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Abstract 

Increasing consumer requirements for quality, safety and environmental sustainability of food 
products lead to formation of supply chain networks in agribusiness. Supply chain networks 
embody long-term cooperation among supply chain actors and address more than just the 
goals of individual organizations. This requires that supply chain networks are successfully 
managed. Yet, it is not clear what the success of supply chain networks is and how it can be 
measured. Therefore, in this study, we develop the model of success of supply chain networks 
and test it empirically based on a survey of fish retailers in Germany. 
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1 Introduction 

Increasing consumer requirements towards quality, safety, environmental sustainability of 
seafood products and the demand for continuous supply are recognized as causes of vertical 
cooperation in the fish sector (HAMERI AND PÁLSSON, 2003). Long-term cooperation among 
the participants of the fish chain becomes apparent in formation of so-called supply chain 
networks (SCN) that embody multilateral coordination and address more than just the goals of 
individual organizations (O’TOOLE, 1997). In the meantime, a sustainable supply chain will 
only be established when tangible benefits occur for the actors in the supply chain (KAISER 

AND EDWARD-JONES, 2006). This requires that SCN are successfully managed. Yet, it is not 
clear up to now what the success of SCN is and how it can be measured. Therefore, this study 
aims to develop the model of the SCN success and test it empirically. 

2 Theoretical Background and Model 

SCN can be defined as strategic, highly intensive and recurrent collaborations based on 
formal and informal contracts between more than two firms. An SCN possesses a focal actor 
that sets the network’s strategy and coordinates its implementation in a hierarchical manner. 
The managerial task of the focal company is to align the network actors’ interests and actions 
simultaneously (GULATI ET AL., 2005). This task should be addressed at least at two network 
levels, i.e., at the network and firm levels. Overall, problems of the alignment of interests and 
actions can be viewed as a consequence of distinctive goals that are set at the network and the 
firm levels. The achievement of these goals can be generally regarded as the success of SCN. 
Thus, our model of SCN success involves the following constructs: the achievement of SCN 
goals (network-level and firm-level goals), the alignment of interests, and the alignment of 
actions. We turn now to explain this constructs. 

Network-level goals represent the predefined set of outcomes which can be achieved only if 
all the network actors work together to achieve them. In the fish SCN, supply chain quality as 
well as overall satisfaction with cooperation by the focal actor can be considered as examples 
of network-level goals. Firm-level goals are the goals each single firm wants to achieve by 
participating in a network. Such goals might include the rate of payments for the supplied 
products, sales volume, etc. 

The achievement of goals of the different levels depends on how appropriately the SCN 
management deals with the influence of specific factors that characterize the problems of the 
alignment of interests and the alignment of actions. The construct of alignment of interests 
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involves the following measures: goal consensus, communication, joint problem solving, and 
commitment by the network actors. The measures of the alignment of actions include chain 
transparency, presence of influential focal actor as well as chain orientation and awareness of 
the existing interdependencies by the focal actor. 

3 Method and Data 

To test our model, we conduct the success factor analysis by means of partial least squares 
(PLS). PLS is a variance-based path modeling technique which is suited for exploratory 
analysis in terms of structural equation modeling (HENSELER ET AL., 2009). The data used for 
analysis is collected via survey of 90 top managers of the specialized retailing companies in 
Germany. Our sample includes the strategic decision makers of the above conceptualized 
focal companies. Of the 90 specialized fish retail firms, 31 interviews were conducted. This 
resulted in a 34 % response rate. 

4 Results and Implications for Chain Management 

The results of model testing are shown in Appendix 1. The fit of the inner and the outer 
models is generally supported. 

Our results indicate that the alignment of interests and the alignment of actions of the SCN 
members have significant positive effects on the achievement of SCN goals. SCN goal 
achievement is mainly explained by the construct of alignment of interests because most goals 
which constituted the latent dependent variable were the firm-level goals of suppliers, i.e., 
getting good payments or supplying high volumes. This requires that the focal company puts 
much emphasis on aligning own interests with those of its suppliers. 

The alignment of actions has to be paid particular attention to achieve such network-level goal 
as quality of supplies. In this context, specialized fish retailers have to be aware of the 
interdependences that exist between the network members, i.e., if one requirement is not 
fulfilled, this can lead to failure in fulfilling the other requirements. Even if a mistake occurs, 
the focal actor has to detect its location as soon as possible and, therefore, chain transparency 
gains in importance. 

Overall, the ability of chain management to achieve network-level goals simultaneously with 
firm-level goals is the main prerequisite of the SCN strategic success. This notion is 
particularly important for the fish chain management because the fish sector faces increasing 
challenges which are relevant for the entire supply chain, i.e., demand for increased fish 
harvesting, quality assurance, sustainability, etc. 
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Appendix 1. Factor loadings of the items on respective constructs 

Variables and indicators 
Factor 

loading
a
 

Composite 

reliability 

Cronbach’s 

Alpha 
AVE 

Alignment of interests (weight = 0.674, 
p<0.05) 

 0.785 0.540 0.537 

commitmentb -    
communication 0.416    
goal consensus 0.822    
joint problem solving 0.679    

Alignment of actions (weight = 0.218, 
p<0.05) 

 0.850 0.742 0.653 

awareness of interdependencies 0.835    
influential focal actor 0.812    
chain orientationb -    
chain transparency 0.777    

Achievement of SCN goals (R2=0.511)  0.874 0.799 0.700 
overall satisfactionb -    
quality of supplies 0.763    
rate of payments 0.863    
sales volume 0.879    

a. Scale ranging from 1 (strongly disagree) to 5 (strongly agree) 
b. Items that were deleted after initial tests 

 


