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Abstract: The aim of this paper is to analyse logistics outsing and third party logistics from an industrial
network perspective. The analysis of outsourcimgnfia network view clearly illustrates that outsaugcof
logistics is not only about moving an activity frane firm to another. Owing to network interdeparuies
other activities and the links between these wdlldffected. Moreover, logistics outsourcing willgatt on
prevalent resource constellations and actor websutt analysis a particular emphasis is placedervarious
roles of a logistics service provider and the iamtéion with the outsourcing company. We explorevéeety

of the roles of a logistics service provider anstdss these findings in relation to the approaautfourcing
firms. Our analysis showed that an interactive apph between the logistics service provider and the
outsourcing firm would lead to benefits in sevamgpects; for example (1) in the decision phasgin(2
determining the scope of the outsourcing arranggn(i@nin the regular provision of the services] §) with
regard to the fact that the conditions for outsmgr@arrangements and relationships change over time

1. Introduction
1.1. A changing field in need of supplementary conceptualizations

Logistics outsourcing and third-party logisticsgimated in the 1980s as important means for impigvi
supply chain effectiveness (Maloni and Carter, 3008ird-party logistics was initially defined athe use of
external companies to perform logistics functiomatthave traditionally been performed within an
organization. The functions performed by the tipiagity can encompass the entire logistics processlected
activities within this process” (Lieb, 1992:29) kki other outsourcing arrangements third-party tagsgot
widespread attention and the new approach spregaidlya Estimations indicate that the proportion of
companies in the United States that have implerdetitied-party logistics (TPL) has increased by pe&8
cent annually (Ashenbaum et al, 2005). According td004 survey no less than 80% of the Fortune 500
Companies said they rely on TPL, and two-thirdtheke companies had been involved in TPL for niuaia t
five years (Lieb and Bentz, 2005a).

The 2004 survey revealed some ongoing changeseait gnagnitude. These changes occurred at various
levels of TPL-arrangements. One of these concetinedvhole industry and it was concluded that its‘ha
undergone significant changes....as a result of mgrgequisitions, company failures and the entrgnahy
new competitors into niche markets” (ibid. p. 5)ofdover “the geographic coverage and service offerbf

the major providers has expanded dramatically’5jpThese re-arrangements caused problems for iFRs-f
since “the scale and geographical coverage involwradany recent 3PL-contracts has made it incrgasin
difficult for one provider to meet those requiren®r(p. 6). The combined outcome of these changeisait
“many 3PL-relationships are increasingly complexd amanagement of those relationships is quite
challenging to both parties” (p. 6). Some of thégeamics relate to ongoing changes of the logistinstion

as a whole which is claimed to have “evolved frompagsive, cost-absorbing function to that of atetjia
factor which provides a unique competitive advaetg@hapman and Soosay, 2003:639).

These changing conditions have caused modificatiotize view of what TPL actually represents, adl a®
a shift in the view of the firms involved in TPL ¢Bimolu et al, 2003; Kim et al, 2006). According to
Selviaridis and Spring (2007) third-party logistissrvice providers emerged out of companies preljou
involved in warehousing and transportation. In ¢laely 1990s firms formerly specializing in exprgsscel
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deliveries entered the arena (e.g. DHL, UPS, TNd BedEx). These were later accompanied by firms
originally focusing on financial services, IT-sar@$, and management consulting, which brought their
competencies in information system and supply chiinning. For these reasons an alternative diefinif
TPL has been launched: “[3PL is] a relationshipveein a shipper and third party which, compared hétic
services, has more customized offerings, encompaaséroader number of service functions and is
characterized by a longer-term, more mutually bersfrelationship” (Murphy and Poist, 2000:121hig
extended definition of TPL takes some of the chaggionditions into consideration, like the greaimpe of

the services required by customers and the enhaotedf the relationship between the parties ined|

When it comes to academic research, however, thesfeeems to have stayed mainly with the buyenef t
logistics services. For example, Berglund et ab@t99) conclude that “relatively little has beerntien about
outsourcing from the providers’ point of view”. Slarly, a more recent review of previous studiesrfo that
provider-focused research has lagged behind bwgerarch both in quantity and scope (Maloni andeGart
2006). These conditions seem to have changed soaent logistics service providers have come mue i
focus (e.g. Lieb and Bentz, 2005b; Carbone ande5®@005; Yeung et al, 2006). However, what stidres to
be quite an unexplored area is the relationshipvdet buyer and provider. Maloni and Carter (2006:30
conclude that “very few studies have attemptedtdk lat both buyers and providers simultaneouslyiisTs
somewhat surprising since the crucial role of retehips is acknowledged in several studies asbsihown

in this paper.

On the basis of these observations Maloni and Caléém that academic researchers should respotid wi
complementary approaches and analyses in ordeedb derve practitioners. They therefore advocage th
employment of alternative frameworks and concefatibns for a better understanding of TPL. Théharg
recommend three alternative approaches: transaotisintheory, social exchange theory, and organizait
behaviour. We respect these suggestions but inpdper we apply a fourth perspective on issuesectko
logistics outsourcing, TPL, and logistics serviceviders. This perspective is the industrial netnapproach
as described in Hakansson and Snehota (1995). Wexplain the main reasons for this choice latethe
paper.

1.2. Aim and scope of the paper

The basic aim of this paper is to analyse logistiatsourcing and third party logistics from an istfial
network perspective. In this analysis a particelaphasis is placed on the various roles of a liogiservice
provider and the interaction with the outsourcimgnpany. We begin the paper with a review of previou
studies of TPL and conclude that these arrangenaeatsot always successful. On the basis of treoresafor
these shortcomings we show why and how the indulstréetwork approach would be an appropriate
framework for enhanced understanding of logistigssaurcing. We then apply this framework and explor
what outsourcing of a logistics activity implies fine three network layers: activities, resouraed actors.
We continue by exploring the variety of the roléadogistics service provider through an empirieghmple
and through literature and discuss these findingslation to the approach of outsourcing firms. sgaclude
that both parties would gain from a more interatelationship than usually is employed. This I®bfeed by
an exploration of potential implications of incredsbuyer-provider interaction and in which waysarded
relationship involvement would be beneficial to ferformance of TPL-arrangements. Finally we btipg
some implications of logistics outsourcing for theerall business landscape.

2. Some problems in third-party logistics

Despite the huge amount of literature advocatingaurcing of logistics the actual realization oftqruial
benefits is far less well documented. In this respghe situation is similar to what has been olbmsgry
concerning outsourcing in general, where it ismokd that cost savings and other benefits “tendettaken

for granted, but detailed analyses of actual oueand potential side effects are hard to find'tgBeen and
Bengtsson, 2004:211). Within logistics there arenerous claims concerning the potential benefits of
outsourcing arrangements (see for example, Bowed®90; Tate, 1996; Bhatnagar and Viswanathan, ;2000
Halldorsson and Skjoett-Larsen, 2004; Marasco, POl&re is no doubt, however, that the outcomiiod-
party logistics shows mixed results. Lambert ef18199) conclude that while the benefits of TPL el
documented, the pitfalls and problems have receliessl attention. Moreover, it is argued that thsrelear
evidence that in some cases “logistics outsourdmag become a source of corporate failure and
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disappointment” (Boyson et al, 1997:73). Their synshowed that a significant share of the respdsden
indicated that they had to make critical changethénlogistics arrangements and take previouslgaurted
functions back in-house. Other studies also indisatvere problems with outcome and so it is reddHat
55% of logistics alliances were terminated aftee¢hto five years (Gulisano, 1997). Similar resweye
obtained by the Outsourcing Institute which fouhdttmore than half of third-party partnerships Feitbd
(Foster, 1999). Among the problems leading to tloesesequences can be mentioned “service performance
disruption to inbound flows, inadequate providepextise, inadequate employee quality, sustained &nd
effort spent on logistics, loss of customer fee@tand inability of 3PL-providers to deal with spagbroduct
needs and emergency circumstances” (SelviaridisSanichg, 2007:130).

Also these figures seem to correspond to what kaa bbserved for outsourcing in general. For exen®l
survey organized by the American Management Asoniahowed that three quarters of the respondents
stated that outsourcing outcomes had fallen sHoeixpectations, and more than half of the compahaas
brought at least one outsourced activity back inseo(Bryce and Useem, 1998). Lacity and Wilcox 200
found that a third of the companies in their stuthd cancelled outsourcing contracts. Linder (2004)
summarizes experiences from two surveys and coesl(§l that 20-25 percent of outsourcing relatigosh
end within two years, (ii) that 50 percent fail it five years, and (iii) that only about 10 pentef the
firms were completely satisfied with their outsongcarrangements.

When it comes to the reasons for the problems,imations, and back-sourcing, the most obvious facto
seems to be that expectations concerning finabeiagfits have not been met. For example, Lieb el
(1996) concluded that outsourcing companies haficdlifies in estimating the true costs of logistics
outsourcing. These problems are accentuated byattiehat another study showed that some outsayrcin
firms were uncertain even about the true costh@f bwn operations (Bagchi and Virum, 1996). Sinost
reductions always is on the top of the list of estpBons of outsourcing benefits these conditie@mesent
major drawbacks. Again this set of affairs is imeliwith findings concerning outsourcing in genenadl the
causes of the unrealized expectations concernisgreductions. Typically these conditions are exyld by
the conclusion that the low unit price that maydagned through outsourcing “is only one part ofegyv
complex equation and must be considered againdditbet, indirect, and hidden costs” that are aissed
with such shifts in the division of labour (SmyrlZ006:6).

Secondly, the inadequate cost estimations seem talsed by incomplete analyses of what outsoudfiag
logistics activity actually implies. Outsourcingliwhave other consequences than making a spedificitst

less expensive to undertake or more efficient lreotvays. Moving an activity from one company ame o
place to another company at another place will algoact on the total pattern of activities of whittte
outsourced activity is part. When it comes to outsimg in general the lack of strategic analysipatential
consequences is perceived to be a main reasomailares (see e.g. King, 2005; Venables, 2005). The
situation seems to be the same in logistics. Famgke, Ackerman (1996) concludes in a paper abitfatlp

in logistics partnerships that these tend to odmerause buyer and seller have not reached a ealist
understanding of what the change actually implies.

Thirdly, the main determinant of the outcome ofrdkparty logistics seems to concern the relatignshi
between the outsourcing firm and the logistics iserprovider. This conclusion is also in accordanit
findings related to outsourcing in general, wheris iargued that the nature of the relationshipvben the
parties is of crucial importance concerning bottanslardized’ outsourcing (Smyrlis, 2006) and more
‘advanced’ outsourcing (Lei, 2007). Moreover, tleatlires of business relationships have been used as
explanation of both unsuccessful outsourcing (Véhitind Leidner, 2006) and successful (Lewin andePee
2006). In logistics outsourcing the crucial role m@lationships have been illustrated by, for exanpl
Razzaque and Sheng (1998), Bagchi and Virum (12@8) Knemeyer and Murphy (2005). Among the issues
discussed by the authors are the failure of outsogirfirms to manage providers properly and a latk
understanding of the other party. In turn theseditmms are explained by insufficient sharing ofsimess
information among the parties with subsequent jgmblto provide an appropriate context for co-opanat
These problems are accentuated by the fact thatiny cases the division of responsibilities amdmgtivo
partners is claimed to be unclear. The crucial obleslationships in logistics outsourcing is welpressed in
the following quote: “logistical considerations aedpertise might be important factors when choosing
partner, but never as important as the relationshijgh includes the networks of contacts the lquaatner

will bring into the project” (Denault, 2006:52).
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Finally, the underlying reason for these problents welationships seems to be explained to a laxgent by

the risks perceived by buyers to lose control degistics operations (e.g. Bolumole, 2001; Seldiriand
Spring, 2007). These perceptions have resultedujrerbapproaches classified as “command and control-
patterns” (Bolumole, 2001:104). As will be showrelain the paper these conditions tend to constian
opportunities of the provider and create tensiortbé relationship.

On the basis of these findings the claims by Makmd Carter (2006) for alternative conceptualizegiand
frameworks for the analysis of logistics outsougcand TPL seem highly relevant. Many of the prolslem
revealed in previous studies are explained asteestiinadequate understanding of what TPL actualyans.
Several researchers have provided alternative @etisps on TPL. For example, Haldorsson and Skjoett
Larsen (2004) applied a ‘resource and competensedb&ramework on two TPL-cases. Moreover, from the
discussion above it should be clear that more tttehas to be paid to the relationship betweewiges and
buyer. Knemeyer and Murphy (2004) adopted a reiatigp marketing approach to the research of a bofyer
logistics services and its relationships to thevjpler. Bask (2001) took the point-of-departure upgly chain
management in the exploration of logistics seryimaviders and their clients. These studies — ahdrstnot
mentioned here — improve our understanding of wihkés place in the relationship between buyer and
provider. In this way they are of help in solvirigetissues related to some of the problem areasfiddrin

the section above — what is crucial for the refedfop and the issue of control. They also providmes
support to the other problems. Improved understandf the relationship will increase the opportigsitto
realize what changes actually are required and atr@aéequences these changes may imply, for example,
terms of costs.

In this paper we will take one step further. Howewareful the analysis of a particular relationshifi be,
this view provides a partial understanding onlytefationship is never isolated. Both buyer and gteware
involved in other relationships. Since these refeghips are connected, changes in one of thesempitict on
the other (Hakansson and Snehota, 1995). Owingeset conditions the industrial network approachlgvou
provide an appropriate framework since a networkiéfnition consists of connected relationshipsqiCand
Emerson, 1978). In the same way the supply chaisppetive represents a severe limitation of busines
reality. Since any firm is involved in several aiia change in one of these will impact on othémss
making the efficiency in a particular supply chdigpendent on how it is related to other chainsréfbes, a
network view of supply chains has been propose@ddwocates of quite different schools of thoughg.(e.
Christopher, 1998; Gadde and Hakansson, 2001). ifithestrial network approach provides a holistic
perspective on logistics outsourcing. In fact, #ygroach is recommended in two recent reviewbhefbtate-
of-the art of TPL research. According to one ofsthé¢he industrial network approach “would presumabl
offer insights about the dynamics of outsourcingl aervice design decisions” (Selviaridis and Spring
2007:138). In the other review the approach is eatggl as a means for providing a “robust structioae
enables a comprehensive understanding of TPL-oektips” (Marasco, 2008:16). The basic featurethisf
framework emphasising the interplay among connelotesihess relationships are therefore well suibeadir
purpose. Previous studies have not consideredusteroer-provider relationship in its network contée
analysis of the business reality in the three kyaractors, activities, and resources should it to
enhanced understanding of the potential impadticd-party logistics.

3. An industrial network perspective on outsourcing

The point of departure for our analysis is to erplavhat outsourcing would mean from a network
perspective. Outsourcing of logistics is part ajesneral movement towards outsourcing which has been
issue on the top of the management agenda dura¢ath twenty-five years. We begin our exploratign
identifying some prerequisites and consequencagerkto outsourcing in general.

By focusing on a limited part of the activity pattén which a firm is involved, outsourcing compasihave
been able to improve their performance substaptiglutsourcing increases specialization and this
specialization leads to benefits in the undertalohgemaining in-house activities (e.g. Quinn anithidr,
1994; Ellram and Billington, 2001; Kakabadse andadtmdse, 2005). In addition, most cases of outswrc
are based on transfer of activities to suppliei @ntract manufacturers serving a multitude otausrs.
Since these firms are working on larger scale ti@noutsourcing firm, also these activities haveobee
more cost efficient. Moreover, gaining access te tbchnological resources of suppliers has been an
important driving force for outsourcing (Quinn, 20@adde and Hakansson, 2001).
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The most visible effect of outsourcing is a shifthe division of labour in the business landscépeactivity
is shifted from one company to another in ordeffital the most efficient location for its undertaffin
However, outsourcing will have other consequenicas making a specific activity more efficient. Mogian
activity from one company and one place to anoteanpany at another place will also impact on ttial to
pattern of activities of which the outsourced dtfivs part. No activity exists in isolation — i ialways
connected to others and in some way coordinatdd tivitse. Some of the connected activities are taddsar
before the activity subject to outsourcing, sommausianeously and others after. Outsourcing of &iviac
changes the connections and interdependencieshé& attivities. These issues require an analysithef
impact of outsourcing on the links to other acibgtand the subsequent effects on the activityepatif the
network as a whole.

Outsourcing also means that activities previougsigrdinated within one firm will now be allocated to
different firms and coordinative actions will novaue to span the boundaries of these firms. Integrat
within a firm is thus replaced by integrative etfoacross the boundaries of several firms. Theaagds in
the actor layer put the emphasis on the crucial obbusiness relationships. Inter-organizationalrdination
of activities will require relationship involvemebetween the companies, implying the creation afdiso
between the actors in the network. Like activibk, actor bonds are connected, in turn leadirgffezts also
for other actors than those involved in the spedifPL-arrangement. Considering the potential conseces
for the actor layer in the network is therefordraportant issue in the analysis of the impact déourcing.

Finally, outsourcing also affects the resource dayfethe network. To a large extent outsourcinglmut
improving the resource utilization in the networhe main advantage of outsourcing has been expresse
“full utilization of external suppliers’ investmexntinnovation and specialized capabilities that liooe
prohibitively expensive to acquire or even impokesio duplicate internally” (Quinn and Hilmer, 1993).
The buyer of logistics services specializes noy amlthe activity layer but also when it comes ésources.
By focusing a specific part of the activity patténe outsourcing firm will be able to concentraspavhen it
comes to resources — both in terms of physicaluress and knowledge. The opportunity to focus oatvig
labelled ‘core competence’ has been a main drifange for outsourcing. But there are some drawbatss
in this respect. A single resource element, formgda, a specific machine, a particular componenthe
knowledge of an employee, is connected to oth@urees. Moving an activity from an in-house machime
one of a supplier will impact on these connecti¢insthermore, outsourcing changes the ownershipaaof

a resource. What was previously internal combirahgesources will now be resource combining between
organizations.

These changes of the business landscape imply attatities increasingly are coordinated across the
boundaries of firms, and that resources are cordbaver the borders of companies, and this, in thas,
called for closer relationships between actorsthis way what is going on in the business landsdage
become more ‘network-like’. These changes are pdiout from various angles. For example, in digtrdn

and marketing it is claimed that distribution inatws in the US can best be characterised as “w&bs
capabilities embedded in an extended enterprisafU®Nand Anderson, 1996:112). Other authors destini
new distribution arrangements as “networks of vadding partnerships like confederations of spestg&il
(Anderson et al, 1997). Similarly, it is advocatidt “companies have moved away from hierarchical,
integrated supply chains in favour of fragmentetivoeks of strategic partnerships with external tagf
(Bitran et al, 2007:30). Concerning technologicavelopment Freeman (1991) expresses the conditions
regarding emerging features of innovation procesisas“there has indeed been a major upsurge afigbr
and semi-formal ‘networks™ (p. 499). Finally, whé@rcomes to purchasing it is increasingly argusat these
activities need to be considered in a supply ndtwaamtext, typically illustrated by the followingugte:
“purchasing activities are embedded in suppliewngts that extend national borders” (Houman-Anderse
and Rind-Christensen (2005:1261). In the concejzatidn developed by Hakansson and Snehota (1885) t
means that the activity links, resource ties, artdrebonds between companies have been strengthdriehl

in turn will have implications for the prerequisitand consequences concerning logistics outsourcing

4. A network analysis of logistics outsourcing
The next step in the analysis is to illustrate wimapact logistics outsourcing may have on estabtish

network configurations. We explore these conditifirshe three layers of the network: activitiessaurces,
and actors. For each of these layers we begin Isgrithing the main characteristics of the network
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configurations that have evolved over the last desaand continue by investigating how outsourcifig o
logistics activities may impact on these features.

4.1. Implications for the pattern of activities

The main characteristic of activity patterns inreat networks is the substantial integration ofitess
processes. Synchronization within and between naatwfing and logistics processes has become a top
priority (see e.g. Pfohl and Buse, 2000; Christogre Towill, 2001; Garcia-Dastugue and Lamber30
Juttner et al, 2006). The most obvious impact & fliocess integration is the just-in-time deligsrin the
western automotive industry that were introducedhi& beginning of the 1980s later followed by samil
implementations in other industries, and the desigsystems for efficient-consumer-response (EGB®, for
example White and Pearson (2001), Bhatt (2001) nEky2002), Kannan and Tan (2005), Christenseh et a
(2005), and Kaneko and Najiri (2008). The most digant feature of these activity patterns is thbdrent
interdependencies among activities. Previous aemmegts typically relied on inventories functioniag
buffers that decoupled sequentially related adtiwifrom each other. Once these buffers are eliaiha
interdependencies must be coordinated in other waysarticular problem in this respect is that, ogvito
enhanced specialization, these interdependenas=aisingly cross the boundaries of firms.

Other reconfigurations of activity patterns haventdbuted to increasing requirements for coordovati
Firstly, ‘customization’ in relation to the partiem needs of specific business partners has beaongsue on
the top of the management agenda (e.g. Lampel amtzibérg, 1996). In these efforts the principle of
postponement has been instrumental since it “esdlslas to provide product variety and quick resgesi
(Kotha, 1996:42). Increasing attention to and cqueaces of, the principle of postponement are destr
and evaluated in, for example, Pagh and Cooper8)198an Hoek (2001), and Su et al (2005). The
implication of these new opportunities are thatssiaustomization is now applied in various indiestrand
firms, such as IT (Feitzinger and Lee, 1997), hamgliance products (Henke, 2000), textiles (Abdsastsal,
2000), farm equipment (Berman, 2002), and eleats(Partanen and Haapasalo, 2004).The ultimate d6rm
postponement and customization is build-to-ordgslying that the individual customer’s order inigatthe
supplier's operations (see e.g. Holweg and Pil,12@unasekaran and Ngai, 2005). In this way it bexo
possible to reduce and even eliminate inventoridmished products. On the other hand considerefitats
are required when it comes to the integration amibregactivities in order to fulfil customer demanids
reasonable time (Hulthén and Gadde, 2007). The ow@iclusion concerning the features of currentvagti
patterns is thus the strong sequential interdeperele accompanying business process integration and
activity synchronization across the boundaries afanufacturing company and its customers and sengpli
(see for example, Dubois et al, 2004; HakanssorPansison, 2004).

The potential effects of logistics outsourcing ahd entrance of a third-party logistics servicevpter in
these activity patterns will not be without its plems. A TPL-arrangement leads to disintegration of
connected business processes that have beenoiten time. It will require the establishment iokiages to

the activities of a new business partner and ats@ lnks between this logistics service provided dhe
activities of customers and suppliers of the outsog company. Moreover, these links need to be
coordinated with prevailing links along the wholgpply chain. For example, a case study showed that
outsourcing of logistics activities to service pomrs caused severe disturbances in the inbounstitesyflow

of a car manufacturer relying on responsive custaingen strategies (Svensson, 2001). It is noprssing
therefore that the experiences regarding the coesegs for the network’s activity patterns somesiend

to be negative since a TPL-arrangement both hdseak existing activity interdependencies and distab
new interdependencies. Especially when it comesutsourcing to low-cost countries substantial peoid
have occurred. For example, in one representatuwdy gt is concluded that the buyer many times hais
“thought through the logistics of delivery assumraf supply, flexibility of supply and quality” Fast
(2005:1. Other studies indicate that the outcome oftenas tsts are rising and service levels are dropping
in comparison with expectations (see, for exanpéthelemy, 2001; Hirschheim and Lacity, 2000).

In the coordination of interdependent activitiefoimation sharing plays an important role. Coortora
across the boundaries of firms therefore requitdsstantial information exchange between the congsani
involved. Problems related to this issue have begorted in several studies. Lieb and Randall (1992
claimed that many TPL-failures have occurred bezafsproblems in the integration of the computed an
information systems of buyer and provider. Razzaaque Sheng (1998) found that the absence of adsélance
information technology linking manufacturer, carrigzZarehouse, and customer operations, to be aeseve
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problem in securing efficient TPL-operations. Tisisue still seems to be a major problem when itesto
the integration of the information of the varioustes involved (e.g. Choy et al, 2007). Piplanak2006)
argue that for logistics service providers “it wbudecome imperative that they integrate [their rimfation
systems] with the IT-systems of their partners andtomers in order to increase the effectivenesthef
systems and to get the real value out of them4@). Another study concludes that most efforts Hasen
devoted to the potential of information technolamyreduce costs, while other, more value generating
opportunities have been less considered (Mara$68)2

4.2. Implications for the constellation of resources

The introductory discussion about the resourcerlayée network showed that one of the importantig
forces for outsourcing in general was to combinterital resources with those available externalhe Tain
underlying reason is the increasing problems fa #ingle firm to be at the cutting edge of all the
technologies on which it relies. For example, M@§06:14) points out the necessity of a cross-compa
approach in a time when the “mix of skills neededtoduce even a simple household appliance exceeds
what any company can assemble or, more importanibnage”. Therefore, to an increasing extent, the
resource base available to a company is locatesideuits ownership boundaries. A crucial issue dor
company is therefore to share resources with dttmas and thereby “be able to combine resourcesem
ways, gain additional resources, and dispose arflupus resources” (Wilson and Daniel, 2007:10)oider

to make the best use of its total resource basmrgany therefore needs to combine external andnaite
resources in the short term and secure long-temhdevelopment with business partners.

The performance of a specific constellation of teses — whether they are external or internalcergingent

on the way resources are adapted to each othesu@imutual adjustments the combined benefits of tw
resource elements will be enhanced. Systematic ioomgoof resources over time is therefore a way to
improve the performance of resource constellatiofbese efforts will impact considerably on the
development of the individual resource elementsesithese become increasingly integrated. Thisplaer
has been conceptualized by Hakansson and Walusz&@K) as the successive evolvement of interfaces
between on the one hand physical resources (exfadplby production facilities and products) andtbe
other organizational resources (exemplified by hess relationships and organizational units and/ahnieus
capabilities residing in these). This framework bagn applied also on issues related to logiséseurces
(Jahre et al, 2006) where it is concluded that dbmbining of logistics resources may be more os les
conscious, more or less active, and more or lessessful. Irrespective of which alternative is afijuto
hand, resources become increasingly related ower. ffhe more systematic the combining of two ressur
elements — the better they will function in relatio each other. On the other hand, the betterftmegtion in
relation to each other — the more difficult it wile to use these resources effectively in comtinatiith
other logistics resources owing to the prevailingiumal adaptations. Therefore, any resource adaptatust

be considered an investment since any adjustmdhtaevistrain the utilization of the particular resoes.
Finally, these conditions imply that the value ofiagle logistics resource “is always dependena@et of
other resources, and in particular, on the intedagith these” (ibid. p. 213).

Outsourcing to a third-party logistics provider ntagve huge implications for the resource constetiabf
which the logistics activities rely. Outsourcingasf activity means that the constellation of resesitwill be
affected. The current constellation involves corabons of resource elements like manufacturinglifesd,
logistics infrastructure in terms of railways, rinformation technologies and warehouses, lagisti
equipment in terms of vehicles and handling equigitand organizational resources in terms of pésple
logistics capabilities for planning as well as etbempetences. This constellation will be affedtedeveral
ways through outsourcing. Some of these resoureenazits will no longer be part of the resource
constellation implying that investments in thessorgces will lose their value. The resources of Th&
provider have to be combined with those remainigfthe current constellation and this combiningagis

is resource demanding. Interfaces have to be desdlwith these new resources and the interfacea@the
remaining resource elements will also be affedtedugh the connections to the new resource elements

A particular problem with this reconfiguration dfet resource constellation is that the more sysiertiag
combining in the previous constellation — and tledtdy its performance — the more difficulties woi
encountered when the remaining resource elemeattodre combined with the new elements. On therothe
hand, it is such modifications that may lead tortfust fundamental changes of the performance ofvtiwe
network when technical development makes new resooonstellations available. For example, technical
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developments in manufacturing, logistics, and imfation exchange provided the opportunities for
restructuring of activity patterns and paved they vilar both just-in-time deliveries and build-to-erd
production.

4.3. Implications for the web of actors

The central characteristics of the actor layer Hasen brought up indirectly in the sections abd\aivity
configuring and resource combining crossing thendaues of firms have put the emphasis on the
relationships between the actors in the networkviBus recommendations to avoid too close relattigssin
order to promote market conditions and stay awaynfdependency on individual counterparts have been
challenged. These changes are illustrated in paimay, for example, Wynstra (1998), and Gadde and
Hakansson (2001) who argue that avoiding dependencw supplier also implies the avoidance of the
benefits that require high-involvement relationshilm distribution these changes are described bitA/nd
Jaap (1995:35) as a shift in “marketplace transastifrom discrete to relational exchanges”, whileecs
claim that examples abound of how different retajl@listributors and manufacturers are developloget
relationships to improve performance (Frazier amdiad 1995). For both purchasing and distributibe t
exploitation of potential benefits from close raaships implied huge resource investments in igaiato
individual business partners and the efforts taoarage connections also between these partnersien o
form network configurations enhancing efficiencylafifectiveness.

Outsourcing to logistics service providers impactsisiderably on the features of the actor layethef
network. Outsourcing requires the building of relaships with new business partners. Moreover these
logistics service providers have to be connectatigmther actors in the network which in turn willpact on
the bonds between these actors. As our revieweMiquis research illustrated this seems to be amahere
companies underestimate the efforts that are nagedsor example, King (2004) argues, in an analgsi
outsourcing in general, that many companies haea barprised with negative results owing to shoniogs
in this respect. To be successful in these effoitsrequired that companies are aware of the tfeat “close
attention must be paid to everything about thenthendor relationship: from the criteria for seleg a
vendor, to the details of the outsourcing contriacthe frequent monitoring of progress, to theslef control
exerted over the vendor, to the level of trust tisatleveloped in the client-vendor relationshipking,
2004:2). Crucial issues in the actor layer include huge relationship investments in order to distab
communication patterns, personal relations, quabtytrol systems etc.

One issue of particular concern for the actor laigethe impact of outsourcing on the buyer’s cdntro
ambitions. When activities are undertaken in-hotlse resources utilized are within the ownershipratary

of the company. Outsourcing changes these condisiote the resources used are now owned and bedtro
by the service provider and accessed by the busing control in this respect is sometimes pereiv
problematic for the buyer and this dilemma can thentackled through contracts specifying in detiad
provider’'s obligations. But these specificationsddo constrain the operations of the provider anadke it
difficult to use resources and capabilities in thest appropriate way. For example, Hawkins (2006)
concludes that failures come when outsourcing argéions look to control through contracts alone aot

by building effective relationships. Similarly, Kjn(2004:2) claims that many unsuccessful arrang&nen
occur since firms thought they could outsourcedtiyh a contract and then do little to monitor arahage
the client-vendor relationship”. The argument opkins et al (2006:52) is that “outsourcing regsligéving

up control of a business function and trusting the handle that function for you”.

Following this exploration of the potential impaaft logistics outsourcing on the three network layehe
attention is shifted to the view of logistics ouisting from the perspectives of the provider (Reth) and
the buyer (Section 6).

5. The roles of a logistics service provider
5.1. Anillustrative empirical example

The shift towards an extended scope of outsoureimgngements implies a “shift from traditional and
functional third-party logistics to comprehensivapgly chain relationships” (Bolumole, 2003:93). $ae
changes have significant implications for both tble of TPL-firms which has been broadened accgiygin
and what is appropriate involvement in the relatiop with the buyer. Below we illustrate these essiby
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exemplifying the role of a logistics service praaidLSP) in relation to three buyers of logistiesvices.
These examples from an ongoing study show the tyaiie the engagement of LSP in the customers’
operations. They also illustrate the dynamics & $icope of the outsourcing arrangements owing ¢o th
buyers’ need for reorganisation in the activitytpats and resource constellations. The examplestrifites
the diversity in involvement from LSP’s perspectiaad hint to the fact that LSP must be able toroffe
customers everything from the undertaking of siragivities to the design and realization of ta@lutions.

Customer A is a firm in the retailing industry threts outsourced production to low-cost countries sdrives
to improve the efficiency in its supply chain. Thackground to the decision to outsource logistias the
problems related to the prevailing structure bamed ‘push’ philosophy. In this set-up the retafiem’s

orders to the main supplier were based on histiosai@s figures at each of the stores of the compéhe
supplier produced and packed the goods for each atal then delivered to a distribution centre, by SP.
At the distribution centre goods were sorted bytideion and sent to the respective stores. Howeter
forecasts based on historical sales showed to ite gareliable and so the allocation of goods ® itstail
stores did not correspond to the actual demand dver- and undersupply caused severe financidlgrs
to the retailer.

To change this situation LSP and the retail firgether designed a new routine for the logisticsatpns. In
the new working arrangement 75% of the predictddme at each store was earmarked while 25% of the
goods sent from the supplier did not have the itlenf a specific store. Then, daily orders frone ttores,
based on real demand, direct the remaining 25%0dlg The distribution centre hence keeps thesdsgioo
stock until an order from a store arrives and thacks and ships the goods. In the new arrangen@fthas a
more coordinative role owing to the handling of @ementary orders from the stores. Moreover, thly da
deliveries to the stores from the distribution cerdlso increased the number of transportatiorvities.
Other operations, such as stock-keeping, orderlimanaenarking of goods, and contacts with the tettires,
are now part of the outsourcing arrangement thpsreding the role of LSP. Previously LSP was invdlve
only in a traditional sorting function. In the newrangement LSP on the one hand extended the stafse
operations and also was involved in the desighefiblution.

Customer B is a manufacturer with production logateSweden. From previously relying on local siggl
B started to source components from China. In¢hie, LSP was involved in the design of the outsogr
arrangement and made responsible for the totastiogi solution. Company B’s production design rezgli
delivery from suppliers 2-4 days after call-offdi€Fefore vendors with manufacturing in China mustpdy
components from a location nearby B. This was aedrby establishing a warehouse, run by LSP, dimse
the production site. Manufacturer B specifies thguirements to suppliers concerning for example/eis
times. B and LSP then jointly work out differentugmns that are offered to the suppliers so they fulfil
the delivery requirements. Even though these ofsrto the suppliers are developed jointly by LE® B, it

is LSP that is offering the solutions. It is alsBR.who communicates with the suppliers during ilesery
process, for example, by handling the call-offsstppliers. LSP also takes care of the daily defivar
components to the production site and secures dhiaiponents are properly unwrapped, and sorted in
accordance with B’s internal production logic. Fertmore, LSP processes the invoices on behalfpplisus
but the payment is handled directly between theléns and B.

In this casd.SP is part of an activity configuration that haseb jointly developed with the outsourcing firm.
LSP is involved in coordination of deliveries byapting these to B’s production logic. LSP internageis
between the suppliers and the manufacturer and timk activity configurations of the suppliers witlose of
B. The component storage functions as the ‘liningnt’ between the configurations.

Customer C is a producer of household applianceis. &xample illustrates a situation that is quitenmon
today: a producing company closes down its plamt&urope and moves production to a low-cost country
Before the change LSP had been involved in lantspartation of components from suppliers to thatpdend

in outbound logistics from the plant to the custsm&he new distribution arrangement was desigrye@'s
own distribution unit which also takes full respitilgty for the coordination of the activities. He@, in this
case LSP was not involved in the design of thengement. Moreover they are not responsible for
coordination. The activities in which LSP is invetl/are totally specified by C.

In this case the role of LSP in the new structarguite ‘narrow’, they are involved in activity daguration
designed and coordinated by others. For LSP thesgdn made them increasingly engaged in air and sea
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transportation. The resources and capabilities |dped for these operations can be used also itiaelto
other customers.

5.2 Srategic consequences for a service provider

In this paper we will not rely more on the LSP-exdan It is used only to illustrate three charactizs that
seem to be representative of general tendencieBlin The first is the variety among the types afsourcing

in which LSP is involved, ranging from the undent@kof single activities to total solutions whereamy
competencies and resources are needed. The sextimel éxtended scope of the logistics arrangensnts
exemplified by customers A and B. Similar condisare reported in Carbone and Stone (2005) andselara
(2008). De Boer et al (2006) claim that traditiohmé&cemeal outsourcing’ of isolated activitiesnswadays
supplemented with outsourcing of distinct sets wbsystems of overall logistics arrangements and eve
outsourcing of “bundles of such subsystems to g@lsifPL-provider” (ibid. p. 447). The third tendgris the
modifications of the outsourcing arrangement whdauyer reorganizes its activity configuration, whiwas
observed in all three sub-cases.

These three characteristics can be traced badkottseof the outsourcing firm to differentiate msitsourcing
arrangements. In turn these strategies have reljuiRk-firms to differentiate their service offersgThe
survey by Berglund et al (1999) identified a segredrapproach applied by service providers, disisiing

on the one hand between a single ‘logistics sereiod a ‘logistics solution” and on the other betwebasic
logistics’ and ‘value-added logistics’. Persson aridum (2001) suggested a 2x2 matrix for providers’
strategic approaches with the level of complexityhe services and the extent of asset specifasdtyhe two
dimensions. Similarly, Hertz and Alfredsson (20@®tinguished between high and low attention to two
strategic dimensions: ‘general problem-solving igbiland ‘degree of customer adaptation’. Bask (200
applied a similar distinction in a 3x3 matrix build on the dimensions ‘complexity of service’ agdstomer
relationship involvement’. On this basis three typé TPL-services are identified: ‘routine’, ‘stard’ and
‘customized’.

These changes in buyer demands and the subsetyatetiis adaptations of logistics service providergly
great opportunities. By offering services with diint features it will be possible to serve custaneth
huge variety in demands. On the other hand thietyars a problem for the service provider, becatlse
various arrangements have to rely on different ettsapabilities and resources. For example, inténes
above, value-added logistics, customized TPL-sesyi@and advanced general problem-solving abiliy ar
resource demanding strategies. They require cardilde investments not only in physical facilitiesda
equipment but also in ‘logistics competence’ — iredesigning, organising, and maintaining highigya
logistics arrangements. Moreover, since these geraents are resource demanding they will expanddbke
side of the provider substantially. These incregsiosts will impact on the price level of the oififggs of the
service provider. In turn, these conditions willkeat difficult to be perceived a cost efficienteahative for
those customers favouring basic logistics, rouéind standardized logistics, and those that arg $altisfied
with a limited problem-solving ability.

Increasing variety is thus a problem for logistemrvice providers. First, this variety calls forbeoad
spectrum of capabilities to handle the differemstiatequirements of customers. Service providergshare
confronted with strategic decisions concerning ‘ttado as illustrated in the examples above. &dcthese
problems are accentuated by the fact that manystocustomers also tend to direct the providers takieg
of these operations through detailed contractsspedifications. This means that there will alscaberoad
spectrum concerning ‘how’ to do, i.e. the servicevider has to apply different approaches in retato the
various customers. These adjustments tend toaestd opportunities for service providers to imgon the
scale of their operations. Moreover it constraimes TPL- firm’s opportunities to provide its experde in the
services to the customer, which is nicely expredsethe managing director of a logistics servicevjaer
(Sankaran et al, 2002:692): “In all our negotiasigwith the buyer] we expressed concern over thecle
configuration they wished us to use, We spent afdime telling them how we thought they should.do
They wanted to do it their way so we made cleadiga’t think it would work....and it became a caseéved

”m

told you so™.

It is obvious that arrangements with these featdesot allow the service provider to exploit iesources
adequately. Therefore such contracts and workinglitions will harm not only the provider, but altoe
buyer since the conditions offered to the providi#lr make the logistics solution less appropridtart what it
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could have been. From the service provider's petseit is clear that more intense interactionhaihe
buyer could improve the situation for both parties.

6. The approach of the outsourcing firm

Previous research indicates that when it comesaaituation of the outsourcing firm particular drapis has
been put on two problems: partner selection andracindesign (Marasco, 2008). These issues focusen
one hand on the decision phase of outsourcing artdeother on the implementation of the selectgbo.
On the basis of our analysis it can be concludatphrtner selection and contracting are not alwlagsnost
important determinants of successful outsourcingrgements.

Starting with the decision phase and partner deledt was illustrated above that there must beaigre
problems in anticipating the potential performan€a particular supplier. According to the netwarkalysis
the main task of a service provider is to integregectivities with those in the pattern of adies in which
the outsourcing firm is involved. In doing so itrexuired that the resources of the provider anebdoed with
those in the current resource constellation arabaduyer. And finally, succeeding in these tw@eess will
call for relationship involvement with the firms ithe web of actors where the outsourcer residestefdre,
evaluation of potential suppliers on their intercapabilities (as recommended by e.g. Bienstock220
Meade and Sarkis, 2002; Jharkharia and Shankar)28an insufficient approach in our view. The mai
focus should be on the opportunities of alternasiwepliers (i) to fit into the current network analthe buyer
and (ii) in what ways their connections to othem8 would be beneficial to the buyer. Therefore, dhalysis
needs a network orientation. The crucial issuehia &nalysis is to investigate in which ways thévig
subject to outsourcing is connected to other awiin the pattern and what impact these connestioay
have on the constellation of resources and theaf@letors. Considering these issues is thus moperitant
than the internal capabilities of the various pdeve when a buyer evaluates potential vendors.

Obviously, a proper analysis of these issues wbelcin immense task that never can be fully conducte
Therefore, we agree with de Boer et al (2006) @rtbonclusion that we have to “accept and worknfithe
premise that any outsourcing study must be incorm@ed selective” (p. 451). More important tharesthg
the “right” partner therefore will be to find a begay to work with the service provider that is shn. In this
discussion we would like to bring up another rec@ndation from de Boer et al (2006) where they clduat
“neither the system boundary of the activity undensideration nor the capabilities of potentialvieer
providers must be taken for granted”. Their maiguanent is that the underlying reason for considerin
outsourcing is that some particular logistics atiés have drawn the attention to a decision-makerther
through dissatisfaction with previous arrangementthrough new options made available. Howevas, iitot
obvious that what drew the attention to outsouraogsiderations should match what is later outsslirtt
might well be that careful analysis will identifynat another option would be more appropriate. These
alternatives can be generated “by varying the systeundaries of the activity (“zooming” in and aut the
activity as it were) and varying the capabilitidghe provider” (ibid. p. 451). This is the perfaélustration of
our argument above that it is the fit between thewvork configuration and the provider that is thizical
issue in the outsourcing decision. The analysihak this fit is to be achieved will require a htbtis
perspective as suggested in this paper and magwdisthat the scope of what is outsourced may beneed

or more limited than the characteristics of whatalty drew the attention to outsourcing.

When it comes to the implementation of the logssacrangement the conclusion by Maracso (2008)as t
particular emphasis has been placed on contraigsugs. We discussed above that too detailed atistng
may hinder a service provider to make the besbfi$is resources. Therefore a more collaborativer@ch
most likely would improve conditions in this respemteraction with the selected supplier wouldoals
increase the opportunities to attain the fit betws® vendor and the network configuration of th&sourcer.
Again, Sankaran et al (2002) provides an illusteattxample of behaviour that hinders the providemf
doing a good job, as conditions were expresseddylPL-firm: “We were not allowed to tour the eigt
facility. We couldn’t speak to upper managemenivarehouse managers.... The client did not want ter off
information that might influence our proposal ortteontract negotiations”. (p. 692)

Obviously, with these conditions it would be ditfit to identify the most appropriate fit in relatido the
network configuration of the outsourcing firm. Sessful attempts in this direction will require thetive
involvement in the relationship with the provid&he above discussions concerning the role of ticse
provider and the approach of the outsourcing finestlead to the same conclusion — both partiesavbel
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better off by closer interaction regarding the eomtof the outsourcing arrangement. In the sedislow we
discuss in which ways interaction would be benefifir the performance of logistics outsourcing.

7. Buyer-provider interaction —implications for practice

This paper is by no means the first to suggestthigatelationship between buyer and provider isartgnt for
the performance of the logistics arrangement. Hamneas quoted in the Introduction “very few studiese
attempted to look at both buyers and providers anaously” (Maloni and Carter, 2006:30). Most $tsd
approach the relationship from either a relatigngharketing perspective or a supply chain view. five it
necessary that a truly interactive approach isieppio the relationship between a buyer and itsicer
provider. This perspective will require the outsmnig arrangement to be perceived a continuous psoce
rather than a one-stand decision. According to Btarg2008) this is quite an unusual setting andrantbe
few studies taking this direction can be mentiohedger (1995), Marshall et al (2005), Halldorssord an
Skjoett-Larsen (2006). An interactive approach \pilbvide benefits in several phases of the outsogrc
process: in the decision concerning what to outsguin the regular provision of the service, andha
assessment of its performance.

7.1. Interaction concer ning the decision to outsource

Interaction with potential suppliers is a meangeaxfucing the problems in the phase when the decisio
outsource is taken. We concluded previously thaudfficient analysis of what outsourcing actuallypiias is

a major reason for the performance problems. Wgestgd a network analysis for improved understandin

its prerequisites and consequences. We later atldpe approach suggested by de Boer et al (2006)
concerning the generation of outsourcing optionsablgpting alternative boundaries of the activitst tts
subject to outsourcing in relation to the capapibf the supplier. Arriving at reliable conclusiois this
respect will require close interaction with the gligr in order to find out the nature of its restes and
abilities.

Another problem in the initiation phase concerresdifficulties related to cost estimations. The magle of
these problems is closely related to the levehtdraction between the two. For example, a managel PL
firm expressed substantial concerns over the @iuathen the potential buyer had provided them wihy
little information about its cost situation. On tbther hand they had required the provider “to Wjguour
fixed and variable costs for our warehousing arelftked and variable costs for our distributiondahen
they want us to commit ourselves to what percentagesductions in costs will take place” (Sankaran,
2002:392). It goes without saying that the oppaties for successful arrangements will be quiteitkoh
when such conditions are at hand. Maltz and Ell(a897) analyzed logistics outsourcing from a taiadt
orientated perspective and concluded that thiscagmbr is quite different in TPL-arrangements in carmgon
with traditional make-or-buy decisions. Adequatetaang of cost conditions will require also indlus of
the costs of handling the relationships betweeppshithird-party and third-party/end-user. On thésis they
extend a 10-step model for total cost of ownerstgpeloped for purchasing to a total cost of refeiop
model for logistics outsourcing. Utilizing this appch for cost estimation will require an interagti
orientation of the parties involved and - if thésaichieved - far better decisions can be expected.

A crucial issue in this phase of the outsourcingecpss is to determine the scope of the logistioscge This
decision will depend on the outcome of the analgdishe fit of the supplier capabilities into theyer's
network configuration and the costs associated with various alternatives. Sanders and Locke (2005)
criticize existing outsourcing frameworks and mader lack of differentiation and conclude thatidéty on

the extent of outsourcing is a most strategic is$he authors provide a framework distinguishingreen
four types of arrangements, ranging from ‘out-tagki(i.e. transfer of one or a few activities) tfulf
outsourcing’, where an entire function or processoiitsourced. Factors impacting on the scope of the
outsourcing decision are considered to be theegfi@tmportance of the task/function, the requidedree of
customization and the nature of the relationshith whe provider. Bolumole (2001) observed a retetiop
between the scope of outsourcing and the buyertsvendOrganizations that outsourced for operaticara
cost based reasons tended to apply a more limaeplesof their arrangements than those striving nore
value enhancement.

7.2. Interaction concerning the regular provision of services
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The responsibility of the provider will be greatke greater the scope of what is outsourced. Tlgerbmust
realize what a transfer of responsibility actuathplies for the relationship with the vendor simeension of
the scope of outsourcing increases both risks atehpal benefits. These conditions are at handoigistics

as well as for outsourcing in general. For exanplie IT industry Beulen et al (2005) observedhift srom
single application outsourcing towards undertakimg$nfrastructure management’. Similar conditionsre
identified by Linder (2004) who made a distinctibetween ‘conventional outsourcing’ of single adidg
and ‘transformational outsourcing’ covering largaocesses. Increases in the scope of the outsgurcin
arrangements will put greater emphasis on busirgationships and require that clients and vendoes
prepared to get into strategic long-term relatigpsiGupta, 2007). Bolumole (2001) found that ingderm
relationships the scope of outsourcing over times watended from basic services to more value-adding
responsibilities.

Long-term interactive relationships are necessarytlie handling of service operations characteriagd
increasing complexity since these require closepemaion and continuous knowledge sharing (Lei, 7200
The author especially points out the importancteofinology transfer and providing suppliers withess to
knowledge and skills in order to enhance perforrearBuccessful effects of these efforts concerning
outsourcing in general are exemplified by a stuflySozuki's program for development of their Indian
supplier network. Through systematic transfer alisiSuzuki managed to significantly change theurst
content and extent of local suppliers’ capabilifi@kada, 2004). Similar effects were observed caricg the
need for knowledge exchange between the globaleffadment of a multinational bank and its suppliers
(Chua and Pan, 2008). Ignoring the need for exahafdnowledge and transfer of skills may causeesev
problems and it has been shown that many compéaaies been “stumbling because they underestimaged th
knowledge transfer issues” (Overby, 2007:2). Buybts have to engage in the operations of theiplgrmpg

in order to secure the performance of outsourcimgngements whether the services involves logisiics
other activities. Therefore, ‘teaching’ suppliessain important issue in interactive relationshipachin and
Mabert, 2004; Gadde and Hakansson, 2007). Theshibgaactivities include both what is required bg t
individual supplier/provider and what is neededrfrine network around.

It is important, however, that teaching does natobge overly ambitious. One reason is that the piaien
gains from teaching have to be balanced in reldtidts costs. What is even more important is thatmuch
direction from the client might hinder the providermake the best use of its resource set-up geeweously
argued in the discussion of the control ambitiohthe buyer. In this respect we agree with the st of
Quinn (1999) that the provider has been choseitfaompetence and typically has more knowledgdhdep
than the buying firm. On this basis Quinn concluthed the main mission for the buyer should behi@ the
outlook towhat result is desired rather than trying to deternfioe this result is to be achieved. If the buyer
specifies how to do the job in too much detailiit not only ruin the opportunities for economiefssgale but
also “it will kill innovation and vitiate the suppl’s real advantage” (Quinn, 1999:19). These motd will
not be at hand in truly interactive relationshigsene buyer and supplier together develop the dpatidn of
what is exchanged. This approach would make itiples$or the two parties to consider “their joirdt sof
resources, evaluate different solutions and thewartrade-offs among them” (Araujo et al, 1999)504

7.3. Interaction concerning the assessment of the solution and the relationship

As shown previously in the paper all outcomes gidtics outsourcing are not successful, witnessethé
examples of back-sourcing, home-sourcing, and m&ogt We have argued that the industrial network
perspective, and particularly the interactive applolaunched in this paper, would improve condgiamen

it comes to the problems related to insufficienalgsis and unrealistic expectations identified revous
studies. Moreover, a network analysis and an inteeapproach would reduce problems related to Huoe
implementation of the logistics solution and thedtioning of regular service operations.

There is one more thing to consider, however: Wtm@istitutes an adequate logistics service and an
appropriate relationship will change over time. Temands of the buyer may be modified and so Wl t
capabilities and resources of the provider. Charigetechnology may make new logistics opportunities
available. Changes in the activity pattern inithatey other actors may impact on either the buyether
provider or both. Therefore, the logistics serviaasd the customer-provider relationship should be
continuously evaluated. In most cases these peafocen measurements put the emphasis on the logistics
services and the impact of the provider (see famgde Wilding and Juriado, 2004). As should berclean
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the discussion above it is as important that timestics also take the role of the buyer and thaufea of the
business relationship into consideration.

The outcome of this evaluation may sometimes bedha of the two parties (or both) will be dissktid
with the current arrangement. The buyer may conside logistics solution as either too costly ot no
functioning as expected. The provider may feel thatcosts of serving this buyer do not pay offerms of
monetary revenues or other benefits. If the assassnare made unilaterally buyer or provider nolyrale
inclined to switch to another business partners Theans that the investments on both sides ofyihe ia the
logistics solution and in the business relationstilpbe worthless. However, if the assessmenttisractive it
might be possible to rescue the business deal fanihtvestments in the relationship. This can beedoyn
modifying the logistics solution, for example, blganging its scope so it fits both parties in tewwhghe
benefits and the costs it represents for the taessi

It might also be the case that the involvementrelationship needs to be adjusted to new camgditiOur
literature review clearly illustrated the signifitdmpact on outsourcing outcome due to the naifilrisiness
relationships. A huge bulk of publications dealhwitrocesses for building relationships with provédef
outsourcing services (e.g. Tompkins et al, 200@) fan example Kedia and Lahira (2007) conclude that
value enhancement arrangements the cumulativeierpersharing and learning are vital and that thase
actions require strategic partnerships. It has &leen shown that there is a clear trend towards the
development of longer term partnerships (JaafarRaftt, 2005). We agree that the performance lef/@n
outsourcing arrangement can always be improvedugfirancreasing relationship involvement in terms of
process integration and resource combining. Unfiatiely, these benefits of increasing involvemer ar
accompanied by increasing sacrifices since relghigninvolvement is resource demanding. Thereftire,
benefits owing to activity linking, resource comibigp and interaction between people sometimes am@ mo
than offset by raising costs. This means that imesaituations the outcome of interactive relatigmsh
assessment may well be a decision to reduce tlodvitment in the relationship. For both the provided the
buyer it is important that their portfolios of retmships are characterised by variety: in somesashigh-
involvement relationship makes sense, while in offieations low-involvement may be preferable Some
reason. For example, Kedia and Lahira (2007:13tlcoie that “all forms of cooperative behaviour bexdw
clients and providers [should not be] the samelims of value proposition and degree of involverhent

A crucial issue in any assessment, whether it gosdie logistics solution or the relationshipthis timing of
the evaluation. We have argued that a relationshipt be seen as an investment. Therefore, it shiages
conditions of other investments that costs appeameror less instantaneously while revenues develep
time. Revenues appear because of potential bemefétted to process integration and resource canwin
discovered through interaction. Previous netwoukligts clearly shows that reaping these benefistéikne.
Therefore, recent decisions to back-source andnialige logistics activities may not have been yfull
appropriate. If these solutions and relationshipd been given more time and more resources it nhight
possible that they over time could have turned sntccessful arrangements.

8. Implications for the overall business landscape

We argued in the Introduction that the attentiordgistics outsourcing is part of a general develept
towards outsourcing in the business landscapehitfinal section we discuss some implications lo$ t
transformation. The evolvement of third-party Idigis service providers is but one illustration otiet
increasing specialization in the business landsc@geer examples are identified as ‘contract martufing
providers’, ‘final assemblers’, ‘electronic interdiaries’, ‘design houses’, ‘information brokers’,
‘warehousing specialists’, ‘electronic hubs’, ‘cybeediaries’, ‘B2B-portals’ etc. A specialized compa
evolves because it is capable of conducting thetifiom in which it is specialized in a more efficiemay than
a firm that combines this activity with many ottienctions. Once the process of specialization kesesl it
gets momentum since one type of specializationdsre¢her types, which was defined by Alderson ()} 254
‘the proliferation of opportunities’. The most obus illustration is probably in the distributionesptions of
companies which have undergone considerable chahgieg recent decades. Traditionally most distitou
operations were organised and conducted eithehdynanufacturer of the particular item or delegatedn
industrial distributor. These intermediaries mal$ero were multifunctional and involved in more es$ all
activities necessary to connect the ‘technologyisd’ with the ‘technology of production’ (concefitem
Alderson, 1954). For example, in the middle of 1#980s the typical industrial distributor was poyed as a
full-service intermediary that “contacts customarsl makes the product available by providing nesgss
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supporting services such as delivery, credit, teethdvice, repair service, assembly and prombiidierbig
and O'Hara, 1994:199).

This type of ‘all-inclusive’ actor has thus beeraldnged by the ‘functional specialists’ identifiadove that
focus on some specific activities in the flows oformation or the flows of materials. The ‘traditad’
industrial distributor is challenged since it iffidult to be as efficient in the undertaking okthctivities as a
specialized company can be. The problems assocmitid the multi-functional corporation become
accentuated when new conditions are made availdble,example, through technical development.
Developments in information technology and logsticovide opportunities for conducting activiti@esriew
ways. The realization of these opportunities vatjuire investments in sophisticated facilities agdipments

in order to improve the performance of the acedtiThe first problem for the multi-functional firs that
investing in a broad range of new technology iglgo$he second problem relates to the principlenof-
proportional change (Boulding, 1962). This prineifinplies that it is unlikely that the various distition
facilities are designed to reach their optimum galat the same scale of operations. This meansxé&mnple,
that a multi-functional company with full capacitytilization in its warehousing operations may have
overcapacity in its equipment for internal logistiactivities and insufficient capacity for trangpation. For
companies specializing in one of these operatibnsllibe possible to run each facility and equiprat its
optimum level with all the cost effects this willqwide.

So far we have dealt with single activities andctions and showed how outsourcing can be beneficial
their undertaking. It will always be possible tokmaan individual activity more efficient by incréag the
extent of specialisation. But the industrial dlattor discussed above was involved not only in the
undertaking of each of the single activities. Thil-“service’ distributor also integrated theseivties so they
together constituted a meaningful bundle of adésit And this is the second aspect of importancetfe
efficiency and effectiveness of any activity pattefhe total performance of an activity patternthss
dependent on the combination of efficiency in snattivities and the integration of these actisgiti@ recent
years the latter aspect seems to have been someedjlacted in comparison with the benefits of tingt.f
There is a clear tendency in today’s business Epsthat the main focus is on “slicing the adgegiof firms
more finely [which results] in finding optimum labens for each closely defined activity” (Bucklenda
Ghauri, 2004:81). In the end, however, the outcoofidbese single activities have to be integratedrder to
jointly create something useful: a PC, a refrigaradn information system, a bundle of logistics/ees etc.
Therefore, increasing specialization at one poimtan industrial system must be balanced by greater
integration at some other point (Piore, 1992; Bitet al, 2007). The relationship between these two
dimensions is simple: the greater the specialimatiothe greater the need for integration. An obwiou
consequence is that “both the pattern of spectadizaand the relationship between specialists ltmasive
influence on the performance of an economic systéroasby, 1999:90). The gains from specialization a
thus accompanied by ever escalating demands fegriaive efforts that increasingly have to cross th
boundaries of firms.

It should come as no surprise, therefore, thatdfiwith a specialty in integration have evolved émdile the
required coordination of activities undertaken Ipedalized firms. In general terms these interntetja
actors have been described as ‘system builderssysiem integrators’. In the same way some loggsti
service providers function as ‘logistics integratoFor example, UPS Worldwide has been identifisdan
‘intermediate logistics layer’ with the role of “ealinating logistics service operations and prowdthe
client with a single point of contact” (van Hoekda@hong, 2001:464). Moreover, it has been obsetivad
TPL-firms can act as logistics coordinators foewts “as the synchronization of dispersed sup@puees
become a critical requirement” (Bolumole, 2003:%pally, the role of ‘fourth-party’ logistics praers as
logistics integrators is acknowledged in many wgs. One of these is Munkophadhya and Setaput6)20
where the role of these firms is analysed withréiqaar focus on reverse logistics.

These examples illustrate the need for integratbractivities that have become increasingly dispers
through logistics outsourcing. These integrativiioas represent substantial costs for those inebl¥¢ some
point and in some cases, the escalating costsofmdimation may outweigh the benefits provided tigto
outsourcing and specialization. These conditiony than pave the way for insourcing and coordination
within firms which illuminates the ever ongoing @ynics in the business landscape.

9. Concluding summary
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Previous research suggested the industrial netvegmiroach as an adequate conceptualisation for a
complementary perspective on logistics outsour@ng third-party logistics. The analysis of outsingc
from a network view clearly illustrates that outsoing of logistics is not only about moving an &itti from
one firm to another. Owing to network interdeperuwies other activities and the links between thetiebe
affected. Moreover, logistics outsourcing will ingb@n prevalent resource constellations and acedrswin
fact, a complementary perspective on third-pargistiics that has been suggested would be to caniside
insourcing of supplier resources (Gadde et al, PODBthis paper we have concluded that by usirg th
industrial network framework the understanding dfatvlogistics outsourcing actually implies would be
improved. This increasing understanding should hdlyereduce the problems related to outsourcintyifas
identified in the literature review. A network ppegtive would contribute to more appropriate analgéthe
potential consequences of outsourcing and a maegquadie estimation of the costs and benefits assdcia
with outsourcing.

Previous studies have focused on either the ouwtsmufirm or the provider of the service. In thestedies it

is often claimed that the relationship betweentti have decisive impact on the outcome of theauurting
arrangement. Despite these arguments surprisingly $tudies have investigated the features and
consequences of buyer-provider relationships aadnteraction between the parties. Our explorasioowed
that an interactive approach between buyer andgeois beneficial for both parties. The extendedpg of
outsourcing and the subsequent various roles fo byl logistics service providers make these opers
increasingly resource demanding. Through closeraation it will be possible for provider and buyer
jointly develop a solution that is appropriate ke tcustomer in terms of both benefits and costsome
situations the buyer will be better off by stickitgya standardized solution where resources amedlhveth
others, than requiring a customized solution.

Our analysis showed that an interactive approathdsn buyer and provider would lead to benefitsawveral
respects. Firstly, in the decision phase, intevactivould favour a more complete understanding ef th
potential consequences of logistics outsourcingtheamore, interaction would be of help in deteriminthe
scope of the outsourcing arrangement through & gmialysis of the requirements of the buyer, thEabdities
of the provider, and the costs and benefits astmatiaith different types of arrangements. Seconidiythe
regular provision of the services, interaction éguired in order to secure the quality of the s®Ewi
Particularly when the scope of outsourcing is edéeh buyer and provider have to be in close cortadhe
arrangement to function in the way it has beenmsdn In these respects interaction involving jééatrning
and teaching have shown to be more appropriate anérhs than the control ambitions of the buyerrdij
the conditions for outsourcing arrangements andticglships change over time. Therefore, the featofe
these must be assessed and modified in accordaticeviaat new situations may imply. Without evaloati
of the relationship features problems may appeheewith too much involvement or too little.

Finally, we related logistics outsourcing to otlieigoing dynamics in the business landscape. Ouwtismur
leads to specialization which provides certain atkges with respect to activity patterns and resour
constellations. For a single activity specializatisill always lead to increasing performance. Hogrethe
outcomes of these specialized activities need tontegrated in order to form a totality in terms &br
example, a car, a logistics service, an informaggstem etc. The more specialized an activity patte
becomes — the more efforts are needed for integraffhere is thus a point at which the benefits of
outsourcing and specialization are more than ogfwezl by the increasing need for integration. Theiaf
issue for any outsourcing company is to identify lilcation of this point.

References

Abecassis, C., Caby, L. and Jaeger, C. (2000) @TGoordination Modes: The Case of the Garment lingus
in France and USlournal of Marketing Management 16: 425-447.

Ackerman, K. (1996) Pitfalls in logistics partnapsh International Journal of Physical Distribution and
Logistics Management, 26, 3, 35-3.

Alderson, W. (1954) Factors Governing the Developmef Marketing Channels. In Clewett, R. (ed.)
Marketing Channels for Manufactured Products. Richard D. Irwin, Homewood, Il

Anderson, E., Day, G. and Rangan, K. (1997) Stiat€bannel Desigrd oan Management Review, Summer,
37, 4, 59-69.

16



Abstract preview

Araujo, L., Dubois, A. and Gadde, L-E (1999) Mamapilnterfaces with Suppliersndustrial Marketing
Management, 28, 497-506.

Ashenbaum, B., Maltz, A. and Rabinovich, E. (208&)dies of Trends in Third-Party Logistics Usageéhatv
Can We Conclude®ransportation Journal, 44, 3, 39-50.

Bagchi, P. and Virum, H. (1998) Logistics Alliance$rends and prospects in integrated Eurdpernal of
Business Logistics, 19, 1, 191-213.

Barthelemy, J. (2001) The hidden costs of IT outsiog. MIT Soan Management Review, 42, 3, 60-69.

Bask, A. (2001) Relationships among TPL providerd emembers of supply chains — a strategic persecti
Journal of Business & Industrial Marketing, 16, 6, 470-486.

Berggren C. and Bengtsson, L. (2004) Rethinkingsauicing in manufacturingeuropean Management
Journal, 22, 2, 211-223.

Berglund, M., van Laarhoven, P., Sharman, G. andd®k S. (1999) Third-party Logistics: Is thereutufe?
International Journal of Logistics Management, 10, 1, 59-70.

Berman, B. (2002) Should your firm adopt a massarnization strategyBusiness Horizons July-August:
51-60.

Beulen, E., van Fenema, P. and Currie, W. (200®mFApplication Outsourcing to Infrastructure
Managementzuropean Management Journal, 23, 2, 133-144.

Bhatnagar, R. and Viswanathan, S. (2000) Reengimeaylobal supply chains — alliances between
manufacturing firms and global logistics serviceviders.International Journal of Physical Distribution
and Logistics Management, 30, 1, 13-34.

Bhatt, G. (2001) Business process improvementsugfirelectronic data interchange systems: an empiric
study.Supply Chain Management: An International Journal 6, 2, 60-73.

Bienstock, C. (2002) Understanding buyer infornmatecquisition for the purchase of logistics sersice
International Journal of Physical Distribution & Logistics Management, 29, 9, 569-587.

Bitran, G., Gurumurthi, S. and Sam, S. (2007) TheedNfor Third-Party Coordination in Supply Chain
GovernanceMIT Soan Management Review, 48, 3, 30-37.

Bolumole, Y. (2001) The Supply Chain Role of Thirdsty Logistics Providerdnternational Journal of
Logistics Management, 12, 2, 87-102.

Bolumole, Y. (2003) Evaluating the Supply Chain &of Logistics Service Providergiternational Journal
of Logistics Management, 14, 2, 93-107.

Boulding, K. (1962)Conflict and Defense. Harper Brothers, New York.

Bowersox, D. (1990) The strategic benefits of logssalliancesHarvard Business Review, 68, 36-45.

Boyson, S., Corsi, T., Dresner, M. and RabinoviEh, (1999) Managing effective third party logistics
relationships: What does it takdGurnal of Business Logistics, 20, 1, 73-100.

Bryce, D. and Useem, M. (1998) The impact of caapmroutsourcing on company valueuropean
Management Journal, 16, 635-643.

Buckley, P. and Ghauri, P. (2003) Globalisationprexnic geography and the strategy of multinational
enterprisesJournal of International Business Sudies, 35, 81-98.

Carbone, V. and Stone, M. (2005) Growth and reataticstrategies used by the European logistics @ervi
providers: Rationale and outcomeR.ansportation Research Part E: Logistics and Transportation
Review 41, 6, 495-510.

Chapman, R. and Soosay, C. (2003) Innovation agistlos services and the new business model. A
conceptual frameworknternational Journal of Physical Distribution and Logistics Management, 33, 7,
630-650.

Christensen, W., Germain, R. and Birou, L. (200%)ldBto-order and just-in-time as predictors of kgxb
supply chain knowledge and market performadoarnal of Operations Management 23, 5, 470-481.

Christopher, M. and Towill, D. (2001) An Integratddodel for the Design of Agile Supply Chains.
International Journal of Physical Distribution & Logistics Management, 31, 4, 235-246.

Christopher, M., (1998) ogistics and Supply Chain Management - Srategies for Reducing Cost and
Improving Service, Financial Times Professional Ltd., London.

Chua, A. and Pan, S. (2008) Knowledge transferaagdnizational learning in IS offshore sourcing.
Omega, 36, 2, 267-281.

Cook, K. and Emerson, R. (1978) Power, equity aodinitment in exchange network&merican
Sociological Review, 43, 5, 721-739.

de Boer, L., Gaytan, J. and Arroyo, P. (2006) As§iatng model of outsourcindupply Chain Management:

An International Journal, 11, 5, 444-455.

17



Abstract preview

Denault, J. (2006) Offshoring to China: What shogddr model beBiopharm International, December, 48-
52.

Dubois, A., Hulthén, K., Pedersen, A-C. (2004) Sumhains and interdependence: a theoretical aisalys
Journal of Purchasing and Supply Management, 10, 1, 3-9.

Ellram, L. and Billington, C. (2001) Purchasing keage Considerations in the Outsourcing Decision,
European Journal of Purchasing & Supply Management, 7, 15-27.

Feitzinger, E. and Lee, H. (1997) Mass Custominaabd Hewlett Packard: The Power of Postponement.
Harvard Business Review, January-February, 116-121.

Forrest, W. (2005) Analyzing the pros and cons atfsourcing to ChinaPurchasing Magazine, Issue 2,
February 3, www.purchasing.com.

Foster, T. (1999) Lessons learnkdgistics Management & Distribution Report, 38, 4, 67-72.

Frazier, G. & Antia, K. (1995) Exchange Relatiopshiand Interfirm Power in Channels of Distribution.
Journal of the Academy of Marketing Science, 23, 4, 321-326.

Freeman, C. (1991) Network of Innovators: A synise$issuesResearch Policy, 20, 499-514.

Gadde, L-E and Hakansson, H. (208pply Network Srategy. Wiley, Chichester.

Gadde, L-E and Hakansson, H. (2007) Teaching irplgrpNetworks. In Gibbert, M. and Durand T. (eds.)
Strategic Networks. Oxford, Blackwell Publishing.

Gadde, L-E, Jahre, M., Persson, G. and Virum, 18022 Third Party Logistics and Logistics Alliances
Outsourcing of Activities or Insourcing of ResowscProceedings of the L8P Conference, Dijon.

Garcia-Dastugue, S. and Lambert, D. (2003) Inteenabled Coordination in the Supply Chaindustrial
Marketing Management, 32, 251-263.

Gulisano, V. (1997) Third-party failures: why keiepecret?Transportation & Distribution, 38, 9, 77.

Gunasekaran, A. and Ngai, E. (2005) Build-to-ordapply chain management: a literature review and
framework for developmendournal of Operations Management, 23, 5, 423-451.

Gupta, A. (2007) Offshoring: The transition frompoaomic drivers toward strategic global partner<iol
24-hour knowledge factoryournal of Electronic Commercein Organizations, 5, 2, 1-23.

Hakansson, H. and Persson, G. (2004): Supply chamagement — the logic of supply chains and netsvork
International Journal of Logistics Management, 15, 1, 1-11.

Hakansson, H. and Snehota, |. (19B8yel oping Relationships in Business Networks. London, Routledge.

Hakansson, H. and Waluszewski, A. (2002anaging Technological Development. IKEA, the environment
and technology, London, Routledge.

Halldorson, A. and Skjoett-Larsen, T. (2006) Dynesndf relationship governance in TPL-arrangemerds —
dyadic perspectiventernational Journal of Physical Distribution and Logistics Management, 36, 7, 490-
506.

Halldorsson, A. and Skjoett-Larsen, T. (2004) Depeig logistics competencies through third partidtcs
relationshipsJournal of Operations and Production Management, 24, 2, 192-206.

Hawkins, D. (2006) Outsourcing debate contin@epply Management, November 2, 16.

Henke, J. (2000) Strategic selling in the age oflutes and systeméndustrial Marketing Management 29,
271-284.

Herbig, P. & O'Hara, S. (1994) Industrial Distribus in the Twenty-First Centuryndustrial Marketing
Management, 23, 199-203.

Hertz, S. and Alfredsson, M. (2003) Strategic depmient of third-party logistics providergndustrial
Marketing Management, 32, 2, 139-149.

Hirschheim, R. and Lacity, M. (2000) The myths arghlities of information technology insourcing.
Communications of the Association for Computing Machinery, 43, 2, 99-107.

Holweg, M. and Pil, K. (2001) Successful Build-toe@r Strategies Start with the Customigl.T Soan
Management Review, 43, 1, 74-83.

Houman-Andersen, P. and Rind-Christensen, P. (2B@iflges over troubled water: suppliers as conwmecti
nodes in global supply networkiurnal of Business Research, 58, 9, 1261-1273.

Hulthén, K. and Gadde, L-E (2007) Understanding ‘thew” distribution reality through “old”
concepts — a renaissance for transvection andhgasiar keting Theory, 7, 184-207.

Jaafar, H. and Rafig, M. (2005) Logistics outsaugcpractices in the UK: a survewternational Journal of
Logistics: Research and Applications, 8, 4, 299-312.

Jahre, M., Gadde, L-E, Hakansson, H., Harrisorardl. Persson, G. (200BEsourcing in Business Logistics.
Liber and Copenhagen Business School Press, Lund.

Jharkharia, S. and Shankar, R. (2007) Selectidéogistics service provide©Omega, 35, 274-289.

18



Abstract preview

Juttner, U., Christopher, M. and Baker, S. (200émand Management — integrating marketing and supply
chain managemernindustrial Marketing Management, 36, 3, 377-392.

Kakabadse, A. and Kakabagdsk (2005) Outsourcing: Current and Future Treftisnderbird I nter national
Business Review. March-April, 183-204.

Kaneko, J. and Nojiri, W. (2008) The logistics ot-in-time between parts suppliers and car asssbi
JapanJournal of Transport Geography, Article in press.

Kannan.V. and Tan, K. (2005) Just in time, totablgy management, and supply chain management;
understanding their linkages and impact on busipegsrmanceQmega, 33, 2, 153-162.

Kaynak, H. (2002) The Relationship Between Judirre Purchasing Techniques and Firm Performance.
Engineering Management 49 (3): 205-217.

Kedia, B. and Lahiri, S. (2007) International owfsmng of services: A partnership mod&burnal of
International Management, article in press.

Kim, C., Yang, K. and Kim, J. (2008) A strategy tbird-party logistics systems: A case analysingishe
blue ocean strateg@mega, 36, 522-534.

King, W. (2005) Outsourcing and Offshoring: The Né® Paradigm?Journal of Global Information
Technology Management, 8, 2, 1-4.

Knemeyer, M. and Murphy, P. (2004) Evaluating tleeférmance of Third-Party Logistics Arrangements: A
relationship marketing perspectivithe Journal of Supply Chain Management, 40, 1, 35-51.

Knemeyer, M. and Murphy, P. (2005) Exploring thedptial Impact of Relationship Characteristics and
Customer Attributes on the Outcomes of Third-pdrbgistics Arrangementslransportation Journal,
44, 1, 5-19.

Kotha, S. (1996) From Mass Production to Mass CQuigiation: The Case of the National Industrial Bieyc
Company of Japaiizuropean Management Journal 14, 5, 442-450.

Lacity, M. and Willcocks, L. (2001%Global information technology outsourcing: In search of business
advantage. West Sussex, Wiley.

Lambert, D., Emmelhainz, M. and Gardner, J. (199)ding Successful Logistics Partnhershigsurnal of
Business Logistics, 20, 1, 165-181.

Lampel, J. and Mintzberg, H. (1996) Customizing tGoszation.Soan Management Review, 38, 1, 21-30.

Lei, D. (2007)Outsourcing and ChinaRising Economid®ower. Orbis, 51, 1, 21-39.

Lever, S. (1997) An Analysis of Managerial Motivats Behind Outsourcing Practices in Human Resources
Human Resource Planning, 20, 2, 37-47.

Lewin, A. and Peeters, C. (2006) Offshoring WorkusBiess Hype or the Onset of Fundamental
TransformationLong Range Planning, 39, 3, 221-239.

Lieb, R. (1992) The use of third-party logisticsvéees by large American manufacturelsurnal of Business
Logistics, 13, 2, 29-42.

Lieb, R. and Bentz, B. (2005a) The Use of ThirdtRagistics Services by Large American Manufactsirer
The 2004 Surveylransportation Journal, 44, 2, 5-15.

Lieb, R. and Bentz, B. (2005b) The North Americhind party logistics industry in 2004: The provideEO-
perspectivelnternational Journal of Physical Distribution and Logistics Management, 35, 8, 595-611.

Lieb, R. and Randall, H. (1996) A comparison of tise of third-party logistics services by large Aiven
manufacturers, 1991, 1994 and 198&irnal of Business Logistics, 17, 1, 305-320.

Linder, J. (2004) Transformational outsourci8gpply Chain Management Review, 8, 4, 54-61.

Loashy, B. J. (199%nowledge, Ingtitutions and Evolution in Economics. London, Routledge.

Maloni, M. and Carter, C. (2006) Opportunities fBesearch in Third-Party Logistic3ransportation
Journal, 45, 2, 23-38.

Maltz, A. and Ellram, L. (1997) Total cost of raetatship: an analytical framework for the logistics
outsourcing decisionlournal of Business Logistics, 18, 1, 45-66.

Marasco, A. (2008) Third-party logistics: A liteua¢ review.International Journal of Production Economics,
article in press.

Marshall, D., Lamming, R., Fynes, B. and de Bui®a(2005) The development of an outsourcing process
model.International Journal of Logistics: Research and Applications, 8, 4, 347-359.

Masi, C. (2006) Pros and cons of global outsourdiugtrol Engineering, 53, 12, 14-15.

Meade, L. and Sarkis, J. (2002) A conceptual méateselecting and evaluating third-party reversgidtics
providers.Supply Chain Management: An International Journal, 7, 5, 283-295.

Mukophadhyay, S. and Setaputra, R. (2006) The RbléPL as the reverse logistics integrator: optimal
pricing and return policiegnternational Journal of Physical Distribution & Logistics Management, 36,
9, 716-729.

19



Abstract preview

Murphy, P. and Poist, F. (2000) Third-party logistiSome user versus provider perspectivestnal of
Business Logistics, 21, 1, 121-133.

Narus, J. and Anderson, J. (1996) Rethinking bation - Adaptive Channel$larvard Business Review,
July-August, 112-120.

Okada, A. (2004) Skills Development and Inter-filoearning Linkages Under GlobalizatioWVorld
Development, 32, 7, 1265-1285.

Overby, S. (2007) Secrets of offshoring succ€s, 20, 8, 1-6.

Pagh, J. and Cooper, M. (1998) Supply Chain Postpent and Speculation Strategies: How to Choose the
Right StrategyJournal of Business Logigtics, 19, 2, 13-33.

Partanen, J. and Haapasalo, H. (2004) Fast product order fulfillment: Implementing mass custaation
in electronics industryinternational Journal of Production Economics, 90, 213-222.

Persson, G. and Virum, H. (2001) Growth Stratedims Logistics Service Providers: A Case Study.
International Journal of Logistics Management, 12, 1, 53-64.

Pfohl, H-C and Buse, H. (2000) Inter-organizatiot@gistics systems in flexible production networks.
International Journal of Physical Distribution and Logistics Management, 30, 5, 388-408.

Piore, M. (1992) Fragments of a cognitive theorytathnological change and organizational structlre,
Nohria, N. and Eccles, R. (ed8lgtworks and organizations. Sructure, form and action, Boston, Harvard
Business School Press.

Piplani, R., Pokharel, S. and Tan, A. (2004) Partypes on the Use of Information Technology at @Hrarty
Logistics Service Providers in Singapofsia Pacific Journal of Marketing and Logistics, 16, 1, 27-41.

Quinn, J. (1999) Strategic Outsourcing: Leveraddmgpwledge CapabilitiesSoan Management Review, 40,

4, 9-21.

Quinn, J. (2000) Outsourcing Innovation: The NevgiBa of Growth.doan Management Review, 41, 4, 13-
29.

Quinn, J. and Hilmer, F. (1994) Strategic OutsmgcH oan Management Review, 35, 4, 43-55.

Razzaque, M. and Sheng, C. (1998) Outsourcing gistios functions: a literature survelnternational
Journal of Physical Distribution and Logistics Management, 28, 2, 89-107.

Sachin, M. and Mabert, V. (2007) Supplier developtmbmproving supplier performance through knowledg
transfer.Journal of Operations Management, 25, 1, 42-64.

Sanders, N. and Locke, A. (2005) Making sense tfauurcing,Supply Chain Management Review, 9, 2, 38-
44,

Sankaran, J., Mun, D. and Charman, Z. (2002) Effedogistics outsourcing in New Zealand. An induet
empirical investigationlnternational Journal of Physical Distribution and Logistics Management, 32, 8,
682-702.

Selviaridis, K. and Spring, M. (2007) Third partggistics: a literature review and research agenda.
International Journal of Logistics Management, 18, 1, 125-150.

Smyrlis, S. (2006) Can your supply chain handlerifies of sourcing from China2anadian Transportation
Logistics, September, 6.

Su, J., Chang, Y. and Ferguson, M. (2005) Evalnatib postponement structures to accommodate mass
customizationJournal of Operations Management 23, 3-4, 315-318.

Svensson, G. (2001) The Impact of Outsourcing dmound Logistics Flowslnternational Journal of
Logistics Management, 12, 1, 21-35.

Tate, K. (1996) The elements of a successful lmgispartnership.International Journal of Physical
Distribution and Logistics Management, 26, 3, 7-13.

Tompkins, J., Simonson, S., Tompkins, B. and UpchuB. (2006) Creating an outsourcing relationship,
Supply Chain Management Review, 10, 2, 52-58.

van Hoek, R. (2001) The rediscovery of postponemeatliterature review and directions for research.
Journal of Operations Management 19, 2, 161-184.

van Hoek, R. and Chong, I. (2001) Epilogue: UPSistizs — practical approaches to the e-supply chain
International Journal of Physical Distribution and Logistics Management, 31, 6, 463-468.

Venables, M. (2005) Home, sweet hortteE Manufacturing Engineer, October-November, 6-7.

Weitz, B. and Jaap, S. (1995) Relationship Marketind Distribution Channeldournal of the Academy of
Marketing Science, 23, 4, 305-20.

White, R. and Pearson, J. (2001) JIT, System Iategr and Customer Servickternational Journal of
Physical Digtribution and Logistics Management, Vol. 31, No. 5, pp. 313-333.

Whitten, D. and Leidner, D. (2006) Bringing IT badkn analysis of the decision to backsource or dwit
vendorsDecision Sciences, 37, 4, 605-621.

20



Abstract preview

Wilding, R. and Juriado, R. (2004) Customer perioggton logistics outsourcing in the European coresu
goods industrylnternational Journal of Physical Distribution and Logistics Management, 34, 8, 628-64.

Wilson, H. and Daniel, E. (2007) The Multi Chan@Hallenge: A dynamic capability approat¢hdustrial
Mar keting Management, 36, 1, 10-20.

Wynstra, F. (1998) Purchasing involvement in pradlevelopment. Doctoral dissertation, Eindhoventfgen
for Innovation Studies, Eindhoven University.

Yeung, J., Selen, W., Sum, C. and Huo, B. (2006kibg financial performance to strategic orientatand
operational priorities: An empirical study of thiparty logistics providerslnternational Journal of
Physical Digtribution and Logistics Management, 36, 3, 210-230.

21



