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EXTENDED ABSTRACT

It isincreasingly being argued that in today’s competitive marketplace,
an important way of securing strategic advantage for companies or origina
equipment manufacturers (OEMs) isthe use of highly integrated supply chains.
In such chains, the OEM, its key suppliers, and distributors operate as one
integrated unit to effectively serve the customer. Integrated supply chains are
expected to enhance productivity, lower costs, reduce response times, and lead
to the devel opment of superior new products. More and more OEMs are either
aready implementing or are planning to embrace such integrated Web-based
Supply chains (Teach, 2002).

The main responsibility for the creation of an integrated supply chain
falls on OEMs. They decide which of their suppliers should become the pri-
mary or main partnersin the chain and which will be secondary suppliers. The
trend is to have few key suppliers for a particular part or material. Thus, sup-
pliers who are included in the supply chain get a large share of the OEM’s
business. However, OEMSs, in turn, expect quite a bit from these suppliers by
way of technological infrastructure, commitment, and identification with the
supply chain. Generally such suppliers are expected to install sophisticated
Web-based supply chain systems that are compatible with the OEM’s systems
and provide open access to the OEM to their information systems, databases,
drawings, and documents.

However, suppliers may not share the same view that OEMs have re-
garding integrated Web-based supply chains. They may see a number of risks
injoining an integrated supply chain and thus may hesitate to do so. From the
suppliers’ perspective, they are being asked to tie their future with that of the
OEM in amajor way. Providing the OEM agreat deal of accessto their infor-
mation systems, databases, drawings, and documents makes suppliers feel
vulnerable. In addition, often suppliers are small or medium in size and are
subject to price and other pressures from the OEM. Another cause for concern
is that while suppliers often do not have the technical infrastructure to imple-
ment a fully integrated supply chain management system, they are pressured
by the OEM to do so. This ends up increasing costs and eroding supplier prof-
itability. In view of the above, suppliers face areal dilemma. On the one hand
they have the concern of being exploited by the OEMs in integrated supply
chain systems; on the other hand they run the risk of being left out by the
OEMs and falling behind competition.

Some key factors that are likely to make suppliers reluctant in joining
integrated supply chains are information technology infrastructure (\Wagner,
2001), lack of embeddedness of information systems (Uzzi, 1996), business
process redesign (Grover, 1993), and low level of trust between suppliers and
OEMs (Munson, 1999; Hart, 1997; Premkumar et al 1994, 1995). We also
expect that there are likely to be several additional important considerations
that can make suppliers particularly hesitant injoining integrated supply chains.
The purpose of our research effort isto identify many such considerations that
have escaped the attention of supply chain researchers. We briefly discuss one
such issue below.

Suppliers Wilingnessto Acquire Supply Chain I dentity. If asupply chain
has to work successfully in an integrated manner, it isimportant that its mem-
bers work toward the interest of the overall chain rather than their own inter-
ests. This requires that members identify with the supply chain rather than
merely with their respective organizations and perceive a stake in the success
of the chain (Mackie and Goethals 1987). High chain-based identity enhances
the perception of intra-chain similarities and leads to psychological accep-
tance of individuals from other partner organizations and their work methods

(Ashforth and Mael, 1989; Mackie and Goethals, 1987). In other words, a
feeling of psychological ownership of the supply-chain arisesamong individuals
from different partner organizations, which enhances cooperative behaviors.
However, individualsin supplier organizationsarelikely to have separate deep-
rooted organization-based identities. Since individuals tend to behave in ways
that enhancetheir organizational identities, they prefer thework methods, goals,
and time horizons of their own organization over those of others (Ashforth and
Mael 1989). Also, some suppliers can have a fear that if they integrate them-
selves very strongly with supply chains of OEMs, it can affect their identity.
Thus, unless suppliers are highly motivated to join the supply chain and merge
their identity with the supply chain identity, and unless they have carefully
thought through how they will maintain their own organizational identity while
still participating in the chain, they may have problems getting integrated into
the supply chain. Thus issues of interest that emerge are: how does organiza-
tional identity of suppliers affectstheir involvement in OEM s Web-based sup-
ply chain initiatives, and, furthermore how does the level of identification of
suppliers with that of OEMs affects their commitment to the OEMs Web-
based supply chains.

Research Method We propose to adopt the grounded theory approach to
study the implementation of integrated supply chain systems at a few firms
and their suppliers' though intensive interaction and close observation. We
have aready identified amajor distributor of industrial goodsin the USthat is
implementing an integrated web-based supply chain system with its key sup-
pliers. Over the duration of this research we will visit the distributor and its
suppliers and observe the phenomena of its integration into the supply chain
system, hold discussions with people involved, carry on structured and semi-
structured interviews with managers and I T personnel, and participate in their
planning sessions or meetings. We will then analyze the information so gath-
ered and triangulate different sources of information to draw conclusions. In-
terviews will be content analyzed to identify themes that emerge, which, in
turn are expected to lead to new theoretical insights into supplier-OEM rela-
tionships in highly integrated chains. Since the proposed research adopts a
grounded theory approach with a view to gaining new theoretical perspec-
tives, these perspectives will need to be subsequently tested through detailed
surveys.
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