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Toward an organizational under standing of the transformation needed for sustainable supply chain

management: The concepts of force-field and differential efforts

Abstract

This paper facilitates an in-depth view of the sfanmation needed for the transition from tradiibto
sustainable supply chain management (SSCM)—by ehgiimg its elemental aspects. Taking an
organizational unit of analysis perspective, ttoseeptual review seeks to characterize the fundahen
nature of complexities inherent in the transformatiand thereby seeks to explicate the elementatena
of organizational efforts responsible for shapiogtainable supply chains. The findings outlineigpiing
mechanisms for explaining the complex and endlessre of the transformation for organizations. This
discourse also involves the proposition of two naancepts applied in this context: the SSCM Force-
field and Differential Efforts in SSCM. While theorimer represents the intricate interplay between
organizational efforts and organizational complezitin absorbing SSCM practices in the supply chain
routines of an organization, the latter reflects #alue of additional efforts above and beyond wbat
required in existing supply chain routines, to litatie the integration of a desired SSCM practic® i
routines. The findings show how the force-field adps an organization’s progress in SSCM and how
differential effort allows an organization to ovence the force-field, extending theoretical framekgor
and offering valuable guidance for practicing masragOverall, the research strengthens the coraeptu
foundation of SSCM theory by explicating the undeplored aspects involved in an organization’s
progressive journey toward SSCM. Further, it igst Aittempt to outline the organizational implioas of

the SSCM journey.

Keywords Sustainable supply chain management, Sustainabilitgnsformation, Complexity, Force-

field, Differential efforts, Conceptual review



1. Introduction

With sustainability having become a mainstay in @entemporary business environment, the
transformation of an organization’s traditional supply chain mgement (SCM) approaches into
sustainable supply chain management (SSCM)j@aianey that has become paramount. However, some
organizations have yet to undertake this journdyijenothers that have started it are underestimgats
complexity. This calls for the need to further stithen the conceptual foundation of SSCM theoryaso
to better understand the complex dynamics ingraindtie journey of SSCM (Geissdoerfer et al., 2017;
Gold and Schleper, 2017; Markman and Krause, 265gell and Shevchenko, 2014; Quarshie et al.,
2016; Roy et al., 2018b). Within this context, céexjty can be defined as the ambiguity encounténed
deriving schemata to encapsulate regularities &sdc with an emerging subject that advocates a
paradigm shift (Anderson, 1999). The complexitissogiated with SSCM have been emphasized by a few
select works in the SSCM literature. It was mogiliekly called out by Silvestre (2015), who notibsit
“sustainable supply chains are not a destinatian, rather a journey because as supply chains move
toward more sustainable practices they go througtormaplex, dynamic, and evolutionary learning
process” (p. 157). Despite this realization, therditure lacks an in-depth understanding of theptexn

nature associated with the transformation towar@\8S

The most profound view of complexity in SSCM emearge the strategic level of theastainability
logic, and relates to the complexities associated with @lignment—or at least reconciliation—of an
organization’s financial and non-financial intesegir the furthering of sustainability ideals (Mabon et
al., 2016b; Sayed et al., 2017). More specificalhe sustainability logic governs predominantly the
strategic orientation of an organization regardihg type (and extent) of environmental and social
practices it may want to initiate in its journeyverds SSCM (Meckenstock et al., 2016). In additon
complexities inherent to the sustainability logiomplexities can also stem from the imperativeaoirol,
which recognizes the need of a supply-chain-widgibuoward SSCM and the subsequent responsibility

of the supply chain leader to institutionalize SS@kbctices throughout the supply chain. Additional



complexities in this regard can stem from the iragiee to create a circular economy (Geissdoerfal.et
2017). With control certainly also being at thexstgic level, Frostenson and Prenkert (2015) sudgas

a supply chain leader might be challenged by thmeptexities associated with facilitating a supplaich
wide response toward SSCM, owing to non-hierar¢hioates of control prevalent in contemporary
supply chain structures. Control can however bdaeaeld when the supply chain leader serves as an
orchestrator that directs the SSCM agenda with dband informal governance mechanisms to foster the

legitimacy of SSCM throughout the supply chain (igget al., 2017; Tachizawa and Wong, 2015).

In contrast to the strategic level, the operatideed! associated with complexities in SSCM hasbee
rarely touched upon. An exception is Nair et al0l@), who delineate how SSCM proliferates
operationally in supply chains. Taking a networgé&rspective, the authors suggest that SSCM practice
become operationalized in the supply chain only rwhg constituent organizations undertake complex
organizational adaptations in an integrated fashiomed at embracing emergent sustainable pradtices
their operations. However, this viewpoint has rareéen investigated, with extant literature lacking
theoretical granularity that can enrich the orgatdn-intrinsic view of complexity in the
operationalization of SSCM practices. Only Matogl adall (2007) resonate with this position by
suggesting that the organization-intrinsic adaptatoward SSCM is complex, owing to the emergerice o

ambiguity associated with the operationalizatiosustainability practices.

Therefore, building on this operational emphasis complexity in SSCM, and to enrich this
organization-intrinsic view, we review conceptudlhe elemental nature of the transformational jeurn
(SSCM transformation, henceforth) from an orgamzet unit of analysis perspective. Within thiswie
SSCM transformation considers a sustainable suppdyn as a collective set of organizations jointly
seeking to maximize the sustainability performarafethe supply chain—where everindividual
organization in the chain is responsible for theinsic transformation of its traditional supply ath
routines toward SSCM. In addition, this organizadlounit magnifies the organization-intrinsic vidoy
theorizing about the organizational componentsh sag policies, processes, and most importantly, the
collective roles of organizational members. Viewing the SSttdmsformation from the perspective of an

individual supply chain organization can thus edtédnndamental insights surrounding the essence of



organizational complexity and organizational resgorinvolved in the operationalization of SSCM.
Enriching this viewpoint, we set the scope of ttamceptual review to address the following objegiv
(a) to explicate the notion of organizational coexily in SSCM from an operational perspective by
theorizing about the complex nature of organizatirinsic transformation involved in the transitio
from traditional to sustainable supply chains, byl to explicate the elemental characteristics haf t

organizational response essential for dealing thighorganizational complexity of SSCM.

We aim to achieve these objectives by first conef#ting a new concept that we term the ‘SSCM
Force-field’. This concept is drawn theoreticaltgrh the anchor of complexity theory to charactetiz
operational underpinnings of complexity ingrainedtihe SSCM transformation from an organizational
viewpoint. Further, taking an organizational unitamalysis perspective, the concept is positionged a
encapsulating a detailed account of the SSCM toamsition by outlining the elemental forces
instrumental for the remodeling of a supply chaigamization towards SSCM. More specifically, the
organizational unit of analysis facilitates acceesthe intricate mutuality between the efforts of
organizational members and the complexities aswatiaith the absorption of SSCM practices within
organizational supply chain routines. Thereby, hiertenriching the perspective of the organizational
response, a novel construct of ‘Differential Efforih SSCM’ is defined so as to specify the scope of
differential organizational efforts involved; it exfically captures the additional effort—above and
beyond what is required in existing supply chaiatirees—to facilitate the likely complex and poteiii

ambiguous inclusion of SSCM practices.

Overall, with this focus we are able to magnify dtetically what exactly takes place within an
organization as it pertains to the transformatibmsupply chain routines toward SSCM. In additio
addressing these aspects facilitates a more dibtailderstanding of the SSCM transformation towhed t
further strengthening of SSCM theory. To addressdtconceptual aspects, we structure the coutbesof
conceptual review as follows. The first part of greposed conceptualization is crafted under tlaeling
‘Characterizing the elemental nature of SSCM tramsétion form an organizational perspective’, wirere
we theorize about the fundamental nature of the Mb$@nsformation phenomena, with the ultimate

objective to further introduce and develop the emtoof the ‘'SSCM Force-field’. The second part is



positioned under the heading ‘The elemental natfran organizational SSCM response to nullify
organizational complexity in the SSCM transformatian which we propose the multi-dimensional
construct of ‘Differential Efforts in SSCM’ to chamterize the intrinsic nature of organizationabdff

required in SSCM. The subsequent section extertiscassion and offers implications for SSCM theory

and practice. The last section concludes.

2. Characterizing the elemental nature of SSCM transformation form an organizational

per spective

Moving toward SSCM represents a strategic decisiban organization to embrace the emerging
reality of competition in the business environmemthich emphasizes business practices that promote
sustainable development (Formentini and Taticdbi,62. While the motivations for this strategic cémn
(for example in terms of environmental triggers awmpetitive differentiation) are covered in the
literature on corporate social responsibility, rétigire on strategic decision making within suppghgaio
management pinpoints the responsibility of a domireupply chain entity to lead and institutionalize
sustainability as a legitimate agenda throughoetsinpply chain—on a general level, Tate et al. §201
draw the parallel to a cockswain in rowing thatyiles the cadence call and motivation. As such tigha
needed from a strategic perspective is a paradmfttisat drives the propagation of SSCM throughiwet
supply chain, so that it becomes operationallyerméd in organizations’ sustainable supply chaatiices

(Fiorino and Bhan, 2016; Formentini and Taticcliil@).

The radical scope of shifts needed add a signifieael of complexity to the transformational joayn
toward SSCM. This view of complexity is in line Wwithe perspective of complexity theory, which
describescomplexity as the ambiguity encountered in deriving schemataricapsulate regularities
associated with an emerging subject that advoeapasadigm shift (Anderson, 1999). Forming the ajre
complexity, ambiguity emerges from (a) the anabjteophistication prevailing in the interpretatiminthe
subject itself, and (b) the range of frontiers &itwestigated for proposing compatible configunadi to
address the emerging subject—which results in agmeuated scope of action (Wang and von

Tunzelmann, 2000). This view characterizes ambjgast imparting a non-linearity to the paradigm tshif



indicating that the shift cannot be modeled asvpk& / static process composed of standalone sdicgee
steps, but that both the antecedents and the oatcofithe shift need to encapsulate the inheremardic

fundamental forces within and outside of the orgatnon (Burnes, 2005; Styhre, 2002).

As such, operationally, subsequent to the stratedgcof a supply chain in embracing SSCM, member
organizations in the supply chain are expectedetoahstrate SSCM compliance. The compliance at the
bottom-line can be simply understood as the respmisa supply chain organization to implement
appropriate SSCM practices that suit its echelgmosition in the supply chain (cf. Kahkénen et 2018).
More specifically, when an organization begins perationalize and adapt sustainability principkests
existing supply chain routines, it deals with argrmaented scope of action and often entirely new
circumstances whose solutions are often radicamFan operational decision-making perspective, this
implies trade-offs (cf. Byggeth and Hochschorn®Q& Wu and Pagell, 2011). However, with trade-offs
frequently being extreme, they impart the systerthvambiguity—and thus substantiate the analytical
sophistication associated with the paradigm stegded for SSCM (cf. Salas-Zapata and Ortiz-Muiioz,
2019). The sophistication can be further understa®d fundamental interruption of the status quo in
beliefs due to the radical nature of changes neeslbith are primarily related to surpassing thefipro

maximizing focus in traditional supply chain managat.

Thus, conjunctively with the analytical sophistioat the augmented scope of action in SSCM leads
to ambiguity in terms of a lack of clear principl@sd solutions toward the remodeling of organizegio
supply chain routines (Matos and Hall, 2007). Ashswhile the entire expectation is laid upon tkiaet
know-how, which is comprised of existing supply icheoutines and practices that are well definethin
economic domain, this know-how is generally chalksh in generating efficient solutions for newly
formulated supply chain objectives, as is the das8SCM. Thus, emerging from this ambiguity, the
organizational complexity inherent to SSCM transfation can be understood as the fundamental force

responsible for the non-linear transition of a itiadal supply chain organization toward SSCM.

With this framing, intrinsic elements surroundin§@M in organizations can be defined (Figure 1).

First, from an organizational perspecti®CM transformation can be defined as the transition of an



organization in the supply chain to shift from theditional way of participating in supply chaimsvard a
more sustainable way. This transformation is trigdeby anOrganizational SSCM Response, whose
purpose is to facilitate the integration of susdifity criteria into the existing ways of operaginThis
may entail the move to a triple-bottom-line (TBL@rppective, which augments the traditional primary
focus on the economic bottom line with both an emwinental and a social bottom line. The inclusibn o
sustainability imperatives is typically achievedatigh the incorporation and applicationSotai nability
Oriented Supply Chain Approaches (SSCM practices) into the supply chain routinesieforganization.
An opposing force to the organizational SSCM respoas part of this transformation@sganizational
Complexity, which accounts for the ambiguity in an organmaal setting to pursue the desired SSCM
practices. Taken together, the conflict between'@rganizational SSCM Response’ and ‘Organizational
Complexity’ suggests the presence of a force-faghart of an SSCM transformati(88CM Force-fiel d).

We conceptualize this force field as the elemetyalamics at play for and against the changes #ed n

to be made in the course toward SSCM.

It is important to emphasize here again that tbisd-field imparts the organizational transitiorilpa
toward SSCM with anon-linearity. As such, a successful incorporation of SSCM aggtes will not
automatically or immediately yield transformed argational supply chain routines. This notion is
echoed by Silvestre (2015), who notes that SSCMjrpsses in trajectories where intricate efforts are
responsible for countering context-specific chajlesh Reefke and Sundaram (2018) further elaborate o
the finer-grained nature of this trajectory by segfgng its intrinsic components to revolve arouhd t
facets of strategizing, experimenting, learninghitaying, and controlling. This further implies ththe
flow of transformation could be bi-directional inatare—meaning that any change, if not firmly
maintained, could tend to traverse back. In sinteiens, with this perspective, an SSCM approach may
lose its place in organizational supply chain noesiif it is not continuously monitored, adapt@optioved
and strengthened. Thus, a successful SSCM tranafismcan be operationally understood as the wbilit
of an organization to permanently accommodate SP@idtices due to associated organizational supply
chain routine deeply ingrained in its DNA. Figureedcapsulates these elemental aspects of an SSCM

transformation. However, in order to delineate ithteicate aspects surrounding the non-linear natdire



SSCM, it is essential to analyze the noted forekdfin depth. We therefore explicate an organiratio

view of the SSCM Force-field in the following.

Sustainability Organizational
Oriented Supply
Chain Approaches, SSCM Response

Traditional Sustainable
Supply Chain Supply Chain
Management Management

Or gamzatlonal
, o Complexity
Non-linear Organizational Force-field

Transition Path

Figure 1 An organizational view of the elemental aspectseulythg anSSCM transformation

2.1 Toward an in-depth organizational view of the force-field in SSCM transformation

The ‘SSCM Force-field’ (referred to as only forgeld, henceforth) encapsulates conflicting
elemental forces that govern the non-linear transition of an organization toward SSCM. This
conceptualization captures two key forces in thgard, namely the ‘Organizational SSCM Responsg’ an

‘Organizational Complexity’.

The organizational SSCM response intends to suitdlgssitegrate targeted SSCM practices in the
supply chain routines of an organization. Supplgichoutines in-turn are organizational proceduhes
reflect the means or processes through which anargtion fulfills its obligations toward its membhip
in a supply chain. For example, the traditional SGerature outlines several means, such as stcateg
supplier management, long-term partnership oriematcustomer relationships, level / quality of
information sharing, and postponement. These appesa which are essential to be ingrained in the
organizational routines of a firm, help companiesemtheir obligations regarding the maximization of
supply chain profits (Li et al., 2006). However cerestablished, organizational routines are rezegnio
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result in inertia by limiting the ways of organiatal functioning (Ashforth and Fried, 1988; Hanraard
Freeman, 1984). Given this inertia, Feldman andtl®sh (2003) characterize the transformation of
organizational routines to be triggered by criffisagions emerging from areas of ambiguity. Therdhg
authors suggest that transforming organizationatimes is heavily dependent on the actions aimed at

helping those within the organization embracingdhange.

Against this backdrop, the ‘Organizational SSCM [Rese’ inherent in the force-field can be
characterized as follows. First, it attempts tow¢farm the supply chain routines of an organizatign
integrating SSCM practices. Second, such a respaeeandsSSCM Incorporation Efforts by
organizational stakeholders (members, departmdotsjecode and internalize th@ow-how for the
necessary paradigm shift in routines through ngwedicies, processes, and actions. And third, giten
non-linear nature of the SSCM transformation, seffbrts need to focus on preventing the risk of BISC

deteriorating back to traditional SCM.

Furthermore, ‘Organizational Complexity’ forms anflicting force in the force-field that can oppose
the organizational SSCM response. The following lkepects can be noted in this regard. First,
organizational complexity indicates ambiguity inpply chain routines generally as soon as ‘SSCM
Incorporation Efforts’ seek to implement SSCM piaes. Second, organizational complexity suggesis th
this ambiguity is in-turn sustained from the ladkoow-how in existing supply chain routines—sir{e®
routines are originally based on traditional SCMtpcols and well defined to maximize profits, abjl (
SSCM involves significant analytical sophisticatiand a radical scope of transformation. And thihe,
lack of know-how leads to the emergenceiradtia in organizational supply chain routines to halt the

progress of SSCM transformation.

Thus, the force-field marks the collision spaceweein an organizational SSCM response and the
organizational complexity associated with an SSGlhdformation. As such, in order to translate a
specific SSCM practice into the supply chain roegirof an organization, an SSCM response needs to be
formulated based on the know-how that facilitates mitigation of the noted ambiguity. This know-how

can be understood as tKeowledge Base derived from the explicit and tacit knowledge didi in the



supply chain routines of an organization (cf. Sciteer et al., 2014). The knowledge base therefore
governs the dynamics within the collision spacé¢hefforce-field to facilitate a common ground. fRert

the strength of this knowledge base determinesttent to which the inertia can be offset to esshbl
targeted SSCM practices as part of supply chaitinest Based on these aspects, and as an extdasion
the previous graphical representation, Figure 2qmts a magnified view of the force-field to ouliits

intricate elements.

Organizational SSCM Response

SSCM Incorporation Efforts

wn
5]
£ V. £
E Knowledge Base A %
~ =
SSCM )
k= Practice(s) =
< =
: =
O J =
- ~
= z
=9 =
=
% 2
@

Inertia

Organizational Complexity

Figure 2 Magnified view of the SSCM Force-field

Figure 2 also reflects the dynamics of the foreddfiby emphasizing the following aspects. The
organizational SSCM response relies on SSCM incatjpm efforts, i.e. the efforts of organizational
members to propel a desired SSCM practice into Igugipain routines. However, ‘inertia’ deters the
inclusion of any desired SSCM practice by impedthg SSCM incorporation efforts. The upward
pointing arrow in the figure emphasizes this asp@ct the contrary, to permanently position a desire

SSCM practice into the supply chain routines obeganization, it is important to counter this ‘itiar as

10



soon as possible. In order to achieve this, ititical to focus the SSCM incorporation efforts tnd the
enrichment of th&Knowledge Base. The downward pointing arrows reflect this asp@erallels to these
notions can be found in the existing SSCM literatwrhich has started to provide preliminary insight
this regard. For example, the qualitative dataderBtl et al. (2018) outlines the vitality of effotoward
augmenting ‘sustainability know-how’ (p. 208) formmizing SSCM-oriented information uncertainty in
purchasing and supply management processes. Thitatiua data in Karaosman et al. (2018) reveals
similar underpinnings in the context of SSCM-orezhtipparel manufacturing / supplier management by

highlighting how insufficient knowledge on SSCM adeter sustainability strategies in supply chains.

Overall, these aspects provide an intricate charaetion of the dynamic conflict between the
organizational SSCM response and organizationapt®xaty by identifying further essential components
within the force-field. Thereby, these delineatiemsich the explanation regarding the non-lineanneaof
SSCM transformations. The subsequent discourséeiurexplicates this conflict in greater detail to

pinpoint more intricate channels of conflict.

2.2 Thefiner-grained channels of conflict in the SSCM Force-field

As noted in the above discussion of the SSCM Fbeteé- while the ‘Organizational SSCM
Response’, on the one hand, is governed by ‘SSGidrporation Efforts’ within the organization to
augment the ‘Knowledge Base’ of supply chain roeginn regards to SSCM, the ‘Organizational
Complexity’, on the other hand, characterizes thaldical sophistication surrounding SSCM and the
considerable scope of transformation in supply relrautines that has the danger to result in ‘laérti
Thus, to locate the finer-grained channels of ¢oinfh the force-field, it is essential to analyttee

interplay between the SSCM incorporation effortd srertia in greater detail.

In order to facilitate an in-depth view of SSCManporation efforts we need to delve into the dethil
process needed for the organizational integratfcBSCM approaches. In this regard, Preuss and Walke
(2011) suggest that the integration process ingblhe channeling of ground-level efforts toward the
inclusion of sustainability criteria—as well as ptigion by stakeholders toward the novel conditiand

challenges posed by such inclusion. We follow the#&d in order to explicitly recognize that SSCM

11



incorporation efforts intrinsically represent ateys of simultaneous efforts, first within the orgaation
(organizational efforts—pertaining to both the ongational environment and its members) to embed
existing supply chain routines with SSCM principleand second to drive the adaptation process
(adaptation efforts—pertaining to the buy-in towsasdistainability at the overall organizational letiee
inter-functional level, and the intra-organizatibtevel). However, these efforts are faced withriiae
serving as an opposition against these effortssidering these in unison, we focus on identifyihgse

five finer-grained channels of conflict within tharce-field (also summarized in Table 1).

221 Organizational efforts

An organization as part of a supply chain is cosgdiof the ‘organizational environment’ and its
‘members’. In an SSCM context, the former is esakmd strategize and to facilitate the inclusion o
sustainability criteria in existing supply chainutmes—through the re-shaping of managerial aspects
such as policy decisions, organizational structumdes, norms, operational routines, performance
management, and culture (cf. Andrews, 2010; Knggtd Harland, 2005; Wichmann et al., 2015; Wu and
Pagell, 2011). The latter represents the colleaiferts of organizational members in facilitatisSGCM
within the organization, which depends upon cogaifispects, such as skills, information processingd,
knowledge—as well as affective aspects, such as/ation, perception, and attitude to shape a ctillec

view (Foerstl et al., 2018; Hult et al., 2004; Baga et al., 2008).

Given the non-linear nature of the transition gatierent in SSCM, continuous efforts toward the re-
shaping of the organizational environment is anartgnt response to adapt supply chain routines.
Broadly, the re-shaping applies to the formal arfdrmal components of the organizational environimen
While the formal component refers to detailed pdares, documented guidelines, and review systdmas, t
informal component involves the creation of theamigational climate in which managers and employees
can act in accordance with the values, beliefs, @aditions of the company (cf. Falkenberg and
Herremans, 1995; Hosoda and Suzuki, 2015). For pbeanBals et al. (2018), within the context of
evolving purchasing and supply management prigritisder SSCM, outline how facilitating the needed

evolution demands an upgrade of supply chain reatim organizations. The authors suggest that the

12



pathway to this upgrade emerges from the restrimgtuof critical organizational aspects, such as
centralization (the degree of focal power to malppdy chain decisions), formalization (the extemt t
which supply chain processes are governed by fodoalments and procedures), specialization (the
extent of dependency on specialized departmergkilbed personnel), standardization (the degretgbt
definitions regarding various supply chain actesl, as well as participation (the extent of ineohent by

organizational members in decision making).

However, the responsibility associated with re-gilgjhe organizational environment principally all
under the purview of top management within a supplin organization, without which an organizationa
SSCM response risks losing its effectiveness (PagdlWu, 2009; Yen and Yen, 2012). Given the matur
of the shift involved, it is critical for top managient to carefully plan, organize, direct, and carthe
organizational transformation in the wake of SSG Li et al., 2018). The actual situation, however
may be much more complex, as evidenced for instam@n interview excerpt included in Preuss and
Walker (2011): “Sustainability and environmentaduss have not been something that has excited the
Members(top management) thus far; hence it's been a lower priority issliss been an issue for us
because it is on the National Procurement Stratewl we want to be seen to be addressing all those
things. But locally it's not been a strong politieesue for us” (p. 504). This notion can also berfd in
Kumar and Paraskevas (2018), who focus on chaistaterof top management teams that can make the
organization more conducive toward SSCM. Key charéastics considered in their study include divigrsi

and SCM-related experience inherent in top manageteams.

These perspectives fairly imply the prevalence ebfiatance (or unfavorable intension) among top
management regarding the uptake of SSCM. This talee can be primarily attributed to the challenges
that top management already faces while managimersi activities in order to meet financial targets
Furthermore, this reluctance can be attributedhécatversion regarding the channeling of profoumol esf
toward organizational transformation. Thereforangen a setting of status quo interruption, thistext
can be described as serving as a potential chdon@rganizational complexity to seep in, ultimatel
yielding inertia. In these settings, it is critidal top management to take on responsibility foswging

continuous organizational efforts in re-shapingiaas components of the organizational environment

13



toward an SSCM response (cf. Dai et al., 2014; Bohl., 2016). As such, tHast channel of conflict

between SSCM incorporation efforts and inertia lsahocated within this space.

The second channel of conflict between SSCM incorporation gffoand inertia resides with the
members of the organization and their willingnestatkle the challenge of an SSCM response toveerd t
transformation of supply chain routines. Within @ontext, primarily organizational members at thd-m
and lower-levels of the organizational hierarchywehahe responsibility to operationalize ground leve
efforts toward the transformation, while at the seaime lacking the positional power to mandate Gthe

(Carter and Dresner, 2001; Gattiker et al., 201atfiker and Carter, 2010; Wichmann et al., 2015).

Complexities within this reality are imminent. Fexample, at a cognitive level, organizational
members might not have sufficient information abehat sustainability is and thereby end up assiogat
it primarily with environmental issues (cf. Meckéosk et al., 2016). Given the lack of knowledge and
needed skills, it may be a significant shift for miers to strategize how to practically facilitakes t
inclusion of sustainability criteria in supply chabperations. Affectively, there might be membetsow
being inclined toward the topic, readily advoc#te agenda and needed efforts. However, there raight
be members who are either unaware or unwilling tdvesgaging in real-time efforts—in the worst cases

members may even stigmatize the initiative (cf. lewal., 2017).

Parallels to these notions can be found in Fayeal.g2018), who deliberate on tensions faced by
organizational members tasked with SSCM aspects alithors outline organizational tensions thattean
classified into learning tensions (to learn abo®C#® and cooperate) and organizing tensions (to
channeling real-time efforts). Thus, tensions witthie cognitive and affective realms may resul inss
of momentum associated with SSCM efforts within dnganization. As such, members might gradually
lose interest toward the efforts necessary to atledeversal of the transformational progressHoéuss
and Walker, 2011). Overall, these perspectives nsigdee the prevalence of organizational compleixity
terms of both analytical sophistication and extehsisope of actions surrounding organizational membe

in the course of SSCM.
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2.2.2 Adaptation efforts

Apart from channeling efforts toward the impleméiota of changes in organizations, it is
simultaneously essential to channel efforts for abaptation toward change. Adaptation signifies the
transition toward a sustainability orientation twe telief level. Adaptation, which is more than there
implementation of structures, needs to happenderdor the initiative to be most successful. Tgksnch
a view thus facilitates a magnification and deltra of more detailed actions inherent in an
organizational SSCM response. Within our contedpgation typically applies to different organinatl
membership settings, such as the overall orgaorzatilevel, the inter-functional level, and theemt
organizational level (Preuss and Walker, 2011). eékd(R003) suggests that within the context of
phenomena that require the masses to adapt telgrdifferent conditions, adaptation is a dynanucial

process. As such, the ability of societies to atklagetermined, in part, by the ability to act eotively.

First, within theoverall organizational context, the organizational changes required due to SS@Yl m
result in a tension between the values of orgaioizat members in the organization and organizationa
requirements. The very basic level of adaptatiom lsa expected to happen in small groups within the
organization, for example among peers within a fioncsuch as procurement, production, or distriuti
Group-level adaptation can be expected to provipeyehological shelter to members while efforts are
channeled toward organizational requirements (Asgyt957). This adaptation indicates efforts toward
facilitating a buy-in into sustainability princigeat the group level, as well as a subsequent ggacof
the SSCM response through group decision-makingréfare, the development of strategy in order to
foster a sustainability orientation among peersobegs crucial. What becomes of principal importance
here as well is that the audience has to be apgpealen an authoritative manner, especially when
considering that sustainability is inherently aghieand mind” issue. This has direct implicatioosdroup

formation.

However, changing the ways supply chain procespeste can be impeded by inertia that is driven
by risk aversion persisting in the groups and dasead with the departure from traditional SCM puuils.

For example, procurement professionals may beaiskse to change the way they work and practice,

15



especially if current operating procedures seedotthe job. Further, on the group level, complesittan
be expected to manifest in the form of group dymamwhich refer to the undercurrents present widimd
between the groups (cf. Brown, 1988; Stagl, 200fanifestations of such may include inter-group
differences and non-uniformities in the perceivetion of sustainability (Faber et al., 2005) as|veal
different expectations of group decision makinggesses to impede collective action toward SSCM
(Adger et al., 2003); these issues can include acharistics such as group composition, leadership,
cohesiveness, motivation, goals, and effectiverdsmformation sharing (Preuss and Walker, 2011).

Overall, this represents tiierd channel of conflict between SSCM incorporatiorog and inertia.

Second, the next level of adaptation relates toitee-functional level, at which achieving buy-in
toward SSCM is also critical. Given the collectresponsibility toward adaptation, departments dpega
like functional silos are detrimental to the diffus of a sustainability orientation within the onigation.
The importance of internal or functional level igtation, while adapting and implementing supplyicha
strategies, is well recognized (Narasimhan and P@81). The supply chain literature primarily disses
such adaptation within the context of a boundamnging role that functions should fulfill (Pagehda
Krause, 2002). Boundary spanning can be simply nstoled as reaching across margins, sections, or
borders in order to facilitate the building of t@aships and interdependencies, as well as terfost
interconnectedness. A boundary spanning role withehn SSCM context, therefore, represents the link
between the sustainability orientation in an orgamonal environment and the various organizational
functions. Aldrich and Herker (1977), when discngsiin organization’s ability to adapt to environtaén
contingencies, outline two important facets of aurmary spanning role. First, it needs to play an
important part in selecting, transmitting, and ipteting the information originating in the enviroant.
Second, it is crucial in shaping the organizatioalaility to cope with organizational constraintid
suggests that channeling efforts along boundargrspg themes is essential in order to integratetfans
toward an SSCM response. This also reflects theolitapce of boundary spanning agents across
departments (cf. Tushman and Scanlan, 1981). Téféses can be broadly associated with cooperation,
coordination, trust, and knowledge-sharing at thiaiorganizational level—with the objective toifaate

a broader buy-in into sustainability principles.
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However, an aspect of inertia lies in the interatépental resistance arising from aspects sucheas t
predominance of decentralized structures, the ¢tdaffective communication channels, and a mismatch
in competency among departments (Fawcett and Mag2@0R). As such, the resistance of members
becomes instrumental when organizations attemptadbieve radical shifts, where an effective
communication between departments represents aortamp prerequisite to create a positive effect on
employees’ reactions to organizational transforomei(cf. Tang and Gao, 2012). Therefore, from glsup
chain perspective, this implies that the lack ¢éinal integration can jeopardize the adaptatioB €M
by organizational stakeholders through a strengigeof the associated inertia (cf. Jacobs et #1162
Leire and Mont, 2010). This interface can be recghas thdourth channel of conflict between SSCM

incorporation efforts and inertia.

And third, with the purview of supply chain praetc typically extending outside of the firm’'s
boundary, facilitating an SSCM response necessaiyires cooperation from other supply chain estit
as well. Therefore, sooner or later, an organiraliSSCM response has to be extended at the inter-
organizational level, i.e. to the other entitiestlod supply chain. From the perspective of an inldizi
supply chain organization, the efforts here agailmmate into facilitating boundary spanning adies
outside the organization. Purchasing and logistidgch principally span along external interfacéshe
chain, are therefore of central importance (Leppekil., 2013). While the importance of efforts daily
remains the same, as outlined in the previous ssson, facilitating inter-organizational adaptatfarther
requires channeling efforts in monitoring, contrahd partner development practices toward ensuring
compliance and ultimately commitment (cf. Chenglet 2008; Foerstl et al., 2015; Grimm et al., 2016

Leire and Mont, 2010; Wilhelm et al., 2016)

However, aspects of inertia may also reside hexmety in the inter-organizational resistance agisin
from aspects such as a mismatch in the proficief&SCM among organizations, challenges in reaching
suppliers and sub-suppliers, the effectivenesseafcicement of a regulatory environment, and daffier
regulations in developed versus developing natiasch overall restrict the extension of SSCM a th
inter-organizational level (cf. Cheng, 2011; Chemyl Sheu, 2012; Lee, 2008; Tachizawa and Wong,

2014). As such, the qualitative data in Roy e{2018a) characterizes this resistance at the kawygplier
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interface by pinpointing the inertia of suppliess comply with the buyer's SSCM demands owing to
radical shifts in purchasing and supply managerpestocols. This setting further implies that thekiaf

external or supply chain integration with partneas be detrimental to the efforts of an organizatio
attempting the journey toward SSCM. Thus, ftilh channel of conflict between SSCM incorporation

efforts and inertia can be identified as such.

2.2.3 Toward a detailed view of the SSCM Force-field

Having discussed organizational and adaptationrteffimportant points can be derived from this
conceptualization. An organizational SSCM respatshe surface is simply the process of incorpogati
sustainability criteria through various SSCM apptass. However, at a deeper level it is the prooéss
incorporation (i.e. SSCM incorporation efforts) ttlieetermines the force-field of SSCM transformation
due to its role in augmenting the knowledge bassupply chain routines. Thus, an organizational 8SC
response can be described as a system of simultaredforts to effectuate organizational change and
adaptation. While the overall organizational congrdnon the one hand, represents a broad-level @iew
efforts toward structural changes, the adaptatemponent, on the other hand, represents a finenegta
view of efforts toward the transformation. Variedhplexities along both levels tend to simultanepusl
negate the transformation efforts. This, in tumcarages initiatives to simultaneously exert ¢$falong
both fronts toward achieving a reconciliation. Tloece-field within SSCM transformation, therefore,
involves conflicts along multiple channels. Thebarmels (Table 1) can be understood as the fundamen
or structural dimensions inherent in the forceebieland are helpful in delineating finer-grained
mechanisms for representing the conflict betweenoaganizational SSCM response and associated
organizational complexity in the SSCM transformati®he mechanisms also extend a further account of

the non-linearity inherent in the path of SSCM.
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Table 1 Fundamental channels of conflict within the SSCMcEefield

Channel Facet of the organizational SSCM Facet of the organizational Key references
response complexity

Organizational

efforts

First SSCM incorporation efforts toward the Inertia emerging from the Preuss and Walker (2011);
re-shaping of different components of theeluctance of top management to Bals et al. (2018); Kumar
organizational environment, in order to direct and facilitate the re-shaping. and Paraskevas (2018);
strategize and facilitate the inclusion of Gattiker and Carter (2010);
sustainability criteria in organizational Gattiker et al. (2014);
supply chain routines. Meckenstock et al. (2016);

Second SSCM incorporation efforts toward the Inertia emerging from the Law et al. (2017); Fayezi
operationalization of ground-level passiveness of organizational et al. (2018)

Adaptation efforts
Third

Fourth

Fifth

actions by associated organizational = members regarding SSCM due to
members for ensuring the transformatiorcognitive and affective tensions.
of supply chain routines.

SSCM incorporation efforts that reflect Inertia emerging from risk aversion Preuss and Walker (2011);
finer-grained actions aimed at generatingpward changes in working patternsNarasimhan and Das
a buy-in toward sustainability in the and group dynamics that hamper (2001); Pagell and Krause

organization through collectively collective action. (2002); Cheng (2011); Roy
working in groups. (2018a)

SSCM incorporation efforts toward Inertia emerging from intra-

generating a boundary spanning departmental resistance toward the

sustainability orientation internally so asuptake of radical shifts.

to integrate internal departments along

the SSCM agenda.

SSCM incorporation efforts toward Inertia emerging from inter-
generating a boundary spanning organizational resistance toward the
sustainability orientation externally so asuptake of radical shifts.

to integrate external supply chain entities

along the SSCM agenda.

Overall, the SSCM Force-field represents a conflietween the organizational SSCM response and

organizational complexity inherent in the SSCM $fanmation. The organizational SSCM response,

therefore, in order to successfully incorporatepacefic SSCM approach, requires the nullificatioh o

complexities along these fundamental channelshBure successful nullification of complexities damn

gauged when a desired SSCM practice gets absartmedadarmal supply chain routines of an organization

This state further marks an enrichment of the kedgé base inherent in supply chain routines ainhed a

supporting SSCM. Thus, this provides further cjagibout the finer-grained nature of the organizstio

SSCM response.

Overall, to capture the force-field of SSCM tramsfation, an ‘organizational SSCM response’

requires a dual orientation in its ‘SSCM incorpamat efforts’: (i) an orientation to generate new

knowledge about SSCM, and (ii) an orientation teeli@ and nurture organizational efforts to tackle
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‘organizational complexity’ through overcoming ‘mi@’. Thus, it is important to understand furttibe
elemental aspects essential for achieving thisnti®n in the organizational SSCM response—a

conceptualization of one such aspect is presentdteinext section.

3. The elemental nature of an organizational SSCM response to nullify organizational complexity

in the SSCM transfor mation

The force-field, i.e. the collision space betweem arganizational SSCM response and the
organizational complexity associated with an SSCAmgformation, governs the progress toward SSCM.
As already noted, it is the knowledge base thagrdgéhes the collision space and the dynamics of the
force-field in the SSCM transformation (referringch to the insights derived in section 2.1). Themefto
accommodate a specific SSCM practice and integitai@to normal supply chain routines of an
organization, an organizational SSCM response neebs grounded in the enrichment of the knowledge
base (explicit and tacit knowledge derived frommypchain routines). As such, the enhancement of
knowledge regarding SSCM plays an instrumentalirotackling organizational complexities and guglin
incorporation efforts to place SSCM practices ip@y chain routines (cf. Boiral, 2002; Lim et é&017;
Schoenherr et al., 2014; Wu, 2008). Thus, it isdrtgnt to further understand the finer-grained reatf

efforts involved in the SSCM transformation.

To explicate the theoretical aspects in this regavd further analyze the notion of SSCM
transformation in depth through the exemplificatadran organizational SSCM response. For example, a
organizational response to SSCM within the manufaag context may initially emphasize operatiorst th
minimize waste, also yielding economic gains. Uposuccessful absorption within organizational syppl
chain routines, the transformation path may grdgduadvance toward the inclusion of more complex
SSCM approaches (involving greater status quorindéons), such as cost reduction efforts through a
elimination of waste as part of process improvemerdlue and volume coordination of wastes, as agll
revenue generation through waste. While this pestaiostly to the economic front, a similar progi@ss
at the environmental front may include energy sgwiftom more efficient and streamlined processes, t

coordination of energy consumption, waste reductibthe source, reduction of hazardous materiads us
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conservation of raw materials, the use of altemeatenergy sources, a shift in focus toward the
minimization of emissions, and the adoption of dtads. At the social front, practices may entalil
incentives for a responsible organization as pkanoenvironmental reward system, further sustalityab

training for instance in more effective waste mamagnt, coordination of safety and health compliance
and associated costs, initiatives to foster emmoyell-being, adoption of standards, and societal

responsibility (cf. Ciliberti et al., 2008; Rao,@).
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Figure 3 The purview of SSCM transformation

The following example is helpful in outlining thempiew of an SSCM transformation in terms of its
length and breadth (Figure 3). While length reterthe progression toward the inclusion of more glex
approaches within a particular dimension, breadthrs to the progression of the SSCM response along
the TBL dimensions. The initial stage of the pregien may begin with the incorporation of approache
that entail a minimal status quo interruption (Example 1's and 2’s in Figure 3). However, travegsi
further tends to gradually increase the complemtyolved. Therefore, the magnitude of the forcddfie
varies increasingly along the progression. Thidum, is manifested in the incremental requirersdat
an organizational SSCM response and the knowledage lrequired for countering the resultant
organizational complexities. This further impliésit the vastness of the profile should logicallserable

the transition extent needed to traverse from tiadil to sustainable supply chains—it should also
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resemble the movement of the SSCM transformatiowatd capturing the deeper essence of
sustainability—i.e. toward the equalization of thgortance attributed to economic and non-economic

supply chain objectives (cf. Shevchenko et al. 6201

However, with an organizational SSCM response baiagstem of efforts toward the incorporation of
desired SSCM practices (SSCM incorporation effptte) incremental requirements along the prograssio
can be understood as differential efforts that Ehfwrther enrich the knowledge base through tleation
of new SSCM knowledge. Without differential efforthe noted progression always risks of facing a
halt—i.e. the state of uncontrollability where angaational complexities outweigh the other compdsen
of the force-field—and the targeted SSCM practaitsfto get absorbed into organizational supplyircha
routines. These halting phenomena further explennion-linear nature of an SSCM transformation. An
organizational SSCM response, therefore, requiresckearing of progressive halts in the transforonat
path—by sequentially solving the associated forekl$. It is therefore critical to understand the
differential efforts in an organizational SSCM respe—a characterization of which is presented én th

next section.

3.1 Differential effortsin the SSCM (DES) organizational response

Differential efforts in SSCM (DES) are defined & tadditional efforts above and beyond what is
required in existing supply chain routines of agamization, in order to facilitate the inclusionaoflesired
SSCM practice. Without such differential effortettiesired inclusion may not be able to be accohmudis
The resulting outcome of DES is a successful inm@on of the desired SSCM approach into normal
supply chain routines of an organization. By analyzhe fundamental channels of conflict within the
force-field (Table 1), it can be inferred that fiaeets of ‘organizational efforts’ in a way outlittee need
for the generation ofntent toward such efforts—while the facets of ‘adaptatiefforts’ indicate the
transition of the intent into action. Therefore, an organizational SSCM response reptgsan intrinsic
reconciliation process between efforts towarnt generation (SSCM incorporation efforts) and effort
towardaction in an SSCM transformation. Thus, it is essentialthe conceptualization to explicate this

intrinsic reconciliation orientation in the orgaatonal SSCM response.
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The postulated DES requirements lead us to Sodehtity Theory (SIT), which outlines the
distinction between personal and social identityc@xding to SIT, group situations are governeddunyed
identity derived from group memberships—which geateera perception of oneness to some human
aggregate—and provide a psychological basis fongteehavior and outgroup discrimination (Tajfel and
Turner, 1986; Turner, 1975). Self-categorizatioroften viewed as an important explanation for docia
identity phenomena. Self-categorization denote®dak classification that forms a cognitive basis f
group behavior. The specific mechanism includesfdheation of group prototypes—which cognitively
represent the features that prescribe group atitsburhis facilitates a change in self-conceptaditn
based upon others’ perceptions, yielding targetbetanow represented as embodiments of the relevant
prototype, as opposed to be associated with unindeiduals (cf. Hogg and Terry, 2000). Social
identification, therefore, refers to the self innbs of social categories and characteristics asdritom it.

It is the mechanism that reflects the group’s stagndn the self.

In the organizational context, members may followategorization based upon different levels: at a
personal level with their own career, at a groyell@s members of work groups, at levels such #s,un
sub-units or departments, and at a superordinaés, las is the case with the whole organizatiortigo
identification, therefore, can provide a partialfiidon of the self and help members to derive
meaningfulness from the organization. It may furtiagilitate members to act collectively on beladlthe
organization—with a particular focus upon their gience and collective behaviors (cf. Dick et al.,
2004). Therefore, we apply SIT to examine the neuénts of DES—particularly by focusing on the
potential of identification to act as a primaryeint-building mechanism and its influence to gowvactions

in DES.

3.1.1 Social identification and the supply chain

In their systematic extension of SIT within an arigational context, Ashforth and Mael (1989) define
organizational identification as a specific formsaicial identification—where the organization paes a
partial answer to thevho am | question—and thereby reflects the extent of aividdal's identification

with an organization. The authors further suggkat brganizational identification facilitates intatjion
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between the goals of an organization and the goliss members. For example, from an individual
perspective, the greater the extent of organizatimfentification in an individual, the more thedimidual
uptakes the organizational perspective and theaetsyin the organization’s best interest (cf. Dugb al.,
1994). However, from an organizational unit of gsil perspective, an organization, which residatén
hearts and minds of its members, creates a sensallettive identity among members that serves as a
rudder to navigate difficult waters. For exampleaBe (2003) outlines how organizational identifarat
contributes to the collective intent of employedésaomultinational corporation’s (MNC) subsidiary to

devote additional efforts for the sake of the MNCaavhole.

Further, extending organizational identificationthe supply chain context requires an understanding
that the supply chain is a natural business phenom#& which an organization ultimately culminates.
addition, whether managed or unmanaged, supplynshaxist in the normal course of business. This
prompted Min et al. (2008) to further extend thaaapt by defining supply chain identity salienc€lS),
which reflects the extent of a firm’s sense of begiag to a particular supply chain. The authorshier
note that “a firm attains supply chain identityisate within a supply chain when: (1) it perceiiteslf as
an active participant in the social, political, amtbnomic activities of that supply chain; (2) otfiems
identify it as a part of the supply chain; (3) @lieves it is an integral part of the day-to-dagmgions of
the supply chain and (4) it recognizes the systestiategic importance of perceiving and being gigssd

as a part of that supply chain” (p. 285).

Against this framing, we highlight an important espfor enhancing the understanding of SCIS. As
such, when Min et al. (2008) note that “similar geople, firms possess multiple identities and play
different roles with different degrees of suppharhidentity salience in different supply chainp” £85),
they portray the identification of organizationakmbers with an organization and an organization’s
identification with its supply chain as distinctgsitomena. We suggest that supply chains are theadi
focus of identification available to members ata@aganizational level. Reaching SCIS is not possible
unless members, who identify collectively with theiganization, also consider the organizationjspu
chain as being a part of their larger self. In doso, members collectively subdue their self-cohespl

represent the collective consciousness of the argton among participating organizations in thpy
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chain (cf. Humphreys and Brown, 2002; Min et a0&; Roy et al., 2018a). This can be seen within ou
contemporary reality where companies operate ak gialarger value chains, with each organization
within the supply chain striving to fulfill its vaé proposition for which it is accountable for astpf the
chain. This perspective resonates well with the &awpirical findings in the traditional supply chain
management literature that recognize the importahaeter-organizational citizenship behavior (Espe
al., 2015) and offers evidence for the impact gigdier-to-buyer identification on operational perfance
(Corsten et al., 2011). Thus, reflecting on thetextmalization of SSCM and drawing from the conaafpt
identification, SCIS can be understood as facititatthe percolation of sustainability imperatives t
organizational members, being indicative of theient toward playing their collective part in fllifig the
supply chain objectives faced by their organizati®&IS may further serve as a foundation for the
development of intra- and inter-organizational sdanorms and attitudes that facilitate actions ditaie
fulfilling supply chain objectives. This further phes that an SSCM transformation is fundamentally
dependent on SCIS for deriving intent toward neesfémtts—within an organization—and subsequently

within a supply chain (cf. Gattiker and Carter, @0%ignori et al., 2015).

Therefore, SCIS forms the first dimension of DES aeflects the intent of organizational members
toward the differential efforts needed in an SS@sponse. Further, at lower levels of SCIS, achgegim
organizational response toward DES is difficult—npatrily due to the weak intent among organizational
members in embracing SSCM (cf. Gattiker et al.,40%uch organizations may fail to recognize SSCM
as a legitimate supply chain objective (cf. Credgazet and Dontenwill, 2012; Glover et al., 2014
SSCM response in these circumstances may be vérgutlito initiate and further faces the risk of
rollback. Conversely, at higher levels of SCIS, amigational members perceive SSCM as an
organizational issue with high priority—and theratrgate strong perceptual grounds for DES as part o

the SSCM response. This leads to the following psdjon:

Proposition 1: As organizational efforts toward supply chain identity salience (SCIS) increase, the
legitimacy perception of SSCM as a supply chain objective is enhanced, and the organizational intent

(i.e. the collective intent of organizational members) toward differential effortsin SSCM strengthens.
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3.1.2 Organizational citizenship sustainability behavior

Emanating from the relevance of favorable orgaitmat intent toward DES, it is also essential to
characterize the transition of this intent to ofganonal action as part of the organizational SSCM
response. Katz (1964) describes three behaviottdrpa essential for organizational functioning.ski
people joining and thereby staying in the orgamratSecond, people meeting standards regarding
performance. And third, spontaneous and innovadin®ns toward organizational requirements that go
beyond specified requirements. The third idea i8guning because of its vitality toward organizatd
survival—yet, inherent difficulties exist in forntglprescribing such expectations. A general consens
regarding the nature / label of this component tmslly converged around organizational citizenship
behavior (OCB). Originally conceptualized by Orda888), OCB pertains to extra-role behaviors that a
non-rewarded and in the aggregate promote thete#etunctioning of an organization. Furthermore,
organizational identification is often recognizesl @n important prerequisite and essential foundatio
toward the generation of OCB (Dick et al., 2006krfkel et al. (2012) outline that employees off€BO
primarily due to their identification with the ongjaation. The authors further suggest that orgdioizal
identification facilitates a favorable interpretati of organizational policies and practices—andebg

leads them to promote the policies and practicesigh OCB.

Scholars have commenced to focus upon the essgntafl OCB in facilitating sustainable
development initiatives. As such, Ramus and Killn(007) note the vitality of pro-social extra role
behaviors in overall corporate greening. This ilofeed by Boiral (2009), who conceptualizes the
application of principal OCB dimensions in respargdito organizational challenges concerning
environmental management. This further led schatapsopose the concept of “organizational citizeps
behavior for the environment” (OCBE), which is daefil as discretionary (unrewarded) behaviors
performed by organizational members, whereby theyperate with their organization by performing
behaviors in the workplace that benefit the nateralironment (Boiral and Paillé, 2012; Daily et, al.
2009). A recent study by Montabon et al. (2016aguging upon the identification of antecedents to
OCBE, highlights the importance of OCBE in factiitg SSCM. We thus further their lead to explicate

OCBE as a requirement of an action-specific DESpmment.
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Specifically, DES implies the need for discretignasteps by organizational members toward
facilitating an SSCM response. These steps arawanded and broadly relate to the generation of supp
and practical initiatives toward SSCM—thereby fitailng the development and sharing of knowledge
(cf. Boiral, 2002; Cheng, 2011; Gao and He, 2017)tthe objective to incorporate SSCM practices in
existing organizational supply chain routines. \Weréfore refer to Boiral and Paillé (2012) for sesfing
an extension of OCBE's scope toward DES—by exphigaits intrinsic dimensions—in an SSCM
context. Specifically, these intrinsic aspectslased on the dimensionsa¥ic engagement, helping, and

initiatives; the outcome we label asganizational citizenship sustainability behavior.

‘Civic engagement’ has been defined as voluntargtigigation in environmental programs and
activities of the organization, and thereby is aadive of support. In an SSCM context, this woungly
actions toward the voluntary support of SSCM comraitts of an organization. Such actions may involve
active participation in informative events regagdl®SCM initiatives within an organization, attempgtito
gather information regarding needs and requirememtserning SSCM, and fostering awareness toward
SSCM among various stakeholders. This further cefléhe tenet that organizational actions may ot b
readily aligned with official commitments regardi®&CM—and, therefore, SSCM principally requires
actions toward such alignment (cf. Gattiker andt€ar2010; Touboulic et al., 2014). The following

proposition reflects this aspect:

Proposition 2: Facilitating an organizational SSCM response is ineffective without organizational
support. An SSCM-based civic engagement accounts for actions aimed at generating support toward

organizational SSCM commitments.

‘Helping’ refers to assisting colleagues with th&epration of environmental concerns in the
workplace. An extension of this aspect within tI&C#8 context would imply voluntary helping or mutual
support for organizational members, while attengptime incorporation of desired SSCM approaches in
organizational supply routines. Further, given thdical nature of change (complexities) involved in
SSCM—it is almost impossible to achieve solutiopsatiempting the incorporation in isolation (cf. dip

2014; Remmen and Lorentzen, 2000). As such, ceafsiolutions often requires an interdisciplinary
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approach—uwhich is facilitated by promoting discaasi and cooperation—as part of knowledge creation
(cf. Boiral, 2002; Ramus and Killmer, 2007; Remnag Lorentzen, 2000). This suggests the importance
of collective assistance during the SSCM incorpomaprocess. For example, in order to successfully
incorporate waste reduction, providing help to ¢inganizational members directly associated witls it

beneficial—to identify various sources of waste gyation and thereby assisting in devising possible

solution sets. This leads to the following proposit

Proposition 3: Facilitating an organizational SSCM response requires collective assistance in order to
generate mutual support leading to knowledge—thisis especially critical when facing the complexities
during the incorporation process. SSCM-based helping accounts for collective-level action of

organizational membersin facilitating SSCM.

‘Initiatives’ are a form of discretionary behaviand involve personal creative ideas and suggestions
for improving environmental practices and perforoanWithin an SSCM context and taking an
organizational perspective, this would imply inntve initiatives of organizational members for the
effective functioning of SSCM in their direct wodctivities. As such, members may start weighing the
consequences of their actions with respect to anihgrthe stance of SSCM. This may further involve
members striving to innovatively maintain an acdoans it relates to the TBL in their direct work
activities. For example, on a production line, mersbmay start separating wastes that can be easily
used. Such initiatives primarily act as the sodocgpersonal-level innovation, which may be uséfuthe
generation of new knowledge about SSCM (Boiral,2@Bualandris and Kalchschmidt, 2014; West and
Altink, 1996). Preliminary insights have also stdrto emerge in the literature in this regard. lamgnd
Cagliano (2018), based on the inputs from ten el@mmases, outline the relevance of innovation in
facilitating SSCM. Specifically, the authors theeriabout the continuous nature of organizatiorfaktsf
toward SSCM innovation—through a longer horizoropérational attempts in balancing the TBL trade-
offs with supply chain practices, the learning frdalures in the past, and the ability to withstand
uncertainty. Mores et al. (2018), taking an SSCMlendemonstrate the production of green plastics

through innovative substitution of input materiédélva et al. (2019) propagate the criticality oflective
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organizational efforts through product- and proge$sted innovation to facilitate the implementatiof

SSCM practices. The following proposition can bewviel based on this discussion.

Proposition 4: Facilitating an organizational SSCM response requires innovative initiatives from
organizational members, creating new knowledge about SSCM in order to ensure the effectiveness of
SSCM in direct work activities. SSCM-based initiatives account for the innovative response of

organizational membersto enrich SSCM knowl edge.

3.1.3 Toward an integrative view of DES

SSCM theory offers only limited insight for explaig a fundamental aspect concerning the SSCM
transformation: why organizational members woulkera to channel their efforts toward SSCM—which
involves a radical change in their usual work pecote (cf. Gattiker et al., 2014; Gattiker and Cark910;

Lo, 2014; Preuss and Walker, 2011). Further, theistn regarding an SSCM implementation may
originate within the organization, or it may comemn the supply chain (Roy, 2019). However,
considering the overall bottom-line, it is mandgtfior organizational members to exhibit compliaméth
SSCM (cf. Foerstl et al., 2015). In this regard, i indicative ofsupply chain identity salience as a
critical element in generating the needed intewatd SSCM transformation. Specifically, it suggebes

the percolation of SCIS within the organizationessential to make organizational members interpret
SSCM as a legitimate supply chain objective. Theeefthis creates favorable grounds for members to

engage in SSCM.

Furthermore, in conjunction with strong SCIS, afeeive SSCM response requires organizational
members to exhibit voluntary and unrewarded involeet—toward the incorporation of desired SSCM
approaches in organizational supply chain rout{iMasntabon et al., 2016a). Therefore, DES propagates
the value oforganizational citizenship sustainability behavior in delineating the specific nature of actions /
efforts. Thus, when OCSB is low, it may suggesick lof attempts in the form of voluntary actionsnir
organizational members toward an SSCM responseomitrast, a high level of OCSB reflects ongoing

lively actions toward SSCM. This leads to the fallog proposition:
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Proposition 5: Differential efforts in SSCM (DES) vary between organizations in the supply chain
based on their supply chain identity salience (SCIS) and their inherent organizational citizenship

sustainability behavior (OCSB).

Overall, the multi-dimensional definition of DESiiaicative of the vitality of differential effortm
facilitating SSCM. Further, against the backdrop tbé elemental aspects inherent in the SSCM
transformation (Figure 1 and Table 1), DES is hélpf explicating the intrinsic reconciliation intest in
an SSCM response for characterizing efforts toviateht generation and efforts towaadtion as part of
the SSCM transformation. Thus, SCIS and OCSB irigiaaccount for the differential efforts, abovedan
beyond what is required in existing supply chaiatirees, in order to facilitate the inclusion of tthesired
SSCM practices toward SSCM transformation via oaganizational SSCM response. The following

proposition helps to facilitate an integrative pret

Proposition 6: DES serves as the foundation for issuing an organizational SSCM response to tackle
organizational complexities. This is an essential aspect toward capturing force-filds in order to

successfully incorporate desired SSCM practices into organizational supply chain routines.

Based on these propositions, Figure 4 updatesatsie iramework of the SSCM Force-field in light of

the insights derived from the notion of DES.
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4. Discussion and implications

The present state of the SSCM literature callstf@ need to further strengthen the conceptual
foundation of SSCM theory—in order to better untierd the dynamics underlying the transition from
traditional to sustainable supply chains. As stieb literature in recent years has witnessed amganee
of evaluative concepts that confer insightful pertjwes guiding the discourse of scholarly investin
surrounding SSCM. Gold and Schleper (2017) for eptamhighlight that “a coherent theoretical
foundation for guiding companies toward a stroriggration of sustainability into their operaticaisd
supply chains is still missing” (p. 425). The authfurther suggest that the pathway toward capguain

deeper essence of sustainability in SSCM depends ywoactive efforts by firms toward the
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transformation of their supply chain practices. ldger, perspectives in this regard are still limitadd
concrete directives are absent, rendering SSCM asnaplex undertaking. Resultantly, the SSCM
literature in recent years has marked the onsperdpectives that represent the complex nature&SGhNg
(Markman and Krause, 2016; Pagell and ShevchenB®4;2Quarshie et al., 2016; Roy et al., 2018b;

Silvestre, 2015).

Building on this backdrop, and through this conoapteview, we develop a case to suggest that the
complex journey involved in SSCM can be viewedhat strategic as well as the operational level of
transformation. Thereby, to facilitate theoretidavelopments, we conceptualize the complex natfire o
this journey at the operational level of transfotior® and taking an organizational unit of analysis
perspective, we exemplify the sustainability-oreghttransformation of a supply chain organization
through the uptake of SSCM practices in its supgigin routines. More specifically, drawing from
underpinnings inherent in ‘complexity theory’ (Amden, 1999; Styhre, 2002), we conceptualize the
dynamic fundamental forces that impart the openatitoransformation of a supply chain organizatiathw
‘non-linearity’. Constituting the first key contrtion of this conceptual review, these dynamic
fundamental forces (organizational SSCM respons# @mganizational complexities) are propagated
through the novel concept of the ‘SSCM Force-fidll’account for the non-linearity ingrained in the

operational and organizational journey toward SSCM.

The magnified view of this force-field further ertis the five dynamic channels to finely characeeriz
the non-linear nature of SSCM transformation. Ashstevery channel within the force-field intricatel
captures a complex frontier of conflict betweenamigational efforts toward SSCM (SSCM incorporation
efforts) and inertial forces that negate the orgatonal efforts (with inertia representing the mhestation
of organizational complexities). These channelsluthe: (a) efforts toward the re-shaping of the
organizational environment and the inertia of tagnagement teams to govern the re-shaping, (b)teffor
toward the operationalization of SSCM practicethatground-level and the inertia prevailing amamg t
organizational members due to cognitive and affectéensions surrounding SSCM, (c) collective effort
of organizational members toward SSCM and the im@&merging from the reluctance of organizational

members to embrace change in working patternsefidyts toward achieving internal integration of
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SSCM and the inertia derived from inter-departmergsistance, as well as (f) efforts toward achigyvi

external integration of SSCM and the inertia enmegdrom inter-organizational resistance.

Apart from characterizing the dynamic conflict paéing within the force-field, these channels (and
their constituting forces) can be understood asdational anchors to further enrich SSCM theory. As
such, each individual force within a force-fieldadmel is capable to define a unique investigative
orientation for SSCM research. For example, thetimleforce surrounding the criticality of a suppoe
top management team, as noted within the first mhlanf the force-field, has recently witnessed an
explicit recognition in the SSCM literature through in-depth examination (cf. Kumar and Paraskevas,
2018). Similarly, the recognition of the remainifogces in SSCM research is either emerging or lgose
connected. For instance, to date only relatively perspectives in the SSCM literature present aowt
of operational efforts by organizational membersirdy the incorporation of SSCM in organizational
routines (Roy et al., 2018a). Thus, these forcdmnadeliberated in-depth, can augment the streoigth

SSCM theory with intriguing perspectives for théeufe.

The second key contribution also lies within thexazpt of the force-field. Specifically, the notion
extends a theoretical basis to characterize thevs8&nhsformation phenomena as an on-going journey
based on continuous organizational efforts. As stiehforce-field shows how organizational progress
SSCM is vitally dependent on the enrichment ofkthewledge base contained in supply chain routioes t
counter organizational complexities. Therefores thput further specifies an intrinsic orientataesirable
in organizational SSCM efforts, i.e. it suggestst tBSCM incorporation efforts, to be effective, trmaisn
at generating new knowledge about SSCM. Thus, anatiichor to enrich the foundation of SSCM theory

in future research is identified herein.

The third, and in our view the most important cimition lies in the characterization of another elov
concept termed as ‘Differential Efforts in SSCM @®E As such, drawing from the fundamental
characteristics of SSCM transformation as outlimedhe notion of the force-field, DES facilitates a
structure by defining a system of organizationdbre$ that can be instrumental in shaping the SSCM

journey of firms. More specifically, DES propagatesn the intrinsic nature of efforts desirableSECM
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by reflecting on the operational actions that @)eyate a favorable intent among organizational ineesn
to recognize SSCM as a legitimate supply chain d@efb) specify the nature of collective organzadl
efforts desirable in SSCM, (c) orient the orgariggad! efforts to generate new knowledge about SSCM,

and (d) explain why organizational engagement i€4$s progressive in nature.

DES is viewed as the additional effort above angbbbd what is required in existing supply chain
routines for facilitating the inclusion of a desir8SCM practice in the organization. In so doitgsi
implied that the differentiated efforts from orgaational members—toward the organizational SSCM
response—are resultant of the efforts channeledaribwthe generation of favorable intent among
organizational members—and the efforts channeledrémsforming the favorable intent to ground-level
actions. Supply chain identity salience and orgational citizenship sustainability behavior aregesged
as two facilitating aspects in this regard. Thag tnulti-dimensional construct, when operatiorediin
SSCM research, can facilitate fresh insights onl@&tory and practice. In this vein, future resbatan
further explore the conditions that lead to eithigh or low DES in SSCM. Overall, this review intates

diverse fundamental elements of SSCM transformdtmm an operational / organizational perspective.

4.1 Thestrategic, operational, and individual view of complexity in SSCM

Drawing from complexity theory, the operational-angzational view of SSCM transformation (please
see Appendix | for alternate potential views) eggethe notion of ‘Organizational Complexity’ to acait
for the ultimate state dhertia emerging from (a) the analytical sophisticationefd by organizational
members to understand the paradigm of sustainahihile operationalizing SSCM, and (b) the extended
purview of organizational transformation in the wal¥ SSCM that fundamentally relies on the proa&ctiv
efforts of organizational members to incorporateCBIS practices into organizational supply chain
routines. Organizational complexity therefore repréas a fundamental force (within the holistic ootof
the force-field) to explain the phenomena surrongdion-linear organizational transformation toward

SSCM.

‘Organizational Complexity’ facilitates a conceptugound to explain the ‘Strategic Complexity’

inherent in SSCM. First, owing to the eventual estat inertia during the operationalization of SSCM
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practices into the routines of its member firmsugaply chain might require a logic to carefullyastigize

the course of SSCM transformation (Montabon et 2016; Sayed et al., 2017). Second, the inertia
extrapolates why achieving a supply-chain-wide ugn SSCM would involve a non-linearity in thesfir
place (Frostenson and Prenkert, 2015; Gosling.e2@l17; Tachizawa and Wong, 2015). As such, in an
anticipation of the inertia (and ultimately the deffield) related to SSCM to be encountered withigir
respective organizational boundaries, member fiohshe concerned supply chain might not readily

accept the remodeled agenda of supply chain mareagem

Linked to the operational and strategic views afptexity in SSCM, ‘Individual Complexity’ forms a
highly latent foundation of complexity in SSCM tediormation. As such, in-depth perspectives are
desirable to understand what prompts an indivieigilin a firm to embrace behavioral shifts desieaiol
the execution of SSCM (either strategically or aepenally). The recent work by Goebel et al. (2018)
aligns with the individual unit of analysis and thgerational level, due to their focus on undeditagthe
individual-intrinsic attributes of purchasing maeeg (for example altruism, conservationism, self
enhancement, openness to change, and so on) thpé sheir willingness to pay for sustainability
attributes in supply chain transactions. To shdyeeperspective of ‘Individual Complexity’ in SSCM,
either strategically or operationally, the cogrétivand affective dimensions underscored in our
organizational view can be explicated further fram individual-intrinsic and non-collective SSCM

viewpoint.

4.2 Practical implications

Several implications can be extracted from thisceptual review to inform the practice surrounding
SSCM. First, the conceptualization outlines therarahing criticality of weaving a favorable intent
among organizational members, which facilitateg ghesitive view of the SSCM transformation. As Buc
this intent plays an elemental role in easing tlegtia, and orients organizational members to detnate
operational efforts toward the pursuit of SSCM. \WWirg from social identity theory, the paradigm of
‘supply chain identity salience (SCIS)’ accounts fbe identification of organizational members in

regards to serving and supporting the membershigheif firm in a sustainable supply chain. Thus, an
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organization high on SCIS becomes more capabledpepthe SSCM agenda among its organizational
members. Higher SCIS in this context can be redtecinder the following frontiers of collective axti

(a) organizational members owning the firm's conmneibt toward a supply chain, (b) organizational
members willing to engage more than absolutely sgary for the membership of their firm in a supply
chain, (c) organizational members getting activielyolved in supply chain matters of their firm, (d)
organizational members enjoying to work for themyghain interests of their firm, and (e) orgatiaaal
members feeling proud about the membership of thieirin a supply chain (cf. Ashforth and Mael, 298
Dick et al., 2006; Min et al., 2008). Thus, a fiexprogress in SSCM requires boosting the legitimacy
perception of its organizational members, so thatrhembers become more willing to fulfill the syppl

chain objectives faced by the firm.

Second, the conceptualization outlines operatigmatocols to channel organizational members’
SSCM willingness into ground-level efforts that &egely above and beyond of what is expected aad a
generally not rewarded. Further, these operatigmatocols are complementary to each other, and
altogether are essential in generating new knovelenslgSSCM to ensure that a targeted SSCM prasetice i
successfully incorporated into organizational symbiain routines. These protocols are manifestekirwvi

the spaces of SSCM-based civic engagement, hekpnmbinitiatives.

Progress toward ‘SSCM-based civic engagement’ earefiected within the frontiers of: (a) active
participation of organizational members in the fgrariefings about SSCM, (b) organizational members
trying to gain information on practices that aresdzh on SSCM, (c) organizational members acting in
support of the positive image of their firm in regs to SSCM, and (d) organizational members
volunteering to make the agenda of SSCM mainstredtmn the firm. ‘SSCM-based helping’ can be
reflected in the following actions of members: (apanizational members assisting each other while
implementing SSCM practices, (b) organizational fera encouraging each other to understand the
intricacies of practices that are based in SSCM| @) organizational members sharing their tacit
experience gained while dealing with SSCM practi&umilarly, the reflective frontiers of ‘SSCM-bake
initiatives’ can involve: (a) organizational memfearrying out innovative actions in their dailytioes

toward the facilitation of SSCM practices, (b) orgational members making suggestions within and
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outside of their direct work responsibility towatt facilitation of SSCM practices, and (c) orgatianal
members weighing the consequence of their actiondaily routines to strengthen SSCM practices

(Boiral, 2002; Boiral and Paillé, 2012; Montaborakt 2016a; Paillé and Boiral, 2013).

These implications are of pivotal importance foparting fresh perspectives into the SSCM domain.
As such, they outline elemental organizational pectives that must be strengthened especially jy an
profit-oriented firm while executing a sustainatytoriented transition towards SSCM. Thus, these

implications generate intriguing insights surroungdihe theory and practice of SSCM.

5. Conclusion

The proposed conceptualization facilitates intengsperspectives on furthering the understanding of
sustainable supply chains from an organizationedpeetive. Most importantly, it suggests that tixCH
transformation is characterized by a non-lineanditeon path—primarily due to the endless interplay
between organizational SSCM efforts and organiraticomplexities in facilitating radical changeseT
non-linearity restricts any SSCM practice from lgeduickly or easily absorbed into organizationg@y
chain routines. Further, an implemented SSCM pradt always posed with the risk of rollback, tres
specific approach losing its place in organizatiosapply chain routines. Therefore, the SSCM
transformation is an endless journey, where muitites efforts are responsible for guiding the tidos
from traditional to sustainable supply chains. idey to characterize the inherent endless jouraggvel
concept of the SSCM Force-field is introduced—presenting the fundamental aspects, acting irr favo
and against the SSCM transformation from an orgdioal viewpoint. In addition, the novel concept o
Differential Efforts in SSCM (DES) is proposed fonaracterizing the central nature of organizational
efforts necessary for guiding the progressive S§@Mney. Overall, these perspectives extend intiegps
insights and implications for strengthening the agptual foundation of SSCM theory—specifically, by
characterizing the elemental nature (and its k@gets) of the journey involved in SSCM. Howeveke th
purely conceptual intent of this research also g#ae a limitation, which demands an empirical
investigation of the defined concepts. Nevertheligare research can draw interesting orientatfons

the conceptual underpinnings deliberated in thigere to explore fresh insights surrounding the tiieo
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and practice of SSCM.
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Appendix I: lllustration of how SSCM can be investigated, amgr focus on the operational-
organizational perspective

Unit of Analysis

Network

Organizational

Individual

Orientation Levd

Developing the value
proposition for SSCM by
for instance taking a TBL
orientation and focusing of]
market forces and the
competitive landscape.

Taking a supply chain
leader’s perspective, and
focusing on control /

1 governance mechanisms to
facilitate the buy-in of supply
chain organizations toward
SSCM.

Emphasizing théehavioral
or intrinsic propensity of an
individual with strategic

decision-making authority
to recognize the legitimacy,
of SSCM and to ensure the
advocacy of the supply-

grtir:;?gtlign (Additiqnal note: this N chain-wide transition
toward orlentatlon ismore (Additional no'te: for toward SSCM.
SSCM prevalent in the strategic example, Godling et al.
literature of corporate (2017) emphasize (Additional note: thisisa
social responsibility) governance through which a | highly latent perspective)
supply chain leader can
promote i nter-organizational
learning among firms within
a supply chain to uptake
SSCM)
Investigating mechanisms| Operationalizing SSCM from Emphasizing théehavioral
for the operational a firm-intrinsic view and or intrinsic propensity of an
proliferation of SSCM focusing on organizational | individual with operational
among a network of firms / components, such as decision-making authority
supply chains. policies, processes, and to comply with and
Operational N coIIecftive_efforts of facilitate the operational
orientation (Additional note: for organizational members. demands of SSCM.
toward example, Nair et al'. (2016) N N
SSCM outline the mechanism for (Additional note: our focus (Additional note: for

the proliferation of
operational innovationin a
supply network)

on thisarticle)

example, Goebel et al.
(2018) focuson intrinsic
characteristics of an
employee deployed at the
purchasing interface to
support SSCM)
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