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Abstract 

The present work aimed to evaluate the inefficiencies that the supply chain of producers of organic 

bananas in Peru experience. To study those inefficiencies, three similar cases were analyzed: The first 

case was about a Portuguese buyer company called PositiveGravity, and its experience with their first 

supplier called Cepibo, an association of organic banana growers. The second case was about the same 

buyer company PositiveGravity, and their experience with the second supplier BOS, also an association 

of organic banana growers. The third case was selected because it is a good example of long-term 

partnership in the industry. It is about the internationally known Dole and its supply chain of organic 

bananas in Peru. The research was focused on identifying the inefficiencies experienced by the companies 

and analyzing them with theories such as Relational Rents, the Business Network View, Clustering, 

Resource Dependency Theory, the Sustainable Supply Chain Framework, and the Triple Bottom Line. 

Each case was studied independently, to reach a generalization through the cross-case conclusion. The 

result of this multiple-case study was that in the three cases, there was a problem of administrative nature. 

The main problems experienced by the two buyer companies and their supply chains were related to the 

lack of organization and management of the documents needed for the export process. Also, management 

tools to have an appropriate system to estimate production, and make the decision making process of the 

associations faster.  

The result of this study provides important considerations for both, the companies that want to invest and 

buy agricultural products in Peru, and the associations of organic banana growers of Peru. The present 

research came to the conclusion that, to be able to overcome this and other obstacles both firms must make 

investment in transaction or relation specific assets and interfirm knowledge routines.  
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Introduction 

Bananas are fruit that are purchased everyday by households, because they are characterized by its high 

nutritional values. Bananas are a source of energy, vitamins B6 and C, potassium, phosphorus and calcium. 

Peru is one of several countries in Latin America that produce bananas in different regions. However, due to 

the warm and arid climate that the north of Peru presents, it is possible to produce organically (Cardenas Diaz, 

2009).  

From 1990 to 2010, the production of organic bananas of Peru grew by 150%. During these years the economy 

in Peru experienced a positive growth that was explained by an increase in exports (International Trade Union 

Confederation, 2011). By the year 2015, Peru is exporting to important international markets such as the United 

States of America, Germany, and Holland. The Ministry of Agriculture of Peru reports that there is a steady 

increase in exports, increasing volume of exports by 94%, from 82 thousand tons in 2009 to 160 thousand tons 

in 2014. This was reflected in the FOB value that also increase by 133% from US$ 51 million to US$ 119 

million dollars (Minagri, 2015).   

Even though the export figures show an improvement in the banana industry of Peru, the industry is still to 

work together with the producers in improving several disadvantages that can prevent them from working with 

foreign companies. The banana growers are still lacks organization and sometimes do not have any 

organization at all, which can be reflected in common problems found in the industry such as: the low or none 

knowledge of best farming practices, harvest, post-harvest and commercialization of the bananas (Cardenas 

Diaz, 2009). 

This study intends to contribute to the banana industry of Peru, by aiming to identify disadvantages in the 

supply chain of three different cases of associations of banana growers and their relationship with their buyers. 

These cases were carefully selected due to their comparability. The first case is about the Portuguese company 

PositiveGravity and the banana growers association CEPIBO, which had a difficult beginning in their 

commercial agreement and presented administrative disadvantages that interrupted their agreement with 

PositiveGravity. The second case is about the same buyer company PositiveGravity and their experience with 
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a different association of banana growers BOS, which also presented administrative disadvantages that almost 

cost them the first shipping of bananas to Europe. Finally, the third case is about the internationally known 

company Dole and its experience with their supply chain or organic bananas. Through the study of the three 

cases, I would like to contribute to the industry of organic bananas in Peru.  

Therefore, my goal will be to answer the main research question. 

Research question: “How could inefficiencies in the supply chain be eliminated, creating benefits for the 

suppliers and buyers?” 

In the process of searching for the answer of the main research question, I will support myself on the following 

sub-questions: 

1) What are the biggest challenges or inefficiencies in the supply chain? 

2) What can international (buyer) companies contribute with to improve their supply chain? 

3) In relation to sustainability. How can contributions of the international (buyer) companies help their 

Peruvian supply chain become more sustainable?  
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Research motivation 

The research motivation for this thesis came from my background and work experience in Peru. I was born 

and raised in Lima, Peru in the 80’s, throughout the time I lived in Peru, I saw and experienced the different 

stages of an economy that was affected by terrorism, different government regimes and technological 

advances. At the age of 18, I had the opportunity to work for the exports agency of the government of Peru 

and learned the many realities of the producers and how they put all their efforts to have the necessary 

standards to be able to sell their products to foreign markets. It is for this reason that I would like to dedicate 

my research to the development of my country.  

Delimitation 

The first delimitation is related to the industry. This thesis will specifically look at the organic banana industry 

in Peru. In this category the red-rust organic banana is included as one sort of organic banana. Therefore, even 

though only one other industry works with a similar supplier structure to the banana grower association- the 

coffee industry, no other industry will be considered in this thesis.   

The second delimitation is with regards to the companies being analyzed. In this thesis only the supply chain 

of international buyers is being analyzed, because the aim of this paper is to explore the inefficiencies of the 

supplier structure - the associations of banana growers. 

Limitations 

During the process of data collection, I encountered that the biggest challenge was that many of the Peruvian 

online sources were very outdated and missing essential information. This is unfortunately very common in 

Peru. Additionally, based on personal observation, it is commonly seen that small and medium companies do 

not document and do not update their information. Therefore, for this thesis, it was important to get as much 

information as possible through interviews and in some cases I was able to obtain pictures of the physical 

material like brochures. Also, much of the relevant information and knowledge obtained for this research was 

verbally shared by top management.  
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Moreover, there was a lot of difficulty when arranging meetings for the interviews. For instance, one of the 

respondents was contacted by the beginning of November and we agreed that the questions were going to be 

sent by mail and answered. However, despite the follow-up e-mails and calls I was not able to get answers 

from the respondent, but from a colleague that did not have a very deep understanding on the subject.   
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Literature Review 

The aim of this section is to go through the relevant literature related to the study of the particular case of the 

commercialization of the second category red-rust organic bananas from Peru. In recent years, there has been 

and increasing amount of attention given to the field of sustainable supply chain and is taken that this is not 

just a mere trend but a concept that is maturing and being integrated in supply chain practices. (Seuring, 2010). 

Moreover, to be able to explore the inefficiencies of the supply chain structure of our unit of analysis, it is 

relevant to include theory that supports the importance of close relation and integration in the supply chain, 

and how collaboration between the buyer and supplier is important to be able to develop competitive advantage 

and be able to compete in the international market (Dyer and Singh, 1998).  

 

Relational rents 

On an Industry Structure View perspective, Porter (1980, mentioned in Dyer and Singh, p. 660, 1998) explains 

that supernormal gains of a company are due to its membership in an industry with good structural 

characteristics such as having bargaining power or entry barriers. A second view, Resource Based View, 

suggests that for a company to obtain competitive advantage, it must have rare, valuable and non-substitutable 

resources and capabilities that are difficult to imitate by others in the industry (Dyer and Singh, 1998). 

These two views take the industry and the company as a unit of analysis respectively. However, they both lack 

the connecting link between them. Dyer and Singh (p. 660, 1998) suggest that “the disadvantages of an 

individual firm are often linked to the disadvantages of the network of relationships in which the firm is 

embedded”. Thus, the Relational view provides the connection between the Industry Structure view and the 

Resource Based view.  

The Relational view proposes that when firms combine their resources, it will result in a unique competitive 

advantage over other competitors in the industry.  Relations rents can be gained through the combinations of 

critical resources of partnering firms that make relation-specific investments that will result in a particular 
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strengths that will broaden the limitations of the company in the market. The relation-specific investments can 

be focused on interfirm processes and routines that will help optimize the interfirm performance and enhance 

its competitive advantage. 

Unlike an arms-length relationship, the Relational view suggests that when the relation between partners is 

developed and becomes close, it is difficult for firms to switch partners without incurring penalties. In an arms-

length relationship it is easier to change partners, due to the ease of finding similar suppliers in the market, 

therefore those types of relationships are not rare or difficult to imitate (Dyer and Singh, 1998). 

Relational rents is defined as “ a supernatural profit jointly generated in an exchange relationship that cannot 

be generated by either firm in isolation and can only be created through the joint idiosyncratic contributions of 

the specific alliance partners”. Furthermore, relational rents between partners is viable when they “combine, 

exchange, or invest in idiosyncratic assets, knowledge and resources/capabilities and/or they employ 

transaction costs or permit the realization of rents through the synergistic combination of assets, knowledge, 

or capabilities” (Dyer and Singh, p.662, 1998). 

Relational rents gained through partnerships result in competitive advantage for the firms. These competitive 

advantages are set into four categories: 1) Investment in relation-specific assets, 2) Substantial knowledge 

exchange, 3) The combination of complementary but scarce resources or capabilities, and 4) Lower transaction 

costs than other competitor alliances due to effective governance mechanisms. 

One way to gain competitive advantage is by creating a unique or specialized assets that can be born from the 

combination of the resources of both firms. In order to create unique assets, firms need to make investment in 

transaction or relation-specific assets. According to Williamson (1985, mentioned in Dyer and Singh, p. 

662, 1998) there are three types of asset specificity: 

 Site specificity: Investment in site specificity can reduce transaction costs by changing immobile 

successive production stages to be located near each other, thereby reducing costs of transportation, 

inventory and activity coordination.  
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 Physical asset specificity: Refers to investment in transaction-specific capital investments that aid the 

firms have a better processes design with their partners, which allows product differentiation. The firm 

can invest in customized machinery or tools for instance.  

 Human asset specificity: Accumulated transaction-specific knowledge/know-how gained through out 

years of joint cooperation. This know-how can be developed by employees of both firms when 

working together. For instance, learning procedures, systems and idiosyncrasy of the partner firm will 

help them have a more efficient processes and less mistakes (Dyer and Singh, 1998). 

There are two conditions that positively support relational rents. One is the length of the agreed governance 

that will act as protection against opportunism. Firms are willing to make costly investments into partnerships, 

when the contracts are long-lasting, because in that way they make sure that their investments will make the 

expected returns. The second condition in which relational rents are more likely is when firms engage in 

frequent exchange and it results in a bigger volume of transactions. If there is a bigger volume of transactions, 

it is appropriate to invest and set more specialized governance structure. Both situations increase the 

probabilities of relational rents through investment in specific transaction/relation-specific assets (Dyer and 

Singh, 1998). 

Dyer and Singh (p. 665, 1998) define interfirm knowledge-sharing routine as “a regular pattern of interfirm 

interactions that permits the transfer, recombination, or creation of specialized knowledge”. Knowledge-

sharing in collaboration partnerships is of great benefit for the creation of information that can lead to a more 

efficient performance of the alliance.  

There are two types of knowledge that can be shared in order to gain competitive advantage: 1) Information, 

and 2) know-how. 

The difference between information and know-how is that information is codifiable in a way that can be 

transmitted to the partner firm without too much difficulty. The authors explain that this information can be 

for instance facts, axiomatic propositions, and symbols. Instead, know-how is not so easily transferred to other 

firms, as it is complex to codify and has the characteristic of being understood without being stated or codified. 
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However, those firms that have the capacity to transfer know-how to partners and have absorptive capacity to 

learn from other firms, have a competitive advantage over firms that do not have capability. Thus, investment 

in knowledge-sharing routines can increase the possibilities for relational rents always that there are enough 

incentives for the alliance to share information and know-how transparently and fairly (Dyer and Singh, 1998). 

Moreover, another way a firm can broaden its possibilities for relational rents is to complement their own 

resources with the ones of its partner. This is referred as complementary resource endowments, when two 

firms combine their unique resources to create competitive advantage difficult to imitate by other firms and 

thus have more possibilities to generate relational rents than utilizing their individual resources separately 

(Dyer and Singh, 1998). 

Finally, it is important to have an effective governance structure that will allow the firm to have lower 

transaction costs and improve efficiency. Two different types of governance can be utilized 1) Third-party 

enforcement of agreement, such as legal contracts, and 2) self-enforcing agreements, in which there are no 

third-party enforcements to judge if a violation of the agreements has been made.  

 

The Business Network View 

A business network is defined as a “set of connected business relationships” and the most important factors of 

the business network view are the relationships and the connections between these relationships. This theory 

also supports the concept of sharing knowledge, lowering costs, improving productivity with better 

coordination of activities through the commitment and development of relationships between firms (Wilson, 

1995; Zajac and Olsen, 1993, mentioned in Johanson and Vahlne, 2011). The process of relationship 

development normally starts by having an arms-length relationship with one-side dependency. Further on, 

when the relationship develops, the firms commit to each other and work on a long-term relationship that 

reduces uncertainty. During the process of development, it is expected that firms share knowledge with each 

other and they adapt their routines based on what they learn from each other, resulting in the creation of 

effective inter-organizational routines. Business relationship are created through contracts that can be seen as 
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informal even though they reflect the agreements of both firms’ expectations and intentions (Johanson and 

Vahlne, 2011). 

Moreover, for every firm, it is important to assess the investments they make, in order to see if these 

investments will give the expected returns. In business relationships it is difficult to assess the whether or not 

it is an investment that will generate enough returns or if the relation will be maintained. This is due to its 

informality. Developing business relationships requires time and managerial resources to be able forge a strong 

and long-lasting relationship (Johanson and Vahlne, 2011). 

 

Resource Dependency Theory 

The Resource Dependency theory was originally proposed by Pffefer and Salacik (1978). The Resource 

Dependency theory proposes that organizations procure their survival through the ability to acquire and 

maintain resources (Pfeffer and Salancik, p.2, 1978). The Resource Dependency theory has two factors that 

link together the interdependency of organizations: Power and resources. The authors explain that 

organizations require resources in order to survive the environment they function in, therefore they need to 

find those critical resources elsewhere. These critical resources at the same time will be managed by other 

organizations (Davis and Cobb, 2010). Therefore, there will be a link created between the two organizations. 

Where organization A will depend on organization B’s resources and B will have power over A due to its 

dependency (Emerson, 1962, mentioned in Davis and Cobb, 2010).  

It is the nature of many organizations to have avoid dependency on other organizations, however there are 

some resources that need to be outsourced and can create dependency and uncertainty. In this situation, it is 

commonly believed that organizations should produce themselves. The make-or-buy decision depends on the 

criticality and availability of the resources, and the possibility of alliance with other organizations to be able 

to secure the supply and reduce the uncertainty (Delke, 2015) 

Clustering  
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Is the phenomenon in which “firms from the same industry gather together in close proximity”. The core 

concept of this phenomenon says that firms can enjoy benefit such as pooling skilled workers and expertise, 

as well as having better access to suppliers (The Economist, 2009). Michael Porter defines it as “geographic 

concentrations of interconnected companies and institutions in a particular field” and further explains that 

clustering is a source of competitive advantage in which location and concentration are common characteristics 

found in competitive success (Porter, 1998). He suggests that the advantage is found in the local things, such 

as relationship, knowledge and motivation, that firms far away cannot duplicate (Porter, 1998). 

 

Defining Sustainable Supply Chain Management  

The definition of Sustainability has become an everyday term in the lives of academics, business people and 

policy makers, as the belief that sustainable initiatives bring both public and corporate benefits. (Connelly, 

Ketchen and Slater, 2010) Sustainable Supply Chain has had some variations throughout the years. In recent 

papers, authors have touch upon the three factors- environmental, social and economic- that today are seen as 

correlated in sustainability.  However, in the reviews on sustainability from Seuring and Müller (2008), it was 

found that while the green/environmental issues were still dominant in the literature, the social aspects and the 

combination of the three aspects were still not that common. The authors define sustainable supply chain 

management as the “integration of all supply chain management activities through improved supply chain 

relationships to achieve sustainable competitive advantage” moreover the authors describe supply chain as all 

the activities related to the flow and transformation of a product, from the primary stage of raw material until 

the delivery to the end customer. (Seuring and Müller, 2008, p. 1) 

Every managerial action has to have into consideration whether or not the action will have a positive outcome 

that will improve public good and will enhance the stability, strength and harmony of our society. (Connelly, 

Ketchen and Slater, 2010) However, Drucker himself proposes that the first social responsibility is to earn 

enough profits in order to cover the costs of the future and that without that first condition, no other social 
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responsibility can be considered. He further explains that this is because businesses that are doing poorly 

cannot be good employers, good neighbors or socially responsible. (Drucker, 1984) 

According to the Global Compact Office (2010, p. 5) Supply Chain Sustainability is “the management of 

environmental, social and economic impacts, and the encouragement of good governance practices, 

throughout the lifecycles of goods and services” and its main objective is “to create, protect and grow long 

term environmental, social and economic value for all the stakeholders involved in bringing products and 

services to the market”. 

Carter and Rogers (2008, p. 368) define Sustainable Supply Chain Management (SSCM) as “the strategic, 

transparent integration and achievement of an organization’s social, environmental and economic goals in 

the systemic coordination of key inter-organizational business processes for improving the long-term economic 

performance of the individual company and its supply chains.” 

Among the reasons why companies are integrating the sustainability in their supply chain is that they need to 

comply with the international regulations and laws, and to encourage sustainable business conduct. Moreover, 

companies are also behaving in a more sustainable way, improving their social, economic and environmental 

performance, because by doing so, they act in their own interest, their stakeholder’s and the society’s. This 

logic is further explained by the Supply Chain Management Framework. (The Global Compact Office, 2010) 

 

The Sustainable Supply Chain Management Framework 

In 2010, the United Nations’ Global Compact Office selected an advisory group who put together a framework 

to help companies achieve sustainability along their supply chains. The framework is based on the principles 

of the Global Compact and the purpose is to put in practice these principles into strategies and operations. (The 

Global Compact Office, 2010)  
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Throughout the life-cycle of a product there will always be social, economic and environmental impacts that 

will affect the stakeholders of a company and the society in general. That is why it is so important to be 

accountable for their actions at every step of their supply chain.  

The Supply Chain Management Sustainability Framework proposes six steps (Figure 1) and it is advised by 

the authors that three essential principles- governance, transparency and engagement- are present to achieve a 

more sustainable supply chain. It is important to acknowledge that these steps do not have to be necessarily 

linear and that the framework focuses on the upstream business partners, meaning the suppliers. (The Global 

Compact Office, 2010) 

 

Figure 1: Source: Supply Chain Sustainability United Nations, 2010, p. 5) 

  

 

The Steps 

Commit: Understand the business case by understanding the external landscape and business drivers. To 

understand the external landscape, it is important to take into account the perspectives of the different 

stakeholders and other companies, as well to take into consideration the different opportunities to partnership 

with other parties in order to achieve sustainability along the supply chain. It is proposed by the creators of the 

framework that there are drivers that impulse companies to turn more sustainable.  (The Global Compact 

Office, 2010) 
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Table 1: Drivers for Supply Chain Sustainability 

Drivers for Supply Chain Sustainability 

Managing business risks To minimize business disruption from environmental, social and 

economic impacts. Also to protect the company’s reputation and their 

brand.  

Realizing efficiencies By minimizing material inputs, energy and transportation costs. 

Moreover, increase labor productivity and efficiency across their supply 

chains. 

Creating sustainable 

products 

By innovating for the developing market and at the same time meeting the 

customer’s and business partner’s requirements. 

 

Establishing a vision is also important, as this will be what directs the strategy of the company and will help 

find the commitment that is needed to achieve the sustainability objectives. In order to establish the vision, the 

top management of the company must agree upon what this vision will be and support it. The vision should be 

what motivates the company to have a sustainable supply chain.  

Moreover, while the vision is being defined, it is also important pay attention to the stakeholder’s expectations 

and capture them in a set of guidelines that will provide guidance inside the company and outside, to the 

suppliers. These are the codes conduct that will give the different actors along the supply chain the ability to 

make informed decisions based on a shared foundation for sustainability.  

Assess: Companies must determine the scope of the program in order to design a good sustainable supply 

chain. This means that the company must decide which company they must engage with, this is normally a 

key supplier, and to what extent this engagement should go. The end is review all the activities that take place 

throughout the supply chain and to cover all the spots where risk might exist. To discover the risk spots in the 

supply chain, a company can make a map of its supply chain, where they can identify all the activities and 

actors involved in the supply chain, from raw material to market (The Global Compact Office, 2010). 

Define and Implement: Once the vision and the scope are in place, the company must engage with suppliers 

in order to communicate the goals in sustainability. The aim is to make the supplier embrace the sustainability 

vision, strategy and performance and work hand in hand with them. There are different tools companies can 

use to engage their suppliers on sustainability. Partnership, Remedition & Capability building, Monitoring & 
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Evaluation, and Setting Expectations are the tools presented by the framework, and they go from deep 

engagement to broad engagement.   

Another important point in the implementation of sustainability in a supply chain is that there must be an 

internal alignment. This is because one of the main difficulties is found to be the discrepancy between the 

supply chain manager’s commercial objectives and their sustainability objectives, which at the same time is 

negatively reflected on their supplier’s supply chain sustainable performance. Therefore high-rank executives 

should champion and review the progress of the sustainability goals among and integrated internal business 

structure.  

A key actor in the implementation of the sustainability in the supply chain is the supply management 

professional, who is the person in the company closest to the suppliers and that is in charge of communicating 

the sustainability expectations of the company and holding the suppliers accountable for achieving the 

sustainable goals. This is an important link because some of the responsibilities are selecting new suppliers 

with high sustainability capabilities and practices, keep in track of the existing supplier’s performance 

improvements, and integrating sustainability considerations to sourcing practices. 

Moreover, industry collaboration and multi-stakeholder partnerships are important for the company to achieve 

their sustainability goals. By collaborating, the company can overcome those challenges faced in the supply 

chain more easily, than trying to work alone. Collaborating can bring benefits such as extending their reach, 

pooling resources, reducing duplication and avoiding conflict messages.  

Measure and communicate: It is important for the company to set realistic goals regarding how and when these 

should be met. From then on, performance must be measured and tracked every year against goals in order to 

see the progress towards the sustainability goal.  

The framework presented by the Global Compact Office has the aim of being a starting point to for companies 

to identify key issues and where to put close attention within the supply chain of a company. The considerations 

explained by this framework can be seen reflected also in John Elkington’s Triple Bottom Line. 
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Triple Bottom Line 

In the Elkington’s Triple Bottom Line framework (Figure 2), sustainability is not only a matter of good 

corporate citizenship, but a balance of the environmental, social and economic components. When corporations 

engage in activities that bring positive effects to the environment and the society, the outcome for the firm is 

competitive advantage over competitors and results in economic benefits. This happens at the intersection of 

the three factors as shown in the image (Carter and Rogers, 2008). Moreover, the Triple Bottom Line can be 

regarded as following the concept of order qualifier that companies must meet before selling their products to 

the customers (Seuring and Müller, 2008). 

 

 

Figure 2:  Triple Bottom Line, Carter and Rogers, 2008, P. 369. 

 

Other aspects that support the Triple Bottom Line framework 

According to Carter and Rogers (2008), risk management, transparency, and society and culture are 

components that support the Triple Bottom Line framework.  
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Risk is referred by Schrivastava (1995) as dealing with hazards and insecurities that the modernization process1, 

say the production of wealth can bring. Modern risk is born when there is significant production increase that 

causes hazards and ecologically unsustainable consumption of natural resources. (Schrivastava, 1995) 

Furthermore, supply chain risk can be defined as “the potential occurrence of an inbound supply incident 

which leads to the inability to meet customer demand” and can be the result from natural disasters, poor 

forecasting, poor supplier quality, poor environmental and social performance by a company and its suppliers, 

which at the same time could lead to costly legal outcomes. (Carter and Rogers, 2008, pg. 366) 

Corporate transparency nowadays has increased due to the development of telecommunications, making it a 

world with less boundaries, hence a world of global supply chains. This is supported by Elkington (1994) who 

explains that the companies’ activities, thinking, priorities and commitments will be scrutinized worldwide 

due to the modernization of the telecommunications. Furthermore, as many forms of traditional authorities will 

fail to work the same way, other stakeholders will step out to demand information about the companies’ 

performance, in order to create a criterion of performance between the competing companies in the market. In 

that way a standard of good performance can be created for the competing companies. (Elkington 1994, p.4)  

According to Carter and Rogers (2008) it is the responsibility of the corporations to not only be transparent 

and inform the stakeholders about their activities, but to include their opinions and feedback and use them 

when making plans and decisions regarding their corporate activities. This is because by acting responsibly in 

the eyes of the stakeholders, the firms can assure customer’s buy-in, improving supply chain processes, and 

using this as a marketing strategy. Improvement in transparency can be obtained by vertical coordination across 

a supply chain and horizontal coordination across networks. (Rivera-Camino, 2007; Drumwright, 1996 

mentioned in Carter and Rogers, 2008) This is also supported by Elkington (1994) as the author proposes that 

companies will have to work hand in hand and in better and friendlier terms with those organizations or 

campaigning groups that seemed to be once opponents. (Elkington, 1994) 

                                                           
1 Modernization process: To fulfill human needs through the development of technological productivity and the 
creation of wealth. (Schrivastaba, 1995) 
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Moreover, it is important that a company’s core business strategy and its sustainable initiatives are closely 

related instead of having different programs within the organization. Having a common culture and business 

strategy directly interconnected will create the drive that companies need to be able to surpass the economic 

bottom line. (Carter and Rogers, 2008)  

According to Elkington (1994) corporate sustainability is not only about process and product design, but also 

about the design of the corporation and its value chains, the business ecosystems and the market. Thus, in order 

for the companies to perform within the parameters of the Triple Bottom Line, they need to incorporate the 

relevant requirement from the very beginning, for example the culture of the company, until the very end, for 

example the market they are trying to aim for. (Elkington, 1994) 

In relation to this framework, Carter and Rogers (2008) suggest that these supporting facets of the Triple 

Bottom Line are not necessarily interdependent and that they are integrated facets in the sustainable supply 

chain management practices.  
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Methodology 

This section of the paper aims to describe the methods that were used in order to answer the research question. 

I chose to base the methodology of this paper on the “Research Onion” by Saunders, Lewis, and Thornhill 

(2016). Furthermore, I support my choice of methods with additional authors that will complement this section. 

 

Research philosophy 

Our everyday decisions can be affected by our motivations, beliefs and assumptions as well as by information 

and external influencing factors that we can find along the way. Therefore, we can say that all of these factors 

can also affect the decisions we make when we decide which methodology we will use for our project 

(Saunders, Lewis, and Thornhill, 2016).  

To begin with, it is imperative to describe the two ends of the spectrum. On the one end is the positivism 

research philosophy, and on the other end is the interpretivist research philosophy. Consequently, on the one 

hand, positivism refers to general laws, which are discovered through various observations that are tested 

through deduction. Then, these general laws are verbalized as theories that suggest absolute criteria for truth, 

so these form part of the objectivist field in social science (Bitsch and Pedersen, 2005). On the other hand, the 

interpretivist research philosophy. The interpretivist research philosophy critically sees positivism as trying to 

find definite “laws” that apply to everybody. Moreover, the interpretivist philosophy says that the complexity 

of humanity insights would be lost if we make inflexible generalizations. It is the main purpose of the 

interpretivist research to understand differences between humans by observing organizations or businesses 

from different perspectives (Saunders, Lewis, and Thornhill, 2016). 

In this case, it is important to understand what is the reality surrounding the case. To understand the importance 

and benefits of having a more integrated supply chain through the development of the relation between the 

buyer and the supplier, and how this can bring economic gains, we need to understand the bigger picture. For 

instance, it is important to understand the situation of the organic banana supply chain, what is the interest of 
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the buyers, to explore if the current structure of the supply chain could work in a different way. Therefore, I 

see it convenient to take not only a positivist approach, but also an interpretivist stand point where I can take 

into consideration the different meanings of social realities by creating new interpretations of the social world 

and the surroundings (Saunders, Lewis, and Thornhill, 2016). 

Case studies such as this one can present context-dependent knowledge that is necessary for humans to develop 

from beginners to experts in a subject. Nevertheless, we cannot only rely on context-dependent knowledge to 

become experts on a subject, therefore we must also include the factor of experience. By including experience 

in our case study, we are including context-independent knowledge that will help us excel in the subject and 

help us move forward in the learning process (Flyvbjerg, 2006). 

Moreover, it is of much importance for case studies to be as close to the real-life situations as possible because 

it will allow us to understand human behavior, and we can develop new skills for each specific situation. Thus, 

it is important that we include both context-independent knowledge, which can be knowledge drawn out of 

books and articles and context-dependent knowledge, which can be drawn from interviews and observation 

(Flyvbjerg, 2006).  

Due to all this considerations, I decided that the best research philosophy for this case study would be 

pragmatism. For pragmatists, reality is important and it takes into consideration theories, concepts, ideas, 

hypotheses, as well as research findings and actions. (Saunders, Lewis, and Thornhill, 2016). This allows the 

researcher to have a more practical, rather than abstract result and a balance between objectivism and 

subjectivism. By choosing pragmatism as my research philosophy, I can work with variations of ontology, 

epistemology and axiology, while focusing on answering the research question and find practical outcomes 

(Saunders, Lewis, and Thornhill, 2016). 

According to Saunders, Lewis and Thornhill (2016), the choice of research philosophy and data collection 

techniques reflects my values. This means that the researcher’s values are significant throughout the different 

stages of the project, in order for the research results to be credible (Saunders, Lewis, and Thornhill, 2009). In 

this multiple-case study, decided to make interviews in order to gather valuable data regarding the cases. Also, 
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I consider to include the interviewee’s values and opinions regarding the cases, as they are the ones directly 

involved in it.  

  

Theory and Research Development 

At this stage, a selection of a proper research approach that goes in accordance with the research philosophy 

of this project is needed. For this case study, I saw fit to use theories such as Relational view, Business Network 

view, the Sustainable supply chain management framework, and the Triple Bottom Line.  The deductive 

research approach fits with the project since I am moving from theory to data. Later on, the research moves in 

the opposite direction from data to theory. In this stage an inductive approach is being applied (Bryman and 

Bell, 2015; Saunders, Lewis, and Thornhill, 2009). 

One could argue that since this project moves from theory to data, there is a deduction research approach. 

However, since in this project I am also analyzing a phenomenon deeply and in a context-dependent way, there 

is also an induction research approach. All this demonstrates that there is a combination of deduction and 

induction. According to Bryman and Bell (2015), when this is the case, a way to overcome these limitations is 

by introducing another research approach, which is called ‘abduction’. Therefore, since the most important 

thing in this thesis project is to answer the research question by trying to identify what lies behind what I have 

observed, this thesis uses an abduction research approach (Bitsch and Pedersen, 2005). With abduction, I am 

able to obtain a better understanding of this complex phenomenon since this allows me to continuously go 

back and forth between my empirical observations and the theory (Dubois and Gadde, 2002).     

Research Design and Strategy 

To be able to answer the research question, it is important that the researcher has a good plan of how this will 

be carried out along the development of the project. Thus, it is very important to establish concrete objectives 

that agree with the research question, as well as select specific sources of data collection, data collection 

methods and finally how the researcher will analyze and discuss it (Saunders, Lewis, and Thornhill, 2016). 
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During the initial stage of this thesis, I started informing myself about the Pro-banano case through online 

research and interviews. The first interviews were done in an unstructured way, meaning that the intention 

with these interviews was to inform myself about the status of the Pro-banano project and how it began. From 

there and once the theories were studied, the questions asked in the interviews started taking form and 

becoming more narrow, more narrow and structured. 

Therefore, this thesis has the nature of an exploratory study. An Exploratory study allows the researcher to ask 

open questions that usually start with “What” and “How” and that will help understand the issue at hand when 

its nature is uncertain (Saunders, Lewis, and Thornhill, 2016).  

There are several methods we can use to carry out an exploratory research In this thesis project I chose to do 

a literature review on sustainable supply chain which includes theories such as the Relational view (also known 

as Relational Rents), the Business Network view, Resource Dependency theory, and Clustering. Also, I 

interviewed experts in the field of agriculture, as well as the association in Peru. In addition, I saw necessary 

to also interview the opposite side of the supply chain, the government official in charge of finding new buyers 

and the buyer itself. According to Saunders, Lewis, and Thornhill (2016), it is normal in an exploratory study 

to start by doing unstructured interviews that will later on guide subsequent interviews and help narrow down 

the research. By doing the interviews to the key interviewees, I enabled myself to work closely with them and 

have a direct observation of the real-life events where the interviewed persons are or were involved. This 

research design helps me understand the complexity of the situation and make a meaningful holistic 

interpretation of the case (Yin, 2003).  

The proposal and start of a more profound and strong relationship between the buyer in Portugal and the 

producer in Peru is beneficial for both ends. It is therefore useful to ask open questions to gather personal 

opinions and be informed about the past events that would lead to a better understanding of the whole supply 

chain and what the interests are in each end.  

There are different existing social science research strategies, strategies, and each of these has its own 

advantages and disadvantages. Case studies are normally chosen when “how and why questions are being 



 27 

posed, when the investigator has little control over the events, and when the focus is on the contemporary 

phenomenon within some real-life context” (Yin, 2003, p. 1). That is why this type of strategy fits best to this 

thesis. As mentioned above, I take an exploratory position to support it (Yin, 2003). 

 

Multiple-case study 

Single and multiple-case studies are considered by Robert Yin as notto be broadly different and only “to be 

variant within the same methodological framework” (2003, p.46). Initially, a single-case study design was 

thought out to this thesis. Nevertheless, since I found that the case could be comparable to other cases, I realized 

that a multiple-case study was more appropriate for this thesis and would offer more reliable results.  

The purpose of a multiple-case study is to replicate or compare between the selected cases in order to be able 

to find same results that will likely be sufficient to make a generalization of the specific phenomenon. This 

can be done by taking the replication approach to the multiple-case study research design and replicate the 

findings once, twice or more times as the researcher consider it prudent (Yin, 2003). Due to the length of this 

thesis, only 3 cases will be considered and each will be taken as an individual case with its own conclusion. 

The main case being observed, the “Pro-banano project” of the red rust organic bananas will be divided into 

two cases: one will be the case of their supply chain with the CEPIBO association and the second case will be 

their supply chain with the BOS association. The third case is about the very well-known company Dole 

International and its work with the organic banana growers in Peru.  According to Yin (2003, p.51) when doing 

multiple-case study, it is often a matter of discussion how many cases must be selected for having a reliable 

result. While the general rule is that “the more cases the investigator includes in the research, the more reliable 

the results are”, the author suggests that this decision should be made based on the degree of certainty the 

researcher wants to have.  In this thesis, all cases were selected, due to their similarity and because they are 

predicted to provide generalization (Yin, 2003). Since the three chosen cases allowed to compare, generalize, 

and answer this thesis research question, the need to include more cases was eliminated. 
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The following model is based on the case-study method model proposed by Yin (2003, p.50). Each case is to 

be treated individually, meaning that for each case, data must be sought and analyzed, drawing individual 

conclusions. Finally a cross-case conclusion must be done in order to revisit the theory (Figure 3). 

 

Figure 3: Case Study Method, Source: Cosmos Corporation, mentioned in Yin, R., 2003. 

 

 

Quality of Research Design 

Validity & Reliability 

Robert Yin (2003) suggests that in every social research, we can judge the quality of the design. Quality in an 

empirical social research has to reflect concepts such as trustworthiness, credibility, confirmability, and data 

dependability (U.S. General Accounting Office, 1990, mentioned in Yin, 2003) 

Four tests and its tactics are recommended be applied in the different stages of the thesis (data collection, data 

analysis, and research design) in order to ensure the quality of the research:  



 29 

 Construct validity: By using multiple sources of evidence and establish chain of evidence. 

 Internal validity: By using pattern matching, explanation building, or use logic models.  

 External validity: Use theory in single-case studies or replication logic in multiple-case studies.  

 Reliability: Use case study protocol, develop case study database (Yin, 2003)  

Construct validity corresponds to the data collection phase. In this test the researcher can use multiple data 

sources in order to carry out the triangulation of data. In that way, the data can be corroborated through different 

sources. These sources can be multiple key informants, company memos, procedures and other documents 

provided by the company, questionnaires, on-site visits, or extensive telephone interviews (Yin, 2003; Ellram, 

1996). In order to construct validity, a researcher can use three additional tactics, internal and external validity, 

and reliability. Internal validity is about the researcher trying to prove that a result is caused by an independent 

variable and is only relevant when carrying out an explanatory case study. Thus is not relevant for a descriptive 

or this type of case study.  External validity “reflects how accurate the results represent the phenomenon” 

(Ellram, 1996, p. 6) and find out whether or not the case study can be generalized. Generalization does not 

only come from testing one theory in a case study, but also from replicating it in a second and even a third  case 

study (Yin, 2003). According to Ellram (1996, p.10), multiple-case studies are more generalizable than single 

case studies, due to the specific nature of the latter. Finally, reliability’s main objective is to reduce the chance 

of error or biases. To achieve this, it is important that the researcher documents the procedures of the 

investigation in a way that it is possible and clear enough to allow a second examiner to reach the same 

findings. Two tactics are suggested: a case study protocol and a data base (Yin, 2003; Ellram, 1996). This last 

tactic in the quality schema helps the thesis to gain credibility, as proper documentation and procedures 

demonstrate stability and logic of the methodology. In this paper, a study data base will be created and included 

in the appendix. This will encompass the questions formulated in the interviews, interview transcripts, 

documents provided by the companies and those involved in the data collection, in that way credibility will be 

ensured in this project (Ellram, 1996). 
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Data Collection  

There are different sources from where the researcher can collect evidence of the case study: documents, 

archival records, interviews, direct observation, participant-observation and physical artifacts (Yin, 2003; 

Ellram, 1996). 

In a study case, empirical data can be composed of quantitative and qualitative data, depending on the nature 

of the case study. Quantitative data is normally represented in numbers and “quantifiable terms”, while 

qualitative data is normally represented by verbal expressions that allow us to understand complex 

relationships and interactions (Ellram, 1996). Researchers often use a mixture of empirical evidence to have a 

global understanding of the case from both types of evidence.  

In consistence with the research philosophy and the methodological choice of research design, the main source 

of data will come from interviews and secondary data found through different internet sources such as articles, 

news and official governmental sites. Qualitative data, is that this sort of data can provide sufficient knowledge 

to understand the complex relationships and situation of the case. Finally qualitative data will allow me to 

answer the research question. (Yin, 2003).   

 

Primary Data 

In qualitative research, it is common to use qualitative interviews that reflect a less structured kind of questions 

than the ones shown in a survey research. There are two kinds of interviews that have been used in this thesis: 

unstructured and semi-structured interviews. Both types of interviews allow flexibility in the process of data 

collection (Bryman and Bell, 2015). 

In this thesis, the most important source of data were the interviews to the key informants. However, in one 

particular case, I was able to find an interview in an agricultural channel, found on the internet.  When I heard 

about the Pro-banano project, my interest sparked, and I naturally wanted to find out more about the project 

and who was involved in it. Therefore, to start the process of gathering information, I chose to start doing 
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unstructured interviews where the respondents would be able to answer openly. Throughout the interviews 

some other questions or topics arose, allowing me to gather information about unknown aspects of the reality 

of the case. These initial unstructured interviews allowed me to gain more knowledge and assess all the 

possible topics I could study (Bryman and Bell, 2015). The interviews in this pre-phase stage were done to the 

Commercial Office of Peru in Portugal and to OIKOS (Appendices 6 and 7), because the business opportunity 

was initially proposed by the Commercial Office of Peru in Portugal and the project itself was party being 

monitored by OIKOS in Peru (Kuyeng, 2016). 

Once the topic was selected, I chose to continue the data collection with more interviews and a questionnaire 

with semi-structured questions that would allow me to go deeper into the subject and learn even more about 

the cases. At this stage, the decision to carry out a multiple-case study was taken, hence it was important to 

carefully select the firms, based on the cases that wanted to be compared and analyzed in this thesis.  

Nuno Mayer from Positive Gravity, acting on behalf of the retailers as the main buyer, provided initial 

information of his journey with the Pro-banano project through exchange of e-mails, later an interview 

(Appendix 7) with semi-structured questions was conducted in order to identify and confirm the main suppliers 

of the red-rust organic banana.  

A semi-structured questionnaire was sent electronically to Dole to be self-completed as they preferred that I 

sent the questions in an e-mail instead of granting an interview. By semi-structured questionnaire, I mean a 

series of questions that would cover a range of topics and that are to some point open-ended for the Dole to 

respond freely and give the information they considered prudent (Bryman and Bell, 2015). Since it was difficult 

get the replies from the established contacts in this company, I ended up carrying out an interview over the 

phone with Mr. Marcos Pinday Rodriguez (Appendix 9).   

A follow-up interview with semi-structured questions was done to the Commercial Office of Peru in Portugal. 

During this in-site visit to the main office in Lisbon-Portugal, a presentation of the Pro-banano case was 

offered, which contained more updated information. 



 32 

It is relevant to mention that there was careful consideration at every point of the formulation of the semi-

structured questions and selection of topics, because they were thought in a way that would help me answer 

the research question (Bryman and Bell, 2016).  

Jimmy Angeles, consultor for Macalea Hamburg, was interviewed with a semi-structured type of questions 

(Appendix 8). His interview and experience complemented the perspective of the organic banana suppliers in 

Peru. It helped have a more narrow the perspective of the way in which the banana growers work in Peru and 

guide the succeeding interviews.  

 

Selection of Participants 

Table 2 shows the selection of key informants and the reason why they were selected.  

Table 2: Participant List showing the selection of key informants and the reason why they were selected. 

Key Informant Organization Reason of selection Number of 

interviews and 

communication 

channel 

Mr. Juan Luis 

Kuyeng 

Position: 

Commercial 

Advisor for Peru in 

Portugal. 

Commercial 

Office of Peru 

in Portugal 

(Governmental 

Institution) 

Mr. Kuyeng was selected as an 

informant for the pre-phase set of 

interviews. He was the first informant 

of the Pro-banano project. His 

contribution to the Pro-banano case 

was to identify a niche market/buyer 

for the red- rust organic banana 

production of Peru. Moreover, Mr. 

Kuyeng provided the information and 

contacts of those informants that were 

directly involved with the Pro-banano 

project. 

2 interviews 

In-site (Lisbon-

Portugal). 

 

(Appendix 5) 

Mr. Ricardo 

Domingos 

Position: 

Development 

Director. 

OIKOS- 

Cooperation and 

development. 

 

Mr. Domingos was selected for the 

pre-phase round of interviews. Their 

main objective in the Pro-banano 

project is to ease the relationship 

between the governmental institutions 

and the local producers of red- rust 

organic bananas in Peru. 

1 interview 

Through skype 

(Appendix 6) 

Mr. Nuno Mayer 

Jardim 

PositiveGravity 

and 

OIKOS 

Mr. Mayer Jardim is the only importer 

of the red- rust organic bananas from 

Peru to Europe. He has current 

contracts with the major supermarket 

3 e-mail 

exchanges  

And multiple 

chatting sessions 
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Position: Managing 

partner and 

external consultant. 

chains in Portugal and Spain. He has 

been in direct contact with the 

associations of banana growers in Peru, 

working in-site with the Pro-banano 

project.   

through 

WhatssApp. 

(Appendix 7) 

Mr. Jimmy 

Angeles 

Position: 

Consultant 

Macalea 

Hamburg 

Mr. Angeles is a consultant to a 

German company. He is a specialist in 

quality and has been working with 

different associations that produce 

different sorts of fruit for 4 years. 

Therefore, he has the relevant 

experience and knowledge about the 

reality of the Peruvian farmers and how 

the associations work. 

1 interview 

Through Skype 

(Appendix 8) 

Mr. Marcos Pinday 

Rodriguez. 

Position: 

Production – 

Material 

management 

Dole Copdeban 

SAC 

(Dole Peru) 

Mr. Pinday Rodriguez is in charge of 

the supplies of material, necessary for 

the production. He was available to 

answer general questions regarding 

Dole Copdeban, confirm the 

information gathered through 

secondary data, give some information 

regarding their work with the 

associations and about the future plans 

of the company.  

1 interview 

Through skype. 

(Appendix 9) 

    

Conducting the Research 

According to Yin (2003) part of preparing to carry out a case study research is to identify and learn the 

necessary skills for the data collection phase. In order to carry out a high-quality case study, the investigator 

must have a set of skills that will help avoid falling into biases. For instance, a proper investigator should be 

able to ask good questions and interpret the answers that will help answer the research question, be a good 

listener and not keep him or herself in their own preconceptions, which means we should keep an open mind 

about the topic. The investigator should be adaptive and flexible towards new situations and turn them into 

opportunities. Also, have deep understanding of the topic being studied (Yin, 2003). 

For this thesis, it was important for me to inform myself about the current situation of the agroindustry in Peru 

before starting the interviews. As my home country is Peru and having closely worked in the past with 

agricultural producers, it was difficult to keeping flexibility between my pre-conceived notions and the current 

situation of the industry years later. By keeping in mind that the researcher need to listen and accept the 
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different perspectives of the participants, I avoided falling into biased conceptions. In addition to this, the 

degree of engagement with some of the respondents and the cultural difference was very challenging in 

comparison to the personal experience I had in Scandinavia.  

 

Table 3: Pre-phase - Unstructured Interviews 

Pre-phase - Unstructured Interviews 

Juan Luis Kuyeng   

Commercial Office of Peru in Portugal 

Ricardo Domingos  

OIKOS 

 

Table 4: Semi-structured Interviews 

Semi-structured Interviews 

Nuno Mayer Jardim 

Positive Gravity & OIKOS 

Jimmy Angeles 

Macalea Hamburg 

Marcos Pinday-Rodriguez 

Dole Copdeban 

 

 

Pre-phase – Unstructured Interviews 

Three pre-phase interviews were done to the Commercial Office of Peru in Portugal and OIKOS to have an 

overview and a good grasp of what the Pro-banano project was about (Table 3 ). One initial interview in this 

phase was done to Mr. Kuyeng face-to face in Lisbon – Portugal on April, where the questions made were 

unstructured. As seen above, his job is to act as a commercial advisor for the Peruvian government, so Mr. 

Kuyeng happened to identify the opportunity that could be matched between the Peru and Portugal, he found 

a niche market in Portugal and Spain for the red- rust organic bananas of Peru. Mr. Kuyeng gave the initial 

information regarding how the Pro-banano project began and it gave me an insight in terms of which persons 

I should interview. This led me to the second and third interview with Mr. Domingos and a follow-up meeting 

with Mr. Kuyeng later on. The second and third interview were similar to the first one, which started with the 

presentation of the interviewee, some background, their interest on the Pro-banano project and their implication 

in it. During the third meeting with Mr. Kuyeng, I found out that the buyer, Mr. Meyer Jardim had already 
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signed contracts with retail supermakets and that the Pro-banano project was no longer a project but the first 

container was already scheduled to arrive in Portugal. 

Mr. Domingos provided information regarding the work of OIKOS in Peru and what they did to support the 

producers.  

After the first and second interview with Mr. Kuyeng, he supported the purpose of my thesis by sending out 

e-mails some of the key informants informing them about my thesis, endorsing the thesis and my research. His 

actions facilitated the process, as I was sure that it would have taken a longer time to earn their trust otherwise.  

 

Semi-structured Interviews 

Table 4 shows the semi structured interviews which were carried out through skype due to the geographical 

distance between me and the interviewees. Before each interview I would go through an extensive research of 

secondary data on the internet to avoid seeking answers that can be already on the internet. However, I would 

ask some questions that I already had the answer for, in order to triangulate the collected data. Using this 

technique, I fairly clear focus and some notion of the topic as well as the reality surrounding the interviewee 

(Bryman and Bell, 2015). 

Moreover, because this is a multiple-case study, I used similar questions in the collection of qualitative data to 

be able to make a structure that would allow me to make a cross-case comparison (Bryman and Bell, 2015). 

As mentioned before, in some cases I had the advantage to be introduced by Mr. Kuyeng. However, an e-mail 

presenting myself, my current studies and a mention of Copenhagen Business School seemed very relevant to 

gain trust. Following a presentation of myself I explained what the thesis was about, the purpose of my study 

and how their participation was important for it. Additionally, before each interview, I made a short 

presentation of myself once again and my background, explained what the thesis was about and allowed them 

to ask questions about it, before I proceeded with the questions. It was also important to remind them that all 

the information shared with me would be kept between Copenhagen Business School, my supervisor and 
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myself in order to reassure their confidence on me. This way, I would be able to keep the reliability on the 

study and remain unbiased (Saunders, Lewis and Thornhill, 2016). The transparency of the respondents, 

especially from Dole and Positive Gravity was critical to the study, because it was necessary to assess the true 

issues they had with the associations they worked with in the past and present.  

Due to the fact that each case only had one person to represent it, it is hard not to mention the respondents by 

name and keep anonymity throughout the thesis. It is critical to multiple-case study to remain unbiased, 

fortunately I did not have any previous relation with any of the companies being analyzed. However, I only 

found it slightly challenging to keep respondent bias with the Commercial Advisor of Peru in Portugal, Mr. 

Kuyeng, due to my relationship to him. 

Due to the diversity of the cultures of the respondents, I did not know what to expect with regards to their level 

of engagement to my study. The level of compromise they would take when we scheduled an interview. It was 

very challenging to pursue the respondents for an interview or answers to the e-mails sent, however, it is 

imperative to pursue the respondents as many times as the researcher deems appropriate (Bryman and Bell, 

2015). 

During each interview, a recording device and notes were used to capture all the information that was given 

by the respondent and that would allow me to make a transcript of the interviews later on. This transcripts were 

useful to be able to do follow-ups, identify key information, carry out triangulation of data and in general 

ensure that all information that emerged during the interviews was registered. The recording of data was 

advantageous, because it allowed me to correct any information that I might remember differently or 

misunderstood. Also, I was able to focus completely on the answers I got from the respondents and only 

allowed myself to use notes for the questions I was going to make or came across during the interview (Bryman 

and Bell, 2016). 

All of the informants were very gracious during the interviews and extended their invitation to contact them if 

more information was needed.  
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Regarding the transcripts, all interviews were transcript, except interview 2. However, one of the constraints 

was that they were all carried out in Spanish. Therefore, the translation from Spanish to English was done to 

all the transcripts (Bryman and Bell, 2015). 

 

Secondary Data 

Case studies draw its data not only from primary but also secondary sources in order to obtain new information. 

In this thesis we use secondary sources to collect data in order to complement the primary data and is obtained 

from reliable sources such as internet official websites, articles, newspapers, documents provided by the 

companies, documentaries, and interviews made by third parties (Bryman and Bell, 2015) The collection on 

primary data can demand a great deal of time and the researcher might depend on the availability of time of 

the informants. Therefore, by collecting data that has already been created, one can save time and resources in 

the investigation, while adding value to it (Bryman and Bell, 2015). 

The collection of secondary data during the initial phase of the thesis was imperative, because the more 

information I found regarding the red-rust organic banana landscape in Peru, the easier it was for me select 

possible topics. From then then on, the more I increased my knowledge through secondary data, the better I 

could guide the questions for the initial interviews and create the research question for the topic of my choice.  

As mentioned above, the secondary data was obtained through reliable sources, such as the Copenhagen 

Business School library database, Emerald, Science Direct, Business Source Complete, Google scholar, Sage 

Journals, among others. In these sources different sources of documents were found, such as books, academic 

papers, journals and research articles.  

In addition to this, all the respondents provided some documents with regards to the project, the organic banana 

industry in Peru or the company they worked for. Among those documents received from the respondents were 

pdf files, power point presentations, pictures that served as an illustration of the product, its presentation, and 

the banana fields in Peru, copies of official letters, etc. 
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In order to gather the necessary secondary data, an extensive search was done in a methodical way, where key 

words were used. Among the most relevant ones were “Sustainable Supply Chain”, “Relational Rents”, 

“Relational View”, “Efficiency in Supply Chain”, “Middle-man problems in Supply Chain”, “Business 

Network View” “Organic bananas Peru”, “Red-rust bananas Peru” (Banana de mancha roja), “Banana grower 

associations Peru”, “Banana co-ops Peru”. 

 

Reflection on Secondary Data 

A vast number of secondary data sources were visited in order to select the topics and draw the theories that 

were going to be used in the analysis.  In addition to this, it was critical to make an extensive research on 

different online sources of the banana industry in Peru, in order to be able to recreate an accurate picture of the 

structure of the supply chain of the companies, how the associations of banana growers work and what are the 

main challenges encountered when working with them. The secondary data was of outmost importance to 

complement the information that could not be collected during the primary data collection and also to carry 

out a triangulation of data.  

During the process of theory search, I discovered the lack of theory that fit this specific case, for instance 

theory that would approach the topic of middleman in the supply chain and how this could bring inefficiencies 

or a management tool that would help me asses the inefficiencies caused by having too many links in the 

supply chain. Therefore, looking for different cases to explore and compare seemed like the next logical step.  

Throughout the presentation of each case, I will provide the background of each case, how the company way 

of working with the banana association has evolved and explore what have been the main challenges and the 

best supply chain management decisions these companies have done when working in this area. 
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Analytical Approach 

The aim of this section is to explain which theory is applied to the sub-research questions (Figure 4). Sub-

question 1 concerns the identification of the inefficiencies PositiveGravity and Dole Copdeban experienced 

with their supply chains. Relational Rents, Business Network theory, and Clustering will be applied to to 

answer the sub-question 1. Sub-question 2 regards to the cooperation of the PositiveGravity and Dole 

Copdeban and their respective supply chains, and what could be done by the firms. For this sub-question the 

Relational Rents View, Business Network View, and Resource Dependency theory will be applied. Finally, 

Sub-question 3 concerns the sustainability aspect of the Pro-banano project and the sustainable side of the 

associations. The Sustainable Supply Chain framework, and the Tripply Bottom Line framework will be 

applied in Sub-question 3.  

 

 

Figure 4: Analytical model, made by the author. 
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Analysis 

This section will start with the presentation of each company’s background and their current situation in order 

to accurately recreate the cases. In line with the case-study method model proposed by Yin (2003), the primary 

and secondary data collected from each case will be analyzed. Furthermore, a conclusion of each case will be 

drawn and finally a cross-case conclusion will be carried out to be able to answer the main research question. 

  

The Case-Studies 

PositiveGravity, Lda. 

The company was founded in 2014 by the Commercial Managing Director, Nuno Meyer Jardim. 

PositiveGravity mainly deals with innovative value-added solutions for the retail market. It focuses on fast 

moving consumer goods and is involved in agri-social projects (LinkedIn, 2016). 

The company has had a previous experience working in agri-social projects. They worked as sales managing 

partners with a company called Green Forest in an agri-social project of the production of natural vanilla in 

the island of São Tomé and Príncipe, in the African west coast. The initiative of PositiveGravity to work with 

the agri-social projects comes from the professional background of the leader of the company, Mr. Meyer 

Jardim. As he found a business opportunity in working together with developing countries (Meyer Jardim, 

2017).  

Part of the work the company does with the agri-social projects is farmer training in best practice procedures 

in farming and logistics, and promotion of the product abroad. In addition to this, the company commits its 

efforts to work with Fair Trade and level up the standards of production of the suppliers they work with to 

meet the European standards (Meyer Jardim, 2017). 

PositiveGravity was involved almost from the beginning in the Pro-banano Project. The journey with the 

project for PositiveGravity started around November 2015. The NGO OIKOS Portugal (OIKOS), who has 

been working with Peruvian banana growers for some years, has helped fund some of the associations in the 
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Chira Valley, in the north of Peru. Mr. Meyer Jardim is an external consultor for OIKOS and after working 

with them in a number of opportunities, OIKOS contacted him once more to assess the case of the red- rust 

organic banana growers in Peru.  

Mr. Meyer Jardim (Interview 3, Appendix 7) and Mr. Kuyeng (Interview 1, Appendix 5) both expressed in 

their interviews that it was important to understand and keep in mind that the type of banana – the red- rust 

organic banana- that was being commercialized through the Pro-Banano Project was of second category. This 

information was further verified with quality specialist Mr. Angeles (Macalea Hamburg). They both further 

explained that European countries such as Germany or Holland, and other Nordic countries, that were major 

buyers of the organic bananas had very strict laws regarding standards of the fruit coming into the countries. 

Therefore, the organic banana growers had a discard of 20% to 30% of the total production, because that 

percentage did not meet the required foreign quality standards. The result was that the discarded 20% to 30% 

of the total production, would be sold to the local Peruvian market, to supermarkets or truck drivers for 15% 

to 20% of the export price (Meyer Jardim, Interview 3, Appendix 7) or even go to waste (Kuyeng, Interview 

1, Appendix 5). 

 

The red rust banana pest and its effect on banana production 

As stated earlier, “second category” organic bananas are classified as such due to presenting “red rust”. The 

red rust is a red stain on the banana (see Figure 5) that is caused by the infection from a small insect pest of 

the species Chaetanaphothrips signipennis (also known as “banana thrips” or “banana red rust thrips”). The 

insects only affect the actual bananas at the nymph stage, after they have developed from the egg stages that 

were laid by the adults on leaves and fruits (see Figure 6) (Hara et al. 2002). These scratch the surface of the 

banana peel and sucks it to feed from the sap, causing these areas to be contact with the environment and 

producing the characteristic red-stain on the peel (Senasa, 2016). This is an esthetic problem which does not 

affect the taste or the consumer, but it prevents this type of organic banana to be accepted in high standard 

markets in Europe (Angeles, Interview 4, Appendix 8; Wageningen University, 2013). 
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Figure 5: Bananas affected by thrip, source: Senasa. 

 

 

Figure 6: Life cycle of the banana red rust thrip (Chaetanaphothrips signipennis). The nymph stages are the 

ones that affects the banana fruit. Source: Hara et al. (2002) 
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Figure 7 shows a healthy production of organic 

bananas which would be classified as “first 

category” bananas. The green color indicates 

that the fruit is not ripe yet, hence not ready for 

consumption. However, this image represents 

how a healthy hand of organic bananas look, 

which are the type of bananas that are allowed 

in the high quality standard countries of 

Europe. According to Mr. Angeles, the final 

product when ripe is a perfectly yellow 

banana, with no stains. The angle of the curvature is less pronounced and the banana “fingers” are also bigger. 

His description agrees with the one Mr. Meyer Jardim gives (Angeles, Interview 4, Appendix 8 ; Meyer Jardim, 

Interview 3, Appendix 7).  

Figure 8 shows how healthy bananas look when they 

are still to be harvested and still in the field. In 

contrast, the second category organic bananas are 

less esthetically perfect, as seen in Figure 5.  

Thrips can be a fast spreading plague that can 

jeopardize an entire plantation. According to Senasa, 

the National Agrarian Sanitation Service a female 

thrips can lay up to 170 eggs throughout their life. 

Thrips can live 28 days during summer and 3 months 

during winter (Senasa, 2016). These are mainly 

spread through the transport/importation of an infested plant (Hara et al. 2002) and its current known 

distribution is in the countries where major banana production and importation takes place (Plantwise.org, 

2016).  

Figure 7: Healthy Fairtrade organic bananas. Source: 

agroforum.pe 

Figure 8: Healthy banana awaiting to be harvested. 

Source: Minagri. 
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Before PositiveGravity began working with the Pro-banano project, they were working with first category 

organic bananas projects to sell in Portugal and Spain, however, Mr. Meyer Jardim stated that “The countries 

of Southern Europe have less purchasing power, and therefore it will always be a niche market of low volume” 

(Meyer Jardim, Interview 3, Appendix 7). With this statement he means that selling first category bananas is 

not a business that will grow in big volumes in southern Europe. Therefore, once he was introduced to the Pro-

banano project, the decision to focus on second category bananas made more sense (Meyer Jardim, Interview 

3, Appendix 7). 

A comparison between the regular non-organic bananas sold in supermarkets of Portugal and Spain, such as: 

Pingo Doce, Intermarché, Continente and Lidl, and the red-rust organic bananas was done and there was a 

physical resemblance. The difference was the organic factor and the low price (Meyer Jardim and Kuyeng, 

2016). A document with images of the comparisons was provided as part of the evidence, this can be found in 

Appendix 2). 

PositiveGravity is currently the only company starting the operations to import the red-rust organic bananas of 

Peru. According to Mr. Meyer Jardim, the preparation of this project lasted approximately 14 months, “two 

trips, a month and a half of being in Peru in 2016, for a lot of reasons regarding production, supply chain 

management, etc. After meetings with 5 of the 20 biggest cooperatives of Peruvian banana growers, effectively 

CEPIBO and BOS, were the two selected, however due to problems presented by the farmers, like poor 

education and lack of vision, we will only start with BOS. Additionally, we will be working with 2 private 

logistic operators that will take care of the provision of materials, harvest and send the containers” (Meyer 

Jardim, Interview 3, Appendix 7). The aim of those meetings was to present the project proposal to those 5 

associations.  
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The Proposal 

The proposal PositiveGravity presented to the 5 different associations was not only about the opportunity they 

have found for the percentage of their discarded bananas but also to propose their working plan, schedules, 

and explain the requirements they had to fulfill. Furthermore, PositiveGravity wanted to propose a new idea 

to integrate a sustainable initiative for the project. The initiative has an environmental and economic aspect 

embedded in the logistic process. It is about working with a logistic operator that provides services of product 

care and packaging. IFCO is a company that delivers sustainable package and hygiene solutions for all types 

of products (IFCO, 2016).  

The idea is that the farmers fill out plastic containers of 1,20 m x 1 m with bananas. The containers or boxes 

are provided by IFCO. Each of these boxes have to have 19,2 kg of bananas and the boxes will be piled up in 

a batch. The batch consists of a pallet of 10 levels of boxes, where each level has 5 boxes. The result would be 

a container of 1000 of these plastic boxes. The Peruvian farmers have to fill the plastic boxes based on the 

specifications given to them by PositiveGravity. PositiveGravity follows the cycle from IFCO Smart Cycle. 

The farmers have to follow the guidelines provided by PositiveGravity with the number of banana hands and 

fingers a box must contain. They have to learn to handles the plastic boxes and accept the concept of not using 

the regular carton boxes. Moreover, they need to follow sanitation standards during the process. 

A summary of all the steps from the IFCO Smart Cycle can be seen in Figure 9, where the plastic boxes are 

illustrated. These boxes are collapsible for easy transportation and are used as a hygienic tool (IFCO, 2016).  
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Figure 9: Smart Cycle, IFCO. This figure summarizes the steps that the banana product follows from 

producer to retailer. 

 

The reason why PositiveGravity decided to take this sustainable solution is because by employing this re-

usable plastic containers, they contribute to the maintenance of the environment by reducing the use of 

disposable carton boxes, thus reducing their environmental footprint. In addition to this, by using this 

alternative, they can reduce high costs of packaging (Meyer Jardim, Interview 3, Appendix 7; Kuyeng, 

Interview 1, Appendix 5).  

As mentioned in the Reasearch Design and Strategy section, the case of PositiveGravity and its supply chain 

will be divided in 2 cases. The first case to be explored will be of PositiveGravity and the CEPIBO supply 

chain. The second case to be explored will be of PositiveGravity and the BOS supply chain. Finally, the case 

of Dole and its supply chain will be presented. 

 

Analysis of Case 1: PositiveGravity and CEPIBO 

After the meetings PositiveGravity had with the 5 biggest associations, CEPIBO was the first association to 

be selected for the first test container. CEPIBO stands for “Central for associations of small producers of 

organic bananas of Piura”.  
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CEPIBO is an association of organic banana producers that was founded in 2003 in Sullana, Piura. This is 

located at the north of Peru. This association was created with the aim of empowering small producers to be 

able to negotiate with multinational banana companies (Fair Trade USA, n.d.) and help them develop 

capabilities through the necessary guidance of the farmer’s business (Domingos, Interview 2, Appendix 6). 

The association is build up by 12 associations of banana producers that put together accounts for 1,352 hectares 

of organic banana plantations. The 12 associations, members of CEPIBO, each have at the same time hundreds 

of small producers that can have ½ hectare, 1 or 2 hectares that are not necessarily next to each other, but have 

a distance of a few kilometers between them (Angeles, Interview 4, Appendix 8). One of CEPIBO’s future 

goals is to extend its land of production to 2,500 hectares for the production of organic bananas and other fruits 

such as grapes, cacao beans and avocado (progreso.org.pe, n.d.). The association is expected to work together 

with the Regional Government of Piura, to obtain investment for the project of extension of land 

(progreso.org.pe). 

Figure 10 provides an illustration of how the CEPIBO’s supply chain structure currently is. Once again, it is 

important to note that under CEPIBO collection center, there are 12 middle associations, each with its own 

autonomy, and under those associations there are hundreds of members which are the farmers. It is important 

to understand the complexity of the structure of its supply chain, to be able to make a comparison later on.  
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Figure 10: CEPIBO supply chain structure, made by the author 

 

The following section will portray the challenges PositiveGravity had with their suppliers of the association of 

CEPIBO. In addition to this, we will look at the sustainability aspect of the case. 

 

Challenges presented in the supply chain of CEPIBO 

While PositiveGravity already had contracts with its clients and had promised them the fist delivery of red-

rust organic bananas, they also had an agreement with CEPIBO for the first order (Meyer Jardim, Interview 3, 

Appendix 7). It is important to mention again that the clients of PositiveGravity are major supermarkets such 

as Pingo Doce, Intermarché, Continente and Carrefour in Spain (Kuyeng, Interview 1, Appendix 5; Meyer 

Jardim, Interview 3, Appendix 7).  
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According to Mr. Jardim Meyer (Interview 3, Appendix 7), when they had the round meetings with the 5 

selected associations, CEPIBO was the first to accept the proposal to work with them and compromised with 

PositiveGravity on the delivery of the fist order of the red-rust organic bananas. 

Mr. Meyer Jardim expressed that “Because we needed to have alternatives, and not only depend on one 

association, BOS and CEPIBO were selected. As a mistake, we picked CEPIBO to do the test container, and 

we had 6 months of promises and nothing to start with. So we stopped (with CEPIBO) and began with BOS. 

This situation almost cost us the end of the project, as the clients – the supermarkets lost confidence on us”. 

He continues: “During the second visit (to CEPIBO) we understood that the manager and president of the 

association does not have total autonomy and they need the approval of the members of the association (the 

12 cooperatives of banana growers)” (Meyer Jardim, Interview 3, Appendix 7). 

His observation on CEPIBO was that the association was lacking a realistic view of their capability. He stated 

that CEPIBO “was full of promises and good will, they inmediately confirmed that they could start” (Meyer 

Jardim, Interview 3, Appendix 7). PositiveGravity made an agreement with the association and started the 

process, without knowing that the two representants form CEPIBO needed the approval from the members of 

the association. 

Another source expressed that the most important thing about CEPIBO is the relationship that the  association 

has with its local producers. The type of relationship that they build with their producers is based on identifying 

with them and work together to benefit the community (Peru this week, 2016). 

According to the Business Network View, relationships normally start with an arms-length relationship that 

can be developed by the firms’ commitment. Through the enforcement of a relationship, businesses can build 

a long-term relationship that will result in a reduction of uncertainty (Johanson and Vahlne, 2011). When the 

goal is to forge a long-term relationship it is important to build a close relationship and combine resources that 

will lead to competitive advantage (Dyer and Singh, 1998). 

Mr. Meyer Jardim also explained that it was challenging to work under specific terms directly with the farmers 

as most of them are elderly and their level of education and culture is very limited (Meyer Jardim, Interview 
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3, Appendix 7). Mr. Angeles (Interview 4, Appendix 8) also coincided with this view, stating that because 

farming is usually a family business, and it is common to see the elders of the family (the parents) being the 

ones taking care of the business. However, while Mr. Angeles says the future and development of better 

farming practices are on the hands of the younger generation of these families (the children of the farmers), 

Mr. Meyer Jardim says that this observation is not that simple and that “many of the children from these 

farmers do not want to plant/harvest, but they want to live in a big city, drink Coca-Cola and eat pizza”. He 

goes on “therefore what is missing in this market is the training of the owners (farmers) and to know how to 

speak their language and understand their concerns” (Meyer Jardim, Interview 3, Appendix 7). This reflects 

not only the lack of training in the farmers, but also the lack of interest from younger generations to remain in 

the business.  

The disadvantages of an individual firm are often linked to the didvantages of a network of relationships, in 

which the firm is embedded (Dyer and Singh, 1998). Meaning that the disadvantages that affect the members 

of the company’s supply chain, will trascend to affect the main company due to a disruption of the supply 

chain. Therefore, it is important for the company to assess the investment they are going to make to develop a 

long-term relationship, even when it is difficult to assess if the relationship will be long lasting (Johanson and 

Vahlne, 2011). In order to overcome some disavantages that might affect the supply chain and be able to obtain 

supernatural profits, it is important to invest in human asset specificity, which can be gained through years of 

cooperation and sharing of information and know-how on procedures, systems and mentality of the partner 

company (Dyer and Singh, 1998).  

Moreover, due to the informality presented by the banana industry, it is relevant to mention that interfirm 

knowledge-sharing routine is relevant for this case. This will allow both ends to transfer, combine and create 

specialized knowledge (Dyer and Singh, 1998). This can create a resource that is unique against other supply 

chains in the market (Davis and Cobb, 2010). 

Futhermore, another big challenge to work with the Peruvian producers was that there was a lack of 

documentation and authorizations that would help them obtain the permits to export and speed up the process. 

These problems had to do with the national authorities and the association (Meyer Jardim, Interview 3, 
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Appendix 7). Sometimes when the associations missed some documents for the certification processes or 

authorizations for export, the authorities would have to elaborate these permits and these are normally delayed 

due to burocracy (Angeles, Interview 4, Appendix 8). With regards to the handling of official documents, that 

is when the Comercial Office of Peru in Portugal, the government, would step-in during the development of 

the project, as they could intervene to speed-up the process of the permits for the commercialization of the red- 

rust organic bananas (Meyer Jardim, Interview 3, Appendix 7).  

An important aspect of producing fruit is to have traceability of where the fruit comes from. Meaning that 

PositiveGravity should be able to trace each box of organic bananas to its producer. However,  it is  often 

ecountered lack of traceability of production, as there are many people involved through the whole process in 

the supply chain, that in the end “nobody knows who did what and who has which paper” (Angeles, Interview 

4, Appendix 8). Moreover, as mentioned before, the way the small producers of organic banana work is that 

they own ½ hectare, 1 hectare or 2 hectares and they are separated from each other by kilometers (Angeles, 

Interview 4, Appendix 8). 

Porter (1998) suggests that the phenomenon of clustering can bring benefits of pooling skilled workers and 

expertise when firms of the same industry are located in close geographical proximity. Moreover, by having 

production located in close proximity, a company can lower costs of transportation, intentory and activity 

coordination. This can be done through investement of specific asstes, which results in the creation of unique 

assets and relational rents (Dyer and Singh, 1998).  

 

The Sustainability factor 

According to Elkington  sustainability is not only about of good corporate citizenship. It is about the the balance 

between the environmental, social and economic aspects in a business (Carter and Rogers, 2008). This project 

has a sustainability aspect to it, therefore it was relevant to ask our respondants what the “sustainability” aspect 

of the project was. The answers from the respondents were very different from each other. Mr. Kuyeng 

(Interview 1, Appendix 5) explained that the campaign for the promotion of the bananas was going to start 
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with the green supermarkets and that the bananas were going to be sold in biodegradeable plastic bags. 

Moreover, he also mentioned the plastic boxes that were going to be used for the trasportation of the product. 

The plastic boxes have the characteristic of being reusable and will come and go from Peru to Portugal to 

transport the bananas.  

Mr. Meyer Jardim (Interview 3, Appendix 7) also answered to the same question and gave two different view 

in his answer. He explained that because there is a partnership with OIKOS in the Pro-banano project, the view 

on sustainability was divided in two perspectives: One was the vision that PositiveGravity has with the project, 

which targets profit. Also, for PositiveGravity “the sustainability of this operation depends on the professional 

attitude of the suppliers, to be able to maintain the trust of our clients and the continuity of the supply”. 

Meaning that from the perspective of PositiveGravity, the vision of sustainability oriented towards a logistic 

aspect, in which they depend on the associations for the supply of bananas. The other perspective was the 

vision from the OIKOS point of view. He explained that “For OIKOS, a social organization, the sustainable 

aspect of the operation is an important part of a cycle that started 10 years ago. The aspect of changing a 

problem for a solution” (Meyer Jardim, Interview 3, Appendix 7).  

Mr. Angeles instead manifested his knowledge on sustainability from the perspective of the associations and 

from the perspective of labels. He explained that for the associations to be sustainable and work in the long-

run, bigger companies would have to get involved and target the younger generation of farmers that are 21 or 

22 years old on average, as they are the ones that understand technology and are surrounded by it, the know 

how to use internet and have more access to education today, in comparison to their parents. He mentioned 

that this is a factor that many associations do not see and that is the key to sustainability of the farming business, 

as the younger generation is easier to train when it comes to requirements, specifications, and teach better 

farming practices. “They are always willing to learn and realize what is best for them, so in 5 years they will 

be better and be able to compete with the big associations due to the good quality of their products…because 

they invested in training” (Angeles, Interview 4, Appendix 8). Moreover, he does not consider that labels such 

as Fair Trade are sustainable because it is often seen that the percentage that is destined to the farmers, is not 
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transmitted to them. Therefore, the farmers lose the motivation to work with such labels. The result is that 

many associations start selling to buyers that do not require labels.  

 

Discussion Case 1  

 

Sub-question 1: What are the biggest challenges or inefficiencies in the supply chain? 

At the beginning of the Pro-banano project, CEPIBO was too quick to confirm the agreement with 

PositiveGravity without respecting the order of the association structure and procedures. While CEPIBO has 

representatives such as the president and the manager of the association, they do not have the full power to 

make contractual agreements. The decision must first go through a general assembly for the members to vote. 

As the association’s structure is very complex and that makes the decision making process very difficult. If the 

association would have admitted their true capability and the process of decision would have been respected, 

CEPIBO would have not lost credibility. To be able to build a close relationship between PositiveGravity and 

CEPIBO, the association needs to be open about their true capacity. In that way, PositiveGravity will be able 

to avoid uncertainty about the status of the order of bananas and the uncertainty will not transcend to its clients 

(Dyer and Singh, 1998). In this specific case, there were 6 months of uncertainty and no fulfillment of the 

agreement. Therefore, as the theory suggests, when the network of a firm has disadvantages, this also becomes 

a disadvantage for the firm. CEPIBO’s disadvantage to estimate their capability, also affected 

PositiveGravity’s capability to respond to the orders the supermarkets had made with the company (Dyer and 

Singh, 1998).  

The second challenge identified was with regard to the documentation that was missing to be able to start the 

permits for the operations. Lack of documents and traceability of production is a common problem with the 

associations in Peru. If there were to be a box of bananas that does not meet the standards, the association will 

not be able to trace it to the producer. Those types of challenges can be targeted by the partner firms through 

interfirm-knowledge routines, where Mr. Meyer Jardim, as a specialist in logistics, can propose a model for 
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traceability that works in the most convenient way for PositiveGravity (Dyer and Singh, 1998). Moreover, the 

association has to commit to learn the process of the traceability system and adapting to the change. By sharing 

this information, PositiveGravity and CEPIBO would be creating specialized knowledge that can help both 

ends. Moreover, they can tighten their relationship because CEPIBO would have a system and a routine with 

PositiveGravity that they do not share with other buyers (Dyer and Singh, 1998).  

With regards to the way the farmers are located, distanced from one another. The way this can work on a more 

efficient way is to invest in clustering the farmers (Porter, 1998). Having so many farmers working on hectares 

that are spread in a big area can be quite challenging for the CEPIBO collection center when it comes to 

gathering the product, due to the treacherous roads, climate conditions, transportation availability and poor 

communication between the farmers and the collection center. By clustering the farmers closer together the 

association would be not only lower their cost in transportation from either their own budget or from the 

farmers, but they would also increase coordination and productivity, as the farmers would not have to use so 

much time in delivering their bananas or miss one person in the fields (The Economist, 2009). 

 

Sub-question 2: What can international (buyer) companies contribute with to improve their 

supply chain? 

Based on the theories selected to analyze this specific case, it is important that partners involved with the 

business understand the importance of close relation and the economic benefits that it can bring. From the 

buyer’s point of view, it is important to assess whether or not it is worth it to invest in a long-term relationship 

with CEPIBO, and if the development of their capabilities and routines will bring the desired returns to 

PositiveGravity (Johanson and Vahlne, 2011). From CEPIBO’s point of view it is important to understand that 

to work with American or European companies, they must adapt to the way they work to be able to maintain 

the relationship they have with their buyer (Johanson and Vahlne, 2011). 

Showing commitment from both ends and sharing information about their production and processes, they can 

improve the coordination and efficiency of the supply chain. For instance, by having a traceability system, 
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they do not only know which box of bananas belong to which farmer, but by the number of boxes that CEPIBO 

produces and PositiveGravity receives in a month, they can estimate what the real capacity of CEPIBO is. 

Additionally, PositiveGravity and CEPIBO can work on effective governance structures, by utilizing a third-

party enforcement agreement, such as legal contracts. By working on regulation through legal agreements 

based on the capabilities of CEPIBO, they can reduce uncertainty and the risk of non-compliance (Dyer and 

Singh, 1998). 

 

Sub-question 3: In relation to sustainability. How can contributions of the international (buyer) 

companies help their Peruvian supply chain become more sustainable?  

In terms of the Pro-banano project, it is important that all those key actors in the supply chain have a clear 

concept of the “sustainability” aspect of the project. For instance, it is important that not only Mr. Kuyeng, Mr. 

Meyer Jardim and Mr. Domingos know about what the sustainability initiative of the project is, but that also 

CEPIBO understands it, and that they can be able to transfer this knowledge to their farmers. Farmers might 

learn actions that will be positive for sustainability, but they do not understand why they are doing it or what 

the reason behind it is.  Therefore, part of the task the leaders of this project have, is to transfer the knowledge 

to the rest of the supply chain, and for CEPIBO to make the farmers understand the reason behind sustainability 

(The Global Compact Office, 2010). Sustainability does not refer merely to the organic fruit but that there are 

environmental and social consequences that can impact the profit of the association (Carter and Rogers, 2008).  

 

Conclusion of Case 1 

Main RQ: “How could inefficiencies in the supply chain be eliminated, creating benefits for the suppliers 

and buyers?” 

First, it is important for the buyer, PositiveGravity, to consider if working with CEPIBO, who has access to 

big volumes of red- rust organic bananas, is worth investing time, money and effort. For PositiveGravity this 
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decision must depend on the success of the red- rust organic bananas in the supermarkets of Portugal and 

Spain.  

To eliminate or decrease uncertainty, they must invest time to get to know each other. For PositiveGravity 

needs to discover the real capability of CEPIBO’s production and commitment, which will result in a closer 

relationship. By working close together, they can create competitive advantage over other competitor 

partnerships that would lead to increasing profits due to their joint capacity.  

Moreover, what could be observed from all the information gathered in the case is that CEPIBO misses not 

only training, but managerial skills and a better implementation of organizational processes to be able to deal 

with foreign buyers. One of the most important investments that can be done in the association, is to create 

managerial routines. PositiveGravity and CEPIBO can collaborate in creating managerial procedures that 

could ease the administrative process of the export. 

Additionally, in this case it is important to work with contracts that will help judge any violation of the 

agreements between partners to avoid situations like the one PositiveGravity experienced with CEPIBO in the 

beginning.  

Furthermore, if the current administrative staff is not able to handle documents, permits and other 

administrative tasks that are important to work with international buyers, it would be advisable for CEPIBO 

to invest in acquisition of knowledge and know-how through the hiring of a person that has the necessary 

qualifications for the task. In that way, the association would commit to improve their efficiency in the 

administrative area. 

 

Analysis of Case 2: PositiveGravity and BOS 

The second association PositiveGravity selected to work with on the Pro-banano project was BOS. BOS stands 

for “Association of solidary organic banana growers”.   
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BOS is an association of organic banana growers that was founded in 2003. The association was created with 

the aim of promoting the development of the small farmers of organic bananas. This association is located in 

Salitral, Sullana, region of Piura, north of Peru (Bos-salitral, 2016). The association currently consists of 396 

producers that are members of the association and produce organic bananas in a land that is 326 hectares (Bos-

salitral, 2016). Furthermore, the small producers that work with BOS go through an assessment where they 

have to fulfill requirements of organic quality and Fair Trade. Moreover, the their goal is to work in balance 

with economical, social and aspects (Bos-salitral, 2016).  

In its vision, BOS claims to be a solid, democratic and participative organization that has achieved alliances 

with public and private institutions in the region, nationally and worldwide. The mission of the association is 

to be an organization of small farmers, in which the members can develop technological and productive 

capacities. At the same time, to care for the environment, have a healthy organic production, and help the 

families have an economic, socio-cultural and democratic development (BOS-salitral, 2016). 

Figure 11 provides an illustration of how BOS’s supply chain structure currently is. In this case, it is important 

to note that under BOS collection center there are small farmers instead of associations in between. This means 

that BOS is an association that works directly with its farmers. 
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Figure 11: BOS supply chain structure, made by the author. 

 

The following section will portray the challenges PositiveGravity had with their suppliers of  BOS association. 

In addition to this, we will look at the sustainability aspect of the case. 

 

Challenges presented in the supply chain of BOS 

As mentioned in Case 1, PositiveGravity went through round meetings with the 5 biggest red- rust  organic 

banana suppliers on the north of Peru. After an assessment of the different associations and hearing their 

comments on their capabilities, PositiveGravity selected 2 associations: the first one was CEPIBO and the 

second one was BOS.  

As a normal precausion and to avoid depending on one association, PositiveGravity selected CEPIBO and 

BOS. From those two associacions BOS was the only one that could fulfill the order of bananas. Moreover, 

Mr. Meyer Jardim stated that “they undertood the proposal of the project and admitted the problem” (Meyer 

Jardim, Interview 3, Appendix 7). Meaning that from the start, the association accepted their limitations and 
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the president and manager of the association admitted that they could not agree to the contract without going 

through a general assembly with the members of the association.  

Dyer and Singh (1998), propose that to be able to gain supernatural profits or relational rents, it is necessary 

to invest in the development of a close relationship among supply chain members. An important investment at 

the start of the relationship is to work on effective governance structure. There are two types of governance 

that can be used to enforce agreements: Third-party enforcement agreements, such as contracts, and self-

enforcing agreements, in which there are no contracts to regulate the agreement.  

Something that is often seen among associations is the turn-over of members. As mentioned before, under each 

association, there are hundreds of small producers, the farmers, and it often seen that when a member is not 

satisfied with the benefits they get from the association, or if another rival association gives better benefits, the 

members will not hesitate to change over (Angeles, Interview 4, Appendix 8).  Mr. Meyer Jardim also learned 

during his visit to Peru that “there is a big incidence in the turn-over of farmers from one association to 

another” he further explains “in a same area of 100 hectares there are 100 farmers of 10 different 

associations” (Meyer Jardim, Interview 3, Appendix 7).  

Relational rents suggest that firms start by having an arms-length relationship within the supply chain. 

However, to be able to have supernatural returns, they must work on bringing their relationship closer. When 

two companies combine their resources, they can create a capability that is difficult to imitate by others in the 

industry, and this gives the partnering companies an incentive to continue collaborating and bringing their 

relationship even closer (Dyer and Singh, 1998).  In relation to this, Dyer and Singh (1998) suggest that when 

companies have a close and strong relationship, it is difficult to switch partners without incurring penalties. In 

an arms-length relationship, it is easier to change partners, not only from the perspective of the buyer, but also 

from the perspective of the supplier.  

 

A big challenge with BOS and in general with all associations is that the leader of the association does not 

have full power to make decisions on behalf of the members. Therefore, the process of decision making is very 

complex for these associations. The president of the association is normally elected from among the members, 
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he has more hectares than other members and is admired by other members, who have respect for him. 

Moreover, in each association there is a manager, who is a person that is hired and is not necessarily a member 

of the association. The manager is commonly a professional engineer. All the decisions made by the two 

leaders must be approved in the general assembly of members (Meyer Jardim, Interview 3, Appendix 7). 

As mentioned in the previous case, the lack of documentation and traceability is a common set-back in the 

industry, as it is necessary to be able to get permits to be able to export the bananas. PositiveGravity faced a 

big challenge when the container of bananas was due to leave Peru and the organization forgot to enclose an 

important documents for the release of the container (Meyer Jardim, Interview 3, Appendix 7). Nevertheless, 

the shipping ran its course and the problem was solved. PositiveGravity in joint cooperation with BOS, 

created a traceability system to have control over the production of red- rust organic bananas. 

In this document (Appendix 4), they can see how many boxes each farmer will make and which box of 

bananas belong to which farmer (Meyer Jardim, Interview 3, Appendix 7), which is an advantage when there 

is a mistake in the batch of bananas and they need to know where it comes from.   

In order, to achieve relational rents, it is necessary to make some investments in the relationship between the 

companies in the supply chain. These investments can be high in terms of time and effort. Dyer and Singh 

(1998) propose that to achieve relational rents, companies can invest in transaction or relation-specific assets. 

At this stage, it is suitable to invest in relation-specific assets such as human asset specificity, which entails 

gaining knowledge or know-how from working together in a partnership. It is also relevant to invest in 

knowledge-sharing routine, where both firms share information and know-how to create a combination of 

specialized knowledge (Dyer and Singh, 1998).  

 

 

The Sustainability factor 

Data and theory presented in Case 1 is valid also for Case 2, as this case also relates to the same company, 

PositiveGravity. However, an outline of what was presented in the Case 1 will be summarized, in order to 
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follow the case study method model and treat Case 2 as an individual case. Additionally, information regarding 

the social initiative of the association will be presented. 

Throughout the process of data collection, most of the respondents were asked what the “sustainability” aspect 

of the project was. While Mr. Kuyeng (Kuyeng, Interview 1, Appendix 5), referred to the green aspect of the 

project, explaining the sustainable concept of the packaging and logistics of the project, Mr. Meyer Jardim 

explained the sustainable goals were from two different points of view: From the PositiveGravity point of view 

and from the OIKOS point of view. On the one hand, the PositiveGravity view on sustainability is about the 

continuous work of the suppliers without disruptions in the supply chain, so that PositiveGravity can also fulfill 

the agreements they have with its clients.  On the other hand, the OIKOS view on sustainability comes from 

their long-term work with the farmers and how the discarded percentage of red- rust organic bananas, became 

an opportunity for the farmers to sell it for a better price to the European market (Meyer Jardim, Interview 3, 

Appendix 7).  

Furthermore, Mr. Angeles gave a different view on sustainability. From the perspective of the associations, he 

suggested that for the associations to be sustainable in the long-run, focus needed to be put on the younger 

generations. That the associations or even buyer need to invest in training the younger generations of farmers, 

because the younger generation of farmers have more knowledge on technology and more access to education. 

Moreover, Mr. Angeles expressed his opinion on the sustainability of the use of labels such as Fair Trade. He 

explained that many associations are now opting to work together with buyers that do not require the label, as 

farmers do not see the monetary benefit of it. For instance, the extra dollar that is supposed to be transmitted 

to them, stays within the association and it is spent on administrative expenses (Angeles, Interview 4, Appendix 

8). 

BOS reflects in their mission, the goal of the triple bottom line, which suggests that to be able to accomplish 

sustainability, there must be a balance between the environmental, social and economic aspects of a business. 

The goal of the triple bottom line is also reflected in the benefits program that the association offers their 

members (Elkington, metioned in Carter and Rogers, 2008). 
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BOS offers the members of the association a series of benefits that can help improve the quality of life of the 

farmers and their families. The members of the association can access:  

The health fund:  Where they have access to medical funding. 

The education fund: Where the farmers can get financial aid to buy school supplies for their children and to 

send them to universities.  

Mortuary fund: In case any of the members of the association were to die, the family would receive financial 

aid. 

The association also offers access to credit and micro-credit, as well as a training program for the farmers. The 

aim of the training is to make them better qualified for producing organic and improve their agricultural 

practices (Bos-salitral, 2016). 

To be able to achieve a more sustainable supply chain is to commit to understanding the business landscape 

and the partnership opportunities there are, this includes understanding the stakeholder’s expectations and to 

set guidelines for the whole supply chain. Moreover, assess the supplier the company wants to work with and 

help them understand and embrace the sustainable goals. Part of the implementation of sustainability is to not 

have discrepancies about the sustainable objectives between managers, because they are the key to a successful 

implementation. Last it is important to communicate the results to the rest of the supply chain (The Global 

Compact Office, 2010).  

 

Discussion of Case 2 

In this section, a discussion of the findings and theory will take place. Though out the discussion, the collected 

data of the case will be assessed with the theories to be able to answer the three sub-questions of Case 2. 

Furthermore, for the sake of clarity I will describe the sub-conclusion before each discussion. Finally, a 

conclusion based on the answers of the sub-questions will be presented.  
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Sub-question 1: What are the biggest challenges or inefficiencies in the supply chain? 

In the beginning, when the project was proposed, BOS showed understanding of the project and the 

sustainability initiative PositiveGravity wanted to introduce to the project. The president and the manager of 

BOS were open about the system and admitted that they did not have the power to agree to the Pro-banano 

project and that the decision had to be made in a general assembly where the farmers would vote. This made 

the process of contract long and complex for PositiveGravity, as they also had agreements with the 

supermarkets in Portugal and Spain. The Business Network View suggests that when the network of a firm 

has disadvantages, this also becomes a disadvantage for the firm (Johanson and Vahlne, 2011). BOS has the 

disadvantage of having a complex system to make decisions about contracts with buyers, as it is a democratic 

association. Therefore everybody at the association must vote to be able to proceed. This, at the same time is 

a disadvantage for PositiveGravity, as they need to wait for the process of decision making to be over, before 

they are able to have an answer from CEPIBO and then be able to transmit their capability to fulfill orders to 

the supermarkets in Europe.  

Additionally, one of the main problems PositiveGravity had with BOS is the lack of documentation and 

organizational management. As mentioned in the analysis, the association has a manager that has an academic 

background, however there is still lack of managerial skills in the operational processes. Therefore, it is 

important that the association and PositiveGravity can invest time and effort to work on interfirm knowledge-

sharing routines, so that this allows them to transfer, combine and create specialized knowledge that would not 

only be about the specific requirements of the product, but also about how to work together to create and learn 

a joint inter-organizational routine (Dyer and Singh, 1998). 

In this case, it is important that BOS assess the possibility of investment in human asset specificity, through 

the hiring of a person with a background in administration. In that way, they will be able to have the correct 

person with appropriate knowledge and know-how on managerial skills that the association needs (Dyer and 

Singh, 1998). 
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With regards to turn-over of members in an association. This can be a set-back for the association and 

PositiveGravity, as there are other associations in the industry and each has their own farming techniques and 

guidelines. When turn-over takes place, associations must train their new member to meet the standards the 

association needs. Thus, the turn-over could have an impact on the quality of the red- rust organic bananas. In 

this case, it is worth to focus on the relationship BOS has with the farmers. Relational rents suggests that to be 

able to achieve supernatural profits, firms should work on bringing their relationship closer together. Moreover, 

Dyer and Singh (1998) suggest that when companies have a close and strong relationship, it is difficult to 

switch partners without incurring penalties.  By providing social benefits, listening to the needs of the members 

of the association and fulfilling their expectations, the association can decrease less turn-over and reduce the 

investment of training. Constant training is important for the associations and its farmers, however the more 

turn-over there is, the more they will spend in training new members from the very beginning. This reasoning 

could also be applied in the relationship between PositiveGravity and the association. If PositiveGravity were 

to decide to invest in close relationship with BOS, it would be difficult for PositiveGravity to change suppliers 

without incurring costs.  
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Sub-question 2: What can international (buyer) companies contribute with to improve their 

supply chain? 

In this case, PositiveGravity could contribute by investing in an effective governance structure and interfirm 

knowledge-sharing routine. According to the Relational rents theory, these are two ways in which they can 

achieve supernatural return on investment (Dyer and Singh (1998). Even though BOS has been open about 

their limitations from the beginning, it is important at the arms-length stage of the relationship to be cautious 

and work on contractual agreements that will take into consideration the true capability of production of the 

association, in that way PositiveGravity will reduce risk of non-compliance and uncertainty. Moreover, 

PositiveGravity has contributed with BOS in the creation of a traceability system. The company can further 

contribute with the creation of specialized knowledge proposing other management tools that will help improve 

the interfirm knowledge-sharing routines (Dyer and Singh, 1998). 

  

Sub-question 3: In relation to sustainability. How can contributions of the international (buyer) 

companies help their Peruvian supply chain become more sustainable?  

Considering that the sustainability factor of the Pro-banano project is applied to both, Case 1 and Case 2. Part 

of the discussion of Sub-question 3 in Case 1, also applies to this discussion.  

As discussed in Case 1, in terms of the Pro-banano project, it is important that the key actors of the supply 

chain, which are considered leaders for each entity, have a clear understanding of what the concept of 

“sustainability” means for the project. For instance, it is important that Mr. Kuyeng, Mr. Meyer Jardim and 

Mr. Domingos agree on what the sustainable aspect of the project is and what the impact of positive 

sustainability activities can do for the supply chain and final result. This is relevant because they are the key 

actors that will transfer this knowledge to the association leaders and consequently this knowledge should be 

transferred to the farmers (The Global Compact Office, 2010). This is part of the steps a company must go 

through, in order to achieve a sustainable supply chain. Specifically this steps belong to the stage where 
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companies must define the vision and scope of the project, and implement sustainability through key actors in 

the supply chain (The Global Compact Office, 2010). 

Moreover, according to Carter and Rogers (2008) being sustainable is not just a matter of good corporate 

citizenship, but also to have a balance of the environmental, social and economic aspects of a business. BOS 

reflects this three components in their benefits program. Members of the association have access to health and 

education aid for the farmers and their families, as well as training programs for farmers to work in an 

environmental friendly way. Because of the enforcements of these areas, the association can have a positive 

impact on the economic aspect. By showing their commitment to sustainability, they can attract new buyers 

that have preference to work with sustainable associations.  

 

Conclusion of Case 2 

Main RQ: “How could inefficiencies in the supply chain be eliminated, creating benefits for the suppliers and 

buyers?” 

In this case, it is important for the buyer, PositiveGravity, to consider if working with BOS is worth the 

investment of time, money and effort that requires improving their efficiency.  

The analysis reflects that the association has issues with the management of documents, and managerial 

processes that belong to the administrative area. Therefore, it is important to work with the goal of bringing 

the partnership closer together through investment in interfirm knowledge-sharing routines, such as the 

traceability system that PositiveGravity and BOS jointly created, and effective government structure, such as 

legal contracts that will guideline the responsibilities of each firm and their compromise.  

Moreover, for the association to have a better administrative flow, they must invest in human asset-specificity. 

This can be done through the creation of the know-how PositiveGravity and BOS gain from working together. 

The process of knowledge creation can take years, therefore it is important to consider the first point of the 

conclusion. Another solution to this issue could be to acquire the knowledge and know-how through a 
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professional manager with skills and experience to handle documents and permits that can make the process 

of export faster and more efficient.  

With respect to turn-over of members between associations. It is important for the association to invest in a 

closer relationship to its members to avoid them going over to competitors. This can be done by committing 

with the farmers by listening to their needs and giving them new opportunities for growth, through training, 

good benefits for them and their families.  

 

Analysis of Case 3: DOLE and its supply chain 

Dole Foods is an American company founded in 1901.  Dole is the biggest producer of fruits and vegetables 

in the world. Moreover, the company mainly deals with the production, distribution and market of their 

products to the United States and Europe.  

Dole markets different types of fruit that they produce in different countries. Bananas and pineapples are 

produced in Latin America, table grapes and apricots are produced in the United States, table grapes, stone 

fruits and pears are produced in Chile and South Africa, and citrus fruit is grown in Latin America (Dole, 

2016). Most of the tropical fruits are grown in Latin American countries, due to the climate conditions they 

present (Angeles, Interview 4, Appendix 8). 

Within the range of fruit products that Dole produces and markets worldwide, they have a line of organic 

products that belongs to the Dole Organic Program, the main products are organic bananas and pineapples. 

These fruits are also grown by Dole and bought from independent growers in Latin American countries, such 

as Peru, Ecuador, Colombia, and Costa Rica. Dole initiated its operations in 2001 in Sullana, Piura, north of 

Peru. Since then, the company is referred within the Peruvian banana industry as Dole Copdeban or Dole Peru. 

Part of their investment for many years was training more than 2000 small farmers in best practices of organic 

banana farming (Dole organic program, 2010).  



 68 

Dole was in 2001 the first international company to export organic bananas from Peru and is still nowadays 

exporting organic bananas and expanding its land. Throughout the years, Dole has made a series of investments 

in Sullana, to be able to ensure the quality of its products, efficiency and productivity of their supply chain.  

Figure 12 provides an illustration of how Dole Copdeban’s supply chain in Peru currently is. In this case, it is 

important to note that the company sources the organic bananas from their own plantation and also purchases 

from associations of organic banana growers (Pinday-Rodriguez, Interview 5, Appendix 9) 

 

 

Figure 12: Copdeban supply chain structure, made by the author 

 

As the figure shows, Dole Copdeban does not only source the organic bananas from their own lands, but also 

from external associations of organic banana growers. As mentioned previously, Dole has worked with the 

Peruvian banana growers for many years, providing training. In the beginning of Dole’s operations in Peru, 

the bananas were bought when they were still in trees (pre-harvest) because the farmers did not have the 

necessary skills or training to be able to harvest and pack them correctly (Dole Copdeban, 2010). Today, after 

years of working together in training programs, the harvest and packaging of the organic bananas are 100% 

done by the farmers. Dole Copdeban has been able to transfer the necessary technology for the small producers 
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to be able to produce for them. The farmers receive constant training in best agricultural practices, fertilization, 

and management of organic certifications (Dole Copdeban, 2010). 

The Business Network Theory suggests that every business relationship begins with an arms-length distance 

between them, however the more the firms commit to each other the more they can reduce uncertainty. Closer 

business relationships can be achieved through the development of the relationship by sharing knowledge, 

improving productivity and improving the coordination of activities, resulting in the lowering of costs 

(Johanson and Vahlne, 2011). 

Moreover, they have financed in the initial stage, the provision of materials necessary for the harvest process 

and packing to the associations they worked with. Furthermore, they financed the construction of warehouses 

for materials, a pallet center, several packaging centers, latrine centers, and made different investments in 

infrastructure improvement that where important to transport the fruit (Dole Copdeban, 2010). 

When companies are committed to work in a long-term relationship, it is important to bring the business 

relationship closer together for the businesses to create joint competitive advantage. This can be achieved 

through different investment such as investment in transaction or relation-specific assets, and interfirm-

knowledge sharing routines. More specifically, they can invest in human and physical asset specificity that 

will create better processes, and joint specialized knowledge from both companies working together (Dyer and 

Singh, 1998). 

 

Challenges presented in the supply chain of Dole Copdeban 

Nowadays, Dole Copdeban works together with 7 different associations, which work under their own 

respective management.  Additionally, they have their own farm called San Patricio, which extends into 200 

hectares in Sullana, Piura (Dole Copdeban, 2016). Dole has their own farms in each country where they 

produce, therefore they decided to also invest in their own farm in Peru, which works under the management 

of Dole Copdeban (Pinday-Rodriguez, Interview 5, Appendix 9).  

Dyer and Singh (1998) suggest one way to enhance the possibility for relational rents is to combine the 

resources of the partnering companies to be able to create a competitive advantage difficult to imitate by 
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competitors. Thus, when the partnering companies combine their resources they will make more profits that 

by using their resources separately. 

Mr. Pinday-Rodriguez mentioned that a big challenge for the Dole Copdeban is the lack of estimation from 

the associations. He stated that “the associations are lacking a system to estimate correctly their output” and 

that “they were missing training to be able to estimate correctly the quantity they will be able to produce and 

time...some have more and some have less” (Pinday-Rodriguez, Interview 5, Appendix 9). Meaning that the 

associations have been negligent in complying to agreement of orders and could not meet the scheduled 

proposed by Dole Copdeban. Despite, the challenge in production, Dole Copdeban continues offering training 

to the small producers because the “idea is that they replicate what we teach them” (Pinday-Rodriguez, 

Interview Interview 5, Appendix 9). 

When firms work together with firms that have disadvantages, the disadvantages also become theirs. Therefore, 

they must work together to create inter-organizational routines, they should not only share knowledge, but also 

adapt their routines based on what they learned from each other. In addition to this, it is also important for 

firms to assess if the investments they will profitable and will bring returns, as investments require time and 

managerial resources that would only be worth investing when the relationship is a long-lasting one (Johanson 

and Vahlne, 2011).  

Dole is planning to make further investments in the expansion of their lands and take the management of the 

production in the own hands. In that way they will depend less on the associations (Pinday-Rodriguez, 

Interview 5, Appendix 9). According to Delke (2015) organizations commonly avoid dependency on other 

organizations, however, there are resources that need to be outsourced and can create dependency and 

uncertainty. In order to reduce uncertainty, it is commonly believed that a company should produce themselves. 

Nevertheless, the decision of make-or-buy should depend on the criticality of the resource and whether or not 

they can partner with another company to secure supplies. 
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The Sustainable Factor 

For many years, Dole Food Company has offered in each country they work with, the opportunity for their 

workers and farmers to have access to their Dale Foundation. Peru is one of the countries that has access to the 

benefits that Dale offers since 2008. 

Dole Peru depends in its entirety on Dole, and the way it works is that Dole awards 1 US Dollar per exported 

box of 18.9 Kg to the association that delivers it (Dole Copdeban, 2010).  Therefore, the associations and its 

members have an incentive to comply with the banana orders from Dole. The dollar granted by Dole is destined 

for different social programs such as health program, business development program, Education program, 

Community development, Environmental program, and Production development (Dole Copdeban, 2010). 

The concept of sustainability, goes further than environmental care. The Triple bottom line concept suggests 

that sustainability is the balance between environmental, social and economic components. When companies 

engage in positive environmental and social activities, they gain competitive advantage over competitors and 

this results in economic benefits (Carter and Rogers, 2008). It is important for such a big company as Dole to 

work on the balance of the sustainability factors and include the corporate transparency factor. Companies 

must be transparent in their engagement of sustainable activities, as today technology and media will transmit 

the actions to the stakeholders (Elkington, 1994). 

According to Mr. Angeles, this sort of investments matter. He explained that in the long run it will be beneficial 

for both ends because, the younger generation of farmers are the ones that will inherit the land their parents 

owned. “The children in 5 of 10 years will be the ones administrating their parent’s business”. He continued 

explaining that most of the association focused on the parents because they are the ones that make decisions 

today and leave aside the younger generation of farmers. That is why today we should look at the younger 

generation of farmers, as in the future, bigger companies will come into the industry and the associations will 

not be able to compete against them (Angeles, Interview 4, Appendix 8). 
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Discussion of Case 3 

Sub-question 1: What are the biggest challenges or inefficiencies in the supply chain? 

In the initial stage of the operations of Dole Copdeban in Peru, the sourcing of the organic bananas was done 

only through associations of organic banana growers. However, a big challenge encountered by the company 

was that the farmers did not have the necessary sills to harvest or package the organic bananas under their 

requirements. Therefore, the company decided to invest in human asset specificity and offer the farmers 

programs to train them and they could together learn processes, systems and about the idiosyncrasy of each 

other (Dyer and Singh, 1998). Moreover, there was lack of investment in physical asset specificity, as they 

were lacking collection centers, materials, packaging centers, among other things that were important for an 

efficient logistic process (Dyer and Singh, 1998). Thus, Dole Copdeban also provided that sort of investment. 

This educational and physical asset investment process has taken many years and it has resulted in a closer 

relationship between Dole Copdeban, the associations and its own employees, which coincides with what 

relational rents theory suggests. 

For Dole, working in the beginning with the associations was beneficial despite the investments they had to 

do, because by working together with the associations they could learn from the farmer’s know-how of the 

fruit treatment. By working together, Dole Copdeban and the associations have learned from each other, 

creating specialized knowledge and know-how gained throughout years of joint cooperation (Dyer and Singh, 

1998).  

Another challenge identified in the case is that even though Dole Copdeban has invested in years of training 

for the associations, there are still set-backs that are related to the management of the associations. For instance, 

the lack of estimation system of the production of organic bananas. This disadvantage of the associations would 

result in the disadvantage of Dole Copdeban, as they also have orders to fulfill (Dyer and Singh, 1998).  

In 2010, Dole Copdeban invested in opening a 200 hectare farm to grow its own supplies of organic bananas. 

With this decision they secured a minimum volume to fulfill part of their orders. Nevertheless, they still invest 
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in knowledge sharing to make their other source of organic banana supply more efficient and deliver the 

organic bananas with the necessary quality standards (Johane and Vahlne, 2011). 

Sub-question 2: What can international (buyer) companies contribute with to improve their supply 

chain? 

Even though Dole Copdeban is planning to expand their land to be able to increase the volume of its own 

production, they still depend on the associations for sourcing organic bananas and be able to fulfill their orders. 

That is why they need to continue investing in human asset specificity, physical asset specificity and interfirm 

knowledge-sharing routines, through training programs and financial that the Dale Foundation offers (Dyer 

and Singh, 1998).  

Sub-question 3: In relation to sustainability. How can contributions of the international (buyer) 

companies help their Peruvian supply chain become more sustainable?  

The current contribution of Dole comes through the Dale Foundation. All the programs that Dale offers reflect 

the consideration of the environmental, social and economic aspects. Dole is a strong and big company that 

has the economic means to offer diverse benefits through its foundation. Due to its size and popularity 

worldwide, it is important that they engage in positive environmental and social activities that will give them 

a competitive advantage over competitors that are comparable in size (Carter and Rogers, 2008). That is why 

to be able to gain competitive advantage and the preference of the final consumers, Dole needs to be active in 

their engagement with the communities. As long as Dole integrates transparency in its activities, their efforts 

will show economic benefits (Carter and Rogers, 2008). 
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Conclusion of Case 3 

Main RQ: “How could inefficiencies in the supply chain be eliminated, creating benefits for the suppliers and 

buyers?”  

In this case, Dole had already decided to invest in their production in Peru. The process of investment in Peru 

took years of investment in training programs and physical assets. Just like Dole Copdeban worked through 

the first challenge and invested in human asset specificity, they need to keep investing in training programs 

that will maintain and improve the efficiency of the supply chain. In this case they need to target the “estimation 

of time and production” issue with investment in the development of new programs that will help the 

farmers/associations with real estimation of their production. By leveraging this capability of the 

farmers/associations, Dole Copdeban reduces the risk of not being able to fulfill their orders due to incorrect 

estimation. This not only Dole Copdeban, but also the associations because this is a capability necessary to 

work not only with Dole but with future buyers. 

 

Cross-Case Conclusions 

In this final section, I will present a cross-case conclusions of cases 1, 2 and 3, as well as an integrative view 

of the study. Finally, the main research question will be answered at the end of this section. Furthermore, I 

make a comparison of the three different supply chains structures and connect them to one of the common 

findings of the cross-case conclusion.  

Throughout this multiple-case study thesis, three similar cases have been carefully selected in order to replicate 

and compare them. The aim of doing a multiple-case study of the supply chain in the banana industry of Peru 

was to produce a powerful analytic conclusion, that would arise from these three cases, and that would allow 

some generalizability of my findings in the context of the supply chain of red-rust bananas industry in Peru 

(Yin, 2003).  

With regards to how possible it was to draw a general outline from my three selected cases, these differed 

slightly between each other in that the buyer in Case 1 and Case 2, PositiveGravity has not been working with 



 75 

the Peruvian associations the same length of time that Dole has in Case 3. Nevertheless, the case of Dole was 

relevant in that it could demonstrate how a successful long-term close relationship, with investment could turn 

into.  

Two important and common inefficiencies identified in the supply chain of the cases were of administrative 

nature. Case 1 and 2 presented problems with the way the process of decision making took place. When the 

association must make a decision with regards to contractual agreements with buyers or new project, they must 

go through a long process where everyone in the associations vote to agree or disagree. This created delay 

problems for PositiveGravity, as they also had to fulfill orders with their clients. For each association there is 

a president and manager at the top of the entity that does not have full autonomy to make decisions. Therefore 

to make decisions, the proposal must go through a long process. 

For CEPIBO to make agreements and coordination of the entire supply chain, the proposals must go through 

the approval of two tiers underneath CEPIBO collection center (see Figure 10). Here we can see why the 

process of decision making is so inefficient and long. Also for coordination process, it can be deduced that the 

communication could be quite challenging in comparison to the other supply chain structures. The supply chain 

of BOS (See Figure 11) presents less tiers below BOS collection center, because of the smaller scope of the 

supply chain the possibilities of communication and coordination could be better.  

Dole Copdeban (See Figure 12), who has been working in this industry for several years has worked together 

with associations that have a similar structure to BOS and not to CEPIBO. Additionally, they acquired a farm 

to secure a part of their organic banana supplies, and to not have to depend on the associations entirely.  

From this comparison of the supply chain of the three structures, we can observe and conclude that the length 

of the supply chain could influence the speed and effectiveness of coordination, communication, and decision 

making of the associations. 

The second problem identified in all three cases was the lack of interfirm knowledge-sharing routines. In Case 

1, CEPIBO was missing the pertinent documents to process permits to be able to export the bananas. In Case 

2, BOS was missing a traceability system and documents for exporting the fruit. In Case 3, the associations 
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that supply Dole Copdeban do not have an efficient system to calculate a real estimation of production future 

production.  

These problems are also of administrative nature. The Relational Rents suggests that in order to gain the 

competitive advantage against competitors, the partner companies must join their resources. Therefore, one 

way to improve in this area is by investing in interfirm knowledge-sharing routines where the firms can 

transfer, recombine or create specialized knowledge through their mutual collaboration (Dyer and Singh, 

1998). With regards to sustainability, it can be concluded that BOS and Dole Copdeban have consideration of 

the sustainability concept, which can be regarded in their association’s activities and benefits program. In 

overall, it is important that the leaders of the organizations working with sustainability, understand the concept 

and the benefits that can be gained through a sustainable business so that they can transmit this knowledge to 

the rest of the organization (Carter and Rogers, 2008). 

Main Research Question: Can inefficiencies in the supply chain be eliminated, creating benefits for 

the supplier and buyers? 

Initially, it is important for firms to assess if it is prudent and worth investing time and money in a long-term 

relationship with an associations. If a firm were to proceed to work with an association of organic banana 

growers, the investment should be in creating a joint routine, where the firm and the association can transfer 

knowledge and know-how to create a joint agreement on how to handle documents, what sort of documents 

must always be handed in for the export process, and also work on a decision making process that can be faster 

than the one presented by the supply chain structure of CEPIBO. 

It can be concluded from this multiple-case study, that due to the common administrative problems presented 

by the three cases of association, they should consider emphasizing their investment on human asset specificity 

and interfirm knowledge sharing routines. For the associations to hire a person with the right managerial skills 

who can work together with current buyers in creating joint processes and routines. For instance, 

PositiveGravity could state what they need in terms of documents, systems or established processes, time 

frames, among other requirements necessary to work together with European buyers. In return, the associations 
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can adapt to the way of working and learn new processes that will benefit their future commercial agreements 

not only with PositiveGravity, but future clients. 

Dole Copdeban and its supply chain, are an example of a well stablished company with years of operations in 

the banana industry in Peru. Dole and PositiveGravity differ in size and resources, however there are 

investments that PositiveGravity can still contribute with in their relationship, one of them is knowledge and 

know how. These is the key element that the associations need in order to have more efficiency in their 

activities.  

Finally, this thesis recommends further study in creation of joint processes between associations and buyers, 

and a possible creation of a framework that can guide the process. 
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