustainability orientation infused in its own culture (Amaeshi, Osuji, and Nnodim 2008). Role modeling and trust in a collaborative approach will foster a sense of collectivism, minimizing the power gap between supply chain partners. Through trust and a collaborative culture, a circular relationship is created that also benefits the partnership during turbulent times. Organizations who have fostered a collaborative relationship with suppliers were less impacted during COVID-19, than those who have not.  Established pre-COVID-19 sustainability management shaped and facilitated the actions during the COVID-19 period (Sauer, Silva, and Schleper 2022).
A study  conducted by Yin and Zhang (2012), on institutional dynamics and CSR within 16 firms in China, revealed a strong correlation between top leaders’ commitment to CSR and CSR organization culture (J. Yin and Zhang 2012). This culture change is further enhanced when leaders demonstrate concerns for the well-being of their employees (Liming and Yangcheng 2010).
Education plays a major role in shaping beliefs and values. Individuals continue to develop their sense of right and wrong through experiences, guidance, training and education (Luthar and Karri 2005). As such, CSR education directly impacts the culture of the firm (Joyner and Payne 2002). To support the leadership of the supply firm in cultivating a CSR culture, the focal organization, in addition to engaging in double loop learning and transfer of knowledge, should also provide individual level CSR training throughout the supplier and sub-supplier organization(s), while being sensitive to their culture. This will minimize friction in dealing with the organization (Amaeshi, Osuji, and Nnodim 2008) and will help in developing long term relationships. Once trust is established, supply managers become more open to learn socially responsible practices from a company they regard as successful, experienced, sensitive to their needs, respectful of their culture, and acts as a role model. 

2.7 Conclusion and Research Question

By following a historical timeline of CSR ideas and concepts, I was able to have a better understanding of how CSR concepts evolved to our present day, and how this evolution impacted sustainability in the supply chain, what has worked and what hasn’t and what could be missing.
Most global organizations, for decades, enjoyed uninterrupted benefits of cheap overseas labor without the need to worry about supplier level of sustainable responsibility. Globalization and communication technology led to a new level of public awareness, and public mobilization. Consumers began holding organizations responsible for the behavior of their suppliers. A new gap between expectations of society and the behavior of many organizations was created. Society demonstrated that it would punish organizations that ignore its expectations. As a result, many organizations were forced to alter their approach to CSR to protect their brand and mitigate social risk.
The examples of Shell, Nike, and Wal-Mart are indicative of CSR management as reactions to disasters and public outcries, which are more prevalent now due to consumer and public awareness. Consumers who believe that their behavior is likely to influence a company’s sustainability practices will likely engage in a behavior that will punish or reward a company based on its level  of sustainability engagement (Bartley and Child 2011). Consumers who only define quality of life in terms of financial gains are less likely to engage in consumer social behavior (Lii and Lee 2012). Consumers are more likely to punish irresponsible companies than to reward responsible companies. This finding supports the value of risk aversion as a main driver for many companies who implement CSR (Mohr, Webb, and Harris 2001). Sustainability does impact consumer purchasing but modestly, whereas poor reputation has more of a negative impact due to lack of trust (Abdeen, Rajah, and Gaur 2016). Studies have indicated that lack of trust leads consumers to regard organization motives with suspicion  (Yoon, Gurhan-Canli, and Schwarz 2006), causing sustainability initiatives by organizations with negative CSR reputation to backfire and further damage organizational reputation (Hildebrand et al. 2017; D.-H. Zhu and Chang 2013; Bögel 2016; Parcha 2017). A good example of this is Volkswagen’s major blunder when the company got caught for purposely avoiding auto emissions testing standards. The reputational damage is expected to tally in the billions partly due to loss of consumer trust. Similarly, as discussed earlier, despite Shell’s efforts on the CSR front and active community service, it always finds itself on the defensive due to its history and highly suspicious public, fighting a constant uphill battle to mitigate negative publicity. What matters most to consumers is good business practice, and fairness (Lii and Lee 2012). As indicated, a good social reputation is not a guarantee of success, but a poor social reputation impacts corporations substantially (Page 2005; Grimmer and Bingham 2013), depressing stock performance, and influencing the bottom line. Considering the magnitude of the risk, why would organizations engage in irresponsible behavior? The simple answer to this question is that risk was not always there. Organizations, for decades, have been acting irresponsibly and have not suffered much for it. Consumers, and society expectations have changed. 
Table 2.1 demonstrates how society evolved over the years, and as a result, CSR behavior needed to adjust accordingly. However, despite the chronological detail of table 2.1, it is limited to the evolution of CSR in western thought. This confirms the disparity between different time periods, cultures, and economic development in relation to sustainability and its impact (van Beurden and Gossling 2008; Lu et al. 2014; Wang and Juslin 2009; Y. Kim and Kim 2010; Wan et al. 2009). Even within the same culture, a difference in consumer behavior was noted over a small period of time. Earlier studies differed in term of CSR impact on consumer behavior, indicating that consumer purchasing decisions were not highly impacted by an organization’s social responsibility, while later studies started to show a different pattern (Bhattacharya and Sen 2004; Carvalho et al. 2010; Hildebrand et al. 2017; Stephens 2010).  A good example is a longitudinal study, conducted by the PR firm Fleishman-Hillard and the National Consumer league (SURVEY: Americans' Definition of the Socially Responsible Company Runs Counter to Established Beliefs; National Consumers League, Fleishman- Hillard Examine Public Attitudes and Perceptions of Corporate Social Responsibility 2006), which noted an increase over time in consumer interest in a firm’s CSR record, and subsequently influenced consumer buying trends. This increase as discussed earlier is attributed to the fact that consumers now have access to more information about companies and are more informed about CSR and its implications. 
As a follow up to the question I raised earlier, why organizations were slow to recognize the impact of this trend, the answer lies in the speed of which consumer awareness and society attitude changed vis-à-vis CSR in the supply chain. This is due to the rapid change in society awareness, as a result of a sudden and unprecedented growth in telecommunication technology. This technology enabled the instant flow of information globally and facilitated the ability of communities to organize international movements by using the internet and social media at an unprecedented rate. Highly visible multinationals engaged in CSR violations that were caught during this awareness transformational period were made to pay a heavy price. Companies that were spared targeted campaigning realized the impact of CSR awareness on consumer attitude and decided to avert these risks by taking immediate measures to take ownership of their supply chain, which included publicizing their activities to enhance their responsible image and develop a CSR history through public relations campaign (Dai et al. 2009; S.Y. Kim and Reber 2008; Holder-Webb et al. 2009). Developing a CSR history pays dividends as was witnessed by Reebok and Merck. Firms with an extensive CSR history can capitalize on their CSR record to ride a company crisis. Otherwise, as I have seen with Nike, trying to leverage a newly introduced CSR record could add to consumer mistrust and disbelief (Vanhamme and Grobben 2009). A firm’s proactive communications strategy prior to a negative incident is more effective than after an incident. It is difficult for CSR messages during a crisis to be taken seriously by consumers if the firm did not enjoy a positive reputation prior to the crisis (T. Wagner, Lutz, and Weitz 2009; S.Y. Kim and Reber 2008). Another factor in communicating CSR is to make sure that the CSR initiatives are in congruence with the values of the society it operates in. There is a social contract between an organization and the society (Mahoney, Huff, and Huff 1994; Ghobadian et al. 2015; Brammer, Millington, and Rayton 2007; Pereira 2012). An organization is a component of a certain environment and consequently the organization will need to minimize the gap between its social responsibility and the social values of the society it belongs to, in order to maintain its legitimacy. If the expectations of society change, due to higher levels of awareness or due to the impact of the media, organizations need to adjust accordingly (Muhammad Azizul and Craig 2008). 
In addition to risk aversion, some organizations recognized a positive relationship between social responsibility and corporate financial performance, driving many companies to strategically integrate CSR into their operations, not just to avert social risk but also to establish a competitive long-term advantage.
To address supply chain CSR challenges, organizations created specific guidelines for suppliers with various monitoring and auditing mechanisms. But as discussed, it is one thing to set standards, define norms, criteria and principles, issue guidelines for sustainability, develop comprehensive organization and industry codes, generate reports, and create inspection procedures, and it is another thing to ensure real and effective CSR compliance. Standards of behavior for suppliers are not easily enforceable (Boström et al. 2015). Unscrupulous suppliers may find a way to circumvent the system as discussed above. Large conglomerates, such as Nike, with supply chains in China, India, and other parts of Southeast Asia, are always at risk considering that their contractor networks involve more than 800,000 workers (The Economist, January 2008). Mattel’s monitoring of its suppliers did not save the company from exposure in China despite best will and effort (Economist, January 2008). Regulating the supply chain is very complex, the remedy to avert CSR risk requires a different level of cooperation beyond codes and audits. Managing such a risk is never easy, and organizations need to consider the needs of the supplier as well.  Higher level of monitoring does not necessarily lead to better compliance (Hsueh 2014), as the growth in audits and inspections often causes audit fatigue and problems for the supplier. As an example, surveys suggest that a typical garment factory may expect to be inspected 25 times a year. 
Organizations committed to CSR in their supply chain realize the value and importance of codes and audits. But they also discovered that they are not sufficient, and could be problematic as stand-alone solutions (Boström et al. 2015). The complexity of CSR in the supply chain caused by multiple elements (e.g., applicable laws, enforcement of laws, culture, values, beliefs, ideology, norms, firm culture, governance mechanisms, needs and priorities, commitment level, power imbalance and trust issues, external environment, economic development, cost, resources, technology) lead to significant differences between Organization’s CSR expectations and actual supply chain CSR performance (Gong et al. 2016; Ferrell et al. 2013; Gallear, Ghobadian, and He 2014; Taylor 2011; Andersson et al. 2013; Zakaria, Garanča, and Sobeih 2012). To better understand the significance of these elements, I separated them into two different groups: elements that are outside the control of the organization, the “external elements”, and elements that could be well mitigated through certain actions or factors introduced by the organization, the “internal elements”. 
By closely examining the “internal elements”, I was able to identify five factors that successful organizations with high commitment to supply chain CSR need to implement. These factors are collaboration, strategic sustainability, transformational leadership, double loop learning, and relationship with sub-supplier. The influence of these factors is summarized as follow:
· Governance structures based on assessment and collaboration had a positive impact on successful implementation of CSR measures by identifying the challenges and the needs of the supplier and by jointly finding solutions to these needs. 
· Strategic sustainability in most cases, resulted in stronger relationships with suppliers and often added to increased financial performance.
· Leadership styles played a role impacting the level of organizational change. Transformational leadership in particular had an influence on innovation through inspiring and stimulating intellectual thinking that led to finding solutions to complex problems. Transformational leaders are focused on developing other leaders and including them in the decision-making process in order to create effective change at multiple levels. This form of leadership is more effective at generating supplier collaboration and support, and as a result, is more likely to be embraced by the different organizations through the supply chain. 
· Learning or transfer of knowledge plays a key role in transformation. Double loop learning enables a bi-directional flow of information, this form of learning results in long term effects with positive consequences to the entire organization. The learning process is based on cognitive processes that aim to change rules and structure resulting in a change of mental frameworks leading to a new structure based on new knowledge. Since supply chain collaboration requires joint efforts between ORGANIZATION and the supplier in order to enhance CSR innovation, double loop learning will consider the unique needs of each supplier and identify opportunities for skills developments based on a nontraditional new environment. 
· Focal organizations that established direct relationships with sub-suppliers witnessed a positive impact on compliance behavior by sub-supplier. This positive impact was further enhanced when organizations involved the main supplier in the sustainable development of sub-supplier. 
Sensitivity to different cultures is necessary since an organization’s culture is significantly correlated with the ability to create a change in CSR culture. Collaboration and mutual learning would enable the focal organization to develop a better understanding of the culture of the supplier. These understandings will enable the leaders of the organization to develop a CSR strategy that works through the supplier’s cultural dimensions by nurturing long term trust, through achievable goals, while minimizing uncertainty through CSR development stages. Only through trust and collaboration can focal companies convince suppliers that CSR initiatives would, in the long term, create a competitive advantage for their companies. Trust can only be developed if the organization serves as a role model.  To influence the culture of the supplier, the focal organization should demonstrate a high level of CSR orientation infused in its own culture. Role modeling and trust in a collaborative approach can foster a sense of collectivism, minimizing the power gap between the supply chain partners. 
However, the ongoing supply chain CSR challenges to some of the largest global organizations could be indicative of three possibilities: 
First, the existence of other factors impacting the supply chain that have not been clearly identified in academic literature. 
Second, the possibility of specific application methods of the identified factor by successful organizations.
	Third, the relationship between the factors, and on the resulting CSR performance. 
The theoretical framework is an illustration of what is known, and what is missing (the gaps in literature). Once this existing gap in literature is uncovered, a better theoretical understanding of the factors that positively impact supply chain CSR performance is identified. One approach that can address this gap is to explore how a global CSR successful organization manages its CSR through the supply chain, how decisions are made, and what factors are leading to anticipated CSR performance. The research question may thus be phrased as follows:
Chapter 2: Literature Review
How do organizations succeed in effectively managing Sustainability in their supply chain?

Chapter 3
		Theoretical Framework

3.1 Introduction

In the literature review chapter, I discussed the evolution of CSR concepts and the motivating factors leading organizations to extend CSR into their supply chain.  I discussed the measures taken by organizations in the form of codes of conduct and supplier auditing to influence and manage CSR compliance. I discussed why these measures and factors had limited success. I then identified the elements that impact CSR performance in the supply chain. These elements were divided into two groups: Group 1 contains elements that are mostly outside the control of the firm, such as country, national culture, distance, local laws, and economy, referred to as “external variables”. Group 2 contained elements that are internal to the firm which are mostly supplier-specific such as cost, resources, and firm culture, referred to as “internal variables”, or variable challenges that have impeded desired CSR performance as discussed in Chapter 2 and summarized in Table 2.4.
I then looked at how the above challenges can be mitigated. Through my literature research, I identified in Chapter 2 the five distinct factors that are effective at mitigating the internal variables. These mitigating factors are the following: Strategic Sustainability, Collaboration, Transformational Leadership, Double Loop Learning and Direct relationship with sub-supplier. I will be referring to these factors as “identified mitigating factors”. In this chapter, I will discuss how the identified mitigating factors lead to mitigating theories. I will also demonstrate how the identified mitigating theories are insufficient. The mitigating factors and their insufficiency will be discussed in detail in this chapter and will be presented through a theoretical framework that illustrates the need for further research.

3.2 Identified Mitigating Factors as Causal Concepts

In Chapter 2, I also described how supplier needs are addressed through the identified mitigating factors. In Table 3.1 below, I summarize the impact of each mitigating factor on the organization and its supply chain partners. This causal relationship grounds the identified mitigating factors as theories that help explain CSR performance in the supply chain.

	Mitigating factor
	Impact on organization and its supply chain partners
	Supporting Literature

	Strategic Sustainability. The integration of all sustainability pillars as a core part of organization strategy. 
	Impacts organizational commitment to sustainability, leads to development of processes that support CSR compliance at supplier level. Increases employee CSR motivation, improves supply operational efficiency and supply chain relationships, reduces supply chain risk, positive contribution to communities across supply chain. Improves organization and supplier long term financial performance.
	(Shrivastava 1995), (Patsy and Neil 2013), (Amrou and Robert 2010), (Amaeshi, Osuji, and Nnodim 2008; Romme and Dillen 1997), (Miha, Mario, and Fátima 2010), (Ramachandran 2011), (Porter and Kramer 2007), (Som Sekhar 2010)
(Constantin Belu and Manescu 2013), (Jeffrey 2008), (Gelbmann 2010) 

	Transformational Leadership.  Focused on intellectual stimulation, innovation, and cultural transformation.
	Creates original and workable solutions for supplier challenges. Innovative supply methods, such us closed-loop supply, increases efficiency and supply control. Helps transform supplier CSR culture through commitment and the creation of joint vision between organizations, leading to acceptance of organizational CSR procedures.
	(C. Clifford Defee, Terry, and Diane 2009), (C. C. Defee, Stank, and Esper 2010), (Mirvis and Googins 2006), s(Sparks and Schenk 2001), (van Hoof and Thiell 2014), (Zhou et al. 2013), (Soleimani, Seyyed-Esfahani, and Kannan 2013; Govindan, Jha, and Garg 2015), (Yoo, Kim, and Park 2014), (Gosling et al. 2016)

	Collaboration and partnership. A relationship between organizations based on trust and mutual benefits.
	Enhances interdependence and coordination, helps achieve shared goals and objectives, sharing of risk and reward, facilitates learning process, focused on remediation, contributes to openness and trust building, leading to joint development of CSR solutions.
	(Mohd Nishat 2010),(Maria Lai-Ling 2011),(Cristina and Elcio 2012),(Hsueh 2014),(Martha and John 1993a), (Cheung, Welford, and Hills 2009), (Luzzini et al. 2015),

	Double loop learning. Complex learning process leading to bi-directional fundamental change, through gaining depthful knowledge about the needs of suppliers
	Effective when dealing with new set of norms and unfamiliar challenges, long term effects, helps create change in attitudes, based on change in mental frameworks, leading to better CSR acceptance and compliance.
	(S. Seuring and Muller 2008), (Petersen, Handfield, and Ragatz 2005), 
(Dubey and Gunasekaran 2015), (Romme and Dillen 1997), (Phan and Peridis 2000), (Gosling et al. 2016)

	Direct relationship between Focal Organization and sub-suppliers
	Sub-supplier compliance and collaboration is positively enhanced with direct link to focal organization. This enables Focal Organization to better assess needs, performance, and provide support at sub-supplier level
	(Venkatesh et al. 2020), (Jamalnia, Gong, and Govindan 2022), (Wilhelm et al. 2016), (Grimm, Hofstetter, and Sarkis 2014), (Grimm, Hofstetter, and Sarkis 2016)


Table 3.1: Identified mitigating factors influencing supply chain CSR compliance. 

3.3 Building the Theoretical Framework

In Chapter 2, I identified the internal challenges (internal variables) suppliers face in adhering to CSR requirements. In summary, these challenges are cost, high demand cycles, limited resources and technology, firm culture and values, and power gap. I have also identified the five mitigating factors that effectively address the above supplier challenges.  
The causal relationship demonstrated in the literature review and summarized in Table 3.1, between the mitigating factors of strategic sustainability, transformational leadership, collaboration, double loop learning, direct link with sub-supplier and CSR performance is not leading to sustainability compliance uniformly across global organizations.  Many organizations in similar industries who are operating in similarly challenging environments, exposed to the same “external and internal challenges” and with access to similar resources are performing differently when managing their sustainability in the supply chain. This lack of uniformity could be due to one or both of the following two elements: One, there could be other unknown mitigating factors, not identified in current literature that impact effective CSR supply chain compliance. This probability would render the identified factors as positively impactful but not necessarily sufficient to ensure effective CSR management.  This relationship between influencing factors, both identified and unidentified, and CSR performance is illustrated as follows in figure 3.1. 

Figure 3.1: Identified and unidentified mitigating factors influencing supply chain CSR performance within large organizations.  The bi-directional arrow across the mitigating factors represents the interaction and interrelation between the various mitigating factors.

Two, since the applicability and implementation of the “identified mitigating factors” could differ among companies, they could yield different CSR results. Based on the review of social responsibility manuals and reports, and other literature published by a large number of global organizations, the “identified mitigating factors” in general have been recognized and discussed in these manuals in one form or the other (Target Social responsibility Report 2016, Home Depot 2017 Responsibility Report 2017, Lowe’s 2016 Social responsibility report 2016, Wal-Mart 2016 Global Responsibility Report, 2016). However, these manuals and reports do not discuss the process of implementation, and how evenly the mediating factors are applied across the supply chain. It is also difficult to investigate the level of commitment, and/or how CSR has been integrated operationally within an organization by just examining its published CSR reports and manuals. This limitation, in both academic and corporate literature, further necessitates additional research in order to address these limitations and gaps.  

3.3.1 Impact of ‘Identified Mitigating Factors’ on CSR under different combinations

Building the theoretical framework is based on the inclusion of theoretical propositions identified in the literature review as factors that positively influence supply chain CSR performance. 
Despite being able to isolate the identified factors and demonstrate their contribution to CSR as summarized in Table 3.1, academic literature fails to indicate whether the existence of all the identified factors is necessary to achieve the desired CSR performance, or whether certain combinations of identified factors are more effective than others in their impact on CSR performance. 
By considering the interaction and interrelation between mitigating factors, and their impact on CSR performance, I address additional gaps in literature. 
As such, the inclusion of the five mitigating factors in my theoretical framework, and considering their interrelation, while allowing the emergence of other mitigating factors not currently identified in literature, will provide a stronger and a more complete theory on factors influencing CSR performance in the supply chain. 

3.3.2 Mitigating Factors as Extension of Sustainability Strategy

Another way of illustrating the identified and the unidentified mitigating factors is demonstrated in Figure 3.2. This illustration treats identified factors as an extension of the organization’s CSR strategy. The reason for this distinction is because over the last decade muti-nationals shifted towards including a CSR strategy to the company’s operational strategy. Under such scenario, the illustration below is more descriptive.
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Figure 3.2 Identified and unidentified factors influencing supply chain CSR performance as extensions of sustainability strategy. 

In addition to strategic sustainability being an influencing factor on  performance, as demonstrated earlier, most organizational sustainability strategy encompasses all elements of CSR related decisions and actions throughout the organization and its supplier (Shrivastava 1995; Miha, Mario, and Fátima 2010; Patrizia and Gianluca 2014).  
Molina-Azori, et al (2009), separated CSR into three categories: reactive, preventive, and proactive, with proactive being strategic CSR. From a comparative perspective, this study is focused on organizations that have implemented CSR strategically. Therefore, as illustrated in Figure 3.2, the identified factors influencing CSR performance may be represented more accurately when treated as measures and extensions to the organization’s CSR or sustainability strategy, instead of being treated as independent mitigating factors. This is because the global firms I have examined through my literature review claim to have a strategic approach to sustainability across all aspects of the organization including their supply chain. I took this detail into consideration in developing the theoretical framework.

3.3.3 Components of the Theoretical Framework

Since CSR mitigating factors, whether identified or not, are embedded in supply chain decisions and processes, they can only be illustrated as components of a supply process. 
To demonstrate this, the theoretical framework (figure 3.3) below provides an abstract of the different CSR factors in relation to one another and in relation to the focal organization, its suppliers, and sub-suppliers.  The framework also considers interactions between suppliers as necessitated by the flow of products within the chain, in addition to the direct link between focal organization and sub-supplier, and the relationship between supplier and sub-supplier. The theoretical framework is illustrated in Figure 3.3 below. 
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The framework represents a focal multinational organization with effective supply chain sustainability performance operating in multiple countries, through a network of suppliers and service providers. It also represents an organization that has integrated sustainability as a strategic component of company operations across all entities, partners, and supply chain providers. 
In addition to the identified mitigating factors D, C, T, and SS, the framework takes into consideration the possibility of the existence of other mitigating factors X. The bidirectional blue arrows indicate a collaborative approach to CSR management between the organization and its suppliers. These functions require a high level of interaction, feedback and joint decision making. Unidentified influencing factor ‘X’ could be unidirectional or bidirectional given their unknown function.  The shaded area (light blue) symbolizes the interaction and influence of mitigating factors on one another.
Note: At this stage I have not illustrated in the theoretical framework the impact of culture on supply chain compliance for two reasons: First, measuring or interpreting culture is highly subjective and complex, and could stray research focus. Second, the mitigating factors identified provide processes to address and converge CSR cultural differences. 							

3.4 Conclusion

Through my review of the literature, I was able to identify the challenges organizations faced in extending sustainability into the supply chain. I identified points of failure and the reasons that led to these failures, and the different measures organizations took to address them. After examining multiple factors that mitigate sustainability performance in the supply chain that are within the control of the organization, I was able to demonstrate in Chapter 2 that these factors could be collapsed into the five main factors illustrated in Figure 3.2: strategic sustainability, collaboration, transformational leadership, double loop learning, and sub-supplier relationship. Analysis of these factors revealed a causal relationship between the factors and their impact on sustainability performance. This became the basis of my theoretical framework that needed to be explored built upon. Figure 3.2 is further developed to illustrate how the five factors are integrated into the flow of the supply chain (Figure 3.3).

The missing links:

Despite being able to establish the theoretical rationality of the mitigating factors, literature does not address the interrelation and interaction between factors. The interrelation and the influence of each factor would provide a deeper understanding of how the factors mitigate supply chain performance. Examining the mitigating factors will also address whether all factors are equally significant, and whether the method of their application plays a role in their effectiveness.
Chapter 3: Theoretical Framework
I was also able to determine with a reasonable degree of certainty that the mitigating factors identified through my literature review are necessary but not sufficient to achieve desired levels of supply chain performance. In summary, the theoretical framework provides a road map to address the research question based on the following components: the identified mitigating factors (extracted from academic literature), the relationship between identified factors (to the best of knowledge not well emphasized in existing literature), the possibility of the existence of other unidentified but mitigating factors (not revealed through current literature). And more significantly, how these factors are applied in sustainability management throughout the supply chain.  Uncovering the missing links, or their applicability, would lead to a better understanding of the factors that positively impact sustainability performance in the supply chain.

		Chapter 4
Methodology

4.1 Introduction

The main objective of this research was to uncover measures and elements that contribute to effective implementation of sustainability within the supply chain. Following a product conceptualized by a single organization, under a well-defined and unified set of sustainability standards throughout its supply chain across multiple countries and cultures, allowed me to identify factors influencing sustainability effectiveness. 
My claim behind the existence of other unidentified factors affecting sustainability performance in the supply chain, that were not identified through existing literature, was driven by the substantial variation in supply chain sustainability among different global organizations. Thus, suggesting that there must be other factors, as yet unidentified.
This variance in sustainability effectiveness led me to question what other factors beyond what was uncovered in the literature review can explain why some companies fail while others succeed, given that many of the global organizations who have been less effective at managing CSR or sustainability in the supply chain have as much access to similar resources as those organizations who have been more effective at sustainability management. To address this gap, I investigated the CSR-related actions of a global organization, regarded as successful in implementing sustainability in its supply chain. This was accomplished by following one of its products throughout the supply chain, from the point of inception to shipping product to retailer. This detailed tracking process enabled me to add to the existing literature newly identified factors, and methods that contribute to effective supply chain sustainability.
In this chapter, I discuss the two main theories of knowledge, ontology, and epistemology, in addition to a summary of the main research paradigms used in business research. I also discuss my own philosophical approach and the reasons behind it. I also discuss my research design, the case I selected, the collaboration necessary with a multinational organization, and finally my data collection methods and analysis. 
My approach was based on the progression steps of the Research Onion, RO, (Figure 4.1) as developed by Saunders, Lewis, and Thornhill (Saunders 2009). The onion acts as a compass for directing the research philosophy into a pattern driven by how I view the world. Different research would require different needs causing individuals to apply different philosophical choices, based on their own values and research mindsets.
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Figure 4.1: Research Onion ((Saunders 2009) page 128)

4.1.1 The Research Onion

The Research Onion consists of the various sequential stages a researcher would need to go through to develop a justifiable and efficient research methodology. 
The first layer defines the philosophical approach based on a set of values and beliefs regarding the reality of what is being investigated (Bryman 2016). 
Understanding the research philosophy being adopted will lead to a better explanation of the assumption being made, and how these assumptions fit the methodology. 
In considering a research philosophy, I needed to consider the foundations of such a philosophy. Two common philosophical foundations are the ontological and epistemological concepts. I discuss both concepts given that their difference impacts, to a wide degree, how a researcher interrupts the research process. 

4.1.1.1 Ontology 

Ontology belongs to the philosophy branch known as theory of knowledge, also referred to as metaphysics (Bohman et al. 2013). It deals with how reality and existence is viewed through the lens of the researcher, and how the nature of being is understood by the individual (Crotty 1998). So, an ontological position reflects an individual’s interpretation about what constitutes a fact. In research, ontology would be concerned with whether social entities should be perceived as objective or subjective. As such, objectivism and subjectivism are two aspects of ontological positions. Objectivism refers to the concept that social entities exist in reality irrespective of the social actors’ concern with their existence (Saunders 2016; Bryman 2016). 
In contrast, subjectivism, which may also be referred to as constructionism or interpretivism, refers to the concept that it is perceptions and actions of social actors that create social reality. Subjectivism is an ontological position where social phenomena and its meaning is uninterruptedly being created, modified and altered by social actors (Bryman 2016).

4.1.1.2 Epistemology

Similar to ontology, epistemology belongs to the philosophy branch known as theory of knowledge. Epistemology is concerned with how knowledge is attained, the way one gets to know things, and subsequently, what should be considered as acceptable knowledge and what should not. As a result, from an epistemological perspective, the research methodology used is what determines the credibility of the knowledge obtained.  Epistemology can be defined as the study of the criteria by which the researcher collects data and information(Hallebone 2009).  Sources of knowledge could vary based on the field of investigation. In business research, sources of knowledge could be summarized as Authoritative; based on information obtained from sources of authorities in the field, such as scholars and experts. Authoritarian: based on knowledge that could be obtained from books, research papers, or other academic data. Intuitive: based on knowledge driven by beliefs, faith, and human feelings and intuition. This knowledge is driven less by facts and more by intuition. Empirical: based on facts that have been founded and can be proven and demonstrated. Logical:  based on the creation of knowledge through the application of logic and reason (Crocker 2015)
It is important to note that different sources of knowledge may be generated from a single research process. Example: the decision to explore a certain area or problem may be initially driven by intuition. The literature review process could lead to authoritative knowledge. And logical knowledge is produced from analyzing research findings. The research conclusion may be perceived as empirical knowledge (Hallebone 2009).
Although epistemology includes multiple research philosophies, the following table summarizes the aspects of epistemology most commonly used in conducting business research:
	Business Research Philosophy	

	Epistemology
Researcher view of acceptable knowledge

	Pragmatism
	Either or both observable phenomena and subjective meanings can provide acceptable knowledge dependent upon the research question.                                                                                        Focus on practical applied research, integrating different perspectives to help interpret data.  Approach is less defined and focused.

	Positivism
	Only observable phenomena can provide credible data and facts. 
Based on causality.


	Realism



	Observable phenomena provide credible data, and facts.
Insufficient data means inaccuracies in sensations (direct realism).
 Alternatively, phenomena create sensations, which are open to misinterpretation. Takes into consideration both observable data, and interpretation (critical realism).
Focus on explaining within a context or contexts.


	Interpretivism
	Subjective meanings and social phenomena.
Focus on the details of the situation, a reality behind these details, subjective meanings motivating actions.  Emphasizes the role of social actors.


Table 4.1: Business research epistemology. Summarized from  (Saunders 2012) pages 134-140.

Positivism, interpretivism, realism and pragmatism have been considered the main four epistemological philosophies adopted in research. Positivism considers the world to exist independently of social actors. Its properties need to be measured objectively through analytical and empirical methods, while maintaining social actors, and human feelings external to the measurement (Easterby-Smith 2002). Positivism is widely used in research driven by observable social reality driven by causality, similar to the approach used in natural sciences (Saunders 2016). Interpretivism stresses that the world cannot be perceived independently and cannot be separated from the role of social actors; thus, it should be measured subjectively. Under interpretivism, it is necessary to consider subjective realities and understand social actions. Due to the level of subjectivity in interpretation, results cannot be generalized or replicated but can offer new findings (Bryman 2016).
Pragmatism is an approach driven by a method or combination of methods that seem to the researcher the most practical to use at any point during the research process. Accordingly, pragmatism may claim that objectivism and constructivism are acceptable ways to address research concurrently. Pragmatism is not concerned with the philosophical debate about legitimacy of different paradigms. Pragmatic researchers, as a result, have the freedom, or grant themselves the freedom to use any method or combination of methods (Morgan 2014). This freedom, falling outside the need to justify or defend a method, causes conclusions generated through pragmatism to be less defendable in academic research. As such, pragmatism has lost ground to other research philosophies (Morgan 2014).
Realism argues that reality is independent of social actors, and from this perspective is similar to positivism. However, realism, unlike positivism, argues that observable phenomena are not perfect and could not be objectively construed independently of our sensations. Critical realism maintains that there is a real world existing independently of our beliefs and perceptions, but this world can be interpreted through epistemological constructivism, and relativism, offering a means of reconciling contrasting perspectives (Hardy 2014).
Although historically positivism and interpretivism have been the most common options in research philosophy, there are a multitude of philosophical concepts that have emerged over the last several decades. These include objectivism, constructivism, critical realism, pragmatism, feminism, and postmodernism. I will not go into the details of each of the multiple philosophical paradigms currently available for researchers, but instead, focus on what I believe is the appropriate research philosophy for this research and why it is favored over others. 

4.1.2 Research Philosophy: Critical Realism

Given the high degree of socially constructed phenomena, while acknowledging the existence of external realities independently of our views and dispositions, and the complexity of the research, I believe a philosophical approach based on critical realism fits best the nature of my research. In the following section, I will discuss critical realism in detail, and the logic for choosing this philosophy over others.
Critical realism (CR) is a research philosophy that emerged out of the UK in the late 1970s. Roy Bhaskar, an early developer of CR, continued to refine and add to his paradigms of CR for three decades, in collaboration with Archer, Hartwig,  Lawson,  Norrie, and  Sayer (Gorski 2013).
Critical realism is based on the principle that there exists a mind-independent reality, one that exists irrespective of our ability to experience it. This differs from empiricism, which is based on reality derived from our experiences. The same principle applies to social theory, meaning that real social structures can exist independently of our conception of them, despite the fact that these realities are dependent on social activity to take shape or change (Archer et al. 1999). According to Bhaskar, this leads to a stratified reality  where events can be seen, but the social mechanisms leading to these events are not clearly observable (Bhaskar et al. 1998). Accordingly, It was not sufficient to conclude my findings based on what I can empirically experience, but on identifying the hidden and non-readily observable structures and elements that lead to observable effects (Wikgren 2005). CR asserts that empirical observations are not facts but results of closed experiments. Critical realists are interested in exploring the causes of the observed mechanisms. Social reality consists of social structures that are independent of our observation or concept of that structure. 

4.1.2.1 Critical Realism and Positivism

Positivism, closely related to empiricism, is driven by the search for knowledge through constant conjunctions of events (Bhaskar et al. 1998) leading to a sequence of observations (results) to formulate a theory or law. Critical realism would have many issues with this approach for several reasons; first, as stated earlier, observed results do not explain the causes that lead to certain mechanism, secondly mechanisms and their causes between conjunctions are subject to different structures, thus causing different results. Collapsing different structures throughout the various conjunctions would result in distorting the causes of the mechanism within each structure leading to a reality that is not observed or experienced, thus producing an incomplete understanding of the phenomena under observation.
For this reason, critical realists classify social reality into three categories: the real, the actual, and the empirical. The real covers all the mechanisms that exist in the world with all their entities; the actual covers all the mechanisms that have been triggered, even if they have not been observed, and the empirical covers what has been triggered and observed, (Gorski 2013; Wikgren 2005) similar to the positivist approach. The second problem lies in the positivist approach to constructing facts, which is done in a controlled environment, or a closed system, to contain the influence of outside elements. But social reality is an open system and not closed, which leads to a failure when attempting to replicate results given the difference between the environments. Positivism is effective in an enclosed environment with well controlled variables. Meaning in situations where the outside influence does not interfere with the research.  However there is an issue  in the positivist position of separating the observed from the observer, in an open social system, when  no consideration is given to the impact of the observer’s values and beliefs on the very approach the researcher selected to measure a phenomena or a behavior (Cruickshank 2012).

4.1.2.2 Critical Realism and Interpretivism 

Interpretivism is a general research philosophy that is closely related to constructivism, postmodernism, post positivism, judgmental relativism, and conventionalism. Sometimes these philosophical paradigms are used interchangeably by researchers, or collapsed with others, although there is a difference in their definition.  However, I am interested in what they hold in common and how they differ from critical realism. 
The main premise, as discussed earlier, is that the above schools of thought make sense of observations based on their own experience, beliefs, memories, and objectives. For an interpretivist attempting to objectify an observation that needs to be interpreted, the objectivity itself is subjective given the connection to the researcher, the objectification agent. Thus, meaning cannot be constructed independently or objectively, and accordingly, the world does not exist externally and cannot be separated from the role of social actors; it could only be measured subjectively. Although critical realists accept the role of the social process, they reject the notion that reality can only be subjectively constructed. They stress that there is a real world irrespective of our ability to perceive it or construct it, and outside the reality as perceived by a positivist, thus leading to the differentiation discussed above between the real, the actual and the empirical. 

4.1.2.3 Justification of Critical Realism for this Research
 
I subscribe to the notion that no single theory can fully explain what we attempt to observe or study. Theories are our own constructs, and as such, there can be no claim to absolute truth. This view is in line with constructivism or postmodernism, and clearly non positivism. However, I do believe that despite the difficulty in fully recognizing what is real vs. what is manifested or perceived, there are certain realities that are independent from our thoughts, experiments, and observations. Critical Realism is an alternative, though not without challenges, that enables the coexistence of philosophies that for many decades were regarded as polar opposites and subsequently not integrative. 
My research involved several elements that would fall well into epistemological constructivism.  As an example, interpreting a CSR decision or process required the need to make sense of what was being observed, which involved a large degree of interpretation. But at the same time the interpretative process itself is embedded, in the realities of the physical, social, and cultural world independently of our perceptions, which is more of an ontological positivism. 
My research involved a non-linear approach to capture an understanding of CSR actions and decisions behind the actions. This often required going back and forth through events that were impacted by certain causes. These causes may not have been identified if I was simply observing (interpretive) or just recording the decision made (positivist). 
Although there were elements of both deductive and inductive reasoning employed, this research was mostly driven by an abductive approach. A deductive approach was utilized in situations where a hypothesis was derived from the literature review and was tested, for example, the literature review indicated a positive relationship between collaboration and CSR decision-making in the supply chain. This hypothesis was tested deductively. On the other hand, assuming a different example, where I have encountered factors in the supply chain that have led to positive CSR decisions, this information was built inductively. However, in my research, I was more interested in explaining rather than observing outcomes, and as such I attempted to identify, through an abductive process, the causes leading to certain observations. As such, an abductive process undertaken by a critical realist would differ from the deductive and interpretive processes utilized by positivists and interpretivists.  Abduction would enable the deconstruction of observable events and objects. This deconstruction process will allow the researcher to examine more clearly the previously unnoted mechanisms that lead to these causes. The causes coupled with the understanding of the theories identified in the literature review that resulted in certain observations, across a pattern, allow for a better rationalizations of the mechanics that caused the events (Edwards, O’Mahoney, and Vincent 2014). The nonlinear process functions in a pattern of a loop where learning leads to new data and thus new interpretation, exposing and re-exposing by abstraction new causes of the observed event, within a certain environment existing independently of the observation, in line with a critical realist disposition. As an example, when trying to understand actions of employees in the supply chain regarding CSR, the process of abduction was an effective way to gain knowledge since I abstracted information from several strata of information while maintaining an appreciation of the fact that knowledge obtained has its limitation, as knowledge is a combination of what is real, what is actual, and what is perceived.  This realization, from a critical realist perspective, enabled me to question information without being confined purely to positivism or interpretivism, and instead I used multiple theoretical approaches that enabled me to dive deeper into the investigation, while being able to defend these approaches.
Given the multiple interactions and the complexity of CSR activity at each stage of the supply chain, and given its unique challenges, environment, and culture, it was necessary to conduct explanatory research by including, as mentioned earlier, data analysis from multiple sources. Some of the sources could vary from one stage to another based on the structure and operation of the company, and based on the type of industry, and the service a specific chain stage is providing. Furthermore, CSR decisions are further complicated by the decision maker’s own views and understandings of the significance of CSR within the process they control. Given these complexities, a critical realist approach was further justified because it is impossible to seek an absolute truth, only a better understanding was attainable, from testing multiple sources of data (Chris et al. 2012).
As discussed, the purpose of my research was to look for causal elements that impact sustainability in the supply chain not already identified in the literature review, that are leading to certain results. This cause-effect relationship, which required extensive and non-linear examination of data, was not meant to replace existing theories on sustainability in the supply chain, such as the impact of collaboration and learning, but to add missing elements to it. Using critical realism as a tool for theory building, by the uncovering of previously undetected elements due to hidden casual mechanisms. The understanding of how these new elements interconnect with previously established causes lead to a new theory, more robust and complete in linking supply chain CSR decision-making process to SCR results.

4.2 The Research Design

The reason for research design is to be able to translate the research questions, based on my research philosophy of critical realism into a research project (Robson 2002). Referring back to Sander’s onion, the research design involved the following three layers, the research strategy, the research choices, and the time horizon of the study (Saunders 2009). Based on my interest in following a product through the supply chain to understand the CSR decisions and actions of each supply stage (addressing the research question), and my research philosophy and approach (critical realism, abductive approach), a qualitative single case study with multiple dimensions made most sense for this research. This is discussed in detail in the following sections.

4.2.1 The Case Study

 The case study is an approach that allows the use of several theoretical lenses in analyzing multiple data to describe particular causes leading to certain observations within a defined context. This would reveal a rich description of the phenomenon under investigation (R.K. Yin 2002).  Case study is the most popular method for researching international organizations (Easton 2010; Marschan-Piekkari and Welch 2004), given the complexity and the numerous variables linked to specific socio-economic conditions, beliefs and culture that are difficult to penetrate. Thus, a case study can provide meaningful qualitative data revealing insights into the nature of the phenomenon under investigation. Furthermore, my research philosophy, which is based on critical realism, invites a case study approach in line with reasons summarized by Geoff Easton as follows:
“Critical realism is a coherent, rigorous and novel philosophical position that not only substantiates case research as a research method but also provides helpful implications for both theoretical development and research process”  (Easton 2010, p.118).

Selecting case study research for this study was driven by four reasons. First, a case study is a common strategy for theory-building through identifying patterns within causes and observations extracted from multiple sources. Case studies help when detailed analysis is required to identify the relationships within the organization and how these relationships impact the phenomena under investigation. Case studies provide the researcher with the ability to develop theory as it enables through a process of induction, deduction, or abduction the building of constructs and propositions. Critical realism further supports the theory building process due to the multiple approaches it enables in extracting and analyzing data from different sources. 
The second reason for a case study was driven by the need to develop an understanding behind the observations, given both the exploratory and explanatory nature of this research. A case study inquiry extends beyond the ‘what’ and into the ‘why’ of  an observation (Easton 2010, page 118).
The third reason for selecting a case study approach is that this research investigates a process that involves the supply chain of a single organization. Given this limitation, there was a pressing need to extract meaningful data that provides in-depths insights. Thus, to achieve this deeper understanding given the complexities, the geographic locations, the socio-economic, and cultural, differences, a case study was the most appropriate strategy. The fourth reason for a case study selection is due to the fact that this research investigates a disruptive phenomenon, meaning a phenomenon introduced by the organization that in many cases falls at odds, due to differences in culture and operations. Under such circumstances, where cross-cultural and socio-economic issues surface, case studies are favored over other strategies (R.K. Yin 2002).

4.2.2 Case selection

In selecting an organization for my case study, I examined global companies that sell labor-intensive products produced by unskilled or minimally skilled labor. I targeted regions with poor records of enforcing strict regulatory standards, and a manufacturing culture driven mostly by low pricing. By doing so, I eliminated industries that fall outside this scope, such as consulting, banking, and entities that are owned and directly managed by the focal organization.  I also eliminated industries where production does not penetrate through multiple layers of the supply chain where independent organizations are involved. Through this elimination, I was able to focus on the highly CSR problematic, and volatile industries such as clothing, furniture, and non-tech household items. 
The reason behind eliminating highly skilled and educated workforces is because they operate under very different conditions and environments when compared with factories utilizing unskilled, or minimally skilled labor. 
I examined clothing organizations, (which include footwear, and apparel), and furniture organizations (which include kitchenware, and household items).
In order to create common grounds, I examined organizations that have been implementing CSR measures through their supply chain for at least 10 years, and consequently issuing annual reports on their sustainability initiatives and results. By doing so, I would be eliminating organizations that are still undergoing a sustainability supply chain learning and implementation process.  Also, I only considered multinational organizations operating around the globe. This was achieved by only considering organizations listed on the Forbes 500. 
Out of this list, I identified the leaders (in revenues), and concluded that multinationals, operating in similar industries, and mostly importing from the same countries, have over the years, faced similar challenges, as indicated in the literature review examples on CSR and organizational sustainability. These companies, over the years, whether through their own experience or research, have developed similar philosophies, procedures, and approaches to supply chain sustainability challenges and management. An observation that supports isomorphism. This was verified in general through the literature review, and in particular through the publications of sustainability manuals and processes produced by the different global organizations. Despite a sustainability similarity in philosophy, concepts, and processes among global multinationals, I noted, as discussed earlier, a wide variance in performance according to several organizations that rank the corporate social responsibility of global companies. This leads me to conclude that a comprehensive field study of a complete supply chain cycle is essential to better understand what a successful organization is doing in practice that is different from organizations that are theoretically similar in their sustainability philosophy, concept, and approach to one another and to the differentiating organization.
To narrow my search and create more of a leveled field for analysis, I considered companies with a high focus on furniture, given the intensive level of labor involved in furniture manufacturing. I identified the largest 50 importers/retailers of furniture globally, headquartered in 13 countries and collectively represent 20% of worldwide furniture sales (CSIL report, 2021). 
I selected an organization that has, for many years, been considered among the leaders in supply chain CSR management. I also examined the data of top importers of products by volume and noted that 5 of the largest 10 importers of products were companies that sold furniture, and one of the five companies was the high CSR performing organization.
Through the above elimination, and triangulation process, I was able to confirm that this particular organization has enjoyed a reputation of being effective in implementing CSR in the supply chain more than similar organizations in its industry (furniture), operating in countries under similar environments and conditions, and subject to similar CSR challenges. For the purpose of protecting the identity of this organization, I refer to it throughout this dissertation as BIG CHAIN. The choice of such a name was to ensure no resemblance to any existing large retail business.
BIG CHAIN has developed a very elaborate CSR program addressing strategically considerable aspects of CSR supply chain challenges including, in some cases, partnering with suppliers, and investing in the upgrade of supplier’s technology. Their program is based on collaboration, CSR leadership development, transfer of knowledge via double loop learning and mediation of problems. 

4.2.3 The Case Study Protocol

The purpose of the case study protocol was to provide guidelines for the collection of data. This is essential given that the supply chain is composed of different stages that operate under different conditions. Creating such parameters will help in achieving data collection coherence and increase the credibility of the research. The case study protocol covers research background, research objective, research questions, research design, data collection procedures, data analysis, plan credibility research limitations, study case reporting and timeframe. A protocol helps the researcher focus on each step of the study, while being aware of the larger picture containing other steps and processes, keeping the direction of the research on the set path, noting changes when necessary  and updating the protocol accordingly (R.K. Yin 2002).
The case study protocol for this research is summarized as follows:
1. Background: Identifying BIG CHAIN’s supply chain as my case study. 
BIG CHAIN has been clearly more successful in implementing sustainability in the supply chain than other organizations in the furniture industry.  
2.	Research question: What is it that BIG CHAIN is actually doing in practice, that is differentiating it from organizations that are similar in their supply chain CSR philosophy, concept, and approach?
3 Research Design: Qualitative single case study, with multiple dimensions of BIG CHAIN’s supply chain.
4.	Data collection procedures: Interviews, and document examination (documents relevant to BIG CHAIN CSR history, processes, public information published by BIG CHAIN, industry, research organizations, NGOs, and CSR watchdogs. This also included private documents maintained by BIG CHAIN and supply chain entities).
5.	List of organizations referred to in this research: This constituted the supply chain under investigation. Table 4.2 lists each organization or entity where data was collected. 

	 
	Organizations from which data was collected 
	Notes

	1
	BIG CHAIN
	Focal Organization

	2
	BIG CHAIN, Subsidiary
	Based in country of production

	3
	Logistics and transportation, 
BIG CHAIN subsidiary
	Based in region of production

	4
	Ocean Freight Company
	Supplier 

	5
	Main Supplier
	Product manufacturer, Jute rug

	6
	Sub-supplier 1
	Packaging material supplier to manufacturer (main supplier)

	7
	Sub-supplier 2
	Jute Mill (Yarn Spinner), supplies Main Supplier

	8
	Sub-supplier 3
	Trader of yarn, supplies Jute Mill

	9
	Sub-supplier 4
	Farmer grows Jute and supplies raw Jute yarn to Trader


Table 4.2 Organizations and entities from which data was collected.

The semi-structured interviews revealed information that pertained to three competitors of BIG CHAIN. This was due to the fact that some BIG CHAIN suppliers are also supplying textile-based products and services to other multinational organizations, identified as competitors to Big Chain. I did not collect data directly from the competitors or any of their divisions. Data on competitors was obtained from suppliers that are common to both, BIG CHAIN, and its competitors. Data was also obtained from public records including annual reports. For the purpose of anonymity competitors are referred to as Competitor 1, 2 or 3.

6. Data Collection: Examined documentation of formal processes relative to CSR, reports on CSR shortcomings, remedial procedures, historical CSR data and data on undocumented practices and procedures. Data was collected through interviews, and examination of pertinent documents as described under item 4.
7. Data Storage: A database was used to track, file, and organize different data, such as notes, narratives, audio files, and copies of documents. The use of the database facilitated the logging of information such as sources, date, time, and venue of data collection. Electronic data files were stored on an access secure computer with backup copies physically stored in a secure area.
8. Analysis: Multiple analysis techniques were utilized based on the nature of data retrieved and examined, such as examining data against propositions, coding and identifying matching patterns, explanation building, and categorizing. 
9. Credibility: Multiple sources of evidence were utilized, and data triangulation was conducted. Given the nature of the research, credibility was enhanced through consistency and applicability.
10. Case Study Reporting:  A theory building approach was utilized in the reporting of the study, given that the research is mostly exploratory in nature, answering the research question successfully was dependent on the uncovering of additional knowledge not currently available in CSR supply chain literature.
11. Time Period: The research process extended over a two-year process due to the unexpected factory shutdowns as a result of Covid-19.

4.2.4 	Data Collection

Both a critical realist approach and a case study present opportunities to use different sources of data, utilizing different methods, and covering a wide spectrum of information. This enables my research process to benefit from triangulation, where multiple sources of evidence are used. The benefits of triangulation is that it allows for the cross checking of information that have been obtained from different sources, adding to the credibility of the data while limiting internal and external bias (R.K. Yin 2002). Data was collected through semi-structured interviews and the examination of documents and processes. Data included notes on processes relative to CSR, reports on CSR shortcomings and CSR remedial procedures, historical CSR data and archival records, data on undocumented practices and procedures, and data on the interaction with upstream and downstream supply units, and BIG CHAIN. The significance of multiple sources of data was not limited to triangulation, but also to compensate for the deficiencies inherent in the data source. Some supply chain units had limited external data that could have been due to many factors such as the closed nature of their operation, or the insignificant low number of the workforce employed resulting in limited public scrutiny or attention. Larger companies, on the other hand, who are in the public eye and are frequently scrutinized, are more likely to generate external documents. The variance in richness of across data sources requires the extraction of what could be significant data from all relevant sources. Moreover, the further removed a supplier is from BIG CHAIN, the less data available. Data diminished substantially once I reached the level of third sub-supplier. 
BIG CHAIN CSR literature on supply chain philosophy, strategy procedures, codes, standards, processes, supplier selection and training, remedial practices, transfer of knowledge, leadership development and CSR have been collected from different sources, such as company publications and websites, and from other sources such as academic articles, non-profit organizations, inter-governmental organizations, and media. 

4.3 Collaboration with BIG CHAIN to Investigate its Supply Chain

The first meeting took place in April 2019 with BIG CHAIN’s Chief Sustainability Officer. The purpose of the meeting was to discuss BIG CHAIN CSR’s philosophy and address the following five topics:
1. The objectives and methods of the research, and its potential contribution to academic, business organizations, and BIG CHAIN. 
2. The academic independence and integrity of the research, while maintaining the anonymity and confidentiality of the interviewees, and the ability to publish the research findings without constraints. 
3. To obtain the approval of BIG CHAIN to follow an item through its supply chain based on the following parameters:
a. Labor intensive product with main components manufactured in a geographic location(s) with volatile CSR environment and challenges. Where CSR violations are highly common, with limited adherence to rules, poor government regulatory criteria and controls, within a business culture driven by low pricing.
b. The supply chain of product would need to extend through different cultures and countries. 
c. The manufacturing of the product selected would require adherence to a wide spectrum of environmental and social issues.
d. The product be traced without unreasonable challenges and difficulties.
e. Depth of the product supply chain from the point of inception to the sipping to the retailer would enable data collections to be completed within a period of one year. 
4. No constraints would be imposed on my research beyond respecting and adhering to BIG CHAIN and its suppliers’ confidential information including confidential documents and reports. 
5. No limitations set by BIG CHAIN that could prevent me from researching any entity at any depth of the supply chain under investigation.
6. BIG CHAIN to provide clearance to any facility throughout the chain if warranted.
After several rounds of discussion, and after signing non-disclosure and confidentiality documents, permission was granted. The first in-person interview took place with the CSR Manager at one of the corporate offices in mid-December 2019. In addition to conducting my interview, we discussed the available options for the product to be followed. Since I wanted a follow a product that was mostly made of farmed raw material, I decided to follow a Jute carpet produced in Southeast Asia. Subsequently, several in-person interviews took place at corporate headquarters in January 2020 with the CSR team, Product Design, Product Development, Category Management, and Jute Carpet Management. My 30-day fieldwork trip to Southeast Asia was set for April 2020. The initial segments of the trip, which included meetings with BIG CHAIN subsidiaries in Southeast Asia, and the main Jute supplier, were planned with the assistance of BIG CHAIN.  I allocated the necessary number of days at each segment of the supply chain, based on the magnitude and complexity of each supplier’s operation. This also included BIG CHAIN’s own departments and facilities involved with the product at different intervals of the chain. However, in late February 2020, the entire trip was canceled due to Covid-19. This required developing a new plan where data collection would be highly dependent on online-held interviews. The new plan was put on hold due to BIG CHAIN, its subsidiaries, and suppliers undergoing extensive periods of shutdowns. The first Zoom interview occurred in November 2020 with Big Chain’s subsidiary in the country of manufacturing. Data collection continued on an intermittent bases due to re-occurring lockdowns and other Covid-related challenges. Data collection was completed in early summer 2022. During this data collection intermitted period, my focus was on evaluating public documents and several internal documents on CSR management provided by BIG CHAIN.

4.4 Data Collection through Interviews

Interviews are the most common data collection method used in qualitative research. They are utilized across a wide spectrum of research ranging from business research to social sciences. Furthermore, interviews are particularly important when conducting a case study (Eisenhardt 1989). Interviews should be directed by the research objective and strategy and should be focused on gathering information relevant to answering the research question. Case studies provide a real-life context to the phenomena occurring in organizations. Interviews are very effective in mining rich data, especially when a different phenomenon is introduced to the daily routine of operation, as is often the case with CSR processes and challenges. Most common interviews can be summarized into three forms, structured, unstructured, and semi-structured. Structured interviews are mostly applied in quantitative research where specific questions are used to collect scientific or quantitative data. Semi-structured interviews are mostly applied in qualitative research, where the questions provide room for flexibility and deviation when necessary. Unstructured interviews are also used in qualitative research, but do not have a predefined list of questions to explore and instead allow for exploring a wide range of issues, providing the interviewee the freedom to discuss events without confined boundaries. My interview procedure was mostly driven by semi-structured interviews, given the need to address certain questions relevant to the objectives of the research, while providing enough flexibility to guide the discussion into areas identified as significant during the course of the interview. This flexibility allowed me to explore in-depth information that may extend outside the questions as presented but within the scope of the research. Another reason for selecting semi-structured interviews was to be able to steer the discussion away from prepared speeches by supply executives dealing with challenging CSR issues. 

4.4.1 Preparing for the Interviews

There are three elements involved in preparing for interviews:
1- Understanding the general scope of the operation or process of each stage of the supply chain. As it is expected to have similar CSR concerns across different stages, such as working hours, and facility conditions are also expected to have different challenges due to the difference in industry and processes. Having a good understanding of the CSR issues, developed through my literature review, allowed me to include additional dimensions that are peculiar to specific aspects of the supply chain, leading to rich data gathering.
2- Gathering and examining data prior to the interviews. This included CSR training manuals, historical records indicating a change in CSR requirements, and adherence to pre-set progress timeframes. The gathering of information was obtained from several sources, BIG CHAIN, regional offices, and other entities in the supply chain that interact directly with suppliers (upstream and downstream). This data provided the historical CSR evolution of suppliers, helped validate records, and contributed to additional interview questions guided by information obtained prior to the visit. 
3- Building trust. Having access to a site is one thing and obtaining meaningful cooperation is another. Interviewees should be able to trust the interviewer and not regard him or her with suspicion. Without trust, interviews could result in superficial information and often inaccurate information, especially if the interviewee feels threatened or judged. Being aware of the significance of building trust, I established contact ahead of the interview process, and prior to requesting any records or documents. I communicated clearly that I am a research student not commissioned by any entity to conduct this study. And that the nature of my research is academic, and will respect the confidentiality of interviewees, without passing any judgment on the individual, process, or business entity. I also indicated that I am fully open to addressing any concerns that anyone might have in order to remove any doubt and establish trust and cooperation. Interviews were conducted in a highly respectable manner while being sensitive to the local setting, environment, and culture as much as possible. 

4.5 The Interviews

The first meeting was held with BIG CHAIN’s Chief Sustainability Officer (CSO). Although my interview model is semi-structured, the CSO meeting was more of an unstructured discussion. It took the shape of a bi-directional interview. The early part of the discussion was centered around my research interest, the reasons behind selecting BIG CHAIN for my case study, the significance of my research, and my need to have full supply chain access for my research to be effective. Throughout the discussion, I answered many questions and addressed several of the CRO’s concerns, specifically those pertaining to confidentiality. The latter part of the discussion was characterized by open dialogue providing both depth and breadth of BIG CHAIN’s supply chain CSR philosophy, strategy, guidelines, processes, and monitoring. This meeting acted as a launching pad for other interviews with members of BIG CHAIN’s Responsibility Division. After this discussion, an in-person meeting took place in December 2019 at one of the company’s offices with the CSR Director.  This meeting was followed by seven in-person interviews that took place at BIG CHAIN (TB) corporate headquarters in January 2020 with CSR Director, CSR Management team members, Product Design Manager, Product Development Manager, Category Manager, Jute Carpet Manager, and Country Manager. These were the last in-person interviews held. All subsequent interviews, due to Covid-19, were conducted online. The next set of interviews were held with BIG CHAIN subsidiary (TBS) located in Southeast Asia at the country of carpet manufacturing. These were followed with interviews at BIG CHAIN Maine Supplier (MS), the Jute carpet manufacturer. In total, 16 interviews were held with factory’s executive management, senior management, mid-level management, supervisors, and workers. All interviews were held via Zoom, with an average length of one hour per interview. I hired an independent interpreter, not based in the country of manufacturing, nor familiar with any of the suppliers. The interpreter took part in the Zoom calls that required interpretation. Six interviews were held with sub-suppliers; farmer, (SS4), Jute yarn trader (SS3), Jute mill (SS2), packaging supplier (SS1); two interviews were held with BIG CHAIN subsidiaries for Logistics and Transportation (LT), and one with Ocean Freight Company (SOF). In Total, 35 interviews were conducted, summarized as follows:
· 8 interviews with BIG CHAIN (Europe)
· 4 interviews with BIG CHAIN Subsidiaries (Southeast Asia, South Central Asia)
· 16 interviews with Main supplier, Carpet manufacturer (Southeast Asia)
· 7 interviews with Sub-Suppliers and Freight company.

4.5.1 How the Interviews were approached

The first interview which took place with BIG CHAIN Chief Sustainability Officer (CSO) had a unique dynamic. I had to convince the CSO of the merit of my research while requesting full unrestricted access to the entire supply chain pertaining to the company’s product. As such, I was initially the interviewee who had to justify disrupting several supply chain entities across different continents, while ensuring a process that respects the confidentiality of all parties involved. The CSO expressed interest in my work, appreciated its independence, and offered full support, provided that I will not disclose or publish any documents shared by BIG CHAIN that are considered proprietary and confidential. Once clearance and support were assured, the discussion took the form of a partial semi-structured interview. Some of the information shared is disclosed in my findings chapter.
The interviews that followed throughout the supply chain were semi-structured as originally planned, but flexible enough to allow for the unhindered building of narratives. 
By following a critical realist approach, I kept in mind my theoretical findings on supply chain CSR effectiveness, but I was not driven by them. 

4.5.2 Recording and Maintaining Data Notes

In addition to taking notes during interviews, the interviews were recorded, with interviewees’ permission, using a portable electronic digital recorder. The recordings had many benefits: 1- They allowed me to remain focused on the content and context of the interview and interviewee. As an example, the observation of body language in some cases  lead to additional cues (Easterby-Smith 2002). 2- Recordings provided more accuracy since every word and tone was captured (Saunders 2009). 3- Direct quotes were used. 4- Most important, it allowed me to think about what is being said, and accordingly, direct the discussion, instead of being too occupied in notetaking. In situations where the interview needed to be conducted in a language other than English, I utilized the services of a translator. The recordings included the interview in the original language, in addition to the English interpretation provided by interpreter during the interview process.  

4.6 Observations

Non-participant observations were utilized at only two sites while collecting data. The purpose of non-participant observation when related to context of research helped in identifying relevant information that correlated with other data obtained, when trying to form certain impressions. A major advantage of observation is that it was based on my direct experience and not on the narratives provided by others. Unfortunately, contrary to my original plan, observations were only possible during my visits to the company’s offices. Observation was not possible throughout the rest of my data collection as my interviews were conducted online and not in person. Similar to interviews, observations were recorded and properly documented. To avoid having to rely on memory, I also used a portable recorder when a certain impression was observed, one shortly thereafter. This allowed me to remain focused on the event, or individual(s) being observed, without interruption. 

4.7 Secondary Data

Secondary data was an important source of information for this case study for two main reasons: 1- It added to the body of data collected, and 2-In many cases, it enhanced my knowledge of BIG CHAIN CSR history, evolution, processes, and objectives prior to conducting my semi-structured interviews. This knowledge enabled me to better focus on the issues that matter and conduct the discussion accordingly. As mentioned in section 4.2.4, data included notes on processes relative to CSR, reports on CSR shortcomings and CSR remedial procedures, historical CSR, data on practices and procedures, and on the interaction with upstream and downstream supply units and BIG CHAIN. These records combined with records from external resources, including NGOs, media, government reports, and trade associations enriched the data obtained through interviews and observations, and allowed cross-checking and triangulation. 

4.8 Data Analysis

The theoretical framework drawn from the literature was examined against the data analyzed, for both verification and for identifying new factors not drawn out of existing literature but contextually. I also shared my analysis with colleague whose critical perspective enabled me to double check my interpretations and conclusions. 
Given the multi-source of data collection, I used a thematic analysis approach for content analysis. Thematic analysis would help in identifying patterns, develop theories, and verify conclusions (R.K. Yin 2002).
The original data collection plan was based on the three different data collection methods. The different methods could have been applied to support and triangulate one another in the case of apparent discrepancy. However, as discussed, observation was limited to the early part of the research as data collection was mostly limited to interviews and secondary data. As a result, the benefit of triangulation was significantly reduced. 
Data analysis involves the sorting, combining, examining, tabulating, and testing of data (R.K. Yin 2002) for the purpose of addressing the research question. New theory building from a combination of existing theories, coupled with research evidence abstracted from the case study abductively, was a complicated task that required a very meticulous approach to gain soundness and credibility. The first step involved the transcription of the data. Sample translation text was checked by an independent qualified third party for accuracy. 
The second step was to simplify the data given its massive size; a process known as data reduction. The data is then filtered and organized systematically which is based on summarizing, categorization and structuring of themes and meaning. 
After reviewing different methods for qualitative analysis, I realized that coding of text is the most common method used in qualitative research and is essential for revealing the meaning in collected data (Strauss 1987). I selected a coding method as developed by (Saldaña 2013). My choice was driven by Saldana ‘s detailed methodology which he continued to develop and refine applicable to a wide field of qualitative research.
As discussed earlier, I have used an abductive approach to my data. I have not approached my data with a pre-set system of codes and tried to search for the codes in the text. Instead, I was looking for ideas without a preceding conceptualization, allowing the data itself to determine the concepts, ideas, and themes to emerge.
Coding, which I will explain in detail, enabled me to break down a large data by identifying key words and statements for further analysis, and then merge the unexplored analysis into a new meaning or themes that are relevant to my research question.

4.8.1 Coding

A code is a word or a phrase that captures a summative, essence-capturing meaning within a data (Saldaña 2021). In qualitative research, it is an interpretation generated by the researcher to represent or summarize a meaning extracted from the text. When similar codes are regularly noted, a repetitive pattern is detected: “A pattern suggests a multiplicity of elements gathered into the unity of a particular arrangement“ (Stenner et al. 2014).
The process of coding took place during and after the collection of data. After understanding the role and function of the interviewee, the questions were focused on the CSR aspect of the interview. The follow-up questions were driven by key words and phrases that were relevant to my inquiry to expose more facts and significant information. I have entered certain key words or notes, or anything that was triggered, or came to mind, into a journal that acted as a collection of memos. After data was fully captured, through the semi-structured interviews, the coding of relevant phrases led to meanings that made something else happen. Coding was not limited to labeling but also to linking: “it leads you from the data to the idea, and from the idea to all the data pertaining to the idea” (Richards and Morse 2012). Coding was a cyclical act that required multiple cycles, where each cycle contributed to further refinement of the codes selected. Being a heuristic process, a process of discovery, it was far from linear; it required re-examining previously assigned codes as more information was revealed and more filters were added. This process of de-constructing and re-constructing of codes enabled me to uncover repetitive and salient features that eventually led to the formation of categories and themes, which are discussed in further detail. Another aspect of coding that required serious reflection was the choice of words or phrases selected to describe the text as the process gets more and more refined. This did become complicated when using similar codes to describe different context or experience.
The coding process was done manually. Relevant quotes from transcribed documents were entered into NVivo Software for efficient access and retrieval. 

4.8.2 Creating Categories
 
After multiple cycles of creating and refining codes, I grouped similar or related codes into categories. This process is also referred to as Axial coding, which involves looking for links and connections between the codes so that similar and related codes could be combined and merged into categories. The purpose of creating categories is not to arrive at a reduced answer but to synthesize the collective (Saldaña 2021)to move towards a consolidated meaning. Similar to the initial coding process, creating categories was also a non-linear process that required multiple passes, refining the process with each additional pass as I further reflected on the meanings and patterns that were constructed abductively. It would have also been possible to create a different number of categories or to include certain codes under different categories due to the interrelationship of codes with others. However, I believe my choice of categories accentuate the impact on CSR within the supply chain.

4.8.3 Creating Themes

Although themes emerge as a result of the coding and categorizing process, they are separate from codes and categories. Themes are more abstract and general than specific codes and categories, and they represent both apparent and the subtle meaning of data. A code identifies what a unit of data means (Saldaña 2021). A category is a collection of similar or related codes. A theme is an overarching statement describing what is going on and explaining why things are happening (Rubin and Rubin 2011). Themes are less descriptive of the data and more of an interpretive summary extending abstractly to provide meaning and understanding beyond the specific case study. According to (DeSantis and Ugarriza 2000), a theme “brings meaning and identity to a recurrent experience and its variant manifestations. As such, a theme captures and unifies the nature or basis of the experience into a meaningful whole.”
The qualitative analysis approach of theming the data, according to (Ravindran 2019) is the most applicable approach for interview transcripts analysis since it provides a clear description of data content, topics, and variations. This data thematic approach is also applicable to case studies (Saldaña 2021), where semi- structured interviews are likely to capture recurring statements, leading to a summary of ideas that enables the construction of themes.

4.8.4 Coding Methods

After evaluating 32 coding methods as defined and categorized by (Saldaña 2021), (Corbin and Strauss 2014), (Wolcott 1994) and (Hernandez 2009) I used the following five methods for my analysis. The selection was based on the nature of my research: abductive, case study, multiple locations, and focused on semi-structured interviews.

Exploratory Coding: A coding method that explores the text prior to assigning definitive codes. It is a first general look at the data. I have used exploratory coding by entering analytical notes into my journal mostly during my semi-structured interviews, and immediately after each interview. The exploratory notes were instrumental in guiding the interview in a manner that revealed further and more relevant information.

Descriptive Coding: A general form of coding applicable to most qualitative studies, (Saldaña 2021). According to (Wolcott 1994) descriptive coding is the foundation of qualitative inquiry, its objective is to assist the reader in seeing and hearing what the researcher saw and heard. The methods assign a word or a phrase to data, or to a quote in the case of semi-structured interviews, that summarizes the basic topics within the quote. This form of coding offers an inventory of topics for indexing and categorizing, I have utilized descriptive coding through the early rounds of open coding.

Structural Coding: A more focused form of coding that considers the research question. Structural coding applies a content-based or conceptual phrase to specific segments of data based on their potential relevance to the research, (Saldaña 2021). I have applied structural coding to the later rounds, post exploratory and post descriptive rounds of coding, by recognizing the link between the codes and the research of interest.

In Vivo Coding: In Vivo means “ in that which is alive” (Saldaña 2021).  The coding is based on the terms and phrases used by the participants themselves (Strauss 1987). It is applicable in interview transcript data as it focused on actual terms and words used by participants. The verbatim transcription allows for the capturing of meaning inherent in peoples believes and experiences, (Stringer et al. 2014). About 40% of the semi-structured interviews were conducted in English, thus no interpreter was necessary. For theses interviews, l used actual participant words without any data summarizing to capture as much of the original intended meaning as possible. Unfortunately, this method could not be applied when coding a translated transcription. 

Simultaneous Coding: Involves providing multiple codes to the same text under consideration. Or providing similar overlapping codes to sequential units of data, (Saldaña 2021). This method is appropriate when multiple meanings are suggested by the data that are relevant to the research question. In my analysis, I encountered data that may seem similar but in essence it contained subtle differences that were better revealed through combining two or more codes. I used Simultaneous Coding in parallel with Descriptive, Structural and In Vivo Coding.

4.8.5 The Iterative Process 

In the above section, I described the process of coding, the types of coding methods utilized in this study, the generating of categories out of codes, and the generating of themes out of categories. In this section, I further describe the iterative process involved in coding by providing more detail of the analytical steps taken in managing and analyzing the data.
As a first step, the data gathered was treated as an exclusive set for analysis. At this level, I separated my findings through my literature review from the data collected. I did not want preconceived perception to taint or interfere with my research findings. I wanted my data to tell their own story, and more importantly, reflexively, I did not want literature to limit my field of vision when searching for codes or identifying events. The first iteration resulted in 220 codes, which, after several cycles, were reduced to 63 codes. This was done by minimizing repetitive codes and, more importantly, by creating links between codes, a process of refinement and consolidation. Earlier cycles focused on words that indicated a certain activity or action, and later cycles focused on both action and context. Often, different codes, though based on different words or actions, could indicate the same observation. Contrastingly, similar words describing an action could mean differently when a wider context is added. What determined the conclusion of this non-linear iterative process is when adding additional codes has no meaningful contribution to the data and when collapsing codes does not remove unrepresented data.
In the coding process, I also separated the sources of data based on the entity or organization from which data is being collected. As an example, ‘collaboration’ could mean differently to a focal organization when compared to a sub-supplier. From this perspective, it was important to create separations to minimize overlapping descriptions that had different interpretations. Identifying these subtle differences was essential in accurately capturing the meaning in participants' responses. This process enabled me to create clearer patterns between codes while identifying both commonalities and differences that contributed to the grouping of codes into broader categories. These patterns would not have been identified without this cyclical iterative process. Furthermore, when a pattern is created, it becomes easier to investigate whether similar patterns could be identified across broader data. After creating and refining a total of 11 categories, I referred back to my theoretical framework, which was the product of my literature review. In doing so, I was able to identify early similarities between data extracted from my own research and data extracted from the literature. When engaging in qualitative analysis, there is a danger of generating findings that appear to be different from those in the literature, but only appear so due to different ways of classifying the data, rendering a kind of categorical error. In order to minimize the chances of making such an error in my research, I juxtaposed my categories with those in the literature. This comparison enabled me to clearly identify similarities and gaps. Furthermore, through this process, I was able to identify subtle differences within the similarities that, once examined closely, had a significantly different contribution to events. To accentuate this significance, I presented my findings in the form of ‘power quotes’ or ‘proof quotes’ as a means to illustrate a point and add to my finding’s trustworthiness. As such, the 11 categories were each interpreted and discussed individually. Each interpretation was supported by a direct ‘power quote,’ followed by the further interpretation that was supported by consequent ‘power quotes.’
After presenting the 11 categories, a new iterative process was performed by examining categories that complemented each other. As such, overarching themes were developed containing complementing and dependent categories. The iterative process was driven by the contribution of each category to the overarching theme when combined with other contributing categories to the same theme. This process resulted in 5 themes.
The five themes were used to develop theories. The theory building process involved logically establishing the relationships between a system of variables and constructs (Wacker 1998) that answer the questions of why and how after having defined the variables referred to as the who or the what (Bacharach 1989; Wacker 1998). Key to the process was ensuring that the emerging theories can only be established if a predictive claim could occur (Hunt 1991). Theories were evaluated based on their  ‘Uniqueness’ (through definition of variables), ‘Generalizability’(defines its domain and its limitations), ‘Parsimony’ (simplicity) ‘Consistency’(reliability),  ‘Abstractness’ (relationship (model), building), and, as mentioned above, their ‘Empirical support’ (predictability)(Wacker 1998).

4.9 Credibility in a Qualitative Research Setting. 

Many approaches have been developed to establish credibility, trustworthiness, dependability, and applicability (Morse et al. 2002), (Saunders 2012). Following in part, (R.K. Yin 2002) case study research, I divide my justification tactics into three categories. First, establishing clearly identified and applicable functioning measures for the study. The multiple uses of data, coupled with literature drawn from the theoretical framework, help in reducing subjective interpretation. Second, the credibility of exploratory and explanatory relationships extracted from data through interviews, observations, and secondary data, are supported through triangulation (with limitations). Third, is the ability to apply the research conclusion beyond the case study investigated. Case studies do not provide statistical generalization as their findings are extracted from a single case, and not from a wider statistical observation, such as a survey, or structured interviews. However, through replication of logic in analyzing the different stages of the supply chain, the case study can generalize context-based findings to a broader theory, even if statistical generalization is missing (R.K. Yin 2002; Morse et al. 2002). This study’s dependability was further enhanced by following a systematic and meticulous process throughout the chain supply collecting data through interviews, observations, and secondary data, and through the use of recording devices, transcribers, and certified translators. Furthermore, the credibility of the study was further supported by identifying patterns and by sharing with colleagues my approach to data collection and analysis to further check the logic behind my interpretations and conclusion.

4.9.1 Critical Realism and Case Study Credibility

Physical reality is independent of our senses. Reality exists whether we can perceive or not. Furthermore, our senses cannot be trusted to always perceive or sense reality accurately. Critical realism bridges Positivism, which maintains that reality is based on direct observation of phenomena, mostly a causal relationship between two entities, and interpretation, which is driven by interpreting of events by social actors, thus lending itself to subjectivity. Below is a description of the ontology of critical realism.


Figure 4.2 : Stratified Ontology of Critical Realism,  based on Mingers 2004.

Knowledge of the Real domain is the role of science. Where an event and the empirical observations of that event are explained by identifying the entities responsible for the event, the generative mechanism, that extend beyond common experience.  This involves manipulating the environment to create a trigger or a generative mechanism (Johnston and Smith 2010). In other words, our knowledge of an event is explained empirically by the trigger that led to the event.  A natural scientist’s function is to recognize or identify the elements that are causing the event and describe their generative mechanism (Johnston and Smith 2010) (Bhaskar et al. 1998). Uncovering the generative mechanism also applies to the social sciences and social structures.  An organization is a social structure; accordingly, this case study of the organization requires a social scientist approach. The main difference lies in the direct vs indirect relationship between cause and effect. This indirect relationship lends itself to ontological and epistemological challenges. From an ontological perspective, social structures cannot exist independently of their effects, and from an epistemological perspective, social science, like the phenomena being investigated, is itself a social practice (Bhaskar et al. 1998; Mingers 2004) (Johnston and Smith 2010). However, despite this reality, these structures do exist irrespective if their existence is recognized by the investigator. Accordingly, the trilogy of the domains; real, the actual and the empirical can be examined. The dependency of structures under investigation on humans does not contribute to any lack of realness. As such social scientists, similar to natural scientists, should investigate, and explain the structures and their generative mechanisms (Johnston and Smith 2010) (Bhaskar et al. 1998). To increase credibility and minimize subjective interpretation, detailed coding was implemented through multiple cycles. By selecting a thorough coding approach, where a pattern is created as a result of similar codes noted from varying sources, the element of subjective interpretation is reduced to a minimum. Additionally, from a critical realist perspective, an emphasis is placed on the causal mechanisms and then comparing this causality to the observation. When multiple, yet similar, generative mechanism lead to similar observation, data interpretation will move the pendulum of critical realism towards positivism and away from subjective interpretation, thus minimizing errors and increasing credibility. 

4.10 Researcher Reflexivity

According to (Creswell and Miller 2000)reflexivity is a process of disclosure of the researcher’s biases, beliefs, outlooks, and values, that could have an impact on the case study’s design, execution and interpretation (Saunders 2009). Accordingly, I often reflected on my findings in light of my own beliefs through the course of the study, whether they are based on certain preconceived notions, or as they develop through the course of my investigations. I used the digital recorder to also record my own thoughts and emotions in order to examine them in retrospect, at a later stage when I am more removed from the observation or interview that could have stirred certain judgments. I am aware that my views on sustainability have been shaped by the western concepts which differ in significance across different cultures. I approached my research, with this awareness to prevent my own beliefs from tainting the research. I also believe that I maintained an open mind towards the local beliefs and values, while reducing the impact of my own judgments to the best of my ability. Furthermore, the use of the digital recorder throughout the interviews and observations enabled me to document responses precisely as recorded while considering the influence of bias.  Additionally, I am well aware that I cannot fully self-alienate myself from the process; at the minimum as an agent with certain cultural background and attributes, I also realize that the process itself was contributing to my belief system. This exposure to different environments, culture, creed, and beliefs, led to changes to my own perceptions and capacity to understand and analyze situations as a changing or learning agent myself. There was a transformative element that could not have been avoided that, I believe contributed to my ability as a critical realist researcher, to be aware of how the environment and the process itself is altering my own perception of the very lens through which I analyze the data. Reflexively, at this level, I could not help but realize that the process is endlessly changing, creating an epistemological conundrum, a never-ending cycle stuck in a loop that feeds on new changes, impacting the lens of analysis, leading to a potentially varied perception resulting in additional changes. My recognition, as a subject of this cause and effect, does not alter its reality, but it did bring my awareness into the process, which I believe helped minimize its influence on my research. 

4.11 Research Ethics

The approach to research ethics is influenced by the research strategy. In this section, I discuss the ethical considerations given the nature of my research and its various components. In academic research, ethical issues are a combination of basic ethical principles and ethical challenges that are specific to the research being conducted.
The basic principles could be combined into six components as summarized in the following table: 

	First basic principle
	Minimize the risk of causing harm to participants. Harm may be physical, psychological, or financial. 


	Second basic principle
	Obtain informed consent. The researcher should clearly communicate to the participants that they are (a)participating in a research project, (b) the purpose of the research, (c) what is expected of the participant, (d) what are the procedures and (d) estimated duration.


	Third basic principle
	Respect confidentiality and anonymity. Respect the individual’s rights to privacy. Discuss how data will be used. 


	Fourth basic principle
	Avoid deceptive practices or coercion and pressure to obtain data. Be transparent.


	Fifth basic principle
	Provide the participants with the right to withdraw at any stage of the interview or research process.


	Sixth basic principle
	Clarify intellectual property of research. Disclose ownership and publications rights.




Table 4.3: Basic ethical principles in research (Sleeboom-Faulkner et al. 2017) 


4.11.1 Research Design Methods and Research Ethics

Given the qualitative nature of my research, ethical questions may surface at different stages of the research process.  Qualitative design is more evolutionary when compared to quantitative design where a well-structured approach allows for little deviation in data collection. As such, it is easier for a quantitative researcher to understand the ethical challenges that are likely to be countered and consequently be able to plan accordingly. As an example, when conducting structured interviews, where respondents are asked to choose between different options, most of the potential options are known or anticipated by the researcher. This is not the case when qualitative research interviews are conducted. Although an in-depth interview would be guided by a select question(s), at the start of the interview, most of the follow up questions would be dictated by the answers being provided throughout the interview as more knowledge is being acquired about the process being investigated. Furthermore, this makes it more difficult to accurately communicate to the participants, what is expected from the interview process, which in turn could impact the level of openness and cooperation, especially if the assurances provided are not well received. Ethical dilemmas are ongoing concerns that cannot always be predicted or anticipated (Sleeboom-Faulkner et al. 2017). In the case of this study, several interviews revealed information that required additional care when adhering to confidentiality, and interviewee anonymity. 
My research method also included observations. The observations though limited, it was overt and was conducted after obtaining consent from company of interest. 
Another concern was accessibility. Management controls the workforce, the facility, and the operations.  This control could have ethical implications if management coerces employees into taking part in the research, or preventing others from doing so, or instructing them to say specific things. Organizations can limit access to venues or alter the flow of operations during my data collection periods.  I tried to the best of my ability to limit management control by establishing trust with interviewees and providing assurances while, on multiple occasions, stressing that the interview is based on their will to participate, and that the interview may be terminated any time if they so wished. Fortunately, I did not face any of these situations. All interviews were managed as planned. And to the best of my knowledge, they were conducted with full consent of the interviewees.
I tried to have as much control as possible over the data collection process especially over the selection of individuals to be interviewed. Although it is difficult to ascertain with full certainty that the supplier did not influence interviewees, the data obtained through several interviews where delicate information was disclosed indicated that interviewee expressed their own thoughts. 
I am also aware that without BIG CHAIN requesting that I will be provided full access throughout the supply chain, many interviews might not have happened.  As a result, this access might not always have been granted under the free will of the suppliers.

4.11.2 Unique Ethical Challenge

In addition to what has been discussed above, there is an ethical dilemma given the nature of my research: investigating CSR within the supply chain of a global multinational. This ethical challenge is realizing that maintaining the confidentiality of the suppliers will not be possible. The supply partners, involved in the production of a specific household furniture item was provided by BIG CHAIN. Their identity could also be revealed given that BIG CHAIN, as part of its policy of transparency, is not overly protective over the identity of its supply chain partners. The anonymity of the supplier chain organizations may be protected from the public but not from BIG CHAIN.
Additionally, the anonymity of the individuals within each organization could not be fully guaranteed given that the number of interviewees dealing with CSR issues may be specialized and limited, and as a result, their identity might not be fully protected from supply company executives. This issue was addressed by minimizing the use of data that contained delicate disclosures, and not disclosing where it came from. Therefore, I avoided when providing quotations to indicate the department the quotation came from. 
The collaboration with BIG CHAIN, or its supply chain partners did not, under any circumstances, compromise the integrity of research, academic independence, confidentiality, and freedom to publish.  The results of the research will become publicly available in one or more formats. 

4.12 Conclusion

This chapter covered the methodology selected for the study. The method of research is a single case study driven by a critical realist approach. The unit of analysis is the supply chain. The data selection process is based on three data selection methods, semi-structured interviews, observations, and secondary data. Triangulation will be applied within the different data collection techniques. The data analysis would move to different stages of the supply chain, conducting cross analysis through a pattern of theming and matching. 
Chapter 4: Methodology
The research design accounted for credibility and dependability. I am aware of the significance of reflexivity and created steps to help eliminate or diminish the impact of my beliefs and bias on the study.  Given the nature of the research, there are ethical concerns regarding the protection of the identity of the organizations in the supply chain from BIG CHAIN. There could also be cases where the anonymity of some interviewees might not be fully shielded under all conditions. It is also important to note that collaboration with BIG CHAIN was deemed essential to obtain company records, and to facilitate full access to its entire supply chain that pertains to my research without any restrictions. However, access provided by BIG CHAIN, did not compromise the integrity of my research, or any prevent access to any supplier or sub-supplier, or put any other limitations, including the freedom to publish. 
Chapter 5
BIG CHAIN’s supply chain for Jute 

5.1 Introduction

In this chapter I describe the supply chain of BIG CHAIN’s Jute carpet, including the processes performed at each segment of the chain. Explaining and mapping the entire supply chain provides added context for clearer understanding of the stages the product undergoes prior to ending its journey at the retail outlet. 

5.2 Product Development

The Jute rug I am following was developed in collaboration with supplier in Southeast Asia. Design and Engineering teams from both BIG CHAIN and supplier jointly worked on product concept, design, and prototype. After product was approved, the teams collaborated on packaging design and selection of packaging material. All aspects of the process were required to conform to certain CSR specification related to quality, safety, and environment. Testing of raw material, of finished product, of packaging material, and shipment ready product is conducted at every stage of the process. 

5.3 From Farm to Retail Outlet
Once the sustainability criteria for the new product is met, a supply and production process are developed that integrates CSR requirements throughout the chain. The product flow chain may be simplified as shown in Figure 5.1.
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5.3.1 Step 1: Jute Farming, Harvesting, and Initial processing

Jute is a long, soft, shiny fiber that is used to make durable threads through a spinning process. It is produced from a plant of the genus Corchorus. The primary source of the fiber is mostly Corchorus Olitorius, and the higher quality Corchorus capsularis. The word Jute refers to is the name of the plant or fiber used to make Jute-based clothing or rugs. As a naturally grown fiber, Jute is only second to cotton in production volume and is considered one of the most affordable.  Raw Jute is the industrial term for the fiber and averages 1-4 meters. The Jute plant needs loose clay that has been collected by running water in a stream bed. Jute growing requires substantial amount of water and a warm climate. As a result, Jute farming thrives in monsoon regions during sowing periods (en.wikipedia.org/wiki/Jute). 

5.3.1.1 Planting and Harvesting 

The first step is to prepare the land. Most farmers use small tractors. Once land is leveled and plowed, Jute seed is sowed. Upon sprouting or seedling sprouting, a manual weeding process is performed. During the monsoon season, the Jute seedlings exposed to heavy water could grow up to 4 meters. Once Jute reaches desired height, it gets harvested. 

5.3.1.2 Jute Extracting, Processing, and Transporting

Following the harvesting process, Jute bundles are submerged into a bed of running or still water for a period of 15 to 20 days, a process known as retting. Jute in running water produces a higher quality or raw Jute, which is the grade used in the manufacturing of BIG CHAIN rugs. Once retting is completed, the Jute fiber is manually extracted. The extracted fiber is allowed to float while being washed. After washing, the fiber is squeezed and tightly bundled in a manner that allows water to escape. The fibers are then unbundled and spread over a fence for sun-drying. After few days of drying, the fiber is re-bundled and transported to the local market, where it is sold to different traders. In some cases, the fiber is sold directly to the mill depending on the arrangements with farmers. Most Jute growers are family-owned and operated. Below is an illustration of Jute cultivating, harvesting, processing, and transporting.
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Figure 5.2 Jute farming process: 1-Land preparation, 2-Seed sowing, 3-Weeding, 4-Harvesting, 5-Bundling, 6-Jute retting,7- Fiber extracting,8-Fiber floating & washing, 9-Water extracting, 10-Sun-drying, 11-Dry bundling, and 12-Transporting. (Images adapted, with permission, from documents provided by Jute farmer I interviewed during case study).

5.3.2 Step 2: Jute Trading

As mentioned, Jute farming is mostly run as a small family business.
In most cases farmers deliver their raw Jute to a local trading post in Jute growing regions. In general, small traders sell to larger traders who in turn supply Jute Spinning mills who supply factories. In the case of this study, BIG CHAIN has created a product flow system in collaboration with a supplier to ensure adherence to their CSR standards throughout the chain. In other words, raw Jute would need to be procured from certain farms, based on certain specifications, delivered to pre-approved spinning mills that have been trained by BIG CHAIN and are frequently audited directly by BIG CHAIN and supplier. Jute trading, like any harvest, is seasonal, as such it is very sensitive to significant changes in demand. If a sudden surge is required by a global retailer for a short-term delivery, it could disturb the local eco-system, impact pricing and strain growers, spinners, and suppliers. As such, Jute trading requires forecasting and long-term planning in collaboration with all sub-suppliers to maintain a certain level of stability. This will be discussed further in my findings chapter.

5.3.3 Step 3: Jute Spinning

Jute Spinning is the process of producing or making yarn from Jute fiber. 
Jute spinning can be broken into five main processes referred to as Batching, Carding, Drawing, Spinning, and Winding (textilesphere.com/2019/10/ spinning)[footnoteRef:2]. The flow chart below illustrates the spinning process performed at one of the spinning mills approved by BIG CHAIN. Figure 5.3 illustrates the spinning process performed at the spinning mill approved by BIG CHAIN. The ten steps shown are an indication of the complexity of the process. [2:  Source: (www.textilesphere.com/2019/10/ spinning)] 
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Figure 5.3 Jute spinning flow chart of mill producing yarn for BIG CHAIN supplier (published with Jute Mill permission). 


Figures 5.4 and 5.5 below are illustrations of Jute spinning machines and Jute yarn and bag.

[image: Jute Processing – MP Birla Jute]
Figure 5.4 Jute spinning machines (https://mpbirlaJute.com/Jute-processing)[footnoteRef:3] [3:  Source: (https://mpbirlaJute.com/Jute-processing)] 


[image: Hessian Shopping Bag]
Figure 5.5 Image of Jute yarn and Jute bag (https://pellibags.com.au/blogs/news/all-about-Jute)[footnoteRef:4] [4:  Source: (https://pellibags.com.au/blogs/news/all-about-Jute)
] 


5.3.4 Step 4: Jute Rug Manufacturing 

BIG CHAIN supplier (rug manufacturer) receives the natural Jute and Jute yarn from the spinning mill. The manufacturer supplies BIG CHAIN with 29 different items which include items made of waste or recycled cotton, and Jute products. Manufacturing of Jute rugs undergoes the following 19 processes: Jute Cutting, Rope Twisting, Dinging, Warping, Weaving, Cutting, Hem Folding, Hem Stitching, Hem Cutting, Hem Receiving, Finishing, De-Dusting, Finishing Receiving, Label Stitching, Drying, Final Receiving, Metal Detection, Roll and Poly Packing, and Palletizing.
The Jute rug manufacturing process, with CTQ (Critical to quality), and inspection frequency is illustrated in figure 5.6. Also shown below, a generic image of Jute rug (figure 5.7).

[image: ]

Figure 5.6: Jute rug production process (published with rug manufacturer’s permission). Factory name and logo deleted to preserve confidentiality.


[image: Jute yarn, great for indoors and outdoors!]
Figure 5.7 Generic image of Jute rug (www.Hooked.yarn)[footnoteRef:5] [5:  Source: (www.Hooked.yarn)] 


5.3.5 Jute Rug Packaging Material

Packaging material is supplied to factory by a BIG CHAIN-approved and audited packaging material supplier. Packaging supplier is provided with production portal to manage packaging material scheduling to coincide with production needs. Figure 5.8 illustrates the general manufacturing process of cardboard packaging.
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Figure 5.8: generic illustration of cardboard box manufacturing cycle. (http://www.designlife-cycle.com/cardboard-packaging)[footnoteRef:6] [6:  (http://www.designlife-cycle.com/cardboard-packaging] 





	




5.3.6 Shipping

Jute rug shipping is managed by one of BIG CHAIN’s logistic department. This subsidiary is based in southeast Asia and monitors land, ocean, and air freight. BIG CHAIN’s subsidiary arranges for the palletized products to be collected from supplier factory by a pre-approved freight transportation company and delivered to a consolidation location. Following, pallets are loaded into shipping containers that are transported to seaport to be mounted on shipping vessels. BIG CHAIN utilizes the services of several leading global ocean freight companies, one of which I have interviewed. Logistics providers are connected to BIG CHAIN supply chain portal. This access to real time production and delivery schedules enables entire logistics team to preplan its movement of products efficiently. 

5.4 Conclusion

The purpose of this contextual chapter was to provide a top view description of the Jute rug supply chain. Since my research is based on following a product through the various organizations and entities involved in the supply chain, it is helpful to clearly explain and illustrate the activities or services performed at different supply stages from which my data was collected. In addition, the supply process indicates the interdependency between suppliers given the linear nature of the flow process. In the following chapter, I present my findings that were the result of the data I collected through the supply chain I described above. 
Chapter 5: BIG CHAIN’s supply chain for Jute 



CHAPTER 6


DATA ANALYSIS


6.1 Introduction

I conducted semi-structured interviews across the supply chain of a large multinational home retailer. I referred to the multinational as BIG CHAIN in order to maintain anonymity of the organization and its suppliers. The semi-structured interviews were conducted either in person or online. The interviews encompassed the BIG CHAIN, its suppliers, its sub-suppliers, and a Non-Governmental Agency (NGA). In addition to the interviews, I engaged in the process of observation during the early stages of my data collection. Observation took place at BIG CHAIN headquarters. 
For secondary data, I resorted to documents and digital media. Secondary data included both, internal and public information. Internal documents, which included proprietary and confidential documents, were obtained from BIG CHAIN, its suppliers, and sub-suppliers.
In this chapter, I followed the process of analysis I discussed in my methodology chapter based on creating codes, clustering codes into categories, and deriving themes out of the categories. I show how the results of my analysis are relevant to my research question which may be phrased as follows: How do organizations succeed in effectively managing sustainability in the supply chain?
A note on anonymity
To protect the anonymity of individuals interviewed, I did not indicate their title, responsibility, or function of the interviewee given that sensitive information was shared. As such, in order not to facilitate the traceability of a quote to an interviewee, the only designation I used for a quote origin is BIG CHAIN, Supplier, or Sub-supplier.
BIG CHAIN includes BIG CHAIN Headquarters, BIG CHAIN Corporate offices, Big Chain subsidiary, BIG CHAIN regional offices, BIG CHAIN Logistics and Transportation.
Supplier includes Main Supplier (manufacturer), various supplier departments, and Supplier 2 (main Ocean Freight company).
Sub-Supplier includes packaging material sub-supplier, spun yarn sub-supplier, raw Jute trader, and Jute farmer.
Additionally, I have removed from the internal documents that I have included, for the purpose of illustration, the names of suppliers and sub-suppliers.

6.2 The Code Book

As mentioned above, I started by entering notes during and immediately after each interview into my journal. At this level, the coding process was exploratory, and the codes were in the form of memos. Since more than 50% of the interviews were not conducted in English, the services of an interpreter were utilized. After each interview I spent between 15 and 30 minutes discussing the interview with the interpreter while information obtained was still fresh in our minds. I would ask for additional clarification of interpreted statements to ensure that nothing was missed and very little was lost in the translation process. Memos based on these discussions were entered into my journal.
As discussed in Chapter Four, all interviews were transcribed. Using the text of each interview, I manually started using descriptive coding by breaking down data, exploring what is being talked about, generating topics, and sub-topics. During the initial coding process, I generated 220 codes. After further cycles and refinements, the codes were reduced to 156. This completed the first cycles of coding.
In the second cycles of coding, my coding became more structured and focused on data that was relevant to my research. After several structured cycles, the number of codes was reduced to 63 codes. As discussed, earlier, the process of coding is not linear, it is a cyclical and repetitive process. The following is an example of how different texts were coded separately. The process producing a total of 6 codes that were eventually merged. 

Quote 1: Finding strategic fit suppliers is the biggest challenge we have. We have lots of suppliers who have a very good infrastructure, very good financial strength, very good business capability, accountability, everything, but they are not a strategic fit.
Code for Quote 1: Strategic Fit

Quote 2: We never propose or accept a production for the supplier, where he has to underpay or overuse to meet production objectives. Such solutions to the supply are against our DNA. If this is what the supplier is proposing, then it is the wrong supplier for us.
Code to Quote 2: Common Values

Quote 3: And I mean there are suppliers coming to us saying I'm so proud of working for BIG CHAIN because this is actually also my beliefs. If you own a company and you feel the way we do, everything becomes transparent, it becomes a partnership.
Code for Quote 3: common beliefs, Partnership

Quote 4: BIG CHAIN always tries to think about sustainability and customer satisfaction. They always put employee benefits and satisfaction first.
Code for Quote 4: Sustainability, Employee well-being

Quote 5: Because BIG CHAIN requires transparency and does not allow any kind of non-compliance, they have to be a good fit.
Code for Quote 5: Transparency, good fit

Quote 6: BIG CHAIN is very serious about social responsibility, human rights, actually that is the main focus of BIG CHAIN. We have to always communicate these matters to BIG CHAIN and show BIG CHAIN our sense of social responsibility and our commitment to always follow BIG CHAIN ideology about human rights and social responsibility.

Code for Quote 6: Mutual CSR commitment

In the above example, the 6 codes were merged into the code of Common Values, Trust, Partnership, and fit.  Within the context of the quotes above, the codes of common belief, employee well-being, and mutual commitment to CSR and sustainability, were substituted with common values. Transparency was substituted with trust. This process was repeated through several cycles reducing the number of codes to 63.
A code book was created showing all 63 codes, description of codes and corresponding quotes that led to the generation of codes. These quotes are referred to as exemplary quotes when used to provide an example of text that led to the generation of the code. 
Table 6.1 below is an example of code book entries. The complete Code book is attached in appendix A.

Table 6.1: Sample Code book page
	Code 
	Description
	Exemplary Quote



	1. Lack of pre-planning, impact on environment
	 access material, high consumption, energy waste

	If we receive a pre-planned delivery schedule, then we can make planning in efficient way. And then we will not be wasteful. we will also not require so much manpower. With rush orders we will use a lot of machines, there is a lot of electricity consumption, lot of gas consumption, more than if things were pre-planned long ago. Without a plan we have to source the raw material very quickly. And we have to transit the raw material urgently and sometimes we will do air shipment, so very high fuel consumption This would affect the planet. For BIG CHAIN we didn’t have leftover but for non-BIG CHAIN, there a lot of waste. (p04)

	2. Issues with limited compliance
	[no traceability of raw material, no compliance for sub-supplier]
	some suppliers, like Competitor 2, don’t care where we are purchasing raw materials from. (P04)

	3. Clear communication, support 


	[requirements and expectations clearly communicated and explained, support during process]

	we share certain documents with the suppliers and then we ask them to go through and read it. And then we do several sittings and meetings within their management team and the responsible team, and we try to guide them, so everyone is clear. (P18)
BIG CHAIN are good listeners. They listen to our concerns very well. and always try to help. If we have an issue, we tell BIG CHAIN immediately and work with them to solve it. It is our responsibility to involve BIG CHAIN it is part of the process. (P03)


	4. Gap analysis to provide needed resources
	work with supplier to understand where supplier is and where supplier needs to be 
	And then we do gap analysis, what are the areas they have to improve, and the resources and support needed. (P18)





6.3 From Codes to Categories


Code Mapping
The first step towards creating categories was code mapping. The 63 codes are listed in table 6.2 below. I used a manual approach by writing each code on a ‘Post it’ note. After displaying all the codes, I started comparing, indexing, and grouping codes in order to determine which codes can belong to the same “category”. I used similar colors for codes that could belong to the same family based on my knowledge of the literature.   



Table 6.2: List of Codes
	1. Frequent Audits, to ensure CSR compliance,

	2. Common Values, Trust, Partnership, and fit.

	3. Meticulous, CSR training of sub-supplier

	4. Provide technology, collaboration, transformational leadership

	5. Benefit to all stakeholders

	6. Different pre-production planning approaches

	7. Carbon neutral, footprint

	8. source technology, redesign factory production process

	9. CSR Guidelines differ from competitors, more demanding, frequent testing. 

	10. Supply chain depth, trace raw material to source

	11. Invest in CSR, and CSR Lobbying for higher CSR standards

	12. Process-oriented training

	13. Collaborate to explore growth opportunities

	14. Production oriented long-term partnership

	15. challenges, no planning cycle

	16. Set environmental objectives

	17. Innovation, decrease the footprint

	18. Ensuring compliance by planning ahead

	19. Invest in factory, source better technology

	20. Focus on the concept, collaboration, transformational

	21. Hazardous waste, collaboration

	22. Lack of pre-planning, impact on the environment

	23. Evaluate objective, and measure progress

	24. Traceability technology

	25. Industry is aware of BIG CHAIN’s stringent requirements

	26. Sourcing experience, monitor raw material cost

	27. Trust and engage supplier

	28. Transparent supply chain issues

	29. Transformational, double loop learning

	30. Long-term approach, persistent,

	31. Shared vision, long-term partnership, Open conversation, no negotiation

	32. CSR part of business culture

	33. Evaluate source, ensure CSR compliance at source

	34. Respect for workers’ rights, well-being of workers

	35. Supplier to support enforcing compliance at sub-supplier

	36. Production strategy based on trust as common denominator,

	37. Values within strategy

	38. CSR process support, CSR training

	39. Jointly set production schedule

	40. Long-term approach to supplier development

	41. Set recycling benchmarks

	42. Sub-supplier reconfiguration to streamline production process

	43. Gap analysis to provide needed resources

	44. Invest in relationships to ensure effective CSR management

	45. Long term planning for CSR commitment, 

	46. Sustainability part of inception

	47. Low compliance cost high benefit

	48. CSR is the responsibility of all BIG CHAIN supply chain and supplier employees

	49. CSR compliance precedes production

	50. Employee benefits, appreciation

	51. Transformational culture

	52. Partnership development, share growth cost

	53. Work directly with farmers

	54. All to collaborate to ensure compliance, integral to the process

	55. Detailed long-term planning, reduced cost

	56. Issues with limited compliance

	57. Invest in relationships that benefits compliance

	58. Innovation, collaboration, support

	59. Vertical integration

	60. Recycling innovation

	61. Creative use of eco-friendly raw material

	62. Transform sub-supplier

	63. Transformational leadership



After several cycles of merging and unmerging of codes based on connections and links, I allocated cluster of codes to 11 categories as shown in table 6.3. The title of each category was driven by the cluster of codes that fit together under an overarching family. 
Table 6.3: Categories derived from codes
	Categories 
	Aligned codes 

	1. Ensure sustainability compliance throughout chain




	1.Frequent Audits, to ensure compliance 
2.Supply chain depth, Trace raw material to source 
3.Ensuring compliance by planning ahead 
4.CSR part of business culture 
5.Evaluate source, ensure CSR compliance at source 
6.Supplier to support enforcing compliance of sub-supplier. 
7.Invest in relationships to ensure effective CSR management 
above)
8. Issues with limited compliance 
9. Compliance precedes production 
10 Low compliance cost, high benefit 
11. CSR is responsibility of all BIG CHAIN and supplier employees involved in supply chain. 

	2.     Cultivate a partnership based on trust and values

	1. 1. Common Values, Trust, Partnership, and fit 
2. 2.Invest in factory, Source better technology. 
3. 3.Trust and engage supplier 
4. 4.Shared vision, long-term partnership, Open conversation, no negotiation 
5. 5. Production strategy based on trust as common denominator,
6. 6. Values within strategy 
7. 7. Gap analysis to provide needed resources 
8. 8. Respect for workers’ rights, well-being of workers 
9. 9. Employee benefits, appreciation 
10. Partnership development, share
    growth cost. 

	3.    Address global environmental challenges



	1. Invest in CSR and CSR lobbying for higher standards 
2. Long-term approach, persistent, 
3. work directly with farmers. 

	4. Training, Double loop learning







	1. Meticulous, CSR training of sub-supplier 
2. Process-oriented, training 
3. Focus on concept, collaboration, transformational 
4. transformational, double loop learning 
5. CSR process support and CSR training 
6. Sub-supplier reconfiguration to streamline supply process. 

	5. Collaboration





	1. Provide technology, collaboration, 
2. Collaborate to explore growth opportunities 
3. hazardous waste, collaboration 
4. transparent supply chain issues 
5. Jointly set production schedule 
6. All to collaborate to ensure compliance

	6. Long Term Perspective



	1. Benefit to all stakeholders 
2. Production oriented long-term partnership 
3. Detailed Long-term planning, reduced costs 
4. Long-term approach to supplier development 
5. invest in relationships that benefits compliance.    

	7. 52-week production pre-planning 
	1. Different pre-production planning approaches 
2. challenges, no planning cycle 
3. lack of pre-planning, impact on the environment. 

	
8. Environmental goals continuously measured 


	1. Carbon neutral, climate footprint 
2. Set environmental goals 
3. evaluate objectives, measure progress 
4. Set recycling benchmarks. 

	9. Innovation and research





	1. source technology Redesign factory production process 
2. Innovation, decrease the footprint 
3. Traceability technology 
4. sourcing experience, monitor raw material cost 
5. recycling innovation 
6. creative use of eco-friendly raw material 
7.         7.   Innovation, collaboration, support. 

	10. Strong commitment to uphold CSR standards 






	1. Guidelines differ from competitors, more demanding, meticulously followed, frequent testing 
2. Industry is aware of BIG CHAIN’s stringent requirements
3. Long term planning for CSR commitments 
4. sustainability part of inception 
5. vertical integration. 

	11. Transformational Leadership
	1. Transformational culture 
2. Transformational leadership 
3. Transform sub-supplier.



6.3.1 Discussion of Categories

Below I describe each derived category and its significance to CSR, supported by evidence from the data through exemplary quotes. In presenting the data, I elected to emphasize “showing” the data considering the powerful nature of its content (Pratt 2009). To elaborate further, the interviews, in particular, were very revealing. As such, presenting actual quotes provides a clear chain of evidence to support my interpretation. I have selected quotes that are informative with a clear message. Michael Pratt (2009) refers to these quotes as “power quotes” or “proof quotes” that provide the most compelling bits of data when trying to illustrate a point (Pratt 2009).
In addition to using “power quotes” to support my categories and themes, the quotes also provided a common thread across my findings. This common thread contributed to painting a larger picture, that helped in deriving themes as demonstrated further in this chapter.
Presentation Format
For each of the 11 categories, I start with a discussion, or an interpretation supported by a “power quote”. This is followed by additional discussions supported by additional “power quotes” relevant to the same category. The process continues across all categories. By interpreting bits of data followed by a single quote, prevents data from being lost in a bundled process which is often the case when a long list of quotes is presented, followed, or preceded with a text of interpretation. 

6.3.1.1 Ensure sustainability compliance throughout the supply chain

Based on the data, a differentiating factor involving BIG CHAIN when compared to several leading multinational organizations is its deep penetration beyond the supplier’s factory. According to interviews, BIG CHAIN will evaluate sub-supplier through a qualification process prior to granting its approval. BIG CHAIN will conduct audits as well, will provide training at the sub-supplier level, and will also require its own supplier, whom BIG CHAIN considers a partner, to also monitor the CSR compliance of the sub-supplier. Furthermore, BIG CHAIN, jointly with supplier, provide the necessary tools to support the sub-supplier successfully adhere to CSR compliance requirements. BIG Chain imparts its partnership-based approach, in collaboration with its main supplier, to the sub-suppliers. It attempts to create a cultural shift at the sub-supplier level by addressing their needs and providing sustainable solutions.  BIG CHAIN also traces every batch of raw material through its automated tracking system to the farm or forest where the specific batch came from. Some material, such as wool, can only be purchased from specific farms that adhere to BIG CHAIN standards as stated by BIG CHAIN: 
“We sent people to the farm. We have guidelines of how the animals should be treated. I mean, it's years of hard work and conversations with farming industry and governments, and researchers and many people. And this is only the wool examples, we have many situations like this with other places and with other raw material.
The practice of tracing raw material to the source is not common in the industry. Most organizations request a certificate stating that material used by their supplier meets certain requirements or is harvested in accordance with established regulations without verifying the source of material as indicated by supplier:
“BIG CHAIN will check on sub-sub supplier until they know exactly where their raw material comes from, which farm and if farm follows BIG CHAIN standards. Other customers we have they ask that we follow their requirement, but they don’t know where raw material is coming from.
BIG CHAIN maintains a global database on major suppliers of raw material globally. Tracing of material to actual source includes packaging material. BIG CHAIN conducts an evaluation to determine CSR level of compliance and traceability of packaging material as stated by supplier:

“Not only raw material supplier needs to be approved by BIG CHAIN but also supplier of packaging material. Actually, we cannot buy anything that goes into product or used to manufacture product without taking approval from BIG CHAIN.”

Suppliers claim they are prevented from sourcing certain raw material from specific countries known for the extensive use of child labor, irrespective of how competitive the cost is. Data revealed that BIG CHAIN does not separate the production process from the CSR compliance process, they are intertwined. Supplier follows certain procedures to ensure efficient process flow. BIG CHAIN conducts frequent visitations to supplier throughout the planning and production processes as indicated by supplier:
“Probably every week, or every second week BIG CHAIN will visit our factory floor. And also, they visit sub-supplier to ensure requirements are followed.” 
The purpose of the frequent visitation is not just to ensure that CSR requirements are followed but also to assist the supplier in the event the supplier is facing any unexpected challenges that could disturb flow of production and its impact on CSR. Through frequent visitations BIG CHAIN team is always aware of on-going processes, developments, and most importantly schedules. BIG CHAIN emphasizes the need for suppliers and sub-suppliers to follow same schedule in real-time to avoid bottlenecks and issues with delivery as stated by sub-supplier: 
“My responsibility is to ensure the supply of material without bottleneck. Plan ahead with raw material supplier, make sure supplier plan ahead the quantities with quality and compliance requirement.” 
According to the interviews, after BIG CHAIN evaluates and approves the sub-supplier, and after a CSR compliance program is created for the sub-supplier, supplier will be allowed to source from sub-supplier with conditions that sub-supplier needs to follow a CSR development program over a pre-determined time horizon as indicated by supplier:
“We cannot buy from any supplier before BIG CHAIN approves sub supplier. We have to follow BIG CHAIN requirements, and we have to make sure our supplier follow BIG CHAIN requirements, and their supplier follow BIG CHAIN requirements.” 
Both BIG CHAIN and supplier will collaborate to ensure sub-supplier development and CSR compliance. Supplier, as a partner of BIG CHAIN will regularly audit Sub-supplier to ensure compliance and to support sub-supplier development. This practice is not common among other multinational retailers as indicated by supplier:
“Our compliance team visit the sub supplier and carries the audit, makes sure that they're following the BIG CHAIN rules and regulations and supplying the raw material to us for BIG CHAIN product. These are some major differences between BIG CHAIN and other customer.” 

BIG CHAIN created a system through trust and transparency that engages the support of the supplier in the management of the supply chain not just by auditing and ensuring sub-supplier compliance but also in identifying potential suppliers. Often BIG CHAIN uses a sub-supplier introduced by factory to supply other BIG CHAIN manufacturers as well as claimed by supplier:
“BIG CHAIN has built a trust with us. So, we only recommend a sub-supplier after carefully evaluating them to make sure they can meet standards. As BIG CHAIN partners we together audit and help develop sub-supplier for the long term.” 
In some cases, supplier cannot find a CSR approved Sub-supplier capable of meeting BIG CHAIN requirements of raw material at a competitive price. This could be due to multiple factors such as: 1- competitive raw material comes from countries or farms not approved by BIG CHAIN, 2-Quality of raw material does not meet BIG CHAIN requirements or 3- Shortage of supply material.  To address these challenges, and to discourage suppliers from sourcing raw materials that don’t meet sustainability requirements, BIG CHAIN often sources material directly, in large quantities, providing multiple manufacturers of different BIG CHAIN products in several countries. By doing so, BIG CHAIN secures raw material at competitive prices with long term supply contracts by leveraging their high-volume purchase abilities. According to supplier, these undertakings are unique to BIG CHAIN as stated by supplier:
“In some cases, BIG CHAIN does the buying for us from one of their raw material suppliers. And sometimes we ask BIG CHAIN to introduce us to good material sub-suppliers.” 

According to the data, in the event of a CSR issue, the supplier is required to halt production immediately and inform BIG CHAIN. Both supplier and BIG CHAIN will conduct a joint investigation into the infringement. Irrespective of delivery schedule, production may not resume even if the problem has been identified and resolved. Production can resume only after mechanisms have been set in place to prevent similar issue from re-occurring. This sometimes require different procedures, additional training, or a different material. If supplier uncovers a CSR infringement at the sub-supplier, they are also required to inform BIG CHAIN immediately and collaborate to address the issue at sub-supplier level. All material shipments from sub-supplier are placed on hold until a full investigation and resolution is reached.  BIG CHAIN places a high level of trust in supplier, as such supplier feels a sense of obligation towards BIG CHAIN to maintain this trust as shown by supplier: 
“If any non-compliance matter happens, we directly get back to the sub-supplier to correct the raw materials. According to the BIG CHAIN procedure, we will not be able to start production with this raw material. We always rate the sub-supplier according to their quality of raw material, performance, and BIG CHAIN compliance. BIG CHAIN trusts us”.
In discussing whether BIG CHAIN expectations to constantly monitor sub-suppliers add unnecessary pressure and responsibilities, the supplier indicated that they are very comfortable with this role. They believe by ensuring sub-supplier compliance, their ability to perform their obligations become easier. As indicated earlier, there is no separation between the requirements of the operational processes and CSR. So, when the sub-supplier is following the same requirements, there is less disruption. Furthermore, the supplier believes that have been provided with the tools and training necessary to be able to manage CSR compliance, as BIG CHAIN partners, at the sub-supplier level as indicated by supplier:
“We at this factory also audit sub-supplier factory to make sure they follow BIG CHAIN requirements, we are comfortable with that process, because we got the training and the tools, we adopted already. There is no other company that gives this kind of a policy this detail. It’s unique to BIG CHAIN.” 
BIG CHAIN, and occasionally supplier, stress the need for frequent testing of product and material for quality, safety, and CSR compliance. However, during the semi-structured interviews, on three different occasions, two by supplier employees and once by BIG CHAIN employee, there was a mention of BIG CHAIN excessive testing of product. In some cases, employees felt that this excessiveness or over-kill was compromising production flow. In other words, too many interruptions due to the short windows between testing as stated by supplier: 
“We do a lot of testing, too much testing, and we send raw material and products to outside labs approved by BIG CHAIN. Even if raw material is coming from BIG CHAIN approved supplier, we still test it because it is our responsibility to ensure the sub-supplier compliance and that the material is safe for the customer, the environment, and our workers.” 
When the frequency of testing was brought by the supplier to the attention of BIG CHAIN, they indicated that it is better to err on the side of caution even if it is excessive. Also, BIG CHAIN felt that many testing standards do not go far enough to provide the necessary protection. For this reason, BIG CHAIN decided to create their own testing and inspection requirements. Figure 6.1 below, which was presented earlier to show Jute rug production cycle, is reproduced below to show the frequency of inspection and testing conducted during the production cycle.
[image: ]
Figure 6.1: Jute rug production process with CTQ (Critical to quality) and testing/inspection frequency. (Published with rug manufacturer’s permission)
The interviews indicated that BIG CHAIN has its own teams that monitor compliance, audits, assure quality, conducts required test, sends products for further testing, among others. As an example, the group responsible for the supply chain of rug I followed, consists of 6 teams located in different offices around the world totaling 45 individuals. However, each one of these employees involved at any level in the supply chain is held responsible for CSR compliance including the non-CSR designated Employees. Non-CSR designated employees are also, to a certain level, educated and trained on all aspects of BIG CHAIN CSR requirements and compliance. And as a result, these employees are required by BIG CHAIN to be vigilant and check for any visible CSR infringement while they are visiting the factory. As an example, if an engineer is visiting a supplier to discuss a technical matter but observes a poor drinking water quality, it is their responsibility to bring this matter to the supplier and to BIG CHAIN. BIG CHAIN also requires that factory employees become well-trained and educated on all BIG CHAIN CSR requirements and not just on aspects that specifically relate to their function. BIG CHAIN believes that making CSR everyone’s business raises awareness, increases supervision, and prevents a separation between production and CSR management, as sated by BIG CHAIN:
“For the production of the rugs for BIG CHAIN, we have six different teams in six different offices in the world, 45 people. But all these people are trained to follow Company CSR standards regardless of their individual task., they are responsible for CSR throughout production process. Everyone working at BIG CHAIN at any level knows all the chapters of CSR manual, this is part of our DNA, cannot be negotiated. This practice differs from industry standards.” 

According to the data, other companies send a compliance team to agree on compliance parameters with supplier. Once this is accomplished, the role of the team is reduced to few visitations annually. Other teams interacting with the supplier are not responsible for compliance. In their absence of compliance team, organizations rely on third party auditors as indicated by supplier:
“Other organizations, send their required compliance documents to their suppliers. And then ask suppliers to confirm. Or occasionally they send a special team to review and verify, and if they agree on parameters, they will give business to supplier. But with BIG CHAIN the difference is that all the people are involved in compliance, not just compliance team.” 
Another practice that BIG CHAIN insists on is the refraining from the use of third parties as they qualify suppliers and sub-suppliers. As discussed earlier, there is very limited control when an organization is relying on third parties. Challenges range from circumvention to limited expertise. Most third-party auditors follow a bureaucratic system of basic checks and balances. Additionally, third party auditors have no vested interest in the level of compliance, nor a motivation to look and inquire beyond what is clearly visible, nor to support or educate the supplier to reach further level of compliance as stated by supplier:
“When relying on the process check by using third party then there will be less scope. Sub-supplier will be less educated. they will follow the rules and regulations of third party who will only check the document. But in BIG CHAIN supply chain, BIG CHAIN tries to teach the supplier and make them well educated so they can perform in a greater way, quality, and compliance.” 

6.3.1.2 Cultivate a Partnership Based on Trust and Values
In searching and evaluating suppliers, BIG CHAIN considers all different supplier metrics and capabilities. According to the interviews, this includes, supplier products, history, capacity, financial stability, production facility, and strategic fit. According to BIG CHAIN, strategic fit is driven by the supplier’s willingness to espouse BIG CHAIN’s business values, and willingness to invest time and effort to build the relationship. The process of becoming a partner is demanding. As a result, BIG CHAIN has challenges in identifying partners with aligned values, as indicated by Big Chain below:
“Finding strategic fit suppliers is the biggest challenge we have. We have lots of suppliers who have a very good infrastructure, very good financial strength, very good business capability, accountability, everything, but they are not strategic fit. Strategic fit is about values and trust. It's really very important for BIG CHAIN, to be BIG CHAIN supplier. It is a partnership who think of sustainability, people, and the environment”. 
BIG CHAIN indicated that it works towards cultivating a future partnership with supplier. In selecting a supplier, they discuss their vision and plan based on trust and transparency. The supplier confirmed through multiple interviews the nature of the partnership relationship with supplier and how it differs from other multinational customers they also produce products for as indicated by supplier below:
“BIG CHAIN is very transparent with us, of course Competitor 2 we trust as well, and they are a good company. But BIG CHAIN is quite different than the other company. Compared to others they are more transparent because they treat us as their partners.”

The supplier is required to disclose their complete operation, set up, their sourcing vendors, and the production cost of item of interest to BIG CHAIN. Once everything is disclosed, BIG CHAIN in collaboration with supplier would look at every aspect of the manufacturing process looking for areas to add efficiency or reduce cost, or introduce a new technology, or help find a different sub-supplier, everything is very transparent as stated below:
“Our relationship with BIG CHAIN is like the relationship between business partners. Everything is communicated from the start. Because BIG CHAIN always knows our cost, they are very involved in the process, it is a partnership, everything is transparent. They make sure supplier makes money but not too big money.” 
Once supplier has agreed to BIG CHAIN’s requirements processes and CSR standards, BIG CHAIN conducts what they refer to as a gap analysis. The gap analysis is a comprehensive analysis conducted to identify supplier’s current capabilities in comparison to BIG CHAIN’s requirements. This analysis is the first step to establish supplier needs and resources required to bring the supplier to required compliance levels. Based on historical data, BIG CHAIN can determine the time, resources and collaboration required to bridge the gap. If supplier is willing to commit to this relationship, then the first step towards this partnership is full disclosure and transparency as stated by supplier: 
“BIG CHAIN always tries to think about transparency and sustainability. They always put employee well-being first. So, this is not done by the others”.
Per interviews, once supplier needs are determined, a long-term plan, in collaboration with supplier, is established and measured along a continuum of milestones. This development process requires major investments in various resources and commitments from both buyer and supplier. In some cases, BIG CHAIN provides supplier with necessary funding or long-term loans in order to reach set operational objectives, as indicated by supplier:
“We have invested about $15 million. But in the beginning BIG CHAIN give us seed money to get started, $3 million as loan. And today we have no more loans, they have been paid two years ago. BIG CHAIN charged us 3% interest at a time when local banks were charging 13%”.
The above investment resulted a new production facility the supplier built in 2012 to meet the new capacity requirements of BIG CHAIN. When BIG CHAIN provided the seed investment, it created the confidence the supplier needed that this is a long-term commitment from BIG CHAIN to purchase supplier products. BIG CHAIN also invests in the transitioning of the supplier. This requires intensive training, transfer of knowledge, introduction of technology, redesigning of systems, creating procedures with checks and balances. While other companies offer the supplier with guidelines and requirements to follow, and conduct third party audits to ensure they are implemented, they don’t offer the level of training that is provided by BIG CHAIN as stated by supplier: 
“BIG CHAIN provides comprehensive training, and we make sure we learn every single step. More than other customers. They spend a lot of time to create processes and train. They don’t rush. They wait until we are ready. Everything is planned ahead. It is not difficult to follow the rules because BIG CHAIN step-by-step training starts early. Part of BIG CHAIN strategy is to make sure the rules are easy for everyone to understand and follow, especially workers on the floor.” 
In addition, in helping with the training and implementations of new production methods, BIG CHAIN utilizes their global network to help supplier source and procure equipment directly from reliable and competitive original manufacturers bypassing middle agents and second market equipment as stated by BIG CHAIN:
“To support supplier in sourcing, we connect them with original equipment manufacturer.”
According to the interviews, once a supplier becomes a BIG CHAIN partner, after reaching agreed-upon milestones, supplier is expected to protect the interest and growth of the partnership. After few years of collaborating, values of BIG CHAIN and that of supplier start to converge until a common thread is created that extends through both organizations as stated by BIG CHAIN:
“There are suppliers coming to us saying I'm so proud of working for BIG CHAIN because this is also our beliefs. If you own a company and you feel the way we do, everything becomes transparent, it becomes a partnership, we work on problems together. We want something better, and you are proud when you own a factory, and you can work with BIG CHAIN and fulfill these goals together with BIG CHAIN.” 
The road to partnership is a long road that will provide many opportunities to put the partnership to the test. Mistakes and challenges are expected and are addressed in accordance with set procedures. They are well tolerated as they are regarded as part of the development process or part of the business process that will always include human errors. However, if for any reason, trust is broken, the relationship cannot be mended. It is terminated as indicated by BIG CHAIN:
“We have very long-term relationship with all the suppliers. We have so many suppliers who have 35 years, 40 years old supplier. When we show that we care about supplier, then supplier will also care about us, we help each other. If we see that the supplier has committed an act where serious mistrust has developed, we slowly, gradually cut the business. “

The partnership requires BIG CHAIN and supplier to collaborate once a problem or an issue arises. Guidelines are set to address challenges. Procedures require supplier to inform companies of any problem, or foreseeable problem immediately. According to supplier, these open and transparent communications, enable challenges to be addressed and resolved at a very early stage before they grow into bigger issues for both supplier and BIG CHAIN. The procedures involve finding the root of the cause and creating mechanisms for early detection as stated below:
“Relationship with supplier is based on trust and transparency. So, in case of a clear violation, we call a meeting, immediately, listen to supplier explanation and work to solve problem.” 
During an interview, a sub-supplier indicated how helpful BIG CHAIN procedures have been for their business. When he was initially requested to follow and implement certain requirements specified by BIG CHAIN, he was hesitant and highly skeptical, believing that such sustainability requirements are burdensome and will lead to non-recoupable expenses. After few years of supplying BIG CHAIN’s supplier, their perspective has changed substantially as indicate by sub-supplier:
“If BIG CHAIN supplier is no longer a customer for our raw material, we will keep using the BIG CHAIN methods even if BIG CHAIN is not involved. Because the BIG CHAIN standard process has been very good for my business. I am already using BIG CHAIN processes when doing business with others, because they are very clear, transparent, and detailed processes that prevent problems.” 

6.3.1.3 Address Global Environmental Challenges
As per data, BIG CHAIN established departments that work closely with researchers, environmental scientists, and farmers. Being a very large user of wood, cotton, and wool, BIG CHAIN claims to be among the leaders in environmental sustainability with focus on sustainable farming, the safety and well-being of farm workers and the humane treatment. of animals. According to BIG CHAIN, massive investments are committed by the company on annual basis to support a healthier and sustainable planet as stated by BIG CHAIN:
“It's mind-blowing when you start to see all the work done behind the scenes for a better planet, and maybe the question would be how much of this goes all the way to the customer, most of the time customers aren’t aware of all the work behind the scenes, but it's massive, the investments and the amount of people in BIG CHAIN working for a better planet.”
BIG CHAIN claims to have ventured into certain raw material business (forestry) to ensure sustainability. Big Chain claims that they faced challenges when procuring wood from forests around the world considering how different standards applied across different countries. Furthermore, BIG CHAIN believed that they could provide better sustainability standards than current practices within the forestry and wood felling industry. As such, BIG CHAIN ventured to own forests across several countries, creating a vertical integration throughout most of the supply chains of their wood-made products as stated by BIG CHAIN:
“Another important factor is our vertical integration; in some cases, we own the forests so we can have sustainable farming and provide transparency.”

While BIG CHAIN does not own cotton and wool farms, they claim to have influenced the sustainable farming through their direct work with farmers, industry clusters, and governments officials as indicated below:
“BIG CHAIN has a department that actually works with the farmers directly, wool, cotton, wood, and so on, to make better farming for planet, people, and animals. There is today a better global cotton initiative, to protect planet and people that was actually created by BIG CHAIN.”
BIG CHAIN claims to have lobbied ministry of agriculture in New Zealand for 6 years to create a compliance standard that protects wool production and farming. BIG CHAIN has lobbied for several initiatives. Similar to forestry, BIG CHAIN claims that existing compliance standards do not adequately address farming sustainability. BIG CHAIN works with both government and non-governmental organizations to address farming sustainability challenges. BIG CHAIN claims that some current global initiatives have been the result of their campaigns and lobbying as indicated below:
“I want to know which are the farms that give me this type of wool. It is important that we can trace our raw material to each farm, and make sure farm follows our compliance. So, I started addressing with the brokers and they were not happy. Then I started addressing this with the Ministry of Agriculture, who were wondering why a brand like BIG CHAIN will be interested in this, but then they started to understand why this is important to their wool industry as well.” 
Following with their success in establishing cotton and wool sustainability legislation, BIG CHAIN proceeded to build a data base that traces wool and cotton to farms across the world as stated by BIG CHAIN below:
“All the cotton in BIG CHAIN products now comes from more sustainable sources. Most of other companies have not even starting their journeys then, and that's our commitment, a public commitment, and we live and die with that commitment. Now we know the farms that are supplying our world not just our suppliers because now it's traceable. We have all the management systems in place.” 
According to BIG CHAIN, once they have reached their objectives, as indicated above by influencing sustainability initiative and by creating a global farming data base, they proceed with other objectives. As an example, the company has initiated a research program in collaboration with a leading organization to investigate and improve sheep herding as stated by BIG CHAIN:
“So now we are piloting, you know, with one of the leading organizations to create a kind of a specification or standard for herding, herding of sheep. We are becoming industry researchers to make things better for farms.” 
BIG CHAIN believes they have a responsibility towards people and the planet that extends beyond BIG CHAIN’s stakeholders and operations. As a result, BIG CHAIN is interested in creating a group that involves other organizations, scientists, and health care professionals to address the impact of poor air and poor water quality on health. BIG CHAIN considers the planet and its inhabitants to be connected, and as such collectively impacted by challenges that need to be addressed globally, as indicated by BIG CHAIN below:
“We’re looking very much into the health aspect of poor air pollution or water quality. Although it looks different locally. It is a global problem, and it's something we need to mobilize on a global scale.” 

6.3.1.4 Double Loop Learning

I have discussed what is meant by double loop learning in detail in my literature review chapter. To summarize, double loop learning involves a complex process that often results in fundamental change, especially when dealing with a new set of norms and unfamiliar challenges. Double loop learning results in long-term effects with consequences to the entire organization. The learning process is based on cognitive processes that aim to change rules and structure resulting in a change of mental frameworks (Romme and Dillen 1997), leading to a new structure based on new knowledge (Phan and Peridis 2000). Since supply chain collaboration requires joint efforts between BIG CHAIN and supplier in order to enhance CSR management, double loop learning will take into account the unique needs of each supplier, and identify opportunities for skills developments based on a non-traditional new environment (Gosling et al. 2016). In discussing the training and the learning methods during my interviews, it became clear to me that BIG CHAIN engages almost fully in double loop learning, versus single loop learning which involves a learning process by trial and error (N. Li and Toppinen 2011). In single loop learning, if procedures or certain codes are not met, the organization would communicate directives to correct errors. Double loop learning through its bi-directional nature cannot exist without extensive collaboration between buyer and supplier. According to BIG CHAIN double loop learning is practiced with supplier as BIG CHAIN states below:
“That this is perhaps one of the biggest differences, because we invest a lot in supporting our suppliers, and we learn from them, and they learn from us, and we reach lower costs. We work together when designing a system or a product.”
Interviews showed that supplier is always exploring new ways to create an efficient process in collaboration with BIG CHAIN. It is a never-ending process of exploring, creating, and coming up with innovative new ideas. BIG CHAIN has created an environment that fosters individual and group creativity as stated by supplier: 
“The teams that we have out in the different offices are on the floor. BIG CHAIN Engineers are always working with our engineers. Creating and learning together How to reach efficiencies. It is part of the assignment to always be exploring different ways or better ways of doing what we're doing.”

6.3.1.5 Collaboration

The interviews revealed a high level of collaboration between BIG CHAIN and supplier. BIG CHAIN requires to be informed of any challenges or complications that might occur prior or during production. The parties work closely to resolve such challenges. Additionally, the joint approach to decision making enables the parties to work together on all aspects of the production process, including the setting of production schedules. Supplier frequently suggests more efficient production methods to BIG CHAIN. This behavior is encouraged by the BIG CHAIN, who exhibits openness to supplier initiatives as stated by supplier below:
“We are always looking for new ways to make things better.  So, we work together as one team to make changes and improvements.”
This tight collaboration which runs in parallel with double loop learning leads to continuous innovation and improvement impacting production and CSR requirements. As the relationship continues to grow more towards a partnership, a new level of collaboration is reached where the parties work jointly on designing and developing new line of products and expanding the production line, as indicated by BIG CHAIN below:
“Sometimes suppliers have great ideas, but they don’t have the resources, so it's going to take them forever to get to the level that BIG CHAIN needs. So, if supplier has some extraordinary capability of designing things that BIG CHAIN is missing, then we sit with the suppliers, say, you have a lot of potential, we can support you and we can do this together.” 
In several interviews the suppliers described BIG CHAIN as a company that listens very well. It is always a discussion and not a communicated directive according to supplier:
“BIG CHAIN are good listeners. They listen to our concerns very well. They always try to help. If we have an issue, we tell BIG CHAIN immediately and work with them to resolve it.” 
BIG CHAIN is equally eager to learn from supplier’s experience and creativity. According to both, BIG CHAIN and supplier, collaborative method plays a role in the development and growth of both organizations. According to supplier, decisions are reached jointly, different teams with different specialties combining both BIG CHAIN and supplier collaborate on all aspect of the creative, compliance, and production process as stated below:
“It's an open book conversation where we can. We can find the good compromises if we increase the volume like this, we can generate so many efficiencies here and that means we reduce our production costs there.”
Data also indicated that BIG CHAIN, in collaboration with supplier, conducts trainings for factory employees to be aware of their rights and responsibilities towards others and towards the environment. According to the interviews, the impact of these trainings extended beyond the supply chain and into the workers’ communities and environments. BIG CHAIN arranges several trainings for workers to help them always follow CSR guideline. These trainings include root cause analysis and social responsibility, with special emphasis on anti-harassment. If there is a problem, BIG CHAIN is told about it immediately and collaborates with workers? to learn from it. BIG CHAIN will continue to follow up to make sure everyone learned from it. Sometimes, additional sensitivity training is included to ensure level of awareness is at the level where BIG CHAIN requires it to be. According to the supplier, BIG CHAIN invests much effort to create a culture of respect and appreciation for workers at the factory. Below is a quote from a factory worker:
“Anti-Harassment training has absolutely helped me in family life and private life. And also, I come to a realization that as a female, what kind of rights and privilege I have that now I understand through this training. I share with the friends and family and the neighbors, and they really learn from what I learned and share the knowledge and they appreciate it.” 
Data also revealed that effective training requires collaboration between all involved. Employees need to believe in the value of the training and how it impacts their lives. There is a connection between employee satisfaction and quality of production as indicated by supplier below:
“When we are producing any goods, we follow compliance which also means that our worker is happy and productive, and working at good wages. So, during entire production we follow all the rules. The material we are using in this product should be environment friendly. It should be sustainable. And workers should be treated the right way, while working in a safe environment, and happy to be producing the goods.”


6.3.1.6 Long Term Perspective

Interviews indicated that BIG CHAIN sets long term compliance goals and then allocates the necessary resources to reach its goals. As an example, BIG CHAIN plans to be Carbon-neutral by 2030. This objective involves the entire organization and extends through the supply chain. Incremental goals with specific targets are set in collaboration with different departments and are measured on annual basis. BIG CHAIN requests from each department to provide a plan showing how they will reduce their footprint over the set period. BIG CHAIN believes that long term planning and objectives are necessary to achieve desired results and to avoid mistakes and problems, which impacts both production and CSR management. This philosophy is strongly embedded within BIG CHAIN’s culture and is exhibited in its relationships with suppliers. However, the long-term development approach limits the pool of suppliers BIG CHAIN can work with, as this requires supplier to commit resources and investments that might not be available or attainable to supplier especially when supplier is not expected to recuperate or realize the benefits of their investments for multiple years as indicated below. The supplier shows in their quote below that a very small number of garment factories can meet BIG CHAIN requirements:
“There are almost eight thousand export-oriented companies and mostly working for garments, but only four companies work with BIG CHAIN. Because BIG CHAIN requires transparency, long term commitment and does not allow any kind of non-compliance.”

Furthermore, it takes a leap of faith for the supplier to commit to a relationship that is not guaranteed to last, nor can the supplier be certain that their team will be able to meet BIG CHAIN’s long list of requirements in the years to come. BIG CHAIN creates long term metrics to show a good-fit supplier that they will benefit from the long-term relationship, and whatever sacrifices that they are willing to make in the short-term are worthwhile it given the benefits their company will realize on the long-term, as indicated by BIG CHAIN:
“We always show the suppliers the long-term benefits of CSR compliance and why we do it. And how supplier in particular benefits, their workers, BIG CHAIN as well, and how together we are always working to benefit community and environment as well, whatever we are working on.”
Both BIG CHAIN and suppliers agree on the impact of long-term planning. They believe the success of any project or endeavor is dependent on investing the time required ‘to do things right,’ irrespective whether it involves new equipment, training, testing, creating new processes, and creating compliance standards for everything. According to suppliers these matters take time and require dedicated long-term effort to reach all the objects jointly set as indicated by supplier below:
“BIG CHAIN has compliance standard for everything, for example when we receive raw material, there is also compliance for the ship. And compliance is updated all the time, with more and more requirements, because BIG CHAIN has long-term targets for people and planet, and we need to work as partners to reach target.”
According to supplier, it is very difficult if not impossible to reach the goals set for standards and various compliance requirements without a long-time horizon that extends for several years. Supplier further contends that this sets BIG CHAIN apart from other global customers, as others don’t have the type of patience BIG CHAIN does, as stated by supplier below:
“Other customers have their requirements, like Competitor 1, Competitor 2, Competitor 3, but compared to BIG CHAIN process there is a big gap. BIG CHAIN is very detailed and plans for long-term. They take their time and give us time to make sure we get things right.” 
Supplier believes BIG CHAIN faces less complications and other CSR issues than many other competitors because of having a long-term perspective. According to suppliers, it is not just about changing a process, introducing a new technology, or developing new training methods, it is about creating a new culture and a new way of thinking. These long-term objectives require years to achieve as indicated by sub-supplier below:
“Key to our process is long-term planning. This enables us to set long-term objectives and impact the supply chain with effective measures. Our other customers are not quite as conscious as BIG CHAIN. They’re conscious but not performance-like. Unlike BIG CHAIN, they don’t go to this level of details and planning for many years ahead and looking at where problems could happen before they happen.” 
“Long-term” is a subjective statement, begging the question of what is long-term and how is it relevant to this research. When I was creating questions for the semi-structured interviews, I was organizing my thoughts around CSR management and the measures that impact CSR. Long-term company objectives were not part of my notes or thoughts. However, the interviews revealed that both BIG CHAIN and supplier strongly believed that long-term planning is a major component for securing effective CSR management. This was deduced from the interviews conducted with BIG CHAIN, suppliers, and sub-suppliers at multiple levels. Long-term would mean different things when applied to different situations, tasks, and different departments. It is more about a cultural mindset that believes to get things right, you need to take your time and be patient. Setting long-term goals is considered, by BIG CHAIN, a necessary requirement to successfully meet company objectives and to create meaningful change. This philosophy was evident in BIG CHAIN’s approach to partnership development, including transformation of culture, building trust, training, measuring progress, while making incremental adjustments. As stated by supplier below, it took two years for them to reach the first milestone of becoming a BIG CHAIN supplier. This is the first steppingstone for the long journey towards a partnership:
“In 2003, BIG CHAIN liked our product and asked if we want to start a journey with them. But for this to happen many things will be needed such as social responsibilities requirements, quality things, and other guidelines. It was quite new for us because we were afraid because we were very young. We knew this would be a big gamble. But I agreed and said yes. Finally, we become a BIG CHAIN supplier in 2005.”
Long-term commitments also extend to BIG CHAIN’s interest in lobbying for environmental and other CSR issues as was the case in seeking compliance standards to protect wool production and farming, as discussed earlier in this chapter, where the initiative took 6 years of lobbying effort. BIG CHAIN believes there is no short fix to transform any industry specially industries that are dependent on farming and felling. Below, BIG CHAIN indicates how long-term perspective helps create best conditions:
“At BIG CHAIN, our planning horizon is long and quite detailed out. It is also covering in detail how we actually implement and how we actually secure best conditions. We are also not shying away if there are investments requirements because we're for the long-term.”
Throughout my data collection, all the comparisons made to BIG CHAIN came from interviews with employees of suppliers who are manufacturing products for BIG CHAIN and for some of Big Chain competitors. However, during an interview with a BIG CHAIN Manager, a comparison to other major competitors was made stressing that a main difference is in long-term vs. short-term planning, as indicated by supplier below:
 “If you compare the management style, for example, companies like Competitor 4 or Competitor 5, with say BIG CHAIN, you will find that they combine the planning part and the implementation part. So, planning horizon in those sorts of organizations is very short. They try to learn through the implementation process, and they address issues as they happen. Our approach is more pre-emptive.”

6.3.1.7 	52-Week production pre-planning

Pre-planning and in particular the 52-week production plan is core to BIG CHAIN’s supply system. This was disclosed throughout the interviews by BIG CHAIN managers, directors, and compliance officers, and by Supplier management, compliance directors and quality control personnel. It was also mentioned at the Sub-supplier level as essential for efficient operation, material delivery, and production. In summary, BIG CHAIN provides a 52-week delivery requirement plan to the supplier indicating the quantity of finished products required to be ready for shipment every week for the next 52 weeks. The plan is adjusted on daily basis through an online portal connecting BIG CHAIN forecasting with supplier production scheduling team.  As an example, today, the supplier might receive an adjustment for week 35. The online system communicates this change to the sub-supplier of raw material in parallel. All parties involved in this aspect of the supply change are notified to maintain an efficient flow of goods system.  This daily adjustment provides enough time for supplier and sub-supplier to make modifications without burdening the supply or production process. Below supplier indicates how the long planning cycle is unique to BIG CHAIN:
“We can follow BIG CHAIN standards very well because we have the long planning cycle. we have the trust and the partnership. BIG CHAIN’s compliance and planning is more advanced than the other companies. BIG CHAIN plans way in advance for everything.” 
Data revealed a strong emphasis by both BIG CHAIN and supplier on the importance of 52-week production plan and its contribution to efficient production and effective CSR management, positively impacting CSR and environmental sustainability by avoiding waste, overburdening workers, preventing disruptions, and short cuts. Supplier indicated that BIG CHAIN is unique in applying the 52-week system compared to other customers who offer a planning cycle based on the four seasons as indicated by sub-supplier below:
“One of the secrets why we are successful at following BIG CHAIN CSR requirements is the 52-week plan. Others follow four season business plans: summer, winter, spring, and autumn. But BIG CHAIN follows weekly though the 52-week calendar planned ahead and then adjustment are made during the year, much more consistent and avoid CSR compliance problems.”

Suppliers believe that this cycle of planning contributes to production efficiency and acts as an essential tool to minimize complications at several levels, including CSR compliance as indicated by supplier below:
“BIG CHAIN provides many tools to help us control production and supply. For example, with the 52-week forecast, we have daily information from the portal regarding changes in delivery, and quantities to each supplier, but these changes are for the future. Also, the 52 plan is updated three times a year. And we communicate all changes with the sub-supplier. But these changes are for the future, so we have time to make changes, and we don’t have to keep more than 2 weeks of inventory.” 
As discussed, earlier data indicated that BIG CHAIN integrates the management of operations, and CSR into a unified process. Interviews showed that CSR procedures are part of the concept and design of product prior to going into production. Inefficient production could affect CSR management. CSR challenges would impact production and bring it to a halt as mentioned earlier. According to supplier, the lack of long-term planning exercised by competitors results in serious CSR infringements ranging from waste of material to waste of energy, to long working hours. Additionally, with short-term, supplier often faces difficulty procuring raw material, which doesn’t always meet the desired quality, but they are instructed by customer to accept it given that it is the only material available, impacting both planet and people as indicated by supplier below:
“When we receive a pre-planned delivery schedule, then we can plan efficiently. As a result, we are not wasteful. We will also require less manpower. With rush orders, there is a lot of electricity consumption, lot of gas consumption, more than if things were well planned. Without long-term pre-planning, we must source the raw material very quickly. And sometimes not enough time for proper testing.  And we have to transit the raw material urgently, sometimes we do air shipment, so very high fuel consumption, this would affect the planet. For BIG CHAIN we don’t have any leftovers, we don’t rush, we don’t stress our workers, but for other companies, there a lot of waste and a lot of stress.”

6.3.1.8 Environmental Goals Continuously Measured

An interviewee at BIG CHAIN’s headquarters stressed that when company sets its goals and objectives, it simultaneously creates a timeline for incremental measurement. BIG CHAIN believes that key to successful CSR and environmental sustainability is to involve all departments in the planning process and measure each departments contribution towards set goals. This approach also applies to all suppliers and service providers within the supply chain as stated by supplier below:
“BIG CHAIN gives guidelines in advance, like a whole year for planet improvement plan. And of course, they follow up and evaluate the improvement plan, how much we have accomplished. BIG CHAIN always measures progress and makes changes to plan.” 
BIG CHAIN, in collaboration with supplier, as discussed earlier, would agree on a road map to reach certain objectives, and will create a mechanism to frequently measure progress. According to supplier, this ongoing evaluation enables both supplier and BIG CHAIN to evaluate the effectiveness of the measures being implemented and progress made as stated by supplier:
“We have to put deadlines and we have to show BIG CHAIN our progress, and that we are meeting objectives.” 
According to supplier, a BIG BOX competitor is also requesting that the factory reduces their gas and non-renewable energy consumption in favor of green energy, but unlike BIG CHAIN, they have not implemented any criteria to measure progress towards these goals as indicated by supplier below:
“COMPETITOR 2 also wants to show a reduction on dependency on gas and energy and to apply the solar energy like BIG CHAIN, but they don't have any measurement, like 5% minimum improvement every year. BIG CHAIN always wants to see numbers.” 
Data showed that recycling is one of BIG CHAIN’s major environmental objectives. This includes recycling of liquid discharge, waste material, and older products. One of BIG CHAIN’s objectives is to produce products that can be fully recyclable. BIG CHAIN’s call this objective “a circular supply chain.” It is based on the concept that each product is designed and produced with its next use in mind as indicated by supplier below:
“We would like to aim for zero liquid discharge also by 2030. The textile products require quite a lot of water consumption, we have dyeing, and then chemical bleaching process requires quite a lot of water, and we have something called ESTP unit, or effluent treatment plant of water where the water can be re-used, at least for a period of five years, but we actually are aiming for completely zero liquid discharge.” 
BIG CHAIN requires factory data to be shared on annual basis to ensure liquid discharge reduction and adjust accordingly if required. 

6.3.1.9 Innovation and Research
The interviews indicated that an ongoing effort in search of better technology or of a “different way” is one of the driving forces behind BIG CHAIN’s development and growth. BIG CHAIN realizes that their suppliers cannot meet the production costs of competitors who operate in countries with the lowest minimum wages. As a result, they work with their suppliers to achieve production cost reduction by providing better technology and more efficient production processes as stated by BIG CHAIN below:
“Another differentiator between us and others, is that we are innovative, and technology driven. We can start a whole new country when the business case is based on a new technology, raw material, but not based on minimum wage.” 
To meet this goal, full transparency and collaboration is required. BIG CHAIN evaluates each step of the production process, searching for gaps or spaces for improvement. As an example, through benchmarking, BIG CHAIN is aware of the global cost of material, and often will help source such material for supplier to reduce their costs. On multiple occasions, Supplier converted production access material into products, BIG CHAIN suppliers have used agricultural waste as a source for energy production. The partnership nature of the relationship with supplier, based on the democratic process, double loop learning, and collaboration, enables for ongoing joint development of more efficient production technology and innovation. Below, BIG CHAIN provides an example of innovative thinking:
“We found out that some factories are producing the fabric that women carry under the sari. It is like a thin wall kind of white fabric. Produced in mass, it's like a commodity, it was very inexpensive, so our idea was that maybe we can just make curtains out of this commodity, and we did. It was like a win-win situation for everyone.” 
While BIG CHAIN provides resources, support and more efficient technology to supplier, supplier also contributed to this partnership given their experience and their knowledge of the products they manufacture and familiarity with farmed raw material in their regions. The supplier discussed how the nature of the relationship with BIG CHAIN promotes innovation at multiple levels. As an example, the supplier had developed a rug made completely from waste and left-over fabric used to make bed linen and quilt cover. The sub-supplier delivers 5 tons of wasted fabric every day, and the supplier turn them into washable rugs that could be recyclable about 10 times, as stated by supplier below:
“We are passionate about turning waste into natural recycled things, and we don’t worry about where they grow. It is a great eco-balance. We stopped buying fresh cotton for two years now. We only use leftover to make our rugs. The rug industry is a very big potential industry for recycling.” 
As discussed earlier, BIG CHAIN creates environmental objectives and measures progress across different departments and throughout the supply chain process. According to the interviews, to successfully meet these objectives, BIG CHAIN and its partners had to implement innovative methods and technologies. These initiatives include innovative packaging, product space management, development of environment-friendly with lighter yet more durable protective material, and the conversion of waste into energy. Data indicated that BIG CHAIN has been developing plastic-free packaging, while looking for methods to reduce the air space between the containers. This has been a challenge for BIG CHAIN because they are decreasing the volume of the packaging material while providing enough protection to prevent product damage without the use of plastic. BIG CHAIN data claims that company shipped 20 million cubic meters in 2019 as indicated below:
“We have reduced our carbon footprint; in last 3-4 years we have increased the movement of our goods in cubic meter, but our CO2 movement has decreased. Shipping volume increased while CO2 decreased. And when products reach the consumer or end point of sales, our customers find it still intact. In other terms, we are shipping more but using smaller space when we ship.” 
According to supplier, BIG CHAIN is always encouraging eco-friendly innovations when developing new concepts and products. As a result, the supplier is currently producing 29 different items for BIG CHAIN the overwhelming majority are Jute carpets given its eco-friendly nature. The supplier describes the unique benefits of using Jute: 
“Cotton needs lot of water, and cotton needs lots of pesticides. But Jute is a fertilizer. You can grow Jute, then the leaves will fall down. Then it's a green fertilizer. Before growing rice, you have to grow the Jute, then you don't need to use any fertilizer for rice. And the Jute leaf is a food. And inside the Jute, there's a wooden part. Actually, this is the material of the particle board. So, the Jute does not need any irrigation, Jute does not need any fertilizer. You just throw the seed. It grows automatically, and it gives us wood, food, and fiber. It is the most eco-friendly fiber in the world. Since we are talking about the planet, we need eco-friendly material that can replace petrochemical material.” 

Data showed that BIG CHAIN and the supplier are currently testing innovative methods to develop additional household uses for Jute not currently on the market. The ideas to develop Jute products were not BIG CHAIN’s, they are the supplier. However, supplier claims that BIG CHAIN interest in eco-friendly products created a certain mindset when introducing new items. Another supplier creation was the use of rice shell waste as energy source as indicated by supplier below:
“The rice factory, in [country] has a lot of waste, which is the shell of the rice. So, we take this waste, and we use for our boiler as energy source, in very innovative way. This was not a BIG CHAIN idea; this was our idea. But we share with BIG CHAIN how to make happen. We start to think about the planet.” 
The interviews revealed the significance traceability has on quality and CSR compliance. This technology allows any item to be traced back to each process involved in the production of the item, including the source of raw material. The item can also be traced to the supplier of raw material and to the farm where it was harvested and packaged with specific dates. As an example, during a testing process a rug was found to contain a higher level of moister than safety requirements allow. A high level of moister can lead to bacteria growth. The problem was traced back to the segment where this failure occurred. Production was immediately halted until the issue was addressed. Traceability technology allows BIG CHAIN and supplier to monitor production on factory floor in real time and address any quality or compliance issues. As indicated by BIG CHAIN below:
“Through our scanning technology, we have complete traceability every time a product is actually manufactured and produced all the way through delivery. BIG CHAIN can actually see production in real time because scanning system also uploads into BIG CHAIN’s system. So, when scanning is done multiple times, we can trace where the problem is. Before implementing this mobile scanning process, everything was maintained manually, from material procurement to shipment. But there were chances for mistake when doing things manually. The mobile scanning system helps address issues instantly.” 

Data suggested that this level of traceability is not common in the industry. Other organizations depend on what is called a transfer certificate attesting to certain product specifications. Competitors are not usually knowledgeable of issues that may be occurring at the sub-supply level as indicated by supplier below:
“Other companies only use Transfer Certificate, TC. This is it really, they even use third party. For example, COMPETITOR 1 and other companies don’t do the traceability for cotton and yarn themselves COMPETITOR 1 or other customers don’t directly get involved in this traceability system. BIG CHAIN is very different here. They developed a tracing technology that allows them to buy their own product and trace it back themselves through the total process.” 
BIG CHAIN has developed a proprietary enterprise resource planning system. When BIG CHAIN decides to adjust an order, changes are loaded into a portal that is accessed daily by all impacted suppliers, sub-suppliers, and logistics operators. As an example, if quantity for a pre-planned delivery date is increased, the supplier does not need to communicate this change to sub-supplier, or to logistics company selected by BIG CHAIN to pick up order, because trucking company would have received the information, through the portal, at the same time as all entities involved in the supply chain of product. And by receiving this information, logistic company will dispatch the appropriate truck capacity to transport adjusted load as indicated by supplier below:
“All suppliers and sub-suppliers will all know from the ERP (Enterprise planning system) portal how much we will be producing every week. It is a network that works in real time because we have to buy the raw materials and this raw material comes from the sub-supplier factory. If quantity changes, all those in supply change will know. If sub-supplier did not have this information, they will not produce on time; they will start to have problems that can affect quality, compliance, and delivery schedules.” 

6.3.1.10 Strong Commitment to Uphold Sustainability Standards

Based on the interviews, suppliers believe that BIG CHAIN requirements exceed those of other customers and are more complicated to follow. BIG CHAIN is not flexible when it comes to CSR compliance even if it would result in a business loss. As an example, the factory, due to Covid, was closed for several months, supply of product was deeply disrupted. Factory requested BIG CHAIN’s permission to allow for 4 hours of overtime instead of the allowable two. After deliberation and after BIG CHAIN confirming that this was also the desire of factory workers, they granted exceptional permission. However, when approached a week later by factory stating that the only way to meet BIG CHAIN’s production requirements is to add an additional 2 hours (for a total of six), BIG CHAIN declined this request and opted to take a short-term sales loss. Data showed that, according to BIG CHAIN, if a product cannot be manufactured for the set budget without compromising certain CSR benchmarks, the product will not be produced. As discussed, earlier BIG CHAIN emphasizes that there is no separation between a production process and CSR or between logistics/transportation and CSR. According to BIG CHAIN, there is no separation in the design process between CSR and product cost or functionality. When a range is created, sustainability is built into the range at inception. BIG CHAIN claims that the company does not add sustainability to what has been created. Product sustainability occurs in parallel with initial product concept. BIG CHAIN suppliers are aware of the integration of the two, as indicated by supplier below:

“Before launching any product for BIG CHAIN, we have guidelines in our agreement. By agreeing to accept the order, we are committing to the right of the people, right of the planet and accepted the compliance requirement to protect these rights.” 
As stated by BIG CHAIN below, if a product requires sustainability as an afterthought, it will not be approved as a concept. BIG CHAIN does not look at a concept and then try to create solutions to make it CSR compliant. 
“If a product can only be produced by not fully following Company CSR requirements, it will not happen. It will never be produced.”
Based on the data, supplier is required to include all CSR parameters when introducing a new product to BIG CHAIN. While certain product features or elements may be adjusted in order to meet production cost, CSR is not one of them as indicated by supplier below:
“During new product quotation, we always consider the planet. Because this is the standard. If we want to sell to BIG CHAIN, we have to follow their standard; company CSR requirements are not negotiable.”
The same requirements apply to sourcing. If material needs to be procured from a specific country that is not approved by BIG CHAIN, the material cannot be used. In such situations, BIG CHAIN will try to identify other countries where same raw material may be procured competitively. If this fails to materialize, factory will need to evaluate different material or no longer consider the product as stated by supplier below:
“According to BIG CHAIN guideline, some raw material we cannot get from some specific country because the way they produce and trade raw material is not good for people and planet, so even if cheaper we cannot get.” 

 As discussed, earlier suppliers and sub-suppliers believe BIG CHAIN is more committed to CSR than their competitors who are also customers of same suppliers. This was stated at multiple occasions by different employees throughout the interviews. Supplier believes that Competitors are more focused on people and not the planet as indicated below:
“The other three competitors we supply focus on the people side, but not much on the planet side. But BIG CHAIN focuses on both people and planet.” 
Data indicated that competitors also care about worker safety, worker benefit, with medical, medical facility, factory facility, and conscious about the planet. But according to the supplier, the difference is that BIG CHAIN always ensures that supplier maintain all CSR requirements, all the time, throughout every activity and every process to minimize failures and prevent serious challenges, as described by supplier below:
“BIG CHAIN CSR standards must be secured 24/7, 365 days a year. If any moment, we feel that there is a possibility of failure, we immediately inform BIG CHAIN and take the corrective action before it even happens. But for the other retailers, this is not as strict, they have the frequent visits, to check that everything is okay. They do one audit every six months, or sometimes once a year to see that things are fine. CSR is not something they try to control around the clock. This is basically the difference. COMPETITOR 1 has good requirements but not as strong as BIG CHAIN requirements.” 
According to the data, another difference between competitors and BIG CHAIN extends to other areas such detailed training levels, testing the knowledge and skill level of factory workers after each training, to ensure that they acquired the knowledge or ability needed to perform their task confidently as stated by supplier below:
“BIG CHAIN training is a very detail oriented. We must get tested, even on our own training, verbally and in writing. We are always assessed to show what we have learned. It is like learning and getting tested, learning, and getting tested. “
Data also indicated that frequent testing is a core element of compliance. Prior to entering a new stage through the production cycle, a product is always tested. As mentioned, it is a demanding process that is conducted repeatedly as stated by supplier:
“We also test a lot to make sure that this material and product is not harmful for the people and planet and for people who are working in the production floor.”

Interviews also showed that BIG CHAIN believes that some local labor laws in the countries where its products are manufactured, do not provide enough protection for the workers. As a result, BIG CHAIN provided guidelines based on “its own laws” for suppliers to follow. The same applies to environmental regulations. Company requests, as stated below, that its guidelines be followed and not what is required by law:
“We put our requirement so high that sometimes we limit ourselves. Because we don’t think other standards are good enough to protect people and planet. BIG CHAIN sustainability is based on caring about people and planet, the people who are involved in manufacturing the product, who will use it, who supply it and who are in the community. So everywhere people, are covered by the local law, labor law and factory law. But for BIG CHAIN, this is not enough. For this reason, we have to create higher standards for both environment and people.” 

Data indicated that BIG CHAIN’s CSR management reputation extends beyond its own supply chain. BIG CHAIN is regularly rated by trade organizations, labor organizations, and sustainability NGOs as one of the most successful CSR management organizations in home products market. Both, BIG CHAIN, and its suppliers benefit from this reputation. Being BIG CHAIN’s supply partner provides credibility that helps in generating business from global organizations. BIG CHAIN also benefits from this reputation through an enhanced image and a socially responsible brand. Supplier describes this advantage below:
“When other customer says to us, oh, you are a supplier for BIG CHAIN, ok, then it's a green light for us to start working with you, because it is like a stamp that everything is in order.”

6.3.1.11 Transformational Leadership

Transformational leadership leads to a cultural transformation bridging the value gap between BIG CHAIN and supplier. The practice of transformational leadership has created a common thread bridging BIG CHAIN with its supply partners across different continents. This relationship enables a certain level of loyalty to develop between Big Chain and suppliers. Below, A BIG CHAIN manager reflects on the common culture that had been created in countries around the globe:
“I mean you can breathe the culture here and then I start traveling to other offices in places like Dhaka, Delhi, Shanghai, Istanbul, Brazil, etc... I went to many places. And there were different nationalities, of course always, but there was always a common denominator, a cultural language. I think what makes this culture a common denominator is driven by trust and transparency.” 

As discussed in my literature review, transformational leaders are focused on motivation and inspiration with a focus on developing long-term relationships based on collaboration. 
Inspirational behavior enables suppliers to partake in creating a vision for the future of the working relationship and how it strengthens the connection between supplier and company. Intellectual stimulation occurs when the leader involves supplier in developing creative solutions for challenges and problems. Transformational leaders possess the ability to identify unique abilities of individuals or entities, and entrust them to apply such abilities (C. C. Defee, Stank, and Esper 2010).
Transformational leadership is more effective at generating supplier collaboration and genuine support through innovative solutions to address supplier challenges. It is indicative of the serious commitment being made by the organization’s executives to provide workable solutions for all stakeholders (Mirvis and Googins 2006) and as a result, is more likely to be embraced by the different organizations through the supply chain, which is necessary to achieve a successful transformational process (C. C. Defee, Stank, and Esper 2010; Sparks and Schenk 2001). Below is a quote by BIG CHAIN discussing supplier transformation:
“We care for each other, we listen to each other, and we share. You have already heard about the values of BIG CHAIN, and you know our vision direction. Our leadership approach creates a lot of positive transformation with supplier.” 

Transformational leaders encourages managers and decision makers to consider their own long-term needs for growth rather than focusing only on their immediate needs. (C. C. Defee, Stank, and Esper 2010). Transformational supply chain leadership result in a multi collaboration effort that exceeds the capacity of individual organizations leading to innovative problem solving of complex situation (van Hoof and Thiell 2014). 
Interviews with BIG CHAIN and suppliers indicated that BIG CHAIN engages in transformational leadership to create the level of motivation that inspires a different way of thinking, leading to innovative change and efficient supply chain management as indicated by BIG CHAIN below:
“We have generated a dynamic with our partners that they understand and believe in this way of thinking. This thinking has also changed the supplier organization.” 
Data has indicated that BIG CHAIN, through trust, transparency, and collaboration inspires the supplier. A transformation occurs where the supplier starts to act and behave in similar manner to BIG CHAIN in their decision-making, long-term planning and also innovation.  This leads the supplier to help transform the production culture at sub-supplier, a major difference between BIG CHAIN and other organizations. Below is quote by BIG CHAIN on transformation:
“We sometimes challenge each other, and we both grow from those challenges. Many times, this growth transforms the production culture, and created a new way of thinking and operating.” 

6.4 From Categories to Themes

The 11 categories derived out of the 63 codes could have been compressed into a lesser number of categories. However, maintaining 11 categories helped accentuate the subtle difference a code would mean in one context compared to the other. This also helps distinguish the perspectives of suppliers (including sub-suppliers) from BIG CHAIN’s perspective. As an example: There is a difference between a company being strongly commitment to uphold supply chain sustainability standards vs. how deep, or to what level within the chain this commitment reaches. Another example is when looking at supplier support; there is a difference between transfer-of-knowledge support, compared to jointly investing with supplier to recreate a completely different production process and technology. There is a difference between a supplier-buyer relationship vs. a supply chain partnership. There is also a difference in collaboration to set production schedule vs. collaboration to jointly audit a sub-supplier. There is a difference between long-term production planning to avoid supply chain delivery and CSR compliance issues vs. long term lobbying for environmental protection. Expanding similar codes across multiple categories and maintaining a larger number of categories provided a deeper understanding of CSR-related dynamics within the supply chain. This understanding enabled me to better construct, de-construct, and re-construct the data to ultimately emerge into five themes. The development of themes was a result of closely examining the categories, their drivers, their characteristics and then looking for common attributes that could be linked into an overarching theme as summarized in Table 6.4 and discussed in sub-sections 6.4.1-6.4.4.
	Category
	Theme
	Justification of connecting categories to themes

	
	Theme 1: From supplier to partner
	

	Cultivate a partnership based on trust and values
	
	Transitioning from supplier to partner requires building trust and sharing values

	Collaboration
	
	Developing a partnership requires a high level of collaboration between the entities

	Double loop learning
	
	A partnership requires new concepts and structural change. This is facilitated through Double loop learning 

	Transformational leadership
	
	To create common values, a cultural transformation is required. This is achieved through transformational leadership 

	
	Theme 2: Long term supply chain strategy
	

	Long-term perspective
	
	Long term approach to development, setting long term objectives, investing in long term relationships

	52-week production pre-planning
	
	production pre-planning is set 52-weeks prior to start of production to provide enough time for efficient production and to avoid stressing delivery schedules

	
	Theme 3: Strong sustainability commitment 
	

	Address environmental challenges
	
	By addressing global environmental issues outside supply chain indicates an obligation to contribute to a better planet

	Environmental goals continuously measured
	
	By continuously measuring progress towards goals shows a real desire to reach set objectives 

	Strong commitment to uphold CSR standards
	
	By upholding CSR standards, across entire spectrum of CSR related issues, shows a high level to ensure requirements are met.

	
	Theme 4: Innovative supply chain solutions
	

	Innovation and research
	
	This single category was derived from several codes showing the impact of innovation and technology on effective CSR management

	
	Theme 5: Sub-supplier relationships
	

	Ensure sustainability compliance throughout chain
	
	Addressing CSR issues through all tiers of supply chain is a demonstration of strong CSR commitment

	
	
	


Table 6.4: Themes derived from categories
6.4.1 Theme 1: From Supplier to Partner 

The four categories of Cultivate a partnership based on trust and values, Collaboration, Double loop learning, and Transformational leadership have been merged to form the theme ‘From supplier to partner.’
By examining these categories, I was able to identify common attributes that collectively act as factors that influence developing the supplier relationship into a partnership.
There is a strong correlation between double loop learning, and collaboration. While it is possible to have collaboration without double loop learning, the opposite is not true as double loop learning requires a high level of interdependency that necessitates a continuous collaborative approach between supplier and BIG CHAIN. This collaborative learning process between entities leads to fundamental structural change. Similarly, while it is possible to engage in collaboration without a partnership, the reverse is not true. A partnership by its nature is very dependent on trust and transparency which could not be achieved without a high level of collaboration between the various parties. While a partnership is not dependent on double loop learning, nor is double loop learning dependent on a partnership, a partnership, through its contribution to new concepts and to structural change, can facilitate the implementation process of double loop learning, and render it more effective. Furthermore, in order to cultivate a partnership based on trust and values, the supplier would need to embrace most of BIG CHAIN values. This requires BIG CHAIN leadership to commit to creating a culture transformation in order to allow trust and new way of thinking to develop and flourish. This transformation takes years to develop and requires a high degree of inspiration by BIG CHAIN.

6.4.2 Theme 2: Long-Term Supply Chain Strategy

The two categories of long-term perspective and 52-week production pre-planning were merged to create the theme of ‘long term supply chain strategy.’ There is a difference between setting long-term objectives and pre-planning. As data indicated, BIG CHAIN instituted a long-term approach to training, development, supplier selection, restructuring, sourcing, and reaching objectives among others. 52-week production pre-planning is focused on setting production requirements at a very early stage prior to the start of the production process and extends to 52-weeks into the future. The common thread between these two categories is the ‘extended approach’ to doing things, a philosophy based on the notion that to get things right, or to avoid problems as much as possible, it is important to engage in little measurable steps that are complete and comprehensive, and to allow enough time to make changes and adjustments, without major disruptions impacting management of production and CSR. The data clearly showed the impact of long-term planning on minimizing errors, whether through meticulous training, or setting objectives that require incremental progress to reach over an extended period. The 52-week pre-planning enables enough time for suppliers and sub-suppliers to adjust without facing challenges encountered due to short-term planning. These long-term approaches impacting different aspects of supply chain have become an integral part of BIG CHAIN’s supply chain strategy. 

6.4.3 Theme 3: Strong Sustainability Commitment

The three categories of ‘Address environmental challenges,’ ‘Environmental goals continuously measured,’ and ‘Strong commitment to uphold CSR standards’ were merged to form the theme ‘Strong sustainability commitment.’ Below is a closer look at the inter-relationships between these three categories A company may be penetrating deeper into the supply chain to ensure CSR compliance, at the sub-supplier levels, but its penetration might be limited to certain CSR issues and not others. I refer to this practice as ‘selective CSR’.  Additionally, setting environmental goals and continuously measuring progress towards the goals allows for adjustments to be made, and increases the odds of reaching the desired goals within a set time frame. The purpose of this category was to show the initiatives an entity can engage in to ensure reaching its environmental or other CSR objectives. As we have seen with some BIG CHAIN competitors, it is possible for an organization to exhibit a commitment to CSR without deploying on-going measurement of its progress, but the reverse in not as visible. When an entity requires its departments and suppliers to measure on an-ongoing bases its progress towards reaching its set CSR objectives, it is demonstrating a unique commitment to succeed at reaching such objectives. By adding this category, a stronger level of commitment is covered. 
The category of ‘Addressing global environmental issues’ sits at a further distance from the other two categories described above. As revealed by data, BIG CHAIN allocates resources for global initiatives effecting the environment, with special attention to lobbying and mobilizing. However, this demonstrates a concern for global environmental issues, and a belief that more stringent laws are required for better environmental protection. When combined with the other two categories, it enhances the level of sustainability commitment, thus, merging the three categories into the theme of ‘Strong sustainability commitment.’

6.4.4 Theme 4:  Innovative Supply Chain Solutions

The category of ‘Innovation and research’:
Data indicated that innovation and research influenced product and material tracing technology, recycling, safety, alternative material, eco-friendly solution, carbon footprint reduction, packing space innovation, among others. Given that all these innovations directly impact the supply chain, the overarching theme I chose was innovative supply chain solutions. BIG CHAIN realizes that its supplier partners cannot compete with manufacturers whose competitiveness is driven by providing their workers with very low wages, and little benefits, as clearly stated by a BIG CHAIN executive: “…we are innovative, and technology driven. We can start a whole new country when the business case is based on a new technology, raw material, but not based on minimum wage...” As a result, BIG CHAIN needs to be innovative and technologically driven to maintain supply chain competitiveness. 

6.4.5 Theme Five: Establish a Direct Relationship with Sub-supplier

‘Ensure meticulous CSR compliance throughout chain,’
An entity may exhibit a strong and comprehensive commitment to uphold CSR standards, but this commitment might not extend down the entire supply chain; instead reaching only as far as the company's direct supplier. By developing a direct connection with sub-suppliers, focal companies will establish visibility throughout the supply chain. Additionally, by establishing relationships with sub-suppliers, focal companies will be better equipped to assess sub-supplier capabilities and effectively address them. This enables focal company to expand its partnership approach further down the supply chain.
Figure 6.2 below is a representation of the case study data analysis process. The figure illustrates how codes are drawn from collected data of the supply chain of an organization that integrates sustainability into its operations. The illustration also shows how codes led to the creation of eleven different categories that were eventually grouped into five themes.
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Figure 6.2: Data analysis process; From data to codes, from codes to categories, from categories to themes. 

6.5 Conclusion

In this chapter I used the transcribed data to conduct my qualitative analysis. After organizing my data, I broke down the data through multiple coding cycles. This involved using different coding methods, starting with exploratory and descriptive coding, then proceeding to structural during later rounds. The coding process also involved partial In Vivo coding and simultaneous coding. After I completed the coding process, I compiled a code book of 63 codes showing the codes, their description, and the exemplary quotes relevant to each code. Following the coding process, I grouped related codes into 11 categories, as shown in table 6.3. After creating and examining the categories and their characteristics in relation to each other, I proceeded to develop five themes by identifying common attributes and by linking these attributes into overarching statements. These themes are: 01-From supplier to partner, 02-Long term supply chain strategy, 03-Strong sustainability commitment, 04-Innovative supply chain solutions and 05-Sub-supplier relationship.  I have demonstrated the reasoning behind my theming, and the connection between the categories with respect to sustainability implications.  
As literature indicated, strategic sustainability is necessary to achieving successful sustainability implementation within the supply chain.  Organizations need to integrate their CSR initiatives within the corporate strategy of the organization a necessary pre-requisite for any effective sustainability (Shrivastava 1995). Data revealed that BIG CHAIN has integrated sustainability strategically throughout its operations. According to BIG CHAIN, sustainability cannot exist independently of its strategy as an organization, or as a component that supplements its operations. Sustainability is integrated into all aspects of BIG CHAIN operations notwithstanding the supply chain. As such, I did not create a separate category or theme for Strategic sustainability given that it is embedded in the organization’s core strategy and necessary for any effective sustainability management. However, the reverse is not true. Having a sustainability strategy is not enough to ensure effective sustainability management. Specific measures would need to be implemented to ensure effectiveness as will be shown in my discussion chapter.
I presented my findings in the form of categories and themes, accentuating their relevance to my research; how a sustainability successful organization manages its sustainability through the supply chain. I have shown how trust and transparency lead to a mutually beneficial partnership and how this partnership impacts CSR management. I have indicated the impact of extended collaboration, double loop learning, and transformational leadership on sustainability. I have demonstrated the significance of ensuring deep compliance through the chain including product traceability. I have shown the benefits of long-term planning and pre-planning and how they affect CSR performance. I have demonstrated the value of setting environmental objectives that are continuously measured. I have also shown various levels of CSR commitment throughout the supply chain that impact SCR performance.  And finally, I indicated the role innovation plays in contributing to competitiveness and efficient CSR management.
In the following chapter, my discussion chapter, I interpret the findings of this chapter in relation to the research question. I discuss where my findings align with current literature and where they differ. And finally, I discuss how my findings contribute to the existing body of knowledge.

Chapter 6: Data Analysis           

Chapter 7 
Discussion

7.1 Introduction

My research aimed to explore effective sustainability in the supply chain. I selected an organization, referred to as BIG CHAIN, that has been for many years considered among the leaders in supply chain sustainability management. I researched the organization’s supply chain sustainability by following a specific product starting at the point of inception and ending at the point when the finished product was shipped to the organization’s outlets. Since the research involved the supply chain of a specific organization, the method of research I selected was a single case study driven by a critical realist approach. The unit of analysis was the supply chain of the organization. Primary data was based on semi-structured interviews. Secondary data was based on published articles on BIG CAHIN’s CSR, including reports obtained from NGOs, IGOs, trade associations, and media. In addition, I was provided internal document by BIG CHAIN, its affiliates, suppliers, and sub-suppliers. My data also included limited observation during the early stages of my data collection period. To protect the anonymity of supply change organizations I investigated, I used the following terminology: BIG CHAIN to represent the focal organization and all its subsidiaries, Supplier to represent all entities and service providers supplying focal organization with products or services, and Sub-suppliers for all entities extending beyond the Supplier. I referred to other global organizations supplied products and services by same suppliers that supply BIG CHAIN, as Competitors, 1, 2 and 3. The term competitors refers to other multinational organizations using the same supplier(s) as BIG CHAIN.
Since my research interest was more about explaining rather than observing, I undertook an abductive approach. 
The purpose of this chapter is to discuss the research findings presented in Chapter 6, how they relate to my research question and how they compare to existing literature I presented in chapter 2. I also discuss the significance of the findings on supply chain sustainability management. I revisit the theoretical framework I developed at the onset of my research and discuss how the theoretical framework has been modified after integrating the themes of the case study findings. And finally, I discuss the development of theories out of the derived themes.

7.2 Overview of Key Findings

In the previous chapter, through a coding process, I grouped similar or related codes into 11 categories (Table 6.3) and merged these categories into five themes (Table 6.4).
My research is congruent with existing literature, but the insights generated extend current literature in significant ways. Many strategies and measures implemented by the organization are not revealed in current literature as they extend beyond what is considered common industry practices. This will be discussed in detail in the following section.

7.3 Comparing findings to existing literature

7.3.1 Background

Through my review of the literature, I identified the challenges organizations faced in extending sustainability into the supply chain. I identified points of failure and the reasons that led to these failures, and the different measures organizations took to address them. After examining multiple factors that mitigate CSR performance in the supply chain that are within the control of the organization, I was able to demonstrate in Chapter 2 that these factors could be collapsed into four main factors; (illustrated in Figure 3.2): transformational leadership, collaboration, double loop learning. and sub-supplier relationship. However, all these factors whether identified or not, cannot be implemented without a strategic sustainability strategy (versus a situational sustainability strategy, as discussed in Chapter 2). As shown earlier, strategic sustainability is based on implementing sustainability as a core element integral to the organization’s operations. Nevertheless, among organizations that have implemented sustainability strategically there exists a wide variance in the effectiveness of their sustainability management. Figure 7.1 below, reproduced for ease of reading, is an illustration of the factors identified in literature that influence sustainable performance, plus other factors that may exist but have not been identified in literature.
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Figure 7.1 is an illustration of identified and unidentified factors influencing supply chain CSR performance as extensions of sustainability strategy within large organizations operating globally.  

Literature review revealed a causal relationship between the factors and their impact on CSR performance. This became the basis of my theoretical framework as demonstrated in figure 7.2 below, reproduced for ease of reading.
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The above framework derived out of existing literature, represents a multinational organization with effective supply chain sustainability performance, operating in multiple countries, through a network of suppliers and service providers. It also represents an organization that has integrated sustainability as a strategic component of company operations across all entities, partners, and supply chain providers. 
In addition to the identified mitigating factors D, C, T, and SS, the framework takes into consideration the possibility of the existence of other mitigating factors X. The bidirectional blue arrows indicate a collaborative approach to sustainability management between BIG CHAIN and suppliers. These functions require high level of interaction, feedback and joint decision making. By interpreting my findings, I show how the themes generated support current literature review (factors D, C, T, and SS) and more significantly, how they add to the existing body of literature (Factors X1-Xn). The following is a comparison of my findings to current literature.

Comparing themes to existing literature

To compare the above themes to existing literature, I need to consider the elements or factors that were combined to create the themes, and how these factors compare to similar factors in existing literature. Without unpacking the themes, it will be difficult to conduct a factor-for-factor comparison with current literature.

7.3.2 Comparing Theme 1 in literature to Case Study (From supplier to partner)

7.3.2.1 Collaboration in existing literature and in case study

Lack of collaboration between organizations and suppliers lead to operational and CSR challenges. As an example, requesting highly demanding delivery schedules from suppliers with little lead time occurs at the detriment and well-being of the workers. This results in long workdays, little rest, and often little or no days off until deadlines are met (Balasubramanian 2011; Narayan et al. 2012; Seidman 2009). Organizations that are cognitive of these conditions, have been able to address these challenges through a collaborative approach that involves understanding supplier needs and constraints when planning for upcoming production cycles (Laura and Michael 2009; Egels-Zandén, Hulthén, and Wulff 2015; Liu and Shi 2017). 
Collaboration is also essential to bridging cultures in order to align values and objectives (Lam 2009; Liming and Yangcheng 2010). We have also seen how codes of conducts without extensive collaboration could also lead to unattainable compliance, forcing suppliers to be dropped out of the supply chain and causing others to further develop creative evasion methods in order to survive audits and assessments (Allan Lerberg and Jette Steen 2006) 
Lack of collaboration leads to unilateral communication due to the power imbalance, often lacking sensitivity to the supplier’s culture and capabilities, leading to a form of stakeholder imperialism (Amaeshi, Osuji, and Nnodim 2008).  On the long term, with many suppliers lacking the tools to meet buyer’s demand, and consequently getting dropped by the supplier, the available pool of qualified suppliers will be reduced, causing further strain and challenges due to shrinking supplier pool (Allan Lerberg and Jette Steen 2006) These issues caused global organizations to adapt a different approach focused on collaborations with suppliers. Non-compliance is handled through remediation rather than sanctions (Mohd Nishat 2010). 
Through collaboration, attainable milestones for continued improvement are set by the parties concerned for the benefit of all stakeholders (Maria Lai-Ling 2011). Collaboration facilitates a learning process that leads to higher awareness of environmental and social issues, often resulting in financial benefits to the supplier through waste reduction, efficiency, and higher level of employee satisfaction, impacting performance and employee commitment (Amrou and Robert 2010). Another issue that drives a collaborative approach is the local government’s emphasis in developing countries on economic growth at the expense of social and environmental protection. 

7.3.2.2 Collaboration in case study

The data suggests that tight collaboration between supplier and BIG CHAIN occurs at multiple levels. Organization involves supplier in the production planning process, teams are created that involve engineers from both sides who work closely together to address all aspects of production including sustainability requirements. BIG CHAIN encourages supplier to be proactive and suggest ideas that could be beneficial to both parties. The collaborative process extends to training, design of new products, addressing challenges, researching better and more efficient ways to streamline production processes, and jointly engages others by creating opportunities for individual growth. 
Collaboration empowers the supplier; they feel they are part of the decision-making process, and they are listened to by BIG CHAIN. As a result, suppliers take ownership which leads to a genuinely vested interest in reaching sustainability objectives that have been jointly decided upon with BIG CHAIN.  Since BIG CHAIN does not separate sustainability management from other aspects of supply chain management, the impact of collaboration extends to all sustainability requirements and initiatives. There is mutual respect between BIG CHAIN and supplier, where decisions are reached through discussions and compromise.  
This collaborative process creates transformation within the factory and through collaborative CSR training; it also impacts the lives of workers beyond the workplace extending through their families and communities as indicated through the findings.
The impact of collaboration on sustainability within the supply chain of BIG CHAIN suggest a strong correlation with current literature, as indicated above. However, as this study is specific to a certain organization, it is difficult to assess the levels of collaboration required to ensure sustainability effectiveness, given that different organizations operate at different levels of commitment. This factor will be discussed in more detail later in this chapter.

7.3.2.3 Training and double loop learning in literature review. 

Transfer of knowledge to a supply chain contributes to its efficiency and competitiveness. Learning to implement effective sustainability initiatives through the support of the organization could lead to a positive impact on the supply chain resulting in reduced costs and better performance (Craig 2005a; Craig and Dale 2008). However, to ensure successful transfer of knowledge, organizations need to concurrently work on supplier development. This occasionally requires an investment in manufacturing facilities to develop an efficient supply structure. This will help improve production processes before implementing social and environmental initiatives (S. Seuring and Muller 2008).  Improving the processes and helping supplier develop a better understanding of the entire supply chain process will enable them to acquire a deeper understanding of the impact of social issues along the supply chain. This understanding will contribute to an opening in the learning process of CSR issues and their significance. This development requires treating the entire supply line as a closed loop and involve different suppliers with other aspect of the supply chain to maximize the value of learning and understanding (Petersen, Handfield, and Ragatz 2005).
Streamlining the production process and developing suppliers for CSR integration requires the learning of both hard skills and soft skills. Hard skills involve the knowledge of technical matters as they impact and relate to CSR, such as carbon footprint, green logistics, labor law, global human rights conventions. Soft skills relate to sensitivity, teamwork, leadership, positive attitude, global citizenship and communication skills (Dubey and Gunasekaran 2015). 
Double loop learning involves a complex process that often results in fundamental change, especially when dealing with a new set of norms and unfamiliar challenges. Double loop learning results in long-term effects with consequences to the entire organization. The learning process is based on cognitive processes that aim to change rules and structure resulting in a change of mental frameworks (Romme and Dillen 1997), leading to a new structure based on new knowledge (Phan and Peridis 2000). Since supply chain collaboration requires joint efforts between BIG CHAIN and supplier in order to enhance CSR innovation, double loop learning will take into account the unique needs of each supplier, and identify opportunities for skills developments based on a non-traditional new environment (Gosling et al. 2016). 

7.3.2.4 Training and double loop learning in case study

The data indicates a strong emphasis on training and transfer of knowledge. Training is embedded into all aspects of the supply chain. As indicated in the previous chapter, training is always followed with assessment. If assessment indicates that employees did not fully capture the material or tools necessary to reach a certain level of skill, then training is repeated until the required level of knowledge or skill is obtained.
The data also suggests how BIG CHAIN engages in double loop learning and how double loop learning facilitates in bridging the gap between the business cultures of BIG CHAIN and supplier, leading to similar approaches to resolving challenges and improving processes. 
As shown above, there is a strong correlation between current literature and my data on training and double loop learning. As with collaboration, the level of training could play a significant role in sustainability effectiveness as will be shown later in this chapter. 

7.3.2.5 Transformational leadership in literature review

Transformational leadership is more effective at generating supplier collaboration and genuine support through innovative solutions to address supplier challenges. It is indicative of the serious commitment being made by the organization’s executives to provide workable solutions for all stakeholders (Mirvis and Googins 2006) and as a result, is more likely to be embraced by the different organizations through the supply chain which is necessary to achieve a successful transformational process (C. C. Defee, Stank, and Esper 2010; Sparks and Schenk 2001).
Transformational leaders play a role that allows individuals to see greater possibilities beyond skill development. They encourage managers and decision- makers to rise above their own interests for the good of the organization, and consider their own long-term needs for growth rather than focusing only on their immediate needs (C. C. Defee, Stank, and Esper 2010). 
Transformational supply chain leadership result in a multi collaboration effort that exceeds the capacity of individual organizations leading to innovative problem-solving of complex situation (van Hoof and Thiell 2014). 

7.3.2.6 Transformational leadership in case study

The data suggests that BIG CHAIN engages in transformational leadership and not transactional leadership. BIG CHAIN is focused on motivation and inspiration. The company interacts in a dynamic co-influencing process enabling the supplier to partake in creating a vision for the future of the relationship. This also enables suppliers to develop their own abilities while supporting their growth needs. In addition to cultural change, transformational leadership created a new way of thinking, inspirations that led supplier to contribute to new products and initiate innovative solutions.
As indicated above, data suggests a strong correlation between transformational leadership practiced within a company’s supply chain and current literature.

7.3.2.7 Develop and support a Partnership based on trust and values in literature 

The literature review includes the significance of developing a partnership with suppliers. In a partnership, non-compliance is handled through remediation rather than sanctions (Mohd Nishat 2010). Supplier assessment helps in identifying supplier needs to be able to successfully implement CSR initiatives. Consequently, BIG CHAIN would address these needs by enhancing supplier technology, capacity building and training. 
Through partnerships and collaboration, attainable milestones for continued improvement are set by the parties concerned for the benefit of all stakeholders (Maria Lai-Ling 2011). They share a common interest in CSR, where the focus is on building trust between the organizations, and not using the partnership as a means for public relations with a sole purpose to enhance corporate image. On the operational level, successful partnership is characterized as one that ensures mutual benefits, states clearly its objectives and requirements, builds good communications, addresses problems openly with full transparency, and is given sufficient time and on-going commitment by both parties (Cheung, Welford, and Hills 2009). Commitment to sustainability was the main driver leading to successful inter-firm collaboration and partnerships (Luzzini et al. 2015). There are different factors that lead to unsuccessful partnerships. These factors were driven by the cost of partnership, lack of sufficient knowledge with supply chain, lack of awareness and knowledge of issues, poor communications, poor government guidelines, difficulties in identifying committed partners, lack of commitment by senior management, and lack of a strategic approach to CSR (Cheung, Welford, and Hills 2009). Partnership also involves sharing benefits and responsibilities (Martha and John 1993a).  Partnership is characterized by openness and trust and is based on good intentions, with an interest to protect the well-being of the involved organizations while sharing both risks and rewards.

7.3.2.8 Develop and support a partnership based on trust and values in case study

My research indicated a strong emphasis by BIG CHAIN on creating partnerships with suppliers. The partnership is based on what BIG CHAIN refers to as a strategic fit. Strategic fit is driven by the willingness of supplier to embrace BIG CHAIN’s values as they pertain to operations, sustainability, people, and environment, and by the willingness to take measurable little steps over an extended period of time. The process of becoming a partner is very demanding and requires a major commitment on behalf of both BIG CHAIN and supplier. 
The relationship is very transparent, everything is fully disclosed. There is a sense of mutual responsibility, where BIG CHAIN provides necessary support to address supplier challenges and ensure their sustainability and, in return, expects full disclosure and transparency.
The data from the case study supports the significance of a partnership to BIG CHAIN and suppliers. However, existing literature does not describe the depths of the relationship between the two entities as per case study. This will be discussed in further detail later this chapter. 
As discussed in the findings chapter, the five categories above share common attributes that lead to a partnership where sustainability is effectively managed. For a partnership to be successful, training and learning, with emphasis on double loop learning, help create a new set of norms ensuring effective transfer of knowledge. Transformational leadership helps align the values of the two entities reducing the gap through a different way of thinking and through a transformation of culture. Collaboration and mutual learning would enable the BIG CHAIN to develop a better understanding of the culture of the supplier. These understandings will enable the leaders of BIG CHAIN to develop a sustainable strategy that works through the supplier’s cultural dimensions. Trust can only be developed if BIG CHAIN serves as a role model. To influence the culture of the supplier, BIG CHAIN demonstrates a commitment to sustainability infused in its own culture. Role model, and trust in a collaborative approach has fostered a sense of collectivism minimizing the power gap between supplier and BIG CHAIN.
Collaboration at multiple levels is essential to jointly resolve challenges and to motivate suppliers and create better and more efficient systems. Developing a partnership based on values and trust will encourage transparency, commitment, and mutual support for a long-term relationship. In summary, the road to a sustainable partnership will require mutual learning, transformational leadership, collaboration, and a strategic fit based on trust and values. 

7.3.3 Comparing Theme 2 in literature to Case Study (Long term supply chain strategy)

By long-term perspective, I am not referring to a specific time horizon. I am referring to the notion that each process or initiative should be provided with the necessary time horizon for it to become efficient, or for it to successfully realize its objectives without burdening the system under which it operates or stressing those involved in the process. In the case of supply chain sustainability, this applies to developing new products, identifying good fit partners, building trust, creating network of material suppliers and service providers, developing facilities, training, testing, setting, and measuring long term goals, introducing new technology and processes, transformation of culture, return on investment, lobbying, auditing, and creating coalitions for better planet and people. Each process or initiative indicated above requires its own time horizon to reach its potential. According to my research these time horizons require longer periods than those of common industry practices, thus referring to the category as long-term perspective. As an example, it took BIG CHAIN 2 years just to approve its current Jute rug supplier. It took BIG CHAIN 6 years to create a compliance standard that protects wool production. It is subscribing to a culture that believes ‘enough time should be allowed to get things done right.’ 

7.3.3.1 Long term perspective in literature review 

According to literature, to address supplier needs, organizations resort to different strategies, such as investing directly in supplier facilities and processes, provide training and facilitate transfer of knowledge, help suppliers upgrade their technology, create revenue sharing programs with suppliers, or commit to long term contracts in order to allow supplier to recover their CSR investment (Hsueh 2014,  2015). Nurturing long-term trust, through extended sustainability development stages, will minimize uncertainty and will allow progress to be measured (Lam 2009). Only through trust and collaboration can BIG CHAIN companies convince suppliers that sustainability initiatives would, on the long-term, create a competitive advantage for their companies (Zu and Song 2009).

7.3.3.2 Long-term perspective in case study

At the start of my research, I had not expected Long-term objectives to play as large a role in this research and emerge as a category with such importance. The research data indicated that long-term objectives are essential to efficient sustainability management. Data showed that long term perspectives is part of the business culture strongly rooted in the business strategy of BIG CHAIN. And this mindset is imparted to supplier. Long-term perspective was apparent in the nurturing of the relationship, in building trust, in training, in jointly setting targets with supplier, in developing sub-suppliers, in learning and transfer of knowledge, in transforming culture and inspiring innovation, and in creating a new CSR awareness.
Existing literature on long-term discusses long-term planning in two areas,
suggesting that, first, CSR will result in benefits to supplier long-term, and second, long-term planning is required to create a cultural shift and to develop trust. My findings support current literature as they pertain to the above two areas. However, as discussed above, the case study revealed that long-term perspective of BIG CHAIN extends to all decisions and initiatives within the supply chain. Impact of long-term perspective will be discussed later in this 
chapter.

7.3.3.3 52-Week production pre-planning in literature review

During my literature review, I did not encounter any articles that specifically address the significance or impact of an extended pre-planning production process. It is possible, though, to assume that through collaboration and supplier support, an organization may already be integrating long pre-planning cycles with supplier. However current literature does not explicitly mention the role long pre-planning production cycles play in sustainability management, nor does literature discuss planning cycles that differ from the common practice of seasonal cycles.

7.3.3.4 52-Week production pre-planning in case study

This planning process for long yet flexible production window, as far as I have been able to determine from published sources and from interviews, is unique to BIG CHAIN. In addition to long leads, the pre-planning portal allows for adjustments to be made in real time on daily basis. These adjustments are visible to all supply chain entities involved with the sourcing, manufacturing, and transporting of product.
While it is difficult to ascertain how other organizations manage their supply line planning process, the interviews indicated that this extended pre-planning process is one of BIG CHAIN’s key attributes to successfully manage its supply line. As mentioned in my data analysis chapter, this planning with daily adjustments to future orders provides enough time for supplier and sub-supplier to make modifications without burdening the supply or production process. One of the sub-suppliers considers this process a key factor in meeting raw material delivery schedules while conforming to required CSR. The difference with short pre-planning cycles will be further discussed in this chapter.
What is common to the two categories ‘long-term perspective’, and ‘52-week production pre-planning’ is a philosophy espoused by BIG CHAIN that effectively reaching objectives, requires patience and a long-term planning strategy that extends through every element or stage of the supply chain process. The impact of long-term supply chain strategy allows for necessary training, cultural change, and adjusting through a learning process, based on the dynamic supply requirements of BIG CHAIN, without interrupting immediate supply needs and without compromising CSR obligations. 

7.3.4 Comparing Theme 3 in literature to Case Study (Strong sustainability commitment) 

The above theme was a result of merging the following three categories: Set environmental goals and continuously measure progress, address global environmental challenges, and strong commitment to uphold responsible standards.
Following the same sequence for theme one and theme Two, I discuss each category separately by comparing my research findings to existing literature.

7.3.4.1 Set environmental goals and continuously measure progress in literature

Setting environmental and other compliance requirements and conducting audits and assessments to determine compliance are common in CSR literature. As discussed in my literature review, there are serious challenges with audits and assessments. However, assessments that are integrated into a collaborative process have a positive effect on compliance, but assessments without collaboration have little impact. In my review, while literature suggests the positive impact of collaboration, I did not encounter examples or details on effective methods for measuring progress through collaboration. Nor did I encounter articles on how supply chain sustainability effectiveness and progress is actually assessed against overarching company objectives. Most literature addresses the need for entities to set objectives and the nature of objectives, but little insight is provided on how the actual monitoring of progress towards set objectives is conducted.

7.3.4.2 Set environmental goals and continuously measure progress in case study

In setting environmental objectives, the case study indicates how different departments are required to contribute towards meeting set objectives, including the supply chain. As indicated in my findings, each department will need to present its plan towards reaching this goal and is required to measure its progress towards this plan. The plan could be companywide, such us reducing carbon footprint, or reducing water discharge, or it could be particular to an improvement required by a specific department or operation such as the company’s supply chain. This process of jointly setting and measuring goals, enables both parties to analyze effectiveness of set objectives and adjust as required. BIG CHAIN requires different departments to challenge themselves by setting goals that exceed those set the previous year.

7.3.4.3 Allocate resources for global environmental challenges in literature

Literature is rich with different community and environmental initiatives funded by multinational organizations. As shown in my literature review, it is difficult to separate initiatives that are driven by the need to enhance brand image vs. a genuine interest in corporate social responsibility. Furthermore, many organizations’ involvement in environmental philanthropy is to mask the environmental damage caused by their operations, as per examples discussed in my literature review involving organizations in the extractives industry. As such, during my research I was less interested in community or environment support programs, such us enhancing the quality of a village’s potable water, or planting trees, or creating wildlife shelters, and more interested in corporate campaigns aimed at protecting the environment through legislation and effective compliance standards. This is not to say that community support initiatives have little or less value. It is more that the scope of such initiatives and the motivation behind them make it difficult to gage an organization’s level of responsibility through its supply chain. In other words, there isn’t a clear correlation between these initiatives and effective supply chain management within an organization’s supply chain.

7.3.4.4 Allocate resources for global environmental challenges in case study

BIG CHAIN has allocated resources for lobbying for stronger compliance standards in order to better protect forests, wool production, and support farming sustainability. To achieve these objectives, BIG CHAIN works closely with governments, non-profit organizations, and industry associations. 
I created this category given the impact of legislation for better environmental protection would have on supply chain sustainability, as demonstrated through some of BIG CHAIN’s initiatives such as sustainable farming, forestry, and green energy. BIG CHAIN is concerned with global health issues that extend beyond its own operations and chain supply, which they address through leading global coalitions involving experts from different fields.

7.3.4.5 Strong commitment to uphold CSR standards in literature

This was a challenging category to address. This challenge is not due to lack of literature on sustainable supply chain. The opposite is true, commitment consumes a major portion of sustainability literature. Additionally, almost every sustainability report published by various organizations stresses how committed to environmental and social change their organization is. The challenge lies in the subjectivity of the term. How much commitment is enough? Should an organization exercise an equal level of commitment across its operations? How is it quantified? These questions are not easily answered. Yet, commitment needs to be addressed, because despite its subjectivity, it is an essential element if not the most essential to secure effective CSR management. The most effective indication of the level of commitment is by examining not only what an organization is doing but also what it has left out. What is left out is not covered in literature. 

7.3.4.6 Strong commitment to uphold CSR standards in case study

BIG CHAIN allows little flexibility where CSR compliance is involved. BIG CHAIN has shown a willingness to take short-term losses, if necessary, then compromising on CSR. The pre-planning process, which does not separate production process from CSR, enables BIG CHAIN to determine product manufacturing cost. If cost due to sustainability measures renders product less competitive, product will not be produced. In countries where BIG CHAIN believes local laws do not provide enough requirements to protect people and the environment, they will require the supplier to adhere to company’s established standards instead. A key finding of this research that frequently surfaced was how BIG CHAIN’s level of commitment to CSR exceeds their competitors’. What is common to the above three categories; Set environmental goals and continuously measure progress, strong commitment to uphold CSR standards, and address global environmental challenges, can be integrated under the theme of strong sustainability commitment.

7.3.5 Comparing Theme 4 in literature to Case Study (Innovative supply chain solution)

The driving category behind this theme is Innovation and research.  Following the previous sequence, I will compare my research findings to existing literature.

7.3.5.1 Innovation and research in literature

Literature supports the positive impact of innovation and technology on CSR programs (Schreck et al. 2015; Reuter et al. 2010). Furthermore, innovation is enhanced by transformational leadership, double loop learning and collaboration, through inspiring, and stimulating intellectual thinking that lead to finding solutions to complex problems (Gosling et al. 2016). Innovation contributes to efficient supply methods and helps create workable solutions for supplier challenges, which often results in both efficiency and reduced cost (C. Clifford Defee, Terry, and Diane 2009), (Zhou et al. 2013). There is a correlation between a company’s ability to innovate and effective sustainable management (Pagell and Wu 2009).

7.3.5.2 Innovation and research in case study

BIG CHAIN stresses the significance of Innovation on its supply chain sustainability effectiveness. Suppliers cannot compete with production costs of suppliers who operate in countries with the lowest minimum wages. As a result, BIG CHAIN works with suppliers to achieve production cost reduction by providing better technology and more efficient production processes. This innovation extends to recycling to eliminate waste, converting waste into energy, innovative packaging, development of lighter yet more durable protective material, space management, and efficient supply process control using traceability technology through multiple tier suppliers that extend to the farm level.
It is important to note that different organizations will implement different technological innovations as required by their production and supply needs. In this case study, I was specifically interested in innovative initiatives that impact sustainable management as they relate to BIG CHAIN supply chain of a specific product, the Jute rug. These findings support literature review on the impact of technology and innovation on the supply chain but cannot claim that similar initiatives will be equally impactful across different industries. 

7.3.6 Comparing Theme 5 in literature to Case Study (Sub-supplier Relationship)

The main category behind this theme is to ensure meticulous sustainable compliance throughout the supply chain. This requires establishing a relationship with sub-suppliers.

7.3.6.1 Ensure meticulous CSR compliance throughout the supply chain in literature

While current sustainability literature is extensive on transformational leadership, transfer of knowledge, auditing, testing, assessment, collaboration, cultural change, strategic sustainability, partnership, and shared values, it is not rich in discussing effective sustainability processes beyond the level of first tier supplier. Literature discusses the need for CSR compliance to reach deeper into the supply chain but fails to mention in detail how it should be administered and upheld. Though multi-tier sustainable management is addressed in Literature, it focuses more on the need for focal organizations to incorporate horizontal supply chain elements simultaneously such as supplier selection, production location and purchasing processes (M. Tachizawa and Yew Wong 2014). While this is essential for sustainable management, it falls short because it fails to provide methods to ensure that sustainable requirements are upheld vertically throughout the chain. In other words, ensuring effective supplier selection and responsible purchasing processes, and facility location does not automatically translate into sustainable adherence through sub-suppliers, especially those who are several tiers below main supplier.  As a result, organizations continue to be challenged in addressing and specifically measuring compliance down the chain. 

7.3.6.2 Ensure meticulous CSR compliance throughout the supply chain in case study

As discussed, my research was based on tracing a product across the supply chain. I was fortunate to penetrate multiple supplier levels and collect data from BIG CHAIN level, BIG CHAIN affiliates, supplier Tier 1, supplier Tier 2, supplier Tier 3, and supplier Tier 4. 
As expected, the further removed a supplier is from BIG CHAIN the weaker the data becomes. However, I was able to identify the impact of BIG CHAIN’s sustainability management up to tier three supplier. Sub-suppliers are also evaluated through a qualification process. Sub-suppliers are provided with BIG CHAIN training and are assessed by both BIG CHAIN and tier one supplier. BIG CHAIN also involves its Tier 1 supplier in the audit process given that BIG CHAIN considers and treats supplier as a partner.  BIG CHAIN along with its main supplier, play a joint role in providing the required tools to support the development of sub-suppliers, address their needs, influence their sustainability culture, and help them adhere to compliance requirements. Detailed Sustainable assessment across different tiers within the supply chain, to the best of my knowledge, are not covered in current literature. This is an area that contributes to the existing body of literature as will be shown later in this chapter.

7.3.7 A note on strategic sustainability

As discussed in the previous chapter, a strategic approach to sustainability is a necessary requirement and a pre-requisite for implementing sustainability measures throughout the supply chain. Strategic sustainability is integral to all the categories and subsequently the themes discussed. As such, I did not believe it was necessary to create a specific theme highlighting strategic sustainability, given its prevalence across the research spectrum.

7.4 Contribution of my research

In section 7.2, I compared existing literature to my case studies findings. This comparison did not result in any contradictions between the two sources of information. The findings support the mitigating sustainability factors uncovered in the literature review, which were subsequently presented through a theoretical framework. To be more specific, the case study was able to support current literature on the impact of strategic sustainability, collaboration, double loop learning, transformational leadership, and sub-supplier relationship on sustainability management. Although there were no contradicting factors, there were additional factors that emerged out of the Case Study that are not currently part of existing literature, and as a result do not form part of current theoretical understanding of sustainability in the supply chain. In this section, I will discuss these factors in detail given that they are new findings, and I will also discuss their significance to the field I am investigating. 
Although it could be argued that the Case Study themes of Partnership, Innovations, Commitment, Sub-supplier relationship and, to a lesser degree, Long Term Planning are covered in existing literature, there is a considerable gap in actual practice. This became evident when my data revealed a difference in sustainability management throughout the supply chain between BIG CHAIN and competitors who also adhere to strategic sustainability. Below are management practices that according to my findings, were specific to BIG CHAIN and not practiced by competitors who are customers of same main supplier(s). In the following sub-sections, I discuss how these differences contribute to more effective sustainability management.

7.4.1 Strong sustainability commitment (Set goals and measure progress, allocate resources for global environmental challenges, strong commitment to uphold CSR standards)

Unlike its competitors, BIG CHAIN has established sustainability standards for every aspect of its supply chain operation.
Significance. Data suggested that BIG CHAIN standards are more comprehensive than competitors and involve aspects of the supply chain processes not required by others. BIG CHAIN does not practice selective compliance, which are limited to areas that are more visible and are more likely to subject organizations to exposure in the event of failures. Comprehensive sustainability requires a further investment in training and human power.

All BIG CHAIN employees involved in the supply chain are responsible for monitoring compliance. Sustainable responsibility is not limited to compliance team. 
Significance: Data suggested that most competitors assign teams responsible for compliance requirements. BIG CHAIN also has multiple teams that deal with different sustainability concerns. However, in addition to sustainability specialized teams, BIG CHAIN holds all their personnel involved in the supply chain responsible for compliance (not just the designated compliance team). As an example, if BIG CHAIN engineer is working at supplier location and observes a sustainability infringement, it is their responsibility to immediately bring this matter to the attention of, both, supplier, and BIG CHAIN. This practice is unique to BIG CHAIN.  It provides a substantially larger pool to monitor and manage sustainability requirements. Also due to this training, the larger pool integrates their company’s compliance requirements within their specialty, such us in design, engineering, or packaging among others. This helps impart a sustainability responsible mentality to their counterparts at the supplier’s manufacturing facility.

Frequent and repetitive testing conducted at different segments of chain.
Significance: The frequent testing that exceeds common practices enables the supplier and BIG CHAIN to identify the stage of supply or production where a problem has occurred. As such, it enables BIG CHAIN and suppliers to address issue immediately, and then implement measure to avoid its recurrence.

BIG CHAIN investigates compliance at source of raw material, i.e., cotton, wood, wool.
Significance: This practice enables BIG CHAIN to ensure farming sustainability and humane treatment of animals are practiced at the source level. BIG CHAIN provides funding and human resources to help traditional farming transform into sustainable farming. BIG CHAIN competitors do not engage in similar practices. 

BIG CHAIN engages in legislative efforts to create standards for better protection of forests and farms.
Significance: BIG CHAIN legislative efforts and lobbying have contributed to higher universal sustainability requirements that have become common standards at all farms that supply raw material to BIH CHAIN suppliers. BIG CHAIN is working with authorities in different countries to help them monitor farm behavior. 

For BIG CHAIN, extensive training, extensive testing, and extensive auditing are an on-going activity. BIG CHAIN level of testing exceeds industry practices.
Significance: Data suggested that extensive training, testing, and auditing in a collaborative environment minimizes errors, prevents extended disruptions, and addresses potential challenges at a very early stage, leading to more effective sustainability management. 

BIG CHAIN requires suppliers in certain countries to follow their requirements if they deem local laws are not protective enough of people and environment.
Significance: Instituting higher standards than provided by local authorities ensure better protection, and higher level of responsibility towards people and environment irrespective of the country where the manufacturing takes place. BIG CHAIN believes that CSR management should extend beyond bureaucratic requirements, a practice not common among competitors. Most competitors claim that they are fully compliant with local laws without elaborating on the level of protection local laws provide to people and planet.

7.4.2 From supplier to partnership (Develop a partnership based on trust and values, collaboration, Double loop learning, transformational leadership)

Supplier selection is not limited to supplier capabilities, qualifications, and credentials. A Strategic fit with supplier based on trust, and values is a priority for BIG CHAIN.
Significance: By prioritizing a partnership based on trust and values, it will be easier for cultural transformation to materialize. This transformation is necessary for supplier to sincerely subscribe to different values and ideas that lead to genuine concern about people and planet. Supplier selection for competitors is driven by manufacturing capabilities and price points and to a much lesser extent by values. This leads supplier to prioritize price points and delivery schedules over other concerns.

BIG CHAIN requires commitment to transparency including disclosure of supplier cost.
Significance: Full disclosure, including supplier material and production cost, enables parties to jointly determine economic metrics that work for all stakeholders. The process is based on transparency and not negotiations, ensuring a workable outcome for all concerned while upholding sustainability standards. Full transparency enables BIG CHAIN to look for areas where supplier can improve efficiency and reduce cost. It is common for BIG CHAIN to help supplier with sourcing more competitive material. This partnership-based approach is driven by a process focused on accommodating all needs, instead of being driven by price points, the common industry practice. BIG CHAIN believes that production relationships based on price points are detrimental to sustainability. Suppliers tend to cut corners in order to meet customer price point, as a result compliance is frequently compromised.

Training of suppliers is a very detailed and repetitive exceeding common practices. The same applies to assessment. 
Significance: BIG CHAIN believes detailed and frequent training is necessary and should be administered over a long horizon to allow trainees to acquire the skillset necessary for quality performance and for efficient sustainability compliance. Engaging in double loop learning, contributes to a new way of thinking that further enhances the newly acquired skills.  Equally important is assessment, as it measures the effectiveness of training and level of attained kills. BIG CHAIN provides special attention to training of supplier work force. Common industry practice is to provide training to managers and to supply them with training manuals in the hope that they will train their workforce. BIG CHAIN’s large investments in training are driven by the belief that a strong correlation exists between skill level and effective CSR management.

BIG CHAIN and supplier developed a joint team to collaborate on new product development and innovative applications. 
Significance: This is another uncommon practice. Involving supplier in product concept and design has resulted in cost reduction and an increase in product line. By practicing transformational leadership, BIG CHAIN has inspired supplier to often unilaterally develop creative products that were successfully received by the marketplace. 

BIG CHAIN and supplier jointly set production processes to ensure compliance, competitiveness, and supplier sustainability. 
Significance: Like collaboration on product concept and design, jointly establishing production processes strengthens the partnership, inspires innovation, and enhances compliance. 

7.4.3 Long-term supply chain strategy (Long term perspective, 52-week production pre-planning program) 

BIG CHAIN has a long-term perspective compared to the rest of industry.

Significance: Long term perspective facilitates effective sustainability management. This is due to the time horizons required to identify strategic partners, to create lasting and effective change, to inspire cultural transformation, to build trust, to introduce new technology, to create efficient processes, to transfer knowledge, to conduct training and assessment, and to create legislation that protects sustainability. 

BIG CHAIN separates planning process from implementation process, not a common practice by competitors.
Significance: The separation between planning and implementation leads to a longer period before production can start, compared to combining planning with production as is the case with competitors. However, this separation prevents pressures and shortcuts driven by production schedules. Separation positively impacts CSR management, as it enables BIG CHAIN and supplier to implement systems that confirm to requirements and provide necessary training and tools prior to commencement of production. 

BIG CHAIN extended pre-planning production cycles are significantly longer than its competitors.
Significance: As discussed earlier, many sustainability challenges in the supply chain are a result of fluctuation in supply quantities, short production cycles and immediate customer market needs. The consequences of short planning cycles often result in rush orders, impacting the well-being of workers due to extended working hours beyond recommended overtime, and operating under strenuous conditions. This also applies pressure on sub-suppliers who need to produce or procure material that might not be readily available, often leading to untraceable material and sources. More energy is wasted, and more production waste is created. This also impacts quality, especially when testing and auditing become less of a priority. The entire supply system becomes strained.
Extended planning cycles allow adjustments to future forecasts to be made through a daily portal. This portal is simultaneously accessible in real time to all sub-suppliers involved in the supply chain, enabling them to make adjustments without burdening the supply system. Based on the case study, global competitors supplied by same manufacturer did not implement an extended planning cycle. Most were focused on seasonal orders that were subject to volume fluctuation within short production windows, often resulting in the challenges discussed above. 

7.4.4 Innovation

Traceability technology enables the tracing of a product to different segments of the supply chain that handled product or product material. BIG CHAIN developed technology that enables tracing of raw material to actual farm, a practice unique to BIG CHAIN.
Significance: A traceability system that penetrates through all tiers of the supply chain reaching the farms producing raw material has been integrated with a real-time testing system. In the event of a problem, this technology enables BIG CHAIN to trace and determine where and when the problem occurred, and how to address it at an early stage.
Innovation is not unique to BIG CHAIN. Current literature identified innovation as a mitigating factor in sustainability management. Each company could have different technological needs. However, I have included technology because a product traceability system across different tiers of supply was only implemented by BIG CHAIN and not any of its competitors during case study investigation.

7.4.5 Sub-supplier relationship

BIG CHAIN audits sub-supplier and tests material provided by sub-suppliers even if sub-supplier has been previously approved by BIG CHAIN.
Significance: BIG CHAIN auditing of new sub-suppliers and not only suppliers, is a practice not common in the industry. This practice is driven by a belief by BIG CHAIN that auditing is required at all aspects of the supply chain if sustainability is to be properly managed. If compliance issue is occurring at sub-supplier, it is dealt with at that level. Furthermore, frequent auditing helps sub-supplier conform to required standards. There is an additional cost for BIG CHAIN due to additional auditing that is not realized by competitors, which is an indication of a commitment to sustainability and believing that such investments will yield benefits on the long term.

Supplier may not purchase any material from source not assessed and approved by BIG CHAIN.
Significance: This enables BIG CHAIN to assess the sustainability operations of the material suppliers, including material specifications, material handling, material procurement, and/or material development. To qualify to supply material to BIG CHAIN suppliers, material supplier would need to adhere to sustainability standards as developed by BIG CHAIN. This often requires a re-configuration of sub-supplier processes, implementing new procedures and training and assessing sub-supplier workforce. The training is jointly conducted by the supplier and BIG CHAIN. Sub-supplier sustainability development is not a common industry practice and requires additional resources from BIG CHAIN, which believe sustainability compliance beyond the main supplier would not be effective if development resources were not committed to support sub-suppliers.

BIG CHAIN does not rely on third parties to conduct sub-supplier assessment
Significance: BIG CHAIN assesses and audits sub-supplier directly to ensure compliance and requirements are always met. This minimizes compliance loopholes, and data manipulation. Case study data indicated that when competitors are depending on third party to provide certificates of compliance instead of investigating themselves, they are relying on a trail of paperwork that is difficult to authenticate.

BIG CHAIN and supplier jointly train and support development of sub-suppliers. 
Significance: This level of collaboration on training of sub-supplier is unique to BIG CHAIN. By engaging the supplier in training, indicates sharing of responsibilities as partners and enhancing trust, another evidence of Transformational leadership.  Furthermore, this facilitates imparting a sustainability culture down the supply chain leading to deeper compliance.


7.5 Evolution of theoretical framework in light of findings


After conducting my literature review, I concluded that collaboration, double loop learning, transformational leadership, and sub-supplier relationship are factors required to establish effective sustainability management under an overarching umbrella of strategic sustainability. The purpose of my research was to identify if there are other factors not explained in literature that could explain why some companies are more successful than others at managing their sustainability in the supply chain, or whether the difference is not in identifying new factors but in the way the already identified factors are implemented. I believe my findings have answered this question in favor of the latter. However, I also believe it is important to stress the contribution of some factors that are part of current literature but have received less attention in supply chain management than others, most notably the significance of long-term strategic objectives, the role innovation plays in sustainability management, the correlation between level of commitment and effectiveness, and the importance of a strategic fit partnership based on trust and values on sustainability development.
Figure 7.3 below shows a modification of the original theoretical framework after including factors identified in the Case Study where S= Sustainability Commitment, I= Innovation, L= Long-term strategy, in addition to the original factors of D=Double loop learning, C= Collaboration, T=Transformational leadership, (which have collectively been integrated under Partnership), and SS= Sub-supplier relationship, 
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Figure 7.4 below shows the final theoretical framework reflecting the themes derived from the case study; P=from supplier to partnership (which includes values, fit, transparency, double loop learning, collaboration, and transformational leadership), S=strong sustainability commitment, L=long term sustainability strategy, I=innovation, and SS=sub-supplier relationship.
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Figure 7.5 below illustrates the imparting of effective supply chain sustainability measures down the supply chain. The primary relationship is between the focal company and its main supplier (tier 1 supplier). The secondary relationship is between the focal organization and the sub-suppliers (tier 2 through tier n suppliers). The secondary relationship involves the tier 1 supplier as focal company’s partner in sustainability management throughout the chain. The level of commitment of sub-supplier(s) is impacted by the level of collaboration between focal company and tier one supplier.
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7.6 From derived themes to theories

After comparing my findings to existing literature, I have discussed the significance of the derived themes on sustainability performance. I have also modified my theoretical model to reflect the integration of the derived themes. In this section, I develop theories from derived themes.
In development of theories, I examined the links between the themes, and how these themes are the key elements that make up the theory. For theories to meet the required criteria, they need to provide links across the derived themes, be general enough to apply to contexts beyond this study, make specific predictions, be logical, parsimonious, and abstract.

I have summarized in table 7.1 my findings in a format that compares the practices of BIG CHAIN to common practices as they relate to 25 different measures or actions. I also connect each action to one or more of the derived themes, and I also indicate what are the potential theories that can explain, in an abstract form, the differences that are leading to better sustainability management. 

Table 7.1 Summary of BIG CHAIN supply chain sustainability practices in comparison to industry practices 

	Measure/
Action

	Related Theme
	BIG CHAIN practice
	Common practice
	Drivers behind
effective actions leading to potential theories

	Setting environmental goals
	Strong commitment
Partnership
	Setting environmental goals jointly with supplier and continuously measure progress. Set higher standards for each following year
	Request supplier to set environmental goals. Does not engage in measuring progress
	Proactively responsible


	CSR Auditing
	Strong commitment
	Auditing is conducted several times annually
	Auditing is conducted once or twice per year
	Proactively responsible

	CSR Auditing team
	Strong commitment
	Conducted by BIG CHAIN on all new suppliers
	Conducted by third party 
	Proactively responsible

	CSR Auditing level
	Strong commitment
Sub-supplier level
	Auditing extends to Sub-suppliers
	Auditing extends to supplier only
	Proactively responsible
Sub-supplier relationship


	Sourcing of material
	Strong commitment
Sub-supplier level
	Sub-supplier of material needs to be directly qualified by Big Chain 
	Requires certificate indicating that material meets standards. In most cases source of material is not clear
	Proactively responsible
Sub-supplier level


	CSR Standards
	Strong commitment
	Standards are comprehensive, covering every aspect of supply chain
	Standards are selective to certain areas
	Take direct responsibility

	CSR Compliance Responsibility
	Strong commitment
	CSR compliance is responsibility of designated CSR team plus all BIG CHAIN employees involved in any aspect of supply chain 
	CSR compliance is Responsibility of CSR designated team
	Proactively responsible


	Testing frequency 
	Strong commitment
	According to supplier, Testing frequency exceeds that of competitors
	Differs among organizations
	Take direct responsibility

	Investigate compliance at farm level
	Strong commitment
Sub-supplier 
level
	Standard practice for BIG CHAIN
	Not practiced
	Taking direct
responsibility
Sub-supplier relationship

	Legislative, lobbying
	Strong commitment
	Contributed to higher universal sustainability standards
	Legislative efforts of Big Chain competitors could not be determined from case study
	Proactively responsible
Involving organization

	Training and assessment
	Partnership
Strong commitment
	Frequent training and frequent assessment, in collaboration
	Limited training, not frequent, assessment not common
	Proactively responsible
Involving organization

	Rules and laws followed that pertain to CSR
	Strong commitment
	BIG CHAIN requires suppliers to follow its rules and specifications if local laws don’t provide enough protection for people and environment
	Follow laws of country where product is manufactured
	Proactively responsible


	Supplier selection criteria
	Partnership
	Driven by supplier capabilities, transparency, values and fit. Not driven by supplier prices
	Driven by supplier capabilities, and supplier prices
	Proactively responsible
Involving organization

	Supplier disclosure 
	Partnership
	Full disclosure and transparency are required including supplier cost and sourcing of material
	Full disclosure not required. 
	Involving organization

	Collaboration
	Partnership
	High level of Collaboration extending to all aspects of operation including new product development
	Collaboration mostly limited to required production capacity and delivery schedules
	Involving organization
Proactively responsible


	Sub-supplier training and development
	Partnership
Strong commitment
Sub-supplier
level
	Standard practice for BIG CHAIN in collaboration with supplier
	Not practiced
	Involving organization
Proactively responsible
Sub-supplier relationship

	Planning horizon
	Long term strategy
	Long term planning in collaboration with supplier
	Short term (in comparison to BIG CHAIN)
	Long term sustainability strategy


	Implementation horizon for CSR compliance
	Long term strategy
	Long term implementation horizon set jointly 
	Short term (in comparison to BIG CHAIN)
	Involving organization
Long term sustainability strategy

	Planning and technology implementation philosophy
	Long term strategy
Strong commitment
	Implementation is only applied after planning is completed and pilot programs are tested
	Planning and implementation are concurrent. Adjustments are made after implementations
	Proactively responsible
Long term strategy
innovative

	Pre-Planning production schedule
	Long term strategy


	Long pre-planning production horizon compared to industry practices
	Short pre-planning horizon in comparison to BIG CHAIN.
	Involving organization
Long term sustainability strategy

	Innovation
	Long term Innovative Solutions
	Highly dependent on innovation and technology. Involves supplier
	Could not be determined from Case Study
	Innovative sustainability strategy
Long term strategy

	Traceability 
	Innovative Solutions
Strong commitment
	Traces product to every aspect of supply chain. Traces material to specific farm.
	Traceability not practiced beyond supplier level.
	Innovative and long-term sustainability strategy


	Leadership Style
	Partnership
	Transformational
	Transactional
	Involving organization

	Learning method
	Partnership
	Double Loop
	Single Loop
	Involving organization

	Dealing with infraction during production
	Partnership
Strong commitment
	Stops production completely, will not resume until problem is corrected, and measures are taken to prevent its recurrence, this often involves additional training.
	Addresses issue without stopping production. 
	Proactively responsible
Involving organization






7.6.1 Development of Theories 


A ‘good’ theory is a statement of relationships between entities or units that clearly explains how these relationships lead to certain events(Wacker 1998). The units are constructs that could not have been observed directly. A theory is developed as a result of logically establishing the relationships between a system of variables and constructs (Wacker 1998). However, establishing a relationship is not adequate, unless the explanation behind the relationship can predict a result or outcome (Hunt 1991). The primary goal of theory is to answer the questions of why and how after having defined the variables, the who or the what (Bacharach 1989; Wacker 1998). Once explaining how the variables and constructs are related, through relationship building, the theory is established if a predictive claim could occur (Wacker 1998).
A ‘good’ theory exhibits ‘Uniqueness’ (through the definition of variables), ‘Generalizability’ (defines its domain and its limitations), ‘Parsimony’ ( simplicity), ‘Consistency’(reliability),  ‘Abstractness’ (relationship (model), building), and ‘Empirical support’(predictability)(Wacker 1998).
Theory development based on case study requires analytical conceptual research. It is a tried and trusted means for generating theory (Eisenhardt 1989; R.K. Yin 2002) requiring analytical conceptual research. In this case study, theory building required adding new insights into the common challenges experienced in supply chain sustainability by identifying variables, creating constructs, and logically developing relationships into a consistent theory (Wacker 1998) .
My case study findings culminated with themes derived from categories. After examining the themes closely in light of measures and actions taken by BIG CHAIN (table 7.1), I could identify the drivers behind these measures. These drivers are thus developed into four theories: an Involving Organization, an organization that is Proactively Responsible for all aspects of sustainability throughout the supply chain, an organization that practices Innovative Sustainability Strategy, an organization that engages in Long-Term Supply Chain Sustainability. The development of the above four theories is discussed below. 

7.6.1.1 Theory 1: The Involving Organization


Definition:  An involving organization is one that fully engages its suppliers in all aspects of Sustainability. This includes engaging suppliers in planning, implementing, training, assessing, auditing, and innovating. Involving the supplier in the organization’s sustainability supply chain strategy is also required to achieve a cultural change and develop a long-term partnership based on trust and values. As such an organization needs to be an ‘Involving Organization’ to realize effective supply chain sustainability performance 

Connecting themes to ‘Involving organization’

The theme of Partnership is connected to an Involving Organization through jointly setting goals with supplier, joint training sessions with the supplier, joint auditing of sub-suppliers, joint training of sub-suppliers, supplier selection criteria, full disclosure, transparency, collaboration, leadership style, and learning method.
The theme of Strong Sustainability Commitment is connected to an Involving Organization through setting and measuring sustainability goals, frequent training, assessment, jointly set processes for addressing infractions, setting goals that exceed industry standards, and engaging in sustainability lobbying. 
The theme of Sub-supplier Relationship is connected to an Involving Organization as follows: Direct assessment of sub-supplier, auditing at sub-supplier level, sub-supplier training, development of sub-supplier in collaboration with main supplier, and addressing needs of sub-supplier.
Given the connections discussed above, an ‘Involving Organization’ may be presented as one theory developed from the derived themes that contribute to effective supply chain sustainability performance. 
From a theoretical perspective, based on the findings, as presented in table 7.1, the theory of an Involving Organization creates a link with three of the derived themes, while meeting the definition criteria of a ‘good’ theory as follows:
The themes and the theory are well defined, the theory is defined within the context of the supply chain, it is simple to understand, it is consistent, abstract, and expected to yield similar predictions and conclusions.

7.6.1.2 Theory 2: An organization that is proactively responsible for all aspects of sustainability throughout the supply chain

Definition: An organization that is proactively responsible for all aspects of sustainability throughout the supply chain is an organization that is well informed and aware of what transpires at each tier of the chain, including the level of raw material such as the farm or forest. It also means that it is the responsibility of the organization to ensure that sustainability requirements are upheld at the various levels of the supply chain. It is also an organization that is not dependent on third parties that operate outside the direct sphere of influence of the organization, to assess sub-suppliers. It also requires an organization to be proactive in searching for better ways to protect people and planet, whether through establishing standards that exceed common practice, or through actively lobbying for better protective legislation. As such an organization needs to be proactively responsible for the entire supply chain to achieve effective supply chain CSR performance. 
Connecting themes to ‘Proactively responsible for all aspects of sustainability throughout the supply chain’
The theme of Strong Sustainability Commitment is connected to Proactively Responsible as follow:
Take responsibility of ensuring sufficient training of supplier/partner. Take ownership when evaluating and selecting suppliers and service provides. Proactive in creating the collaboration level required for effective sustainability. Proactive in setting environmental goals, take direct responsibility for reaching set goals through measured progress. Proactive in creating stronger sustainability requirements. Take responsibility for initial assessment by conducting audits at sub-supplier level directly and not through third parties.
Proactive in making compliance requirements the responsibility of all supply chain employees and not just the sustainability teams.  Proactive in lobbing legislation for better protection. Proactive in requiring the adherence to practices that provide better protection than local laws to protect people and planet. Proactively responsible to ensure comprehensive sustainability in every aspect of the supply chain.
The theme of Sub-supplier relationship is connected to Proactively Responsible as follow: Ensure sub-supplier receives necessary training in collaboration with supplier. Be responsible for auding the entire supply chain. Take direct responsibility for material being sourced for production. Take responsibility for any infraction that might occur at any level of the supply chain to ensure compliance at the lowest level of the chain, such as the level of the farm.
Similar, to an involving organization, an organization that is proactively responsible for entire supply chain sustainability may be presented as another theory developed from derived themes that contribute to effective supply chain sustainability performance.
For the purpose of describing the theory succinctly, the above statement is reduced to ‘Proactively responsible’.  
Based on the findings, as presented in table 7.1, an organization that is Proactively Responsible, is a theory developed out of two derived themes. The theory meets the criteria of a ‘good’ theory as follows:
The themes and the theory are well defined, the theory is defined within the context of the supply chain, it is simple to understand, it is consistent, abstract, and expected to yield similar predictions and conclusions. 

7.6.1.3 Theory 3: Innovative Sustainability Strategy

Definition: An Innovative sustainability strategy is an antecedent to successful management of supply chain sustainability. Strategic innovation helps align environmental and social responsibility with the organization’s business model, leading simultaneously to efficient management of all aspects of sustainability.
The theme of Strong Sustainability Commitment is connected to Innovative Sustainability Strategy as follows:
Involves supplier in technology development. Implementation of technology is only applied after planning is completed and pilot programs are tested repeatedly. 
The theme of Innovative Solutions is connected to Innovative Sustainability Strategy by creating real-time tracing technology that covers every aspect of the production process, enabling organization and supply partners to intervene during production cycles if a sustainability infringement occurs. Innovative Solutions is also connected to Innovative sustainability strategy by developing a proprietary system that furnishes all supply partners with up-to-date product and material requirements that avoids straining the production system and compromising sustainability management. Innovative Sustainability Strategy is also a theory developed out of derived themes, and it meets the criteria of a ‘good’ theory as follows:
The themes and the theory are well defined, the theory is defined within the context of the supply chain, it is simple to understand, it is consistent, abstract, and expected to yield similar predictions and conclusions.

7.6.1.4 Theory 4: Long-Term Supply Chain Sustainability strategy

Definition: An organization that invests the necessary time and effort to ensure meticulous attention to details is provided at all operational levels to secure long- lasting sustainable results. As shown earlier, there is a direct link between the theme of Long-Term Supply Chain Strategy and Long-Term Sustainability Strategy. This is demonstrated through extended pre-production scheduling, meticulous implementation horizons, and long-term training windows to enable successful transfer of knowledge, and to secure successful implementation of systems and processes where workplace compliance is well entrenched and maintained. 
Similarly, it extends to lobbying, a long-term commitment to ensure farming is protected and sustainable. The theory of Long-Term Sustainability Strategy derived out of one of the derived themes, and similar to the above theories, it is well defined within the context of the supply chain, it is simple to understand, it is consistent, abstract, and expected to yield similar predictions and conclusions.

7.7 Merging the theories.

To reduce the number of theories, the above four theories were merged into two overarching theories. This merger was based on the co-dependency between theories as demonstrated in Figure 7.6, where same theme often contributes to more than one theory. The theory of “Involving Organization” was merged with the theory of “Proactively Responsible Throughout the Supply Chain” to form the single theory of “Involving and Proactively Responsible Throughout the Supply Chain”. The theory of “Innovative sustainable strategy” was merged with the theory of “Long-term sustainability strategy” to form a single theory of “Long-Term and Innovative Supply Chain Sustainability Strategy”. After the merger, to avoid any confusion, the former four theories were re-classified as sub-theories as illustrated in Figure 7.6.
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Figure 7.6: The merging of theories from sub-theories that were developed from derived themes. 

7.8 Conclusion

My research findings do not contradict existing literature, and it could be argued that the five derived themes; partnership, long term strategy, sustainability commitment, innovation, and sub-supplier relationship are part of existing supply chain sustainability literature.
As an example, it could be argued that effective partnership would require collaboration, double loop learning and transformational leadership. The reverse is also true. It could also be argued that long-term planning could be considered part of collaboration. Innovation also requires collaboration and effective transfer of knowledge, which is partly achieved through double loop learning. Similarly, it could be claimed that transformational leadership will enhance trust and values leading to a higher level of commitment to CSR. From this perspective it could be stated that no new factors have been uncovered through the Case Study, and that a missing unidentified factor that is clearly distinctive from existing literature could not be strongly established. However, I argue that what has been clearly established is the manner in which a company (that fully integrated sustainability into its operating model), manages its supply chain contributes significantly to sustainability effectiveness. This was not revealed in existing literature. Although the case study may not have revealed a clearly distinctive factor that leads to sustainability effectiveness, it did reveal a level of involvement, proactive responsibility, and long-term sustainability strategy throughout its supply chain that exceed the levels of its competitors as demonstrated through the findings. As discussed earlier, it is very difficult to measure and quantify levels of responsibility or levels of commitment objectively. Fortunately, the Case Study was able to demonstrate multiple effective sustainability measures that are practiced by BIG CHAIN but not by its competitors. Furthermore, through the Case Study research, I indicate in section 7.3 the significance of the differences between BIG CHAIN and competitors and the impact of the differences on sustainability effectiveness. In table 7.1, I show that the factors that cause an organization to be more effective in practice than others are driven by involving all suppliers, being proactively responsible for entire supply chain sustainability and by engaging in meticulous long term-planning while incorporating innovative technologies. Based on the above, a claim can be made that what differentiates organizations lies in their level of involving suppliers, proactive responsibility, long-term vision, and their technical innovation. As discussed earlier, involvement indicates the willingness of an organization to include all the supply chain entities into the planning and management of its supply chain. And proactively responsible means the willingness of an organization to take direct responsibility for sustainability through every aspect of the supply chain. Long term sustainable strategy requires long term planning and taking little steps at a time while making necessary adjustment to reach desired objectives. Innovative sustainability strategy requires constantly searching for innovative solutions to streamline and improve operations. This case study has revealed that engaging in similar activates do not necessarily produce similar results. There is a clear difference between engaging in responsible practices based on the need to satisfy bureaucratic requirements, and engaging in responsible practices based on a genuine commitment for people and planet. The theoretical contribution of this research suggests that effective sustainability management requires an organization to involve suppliers while being proactively responsible and engage in long term sustainable strategy while being innovative.
In the next and final chapter, I summarize how the research question has been addressed.  I reflect on the research and the findings. I discuss the limitations of this research and the challenges encountered that led to restriction on
 data collection. I also make recommendations for future research, some of which are based on areas revealed as a result of this research.  And finally, I summarize the contribution made by this case study to existing literature, and I also discuss implications for practice.
Chapter 7: Discussion


Chapter 8
 Conclusion

8.1 Answering the research question

The aim of this research was to investigate how a global organization with an effective supply chain sustainability management makes, implements, and manages its decisions throughout the supply chain. As such my research question was phrased as follows:
How do organizations succeed in effectively managing sustainability in their supply chain.
The interest in this question was prompted by the fact that a minority of organizations have been successful at managing sustainability challenges while the majority, with access to similar resources, and operating under similar conditions, have not. Since existing literature states clearly what effective supply chain sustainability requires, why the considerable difference in performance, what is missing. To answer the research question, I conducted a case study on an organization renowned to have been more effective at the management of its sustainability than its competitors. The case study was focused on investigating how supply chain decision are made and implemented at each segment of the chain. This was achieved by tracing a product, a Jute carpet, through its entire supply chain phases, which covered concept design and development, Jute farming, raw Jute acquisition, Jute spinning, Jute rug manufacturing and finally shipping of finished product, the Jute rug. My research involved collecting data throughout the chain by conducting semi-structured interviews, analyzing public and internal documents, and engaging in limited observations. 
A coding process was applied to the data by creating codes that lead to categories of which five themes were derived: Partnership, Innovations, Sustainability Commitment, Long Term planning, and Sub-supplier relationship. My findings provided answers to my research question by supporting existing literature and by contributing to it. Supporting existing literation on the factors that lead to effective sustainability management, Partnership, Innovations, Commitment, Long Term Planning, and Sub-supplier Relationship. And contributing to existing literature by showing a difference in how the above factors are applied. There was a difference in the measures and actions taken by BIG CHAIN when compared to measures and actions taken by their competitors which were based on common practices. This difference led to more efficient sustainability management. The effective measures practiced by the organization, were driven by four theoretical factors, first; by a supplier-involving approach to sustainability where all chain supply partners and stakeholders are involved in the decision-making and implementation processes, second; by being a proactively responsible organization throughout the supply chain, third; by engaging in long-term sustainable strategy, and fourth; by implementing innovative sustainability strategy. The theories were able to provide links across the derived themes, are general enough to be applicable to contexts beyond this study, are able to make specific predictions on sustainability effectiveness, and are logical, parsimonious, and abstract.
The four theories were reclassified as sub-theories that were merged to form two encompassing theories that may be stated as ‘Involving and Proactively Responsible’ and ‘Long-term and Innovative Supply Chain Sustainability strategy’. Thus, the summary answer to the research question is; Organizations succeed in effectively managing sustainability in their supply chain by being involving, proactively responsible throughout chain and by implementing long-term and innovative strategies.
The early stages of building theory out of the findings continued to point to the level of sustainability commitment as the differentiating factor among organizations. It is difficult to argue against this notion because the difference in applying identified measures can be attributed to a different level of commitment. As an example, if we consider collaboration as an influencing factor applied by most organizations, we notice that the difference in effectiveness is driven by the level of collaboration exercised by different companies, and to what level throughout supply chain an organization engages in collaboration (the limits of existing literature). Similarly, as my findings indicated, it is the level of engagement across all factors investigated that determined effectiveness. A different level of collaboration, or testing, or deep auditing at (sub-supplier levels) or training, among other practices, require additional cost, which translates into higher commitment. The concept of commitment, as valid as it is, is not tangible from, both, a theoretical or practical perspective. On the other hand, the theoretical proposition that effective sustainability requires proactive responsibility throughout the chain is abstract but tangible with boundary conditions. Proactively responsible means an organization needs to ensure that sustainability requirements are comprehensive and are upheld at every aspect of the supply chain. As such, any infringement, violation, or mishap is the responsibility of the organization and not the responsibility of any other entity within the chain irrespective how removed this entity is from the focal organization. By creating these boundaries, it becomes less important how much commitment is stated. The same can be attributed to an organization that is fully involving. A theoretical proposition that is also tangible with boundary conditions yet abstract. Being involving means including all suppliers in the development and implementation of sustainable measures, which according to the findings, led suppliers to take ownership in sustainability management and in its propagation. Similarly, the same applies to an organization that engages in Long-term sustainability strategy, another theoretical proposition that is tangible with boundary conditions yet abstract. Long term vision and implementation strategy provides the windows necessary for effective transfer of knowledge, for creating a sustainable cultural change, and for developing partnerships based on trust. Finally employing an innovative sustainable strategy is also a theoretical proposition that is also tangible with boundary conditions yet abstract. Innovative solutions lead to streamlined processes, supporting the well-being of business, environment, and people.

8.2 Reflecting on the research findings

The purpose of embarking on research where a product is followed throughout the supply chain was to gain knowledge on how different organizations within the chain manage sustainability, and to examine how deep through the chain is sustainability effectively upheld. 
BIG CHAIN was successful at transforming the culture at different depths of the chain and creating a strong collaborative environment that contributed to effectiveness. However, this culture was less evident or pronounced the further removed the sub-supplier was from BIG CHAIN. My findings suggest a strong connection to the organization up to three supplier tiers. As an example, the packaging material sub-supplier, had well integrated BIG CHAIN’s requirements into their operations. The findings reflected a solid knowledge of BIG CHAIN’s specifications and expectations. The same conclusion was reached when I evaluated another sub-supplier, the Jute mill, where raw Jute is spun into yarn. Data also showed a strong sense of commitment by Jute mill to BIG CHAIN’s requirements. Similarly, supplier of packaging material indicated a strong adherence to BIG CHAIN environmental requirements that extended to the forest where trees were felled. However, at the Jute farm level it was difficult to ascertain through the data to what extent sustainability was upheld and observed. 
Another limitation is the direct result of BIG CHAIN’s sustainability strategy itself.  It was expressed by some interviewees that BIG CHAINS requirements are sometimes disruptive and ‘an overkill’. This was revealed during some interviews where respondents felt that excessive testing is often disruptive, without adding much value. Another limitation is manifested in BIG CHAIN’s new supplier assessment process. Many suppliers when faced with the daunting task of BIG CHAIN sustainability requirements, they decline to engage with BIG CHAIN out of uncertainty and out of concern about failing to need milestone requirement. Data showed that this limitation limits the pool of supplier available, capable, and willing to work with BIG CHAIN. Owner of Jute carpet factory, in this case study, pondered on whether they should work with BIG CHAIN and described his initial decision as ‘taking a risk’. Other suppliers might shun away from taking such a risk. The carpet factory was already well established as a manufacturer when approached by BIG CHAIN, and yet they expressed reservations. The motivating factor to take the risk was the volume of business promised by BIG CHAIN. This would eliminate smaller, less established manufacturers, which represent the overwhelming majority in Southeast Asia, from the benefit of engaging with companies such as BIG CHAIN, and most importantly from gaining a sustainability transfer of knowledge. This leaves the majority of suppliers outside the realm of a sustainable supply chain. Another limitation is lack of enough flexibility during unusual or extenuating circumstances. When factory workers requested to work more than the allowable number of excess weekly hours, as stated by BIG CHAIN, to make up for weeks of factory closures due to Covid-19, BIG CHAIN declined. They stated their concern for the physical and mental well-being of workers. The workers were not pleased, additional over time means double pay, and it was only for a short window. While BIG CHAIN’s intentions and reasons are admirable, I believe there was a cultural disconnect. At least in this scenario, BIG CHAIN was imposing a western culture, without giving enough weight to the economic well-being of the factory workers. BIG CHAIN’s argument was that workers are compensated well enough, better than other factories, with better working conditions, and the need of excessive working hours was not necessary. This may be true, but BIG CHAIN could have lost sight of the fact that is most southeastern cultures workers support entire families and occasionally extended families.  Unlike the Western world, unemployment rates are high and government aid or support is almost non-existent. 
Another limitation is measuring the extent of sustainability variance. Despite potential variances in the levels of adherence to BIG CHAIN requirements, it was difficult to measure, through the findings, the extent of these variances. 
On a positive note, a reasonably common sustainability culture was rooted across several suppliers and sub-suppliers. It was evident that this cultural shift took a high level of commitment and several years of collaboration to develop. 
When I mapped, with the collaboration of BIG CHAIN, the supply chain of a specific product, the Jute carpet, with all its suppliers and sub-suppliers, I was not aware that these suppliers and several sub-suppliers were also providing products and services to competitors of BIG CHAIN.  This discovery had enriched my data substantially, because it allowed me, specially through my semi structured interviews, to question the suppliers in common; how sustainability management of BIG CHAIN compared to its competitors. How are they similar and how do they differ. Comparisons became defining questions for each interview. 
By showing substantial differences between BIG CHAIN management and others, and how these differences translated into levels of effectiveness, it became easier to explicitly show the contribution of this research to existing literature. Despite the contribution of the comparative data, it will not be accurate, or fair, to claim that this research was a comparative study across different competitors. Firstly, unlike BIG CHAIN, I did not interview any of the competitors or any of their affiliates across the chain. Secondly, I never obtained or reviewed any of the competitors’ internal documents, as was the case with BIG CHAIN. And thirdly, triangulation could not have been performed to compare different data sources and methods. This resulted in limited convergences of information that pertain to competitors. As such, unlike BIG CHAIN, it cannot be claimed that a comprehensive understanding of any competitor’s phenomena was established.
The richness of data has exceeded expectations. I was concerned with the level of cooperation I would receive from suppliers in general, and from sub-suppliers, in particular across the chain, specially that participation in interviews was voluntary for all organizations and affiliates. BIG CHAIN has introduced me to their affiliates in Southeast Asia, the manufacturer of the Jute rug (main supplier), and to the ocean freight company that ships the products. I have connected with other entities within the supply chain independently of BIG CHAIN.
Another concern was the level of supply chain penetration. I was fortunate to have been able to reach the farm level. As a result, I was able to cover the supply chain cycle from farming to shipping of finished product. 
Another interesting reflection is observing first-hand the impact of BIG CHAIN’s culture on the supply chain. Organizations within the chain, including those not introduced by BIG CHAIN, have welcomed my research with openness and transparency, and have provided whatever accommodation I required to facilitate my work. I also noted, when interviewing employees, irrespective of their function or position, a high degree of directness, in some cases almost to a fault, revealing confidential information that I had to treat delicately. 
Although the richness of data varied across the chain, (as mentioned earlier, that the information obtained deeper into the chain was narrower in comparison to immediate sub-suppliers) the findings supported similar conclusion. Realizing the complexity and challenges of global supply chains that span across different countries, norms, and cultures, I was expecting a higher level of variance in sustainability management than my findings indicated. What was specifically interesting was the influence of BIG CHAIN’s culture across the supply chain. This was not expected.

8.3 Limitations

I originally planned to travel to conduct interviews with CSR executives, product development, and product management teams, and division leaders responsible for the supply chain management of BIG CHAIN. I was also planning to travel to meet with BIG CHAIN’s regional and country-based offices in addition to company affiliates and logistics group. On the supplier side, I was planning to meet with multi-tier suppliers at their respective locations.
In April 2019, I had my first meeting with sustainability executive and secured the company’s cooperation. In December 2019, I was able to meet with sustainability executives at one of the company’s offices. In January 2020, I met with division leaders including product development, product management and Supply Chain CSR teams at company’s corporate headquarters. I obtained full clearance form BIG CHAIN to interview their subsidiaries, suppliers and all their sub-suppliers involved in the supply of product. My trip to Southeast Asia was planned, and meetings were set for April 2020. By end of March 2020 my trip was cancelled due to Covid 19.  After waiting for several months, it became clear that my trip was not going to materialize. Factories were shut due to global lockdowns, and even when operations resumed, they were frequently disrupted.  This was a major setback for my research. As a result, my data collection method relied mostly on semi-structured interviews conducted over zoom, and some limited cases over the phone. First online interview took place in November 2020. The data collection process was suspended several times due reoccurring factory shutdowns impacted by new Covid 19 outbreaks. As a result, data collection process continued into early 2022. My original plan included spending time at each supplier and sub-supplier location, conducting interviews in person, and observing the process, in addition to visiting a farm where Jute is grown. Observation was a key component of my research that would have enabled me to correlate relevant information with other data obtained. Unfortunately, under Covid 19, observations were very limited. Furthermore, I was planning to evaluate documents that are maintained at supplier location as they pertain to CSR management through the production process. Specifically historical records that document cases related to CSR infringements or challenges, and how they were resolved. Instead, I had to rely on interviews for such information that may or may not be equally comprehensive. These documents would have contributed substantially to my secondary data. Suppliers and sub-suppliers did share a significant amount of internal documents (through zoom screen sharing or via email).  But I believe having been able to follow my original plan by visiting and spending several days at each location, my data would have been more comprehensive and likely more revealing. 
Another limitation was related to internal documents. I was provided with documents that describe, to a high level of detail, the production processes, planning process, sustainability management, and objectives, among others. These documents included a roadmap indicating how objectives are set, measured, and reached. Unfortunately, due to the confidential and proprietary nature of these documents, I did not include them as illustrations or exhibits in this study, nor was I able to discuss their content in detail. As an example, my findings indicated that environmental objectives are set and measured without revealing the uniqueness or detail of the process as illustrated in internal documents. Another example is a detailed description with flow charts of the production processes showing how CSR is integrated and measured throughout the process. These documents further accentuate the difference between BIG CHAIN CSR management in comparison to common practice. Instead, I included a general exhibit that illustrates the production process (figure 5.6) and testing frequency at a very general level. As such, when describing the measures and actions taken, I had provided an account with a very general perspective. Another example was describing the actions taken by BIG CHAIN and supplier when an infringement is detected that have a CSR implication. In my findings I mention that supplier is required to halt production and evaluate the issue. I discuss that once the problem is identified, a collaborative solution including BIG CHAIN and supplier is implemented in a manner that reduces the possibility of the problem’s reoccurrence. This often involves retraining or instituting additional measures causing a disruption in operations since production may not resume until the above steps are fully implemented. Unfortunately, also for proprietary reasons, I could not disclose the intricacies and detail of this collaborative process, nor use an actual example that would have illustrated how the situation was managed when an issue was uncovered.  My findings also revealed that some competitors of BIG CHAIN were more focused on sustainability management pertaining to workers issues, and to a much lesser degree on environmental issues. The data did not indicate the reasons behind this selective focus. I believe this could be the result of a corporate directive that require most resources to be applied to areas that could be most damaging to the company reputation capital. Areas, in the event of a flagrant violation, that are likely to result in negative publicity or cause damage to the brand. Based on historical data of supply chains involving textile manufacturing in southeast Asia, common volatile areas that have attracted strong public condemnation involved, child labor, hazardous working conditions, excruciating working hours, and deplorable living conditions. Alternatively, by way of example, little public outrage is generated as the result of an organization’s failure to reduce its carbon footprint, or for not verifying the source of its raw material, or for not following proper tree felling procedures. As such, selective sustainability is a strategy that enables an organization to reduce its costs without exposing itself to damaging public denunciation. These organizations can satisfy environmental requirements by simply following bureaucratic procedures, such as relying on third parties for paper trails or certifications that are not usually verified for authenticity. This would not apply to all industries. The extractive industry for example, is highly impacted by environmental disasters as was the case with Shell oil in Nigeria, and Exxon’s Valdez (chapter 2). In summary, these are my own reflections on this finding. I think it will be informative for research to investigate why some leading organizations pay less attention to the environment than expected. This might reveal additional factors not currently covered by existing literature. 

8.4 Suggestions for future research 

The gap in CSR supply chain performance among global multinationals remains significant. This research contributed to a better understanding of this gap through researching CSR management throughout the supply chain of a specific product.
Through this case study, I was able to identify other areas for future research that will also enhance our knowledge of supply chain CSR. Below are several recommendations:
Conducting similar case studies for different organization through their supply chain. This would provide an understanding of the drivers behind the decision process of different organizations. It will also enable researcher to compare different supply chain verticals. Another comparative study could investigate how the country culture of global organizations shapes CSR commitment.  While the findings of this study suggested a strong relationship between level of CSR responsibility and CSR effectiveness, it did not investigate what factors cause different cultures to have a different level of CSR responsibility  While existing literature is rich on the impact of culture on CSR performance, (Thanetsunthorn 2015). (Wang and Juslin 2009), (Graafland and Noorderhaven 2018),(Hofstede 2011) literature is scares on factors that lead nations or communities to develop a culture that is sensitive towards CSR. Another interesting research is why different forms of capitalism impact CSR differently.  A research paper I coauthored showed that different forms of capitalism have different effects on CSR performance (Konzelmann et al. 2005). As a follow up to this study, I recommend investigating the drivers that lead different forms of capitalism to perform differently.  Another area for investigation is a comparative study of the impact of different organizational cultures on CSR (Ubius and Alas 2009), or whether a CSR effectiveness variance exist when comparing public to private entities. 
Another useful research is investigating the process of production itself, how to effectively integrate CSR into the various processes of the supply chain. While my findings suggested actions and measures that positively impacted CSR across the supply chain, I did not disclose proprietary operational practices that I was exposed to as I indicated under ‘limitations’ above.  I do understand that the proprietary nature of some of these processes render them difficult to investigate. To mediate this factor, I recommend for a researcher to focus on a particular aspect of production and not on entire production system, but to also include all CSR activities that occurs at that particular interval. These activities may include collaboration, training, safety, employee well-being, environmental impact, auditing, and testing among others. Such research would be more surgical in nature. It requires a thorough understanding of the production activity itself. By way of comparison, while my research penetrated deeply into the supply chain, it was horizontal in nature by virtue of investigating CSR across an entire chain. The surgical approach of investigating a sub-segment of a single supplier process would provide invaluable data on the micro-management of CSR.
Another interesting research would be investigating a single CSR influencing factor, another surgical approach. This will result in a better understanding of how a single factor can be applied to produce better CSR results.  As an example, my findings supported existing literature on the impact of training on CSR effectiveness. By conducting research specific to CSR training in the supply chain, we will be able to better analyze different training methods across the chain and compare their impact. The same could apply to other factors such as assessment, or addressing supplier needs.
Another area of interest is researching different technologies similar organizations have implemented that impact CSR. This could range from tracking systems to real time portals, to scheduling systems, to early detection of process inefficiencies, to preventive maintenance through live analytics and AI (Antosz, Pasko, and Gola 2020).
There are several studies that address the impact of CSR in the supply chain on financial performance. It will be interesting to investigate if different levels of CSR vesting contribute to different levels of financial performance. As an example, a study that would investigate the difference in performance between organizations who invested in supplier facilities versus those that have not. 

8.5 Two key research areas of personal interest

A-Global standardization of sustainability practices. Unfortunately, most sustainability management practices are set by focal organizations. These practices range from being exclusively and fully developed by the focal organization to practices that are a combination of standards developed by the industry, consultancies, NGOs, IGOs, or are the result of legislation that differs across countries. There are numerous recommendation and guidelines for industry, but there is no global standard for organizations to follow, which as discussed, causes organization to ‘cherry pick’ to serve their purpose while reducing their cost.  The lack of homogeneity in sustainability standards among organizations is contributing to a large variance in sustainability performance. As a first step, I think it is important to analyze different CSR or sustainability standards in current practice. I have not been able to identify through my literature research a comparative analysis of the impact of different standards on sustainability, nor the explicit reasons behind an organization’s selected sustainability criteria. By addressing these questions, we will have a better understanding of organizations that are searching for a minimum criterion to follow, as long as it meets bureaucratic requirements, versus those interested in standards that lead to better sustainability effectiveness.  As an example, some organizations claim they uphold requirements by following all local laws, whereas other organizations reject standards that are products of local laws on the basis that they don’t provide enough protection for people and planet. 
Once this analysis is complete, as a second step, the effective practices extracted from this analysis may be merged to create global sustainability management standards.  A third step is to involve sustainability consultants, practitioners, and scholars, to create long-term implementation and assessment procedures that have proven to be applicable and transferrable. 
B-Impact of work sustainability culture on the community.  Another Area of interest was a direct result of my study. The Case study findings revealed how sustainability training have contributed to a cultural shift impacting the community beyond the workplace.  Two independent interviews showed how factory workers are sharing their newly acquired knowledge about ‘human rights’ and ‘workers rights’ in their villages, and, as a result, unwittingly are creating change within their micro-communities. One particular respondent has become her village’s reference on how women should be treated by their spouses. I did not encounter any literature on this topic. Workers in villages with limited exposure to the outside world, have embraced technological changes such as electronics, and cell phones, but have maintained their cultural and family norms preserving a static social structure (W. Wagner et al. 2000). As such, a new sustainable culture is unlikely to take hold in a culturally static environment unless change is created by the community itself. A large number of multinationals concerned about sustainably in their supply chain, are collaborating, albeit to different degrees, with suppliers to ensure that workers are constantly receiving sustainability training and getting exposed to the gamut of social and environmental responsibility.  These workers, especially where focal companies have proved to be sustainability role models, are undergoing a cultural change themselves. As such they become agents of change within their own communities. Researching the transfer of a sustainability driven culture from the workplace to the local community, within static social structures, is a topic that, to the best of my knowledge, has not been explored before.

8.6 Research Contribution

The fact that this research was able to support the sustainability conduce factors identified in existing literature, is not a significant contribution. The major contribution lies in how these factors are applied through the supply chain.  Underneath these factors different standards may apply to sustainability measures. Some standards allow for the measures to be conducted in line with common practice, resulting in a certain level of effectiveness, whereas other standards require that measures to be conducted differently resulting in different levels of effectiveness.  This research identified the difference in standards and measures that contributed to a higher level of sustainability effectiveness. As an example, training was identified as a factor necessary for sustainability effectiveness, a factor identified in existing literature, but not all trainings are equal. There are different standards for training that contribute to different results. The same applies to collaboration, another factor required for effective sustainability that also support existing literature. But as the findings indicated, there are different degrees and levels to collaboration not discussed in literature that impact sustainability differently. The more involving collaboration is, the more effective is sustainability. The same conclusion applied to the rest of the identified factors. Equally significant was identifying the drivers that lead organizations to set higher standards; the desire to take full responsibility throughout the chain, and the desire to be involving, the willingness to include supply chain stakeholders into the planning and management process. In summary, in addition to the theoretical contributions, the findings of this research support the following conclusions: Bureaucratic compliance will lead to limited sustainability effectiveness. Successful sustainability requires an organization to be fully responsible and involving, create innovative solutions with a genuine long-term commitment in order for the changes to get strongly rooted into the operation and culture of the supply chain. Selective sustainability does not lead to effective results across all components when many sustainability components are not covered. Effective sustainability requires far-reaching engagement with all aspects and levels of the supply chain. It should also be dynamic and evolutionary, as public awareness grows so does sustainability expectations. 
In closing, I believe this study may also act as a resource for future research.  The richness of the data may benefit a wide spectrum of sustainability researchers and consultants.

8.7 Implications for practice

The findings of this research have implications that could benefit supply chain sustainability management. Practitioners, through this study, have access to data that describe measures that have been proven to be more effective in management than common practice. There are no reasons to believe that most of these measures cannot be replicated by others. Given the comprehensive practices of BIG CHAIN, practitioners may be able to compare and contrast across a wide spectrum of categories. By doing so, organizations may be able to identify gaps in their sustainability management that could be addressed differently. 
However, even if industry practitioners believe the findings to be revealing, it is not realistic to expect organizations accustomed to a specific business culture to integrate measures that are foreign to its culture or common practices. For an organization to benefit from the research findings, the existing cultural gap between an organization such as BIG CHAIN and other focal organizations should be reduced. In other words, the narrower the gap the higher the likelihood of effectiveness. Many organizations have adopted “on job learning approach” which subscribes to the colloquial notion “if not broken don’t fix it”. Or practicing sustainability at the minimum bureaucratic level necessary, instead of developing and implementing a vigorous approach based on comprehensive preventive, and long-lasting measures. Industry  practitioners should be willing to embark on a strategic transformational change (Nussbaumer and Merkley 2010). There are several models for change management that are implemented by various industries such as those developed by Adkar, Lewin and Kotter (Kotter 1999; Bekmukhambetova 2021), (Galli 2019).  Irrespective of the model, an organization would need to utilize the services of organizational change consultants. This would entail creating a new organizational structure designed to facilitate a cultural change with leadership teams to manage transition. There are two general schools of thought involving transformational change;  continuous change (Weick and Quinn 1999), and episodic change (Buchanan et al. 2005). However, given what I have learnt from this research, the change process should be incremental, implemented in small steps over a long horizon while progress is continuously measured. Different sustainability initiatives within an organization can run in parallel based on the same incremental, small step long-term approach, which the case study has shown to be effective. 
On the short term, CSR is costly and disruptive. On the long term, if managed efficiently, according to existing literature, it will most likely benefit all stakeholders, providing both, financial benefits, and reputational capital. However, prior to engaging in any organizational change, corporate executives need to transform shareholders expectations from a short term to a long-term perspective by highlighting the long-term benefits. 
Another important finding is for organizations to cover all aspects of sustainability throughout their operations. This is a daunting task, but it could be managed through incremental steps. An organization can allocate implementation priorities but should eventually cover the entire spectrum if they are to create a sustainable, reduced-risk eco-system. Targeting exclusively the “low hanging threat” and ignoring others, will always be a risk. Sustainability needs to be comprehensive and dynamic. It should be able to evolve to keep pace with the growing awareness and expectations of society.
And finally, most global organizations, produce impressive annual sustainability reports, where they claim to be in control of compliance within their supply chains. This is not accurate, from the perspective of the research findings. Being in control can only be achieved when an organization takes direct control of every aspect of the supply chain starting with raw material at the farm level. Relying on third party certificates that are difficult to authenticate is one of the most common circumvention schemes. As an example, a massive scandal related to Egyptian Cotton products unfolded when one of the largest manufacturers of cotton textiles in the world, Welspun India, was accused of intentionally false labeling its cotton products. This has caused some of the largest bedding retailers; Wal-Mart, Bed Bath and Beyond, and Target to remove huge amounts of beddings off their shelves. To further compound the problem, in May 2019, a NY federal judge rightfully blamed the retailers by saying the following:
“Walmart Inc, Target Corp and Bed Bath & Beyond Inc must face a lawsuit claiming they sold linens that were falsely labeled “100% Egyptian Cotton” despite being suspicious of their origin.” (https://www.reuters.com/article/us-cotton-lawsuits/walmart-target-bed-bath-must-face-lawsuit) [footnoteRef:7] [7:  Source: (https://www.reuters.com/article/us-cotton-lawsuits/walmart-target-bed-bath-must-face-lawsuit)] 

This problem could have been easily averted had the above multinational conglomerates tested the products at the factory floor, a basic required practice for Big Chain. This incident is a classic demonstration of the consequences organizations may suffer when practicing selective CSR. What this incident also revealed is the non-alignment of values between supplier and buyers.
In summary, based on what I have learnt as a result of this study, practitioners who are genuinely interested in effective CSR management, should consider the following steps:
First: Executives need to work on changing shareholders perspectives from short-term expectations to long-term by highlighting benefits and by clearly communicating the high cost of non-compliance scandals as per example above.
Second: Commit to a strategic transformational change for the organization first before attempting to change the mindset of suppliers. Transformation of culture is necessary to facilitate the integration of an efficient sustainable strategy. 
Third: cover all aspects of sustainability, by creating incremental changes and continuously measuring progress. Involve suppliers, this requires the cultivation of partners, and a high level of collaboration. 
Fourth: Take full responsibility for entire chain and take direct control through every aspect of the supply starting at the raw material level, such as the farm, or forest. This process can be enhanced with innovative technology.
Fifth: Be patient and develop a long-term perspective. Cultural transformation to align values is a long-term commitment. Initiatives require persistence with detailed attention to be effective.

8.8 Final note
On a personal level, this research helped me realize the global power and reach of multinational organizations. And how their influence can contribute to bridging cultures from different corners of the world to collectively protect people and planet. These organizations, should they wish, have the ability to change the world from what it is to what it can be. This research journey has been invaluable at multiple levels. It was truly an experience that extended beyond acquiring knowledge, it contributed to my growth as a human being.

Chapter 8: Conclusion

Appendix A

Code Book

	Code 
	Description 
	Exemplary quotes  

	Invest in CSR and CSR lobbying for higher standards

	Allocate major resources for a better planet, work not always visible to consumers
	Not, and the thing is, I mean what we say is that we follow the hardest requirements in, you know if we look worldwide in the Mac market. Great if US have super tough standards on this. That's what we will follow. So, we are very hard on ourselves. Sometimes too hard because then we put BIG CHAIN requirements on. You know that could be super hard. Use it, there are more. 

BIG CHAIN requirements just from, for example, looking at our requirements when it comes to wood and felling and it's usually much higher than all standings. 

This is a continuous process. And, we have to maintain all of these things and we have to report to BIG CHAIN regularly, but in other buyer, for example, with, uh, COMPETITOR 2, Uh, there are some tools in their supplier portal, and they are audited by a third-party company. Sometimes they visit us, but this is not as strict and requirement not like BIG CHAIN. 
So originally this SSI (supplier sustainability index) was established based on BIG CHAIN needs and, when other companies’ requirement comes to us, they realize that SSI is also fulfilling their requirement as well. So, they just stick with the one SSI. COMPETITOR 2 have good requirements but not as strong as BIG CHAIN requirements. 
These are several certificates, that are provided by the third-party auditor company. And, we have all the certifications of approval by the third-party company, and we see the outstanding result which is Grade A in all the category. This is good enough for the other customers, but not for BIG CHAIN. From BIG CHAIN point of view, they don’t believe the certification, or these audit programs are as strong as theirs. BIG CHAIN has their own standards, very detailed, they are known as Requirements, and they keep on improving it every year. We are the gold platinum supplier for COMPETITOR 2, but this is not completely fulfilling for BIG CHAIN. And, we have the lead platinum certification also, which means green building certification. BIG CHAIN has seven lead platinum certified factory out of 10 in the world. And in BIG CHAIN we see the highest, number in this category, in lead platinum certification category, but this doesn't mean anything to BIG CHAIN because they have their own standard. 
COMPETITOR 2 have their own standard, good standards, and, they have COMPETITOR 2 BIG CHAIN team, which has a compliance team who frequently audits to secure COMPETITOR 2 code and conduct is followed. 
although there is a significant difference in COMPETITOR 2 standard and Requirements standard, but in a sense, they are quite similar. They all talk about the worker safety, worker benefit, with his medical, medical facility, factory facility, they're all conscious about the planet. But the differences are that BIG CHAIN always focus to the supplier to maintain all these, all the time, everywhere in all activities and throughout every process. So, that their code of conduct doesn't fail any time. 
BIG CHAIN CSR standards must be secured 24/7, 365 days a year. If any moment, we feel that there is a possibility of failure, we immediately inform BIG CHAIN and take the corrective action before it even happens. But for the other retailers, this is not as strict, they have the frequent visits, to check that everything is okay. They do one audit every six months, or sometimes once a year to see that that things are fine. CSR is not something they try to control around the clock. This is basically the difference. COMPETITOR 1 has good requirements but not as strong as BIG CHAIN requirements
Requirements has a standard based on the 4 parameters on BIG CHAIN side. There is a business team, on BIG CHAIN side. They are one business developer, the supply planner, the production engineer, and the sustainability person. So, we have the same team, on the opposite on our side, our side as well. This 4-person team is actually part of the parameter where number one is price, number two is the quality and number three availability, and the number four is the most important part that is the sustainability. So BIG CHAIN sustainability things are caring about people and planet, the people, part, the people who are involved to produce this and the people who will use it, and the people who has supplied it and the people who are in the community surrounding area of the manufacturing area. So everywhere the people and people things are covered by the local law. This is the labor law. This is the factory law. This part will cover by the local law and factory law. but BIG CHAIN requirements exceed the law and have some more things on it. 
We many times get into some trouble because we put our requirement so high that we limit ourselves. Sometimes we don’t think other standards are good enough to protect people and planet

All the cotton in BIG CHAIN products now comes from more sustainable sources. Most of other companies have not even starting their journeys then, and that's our commitment, a public commitment, and we live and die with that commitment. Now we know the farms that are supplying our world not just our suppliers because now it's traceable. We have all the management systems in place.

we sent people to the farm. We have guidelines of how the animals should be treated. I mean, it's years of hard work and conversations with farming industry and governments, and researchers and many people. And this is only the wool examples, we have many situations like this with other places and other raw material.

There is today a better cotton initiative, a global initiative to protect planet and people that was actually created by IK. 
It's mind-blowing when you start to see all the work done behind the scenes for a better planet, and maybe the question would be how much of this goes all the way to the customer, most of the time customers aren’t aware of all the work behind the scenes, but it's massive, the investments. 
So now we are piloting, you know, with one of the leading organizations to create a kind of a specification or standard for herding, herding of sheep. We are becoming industry researchers to make things better for farms and the amount of people in BIG CHAIN working for a better planet.
We’re looking very much into the health aspect of poor air pollution or water quality. Although it looks different locally. It is a global problem, and it's something we need to mobilize on a global scale

	Frequent Audits, ensure compliance

CSR process support
CSR training
	Audits and the compliance team ensure continuance, commitment to CSR people, and the planet more important than cost.
	According to BIG CHAIN guideline, some raw material we cannot get from some specific country because the way they produce and trade raw material is not good for people and planet, so even if cheaper we cannot get.
BIG CHAIN training is a very detail oriented. We must get tested, even on our own training, verbally and in writing. We are always assessed to show what we have learned. It is like learning and getting tested, learning, and getting tested.
So, we create those conditions with them. Then the third component comes in the business operation, so you don't fall back, and they don't fall back, we have a compliance team, we have a third-party audits and things like that to make sure that, compliance is continuous. 
It's a commitment in terms of environmental and social responsibility((P21))


	Benefit to all stakeholders
	The benefit to all involved, supplier, people and planet, community, and other stakeholder
	We always show the suppliers the long-term benefits of CSR compliance and why we do it. And how supplier in particular benefits, their workers, BIG CHAIN as well, and how together we are always working to benefit community and environment as well, whatever we are working on.
So, on this kind of tabs or level and not make it across to the pair and the thing is when we did that solution and we made it possible we could earn money, the supplier could earn money. And make it a curtain. It was like a win, and we utilized their production that was already there in in large to large. It's done, and then of course they needed to 

	Carbon neutral, decrease footprint

Innovation
	Carbon neutral by 2030, logistics operations, emission reduction required, climate change, value system, climate footprint part of requirements 
	changes climate change challenge that we are having now, so climate footprint I'm talking about is talking about BIG CHAIN, because for us, it is actually a very fundamental part of our value system. 
Uh, we call it a pupil and planet positive. So, it is actually coming from that, that, uh, you know, we look at it from these two different angles for us. Corporate social responsibility is there since the beginning, but we do it also to change, uh, you know, the climate footprint. So, we have taken that additional responsibility in BIG CHAIN. 
Uh, and I hope that, you know, uh, uh, one of our objectives is to be carbon neutral by 2030. this is very important, and this is valid in the entire value chain of BIG CHAIN, including freight and, uh, you know, entire logistics operation. 
we have a sustainability policy in that also, and not every let's say player, um, can actually join us and become a business partner if they don't meet this criterion. Uh, so Requirements condition is one of them, but sustainability or emission reduction is also another one of them.  
CO2 norm. So, it's a part of the, uh, let's say Requirements condition and that is very, uh, very much you know, connected with that. Uh, and then I think our CO2, um, 
We have reduced our carbon footprint; in last 3-4 years we have increased the movement of our goods in cubic meter, but our CO2 movement has decreased. Shipping volume increased while CO2 decreased. And when products reach the consumer or end point of sales, our customers find it still intact. In other terms, we are shipping more but using smaller space when we ship

	Common values, trust, partnership, fit

Trust and engage supplier

Invest in relationship
	Careful supplier selection process, tight relationship with the supplier, we don’t determine prices by beating suppliers, transformational engagement, suppliers need to fit. Common values, transparency, trust, partnership, common goals, fit, and values are key, capabilities are secondary. trust and partnership more important than certifications. 

	Finding strategic fit suppliers is the biggest challenge we have. We have lots of suppliers who have a very good infrastructure, very good financial strength, very good business capability, accountability, everything, but they are not strategic fit. Strategic fit is about values and trust. It's really very important for BIG CHAIN, to be BIG CHAIN supplier. It is a partnership who think of sustainability, people, and the environment.

We never propose or accept a production for the supplier, where he has to underpay or overuse to meet production objectives. Such solutions to the supply are against our DNA. If this is what the supplier is proposing, then it is the wrong supplier for us. 

And I mean there are suppliers coming to us saying I'm so proud of working for BIG CHAIN because this is actually also my beliefs. If you own a company and you feel the way we do, everything becomes transparent, it becomes a partnership. 

We want something better, and you are proud when you own a factory, and you can work with BIG CHAIN and fulfill these goals together with BIG CHAIN. 

BIG CHAIN always tries to think about Transparency and sustainability. They always put employee well-being first. So, this is not done by the others. 

There are almost eight thousand export-oriented companies working in garments, but only four companies work with BIG CHAIN. Because BIG CHAIN requires transparency and does not allow any kind of non-compliance, they have to be a good fit.  When compared to some of the other competitors and predecessors that I've worked with, I believe the biggest difference is BIG CHAIN’s high commitment to supply chain transparency

When customer shows that they care about supplier, then supplier will also care about customer, we help each other. (P05) BIG CHAIN is very serious about social responsibility, human rights, actually that is the main focus of BIG CHAIN. We have to always communicate these matters to BIG CHAIN and show BIG CHAIN our sense of social responsibility and our commitment to always follow BIG CHAIN ideology about human rights and social responsibility. 
When we started with BIG CHAIN, at that time we have about 250 loops, hand loops and about 500 people altogether. And then BIG CHAIN fantastic work culture. And, and we also believed in the way BIG CHAIN works, because BIG CHAIN is mostly people oriented, people focused and I, myself became a student of these activities, it is like, can we start here. And then actually I liked this concept that I put so many people, we start slowly and after we have started one factory in 2005, only one factory, then everywhere there is one factory. So, by 2006, 07, 08. We have created many factories. 
Another matter that makes BIG CHAIN more successful at CSR compliance is the trust. Because when BIG CHAIN asks me to invest in one more factory, which might be cost of $5 million, so we can meet the demand, I do it, because BIG CHAIN never betray. BIG CHAIN is a very responsible company. BIG CHAIN is a really, really good partner.
Before launching any product for BIG CHAIN, we have guidelines in our agreement. By agreeing to accept the order, we are committing to the right of the people, right of the planet and accepted the compliance requirement to protect these rights.
Today is supplier day where different suppliers discuss the good examples that they have. So, everyone together shares all these good practices, what they did and other could learn and get inspiration. Those actually are doing like a formality, but idea does not believe any formalities. Suppliers talk about following standards, quality certifications, BSCI, SEDEX, ISO. We have the top certificates ourselves, like lead platinum certificate with highest score but BIG CHAIN does not care about any of this stuff. It does not make any sense for BIG CHAIN because, if they will come in, they will see things are not right, that means it is not right. So how many certificates you do have doesn’t matter. If BIG CHAIN trusts you, they follow you religiously. 

	Supply chain depth, Trace raw material to source, 
Traceability technology
	Chase raw material all the way to original source, ensure sub suppliers and their suppliers follow requirements, transparency, commitment, other costumers do not reach this depth of compliance

	We have to follow BIG CHAIN requirements, and we have to make sure our supplier follow BIG CHAIN requirements, Requirements, and their supplier follow BIG CHAIN requirements. BIG CHAIN will only check on sub supplier until they know exactly where raw material comes from, which farm and if farm follow BIG CHAIN standard. Other customers we have they ask that we follow their requirement, but they don’t know where raw material is coming from. 
So BIG CHAIN will go around the world, and they will tell wool farmers if you comply like this, we will add you to our list of suppliers they will collect multiple suppliers and provide list to us that these suppliers are certified, and that we can procure from the. But they only get certified after long process by BIG CHAIN. 
Now we know the farms that are supplying our world not just our suppliers because it's traceable. We have all the management systems in place. 

We are able to trace back the product through the raw material manufacturers, for example, if the product is made up of cotton, then we can trace back this product to the cotton manufacturer, but with non-BIG CHAIN, for example, Competitor 1 or COMPETITOR 2, we are not able to trace back this product. They can only trace back the material in our factor BIG CHAIN factory. 
We have product traceability. Suppose we sold one carpet. after one year you were feeling that this product is not right. That there is a defect.  You can bring the product to BIG CHAIN store and then we are responsible. we know this is our product, and there is a date stamp and code for when and where this product was produced. Then we actually connect in our system which date we have delivered this. And then which date it was packed, which date It was finished, which date it was at what stage, which date the raw material came and from where, which date we actually bought material from our sub supplier. So, this is the thing, actually, we have to establish through traceability, the product quality and that product is safe to use, the product need to be functional, or that it needs to be durable. in case of a problem, you could find out the source of the problem. BIG CHAIN has a standard guideline that is called “go-no-go”, we call no go. If the product complies, then it is “gone”, if the product does not comply, it will “no-go”. a really beautiful system on “go no go” standard. 
mean the spinners who, make the yarn for us, can trace back to the supplier and accordingly to sub-supplier, by following this process, supplier can trace each batch to the farm. 
If BIG CHAIN says there is a problem with a product, we first look at delivery code for the product and then we start working backwards. we will first by trace back delivery to packing, folding, weaving and all our processes the product goes thru in sequence because for each part of the process the product went thru, there is an individual number and lot number. this is a number which we do not match with any other process or product. This tracing continues all the way thru the sub-suppliers until the batch of raw material from the actual farm. Because when the yarn manufacturer purchases the material from the farmer or the trader, they also have used the same lot numbering system BIG CHAIN requires for their documentation. All this is shared with BIG CHAIN. Only after problem is corrected, we resume production. 
Other companies only use Transfer Certificate, TC. This is it really, they even use third party. For example, COMPETITOR 1 and other companies don’t do the traceability for cotton and yarn themselves COMPETITOR 1 or other customers don’t directly get involved in this traceability system. BIG CHAIN is very different here. They developed a tracing technology that allows them to buy their own product and trace it back themselves through the total process.
We sent people to the farm. We have guidelines of how the animals should be treated. I mean, it's years of hard work and conversations with farming industry and governments, and researchers and many people. And this is only the wool examples, we have many situations like this with other places and with other raw material.


	Meticulous, clear requirements,
	Clear direction, hazardous material, meticulous, different, people and planet, hazardous, testing during early phases of development, meticulous, people planet, different testing (specifically for petrochemicals, 
	Formaldehyde restriction. Okay. So, they deal with some chemical, a chemical could be hazardous chemical. One of the chemicals he mentions formaldehyde this chemical, uh, the how to deal with they have the clear direction and a specific action by the people on planet BIG CHAIN. So, it to deal with that particular chemical.
Man 2: For Example, there is hazardous chemical like () which have reaction on human body, and we are not allowed to sell any product which has that chemical. So, before production of product in a development phase we have to secure the product and we have to declare the product as chemical free. BIG CHAIN also tests their product from their shop to make sure their product as hazard free. 
We also test a lot to make sure that this material and product is not harmful for the people and planet and for people who are working in the production floor.
I want to add another important point, uh, by, by this, we are very benefited and, and BIG Chain have educated us regarding this is, uh, Mr. ---- already shared the chemical name APEO and NPO, these are the two chemical name and substance which is very harmful for the human and environment. If this, if this material is mixed in product, then this could it be impact in the hormonal thing of human body. And we didn't have any information. 
Man 1: Do other companies, the other companies tell you the same thing too. We'll make sure to test specifically for petrochemicals.
Man 2: We didn't receive from any other customer. For example, we use recycled products for BIG CHAIN so there is possibility of mixing other products like polyester. BIG CHAIN always tests and report us that there is no mixing of other chemicals, and it is hundred percent safe. Other companies don’t have same testing details. (P08) 
My responsibility is to ensure the supply of material without bottleneck. Plan ahead with raw material supplier, make sure supplier plan ahead the quantities with quality and compliance requirement

	Training based on long-term partnership

Long term approach to supplier development
	Clear directions-process oriented-detailed and comprehensive training, [No separation between product requirements and Requirements] Long term, partnership, training, meticulous, process-oriented partnership, ensure requirements are followed,
	Man 2: So BIG CHAIN gives them very comprehensive training and they make sure they learn every single step. More than other customers. 
very good training program and good understanding about the company and each process of work, everything. Interpretation: Following Requirements is 100% important and because the entire product depend on this Requirements policy. 
a main difference I have seen is that BIG CHAIN always holding meetings, discussing, discussing, discussing, and training, it's too much: more than any others because they actually work on the brain so that these understanding actually make people to implement, they through the training books, with BIG CHAIN employees, and the supplier employees together, actually, this is the culture of the training. it's much different than any others. 
Man 2: So, uh, BIG CHAIN, I give us full training, which is assessing the risk and analyzing. 
the risk also risk mitigation as well. So, the product can be, you know, fully perfected the development stage. BIG CHAIN spends a lot of time to create process at factory and to train. They don’t rush. They wait until we are ready. Everything is planned ahead. 
The visits happen very often, so the teams always know what's happening in their products that they are responsible of supplying. It is like checking on a plant that we operate ourselves to ensure things are running as planned. 

	All to collaborate to ensure compliance
Provide technology

Redesign factory production process


Transparent supply chain 
	Collaborate as family members to improve, collaboration, democratic process, involving, joint efforts.
Collaboration, partnership, democratic design, double loop learning, innovation, transparency, not for everyone, long-term benefits, redesign process, detail-oriented culture, long-term planning, Transformational, partnership, collaboration, double loop learning.
	Speaker 3: Yeah, so we. Have yeah, we have teams. We have engineers that are part of their discussion when they are discussing which is the rug that we want and there is a conversation around democratic what we call democratic. Speaker 3: Where there are five parameters, I believe you may be exposed and there is always a compromise and we tried to find the common ground between different aspects and at the end we reach a conclusion that this is. 

A higher purpose and I don't want to space my sound like you know potentials or something, but I think that glues us together that we are we want to do something Better Together and when you're in that family you strive for doing something better. (

The teams that we have out in the different offices are on the floor. BIG CHAIN Engineers are always working with our engineers. Creating and learning together How to reach efficiencies. It is part of the assignment to always be exploring different ways or better ways of doing what we're doing.

In 2003, BIG CHAIN liked our product and asked if we want to start a journey with them. But for this to happen many things will be needed such as social responsibilities requirements, quality things, and other guidelines. It was quite new for us because we were afraid because we were very young. We knew this would be a big gamble. But I agreed and said yes. Finally, we become a BIG CHAIN supplier in 2005.

Speaker 2: Yes, and I mean we do it together so in. That you know me and ABC, who was the PD at that time. We did it together with the supplier. We want that this is all the things we want this pen to do. OK, let's solve it. 


last year we faced transport unavailability. I shared with BIG CHAIN the problem, they come to us and together we discussed this issue and, then they introduced us to two more transport companies to mitigate this issue. 
When we face a problem, say due to fluctuation, we have to be transparent and share with BIG CHAIN because this is a partnership, and we work together to mitigate the issue. 
BIG CHAIN always tries to make the system better from today and tomorrow. Accordingly, we receive so many guidelines from BIG CHAIN and we work together make changes in our factory. 
Our production started from the development side that this test and any kind of any product by following BIG CHAIN methodology with democratic design. This is based on five parameters: form, quality, sustainability, functionality, and reliability. 
we get together with BIG CHAIN team, the product development team to discuss actual design. First, we discuss the concept. Then BIG CHAIN design team will say how they need it.  So, we work together on a design that works. So, the quality journey start from the raw material to the end. 
If Supplier cannot meet a certain price point. How do you approach it.  Speaker 3: We opened the books and said OK, let's go through the whole production process and let's see where we are missing something together, but it has to be like that. We look at logistic of the supplier and make sure this is super-efficient in every step. Then we can together design a new price spectrum. We look for ways to help, it could be by finding a more competitive raw material supplier (they need to be compliant of course), or maybe a new technology etc.…we look at every step of the process. Open books and this are of course like I said, not for everyone but those who understand the long-term benefits. And sometimes we work with supplier to create a completely different process that makes production feasible with good compliance. 


in 2012, BIG CHAIN needed much more capacity. And then BIG CHAIN told us that together will make a long-term plan for this green field project. That is the green building. 
BIG CHAIN always knows are cost, they are very involved in the process, it is a partnership, everything is transparent. They make sure supplier makes money but not too big money. 
Man 2: testing basically, uh, that is direct communication with people in planet. We get so many training from BIG CHAIN with help us for selected right material and product. With this right material and product, uh, so that we have to make sure [00:16:00] that this right product and right raw material, we are not impacting the people and planet. So, and so by this way, we actually work in favor of the planet and trying to secure, uh, the right for the people so that this, this didn't create any impact during production. To make sure that this material and product is not harmful for the people in planet and for people who are working in the production floor, uh, basically testing help us in this way to secure the people in planet. 
When I compared to some of the other competitors and predecessors that I've worked with, I believe the biggest difference is BIG CHAIN high commitment to supply chain transparency. 
Our relationship with BIG CHAIN is a like the relationship between business partners. Everything is communicated from the start. Because BIG CHAIN always knows our cost, they are very involved in the process, it is a partnership, everything is transparent. They make sure supplier makes money but not too big money.
So, Requirements Policy covers everything pretty much. So, they follow that guideline with detail. BIG CHAIN arranges Several trainings for workers to help them always follow requirements. So like root cause analysis, social responsibility, anti-harassment, they emphasize anti-harassment they're very strict about this policy. So, this kind of training BIG CHAIN is doing ongoing on continuous basis. Also, BIG CHAIN is always in communication with us, they inquire all the time, and require updates from us on regular basis. If there is a problem, BIG CHAIN is told about it immediately, we collaborate to learn from it. And BIG CHAIN will continue to follow up to make sure everyone learnt from it. 
Anti-Harassment training has absolutely helped me in family life and private life. And also, I come to a realize that as a female, what kind of rights and privilege I have that now I understand through this training. I share with the friends and family and the neighbors, and they really learn from what I learned and share the knowledge and they appreciate it.
When relying on the process check by using third party then there will be less scope. Sub-supplier will be less educated. they will follow the rules and regulations of third party who will only check the document. But in BIG CHAIN supply chain, BIG CHAIN tries to teach the supplier and make them well educated so they can perform in a greater way, quality, and compliance.
If BIG CHAIN supplier is no longer a customer for our raw material, we will keep using the BIG CHAIN methods even if BIG CHAIN is not involved. Because the BIG CHAIN standard process has been very good for my business. I am already using BIG CHAIN processes when doing business with others, because they are very clear, transparent, and detailed processes that prevent problems.
Speaker 2: Yeah, and technical drawings. You're not interested, you just want to buy.  

 Speaker 3: Give me a good the price. And I'll buy 100,000 pieces and then. You know whatever. Doesn’t happen here with BIG CHAIN, with us it is a partnership that our supplier is part of. The decision process has become the same.


	Double loop learning, 
	Collaboration, double loop learning
	Speaker 3: It can be one week it. Can be you spend their five days not leaving the factory floor and then you live with this success and that will probably not happen in other retailers because most are just interested in price. And hey, I bought this machine and I think we can do this this weaving technique. But we can do it differently. We glue it instead of. There's always this conversation going on every day, because if you push the right buttons. It's going to be very, very good for your business as a as a BIG CHAIN supply. And I've seen. Stories where a business goes from €1 million to 10 in years or from 10 to 100. It can be many things depending on the size of. 

	Focus on the concept, collaboration, transformational 
	Collaboration, double loop learning, focuses on concept first, one team, transparency, collaboration, double loop learning, and transformational leadership. 
	 First of all, first of all uh, BIG CHAIN when introduce, start with focus on concept, and then there is several processes, sees each call technical part, but in technical part couple of things BIG CHAIN that address at the beginning. Like if I, if I describe this to you in a very short summary, then uhm, this quite could be, then this could be the concept received this is the beginning process of BIG CHAIN business and then we work on this concept and complete the product and submit to BIG CHAIN and BIG CHAIN people are getting comments to make this better and in the second process after improving the sample comment. We do several times we give them our ideas they give us theirs.  We work as one team, everything is transparent. 
I mean, there are many fantastic examples in BIG CHAIN where we're kind of innovate, thinking a little bit smarter and being careful. Even you know when you change the business just by t thinking smarter and then we can find a super good price. 
We have generated a dynamic with our partners that they understand and believe in this way of thinking. This thinking has also changed the supplier organization. 
They understand that if we tick all the boxes like in a bid. It's going to sell like pancakes. It's going to be very good business. For BIG CHAIN and for the suppliers. So, they want to. They want to repeat this kind of success is it's not easy. It's actually quit, hard to find those kinds of successes, but the suppliers are always trying to, and they are coming with ideas. And many times, their ideas work for BIG CHAIN and for them. 

We sometimes challenge each other, and we both grow from those challenges. Many times, this growth transforms the production culture, and created a new way of thinking and operating.

One thing BIG CHAIN like to share that culture to make it better for everyone that is BIG CHAIN dialogue. it is helpful for us also, and to maintain this culture BIG CHAIN helps us or a lot we're actually working together to develop a new product, considering actually customers demand or current market trend. 
Our mindset is based on creating transformation. This is how our management operates through our company and we work hard to create transformation with our suppliers. 

	Different production planning approaches approach
52-week cycle
	Different process and approach.  long planning cycle more effective. 
	during those 15 years, I met a lot of people, a lot of companies. Due to this, I probed many ideas and made myself well-trained. I feel that there is something different with BIG CHAIN quality system compared to others. because BIG CHAIN always thinks from a different point of view, from the customer point of view, customer satisfaction, people, planet, and so on. 
One of the secrets why we are successful at following BIG CHAIN CSR requirements is the 52-week plan. Others follow four season business plans: summer, winter, spring, and autumn. But BIG CHAIN follows weekly though the 52-week calendar planned ahead and then adjustment are made during the year, much more consistent and avoid CSR compliance problems.
We can follow BIG CHAIN standards very well because we have the long planning cycle. we have the trust and the partnership. BIG CHAIN’s compliance and planning is more advanced than the other companies. BIG CHAIN plans way in advance for everything

	evaluate objectives, measure progress
	Compliance is an integral part of the process, compliance, plan ahead, quality, avoid problems. Ensure requirements are followed, transparency, trust, collaboration, meticulous compliance, compliance assurance essential for supplier engagement

	COMPETITOR 2 also wants to show a reduction on dependency on gas and energy and to apply the solar energy like BIG CHAIN, but they don't have any measurement, like 5% minimum improvement every year. BIG CHAIN always wants to see numbers.
BIG CHAIN has compliance standard for everything, for example when we receive raw material, there is also compliance for the ship. And compliance is updated all the time, with more and more requirements, because BIG CHAIN has long-term targets for people and planet, and we need to work as partners to reach target.
BIG CHAIN gives guidelines in advance, like a whole year for planet improvement plan. And of course, they follow up and evaluate the improvement plan, how much we have accomplished. BIG CHAIN always measures progress and makes changes to plan.
And in the beginning of the year, we have to share with BIG CHAIN how we are going to improve our plan from last year, and 
we have to put deadline and we have to show BIG CHAIN progress that we are meeting objectives. 
With other customers who don’t plan ahead, sometimes we fail to meet delivery date because of material shortage, and we will not receive the material on time and will not be able to deliver the goods on time. 

	CSR part of the business culture
	Compliance not compromised for lower price. Compliance essential to the culture. compliance is priority, willing to take loss.

	Speaker 2: I mean, sometimes we don't reach below, we know these prices because we will not accept the different quality or compliance. 


Speaker 1: Have you? Scrapped a project for an idea. Because you found out. If you are to produce it at the price you need to produce at that you. Are compromising something compromising, let's say safety or compromising this, or come or not following the?  Speaker 2: Definitely yes. 


If a product can only be produced by not fully following Company CSR requirements, it will not happen. It will never be produced.

this is part of our DNA, cannot be negotiated, 
During new product quotation, we always consider the planet. Because this is the standard. If we want to sell to BIG CHAIN, we have to follow their standard; company CSR requirements are not negotiable.
During Pandemic, all the rules has been followed. They came to us to support this extra forecast, extra need. They made their internal meeting agreement with their workers. They did it, we took exception approval. And then we clearly mentioned that you can do this overtime, but not more than four hours. So, we do verify and check before we allow. Because of pandemic when factory opened, we needed more production, but we will not allow more than 4 hours overtime, and simply considered it we took a sales loss. 
The rice factory, in [country] has a lot of waste, which is the shell of the rice. So, we take this waste, and we use for our boiler as energy source, in very innovative way. This was not a BIG CHAIN idea; this was our idea. But we share with BIG CHAIN how to make happen. We start to think about the planet.
BIG CHAIN has some policies, if any of Requirements compliance issue take place, we must report it I. And if something such an incident happened, there must stop the production, this kind of policies are required by BIG CHAIN. Compliance is more important than production.


	Meticulous, detailed training, partnership
	Comprehensive, meticulous, detailed training, failure mode analysis test, difference with others, fmea (failure mode and effect analysis, different training, meticulous, partnership. Risk analysis, risk mitigation. other companies less involved in process

	This is mentioned in detail and then we submit CVD with pending detail. And this second process, I can do a very significant work which is called FMEA (Failure mode and effect analysis) this is the big differences from other supplier who BIG CHAIN that BIG CHAIN calculated the failure mode of this product which would be in this failure mode is analyzed before extending the product. This is the biggest difference between other customer and BIG CHAIN. 
Man 2: BIG CHAIN has a guideline, you know, failure mode analysis test, right? So, this particular, uh, to risk assessment, uh, will be assessed at the testing phase very effectively before even it goes to production. So, this comprehensive method, the training they have, so they can catch. I [00:13:00] figured out all the risks and all the problem before it even goes to production. And that's how I eat is so simple for them to understand it is helpful. This detail is only done by BIG CHAIN. Man 2: during the development, they will guide them how to do the risk assessment and, you know, they will establish every single method of risk mitigation and risk analysis, both training different from other companies, much more detail, and everyone follows. 
Efficiency improvement. That is the key word, very focused on training. BIG CHAIN provide training on how to reach the goal, others will just tell you to do it. 
Our quality assurance is all based on BIG CHAIN quality system and BIG CHAIN training, such as what to test for when to test, how to document and trace each step and so on. All requirements are clearly documented for every single step. And training is provided for every single step. We don’t just receive documented requirement, but we are trained on how to comply with the requirement. So, we get trained, and we train others and others will train others. At the end everyone is well trained. 
Efficiency improvement. That is the key word, very focused on training. BIG CHAIN provide training on how to reach the goal, others will just tell you to do it. 
Man 2: testing basically, uh, that is direct communication with people in planet. We get so many training from BIG CHAIN with help us for selected right material and product. With this right material and product, uh, so that we have to make sure [00:16:00] that this right product and right raw material, we are not impacting the people and planet. So, and so by this way, we actually work in favor of the planet and trying to secure, uh, the right for the people so that this, this didn't create any impact during production. To make sure that this material and product is not harmful for the people in planet and for people who are working in the production floor, uh, basically testing help us in this way to secure the people in planet. 
When I compared to some of the other competitors and predecessors that I've worked with, I believe the biggest difference is BIG CHAIN high commitment to supply chain transparency.

For BIG CHAIN. They have some additional special training. So, I think BIG CHAIN has a little bit higher standards set up for them comparing others. 

	Evaluate source, ensure CSR compliance at source

	Contribute to community, raw material, evaluate farms, sustainability, identifying the source, ensure compliance at the source, traceability, influence ministry to improve industry compliance.
	We want to improve conditions in local communities. We want to improve conditions in the farms where we are, whether it's cut on, whether it's wood, whether it's wool for us, we will check on sub-sub supplier until they know exactly where their raw material comes from, which farm and if farm follows BIG CHAIN standards. Other customers we have they ask that we follow their requirement, but they don’t know where raw material is coming from.

I want to know which are the farms that give me this type of wool. It is important that we can trace our raw material to each farm, and make sure farm follows our compliance. So, I started addressing with the brokers and they were not happy. Then I started addressing this with the Ministry of Agriculture, who were wondering why a brand like BIG CHAIN will be interested in this, but then they started to understand why this is important to their wool industry as well.


	High CSR commitment, planning ahead, detailed
	Detailed training, people and planet, risk mitigation, detailed, planning ahead, more committed than others
	Our other customers they actually are didn’t quite not conscious like BIG CHAIN, they’re conscious but not performance-like unlike BIG CHAIN. They don’t go to this level of details and planning ahead and looking at where problems could happen before they happen. 
We were informed of this thing by the BIG CHAIN training and the trainers regarding these harmful chemicals. And everybody's asked how, how, uh, how we can take the precaution so that, uh, this material will not add in the product. Um, uh, [00:20:00] and, and by this way, we are testing all the BIG CHAIN product, uh, and, and we are supplying to BIG CHAIN by avoiding these two harmful chemicals. During the product selection we understand to keep the material petrochemical free because the petrochemical is directly harmful for the planet. So, in testing we have to check the product as it should be petrochemical free so we should select right material for right product. 

	Long term planning for CSR commitment

Challenges with no planning cycle
	Difference planning approach, long term vs short-term, long-term planning, pre-scheduled delivery over 52 weeks, long term planning, avoid future problems, efficient production, and quality control

	In the second step I can calculated the capacity and accordingly we can increase the building capacity for this specific product. This enables us to plan ahead so we don’t run into challenges in the future. 
we give them 52 showing how we will deliver over 52 weeks all they need so everything is a prescheduled and set up. 
If you compare the management style, for example, companies like Competitor 4 or Competitor 5, with say BIG CHAIN, you will find that they combine the planning part and the implementation part. So, planning horizon in those sorts of organizations is very short. They try to learn through the implementation process, and they address issues as they happen. Our approach is more pre-emptive.
We have received so many tools from BIG CHAIN. But we didn't receive many tools from other buyer. For example, from Competitor 1, we get orders suddenly. then tomorrow morning, I will receive an email and I have to deliver this thing within weeks. But in BIG CHAIN, we received a 52-week plan. We know this week I have to deliver so much.
 what quantity and next and next, this really help us a lot, and avoids rush and problems. With this long-term planning, we are basically, creating inventory and this will help us to manage. We do the back calculation, I need four weeks for production, I need another six weeks for raw material processing, I will build inventory of two weeks before the delivery time. then it will easier for us to manage the production, manage the sourcing, manage the raw material processing, and on time delivery. 
I noticed some difference between Competitor 5ton, and BIG CHAIN and I noticed mostly for order consistency and repeated order. Overproduction and leftover being created it happens sometimes, but not with BIG CHAIN. because of long-term planning we have 52 weeks forecast and each week we receive update for the 52 weeks, so we always know of changes long before needed.
BIG CHAIN provides many tools to help us control production and supply. For example, with the 52-week forecast, we have daily information from the portal regarding changes in delivery, and quantities to each supplier, but these changes are for the future. Also, the 52 plan is updated three times a year. And we communicate all changes with the sub-supplier. But these changes are for the future, so we have time to make changes, and we don’t have to keep more than 2 weeks of inventory sometimes the change is for one year ahead. 
“Key to our process is long-term planning. This enables us to set long-term objectives and impact the supply chain with effective measures. Our other customers are not quite as conscious as BIG CHAIN. They’re conscious but not performance-like. Unlike BIG CHAIN, they don’t go to this level of details and planning for many years ahead and looking at where problems could happen before they happen.
With people and planet when it comes to the sustainability part, BIG CHAIN has a fantastic thing that I have not seen with any other customer, it is the most important operational work, known as fifty-two weeks calendar. 
Other customers have their requirements, like Competitor 1, Competitor 2, Competitor 3, but compared to BIG CHAIN process there is a big gap. BIG CHAIN is very detailed and plans for long-term. They take their time and give us time to make sure we get things right.

	transformational, double loop learning
	Difference, learn from each other. Transformational leadership, not opportunistic, recreate supplier production method
	That this is perhaps one of the biggest differences, because we invest a lot in supporting our suppliers, and we learn from them, and they learn from us, and we reach lower costs. We work together when designing a system or a product

	Long term benefits, values and fit
	Emphasis on values and fit, transparency, long term benefits, imparting values, importance of fit, give chance to adjust 
	Most or our supplier recruiting is based on values which determines the fit. 
Suppliers that don't live up to the values will not stay with us long, and this is this is being addressed in a nice and gentle way, and of course we give supplier a chance to work on it, some will adopt our values, and some won’t. but it's super important for us. 


Starting a new supplier is a very strict and long process that will only give benefits on long term for us and supplier We are also very transparent if we're not transparent it backfires when we start a new s relationship. If we see a strategic fit that we can see that there are shared values.  

I think this partnership is good for both of us, the supplier and also for BIG CHAIN. We both learn from each other and help grow together. On the long term, we help each other develop our competencies 

	Set environmental objectives
	Environmental responsibility, sustainability, zero liquid discharge by 2030, water treatment. standards exceed environmental and country laws]


	one of the best green factories in the world. And we are lead platinum certified in very updated version. And the, especially we have a design and artistic building, where the electricity consumption is less by 60%. 
We would like to aim for zero liquid discharge also by 2030. The textile products require quite a lot of water consumption, we have dyeing, and then chemical bleaching process requires quite a lot of water, and we have something called ESTP unit, or effluent treatment plant of water where the water can be re-used, at least for a period of five years, but we actually are aiming for completely zero liquid discharge.
Sustainability is a big agenda for us. We are always transforming to making positive impact in our footprint. 

And then with the planet side, it covers all the environmental things, like material, how it has been produced, where it is coming from, is there any environmental risk, how it comes to us, how produce and how we deal with our suppliers, even with transportation there is the question about the right transport, altogether the whole journey.  this is covered by the local environmental law and country law about the environment. But BIG CHAIN has special guideline on top of all this, especially on energy reduction. They have a higher standard, like SSI, BIG CHAIN suppliers’ sustainability index, Requirements, I-must which be mandatory for all sub-suppliers. 

	supplier to support enforcing compliance at sub-supplier

sub-supplier reconfiguration to streamline production process
	Every part of the supply chain needs BIG CHAIN approval including supplier’s own supply chain, in some cases BIG CHAIN buys raw material directly
	We cannot buy from any supplier before BIG CHAIN approves sub supplier. We have to follow BIG CHAIN requirements, and we have to make sure our supplier follow BIG CHAIN requirements, and their supplier follow BIG CHAIN requirements.
basically, when we propose a sub-supplier to then BIG CHAIN audit themselves before giving us approval. If they are compliant to all the requirement from BIG CHAIN, then we can give buy product from them, and BIG CHAIN frequently audit them themselves. And also, BIG CHAIN requires us to audit the sub-supplier from our end. 
BIG CHAIN has built a trust with us. So, we only recommend a sub-supplier after carefully evaluating them to make sure they can meet standards. As BIG CHAIN partners we together audit and help develop sub-supplier for the long term.
Raw material packaging has to come through sub-supplier approved by BIG CHAIN. Sub-supplier becomes part of the BIG CHAIN system. 
We are now following the updated compliance this is called…... this is the updated version of BIG CHAIN compliance and accordingly our sub supplier needs to follow total compliance requirement. as supplier to BIG CHAIN, we became partners with BIG CHAIN, so it is also our responsibility to make sure sub-supplier follow our BIG CHAIN compliance requirements. 
Uh, there is, there is third party audit, unannounced. [00:13:00] BIG CHAIN also does third part audits without announcing to the sub suppliers and sub suppliers. 
We do a lot of testing, too much testing, and we send raw material and products to outside labs approved by BIG CHAIN. Even if raw material is coming from BIG CHAIN approved supplier, we still test it because it is our responsibility to ensure the sub-supplier compliance and that the material is safe for the customer, the environment, and our workers.
Not only raw material supplier needs to be approved by BIG CHAIN but also supplier of packaging material. Actually, we cannot buy anything that goes into product or used to manufacture product without taking approval from BIG CHAIN
this is actually the character of BIG CHAIN supply chain; this is very significant and very different from the other companies. 
Raw material batch number is issued by the farmer from the beginning, then another number is added to it by sub-supplier, then another number is added by spinner, and then another by manufacturer, and so on. So, if you look at the entire set of numbers you can trace the entire history of the batch and all the phases it went through. And also, there is a test done at each stage, so you can tell at what stage a problem occurred. 

	Compliance precede production
	Follow requirement, trust supplier but confirm compliance of sub suppliers, rate sub suppliers, production does not proceed until everything meets compliance
	Man 2: So, it is easier. BIG CHAIN has a complete direction and complete code of product compliance but some other companies, they do not follow duties like BIG CHAIN. Sometimes we sell our product to customer without product testing, but BIG CHAIN secures all the product compliance from starting the production. Each supplier is made to read the BIG CHAIN code of conduct then BIG CHAIN will move the product in next phase. 
If any non-compliance matter happens, we directly get back to the sub-supplier to correct the raw materials. According to the BIG CHAIN procedure, we will not be able to start production with this raw material. We always rate the sub-supplier according to their quality of raw material, performance, and BIG CHAIN compliance. BIG CHAIN trusts us

	Invest in factory, source technology Redesign factory production process
	Help connect supplier with equipment manufacturer, consider investment with supplier, long term interest, invest in factory, positive reputation, partnership with supplier, invest in treatment plant, pay back, collaborate on plan, investing in factory is based on fit and long-term partnership]


	Yes. Yup. And then this is, this is the work which is going on for the last two years. Then we of course are very clear about our ambition, but we are also discussing about the, pay back of investment you know, and this requires quite a lot of investment from suppliers. And so fundamental question, is pay-back for supplier. it takes a lot of effort to convince supplier that it will pay back them for their business, apart from their business, share to BIG CHAIN also. And so, your, question is how do we actually bring our suppliers on board to build treatment plant? That is first one thing. So, we create condition, that is not the overnight job. Uh, let me assure you that. So, this is for example, zero liquid discharge is the work, which is going on for last two years. As suppliers have come back with the plan, they have come back with the cost attached to it, and then they are asking question that, is it worth compared to the cost they pay and things like that, all those things.
when we evaluate situation supplier will have to listen. And BIG CHAIN has financial strength capability to move forward and invest. But we need to understand first whether the supplier, this partner will be able to perform. If they are not able to invest, then definitely there are a provision of supplier financing from BIG CHAIN, but again, we have to prepare as a business team and then BIG CHAIN leaders evaluate, whether it would be benefiting for, BIG CHAIN as, well, so let's say we have financed the supplier, but the supplier will not give us a proper solution proper business. So, we have to have a proper, strong business case. What the need of the supplier? why we're going to finance? We have to make sure this is a long time fit and partnership first. 
Speaker 3: It can. It can be anything but we. Do talk to equipment manufacturers. We will talk. To too many different. Kind of suppliers. It is part of the assignment to always be exploring different ways of better ways of doing what we're doing, and we try to connect.

To support supplier in sourcing, we connect them with original equipment manufacturer. 

At BIG CHAIN, our planning horizon is long and quite detailed out. It is also covering in detail how we actually implement and how we actually secure best conditions. We are also not shying away if there are investments requirements because we're for the long-term.
Speaker 3: There’s no monkey business, right? And that says also a little. Bit how we are perceived. And the big investments we make and the big efforts we put could make news that create our reputation. 

if there is any financial deal, which is not possible to bear by the company, then BIG CHAIN has supplier financing, they invest with supplier with minimum interest rate. 
We have invested about $15 million. But in the beginning BIG CHAIN give us seed money to get started, $3 million as loan. And today we have no more loans, they have been paid two years ago. BIG CHAIN charged us 3% interest at a time when local banks were charging 13%.
All suppliers and sub-suppliers will all know from the ERP (Enterprise planning system) portal how much we will be producing every week. It is a network that works in real time because we have to buy the raw materials and this raw material comes from the sub-supplier factory. If quantity changes, all those in supply change will know. If sub-supplier did not have this information, they will not produce on time; they will start to have problems that can affect quality, compliance, and delivery schedules.
BIG CHAIN has a supply control system ERP, Enterprise Resource Planning system, it is a portal that we log into every day, to check adjustments we need to make in the 52-week plan. So, we plan everything and make adjustments according to the information we receive. BIG CHAIN has their own supplier, logistic companies, those who take the good from our factory. And they also hire the shipping line and then all comes together, 

	Transform sub-supplier, trust, and engage supplier 

Transformational culture
	Help sub-supplier transition, standardize requirements policy, partner with supplier to support sub-supplier, successful result, long term, supplier becomes BIG CHAIN extended arm to audit their suppliers, and sub-suppliers, collaboration, transformational culture, 
	Probably every week, or every second week BIG CHAIN will visit our factory floor. And also, they visit sub-supplier to ensure requirements are followed.
Our compliance team visit the sub supplier and carries the audit, makes sure that they're following the BIG CHAIN rules and regulations and supplying the raw material to us for BIG CHAIN product. These are some major differences between BIG CHAIN and other customer.
Man 2: So, before he started doing business with Groupon or BIG CHAIN, I didn't know how to standardize this new policy. So, I faced some challenges. So, once I adopted, once I learned and adapted the whole policy, with help from the [manufacturing factory] and BIG CHAIN, they also continuously follow up, follow through with this and help us to adapt this. then I feel very comfortable now. It took a lot of time and hard work, we had to be patient, and we are happy for doing it. 

	Auditing of sub-supplier.
	BIG CHAIN training of sub-supplier, follows BIG CHAIN requirement, BIG CHAIN detailed policy different than other companies,
	We at this factory also audit sub-supplier factory to make sure they follow BIG CHAIN requirements, we are comfortable with that process, because we got the training and the tools, we adopted already. There is no other company that gives this kind of a policy this detail. It’s unique to BIG CHAIN.” (Appendix A, Codebook, Page


	Industry high perception of BIG CHAIN requirements
	 Speaker 4: No, I think it's it. From more or less 100%, but I think it's from a number of suppliers reasonably few who is at 100. So, so it's I. I honestly don't have it. It doesn't matter had predicted. It varies, but what I've what I've seen and what I hear always very often is that other retailers.

When other customer says to us, oh, you are a supplier for BIG CHAIN, ok, then it's a green light for us to start working with you, because it is like a stamp that everything is in order.


	Invest in relationships to ensure effective CSR management

Jointly set production schedule
	Invest in the relationship, collaboration, ensure compliance, we run projects to improve quality, transformational leadership
	We have very long-term relationship with all the suppliers. We have so many suppliers who have 35 years, 40 years old supplier. When we show that we care about supplier, then supplier will also care about us, we help each other. If we see that the supplier has committed an act where serious mistrust has developed, we slowly, gradually cut the business.
Going by a by a lot. By one campaign and then disappear for the next two years and don't care what happened. But it's also very. It's a. It's a very heavy investment because we are always there. We're always having a team in place. Looking for Requirements. Looking for document compliance, making sure that everything is in place. We run jointly projects to improve quality, share our leadership vision to improve logistic costs so there's always something going on with the suppliers. We jointly set production

	Compliance in every aspect of production process

	Requirements integral to process, training, responsible for compliance
	Speaker 2: I mean it, you need to have an idea. Of what you want to do basically first so the team and the designer will develop that idea and it send out as a request. You know for the trading office or more trading officers to look at it and then it will reach a supplier who will quote on this and start to discuss. Can we do this? Are we the most? Competitive or do we know what's the advantage here? Who should? Is it a creative solution. The Requirements requirement is always part of this, even at the idea level, it is not an afterthought, it is ever separate. 


 Speaker 2: I mean you can correct me if I'm wrong, but when this starts to be. We always do a serious series to make sure that we meet the requirements, and we can do it at the price we have promised. But then as soon as we start to work with it at a supplier, Requirements needs to be there, right? 

For the production of the rugs for BIG CHAIN, we have six different teams in six different offices in the world, 45 people. But all these people are trained to follow Company CSR standards regardless of their individual task., they are responsible for CSR throughout production process. Everyone working at BIG CHAIN at any level knows all the chapters of CSR manual, this is part of our DNA, cannot be negotiated. This practice differs from industry standards.
 

	Long term approach, persistent, 
	Long term approach, persistent, take issues to highest level, work on solution for industry, get competitive advantage as part of auction, more control, interdependency, trust, transparency 
	These things take time, but we do thinks for the very long term. this is 5-6 years ago. And now we are the first company in New Zealand to go all the way to the farms. We are at the wool auction; you know every week. We are part of the auction in Auckland now. 

They will say, yes, we do. And then you have a contract sign. We of course, would like to invest in suppliers who have been with us for past 15 years, 20 years who have shown the great, you know, mental to, um, to deal with the adverse situation and they understand our language and they would like to grow with us, and then there is a good, I would say there is a good interdependency. Um, so this is the let say, foundation of, of your, your, your question. Where the interdependency is high. We can rely on the, they are ready to share openly, uh, what the work process and routines do they have. And then we also partner with them. 
I mean our rate average relationship with a supplier is 11 years.
It takes years of hard work and a lot of efforts and maybe some headaches because time is what we need to get it right and create a long-term partnership based on trust and values. We have a very long list of things, and if the supplier says OK, you know, let's do it, then we provide all resources and support …
And then after you go through these three years of efforts and sweat, that's when you start seeing the benefits. But it's like I said, it's not for everyone and we are very clear and open from the beginning about this. They're getting into something special, but it's not going to be easy. It requires a major commitment by everyone. 

So, and together with BIG CHAIN, we build a capacity. Now we are totally 6,500 people only working for BIG CHAIN products. 
so, we can follow BIG CHAIN standards very well because we have the 52-week planning cycle. we have the trust and the partnership. we have understood the game. (



	Guidelines differ from competitors, more demanding, meticulously followed, frequent testing

	Meticulously followed requirements, people and planet, different guidelines from other companies, raises the CSR bar

	when it comes to, well, the BIG CHAINs had a window customer. the customer. so, they, they deal with, uh, you know, they, some, the customer, uh, BIG CHAIN has different a requirement to deal with this method, with this particular chemical compared to other customers. And it will follow that very closely. 
I feel I'm so blessed person to have an opportunity to get a job in BIG CHAIN because I have experienced working in Competitor 2, Marks and spencer, Sainsbury's. They all these big names and good companies. So, they are also really successful. Yes, but BIG CHAIN’s responsibility goes extra miles. It manages extra, extra things. 
The other three competitors we supply focus on the people side, but not much on the planet side. But BIG CHAIN focuses on both people and planet.
We still follow in our production process, but we have requirements from different customers because in our factory, at one time, there are three or four customers production going on. If we try to balance one floor by following one standard, then there will be a problem. So, we follow our own standard which cover all the required standard from all the customers. So, this end up being BIG CHAIN standards because if we follow BIG CHAIN standard then it will cover all the requirements from our customers systems. 
For example, if we go to the wool. it's the material for BIG CHAIN, um, for the wool, we have to collect from the ship and maximum wool is collected from New Zealand. And I didn't see in my career any standard for wool, but BIG CHAIN set standard which is called RWS. 
This is why BIG CHAIN product is very successful in the market. (Inaudible) and then if we look at the BIG CHAIN quality system, BIG CHAIN quality system is not only the product quality. It’s defined in different phases like a process quality which includes people and planet. 
Man 2: So, what he's saying, all the testing phase is very closely involved in a process of people and planet. So, uh, so every phase of testing, that's how they involve, uh, people in planet methods. 
Man 2: Okay. APO is a chemical agent, and it is very harmful, and they do this testing and for safety of the workers. 
This is why BIG CHAIN product is very successful in the market. (Inaudible) and then if we look at the BIG CHAIN quality system, BIG CHAIN quality system is not only the product quality. It’s defined in different phases like a process quality which includes people and planet. 
Man 2: So, what he's saying, all the testing phase is very closely involved in a process of people and planet. So, uh, so every phase of testing, that's how they involve, uh, people in planet methods. 
Man 2: I want to add another important point, uh, by, by this, we are very benefited and, and BIG Chain have educated us regarding this is, uh, Mr. P08 already shared the chemical name APEO and NPO, these are the two chemical name and substance which is very harmful for the human and environment. If this, if this material is mixed in product, then this could it be impact in the hormonal thing of human body. And we didn't have any information regarding this idea. (P08).
We were informed of this thing by the BIG CHAIN training and the trainers regarding these harmful chemicals. And everybody's asked how, how, uh, how we can take the precaution so that, uh, this material will not add in the product. Um, uh, [00:20:00] and, and by this way, we are testing all the BIG CHAIN product, uh, and, and we are supplying to BIG CHAIN by avoiding these two harmful chemicals. During the product selection we understand to keep the material petrochemical free because the petrochemical is directly harmful for the planet. So, in testing we have to check the product as it should be petrochemical free so we should select right material for right product.
There are many steps we need to follow throughout the production process, this also includes proper identification of all supplies and raw material, allocating proper identification, and proper marking, then product goes through finishing area, processing and receiving. Then in inspection we take every single produced item because BIG CHAIN requires that every product counts, 100%, no waste. we also believe that every product should count so we check every product to make sure it meets BIG CHAIN requirement. Then, after this finishing activity this product goes to packaging area where we follow detailed BIG CHAIN packaging rules. Before shipping there is more inspection for the goods calibrated by BIG CHAIN. 
Man 2: We didn't receive from any other customer. For example, we use recycled products for BIG CHAIN so there is possibility of mixing other products like polyester. BIG CHAIN always tests and report us that there is no mixing of other chemicals, and it is hundred percent safe. Other companies don’t have same testing details. 
Man 2: Because I get, uh, have that ruminated, uh, testing lab and the testing lab is accredited by BIG CHAIN only. And we have to send our product to BIG CHAIN authorized lab. And then we test according to the BIG CHAIN guidelines, and we received the results along with BIG CHAIN people and informed or notified by this testing report and BIG CHAIN make sure that, this product is in compliant with BIG CHAIN guidelines. 
Yes, BIG CHAIN gets the result because our main strength is we have to make products with recycle and restaurant material, if it has petrochemical, it will directly impact the planet. So, by this, by this testing where we also, uh, find the right raw material and help the planet. for all testing we have to send the product to BIG CHAIN labs in Europe and Asia 
when first palette is completed, we do test on the pallet, a lot of testing So we do all this testing during the pre-production phase. So, if test doesn’t pass, if there is a failure of testing, we will change the whole method, whole the structure before going into full production. 

	Shared vision, long-term partnership, open conversation, not negotiation
	Mutual care, democratic design, long term relationship, share vision, understand values, transformational leadership, not a negotiation, collaboration, long term partnership, open conversation with supplier, look at multiple variables. 
	
 It's an open book conversation where we can. We can find the good compromises if we increase the volume like this, we can generate so many efficiencies here and that means we reduce our production costs there.

Speaker 2: This we have usually very long-time relationship with. So, for instance now in textile and collections there are suppliers. I was a product developer 20 years ago and it's the same suppliers so I'm like Oh my God, nice to meet them. Some people are still there so it is almost like a family. 

We care for each other, we listen to each other, and we share. You have already heard about the values of BIG CHAIN, and you know our vision direction. Our leadership approach creates a lot of positive transformation with supplier.

Um, you know, so then it is kind of in a partnership, uh, it's not the negotiation, uh, or contract signing. It's a partnership and then we enter into together with our suppliers. So, most of the suppliers, you know, that it is a long-term partnership, uh, you know, they don't go to a supplier and then ask that, okay, will you do zero liquid discharge. 

	Production strategy based on trust common denominator,
	Partnership and trust, different strategy from others, transparency, comparison, trust, transformational culture, transparency, partnership, common denominator. 
	 BIG CHAIN is very transparent with us, of course Competitor21 we trust as well, and they are a good company. But BIG CHAIN is quite different than the other company. Compared to others they are more transparent because they treat us as their partners.
I mean you can breathe the culture here and then I start traveling to other offices in places like Dhaka, Delhi, Shanghai, Istanbul, Brazil, etc... I went to many places. And there were different nationalities, of course always, but there was always a common denominator, a cultural language. I think what makes this culture a common denominator is driven by trust and transparency

	Not for everyone, long term vision
	Partnership not for everyone, long term vision, hard efforts will pay off, transformational leadership
	Speaker 3: There is something also interesting connected. So that it's not easy to start working with BIG CHAIN. It requires a lot of efforts in the first years it is the reality we are setting very high demands. We're putting a lot of requirements. It's not for everyone. And once you are there, once you've gone through the sweat and the tears, then you really want to stay for the longer because. It is a major transformation, You're like this. Now you see. That there is good business behind this. It just doesn't come tomorrow. You need to 1st understand that this is a long. This is a marathon. This is not a Sprint. 

Our average length of working with a supplier is 11 years. Some have been working with us for 40 years 

	Process-oriented, meticulous, different guidelines
	Process oriented-meticulous, different guidelines, very comprehensive. detailed process enables accurate forecast]
	as a team member of business team, I have to connect each and every phase of this process of each and every product. 
Man 2: Yes, few of the customer asked to test the product and few do not have any guideline to teste the product, but BIG CHAIN guideline is very comprehensive. They always try to secure the product so that these don't have any impact in the people in planet. 
BIG CHAIN has a step-by-step rule and procedure set up and during the pre-production stage, they already could assess how the quality would be. What, what are the next risk factor? And they can understand at the very peak production phase, all those, uh, because they have a step-by-step procedure in place. 


	Production oriented long-term partnership
	Production process oriented. 52-week system ensures CSR compliance due to pre-planning. 

	Speaker 3: That’s a good point, because another difference between what we believe is a very big difference is that we are a production-oriented retailer, what this means is that we don't just go in and buy something, and then we disappear. 

The 52-week forecast enables compliance to be followed because everything is planned way ahead. The plan will show how much product needs to be shipped every week all the way to week 52. Also, into the plan we consider how many weeks are holidays and leaves, festival things, how many weeks would we have of hot summer. How many weeks would be very cold time. we make our plan that this is we can do, and this we cannot do. So, we split the weekly quantity into daily production, and we calculate very early how much raw and different material is needed for this week, based on already knowing how much we need to produce and ship during that week. (

	Values within a strategy
	Strategy is driven by values. Strategy holistic approach
	Holistic approach that lays the values, I think from a strategy point of view, this is most important. 


	Supporting sub-supplier follow new system
Sub-supplier reconfiguration to streamline process

	Sub-supplier had to change everything, applying requirements the first time was a big challenge, adapting to new requirements versions is simple, sub supplier trained on requirements, follow requirements, - audit sub supplier 
	Yeah, he is a well familiar with the Requirements and company give him, walked through the Requirements and it follows a specific procedure of Requirements and also [Inaudible] on the audit then period, time to time, you know, how they conduct their process, Man 2: So, audit done, normally the audit team of competitor and sometime also BIG CHAIN third party audit team. They do audit for them.  Man 3 Uh, I want to add a few points. Uh, uh, I started business with BIG CHAIN in 2005. On that time, we worked with carpet manufacturing. We just started the carpet manufacturing at that time and working for a soundbar customer already and started the development with BIG CHAIN business. So, in the beginning, we received the BIG CHAIN, Requirements standard, and right now the updated version of Requirements called Requirements 6 and all that time in 2005, So after getting the update version. It was getting more complicated. But it wasn’t very difficult to follow. But in the beginning, when we add BIG CHAIN, Requirements standard it was very difficult for us because on that time we didn't have any standard like this at all. It’s the first time we are following such type of code of conduct, but gradually we adapt these two points Requirements and ISQS and we already were doing business with BIG CHAIN for 12-13 years. But the initial versions were very difficult to add up because we had to change everything. Now when we update and make small changes even if it complicated, we can adapt to it. 

	Competitive through technology
	Technology driven; salaries are not determining factor
	We don't chase minimum wages. We chase technological advantages. 
Another differentiator between us and others, is that we are innovative, and technology driven. We can start a whole new country when the business case is based on a new technology, raw material, but not based on minimum wage.



	sustainability part of the inception

	sustainability is not an afterthought; it is at beginning of process.

	when we describe the process of how the range is created. What other things that are kept in mind and how a sustainability is built in right from the very beginning of the range… basically what I'm trying to say is doing it right from the beginning. 
Man 2: The democratic design is a five-corner concept; form, function, quality, sustainability, low cost. So, whenever a product is planned, it needs to follow this philosophy. The democratic design concept is the main thing to develop any new product. 

	global sourcing, reduce risk

	multi-level, multi-country sourcing, mitigate risk, ensure supply, Covid the exception, multi-level, multi-country sourcing, mitigate risk, ensure supply, Covid the exception, 
	we also have a backup spending in India because, you know, [00:09:00] sometimes in that part of the region, Things happen. 
: So, we don't produce, we try to avoid source any product from only one single supplier or only [00:28:00] one single region. So, whatever the business, we try to do a multi-sourcing. So that at any point in any time any, anything happened in the world. Would it be the natural calamity, it could be the violence, whatever it is. So, our sales should not be impacted. but of course, with Corona, it was very complicated because it was global. t was a global problem. 

	Lack of pre-planning, impact on environment
	 access material, high consumption, energy waste

	When we receive a pre-planned delivery schedule, then we can plan efficiently. As a result, we are not wasteful. We will also require less manpower. With rush orders, there is a lot of electricity consumption, lot of gas consumption, more than if things were well planned. Without long-term pre-planning, we must source the raw material very quickly. And sometimes not enough time for proper testing.  And we have to transit the raw material urgently, sometimes we do air shipment, so very high fuel consumption, this would affect the planet. For BIG CHAIN we don’t have any leftovers, we don’t rush, we don’t stress our workers, but for other companies, there a lot of waste and a lot of stress.


	Issues with limited compliance

	[no traceability of raw material, no compliance for sub-supplier
	some suppliers, like Competitor 1, don’t care where we are purchasing raw materials from. 

	clear communication, support 


	[requirements and expectations clearly communicated and explained, support during process]
	we share certain documents with the suppliers and then we ask them to go through and read it. And then we do several sittings and meetings within their management team and the responsible team, and we try to guide them, so everyone is clear. 
“BIG CHAIN are good listeners. They listen to our concerns very well. They always try to help. If we have an issue, we tell BIG CHAIN immediately and work with them to resolve it.
It is our responsibility to involve BIG CHAIN it is part of the process. 

	gap analysis to provide needed resources

	work with supplier to gradually adjust to new requirements
	And then we do gap analysis, what are the areas they have to improve. 



	Collaborate to explore growth opportunities), 


	[ help supplier reach new potential, thru learning, collaboration]
	 Sometimes suppliers have great ideas, but they don’t have the resources, so it's going to take them forever to get to the level that BIG CHAIN needs. So, if supplier has some extraordinary capability of designing things that BIG CHAIN is missing, then we sit with the suppliers, say, you have a lot of potential, we can support you and we can do this together.
Speaking for myself, all this training, and how now I consider people and planet, makes me feel proud and good about myself. Because this experience helps me as a person also. 
Everything I know and learned, all the growth I got from BIG CHAIN. I feel very proud because it also helped me with my life. I am very happy with what I got. 

	CCSR is responsibility of all Big Chain and supplier employees involved in supply chain.
	difference BIG CHAIN compliance involves all BIG CHAIN teams and groups, not just compliance team, Requirements team, all BIG CHAIN individuals and teams are also trained to ensure compliance
	 Other organizations, send their required compliance documents to their suppliers. And then ask suppliers to confirm. Or occasionally they send a special team to review and verify, and if they agree on parameters, they will give business to supplier. But with BIG CHAIN the difference is that all the people are involved in compliance, not just compliance team.
All people have been trained on Requirements, not just BIG CHAIN compliance people.  This includes the business team, the supply chain team who is truly involved with the supply planning and logistics as a business developer, and the product development costing and pricing team, and others in charge of quantity and delivery. They are all trained as compliance people, very trained, and they are also responsible to ensure compliance. So, it's not limited to just the Requirements compliance team. It is in every individual when they step into the factory. they will get to know whether their compliance and everything is okay or not and we always try and guide a supplier. 

	Benefits of CSR compliance


	emphasis saving and benefits to supplier, motivate

	So, in sessions, we are always repeating, motivating showcasing benefits, and also showing savings, less water consumption less cost, green energy less power. If you are using CFL light, if you transferred it to led light, your electricity cost will be reduced.  So, these kinds of calculation will always showcase to suppliers. So that supplier is encouraged to work with us. This is the beauty of BIG CHAIN. This is the beauty of, uh, this that you can say is that another reason for the success of BIG CHAIN. We show how everyone benefits on long term. 

	(Partnership, supply chain analysis 


	[benchmark, deep analysis, collaborate to find a solution]
	then it's my responsibility as being a business developer, my to do entire value chain analysis. How much this product cost, how much it is a manufacturing cost, cost of raw material and so on. As we analyze this value chain we go deeper, deeper, and deeper. And then we do find whether this is realistic demand or not. And then if it is multi-sourcing article, then we do benchmark with other suppliers and other region. And then we take the learning from others.  So basically, BIG CHAIN, asks things from suppliers and we also guide suppliers how to fulfill this demand. 

	Transparent supply chain issues.

	if mistrust develops partnership is terminated

	Relationship with supplier is based on trust and transparency. So, in case of a clear violation, we call a meeting, immediately, listen to supplier explanation and work to solve problem.
We give the business consequence, like business consequence, how we just put a delivery stops until you rectify and correct and do all rectifications, there'll be no delivery ready to go. There will be immediate business stop. If we see that the supplier will not be able to, correct it or that a serious mistrust developed, this even we excuse him this time they can do it in their future. Then definitely to avoid our businesses. we slowly, gradually cut the business. 
to avoid the disruption in supply, they always take a single product from three or four suppliers, and they always try to compare the price of the material. If there is any problem during the beginning, we have to sort out thing and make it right. 
in the past there were cases happened specially in the, spinning unit in BIG CHAIN. using child labor. Immediately. We have stopped those sub supplier. Supplier as well. They were not following BIG CHAIN requirement, they’re not following 

	sourcing experience, monitor raw material cost


	[transparency, collaboration, understand production cost, share information with supplier
	we monitor and analyze the raw material price. So, we do analyze first from our side the supplier price. So, it's not that we demand a price of the supplier, it’s an open discussion and we always guide the suppliers, we use our raw material sourcing experience to help reduce price for supplier. 
That is the very interesting part of BIG CHAIN, beauty of BIG CHAIN sourcing, and, and BIG CHAIN since it's a very big global organization, the sourcing pattern is also very interesting.  I also appreciate the way, Competitor 2 sources. Competitor 2 and BIG CHAIN. They know where to source. And at what price to source. (P18) 
In some cases, BIG CHAIN does the buying for us from one of their raw material suppliers. And sometimes we ask BIG CHAIN to introduce us to good material sub-suppliers

	Respect for worker rights
	democratic process, respect overtime rules, worker options

	And by following the BIG CHAIN rules, we are allowed two-hour part time. but this over time is optional all, if anyone didn't want to join in this over time activities, they can leave. 
If it is needed for another extra two hours, then supplier has to arrange a meeting internally with their workers, whether the workers, voluntarily interested to do some extra work? So, if the workers participated in community and everyone agrees, and that is documented, shared to BIG CHAIN, then we decide. But there has to be a very unusual reason, and if we accept, it cannot be for more than two hours under any circumstances. 
we have a physical class, which is at 10'o clock in the morning and a physical class at 4'o clock in the afternoon. so, they do whatever exercise activity they have. they do physical training, exercise, to stay healthy. This is not a BIG CHAIN requirement; this is something the factory offers. 
When we are producing any goods, we follow compliance which also means that our worker is happy and productive, and working at good wages. So, during entire production we follow all the rules. The material we are using in this product should be environment friendly. It should be sustainable. And workers should be treated the right way, while working in a safe environment, and happy to be producing the goods.
We have industry transformations when it comes to working conditions and things like this, where we can look at 20- 30 years of planning and implementing. 

	employee benefits, appreciation
	life insurance, recreational events, employee appreciation and recognition. BIG CHAIN culture impacting factory]
	They all have life insurance recreational activity they have and the most important thing, what she gets from the company is a recognition and appreciation. 
when hiring workers as per demand our recruitment process follows, the Requirements standard. And once they are hired to work for us in this factory, they are more loyal to us. A very small percent of people leaves the factory once they are hired, they settle here because they like how they are treated.
We have medical facility onsite; they offer to all the employees. and also, majority of factory workers are women. So, the women receive special benefit, like, sanitizing supplies, stuff like that. We also give a 30-day credit so worker can buy things. We have a day-care center, for the garment workers and garment worker babies. Many of the workers in BIG CHAIN are very poor people who work in factories and BIG CHAIN instructed us to arrange, a donation program to this organization. BIG CHAIN, always give us support and motivation to do these kinds of activities. 

	Innovation, collaboration, support
	provide innovative solutions, mitigate factory challenges
	sometimes we face a problem with product because wrong data stamp or some issues with RPA and to mitigate this type of problem, BIG CHAIN introduced a new system, a mobile scanner that scan the product information that is written over carton or palette that is, uploaded on system directly. these types of issue actually are not handled like this way in Competitor 5, nor other customers. 
Through our scanning technology, we have complete traceability every time a product is actually manufactured and produced all the way through delivery. BIG CHAIN can actually see production in real time because scanning system also uploads into BIG CHAIN’s system. So, when scanning is done multiple times, we can trace where the problem is. Before implementing this mobile scanning process, everything was maintained manually, from material procurement to shipment. But there were chances for mistake when doing things manually. The mobile scanning system helps address issues instantly.

We found out that some factories are producing the fabric that women carry under the sari. It is like a thin wall kind of white fabric. Produced in mass, it's like a commodity, it was very inexpensive, so our idea was that maybe we can just make curtains out of this commodity, and we did. It was like a win-win situation for everyone.


I mean, there are many fantastic examples in BIG CHAIN where we're kind of innovate, thinking a little bit smarter and being careful.  Speaker 2: That’s where they are and in two seconds the tip of the pen is gone, and it goes in a two year’s mouth.  With the tip gone, the seven-year-old sibling will not have anything to draw with basically. So just by studying that we said, let's put this requirement on for safety and to preserve pen. It has never been done before, so we were at Italian suppliers. Super skilled suppliers and we told them that we want an impact requirement because we know that this is what will happen. And now I don't know how many pens we have sold, and preschools by them. It's, I think they've been there for 10 years.
I remember when we did this, but it's like these little things. And then of course we create stuff that are safe to eat and paint with and everything. Because we were interested in the situation that could be made safer and better 

Speaker 1: But wouldn't that make your pen much more expensive? 

 Speaker 2: No, because if you start right from the beginning and looking at all these things that we need to build in, you can be creative with your design.
And of course, these pens might not be the lowest price on the market. That was not the ambition, but they are so successful, and we just sell, you know, millions and millions. Because of course when people start to use them, they are fantastic pens that do a little bit more, by being safer for small kids. 

 Speaker 4: I think it is so. She also describes it is based on reality. And I think maybe that's. Where you mentioned the word production-oriented retailer, but I think it is actually to see it from everything. Understanding life at home. What is really needed is not a pen for a 7-year-old. Or maybe yes, it is also. But also, for the two-year-old. 

 We are always looking for new ways to make things better.  So, we work together as one team to make changes and improvements always looking for technological advantages. 

	low compliance cost high benefits
	process, support, low compliance cost, high benefit
	The way BIG CHAIN does business makes our processing cost to maintain the sustainability and other quality parameter very low compared to benefit. 

	long term planning, reduced cost

Ensure compliance by planning ahead
	long term planning, large production, less waste, reduced cost, more efficient than competitors.
	So, people are gradually skilled on a particular process, with planning ahead long term, less waste, and they can produce product in large number and that reduces cost compared with other competitors of BIG CHAIN. 

	hazardous waste, collaboration
	support factory, hazardous waste solution
	we were having problem with this hazardous material, so BIG CHAIN found out that this material is used by cement factories. So BIG CHAIN found a cement factory in BIG CHAIN who use this material to make cement. since then, we continuously supplying those hazardous material to the factory. 

	vertical integration
	control compliance process, transparency
	Another important factor is our vertical integration; in some cases, we own the forests so we can have sustainable farming and provide transparency

	set recycling benchmarks
	turn waste fabric into recyclable products, eco friendly
	Man 2: we, we produce about 35 articles for BIG CHAIN, but this XYZ is a rug made completely from waste and left-over fabric used to make bed linen and quilt cover. the manufacturer, BIG CHAIN supplier makes the yarn in the spinning wheel, then they make the fabric and then they do the printing, washing, finishing everything. They make the wrap and the leftovers, the wasted fabric is turned into a rug, and then you buy this rug you use this rug, and it can be again, recycled. We bring everyday 5 tons of wasted fabric and we turn into beautiful rugs. They can be washed and recycled about 10 times. we are passionate about natural recycled things, and we don’t worry about where they grow. It is great eco-balance. 
We are passionate about turning waste in to natural recycled things, and we don’t worry about where they grow. It is a great eco-balance. We stopped buying fresh cotton for two years now. We only use leftover to make our rugs. The rug industry is a very big potential industry for recycling

	Creative use of eco-friendly raw material
	replace fossil fuel dependency, grow Jute, no pesticide, low water consumption, benefits environment
	Cotton needs lot of water, and cotton needs lots of pesticides. But Jute is a fertilizer. You can grow Jute, then the leaves will fall down. Then it's a green fertilizer. Before growing rice, you have to grow the Jute, then you don't need to use any fertilizer for rice. And the Jute leaf is a food. And inside the Jute, there's a wooden part. Actually, this is the material of the particle board. So, the Jute does not need any irrigation, Jute does not need any fertilizer. You just throw the seed. It grows automatically, and it gives us wood, food, and fiber. It is the most eco-friendly fiber in the world. Since we are talking about the planet, we need eco-friendly material that can replace petrochemical material

	partnership development, share growth cost
	transparency, supplier discloses full cost
	Yes. We have to, BIG CHAIN knows every material cost, because we have to share an open product sheet to BIG CHAIN and then no ease and pre point price. Not only for the material price, but they also know what we are paying to us, to our workers. What we are earning from this product, everything they knows. 

	meticulous compliance process
	[very detailed, pre-planning]
	For packaging process BIG CHAIN has 18 different procedures for quality and …. compliance. That are set from the beginning. 
They work together with us to help us be successful at requirements, not just tell us to follow requirements. BIG CHAIN doesn’t pressure the supplier. Which is the main thing. They work with supplier to help meet requirements. 
Bring the highway in with the supplier. We have a long term and of course there is. Verification continuously of supplier, to have them stay compliant, and help them follow requirements. We make it easy to follow requirements because if something is not correct, we catch it early, it is like making baby steps.

BIG CHAIN provides comprehensive training, and we make sure we learn every single step. More than other customers. They spend a lot of time to create processes and train. They don’t rush. They wait until we are ready. Everything is planned ahead. It is not difficult to follow the rules because BIG CHAIN step-by-step training starts early. Part of BIG CHAIN strategy is to make sure the rules are easy for everyone to understand and follow, especially workers on the floor

	work directly with farmers
	create sustainability and innovation at farming level for better planet]

	BIG CHAIN has a department that actually works with the farmers directly, wool, cotton, wood, and so on, to make better farming for planet, people, and animals. There is today a better global cotton initiative, to protect planet and people that was actually created by BIG CHAIN

	Transformational leadership
	New culture
	Transformational leadership created new compliance culture at sub-supplier level, clear and detailed process, prevents problems, better for business. 





Appendix A: Code book 
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Figure 7.2 A theoretical framework illustrating an effective supply chain sustainability
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