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Abstract: The stepped up global competition and fast-paced business motivate firms looking external sources
for opportunities to build competitive advantages through Supply Chain Collaboration (SCC). Collaborative
supply chain continue to evolve and acquire prominence based on the assumption that closer inter and intra
firm relationships and reinforced information exchange will definitely enhance the quality of decision-making,
reduced supply-demand uncertainty thus leads to improving on supply chain performance. SCC is defined as
“two or more autonomous partners working jointly to plan and execute a supply chain to achieve common goals
through a predetermined negotiation based on rules and structures to govern their mutual relationship”. The
aim of this study is to uncover the nature evolution of SCC, its defimtion and explored its benefits to the
practitioners. Furthermore, the lack of an overarching SCC definition may affect the right application of SCC
practices in both academic and business field. Hence, an encompassing and inclusive defimition of SCC 15 of
overriding importance to assist leamers and practitioners to develop comprehensive SCC strategies.
Nevertheless, there 1s a limited amount of literature empirically dig mto the concept of SCC and describing
benefits of SCC. Thus, this review provides insight to researchers and practitioners to deliver a better
understanding towards implementation of an effective and efficient SCC.
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INTRODUCTION

For the past years, practitioners and academicians
has established generous amount of information that
could assist the transition of the collaboration’s concept
from theoretical idea to highly accepted practices in
supply chain (Kumar, 2001).Collaboration is strategically
unportant to a successful supply cham network and
efficient and effective relationships are essential for
achieving better Supply Chain Management (SCM). SCM
basically looks into the interrelationship and inter-
linkages between various functions, processes and
supply chain members to analyse the impact of their
mteraction on value additions and profit maximization
(Ballou, 2007).

In this fast paced business era, many companies
have begun to identify that today’s competition occurs
between supply chain networks rather than individual
firms. Supply Chain Collaboration (SCC) involves not only
external integration (supplier-firm-customers) but also the
internal integration of the different departments of the
firms such as procurement, productior, marketing,
information systems and logistics. The proper information
flow within the supply cham members can be fully
leveraged through SCC. Furthermore, the changing global

business environment also presents an opportunity and
a challenge for academics and industry practitioners to
conduct further conmection and
interaction between supply chain entities and the
development of efficient and effective collaborative
networks within the supply chain. The popularity of SCC
concept can be seen from widely examined across
disciplines like management (Kumar and Dissel, 1996,
Ahuja, 2000; Cross et al., 2002, Singh and Mitchell, 2005);
marketing (Perks, 2000, Ellinger, 2000, Gadde ef al., 2003);
sociology (Powell et al., 2005) and SCM (Holweg et al.,
2005). Thus, SCC can serve as a vehicle for redesigning
the decision making, workflow and resources assigned to
individual entities to mmprove the overall performance of
the supply chain, through higher profit margins, improved
customer service and faster response times (Lee, 2000;
Simatupang and Sridharan, 2002; Xu and Beamon, 2006).

research on the

SCC EVOLUTION

With the increased economic challenges and
competitive pressures, organizations are being pushed to
change their current business operation strategies to the
one that can cope with the real challenging business
world. For instance, customers are demanding for quality
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products and services with the competitive price.
Nevertheless, the fimdamental principle behind the
concept of collaboration 1s that a single company camnot
successfully compete with itself.  Furthermore,
organizations throughout the world have been calling for
bold steps to go down both intra- and mter-organizational
barriers to smooth uncertainty and enhance control of
supply chains through the collaboration with supply
chain partners (Stevens, 1989).Therefore, many firms seek
to organize cross-firm activities and work reciprocally over
time to develop superior performance (Walters, 2002).
Organizations enter into revising a set of strategies which
mclude two or more independent firms (external) and
within the firm (internal) with different complementary
capabilities achieve their common aspirations and goals
i a competitive environment that cannot be achieved
mdividually (Lambert et af., 2004; Kumar and Banerjee,
2012). Frohlich and Westbrook (2001) addedfurther
support to the Supply Cham Integration’s (SCIL) view by
stating that “in the new millennium, upstream and
downstream integration with suppliers and customers has
emerged as a vital element of manufacturing strategy”.
They find empirical support for the view that integration
of data and information is crucial and beneficial to
operational performance. Yet, Frohlich and Westbrook
(2001) go further in their concluding discussion by
enhancing the data and information sharng view of
integration to include collaboration also.

SCI can be defined as “the degree to which an
organization strategically collaborates with its supply
chain partners and manages intra- and nter-orgamzation
processes to achieve effective and efficient flow of
products, services, mformation, money and decisions,
with the objective of providing maximum value to its
customers”(Zhao et al., 2008). Nevertheless, SCC and SCI
occasionally been used interchangeably due to both of
the business strategy refer to a close combination process
between supply chain paertners. So, “integration” and
“collaboration” have emerged as two major conceptual
pillars of SCM research. Nevertheless, the term integration
means the “unified control (or possession) of several
successive or similar process formerly carried on
mdependently”™ (Flymn et al., 2010). Therefore, it places
more focus on central control, ownership, or process
integration  governed by
Practitioner-oriented literature has successfully shown
that SCC able to benefit supply chain members and very
often exhibiting the benefits obtained by MNC such as
Dell which is a worldwide IT company that is capable to

contractual means.

manage the complex operations of information sharing
between supply chain members (Zhou and Benton., 2007).

However, the practitioner assumed SCC as a potential
extension to or ideal kind of SCI due to the conflicted term
of SCI and SCC. For example, both SCI and SCC have
been understood as a term of data sharing among supply
chamn members(Horvath, 2001). Therefore, it showsthat
the use of term collaboration is rather vague with
integration due to both of them implies quicker in
information sharing between supply chain members.

Besides that, collaboration is attractive to the
organizations since it lays more focus on regulating
through relational means other than regulating through
contract means (Nyaga et al, 2010). Done clarifies
that SCI refers to the configuration of intra-and
inter-orgamzational structures, mainly at the business
process level, in coalition with the overall strategic goals
of partner entities. However, SCC is considered to stand
for the behavioral and soft aspects that drive, facilitate,
execute and check the above flow at three stages of
functioning: strategic, tactical and fimctional Although,
they are some overlaps between SCC and SCT but SCC is
still a better tools to get the mutual relationship between
supply chain partners. Also, the knowledge of SCC has
been clouded by the obscure term of mtegration
(Goffin et al., 2006). Hence, SCC can be sorted out as a
relationship oriented “Collaboration” while SCT is
structural configuration-oriented “integration™ (Whipple
and Roh, 2010). Furthermore, information technology has
essentially altered the way organizations and industries
operate,
management and the change in focus from a functional to
an order fulfillment operation, from wmventory to
information management and from partners’ transactional
relationships with strategic alignments. While, Ketikidis
et al. (2008) indicate that the above-stated factors are
making the modem supply chain network increasingly
complicated and sophisticated, thus the competition
between supply chains is becoming serious. As a result,
the collaborative and combmative relationships among
entities are, therefore, mndispensable for ensuring the
competitiveness of supply chain networls. Nevertheless,
Frohlich and Westbrook (2001) utilized of the word
collaboration should have more application rather just
emphasized on mformation mtegration and sharing.
Hence, their logical connection is that “the degree and
extent of SCT technologies and practices are liable to
develop so that thoughts, expertise and knowledge can be
interchanged” (Bowersox ef al., 2003). While the literature
above recognizes the value of SCC as an ideal, but little
research has empirically dig into the concept of SCC that
able to differentiate from SCI. The revisit on SCC
evolution could clearly advance the new opportumities
and challenges for practitioners and academicians.

such as the move from cost to revenue
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Table 1: Definitions of Collaboration in Supply Chain

Authors

Definition

Anthony (2000)
Simatupang et al. (2004)

Samaddar and Kadiyala (2006)

Kampstra et al. (2006)

Jin and Hong (2007)

Fawcett et al. (2008)

Simatupang and Sridharan (2008)

“Two or more companies sharing the responsibility of exchanging common planning, management, execution
and performanc e measurermnent information.”

“Collaboration is a cooperative strategy of supply chain partners with a common goal of serving customer
through integrated solutions for lowering costs and increasing revenue.”

“Collaborative relationship as one in which an organization initiates and implements a knowledge creation
endeavor and a collaborating organization shares the expense and benefits of newly created knowledge, including
its joint ownership through patents and licenses.”

“Financially independent entities try to get the dependent parts of the chain to ““play’® together, i.e. ensuring
that the entities in a chain interact successfully to provide the necessarily coordinated outputs.™

“The degree of cooperative activities and behaviors across organizations in terms of resolving conflicts,
generating problems solutions, coordinating cross-organizational activities and implementing
inter-organizational decisions (product design and resources allocation) in response to environmental and
organizational changes.”

“The ability to work across organizational boundaries to build and manage unique value-added processes to
better meet customer needs. It involved the sharing of resources-information, people and technology-among
supply chain members to create synergies for competitive advantages.”

“Collaboration describes the cooperation among independent, but related firms to share resources and

capabilities to meet their customers® most extraordinary or dynamicalty changing needs.”

Kohli and Jensen in 2010
Cao and Zhang (2011)

“A win/win arrangement that is likely to provide improved business success for both parties.”
“A partnership process where two or more autonomous firms work closely to plan and execute supply chain

operations toward common goals and mutual benefits.”

Daughtery (2011)

Fawcett ef ai.(2012)
the supply chain members.”

Al-Rafaie in 2014

“The responsibility of exchanging common planning, management, execution and performance infommation.”
“A vital dynamic capability based on trust, respect and commitment that can provide better performance to

“Two or more autonomous partners working jointly to plan and execute a supply chain to achieve common

goals through a predetermined negotiation based on rules and structures to govem their mutual relationship.”

SCC DEFINITION

In the field of SCM, collaboration is a well-known
concept for the academicians and practitioners since it
emphasizes on achieving advantages and sharing results
with business partners. Myhr and Speakman (2005)
interpreted collaboration in thesupply chain as “A critical
linking pins, as greater specialization brings in more about
integration in the overall supply chain”. Furthermore,
Bahinipati et al (2009) defined the broader view on
collaboration as “A business agreement between two or
more companies at the same level in the supply chain or
network n order to allow greater ease of work and
cooperation towards achieving a common objective”.In
general, SCC was mainly categorized into process focus
and relationship focus (Goffin et al, 2006, Cac and
Zhang, 2011), from collaborative communication to
supplier development (Oh and Rhee, 2008) or from inward
facing to outward facing (Frohlich and Westhrool, 2001).
Collaboration has been defined as the driving force
behind effective SCM (Ellram and Cooper, 1990; Horvath,
2001) and as such, may be considered the ultimate core
capability (Sanders and Premus, 2005). Therefore,
collaborating withsupply chain partners only can form as
they were a piece of an individual enterprise (Lambert and
Cooper, 2000). A study by Mentzer et al, (2001),
Manthou et al. (2004) and Sheu et al. (2006) stated that
SCC has been reckoned as a business process whereby
two or more supply chain partners collaborate toward
commonly agreed goals while Bowersox ef al. (2003),
Golicic et al. (2003) and Cao and Zhang (2011) view SCC

as the formation of close, long-term partnerships, where
supply chain members work together and share
information, resources and risk to accomplish objectives.
Additionally, the collaborative supply chain goes beyond
not just information exchange between suppliers and
customers but also comprised of joint decision making
among the supply chain partners (Kumar, 2001).
Henceforth, collaborative SCM  systems  move
organizations by optimizing its operational information
exchange and transform a commercial enterprise and its
partners nto more competitive  organmizations.
Collaboration comes easy when the organization has the
right partners. Thus, an important facet of collaboration is
the selection of supply chain members. Barrat (2004)
defined SCC as sharing joint objectives, intellectual
agility, trust, respect and commitment, to get the best
outcome for each member. Nevertheless, all research has
assumed that collaboration 1s a unilateral phenomenon
that focuses on a particular feature of collaboration. The
supply chain members need to often meet up for
discussing and redesign a particular agreed strategy
which will lead them to create better business performance
(Corbett et al., 1999, Lambert et al., 2004). In Table 1, the
summary of different available defimtions 1s provided.

SCC BENEFITS

SCC is a sort of business strategy that encourages
individual entities to share information and resources to
benefit the entire supply chain and allows entities to
leverage each other on an operational basis so that they
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can perform better together than they would separately,
i.e. collaboration occurs when supply chain entities work
m concert for common welfare to achieve greater
economic benefits (Paulra) et al, 2008; Ngaya ef al,
2010). Hence, the flexibility of supply chain would
determine the speed of organizations in the meet and
respond to different customer demand and requirements
at mimmal costs. According to Lam, supply chain
members are required to coordinate and collaborate with
each responsiveness and
performance of the entire network. For mstance, the levels
of collaboration between the supply chain members vary
from basic execution to operation planning for the
cooperative optimization of the supply chain. The
collaboration relationships could evolve over time
especially the SCC at the origin was a small or limited
scope can grow into deeper, closer collaborative
arrangements. As overall, collaboration can provide
mutual benefits to all parties in the supply chain, such as
umproved mformation availability, improved service levels,
improved end-customer value, increased flexibility in
doing business and reduced cycle time (Simchi-Levi et al.,
2003; Holweg et al., 2005, Daugherty et al., 2006).

The benefits of collaboration among supply chain
partners can be seen from mcreased responsiveness
toward customer requirement, competitiveness in the
marlket and also the reduction of waste in the supply chain
(Nyaga et al., 2010). For instance, Fawcett et al. (2008,
2012) stated that the supply chain partners should work
close together to devise and implement better methods to
provide solutions and deliver value for customers expect.

other to sustain the

Therefore, to bring down the nefficiencies in the supply
chain, orgamzations should increasingly employ data
systems 1 their organization systems. Effective SCC and
information synchronization among supply chain partners
able to eliminate excessive inventory, shorten lead times
and efficient decision making. The competitive
pressurearises from the business environment has driven
organizations to create more demand-driven and flexible
supply chains that will be competent to satisfy customers’
expectations (Madenas et al., 2014). Conversely, the
traditional cooperation among business partners is no
longer competitive in today’s business world. With the
application of SCC, the bullwhip effect can be reduced by
emphasize on the management, coordination of the supply
chain and making end-customer demand information
readily available to the entire supply chain (TLee et al.,
1997).“Bullwhip effect” defined as “the effects of
uncertainty i demand and lead time cause order sizes and
lead times to be inflated the further up the supply chain
and away from the end customer actually get” (I.ee et al.,

1997).This will lead to a much greater amount of excessive
and obsolete mventory m the supply chaindue to
protectingstocks again out between each link i the
supply chain. Instead, organizations are moving towards
collaborative supply chain in an endeavor to fetch down
the mformation 1mbalances while mcreased the
responsiveness of market and customer needs. Still, if
merely the dominant partner drives supply chain
optimization decisions, this can cause an asymmetrical
distribution of mformation, mmventory and ultimately
bargaining power between the partners (lacovou et af.,
1995). Hence, for the purpose of optimizing the entire
supply chain network and not only create local optima in
one or two orgamzation but the organizations must also
jointly make supply and demand decisions with their
supply chain members respectively.

Works by Ha et al. (2011) illustrated organizations
that involved in long-term collaborative partnerships can
improve the efficiency of thesupply chain. Specifically,
the collaborative partnership in the supply chain can be
inferred as an arena for a continuum of possible
relationship styles between firms. Gardner et al. (1994)
llustrated the determinants of successful partnerships
such as mutual operating controls, systematic operational
information exchange, sharing of benefits and burdens
and extendedness. Benefits and burden sharing refer to
the willingness of both parties to accept short-term
conflicts, with the expectation that the opposite party
would do the same, resulting in mutual long-run
benefits. While the extendedness of partnerships means
the loyalty and long-term expectations of the two parties
in the cooperative relationships. The systematic
operational information exchange requires the systems
designed to provide timely,
day-to-day operational information. As a result, SCC
offers sigmficant opportunities for supply
membersto  develop collaborative and  cohesive
relationships between members in the supply cham.
According to Cao et al. (2010), collaborative advantages
could form as this synergistic force that brings m supply
chain members to create superior performance
collectively. Tn fact, collaboration can extend the
collaboration benefits and each of the members will able
to receive the gain that could not be generated by
themselves (JTap, 1999). Furthermore, SCC involves the
transfer of best practices, capacity enhancement and joint
decision making among the partners. Hence, the
combmation of resource and mnovation among the
supply chain members will be able to make the value
creation more significant. Similarly, Chen and Paulra
(2003) argue that by collaborating with suppliers and

accurate and usable

chain
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customers, it actually can reduce the main source of
supply chain uncertainty which are supply uncertainty,
demand uncertainty and technological uncertainty (Boon
and Wong, 2011) by coordinating customer demand with
supplier and manufacturer production plan (Mamillo,
2015).

CONCLUSION

An integrated SCC is needed to form in the supply
chain network m order to reduce the perenmal supply
chain challenges such functional silos, poor transparency
of knowledge and imnformation and the inadequate
formation of appropriate upstream and downstream
relationships. For the most part, SCC plays a crucial role
i stimulating organizational performance (Boon and
Wong, 2011; Haetal, 2011). The future of SCC could be
based on multi-partner information sharing among vital
stakeholders, collaborative warehouses and collaborative
transportation and distribution in the supply chain
netwark. SCC can only be effective as sufficient
information transparency among the partners, especially
the free flow of data and information is essential to make
sure the supply chain partners obtain real-time data and
information. Therefore, high levels of trust and
commitment among the supply chain partners are a crucial
realizing  integrated  sustainability
mnprovements in the supply chain. The defimtion
provided by Al-Rafaie on SCC that two or more
independent supply chain partners cooperation together
to plen, implement and achieve a mutually-agreed goals
through a predetermined negotiation based on rules and
structures to govern their mutual relationship is relatively
more directly and significant in giving a snapshot about
SCC compare to others defimtion shown in Table 1. All in
all, the collaboration m supply cham allows
thepractitioner to take advantageof the synergy created
and encourages them to real-time information exchange
with their partners. For instance, maintain a stable and
robust relationship with supply chamm partners able to
increase the likelihood of organization’s willingness to
exchange critical information according the agreed
collaborative plan (Mentzer ef af., 2001). It is hoped that
this paper has provided imsights for researchers and
practitioners to have a better understanding towards the
effectiveness and efficiency of SCC.

enabler  for

il
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