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Abstract: The distinct definition of accordance in the perceived barriers and enablers for sustainable
supply chain management (SSCM) policy implementation has been the subject of various research
studies, but a distinct focus on the textile sector has been the object of limited previous attention.
However, it has been found that it affects the approach to developments in company approaches
to sustainable supply chain management within that industry. This article presents the results
of an in-depth comparative case study analysis, drawing on 23 interviews with managers of
10 companies from the textile industry. The analysis demonstrates that specific modes of collaboration
can both enable an effective SSCM and diminish barriers for policy implementation. The width and
depth varies between a collaborative management approach for an effective internal SSCM versus
industry collaboration and buyer supplier collaboration to address external barriers and enablers.

Keywords: sustainable supply chain management; case study research; textile industry; responsible
procurement; sustainable development

1. Introduction

A key challenge for companies operating in global textile supply chains is the balance between
achieving a competitive advantage and acting sustainably while fulfilling their different stakeholders’
expectations in order to preserve reputation, legitimation, and credibility. Companies face a strong
reputational risk of negative public perception by important stakeholders such as regulators,
customers, shareholders, media, and non-governmental organizations (NGOs) [1,2]. Furthermore, focal
companies are generally held responsible for their suppliers [3]. However, social and environmental
issues constitute operational risk, including inconsistent and poor product quality or supply chain
disruptions [4,5]. As a result, sustainability issues along the supply chain might lead to a decrease
in financial performance [6] or a loss of competitiveness [7]. This risk-oriented strategic approach to
managing sustainability along supply chain processes is effected through supplier evaluation, whereas
a focus on supplier development seeks to develop a business case from sustainable supply chain policy
implementation [8].

Thus, previous research has found that the strategic approaches of companies focus either on
managing supply chains to create sustainable products or on managing the supplier base to diminish
risks and ensure performance [3].

Therefore, sustainable supply chain management (S5SCM) has become a salient issue in recent
research. SSCM combines the concepts of supply chain management and sustainability [9] and entails
all activities of companies to increase the sustainability of their supply chains [10]. For this research,
we draw on ([3], p. 170), who define SSCM as “[ ... ] the management of material, information and
capital flows as well as cooperation among companies along the supply chain while taking goals
from all three dimensions of sustainable development, i.e., economic, environmental, and social, into
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account which are derived from customer and stakeholder requirements”. The overall barriers and
enablers for sustainable supply chain management have been subject to previous research [11]. Diabat
et al. (2014) identified that the enablers for SSCM are sector and cultural context-specific enablers and
correlate [12]. It has been found that textile firms make particular use of a CoC (code of conduct) to
ensure a supplier’s compliance with issued sustainability standards, set specific sustainability criteria
for suppliers, and reduce reputational and operational risk by monitoring and self or third-party
auditing [9]. Distinct social supply chain policies within the textile industry involve not only working
conditions and wages, but also housing and home worker conditions. Through the complexity of the
textile supply chain, it has been found that there is a need to implement the SSCM strategy towards
the sub-tier supplier level [13]. Thus, previous research is concerned with the sustainable management
of supply chains, analyzing the textile sector, but, due to the complexity of the issue, there are still
various research gaps. In this research we have therefore focused on the internal aspects of the buying
firm within the supply chain network as a central point of reference for the successful development of
sustainable supply chains through different sustainability policies and actions. As such, our study had
the objective to analyze the rationale behind and mechanisms through which environmental and social
supply chain policies are implemented. Additionally, we examine formal and informal structures
within the collaborative buyer-supplier network, which support successful policy implementation.
Thereby, the impacts of a collaborative management approach are examined.

Based on this, targeted contributions were highlighted by the derivation of two research questions:

1. What are the enabling factors for the implementation of sustainability policies along the supply
chain in the textile industry and to what extent and how are collaborative structures used?

2. Which barriers occur during the implementation of sustainability policies in the textile industry
and how do companies within the industry seek to overcome them?

2. Literature Review
2.1. Enablers for SSCM

2.1.1. Internal Enablers

A prerequisite for a successful implementation of supply chain sustainability standards is the
compliance of the company’s employees. Scholars consistently mention the commitment of the top
management [14] but also their involvement and specific support [15] as being beneficial. In the
same way, an overall supportive culture for sustainability [16], the existence of an environmental
mission [10,17] and the history of an organization [18] are acknowledged enablers for SSCM. This also
includes the involvement of employees [19].

In addition, the academic literature advocates strategic aspects. Hereby, the existence of a sustainability
strategy for supply chain management [20] and its alignment with the overall corporate strategy [21]
have been identified as crucial. The basic strategic planning of the implementation of sustainable supply
chain policies has already been recognized as conducive to their successful implementation [22]. Further,
strategic supplier collaboration has been defined as the “collaborative paradigm” that is essential to achieve
a competitive advantage through sustainable supply chain management [23].

Furthermore, previous research highlights the resources and expertise of companies in the context
of enablers for SSCM. More specifically, the availability of resources and the overall size of a company
constitute enablers for SSCM since they determine the possible sustainability effort of a firm [15].
Likewise, the existence or development of capabilities related to sustainability and general supply
management are highlighted in the academic literature [24]. In particular, this relates to the training
of people within the purchasing department [18]. Moreover, prior studies suggest evidence for well
performing operational metrics as an enabler for SSCM [25].
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2.1.2. External Enablers

External enablers are strongly related to the overall context in which a firm operates. In this
regard, the national culture of a supplier can constitute an enabling factor for SSCM [2]. Moreover,
a technological and logistical integration of supply chain members [26] and information sharing [27]
are conducive to successful implementation. According to [28] this can also reduce the need for audits
through an enhanced understanding of suppliers’ processes. However, SSCM is only supported when
the relationship between the focal firm and its supply chain members is characterized by trust [2] and
transparency [29]. In this respect, long-term collaborative structures within but also outside the supply
chain generally support SSCM. This applies in particular to collaboration within a sector [26] with
NGOs [30] or with competitors [10].

2.2. Barriers for SSCM

2.2.1. Internal Barriers

Firstly, people-related issues have been defined as internal barriers for the implementation of
SSCM. Here, a lack of commitment and support by the top management level [31] a lack of awareness
and understanding [7] and having other priorities [32] are identified obstacles. Apart from this,
considering strategic-related issues, a lack of strategic prioritization for sustainability issues [7] or
financial constraints [33] act as barriers. In this regard, a small overall firm size can hinder the level of
engagement in SSCM due to a lack of available resources [20]. Moreover, a lack of corporate structures
and processes also constitutes an internal barrier for SSCM [11]. With regard to function-related
issues, a lack of necessary management skills [17] adequate training, knowledge [34] or incentives [35]
constitute internal barriers.

2.2.2. External Barriers

External barriers particularly concern regulatory issues. In this context, regulation only requires
compliance with minimum criteria, which, in turn, inhibits innovative SSCM processes or restrains
proactive behavior [7]. Furthermore, price-conscious buying decisions [36] or a lack of demand for
sustainable products are customer-related issues. Another significant aspect of potential barriers is
related to the buyer-supplier relationship. In this case, suppliers are unwilling to share information or
to comply with introduced policies because they do not see the necessity [37]. Moreover, suppliers
might lack capabilities and resources [2] or understanding due to unappropriated communication
or unclear criteria [38]. In addition, cultural differences may impede the implementation of SSCM
practices. More specifically, suppliers consider environmental and social standards as additional
costs and an intervention in their business operations [39]. There are also public-related issues.
Sustainability practices can be misinterpreted as an attempt at green washing, which, in turn, limits
their positive effect on companies’ reputations [40]. Industry-related issues comprise less regulation
within a sector [41].

2.3. Sustainable Supply Chain Management in the Textile Sector

Different scholars highlight the sensitivity of the sector to each dimension of sustainability
according to the triple bottom line (TBL) [3]. Furthermore, textile companies’ supply chains are not
only globally dispersed [42] and characterized by a strong social and environmental impact [43], but
are also linked to a significant number of sustainability issues related to suppliers [44]. As a result,
market participants in the textile sector are increasingly under the spotlight for their involvement
in social and environmental issues [45]. Considering that, sustainability constitutes a major concern
for textile companies’ practice of placing increased emphasis on the implementation of sustainability
policies along their supply chains [46].

In general, the textile sector is determined by certain industry-specific characteristics and
mechanisms that require a sustainable approach to supply chain management. Firstly, the industry
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is characterized by a highly competitive environment. In order to be successful, market participants
need to be responsive to changing customer needs and efficient enough to offer affordable prices at the
same time [9]. Consequently, the supply chain approach of textile firms is dominated by just-in-time
production and fast fashion [47]. This, in turn, encourages partnerships with low-cost suppliers in
developing countries with less strict social and environmental regulations with a view to staying
competitive [44]. Secondly, textile firms offer products that have a significant social and environmental
impact during their lifecycle. Each stage of production is linked to specific considerations relating
to sustainability policies. This particularly concerns those that take place in the upstream supply
chain such as raw material sourcing, yarn or fabric production, or the manufacturing of the final
product [48]. Therefore, textile companies indirectly influence the natural environment, including
biodiversity and bio-productivity, as well as the health and wages of local communities [9]. More
specifically, the sourcing of raw materials as well as production and manufacturing involve the use of
chemical ingredients and non-renewable resources and thereby harm the natural environment [49].
Equally, cost and time pressures drive suppliers to employee concepts based on the exploitation of
disadvantaged local people [50].

Given the above, enhancing sustainability along the supply chain is often difficult. Li et al. (2014) [51]
notice that textile firms separate the maximizing of economic benefits from their social responsibility.
Correspondingly, Turker and Altuntas ([9], p. 839) outline that “[ ... ] apart from the impact of
globalization, the nature of the industry itself imposes further environmental and social burdens”.
Paradoxically, customers pressure textile companies with their consumption behavior by demanding
variety and affordability of products. At the same time, a growing awareness for sustainability
arises [43] Moreover, sustainability issues in textile supply chains increasingly attract the concern
of other stakeholders, including NGOs, local governments and the media, creating additional pressure
to address sustainability issues [49].

But how do market participants in the textile sector respond to the growing need for the
implementation of adequate sustainability policies along their supply chains? Based on the work
of [9,49] two groups of textile companies can be distinguished. The first group of textile companies
prioritize surviving in the highly competitive market environment and thereby resist sustainability
practices to the greatest possible extent by engaging in the minimum required regulatory compliance.
In contrast, the second group comprises market participants that try to adopt and improve
sustainability along their supply chains by using different practices. This includes, for example,
the usage of certification and labelling schemes, standards, CoCs, or social and environmental audits
in addition to participation in initiatives and networks with other market participants [9,49].

As mentioned in the course of the introduction, the prior evidence addressing the rationale and
mechanisms of the implementation of sustainability policies in the textile sector by using the concept of
SSCM and referring to all dimensions of the TBL is very limited. The lack of theoretical and empirical
evidence emphasizes the demand for sector-specific SSCM research and outlines the research gap of
this study.

3. Methodology

3.1. Case Description

A qualitative and primary dataset of 10 case studies was analyzed. Firms were exclusively sampled
that hold a distinct sustainable supply chain certification showing a comparatively strong engagement
in a sustainable management of their supply chains. Suitable textile companies were identified on the
certifications website and initially contacted either by email or telephone. Following this sampling
methodology, of the initial firms identified as potential participants, 10 agreed to participate in the
study. The number of companies is in line with the suggestions in previous literature in operations
management, wherein studies consider a number of cases ranging from three to eleven [10]. In any
case, interviews allowed us to get close to the saturation [52] point as well as to the amount of data
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and information that can be processed in one study [10,53]. Table 1 depicts the range of interviews
conducted in each country, displaying the department and position of each interviewee. In total,
23 people from 10 companies were interviewed. This implied that the number of interviews and
functions involved in the interviewing process varied within the overall sample.

Table 1. Case Study Sample.

Company Description Country Position
Head of CSR
1 A Backpack/bag brand manufacturer Germany CSR Team Member
Head of Logistics
Director Global P t
2 B Work clothing brand manufacturer Germany frector \xlobal T rocHTemen
Sustainability Manager
S ing M.
3 C Mountain sport Germany ourciig vanager
Sustainability Manager
. CEO
4 D Mountain sport Germany
Head of Production
CEO
Head of Marketing
5 E Sportswear Sweden
Production Manager
Supply Chain Manager
. ) Sustainability Manager
6 F Outdoor clothing, equipment Norway
Supply Chain Manager
Sustainability Manager
7 G Menswear clothing Y &
Sourcing Manager
USA
. ) Sustainability Manager
8 H Outdoor clothing, equipment
Supply Chain Manager
) . Materials Development & Sourcing Manager
9 1 Mountain Equ1pment Canada
Director Sustainable Business Innovation
Sourcing Manager
10 ] Bodywear Germany

CSR Manager

3.2. Data Collection and Analysis

The study has an exploratory approach, and the research was conducted according to the
recommendations of Eisenhardt (1989) and Yin (1984) [53,54]. The in-depth interviews were conducted
in three parts, covering internal sustainability approaches, the process of SSCM policy development,
and the SSCM implementation process. The use of semi-structured interviews allowed the same
topics to be discussed with each and every interviewee while at the same time guaranteeing sufficient
flexibility for new or specific issues to emerge [53,54]. For this purpose, we used a qualitative research
approach to draw on in-depth management experiences, illustrate best practices, and, therefore, explore
the interplay of organizational factors within the specific textile market that underpin the development
and implementation of social and environmental policies along the supply chain. In this study, best
practice certification is prevalent as all participants have the same full certification that requires
policy implementation along their supply chain. To investigate the research questions, companies
from the textile sector were deliberately selected by requiring a proactive stance towards supply
chain sustainability.

Each face-to-face interview lasted for 60-120 min. In addition, each interviewer also took notes
about impressions so as to also rely on perception-related data.
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The case studies were conducted in 2016 and applied a semi-structured interview approach.
In this context, an interview guideline in the German and English language was used to ensure that the
data collection satisfies the research questions. The guideline consisted of 24 open questions and was
divided into five major sections: (1) corporate sustainability; (2) environmental and social standards in
the supply chain; (3) certification; (4) development, preparation, and implementation of social and
environmental supply chain standards; and (5) implementation of sustainability standards based on
examples. By these means, a holistic picture of each company’s sustainability approach could be
created while obtaining answers regarding the research questions during the course of this process.
Before the interview started, the project was introduced briefly and opportunity was given to the
interviewee to describe and explain his or her role within the organization.

The interviews were analyzed in accordance with the approach of Corbin and Strauss [55]. by
clustering the outcomes into core categories and taking into account previous research in the process of
defining them. The barriers and enablers identified from the interview data were divided into internal
and external implications. The findings are clustered into the sub-categories analyzed in the results
section. Quotes were coded in a detailed in-depth and subdivided matrix spreadsheet, presenting the
statements of the interviewees concerning all categories.

Data analysis included two main steps. The first step of data analysis required the interviews to
be coded manually by going back and forth among the cases to evaluate the answers and identify the
most relevant factors in the analysis; this was also compared to what had already been discussed in
the literature. The analysis was aimed primarily at identifying communalities or differences across the
various firms within the textile industry.

The analysis considered both those factors that had already emerged in literature as significant
positive or negative antecedents of SSCM implementation and potential new elements.

4. Discussion of Results

4.1. Enablers for SSCM in the Textile Industry

From the case company data, we identified that a supportive culture within the organization, the
commitment of the management, the involvement of a company’s employees, the overall strategic
sustainability approach, and the training of employees that are involved in supply chain related
business activities are prevailing enablers. All these internal enablers are closely related to the degree
of collaboration within the company. External enablers encompass external collaborative structures
with competitors and suppliers outside the organizational boundaries.

4.1.1. Internal Enablers

Collaboration

The findings suggest the beneficial effect of collaboration within organizational boundaries
in order to implement sustainability policies along the supply chain. This includes both formal
and informal interaction between the different departments that are involved in supply chain and
sustainability related processes.

“[ ... ] my position is consciously attached to the purchasing department because one says | ... ]
here, you are directly connected to other persons [ ... | connected to all areas that are relevant
for social and environmental standards along the supply chain including purchasing or product
development and design. Considering that, we have short distances and it is a relatively informal
exchange” (Sustainability Manager—H)

In order to achieve a collaborative approach to implement sustainability policies, the following
supportive determinants have been defined.
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Cultural conditions as a result of collective values and beliefs cause a topicality of sustainability
within an organization. These constitute a basis for engagement in SSCM, whereas considering social
and environmental issues within the supply chain becomes part of the self-conception and company
philosophy. Thus, sustainability is rooted in a firm’s culture and affected through collaboration.

“ ... 11 believe that it is also the culture of the company” (Director Global Purchasing-B)

Furthermore, the commitment of the management was identified as a central enabler for the
sustainable management of supply chains. In this regard, the results indicate that commitment
strongly refers to open-mindedness towards social and environmental issues and the implementation
of adequate solutions.

“[ ... ] Basically, I think it is important that the management is fully committed. Otherwise, stones
are placed in your way when you want to achieve something. It is important that commitment and
open-mindedness basically exists” (Sustainability Manager—B)

We found that not only a supportive culture and the commitment of the management of an
organization but also the direct involvement of responsible employees enable the implementation of
SSCM. This entails, in particular, those employees whose scope of tasks includes supply chain related
activities from departments such as members of the sustainability, purchasing, product design, and
development departments.

The results of our study are in accordance with previous research regarding the importance
of a strategic approach towards sustainability along the supply chain. Noticeably, the companies
investigated benefit from embedding the issue of sustainability in their overall corporate strategy.
Once the strategy or the mission becomes clear, we discovered that this not only enables SSCM but also
directly motivates employees to work on a commonly shared and promoted sustainability mission.

“A clear strategy [ ... ] in terms of what do we mean with sustainability” (CEO-D)

“[ ... lwe tried to create goals that the different departments can then form themselves. And we
released it down to the whole management team and think about what do we want to do, what is our
sustainability mission, what is our approach, what is our identity” (Sustainability Manager—F)

Moreover, we found that the implementation of sustainability policies is also enabled by internal
training, workshops, and briefing sessions. The rationale behind this behavior is to establish a collective
understanding of the status quo as well as the goals set with regard to sustainability performance.

“We do it [training] from time to time at our standard meetings so that we simply inform our
representatives and our sales team again and again about what standards exits. That way we inform
our sales team about our strategic standards and of course also all our employees who are responsible
for sourcing. They do need to know what to keep it in mind” (Head of Production—D)

4.1.2. External Enablers

Collaboration

The enabling effect of collaboration is not limited to the internal dimension. We found that
external collaboration with different stakeholders such as suppliers and competitors also supports
the implementation of sustainability policies. In particular, collaboration with other brands within
the sector can be beneficial. We found that textile companies collaborate with competitors to save
resources and to keep up with sustainability improvements on the supplier side through the joint
carrying out of audits. Further, sharing knowledge on sustainability issues is a widespread incentive
for interacting with other firms.
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“[ ... litis certainly the case that we began to collaborate with other brands, for example through
the joint conduction of audits. This means we are able to share costs. We believe it is a valuable
resource expeniture to keep track of sustainability improvements” (Corporate Social Responsibility
(CSR) Manager—])

The results outline the importance of long-term supplier relationships. Close collaboration over
a longer period of time is beneficial since it significantly enhances the successful implementation of
sustainable supply chain policies.

“ ... 1if you just change factories from producer every six months or every year, you would never
build up that trust [...]” (Head of Marketing—E)

In this context, mutual understanding and trust were reported as conducive. Thereby, intrinsic
motivation to engage in sustainability issues and to respond to the social and environmental
requirements of the focal firm is central.

“[ ... ]1when the suppliers show no willingness to improve, little will be achieved [ ... | Basically, I
believe that it is important that open-mindedness exists” (Director Sustainable Business Solution—I)

4.2. Barriers for SSCM in the Textile Industry

Alongside the many drivers and enablers of the development of sustainable supply chain
management, there are barriers. Internal or company specific barriers include a lack of structures
and processes, as well as costs. A supplier’s lack of knowledge and the non-existence of intrinsic
motivation, competitive pressure, and regulations were identified as external barriers to SSCM. As such,
our interviews reveal a highly diverse set of barriers, which extend beyond the findings of existing
studies. Within this section, we focus on how both internal and external factors can negatively influence
engagement with sustainable supply chain management.

4.2.1. Internal Barriers

A lack of certain corporate structures and processes complicate a company’s ability to effectively
address sustainability issues. To give one example mentioned by participants in the study; the
non-existence of budget controlling processes. Within the companies, decisions are made based on
requirements and meaningfulness instead of an investment plan. Furthermore, we found that it can
be advisable to transfer responsibility for the implementation process to the supply chain instead
of the Corporate Social Responsibility (CSR) department. The respective employees are already
familiar with the given requirements of changes within the supply chain that can reinforce the whole
implementation process.

“[ ... ]it’s not like we say we don’t want to be working in Bangladesh. If it would be possible
for us to be there and do good for society that would be a great aim for us, since we would
contribute to a country with high needs. But due to a lack of resources we cannot control operations
afar at the moment because we are too small so we have to operate where we have control”
(Head of Marketing—E)

One way to overcome that barrier is by collaborating with other brands that have a bigger
organizational size. By this means, a company obtains more capabilities to enforce planned
sustainability activities.

“For us, as small company, [...] we would be ill-advised when we produce in Bangladesh because we
cannot dominate [or control] the process chain in Bangladesh” (CEO-E)

“Without networks, you would not make it [implementing SSCM practices]. Especially for
us [as al small company, it is even more important to have contacts to other brands”
(Director Sustainability-I)
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Cost has emerged as a significant barrier. As such, companies recognize that being sustainable
involves personnel and financial costs.

“[ ... 1also regarding personnel and financial [costs] because you have, of course, to dip into
your purse for such an auditing process or a certification process” (Materials Development and
Sourcing Manager-G)

The entry costs to a sustainable supply chain management hold companies back from becoming
sustainable or diminish the level of willingness to adapt new certification schemes because of the
auditing costs. However, participants admit that existing experience within a certification scheme
helps to identify unnecessary processes. That result goes along with former research, which indicated
that the barrier is often more of a perceived barrier than an actual cost factor. Once companies finally
implement cost-controlling processes for their sustainability engagement, the actual cost becomes
easier to calculate, which helps companies to become more aware of how much sustainability process
development and implementation actually costs. Through industry collaboration, the most adequate
certification scheme can be identified.

4.2.2. External Barriers

In addition to the two internal barriers, four external barriers were also identified during our case
studies. These barriers deal with problems that can arise on the supplier, buyer, or customer side.

Lack of Knowledge

The goal of becoming more sustainable requires that both the buyers and the suppliers have
the necessary knowledge. Noticeably, a lack of knowledge at any stage of the supply chain seems to
impede a company’s ability to more effectively address sustainability issues. It is therefore important to
minimize information asymmetries to imposing sustainability along the whole supply chain. Observed
companies with plenty of experience in the field of implementing sustainability standards overcome
the problem of knowledge gaps by hiring intermediaries who are aware of both sides’ concerns and
knowledge stages, i.e. both those of the company and the suppliers.

Lack of Intrinsic Motivation

However, the observed companies stated that, even if they recognize that a lack of knowledge can
hinder the implementation process, they often face a second problem; the non-existence of intrinsic
motivation on the supplier’s side.

“[ ... 1 they do not feel any pressure or see any relevance with regard to sustainability”
(Sustainability Manager—F)

The barrier goes one step further. In addition to a lack of intrinsic motivation, our study reveals
the existence of suppliers and importers that are simply unwilling to comply with raised sustainability
standards or to cooperate in this matter generally.

Contrary to expectations, commitment tended to be more of a problem among European suppliers.
In the interviews, we found that companies have more difficulty convincing European suppliers to
be certified than Asian producers. Therefore, forcing those suppliers to be more sustainable was
complicated because they lack the commitment to sustainability or they lack the ability to bear the
additional costs of being certified.

In summary, the suppliers often do not see any reason to be certified at all.

Competitive Pressure

In addition, competitive pressure was reported as a barrier for the implementation of
sustainability standards.
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“[ ... ]the price of the product would increase higher than the market level at the moment so we
wouldn’t be able [ ... ] you know, we can make one showcase per backpack with the point that we
are not able to produce and then make money off them” (Sustainability Manager—F)

Companies must ensure that there is a demand for a price premium relying on a sustainability
strategy. As sustainable textiles is still a niche market, companies suffer from shifting their whole
production to sustainable products. They are afraid of risking their wellbeing. Moreover, the occurrence
of price pressure was described as a possible issue to reduce the focus on sustainability concerns,
leading to difficulties in reaching set goals. However, the existence of this barrier was not reported
at present.

Regulation

Even if new regulations are usually made in favor of a more sustainable future, there are cases in
which companies have to deal with legal and governmental regulations that negatively influence their
SSCM. For example, there are legal requirements in some countries that they cannot fulfill or directly
influence. In that case, they have to deal with these external circumstances. Another example is the
changing legal requirements concerning chemicals that have been listed as prohibited recently.

“There are many barriers that hinder sustainability, that is absolutely clear. There are sometimes
leqal requirements which exist in certain countries that we cannot influence. Where it definitely has
to be reworked or where we simply avoid those countries” (CEO-D)

Thus, this article highlights some interesting suggestions and indicates directions for future
literature development. As shown by the two models (Figures 1 and 2), findings highlight how
effective collaboration enables internal and external collaboration, whereas, by contrast, a lack of
collaboration leads to barriers, both on an internal and external level. Both research questions have
been addressed thoroughly.

1. What are the enabling factors for the implementation of sustainability policies along the supply
chain in the textile industry and to what extent and how are collaborative structures used?

Starting from the perception of internal enablers, we found that there is a widespread common
understanding of what supports effective implementation. The results are in alighment with previous
research in terms of the importance of a supportive culture [19], the involvement of the leadership
team in a clear strategic approach [23], and training [20]. But the results go a step further. The study
found that internal collaboration needs to be comprehensive across all departments, rather than just
those involved in purchasing and sustainability through a distinct employer involvement that includes
a mutual understanding of the definition and vision in terms of understanding the distinct approach
to sustainability and SSCM. In terms of external enablers, external collaboration, and the supplier
relationship are core categories for a successful supply chain policy implementation, which is in
alignment with previous research [35]. However, the article extends previous research by defining the
modes of internal and external collaboration that enable a successful sustainable policy implementation
in textile supply chains.

2. Which barriers occur during the implementation of sustainability policies in the textile industry
and how do companies within the industry seek to overcome them?

In alignment with Walker et al. (2008) [11] in the perception of internal barriers we found
that the case companies merge a lack of structure and a lack of procedural advancement for policy
implementation. Similarly, cost and resources are adjoined, outlining that the price for committing
resources into sustainable supply chain management is significant. However, we found that the existing
experience within a certification scheme advances the efficiency of processes. That result goes along
with former research, which indicated that the barrier is often more of a perceived barrier rather than
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an actual cost factor [23]. These perceived barriers can be overcome through industry collaboration by
learning from best practices and committing to structural advancements through certification.

In terms of external barriers, the lack of intrinsic motivation and an understanding of the topic
is perceived as a major barrier, which is in alignment with previous research [46] but confirms its
applicability for the textile industry. Contrary to previous research claiming that regulation only
requires compliance with minimum criteria that, in turn, inhibits innovative SSCM processes or limits
proactive behavior, we found that the case companies feel limited in their proactivity but not in terms
of product innovation [7]. The textile industry is characterized by high competitive pressure and
globally fragmented supply chains [9]. Thus, all case companies have emphasized the importance of
competitive pressure as an external barrier for SSCM policy implementation. Close buyer-supplier
collaboration is essential to diminish the barriers to successful policy implementation within the highly
competitive textile industry.
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Figure 1. Collaboration as an enabler for internal and external sustainable supply chain
management (SSCM).
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5. Conclusions

In this article we empirically investigated and confirmed the existence of consensuses in the
perception of barriers and enablers to sustainable supply chain implementation within the textile sector.

The results show that the industry has a key role in developing accordance with regard to the
perceived barriers and enablers in sustainable policy implementation along the supply chain. In this
sense, our findings are in alignment with previous research focusing on barriers and enablers for SSCM.
The results extend insights into the highly competitive textile industry with its globally fragmented
supply chains. However, the study shows that specific forms of collaboration can enable sustainable
policy implementation and decrease the barriers in place.

We found that a collaborative internal approach to SSCM, including a joint sustainability mission,
can form the groundwork for a collective conscience for sustainability within the organization and
instill a sense of urgency for social and environmental issues along the supply chain regarding
their being adequately addressed. However, effective sustainable supply chain management
requires anchoring in the corporate strategy as well as continuous alignment with strategic areas
of action, which can be operationalized in departmental and functional objectives. The creation of
cross-functional teams and the encouragement of informal collaboration between those departments
that are widely concerned with supply chain-related processes and sustainability enable an effective
policy implementation. Conversely, a barrier is created where this is lacking. Thus, the establishment of
an organizational culture by developing organizational structures and processes in which new ideas or
innovations can be contributed by every employee and discussed with the board enables a collaborative
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culture around SSCM. This in turn ensures effective policy development and implementation.
In accordance with this, the study shows that a lack of distinct structural processes for policy
implementation hampers a successful approach to SSCM. Additionally, the perceived barrier of
resource constraints and costs can be minimized through industry collaboration and emphasized
by commitment to a specific certification scheme. The study shows that there is a trend of using
external pressure as an opportunity to make proactive changes related to sustainability to ensure that
the firm will still be viable in the future instead of just following new demands. The research found
that intra-industry collaboration is essential to save resources, benefit from knowledge exchange on
sustainability issues, and strengthen communication with certain suppliers.

The results of the study have several implications for both scholars and practitioners.

First, at a theoretical level, it acknowledges SSCM as fundamentally embedded within the
textile industry and its fragmented global supply chains. Particular modes of collaboration that are
essential or hinder sustainable policy implementation within the textile industry have been developed.
Furthermore, research should investigate the consensuses within the industry with a more extensive
comparative study into the relationship between the textile sector and SSCM implementation practices.

Moreover, the study suggests that the implications of the institutional setting of the case companies
should be considered in the analysis of the global supply chains within the textile industry.

As anticipated, the study also has implications for practitioners, both firm managers and policy
makers. Through a collaborative approach, managers should be clear of a firm’s values and priorities
in sustainable policies. In addition, it is essential to communicate them internally and externally in
order to implement them successfully along textile supply chains. Effective implementation enables
the usage of sustainability to generate competitive advantages in order to address new markets or
customer segments in the highly competitive market segment.

On the other hand, policy makers should focus their interventions on removing potential barriers
for the specific industry to support and facilitate the development and implementation of widespread
SSCM initiatives through industry collaboration.

The author is aware of the limitations, as anticipated. Even though the number and in-depth
analysis of the cases allowed for the provision of the relevant insights into the persisting barriers and
enablers for SSCM within the textile sector, therefore contributing to further research in the field, in
future research this sample could be extended. Moreover, the study could be extended by conducting
a cross-cultural comparison of the sample or by expanding the sample to further institutional contexts.
However, the study provides extensive new insights into the status quo of barriers and enablers for
SSCM policy implementation within the textile industry.

Acknowledgments: The research at hand is funded by internal research grants of Leibniz University Hanover.

Conflicts of Interest: The authors declare no conflict of interest.

References

1.  Pedersen, E.R.G. The many and the few: Rounding up the SMEs that manage CSR in the supply chain.
Supply Chain Manag. 2009, 14, 109-116. [CrossRef]

2. Ciliberti, E; Pontrandolfo, P.; Scozzi, B. Small business social responsibility in the supply chain: A
literature review. In Ethics in Small and Medium Sized Enterprises—A Global Commentary, 2nd ed.; Spence, L.,
Painter-Morland, M., Eds.; Springer: Dordrecht, The Netherlands, 2010; pp. 291-311.

3.  Seuring, S.; Miiller, M. From a literature review to a conceptual framework for sustainable supply chain
management. J. Clean. Prod. 2008, 16, 1699-1710. [CrossRef]

4. Zsidisin, G.A. Managerial perceptions of supply risk. J. Supply Chain Manag. 2003, 39, 14-25. [CrossRef]

5. Lee, S.Y; Klassen, R.D. Drivers and enablers that foster environmental management capabilities in small-
and medium-sized suppliers in supply chains. Prod. Oper. Manag. 2008, 17, 573-586. [CrossRef]

6.  Siltaoja, M.E. Revising the corporate social performance model-towards knowledge creation for sustainable
development. Bus. Strategy Environ. 2014, 23, 289-302. [CrossRef]


http://dx.doi.org/10.1108/13598540910941975
http://dx.doi.org/10.1016/j.jclepro.2008.04.020
http://dx.doi.org/10.1111/j.1745-493X.2003.tb00146.x
http://dx.doi.org/10.3401/poms.1080.0063
http://dx.doi.org/10.1002/bse.1783

Sustainability 2017, 9, 1435 14 of 15

10.

11.

12.

13.

14.

15.

16.

17.

18.

19.

20.

21.

22.

23.

24.

25.
26.

27.

28.

29.

30.

31.

Sajjad, A.; Eweje, G.; Tappin, D. Sustainable Supply Chain Management: Motivators and Barriers.
Bus. Strategqy Environ. 2015, 24, 643-655. [CrossRef]

Harms, D.; Hansen, E.G.; Schaltegger, S. Strategies in Sustainable Supply Chain Management: An Empirical
Investigation of Large German Companies. Corp. Soc. Responsib. Environ. Manag. 2013, 20, 205-218.
[CrossRef]

Turker, D.; Altuntas, C. Sustainable supply chain management in the fast fashion industry: An analysis of
corporate reports. Eur. Manag. J. 2014, 32, 837-849. [CrossRef]

Pagell, M.; Wu, Z. Building a more complete theory of sustainable supply chain management using case
studies of 10 exemplars. J. Supply Chain Manag. 2009, 45, 37-56. [CrossRef]

Walker, H.; Di Sisto, L.; McBain, D. Drivers and barriers to environmental supply chain management
practices: Lessons from the public and private sectors. J. Purch. Supply Manag. 2008, 14, 69-85. [CrossRef]
Diabat, A. Hybrid algorithm for a vendor managed inventory system in a two-echelon supply chain. Eur. J.
Oper. Res. 2014, 238, 114-121. [CrossRef]

Wilhelm, M.M.; Blome, C.; Bhakoo, V.; Paulraj, A. Sustainability in multi-tier supply chains: Understanding
the double agency role of the first-tier supplier. . Oper. Manag. 2016, 41, 42-60. [CrossRef]

Day, M.; Lichtenstein, S. Strategic supply management: The relationship between supply management
practices, strategic orientation and their impact on organisational performance. J. Purch. Supply Manag. 2006,
12,313-321. [CrossRef]

Alvarez, G.; Pilbeam, C.; Wilding, R. A sustainable quality program: An investigation into the governance
dynamics in a multi—Stakeholder supply chain network. Supply Chain Manag. Int. J. 2010, 15, 165-182.
[CrossRef]

Carter, C.R.; Jennings, M. The role of purchasing in corporate social responsibility: A structural equation
analysis. J. Bus. Logist. 2004, 25, 145-186. [CrossRef]

Zhu, Q.; Sarkis, J. An inter-sectoral comparison of green supply chain management in China: Drivers and
practices. J. Clean. Prod. 2006, 14, 472-486. [CrossRef]

Andersen, M.; Skjoett-Larsen, T. Corporate Social Responsibility in global supply chains. Supply Chain
Manag. Int. ]. 2009, 14, 75-86. [CrossRef]

Hanna, M.D.; Newman, W.R.; Johnson, P. Linking operational and environmental improvement through
employee involvement. Int. |. Oper. Prod. Manag. 2000, 20, 148-165. [CrossRef]

Hervani, A.; Helms, M. Performance measurement for green supply chain management. Benchmarking Int. |.
2005, 12, 330-353. [CrossRef]

Dey, A.; La Guardia, P; Srinivasan, M. Building sustainability in logistics operations: A research agenda.
Manag. Res. Rev. 2011, 34, 1237-1259. [CrossRef]

Klimley, A. Sustainable development becoming integral part of business strategy. Res. Technol. Manag. 2005,
48, 2. [CrossRef]

Gold, S.; Seuring, S.; Beske, P. Sustainable supply chain management and inter-organizational resources: A
literature review. Corp. Soc. Responsib. Environ. Manag. 2010, 17, 230-245. [CrossRef]

Large, R.O.; Gimenez Thomsen, C. Drivers of green supply management performance: Evidence from
Germany. J. Purch. Supply Manag. 2011, 17, 176-184. [CrossRef]

Clift, R. Metrics for supply chain sustainability. Clean Technol. Environ. Policy 2003, 5, 240-247. [CrossRef]
Vachon, S.; Klassen, R. Extending green practices across the supply chain: the impact of upstream and
downstream integration. Int. |. Oper. Prod. Manag. 2006, 26, 795-821. [CrossRef]

Zsidisin, G.A.; Hendrick, T.E. Purchasing’s involvement in environmental issues: A multi-country
perspective. Ind. Manag. Data Syst. 1998, 98, 313-320. [CrossRef]

Barratt, M. Understanding the meaning of collaboration in the supply chain. Supply Chain Manag. 2004,
9, 30—42. [CrossRef]

Awaysheh, A.; Klassen, R.D. The impact of supply chain structure on the use of supplier socially responsible
practices. Int. J. Oper. Prod. Manag. 2010, 30, 1246-1268. [CrossRef]

Oelze, N.; Hoejmose, S.U.; Habisch, A.; Millington, A. Sustainable development in supply chain management:
The role of organizational learning for policy implementation. Bus. Strategy Environ. 2016, 25, 241-260.
[CrossRef]

Giunipero, L.C.; Hooker, R.E.; Denslow, D. Purchasing and supply management sustainability: Drivers and
barriers. J. Purch. Supply Manag. 2012, 18, 258-269. [CrossRef]


http://dx.doi.org/10.1002/bse.1898
http://dx.doi.org/10.1002/csr.1293
http://dx.doi.org/10.1016/j.emj.2014.02.001
http://dx.doi.org/10.1111/j.1745-493X.2009.03162.x
http://dx.doi.org/10.1016/j.pursup.2008.01.007
http://dx.doi.org/10.1016/j.ejor.2014.02.061
http://dx.doi.org/10.1016/j.jom.2015.11.001
http://dx.doi.org/10.1016/j.pursup.2007.01.005
http://dx.doi.org/10.1108/13598541011028769
http://dx.doi.org/10.1002/j.2158-1592.2004.tb00173.x
http://dx.doi.org/10.1016/j.jclepro.2005.01.003
http://dx.doi.org/10.1108/13598540910941948
http://dx.doi.org/10.1108/01443570010304233
http://dx.doi.org/10.1108/14635770510609015
http://dx.doi.org/10.1108/01409171111178774
http://dx.doi.org/10.1109/EMR.2007.4296428
http://dx.doi.org/10.1002/csr.207
http://dx.doi.org/10.1016/j.pursup.2011.04.006
http://dx.doi.org/10.1007/s10098-003-0220-0
http://dx.doi.org/10.1108/01443570610672248
http://dx.doi.org/10.1108/02635579810241773
http://dx.doi.org/10.1108/13598540410517566
http://dx.doi.org/10.1108/01443571011094253
http://dx.doi.org/10.1002/bse.1869
http://dx.doi.org/10.1016/j.pursup.2012.06.003

Sustainability 2017, 9, 1435 15 of 15

32.

33.

34.

35.

36.

37.
38.

39.

40.

41.

42.

43.

44.

45.

46.

47.

48.

49.

50.

51.

52.

53.

54.
55.

Rao Tummala, V.M,; Phillips, C.L.; Johnson, M. Assessing supply chain management success factors: A case
study. Supply Chain Manag. Int. J. 2006, 11, 179-192. [CrossRef]

Ageron, B.; Gunasekaran, A.; Spalanzani, A. Sustainable supply management: An empirical study. Int. |.
Prod. Econ. 2011, 140, 168-182. [CrossRef]

Walker, H.; Brammer, S. Sustainable procurement in the United Kingdom public sector. Supply Chain Manag.
Int. J. 2009, 14, 128-137. [CrossRef]

Rossetti, C.L.; Dooley, K.J. Job types in the supply chain management profession. J. Supply Chain Manag.
2010, 46, 40-56. [CrossRef]

Orsato, R. Competitive environmental strategies: When does it pay to be green? Calif. Manag. Rev. 2006,
48, 127-143. [CrossRef]

Hall, ]. Environmental supply-chain innovation. Greener Manag. Int. 2001, 105-120. [CrossRef]

Peters, N.J.; Hofstetter, J.S.; Hoffmann, V.H. Institutional entrepreneurship capabilities for interorganizational
sustainable supply chain strategies. Int. |. Logist. Manag. 2011, 22, 52-86. [CrossRef]

Schneider, A.M.; Schwerk, A. No corporate social responsibility in Chinese supplier firms. Zeitschrift Fiir
Betriebswirtschaft 2010, 1, 39-59.

Greer, J.; Bruno, K. Greenwash. In The Reality behind Corporate Environmentalism; Apex Press: New York, NY,
USA, 19%6.

Min, H.; Galle, W.P. Green purchasing practices of US firms. Int. ]. Oper. Prod. Manag. 2001, 21, 1222-1238.
[CrossRef]

Perry, P.; Towers, N. Determining the antecedents for a strategy of corporate social responsibility by small-and
medium-sized enterprises in the UK fashion apparel industry. J. Retail. Consum. Serv. 2009, 16, 377-385.
[CrossRef]

Gam, H.J.; Banning, J. Addressing sustainable apparel design challenges with problem-based learning.
Text. Res. J. 2011, 29, 202-215. [CrossRef]

Freise, M.; Seuring, S. Social and environmental risk management in supply chains: A survey in the textile
industry. Logist. Res. 2015, 8, 1-12. [CrossRef]

Kozlowski, A.; Bardecki, M.; Searcy, C. Environmental impacts in the fashion industry. J. Corp. Citizsh. 2012,
45,16-36. [CrossRef]

Niinimaki, K.; Hassi, L. Emerging design strategies in sustainable production and consumption of textiles
and textile. J. Clean. Prod. 2011, 19, 1876-1883.

Pookulangara, S.; Shephard, A. Slow fashion movement: Understanding consumer perceptions—An
exploratory study. J. Retail. Consum. Serv. 2013, 20, 200-206. [CrossRef]

Clancy, G.; Froling, M.; Peters, G. Ecolabels as drivers of textile design. J. Clean. Prod. 2015, 99, 345-353.
[CrossRef]

De Brito, M.P.; Carbone, V.; Blanquart, C.M. Towards a sustainable fashion retail supply chain in Europe:
Organisation and performance. J. Prod. Econ. 2008, 114, 534-553. [CrossRef]

Barnes, L.; Lea-Greenwood, G. Fast fashioning the supply chain: Shaping the research agenda. J. Fash. Mark.
Manag. Int. J. 2006, 10, 259-271. [CrossRef]

Li, Y,; Zhao, X.; Shi, D.; Li, X. Governance of sustainable supply chains in the fast fashion industry.
Eur. Manag. J. 2014, 32, 823-836. [CrossRef]

Yin, R.K. Case Study Research: Design and Methods, 5th ed.; Sage Publications: London, UK, 2014.
Eisenhardt, K.M. Building theories from case study research. Acad. Manag. Rev. 1989, 14, 532-550.

Yin, R.K. Case Study Research; Sage: Beverly Hills, CA, USA, 1984.

Corbin, J.; Strauss, A. Basics of Qualitative Research: Techniques and Procedures for Developing Grounded Theory,
4th ed.; Sage Publications: London, UK, 2015.

® © 2017 by the author. Licensee MDP], Basel, Switzerland. This article is an open access
@ article distributed under the terms and conditions of the Creative Commons Attribution

(CC BY) license (http:/ /creativecommons.org/licenses/by/4.0/).


http://dx.doi.org/10.1108/13598540610652573
http://dx.doi.org/10.1016/j.ijpe.2011.04.007
http://dx.doi.org/10.1108/13598540910941993
http://dx.doi.org/10.1111/j.1745-493X.2010.03197.x
http://dx.doi.org/10.2307/41166341
http://dx.doi.org/10.9774/GLEAF.3062.2001.au.00010
http://dx.doi.org/10.1108/09574091111127552
http://dx.doi.org/10.1108/EUM0000000005923
http://dx.doi.org/10.1016/j.jretconser.2009.05.003
http://dx.doi.org/10.1177/0887302X11414874
http://dx.doi.org/10.1007/s12159-015-0121-8
http://dx.doi.org/10.9774/GLEAF.4700.2012.sp.00004
http://dx.doi.org/10.1016/j.jretconser.2012.12.002
http://dx.doi.org/10.1016/j.jclepro.2015.02.086
http://dx.doi.org/10.1016/j.ijpe.2007.06.012
http://dx.doi.org/10.1108/13612020610679259
http://dx.doi.org/10.1016/j.emj.2014.03.001
http://creativecommons.org/
http://creativecommons.org/licenses/by/4.0/.

	Introduction 
	Literature Review 
	Enablers for SSCM 
	Internal Enablers 
	External Enablers 

	Barriers for SSCM 
	Internal Barriers 
	External Barriers 

	Sustainable Supply Chain Management in the Textile Sector 

	Methodology 
	Case Description 
	Data Collection and Analysis 

	Discussion of Results 
	Enablers for SSCM in the Textile Industry 
	Internal Enablers 
	External Enablers 

	Barriers for SSCM in the Textile Industry 
	Internal Barriers 
	External Barriers 


	Conclusions 

