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Abstract- This study examines how buyers and
suppliers balance control and trust to manage
compliance with corporate social responsibility (CR)
requirements in supply chains (SCs). Two in-depth,
qualitative case studies of the Bangladesh apparel
industry on two multinational companies of the same
European country were conducted. This study
indicates that a buyer’s need for control and trustis
important in contact with other actors for managing
CSR compliance. Formal control is found to generate
competence trust, whereas intentional trust is achived
through informal control. Intentional trust is help ful
for competence and capacity development, but for ito
continue the supplier needs to fulfill the buyer's
expectations. Competence of the supplier is viewed a
prerequisite for developing competence trust. This
study analyzes control and trust to fill an important
gap in SC theory on relationships by stressing how
these constructs interact and complement each othéo
manage CSR compliance in apparel industry. Firms
must focus on a balanced relationship between trust
and control to manage CSR compliance. Willingnes®t
collaborate can only work when supplier competence
and managerial resources are ensured. This study
notes that managers need both formal and informal
control to create competence and intentional trusin
the supply chains. Capacity building is viewed as a
complement, not an alternative to CSR compliance.
With its closer attention to control and trust, this study
fills an important gap in SC theory on relationships by
stressing how these constructs interact and
complement each other for managing CSR compliance
in supply chains.

Keywords- Supply chain management, Buyer-supplier
relationships, Trust, Corporate responsibility, Clothing
industry

1. Introduction

Corporate social responsibility (CSR) is seen as a
managerial process, with corporations ethicallyetri to
meet social and stakeholder obligations [49]. Thexsal
obligations, which are usually known as CSR conmgiéa
have become an important research area in the ysuppl
chain field [56], [52], [12], [61], [40]. CSR coniphce,
also called “supplier codes,” includes, among other
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operations issues, working conditions that are safée
hygienic, absence of child labor, non-excessivesiand
workers paid reasonable living wages [35]. There teen

a long discussion on the implementation and managéem
of CSR compliance, particularly in the developing
countries, raising several questions that need ¢o b
addressed. Challenges relate mainly to the prooéss
compliance management, i.e. how the complianceigcti

is carried out [11] and effectiveness of the
implementation, i.e. whether the process has been
successful [68]. Researchers report that compliance

management has not been satisfactory for seveasbns,
including worker exploitation and use of child 1a§60],
inhuman working conditions [9], low prices [30],cster
lead times [22] and one-way initiative by the buyer
without taking the supplier’'s situation into coresidtion
[55]. These evidences underscore the need for
investigation of the compliance process, as alspgsed

by [63].

Two streams of SC literature can be traced
regarding buyer-supplier relationships for CSR
implementation: one of them focuses on CSR prastice
through the implementation of supplier codes ofduan
[3], [12], [40]; the other highlights the need fxtensive
collaboration between buyer and supplier togethigh w
some control efforts [44], [61]. The first strearh SC
literature has concentrated on governance or dontro
mechanisms to transfer CSR practices and behatgors
suppliers [25]. This stream assumes power asymmetry
between buyers and suppliers as the traditional
relationship for supplier compliance [32], [46].

The other stream stresses partnerships between
buyers and suppliers and pays attention to redigraad
the sharing of responsibilities [55]. It is arguétht
partnerships with suppliers have become the lifiblof
the SC, and the issue is not whether to build theéth
suppliers or not [43], [66] but how to develop and
balance trust and control mechanisms. The SC titera
discusses either of these traditions to deal waitiadly
related CSR issues but makes no attempt, to our
knowledge, to go into the problems in depth or to
observe how both control and trust-based partrgsshi
can coexist in the buyer-supplier relationship [5Bhe
aim of this article is to fill this gap by explognhow
buyers balance trust and control to manage CSR
compliance in suppliers’ factories.

Ref. [52] however, argue that a company's
sustainability profile is dependent not only on dlisect
suppliers but also on its extended SC or even tiderw
network in which it operates. By adopting a network
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perspective, Ref. [28] emphasize that two rolesthef
partnering firms are required, one related to the
interactions between buyers and suppliers, ther dttesr
extended networking with other actors. Trust andti

are regarded as important properties in the network
perspective in developing relationships [17]. SGd&s
also stress the importance of long-term relatiqushi
between buyers and suppliers [6], [10], [13] but rdut
really examine how control mechanisms can be haridle
the spirit of collaboration.

Based on the above discussion, this paper argaés th
trust and control in buyer-supplier relationshiped to be
understood in relation to external actors who déecathe
management of CSR compliance. By focusing on the
trust-control mechanism, this study addresses oam m
and two sub-questions:

= How do buyers balance control and trust to

manage CSR compliance in  supplier
organizations?
o How do buyers and suppliers interact and
engage to manage CSR compliance?
o How do buyers and suppliers interact with
external actors to manage CSR
compliance?

The next section reviews the literature and presant
theoretical framework to conduct the study. The
methodology section discusses the method used @nd h
data is collected and analyzed. In the empiricadstwo
cases are thoroughly discussed by following
theoretical framework. Thereafter the data is aredyand
linked with the literature. Finally, we draw consions,
discuss theoretical and managerial implicationsd an
suggest further research areas.

the

2. Theoretical background

In this review, CSR issues and their importance are
discussed in the SC and patrticularly in relatiobtigers.
Control and trust are taken up as mechanisms for
managing CSR compliance.
2.1 CSR Overview
CSR represents the business response to minimibing
negative social impact of global business operati®53].
In a survey on organizational commitment, Ref. [63]
observes that employees prefer to work in socially
responsible organizations and are positively affédby
CSR issues. Researchers find that activities fetasuing
strategic CSR are assumed to improve corporate @mag
and increase motivation and loyalty, primarily amon
employees and customers but also among othersasich
suppliers and retailers [42], [64]. Ref. [54] argtieat
companies are now evaluated not only on the preduct
they sell but also on their CSR practices in the Hus,
for multinationals it has become important to disceow
managers deal with the moral aspect of employesss
global SC while working to maximize profits [55].
Researchers argue that CSR is achieved when
socially responsible behaviors go beyond the bouesla
of a single firm and involve wider communities [48]] ,
[13]. From a network perspective, Ref. [28] alscognize

that business relationships are not limited to aptm of
firms or dyads but also link other actors to geteera
resources and support. Thus, involvement of a yaoé
parties can complicate the CSR compliance procisse
communication can go wrong or the generation of
important resources may not function as expectdis T
has driven multinational enterprises to consider risks
and vulnerabilities, e.g. by designing codes of duart
aimed at supplier compliance [39].

CSR studies have discussed different issues in
relation to managing supplier CSR compliance irbglo
SCs. And many of the issues have complicated theegs
of compliance rather than handling it. Ref. [65¢ntify
several obstacles, including lack of resources skilis,
lack of awareness of stakeholders’ demands and
inefficient production techniques in implementingR.
However, larger firms are in a better position tsamaller
ones to handle these difficulties. The problem thical
conduct in the apparel industry and the complexneabf
global subcontracting relationships are two issagsn
named in CSR studies in developing countries [#Bkre
is evidence that the CSR literature largely focusetarge
firms [3], [61], [62], [68] and academic researat small
firms is scarce. As the current study concern SC
relationships it focuses on both types of firmskplore
their situations in implementing CSR complianceorfr
an empirical study, Ref. [22] recognize that th@apl
industry is characterized by powerful global buyarsl
relatively weak suppliers. Ref. [36] argues thaba@tance
in power can make the relationship unstable, paetty
on the part of the suppliers. This fact raisesithgortance
on how SC buyer-supplier relationships are managed
based on the need of control or trust.

2.2 Control and trust

Ref. [57] argue that trust and control are vital dobetter
understanding of the possible interactions amongeso,
intervention and outcome in the SC network. Trusd a
control are relevant in two ways: (a) in relatiopsh
between buyers and suppliers and (b) in theiricelahips
with other stakeholders, who can particularly iefige the
implementation of CSR issues

Interdependence gives actors control over eactr othe
but becomes less important as trust develops batiee
actors [58]. However, control and trust are two amant
concepts that reduce the probability and impact of
undesirable outcomes [41], [53]. Typically, the dewf
trust in a relationship tends to vary with the coht
mechanisms that are used [51].

The concept of control refers to the formal
mechanisms of governance employed in the relatipnsh
such as contracts, arrangements for monitoring thed
exchange of ‘hostages’ [41]. Ref. [51] argues that
contracts are used as a means of controlling tpplieu -
especially when conflicts arise. Contracts can seduo
specify responsibilities, to limit the spread dfoirmation,
to agree on cost-sharing and on the specificatibn o
exclusivity periods [5]. Contract as a source afitoal has
been criticized in industrial network research [2Bpr
exercising control, maintained is that at least paoties
are involved in the relationship. A relationshipag each
firm a certain influence over the other, which nedmat
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each firm gains control of at least one part of its
environment while giving away some of its internal
control [21].

Ref. [13] discuss two strategies for CSR
management in the SC: compliance with suppliers’
requirements and capacity building. The first stygtsets
standards for suppliers and implements exercis®iwofrol
following strict monitoring program. Capacity buiid,
on the other hand, aims at building up the suppliewn
CSR capacity through long-term trust related
relationships. From this view, compliance and cégac
building are two alternatives that compete withheather,
which means that firms need to make a choice anttoag
strategies. We, however, argue that capacity dpusdot
in the supplier organization is essential even wbiict
monitoring is practiced by the buyer.

Ref. [34] claim that most CSR efforts are targeted
monitoring first-tier suppliers while ignoring seuwbtier
suppliers or relying on first-tier suppliers’ resiility
towards their own suppliers. This kind of secondaugt
may be practical for cost reduction but requirest tine
first-tier supplier has necessary capacity, prapaning
or interest to develop rules for compliance. Thes been
defined as a positive expectation regarding the
competence or intentions of a partner [41]. Emglric
evidences indicate that trust is essential for ssgftl SC
relationships, as it can make the chain more agild
responsive [29], [32]. An important question is how
buyers consider trust and apply it in relation tmtcol in
managing CSR compliance.

Two types of trust are commonly identified:
competence trust and intentional trust [41]. Thiestfi
category expresses the level of trust one has @& th
technical, organizational and managerial competefice
trustee [38]. This trust is skill based and argteedevelop
through training and learning [57]. To develop
competence trust, particularly in a developing doyn
direct involvement of buyers in education are sesn
necessary to ensure skill development and capacity
building in the supplier organization. Competenogstt
development is resource dependent, and a buyer who
provides resources and engages in activities caierea
exercise control in supplier relationships [19].eTéd will
be systematic pressure on the supplier to be irptante
and strictly follow the buyer’s standards [13]. Gmetence
trust requires formal control that emphasizes
establishment and utilization of formal rules, mdares
and policies to monitor and reward desirable pentorce
[19]. Ref. [8] argues that formal control may inéutust
by offering confidential or unavailable informatioio
improve inter-organizational relationships. Intenal
trust refers to the willingness of a partner to dimee
involved in the relationship and to support andedep it.
Trustees use their ability to conform to a trustor
expectations and do not behave opportunisticaby.[3 0
build trust, the partners solve problems throughuality
and dialog. Understanding and obligation are thgske
while social (informal) control plays a vital rolghen
formal control is absent. Ref. [8] introduced tlwmcept of
social control when other control mechanisms did no
function. Intentional trust induces social contaold vice
versa. Organizations commonly sign an initial cactr
with SC parties to avoid unpleasant surprises. Viel& is

the

close to the complementary perspective, which ssigge
that trust and control are mutually reinforcing whi¢
comes to combatting risk [58].

2.3 Networking

The logic and dynamics of network relationships btan
understood and analyzed by identifying critical cast
activities and resources. [14]. Actors, are aredydue to
their role as having certain roles that allow retdping
critical issues of the network. They have also ayoals
and perceptions of the interacting parties’ acgtiyattern
necessary to understand [28]. Resources includelsgoo
and services, manufacturing facilities, finance,
technology, knowledge and personnel that companies
develop and share [1]. In the case of employeaewla
CSR implementation in developing countries, thestjoa

of who will pay the cost is often an unresolvediessBy
increasing their understanding of suppliers’ caondi,
buyers can make better use of own resources inéste
the relationships, as well as activate and utilthe
suppliers’ resources for mutual benefit [24]. Hoeev
business relationships are more than the sum ofghes;
their effects are transmitted along complex thretig
stretch across the business landscape [27]. Caitple
contributes to supply chain relationship uncertaint
making it difficult to assess external actors’ iropan
CSR management in SC.

A distinction between primary and secondary
functions of business relationships can be drawime T
primary functions work to gain efficiency through
interlinking of activities, creative leveraging ofsource
heterogeneity, and mutuality based on the self@steof
actors. The activities are carried out by two madtors
(i.e. buyers and suppliers) based on exchangesofirees
for mutual benefit. By combining critical resourceke
parties gain additional values and advantages [24].
Secondary functions arise from the connections &etw
relationships. With regard to the three components—
activities, actors and resources—the secondarytibme
concern chains of activities involving more thanotw
firms, constellations of resources controlled byrenthan
two firms and shared network perceptions by moenth
two firms. The components are interrelated andthee
cornerstone in developing relationships betweenetniy
and suppliers and with other actors in the SC. 2]
claim that business networking is not simply the
implementation of the independent company strasegie
one or more actors but a continuing interactiorwben
interdependent actors, activities and resourceswdik
coordination refers to a chain’s overall structare the
control mechanisms that influence the relationships
involved [17]. From CSR in SC perspective important
to consider how buyers and suppliers identify styat
important network partners and develop contac@piy
control-trust relationships in SCs.

2.4 Theoretical framework

The theoretical framework is presented in (Figuje 1
Depending on the buyer's dominant role in the buyer
supplier relationship, control and trust are cdntra
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mechanisms having influence on the network. Assuisied
that to manage CSR compliance the buyers have to
develop strategies on how to exercise control anst in

the relationship. Based on the chosen control-trust
strategy, the partners engage in relationships with
different actors to acquire the resources neededattage
CSR compliance in the SC. Inter-organizational
researchers found that interdependence betweemotont
and trust across all levels in organizations affdoms’
relational commitments and willingness to develop
enduring networks [2], [31].

~

NETWORK

v
CORPORATE SOCIAL
RESPONSIBILITY
(CSR)
COMPLIANCE

Figure 1. A theoretical framework on managing CSR
compliance

CONTROL TRUST

3. Method

3.1 Choice of method

It is important for the method selected to correspwith

the aim of the study. Our case study approachvialRef.
[67]'s suggestion to answer how and why questioherw
the researcher has little control over events ahdnathe
focus is on a current phenomenon in a real-lifetexin
Ref. [23] has found four advantages to case studigs
deeper understanding by providing rich descriptiofs
real phenomena, (2) their contextuality, (3) prasder
theory building and (4) permitting the investigatiof a
phenomenon from a variety of viewpoints covering a
period of time and crossing the boundaries between
different factors. Considering CSR as a complex and
current issue, this study went into depth in theéada
collection process by combining different data sesrto
investigate how CSR is implemented in a cross-cailltu
setting. More specifically, the case study appro&h
suitable for examining how networks work in diffete
settings and contexts [37], [20].

This study concerns two cases in Bangladesh,
involving one large and one small buyer from a pean
country, which we will call Alpha and Beta. Alphs dne
of the world’'s largest apparel firms, while Beta is
relatively unknown in the world market. FurtherphA#& is
one of the main buyers of local products, whileaBist a
small player with a limited amount of procuremerdanf
the local market. These unequal buyers have beesech
to observe how trust and control are applied inkthwger-
supplier relationship. A second reason for the ahas
that both buyers come from the same country with a
comparable style of managing business relationshps
third reason is that both firms are active in therkat and
engaged in collaborating with other actors to managR

compliance. Finally, these buyers have given ugsto
interview their officials in their home country and
Bangladesh, as well as to contact their suppliers.

Bangladesh was selected for several reasons, first
is the world’s second-largest exporter of apparétra
China, a status the company achieved within a geoio
around 20 years. Recently, the Bangladesh governmen
and garment exporters set a target to export abipanes
worth US $50 billion by the end of 2021 [15]. Sedpn
90% of the employees in the apparel industry armarg
making the achievement of employee empowerment
challenging. Third, Bangladesh came to the attentb
the world’s media in April 2013, when an appareitéay
in the capital city of Dhaka collapsed, causingdkath of
more than 1000 workers [26]. Fourth, surprisinglere
after the tragedy, interest in buying from Bangkdéas
not decreased but instead focuses on the impletimnta
of CSR in the factories on the initiative of larfpgeign
buyers including Wal-Mart, Gap, H&M, Macy's, Sears
and JC Penny.

For this study, one researcher’s continuous presenc
in Bangladesh kept us updated with the currentdn
and development of the industry. Ref. [16] statest t
gualitative research creates close contacts witd th
respondents and therefore helps in dealing withecaduoal
sensitivity and perceptual insight. Theory develepin
proceeded by contrasting the existing theory wihie t
empirical data and comparing the cases to find
commonalities and differences. This study utilizimb
advantage of different viewpoints by including wshkps
and discussions with different people from buyeasd
suppliers’ firms over a period of two years.

3.2 Data collection
Data was collected mainly through face-to-facerinigavs
with first- and second-tier suppliers in Bangladesh
Managing directors or general managers of the suppl
firms were interviewed, since they had the primary
contacts with buyers and oversaw the implementadion
CSR in their organizations. The authors did notl famy
manager who deals with CSR specifically. Before the
interviews, a short description of the researchegtoand
a list of themes for discussion were sent to tepoadents
via e-mail. A total of 21 people were interviewen i
Bangladesh and the multinationals’ home country in
Europe; each interview took between 40 and 120 tefu
People responsible for CSR in the buyers’ and the
suppliers’ companies were interviewed. Further main
partners involved in the supply chain CSR netwoskev
contacted and interviewed. This contact net gaveaus
complete view of how the supply chain worked,
particularly in relation to the implementation oSR. A
detailed overview of the informants and the data
collection is presented in Table I.

Table 1. A detail description on the sources of data
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Funetion/place Trpe Organization Location Duration Perind
(minntes)
Manager, C3R & quality  Interview Bats, European buyer  Home Country, Eurape 30 Feb 2013
Manager, Global CSR~ Interview Bets, Furopean buyer ~ Hong Kong 120 May 2013
CSR execniives Interview Beta, Europeanbuyer  Dhaka, Bangladesh 50 May 2013
CSR Manager Interviews Alpha, Enropean buyer  Home Country, Europe 120 Sept 2012
bl Fab 2013
C5R Manager Interview Alpha Furopean buyer  Dhaka, Bangladesh 110 et 2011
C5R officer Interview Alpha Furopean buyer  Dhaka, Bangladesh 30 Oct 2012
President Interview Chamber of commerce  Dhaka, Bangladesh &0 et 2011
Director, Training fustitute Interview Chamber of commerce ~ Dhaka, Bangladesh 90 et 2011
Consnltant Interviews  IDO, Head office Home Country, Furope 70 Jan 2013
Local representative Interview D0, Office Dhaka, Bangladesh 30 0ct 2012
Exports, Academicians ~ Workshop  ATUB anditorium Dhaka; Bangladesh 150 Aprl0l3
Experts, Academicians ~ Workshop ~ University seminar room  Furopean Comntry 120 May 2013
Managing Director Interview First tier supplier (Alpha) Dhaka, Bangladesh 30 et 2012
Clothing Factory Observation  First tier supplier (Alpha Dhaka, Bangladesh 100 0ct 2012
General Manager Interview First tier supplir (Bata) Dhaka, Bangladesh 50 Oet 2011
Clothing factory Observation ~ First tier supplier (Beta) Dhaka, Bangladesh 100 et 2012
General Manager Interview Fabrics manofacturer ~ Dhaka, Bangladesh 30 Oct 2012
Fabries factory Observation  SAME Dhaka, Bangladesh 30 et 2011
Managing Director Interview Button manufacturer  Dhaka, Bangladesh 50 et 2011
Button factory Observation ~ SAME Dhaka, Bangladesh 30 Ot 2011
Manager Interview Lippers mannfacturer ~ Dhaka, Bangladesh 60 0ct 2012
Lippers factory Observation  SAME Dhaka, Bangladesh 40 0et 2011
Manager Interview Poly bags mannfacturer Dhaka, Bangladesh 40 Ot 2011
Poly bags factory Observation  SAME Dhaka, Bangladesh 30 et 2012
Manager Interview Labels manufactorer ~ Dhaka, Bangladesh 50 0ct 2012
Plastic lahels factory Observation  SAME Dhaka, Bangladesh 40 Oet 2011
Managing Director Interview Logisties supphier Dhaka, Bangladesh 60 et 2012
Head, Training center Interview Alpha, Europeanbuyer ~ Dhaka, Bangladesh 50 Oct 2012
[nstructor, Training center Interview Alpha, Europeanbuyer  Dhaka, Bangladesh 40 et 2011
Vacational training Observation  Training center, Alpha  Dhaka, Bangladesh 30 et 2011

*IDO- International Development Organization

Interviews in Bangladesh were exclusively
conducted in English, while the buyers’ home coyntr
language was used for interviews in Europe, extephe
case where the English-speaking researcher wasntras
the meeting. Two of the authors spoke the buyerghtry
language and all were fluent in English, so all the
transcriptions could be prepared in English. Anoityrof
the buyers and suppliers was promised and maimtaine
throughout due to the sensitivity of the marketiaiion.
The  semi-structured interviews covered CSR
implementation, codes of conduct, working condion
collaboration, development of trust and network§RC
training, and the reputation of suppliers and bslydo
understand the role of context, representativesthef
Dhaka Chamber of Commerce, one apparel employee
training center, and the international development
organization of the buyers’ country in Europe were
interviewed both in Europe and Bangladesh.

The researchers visited eight factories producing
clothes, fabrics and accessories and a number of
institutions that influence the networks and relaships
between the buyers and suppliers. Although faciosiere
selected through our references, all of them hadbeo
directly or indirectly connected to the buyers. doir
observations gave the researchers a real pictu@Sét
implementation relating to work environment, emgey
situations, codes of conduct, availability of infation,
process of learning and quality control. These cesIr
were particularly beneficial to observe how contaold
trust were exercised in the workplace, as well as t
compare the outcome of the discussions with theetsuy
and suppliers. Two workshops were organized, one in
Bangladesh and the other in Europe, to get feedfsaok

the academics and the experts on the outcome of the
study. Newspaper coverage, particularly in the lloca
country, complemented and also verified the cafléct
data. The buyers’ websites were used as secondarges

of data. Triangulation, which is highlighted in djtative
research, was ensured by combining different ssucfe
data [12], [33]. The data were transcribed by both
assistants and researchers to reduce any riskaf @he
researchers made final corrections to avoid coofusi

3.3 Analysis and validity
In accordance with the aim of the study, a coding
framework was first established with the aid of agptual
understanding. Following Ref. [4], transcripts wehen
dissected, classified and organized according &seh
codes for developing themes. Identifying themeslived
a great deal of interpretative work observing asv ne
themes emerged and evaluating how they matched with
the old ones. As expected, control and trust wevad as
the main themes in understanding the process ohgiag
CSR compliance in SC. The themes that appeared were
categorized according to theoretical aspects afidrelnt
links with the main themes could be identified. Thwe
found that informal control was related to collediton
and willingness to trust, while formal control was
essential element to develop competence trust.y&isabf
the links between the themes led us to formulateuple
of propositions and draw conclusions on the CSR
compliance in this study.

For research validity, the authors took several
measures. First, all the suppliers were approattredigh
our own contacts, even though the buyers could have
introduced the researchers to the suppliers. Téliseld to
avoid any possible bias, because the suppliers were
dependent on the buyers for orders. Second, the
anonymity of the suppliers was maintained all al@oy
that they could talk freely and describe the réaiasion.
The researchers felt it was important to understzower-
trust issues between buyers and suppliers and hew t
CSR implementation process really proceeded. Third,
primary and final results were presented in worksho
seminars, conferences and informal discussions with
research colleagues and business people, as seddnst
Ref. [37]. Managers responsible for CSR in the bsiye
and the suppliers’ companies were interviewed. Heurt
other main partners involved in the SC CSR netwaeke
contacted and interviewed. These contacts gave us a
comprehensive view of the SC network relationships
related to CSR context. Fourth, the data was ptedeto
key contact persons to ensure that researcherssiooe
them correctly and to inform how data was used.

4. The empirical study

In this section the two buyers from the same Ewiope
country are presented. The data used in the déscrip
comes mainly from the interviews but also from
observations, buyer websites and newspaper articles
covering issues in the apparel industry.

4.1 The Alpha case
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4.1.1 Background
Alpha is a leading European apparel buyer with a sales
volume of US $20.8 billion in 2014. It has morerit2700
stores around the world and employs more than ©2,00
people. It does not own any factory but outsourites
production to independent suppliers, mainly in Aaiad
Europe, through local offices. In Bangladesh, 380pte
work in design, quality control, purchasing and CSR
Factories that supply Alpha are required to beyfull
compliant with the buyer’'s codes of conduct; regula
audits to assess their level of compliance areiezhwut
by the use of full audit program. The code, devetbfo
follow international standards, covers seven isslezsl
requirements, a ban on child labor, health andtgafe
workers’ rights, housing conditions, environmentdan
systems approach. Codes relating to child laboaltihe
and safety, and worker's rights are particularly
emphasized in the compliance agenda, which must be
fulfilled at the suppliers’ factories. The buyeies to be
clear about what it wants from suppliers on CSRigss
and thoroughly applies a zero-tolerance princiglpha
states that:

Code of compliance determines which suppliers can
and cannot be used and can also play a role in
defining order quantities placed with certain
suppliers. We clearly inform suppliers about the
business risks that can result from noncompliance
and seek to educate them and support their
development.
(Alpha website, accessed July 3, 2013)
4.1.2  Supplier selection and CSR compliance
In 2012, Alpha had 250 suppliers as business partne
The suppliers are grouped into three categoriesri#ipg
on the degree of CSR compliance achieved. The first
category suppliers enjoy trust from Alpha as loeg¥t
partners and usually undergo routine controls. Tnigip
gets regular orders and support with training attteo
resources to work towards 100% compliance. Thergkco
and third categories go through strict scrutingluding
announced and unannounced audits. Alpha puts costly
resources into control activities to maintain iputation
in the local and world markets. All CSR categoriegd to
improve, and there is a specific plan for improvataelf
a fault is detected, the supplier is given one mmdotfix
it; during this time, no new order is placed withet
company.

Suppliers who show strong improvement in terms of
business performance and code of conduct compliarece
rewarded with regular or higher order volumes. Agier
is not allowed to continue if the company failsréztify
the faults within stipulated time. One first-catego
supplier was denied orders for failing to meet set
requirements, and gradually the supplier went out o
business because Alpha was their main customehaAlp
claims to offer reasonable time to the supplieresolve
the issue if the code requirements are not achieved

If the first-supplier needs to subcontract to meaet
acute demand, the company is only allowed to pkate

order with Alpha-nominated subcontractors accefiitgd
Alpha. Accessory suppliers like fabric manufactarand
zipper factories need to follow the buyer's codés.

fabrics are mainly procured from the local suppglieit

becomes easy for Alpha to check and accept thetyoél

the products and to observe whether second-tiguligup

work according to the code for SC compliance.

When a new supplier is recruited Alpha visits the
factory to gather initial information on the compan
capacity, need of resources, management and CSR
practices. If satisfied, the buyer makes an unanced
visit, and goes through CSR documents with manageme
and meet the workers. Every supplier needs to fmave
correction plan for each deficiency. Three follop-wisits
are made to the factory, and the whole process take
to nine months. It is a joint effort between Alpéad the
supplier, involving a substantial resource basemtsing
manpower, competence, experience, time, willingreess
mutual understanding.

It was observed during the factory visits that
communication with the suppliers may be a one-way
process. However Alpha has regular dialog partitpla
with the first-tier suppliers on the issues of éyatontrol,
codes of conduct, order placement and engaging
subcontractors when the order volume increasesCB#
manager of Alpha describes the process:

It is a transparent system. They know what we want
them to do and what the consequence could be if
things go wrong. We have a capacity department to
assess the total need and sustainability auditors t
scrutinize the suppliers’ activities and CSR
performance.

One first-supplier expresses satisfaction with its
relationship with Alpha. They have signed contratth
the buyer that will last several years. This sugpfeels
that CSR guidelines are helpful to plan their atés and
to achieve compliance with the requirements.
expertise of Alpha helps in developing the competeto
handle CSR issues. Alpha personnel not only give
instructions but follow up recommendations to eashat
the factory employees understand the requirememts a
carry out the functions as outlined. Clear codesoofduct
serve as important documents for relying on Alpha’s
competence as a solid buyer. The issue of comgiaas
been crucial in building its relationship with Alpland to
increase the supply of apparel.

Alpha finds that middle management, which is
responsible for CSR implementation in the factoriasks
CSR understanding and competence. These are often
promoted from a lower level, and lack understanding
the importance of the buyer’s code of conduct. Téssie
has made Alpha uncertain about the performance of
certain suppliers. Another sensitive area is the af
second-tier suppliers when first-tier supplierssoutce.
Alpha wants control over these suppliers to be $ha¢
the codes of conduct are followed. The first-tiepgier
sees the recruitment of business graduates tcatterfes
as problematic, as they are more interested in iwgrét
the corporate level. There is a gap between whabtlyer
wants and what the suppliers can deliver. A fumgtio
network of actors consisting of local universitighe

The
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garment  industry  association, a government
representative, buyers and suppliers is largelysimjsto

quality of fabrics, so it maintains direct contadgth the
fabrics manufacturers. The chamber of commerce has

handle the educational shortage on CSR issues. One little contact with suppliers but collaborates withe

supplier stated:

The buyers do not always understand the suppliers’
situation, as they have limited resources; theykwor
within a short time framework; they have to stsictl
implement the code of conduct and also maintain the
delivery time. All these activities need to be
coordinated and supported.
4.1.3 Networking
A buyer not only depends on the fabric suppliersdisio
must be aware of the CSR activities of other adtothe
supply chain. The major Bangladesh incident in 2013
affected the whole SC, including apparel suppliers,
accessory suppliers and logistics companies, sthee
buyer slowed down the procurement of goods from
Bangladesh to avoid antagonizing the final cust@mer
the Western world. The Bangladesh Garment
Manufacturers and Exporters Association (BGMEA) is
closely linked with local suppliers to ensure thatal
labor laws are respected and followed. The Dhaka
Chamber of Commerce, an extension of the government
has no direct contact with the suppliers but warlksely
with BGMEA. One important role of BGMEA is to deal
with media and other local and international cotstaan
behalf of the suppliers.

A Buyers’ Forum was initiated in 2006 by Alpha,
along with a number of international buyers. A Vdorl
Bank organization also collaborates with the Forum,
which functions as a meeting place for around 2hts
to discuss topics such as workers’ rights issueslacal
labor laws, to find consensus among their viewmoint
Alpha is involved in many CSR projects with localda
foreign actors to develop better working conditidios
apparel workers. In 2011, Alpha’s managing direchart
the prime minister of Bangladesh to discuss theesayf
apparel workers and directly worked with the BGMEA
improve the overall SC situation. The governmermt e
association put pressure on Alpha to make direct
contributions to improving security and other stais of
the factories, rather than only continuing with troh
measures. The interacting parties understand that
employees must be educated to follow CSR effegtjvel
but there are no concrete programs arranged tcigo t
The buyer considers it a responsibility of the diapg.
The chamber of commerce offers training programs on
CSR practices, but so far neither the buyer nor its
suppliers have utilized them.

Alpha has run a training school for young people
from slum areas for several years. The youths bath
vocational training and insight into the codes ohauct.
After the completion of their education, trainees get
employment in the suppliers’ factories. The tragmbeng
fresh knowledge of CSR practices to the factorieb @n
be a source of inspiration for the existing empésy/¢o
follow the guidelines. Alpha’s network is presentid
Figure 2. First-tier suppliers collaborate with wed-tier
suppliers and accessory suppliers like zipper,tiplasd
fabrics manufacturers. Alpha is very careful withe t

garment industry association, which sharpeneddtgrol
over the supplier factories after recent accidents.

Chamber of

Garment indusiry
; Commerce

assodiation

International
Large multi- CSR projects
national - T \
retailers

H o
Alpha, N, P . .

(In home country
in Europe)

First-tier
supplier

Alpha,
Bangladesh

Universities in ¢~
Bangladesh Packaging &
T labels factory

Supplier's

Training center
supplier

for Workers

Supplier's
supplisr

Third-party
audit

e — |

Explanations:

Control

—_— Trust

Normal relationship
Weak relationship

Relationship with some control Control & some trust

Figure 2. Network of Alpha showing the actors and
the flow of control and trust in the relationship

4.2 The Beta case

4.2.1 Background

Betais a smaller European fashion chain with 400 stores
and 4500 employees in Europe. Sales were US $558
million in the financial year 2013-2014. Beta's mess
concept is to offer affordable fashion with widepagl by
applying a sustainable approach through the eptivduct
flow, from design and production to transport and
warehouse and into the store. Beta has almost[33ists

in Bangladesh and places its work with around 50
factories. It procures 25% of the supplies from libeal
market. Compared to the other buyers, Beta proaumbs
0.4% of the country’s total apparel exports.

4.2.2 Supplier selection and CSR compliance
Beta's supplier selection process starts when the
company’s personnel visit the factory to see wheihe
fulfills basic code of conduct requirements, inchgl
safety, fire alarms, no child labor, freedom ofcgsation,

no harassment, no discrimination and availabilitglean
drinking water. Beta does not see much difficuliyhvthe
quality of products, price or lead time with losaippliers.
Most attention is paid to safety issue. Gender kgua
salary, health care and sanitary facilities are als their
agenda. This buyer applies a “business partnertegutn
based on collaboration, freedom of work and tritdtas a
program to develop “key suppliers” to ensure good
quality, to maintain a delivery schedule and toohes
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CSR-related problems quickly. In general, Betaciol a
liberal policy to develop its suppliers:

We tell our suppliers to make an action plan. We
don't really say how they will do it or when theil w
start. We tell them what to do and want them tb tel
us how they will fix the problems. The supplierskwo
with less stress as we don't push them towards a
deadline.

(CSR Manager, Asia)

When it comes to audits, Beta largely relies on the
suppliers who have been its business partners diores
time. Beta claims to know what their suppliers doing
and encourages them to improve compliance with £ode
of conduct. Suppliers carry out internal auditsg &mird-
party auditors are used as well as the buyer's own
auditors. As a comparatively smaller player, Beta
considers that it has limited resources to morsewond-
tier suppliers. At peak times, the suppliers seak-s
suppliers to meet the demands of huge numbersyafrbu
As a rule, a main supplier subcontracts up to 10%e®
total amount of a big contract.

The second-tier supplier is considered as a pahteof
first-tier; therefore, all activities from qualitgontrol to
implementation of CSR practices are responsilslitig
the main supplier. It makes the buyer dependenthen
first-tier supplier, because transferring control them
with low insight into this process. If something ego
wrong, Beta contacts the first-tier supplier totifgcthe
shortcomings but has little influence in the shom for
improvements.

Beta’s policy is not to interfere in the main sup’
area of activity. The buyer is involved when suprdiask
for support or advice, particularly in relation @SR
implementation. When second-tier suppliers are ,uted
first-tier supplier is, however, asked to evalugitem and
inform about their CSR practices. The buyer isngyto
minimize the use of second-tier suppliers to guan
CSR compliance. Trust is vital at this stage, sitive
buyer lacks resources to monitor the suppliers’ and
subcontractors’ activities, particularly relating $ecurity
and employee welfare issues. Beta mentions thatlisup
face delivery time pressure when several buyersepla
orders and forcing them to give larger buyers pienee.
Beta is looking for key suppliers, building on trusnd
close relationships. This project is under develepinand
it has not been successful finding partners fogiterm
collaboration. One explanation is that it is a drbalyer
with less influence on the local business cont®dta
supports the suppliers through training, guidanoe i
implementing codes of conduct, and continuous diaho
solving supply-related problems.

Beta identifies middle management as the major
source of problems for CSR compliance. Primarihg t
mind-set of managers must be changed to undersitend
importance of CSR. Beta feels that the situationldde
improved by recruiting business students, who would
bring knowledge of CSR standards and practiceshéo t
apparel industry. Beta provides some training to
employees but more resources are required to ingslem
CSR in supplier organizations.

4.2.3 Networking

This buyer collaborates with different companiesttie
Buyers’ Forum, where it confers on a variety ofibhass
issues, particularly CSR practices and how to deti
the basic requirements of the codes of conducia Bes
tried to collaborate with large buyers but work#drewith
similar-sized firms on long-term projects. Beta@ntact
with the multinational's home country development
agency is mutual, as both focuses on capacity
development of the suppliers. The company is erdjage
collaborative projects with other fashion chains to
guarantee sustainably cultivated cotton and pastess in
Business for Social Responsibility (www.bsr.org), a
global, nonprofit organization that works for ethiand
the environment. In 2013, Beta joined other buygegje
unions and labor organizations to ensure a seceafe
working environment in the garment industry. Beta's
network is presented in Figure 3.

International
Development
Organization,
(In home country in
Europe)

Garment industry
association

Chamber of
Commerce

Beta Buyers International
(In home country in Forum Development
Europe) Organization,
(Tn Bangladesh)
Colfaboration with K3
small buyers \ .
Beta, |.*' First-tier
Bangladesh |5, suppliers
Training center s s,
. * Plastic labels
4 Y factory
Univerafy, N
Bangladesh s\
§ Supplier's
suppliers
Sustainzble Tuirdpaty |
cotton project audit |
Explanations:

Control
— Trust
Trust & some control

Nommal relationship
Weak relationship
Relationship with some control

Figure 3. Network of Beta showing the actors and the
flow of control and trust in the relationship

Unlike most buyers, Beta is not a member of the
Business Social Compliance Initiative (BSCI), a &ha-
based organization. This organization offers suppor
buyers in the form of control. Beta's strategyhiewever,
to develop close collaboration and trust with sigupl
The CSR manager for Asia has a clear opinion on the
issue:

We are not looking for complaining about the
suppliers but willingness to solve problems through
collaboration and understanding. We don’t put effor
into auditing, policing and raising tough

requirements which suppliers have difficulty in
complying with. We like to be their partners and
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support them all the way to maintain a good working
environment in the organization.

Beta has developed video films showing the
necessity and explaining how CSR practices can be
applied in the supplier organizations. Collaboratigith
the Bangladesh Garment Manufacturers and Exporters
Association (BGMEA) is important to distribute tlees
films to the appropriate suppliers. Beta receiveedback
from the association and discusses with other sulyew
to further improve the standards of the supplietddes.
Beta is also running its own school for vulnerablemen
ages 18 and above to offer vocational training. The
training covers technical aspects of the work, igyal
control and basic issues relating to codes of condthe
school is run together with suppliers and a loc&Q\
Beta recognizes that it has limited resources butl$o
under pressure from the local community to upgridue
safety situation. In this regard it works with maators,
including small buyers, suppliers, the garment stdu
association and the chamber of commerce. The Bdses
described as follows:

We have limited control over the situation as the

network is broad, and a lot of things have to baalo

to make the CSR practices more effective. | realize

this is a never-ending process. You need to canry o

and come back again and again to see how things

work.

(CSR Manager, Asia)

4.3 Case comparison

Company size makes a major distinction between the
buyers to manage CSR supplier compliance. Alphaahas
strong base in the local market with major contagdtkin

and outside SCs. This buyer take part in different
activities for mobilizing resources to act for the
improvement of codes of conduct. The buyer has been
actively involved in increasing employee salaried also
taking part in the delegation sent to the highesell of

the government. Beta has been involved in CSR
improvement activities in the country but mainly
concentrated on dealing with the main suppliere o
cases is presented and compared in Table II, foligihe
constructs of the theoretical framework.

Table 2. Case comparison

Major issues Alpha Beta

Positive to CSR. compliance, intemal
auditing applied, helping suppliers
through collaboration

Supplier requirement ~ CSR compliance, capable supplier
to improve by own resources, willing
to furtherimprove

Code of conduct Banon child labor, regulations on health
& safety, worker's nghts, housing condi-
tions, environmental protection

No child labar, clean dnnking water,
fire alarm, freedom of association,
no harassment,

Advice, ntemal control, teamwork
expected from the main suppliers,
dialog andmspectionin case of need

Complianceprocess ~ Using different categories of supphiers,
uannounced factory visits, third
party audits, continuous improvement
Control Zero tolerance, reward-punishment
Strategy, dommant player, all
suppliers under scrutmy

Flexible work plan, ntemal audit
by suppliers, low prionty from
suppliers, role of adviser

Trust Long-term partnership with first
category suppliers, competence

Rely on first tier-suppliers for
compliance and quality control

highlighted of second-tier suppliers
Networking Founder member of buyers” forum Contact with buyers’ forum, small
contacting foreign buyers, World Bank buyers, sustainable fashion chains,
organizations, trameesin suppher fims local NGOs
Outcome Efficient first-tier suppliers, Little “Business parmers” conceptin

commmumication with partners, Insufficient
support from middle management

trouble, supply uncertainty in high
season, weak middle management

In the areas of trust and control, the buyers were
found to differ most. Beta from the beginning wasused
on a trusting relationship with the suppliers foSRC
compliance. It played an advisory role and wasfaond
to take a stiff stand against the suppliers, fgilia fulfill
the code of conduct requirements. Beta even reliethe
first-tier suppliers in connection to the perforroarof the
second-tier suppliers. It might happen that thigebthad
little resources to keep contact with the secoad-ti
suppliers. For Alpha, strict control was a cenisale for
CSR compliance. Creating different supplier catesgor
was an attempt to secure control and had beentlgirec
linked to a reward-punishment strategy. This laogger
was not ready to take any risk considering its wutiil
role in the local and global market. It had somesttifor
the first category of suppliers, but zero toleramneas
applicable to all. Even second-tier suppliers camder
Alpha’s direct scrutiny, showing its eagerness to
implement codes of conduct throughout the SCs @ th
local market.

Another distinction was Alpha’s expectation thag th
suppliers would carry out compliance activitieshwibeir
own resources. The small buyer was willing to supfie
suppliers, but ran short of resources to fulfilleth
commitments. The suppliers in this case were ergeitt
conduct internal auditing, while the large buyenduacted
almost all auditing. Furthermore, Alpha looked for
suppliers’ competence while Beta relied more on the
suppliers’ intent for collaboration. Alpha put psase on
the suppliers for gradual improvement to reach |tota
compliance, but no such clear ambition was founth wi
Beta.

The major similarity between the cases is the
absence of qualified middle management. Unless this
group is capable and understands the need of GSR, i
seems difficult for the suppliers to make substdnti
improvement in CSR compliance. A change of mindiset
therefore necessary at least at this level to becimgnges
in SCs. Capacity building was done in a limited way
through vocational training and some education.hBot
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partners approached the suppliers to motivate tham
CSR compliance, but in different ways.

5. Discussion

5.1 Overview

The principal actors in this study are two Europbayers
and their main suppliers. The buyers concentrate on
developing relationships with the main suppliers fo
procuring apparel and ensuring that codes of canalue
followed to support employee well-being. The CSR
activities include issues like health and safetgrkers’
rights, the abuse of child labor, legal requireraetu
follow and improvements to the work environmenteTh
buyers carry out various forms of audits, depending
mainly on the firm’s ability and availability of seurces.
The large buyer, Alpha, is capable of conducting
comprehensive audits at different supplier tierkilevthe
small buyer, Beta, with limited resources, has ® b
satisfied in collaboration with the main supplienda
leaving the responsibility for the second tiertte tatter.

The suppliers have been interested in gettinglaegu
contracts and support in capacity development for
compliance. In one case, suppliers receive thorough
guidelines and codes of conduct for managing CSR
compliance independently. In the other case, sepphre
treated as partners and some joint efforts are nfiade
capacity development and compliance. Indirect arsta
with other suppliers are part of the purchasingcess,
particularly for the smaller buyer, confirming R¢2.7]’s
argument that business relationships are not linite
direct contact.

This study shows that compliance development
needs support by other actors in the SC, whichaited
secondary functions in the SC. Relationships with
different actors such as the government, the garmen
industry association and the chamber of commerse, a
well as for collaboration with other buyers and nimg
schools for vocational training, are continuously
reinforced and maintained from a long-term perspect
This is in line with Ref. [50], who identify the dreased
use of intra-functional, cross-functional and inter
organizational coordination in the SC. The buyergage
in the network depending on the extent of theirtesses
and the resources they possess. The small buyer has
contact with actors of equivalent sizes. In coniréise
large buyer is a major player in the market, haviagtact
with bigger buyers and policy makers in the localmtry.

By its initiative, it has developed several colleditve
projects to support compliance activities and capac
development efforts.

5.2 Control, trust, compliance and capacity
development

Both buyers see it important that CSR compliance is
carried out in the supplier organizations by cayaci
building and competence development. However, dachie
that aim, the buyers follow two different strategidhe
large buyer, for example, approaches complianagutiir
formal control expressed in codes of conduct, anced
and unannounced audits, zero tolerance and prefsure

continuous improvement of CSR performance,
described by Ref. [19]. The suppliers are expetidthve
the competence to do the work. The large buyer
particularly stresses the need for a long-termticelahip

with the first-tier suppliers on the basis of good
performance and compliance with CSR requirements. |
invests vital resources and engages in activitigthh w
different SC actors to ensure a risk-free suppiyrfrthe
local market.

To develop competence and capacity in its suppliers
the large buyer has developed several tools such as
guidelines for upgrading, support and inspectionthet
suppliers’ sites, providing vocational training and
education, building the buyers’ forum to learn frather
buyers in dealing with security and safety issumsd
collaborating with local authorities to ease suggli
compliance activity. The main supplier takes thipport
positively and relies on the competence of the huye
Confidence earned through competence has beerethbel
competence trust by Ref. [41]. The strategy is bibf
here: both control and trust are applied to thet-ier
suppliers, but only control is exercised in the ecad
second- and third-tier suppliers.

The small buyer, on the other hand, has focused fro
the beginning on trust with suppliers in the belikét
CSR implementation will take place through dial®is
buyer plays an advisory role and motivates first-ti
suppliers for capacity building to comply with cedef
conduct. Work-related factors, particularly factory
security and health conditions, are important isfoe the
buyer. The practice here is to rely on first-tiepgliers for
monitoring the performance of the second tier, as also
witnessed by Ref. [34] in their study.

In fact, the small buyer has little contact witls it
second-tier suppliers and is only in touch withnthé
something goes wrong. This has also made the buyer
dependent on the local partner creating joint adritr the
SC. The control mechanism is an informal arrangeémen
and is seen to be based on good intention and, faith
particularly by the small buyer. Intentional trusis
outlined by Ref. [41], is practiced partly to minza the
cost of auditing and partly to create an atmospladre
collaboration. But the outcome has not been goad,td
the absence of clear instructions and inabilityhef buyer
to exercise control over the SC. The suppliers’bfzm
has been competence and capacity, since small duyer
mostly have to depend on less qualified suppliéss.a
minor actor, the small buyer faces uncertainty le t
timely delivery of goods and developing key relaships
with solid partners. The buyer has neither rescurze a
strong position to fully develop and control theality of
CSR implementation in the supplier factories.

as

5.3 Control-trust framework

From the above discussion, a framework of two
mechanisms in managing CSR compliance in SCs can be
identified (Figure 4). These mechanisms are quiteeme

and either based on control or trust. Networkings wa
found to be a supporting element in the buyer-sappl
relationship rather than acting as an influencehe T
control mechanism relies on exercising pure conlrpl
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focusing on concrete outcomes and competence iSthe
In this case, capacity building is considered t@lm@rmal
function of the supplier, which cannot expect much
support from the buyer. The trust mechanism, orother
hand, rests on good faith and consists of lessr clea
objectives from the buyer for the supplier to attdn this
case, control is weak and informal, and the intentf
collaboration and developing intentional trust bedw the
buyers and suppliers are emphasized to supportitapa
building efforts. For CSR compliance, capacity dung is
considered as a joint function of the buyers arpbers.
This study, however, indicates that the concepjooft
effort cannot work unless better suppliers canibedrand
the buyer can mobilize sufficient resources to suipe
the supply chain.

Capacity
building

Control

Mechanism Formal | | Competence
é control trust

[ ] v

\L CSR

NETWORK Compliance/

non-compliance

Trust

Mechanism a

Informal Intentional
control trust

T

Figure 4. Applied CSR compliance framework

Capacity
building

To summarize, the two case companies apply coatrdl
trust as isolated tools, making suppliers eithemliyp
dependent on or independent of the buyers. Indhé&al-
driven strategy, one-way communication dominated an
does not help to develop a relationship based atogli
and collaboration. Along with competence trustdy be
necessary to allow for developing intentional trusthe
relationship. In the trust-driven strategy, it mportant
that competence trust is stressed and that imgortan
functions are regularly supervised. Following Rgf1],

we argue that depending on the buyer's strategmeso
combination of control and trust is necessary inRCS
compliance management. We can now formulate two
propositions:

P1: A control-driven strategy requires intentiotvakt and
joint participation in capacity building for efféet
management of CSR compliance in the SC.

P2: A trust-driven strategy requires competencst tamd
some formal control for effective management of CSR
compliance in the SC.

6. Conclusions

Buyers’ management of CSR compliance in supplier
organizations addresses three interrelated issasthis
study has examined:

(a) synchronizing control and trust to manage CSR
compliance in the SC

(b) creating interaction between buyer and supplier
for CSR compliance in the SC

(c) developing buyer-supplier interaction with other
actors who can influence CSR compliance in the
SC

The first issue is the focus of the study, while th
other issues are complementary. This study fills an
important gap in SC theory on relationships by ssiirgy
how control and trust interact and complement ezbbr
in managing CSR compliance. It shows that contral a
trust are important but seldom used together foRCS
compliance. However, classifying control and trirgb
subcategories offers a tool for integrating andabeing
trust and control to ensure smooth operation of. S@e
degree of interaction between buyers and suppi®rs
found to depend on the need and capacity of thersuy
The large buyer knows what it expects from the
interactions with suppliers, while the small bugegim
from the interactions is quite diffused. Networkingth
other actors has been found helpful and seems e ha
both direct and indirect impact on the managemdnt o
CSR compliance.

One important conclusion is that the large buyer
exercises control to create trust, while the srbalyer
with limited resources depends on trust to secorgrol.

The positive part of strict control is that the sege is
made clear to the whole SC and everyone knowsutles r

of the game. Buyer competence helps to developativer
SC competence, trust and long-term relationship wi
suppliers. The large buyer thus to some extentladisp
how trust and control can be combined to manage.CSR
Wide contact networks and buyer resources in the SC
were found to have a positive impact on the locafkat.
Association with a resourceful buyer helps supplesme

in contact with other global buyers and gain furthe
business. The first case shows that exercise afesstul
control breeds trust and not the other way around,
confirming the observation of Ref. [8].

Another conclusion is that capacity development
needs to be ensured for managing CSR complianee as
continuous process. This means that managerial
competence requires support from the whole orgéniza
and employees to result in successful compliance.
Therefore, capacity supplements the CSR process, no
replacing compliance, which Ref. [12] claim.

A further reflection relates to the network
perspective, which considers control and trust para of
networking. We also see some interconnectedness
between these issues but in a different way. In CSR
compliance management, it seems more relevanbtodb
how control and trust form networks, rather thaartsig
from the network to identify control and trust. Theed
for control in SC is probably an important issue buyer
must decide which type of network it finds suitalde

which contacts it wants to develop for ensuring
compliance.
6.1 Theoretical and practical implications
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Linking network and inter-organizational literaturnis
study analyzes control and trust in regard to meamesgnt

of CSR compliance in the SC. This research fills an
important gap in SC theory on relationships by ssirgg
how control and trust can interact and complemeache
other in the compliance process. It also shows ¢tamutrol

and trust can be classified into subcategories and
interlinked. Further, the role of context and ispact is
discussed to better understand the buyer-supplier
relationship and the role of other actors on thecfioning

of the relationship. This issue needs further ingui
Finally, safety and working conditions, which asually
left out of CSR discussions, are particularly stegsand
linked with the SC literature.

This research has several implications
practitioners. First, full control can work in tis@ort run,
but for total compliance, managers may need toldpve
balanced combination of control and trust in thedsu
supplier relationship. Second, blind trust is seehave a
negative result in the management of CSR compliance
We acknowledge that willingness to collaborate is
essential, but certain prerequisites, including piap

for

competence and managerial resources in the SC, are[l]

needed if collaboration is to be sustained. Inteati trust
is prone to fail when the mutual expectations & blyer-
supplier relationship are not met.

Third, managers need to use both formal and
informal control to create competence and inteaii drust
in the SC. Using only formal control is less dynarand
can negatively affect the buyer-supplier relatiopsh
Finally, capacity building needs to be seen as a
complement, not an alternative to CSR compliandges T
confers an important responsibility to the buyeos f
extending support to the suppliers for doing a gobd A
strong buyer can show willingness to share idedls thie
serious suppliers to come up with long-lasting
relationships. To solve any middle management
recruitment problem, suppliers can improve theguistry
image by offering attractive benefit packages and
highlighting their close associations with foreigayers.
Suppliers will gain a lot if they have CSR-competstaff,
while buyers will save money and time on monitoring
CSR compliance in their SCs.

6.2 Limitations and suggestions for further
research

A comparative study between just two firms to aralthe
CSR compliance process is inadequate, althouglvésg
some understanding of the situation. A further gtud
involving several buyers could give more insighbithe
challenges in managing CSR compliance in the SC.
Another limitation is the focus on one country, whi
makes generalization difficult. Buyers from diffate
countries in the apparel industry could be included
future research to reflect on the variation of Ibgyi
strategies applied by different firms. This stuaald with
competence trust and intentional trust and examihen
relationship to formal and informal control, whichnew

in studying CSR implementation. To gain deepergimsi
into the issues and the impact on the overall $Gs i
necessary to examine several cases. Although canugli
and capacity building are complementary, this stheyg

not properly investigated the links between thecepts.

A future study would be able to highlight the imtamrce

of this complementary relationship, investigate taps

and suggest what could be done in the SCs to ensure
capacity building and CSR compliance in the apparel
industry. A further study on how networks influerc8R
compliance is necessary, as this study partly fedumn

how buyers and suppliers are connected with externa
actors.
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