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ABSTRACT 

 

In response to the factual gaps in literature regarding performance improvement in industrial value 

chains, this study proposes a performance improvement framework specific to industrial value 

chains by attending to three specific objectives, namely, identifying the crucial tenets for highly 

performing value chains, identifying the latent factors influencing performance in value chains and 

lastly, identifying the key components for a performance improvement framework in value chains. 

A three phase sequential mixed method approach was employed to meet these demands. First ly, 

documentary content analysis established policy and regulatory certainty, a common frame of 

reference, presence of core competencies, government involvement and initiative, protection of 

property rights, quality logistical services, cluster development and a trusting culture are the core 

tenets required to ensure a high performance value chain. Secondly, a survey on 233 value chain 

experts from the cotton value chain in Zimbabwe with both exploratory and confirmatory factor 

analyses used to discover and confirm value chain linkages, internal rivalry, diversity, and value 

chain governance, solution to collective action problems, collective action regimes, governance 

goals, and value chain competitiveness as the underlying performance factors in value chains. 

Lastly, a grounded theory approach using five focus groups identified transformational leadership 

teams, productive relationships, effective learning environment, cultural change, strategic fit, 

performance measurement systems, value chain information systems, capacity alignment systems, 

and effective logistics systems as key components for performance improvement which should be 

implemented in three phases, namely, establishing a performance improvement foundation, 

implementing the improvement processes and realigning capacities and  material flows in the value 

chain. The study recommends a need for government involvement in value chain initiatives, 

improved knowledge and skills, sector specific training institutions, property rights protection, 

collective planning and governance in the value chain to stimulate the effectiveness and efficiency 

of the value chain operations. The study contributes to the theoretical aspects of the business 

management body of knowledge by way of the performance improvement framework that 

specifically addresses the needs of industrial value chains. From a practical point of view, this 

study thus provides a decision platform from which policymakers and managers can formulate and 

execute cogent mechanisms that sustain performance in industrial value chains. Lastly, the 

proposed performance improvement framework (PIF) acts as a major step forward in guiding 

further research in terms of closing the gaps on value chain performance in extant literature. 
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CHAPTER ONE 

SCIENTIFIC ORIENTATION TO THE STUDY 

  

“It must be considered that there is nothing more difficult to carry out, nor more doubtful to 

succeed, nor more dangerous to handle, than to initiate a new order of things” 

-Machiavelli, 1592- 

 

1.1 Background to the Study 

Traditionally, business management and research have always taken individual firms as the units 

of analysis. This way, management practitioners, and researchers had a somewhat clearer direction 

on how to improve the performance of such business entities. In today’s highly globalized and 

increasingly competitive markets, firm-centric business models have since given way to networked 

business models as marked by widespread outsourcing and off-shoring (Hummels, Ishii, & Yi, 

2001; Baldwin & Venables, 2013). This change thus shifted the research horizon from single firms 

to entire value chains (Annan, Alexander & Akpaloo, 2015; Ramanathan & Gunasekaran, 2014; 

Cao & Zhang, 2011; Pietrobelli & Rabellotti, 2010; Kumar, Shankar & Yadav, 2008). Indeed, for 

most products, value chains have increasingly become the link between producers and customers 

(Gereffi, 2014) implying that standard management practices and conventional strategy-making 

models can no longer adequately deal with the numerous challenges managers encounter when 

operating in value chains. Moreover, since Hamel & Prahalad (2013) signalled the importance of 

collaborative business models for dealing with the new competitive realities, business strategy, the 

world over, largely considers intelligence sharing and social relationships as paramount aspects 

scaffolding business efficiency.  

 

Increasingly, the world over, given the foregoing, management theory and practice now recognize 

the centrality of the value chain approach in improving business performance. Of course, in the 

face of the unrelenting and disruptive competitive pressures associated with the globalization 

(Holweg & Helo, 2014), the identification, coordination, and commitment of business strategy to 

maximizing value addition in many of the world’s value chains become pillars of business 

sustainability. In other words, due to the ruptured nature of industry boundaries, business 

enterprises, more than ever, depend on their ability to integrate and coordinate a complicated 

networks of business relationships that comprise their value chains (Carter, Rogers & Choi, 2015; 

Ellram & Cooper, 2014; Holweg & Helo, 2014). 
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Typically, an enterprise’s value chain commonly denotes the process in which factors of 

production such as land, labour, and capital inputs are combined in a series of stages to transform 

a key commodity into finished goods (Gereffi, 2014; Kaplinsky & Morris, 2001). However, within 

the context of this study, value chains are viewed more as composed of a diverse range of tangible 

and intangible economic, social, human, geographical and technological elements that influence 

the creation of value for customers. Around the world and in light of the foregoing, the value chain 

management philosophy thus defines today’s key competitive differentiation mechanism (Magutu, 

Mbeche, Njihia & Nyaoga, 2016) that managers employ to deliver superior products to the ever 

demanding customers of today’s businesses. In addition, both academics and business practitioners 

have since observed some instances in which the value chain (VC) has become instrumental in 

offsetting the effects of today’s innovative distribution channels, diminishing transport costs and 

diffusion of information technologies on the fragmented production processes(Cattaneo, Gereffi, 

Miroudot & Taglioni, 2013; Gereffi & Lee, 2012). This means, a value chain can only, therefore, 

be considered effective when it can bring the right amount of the right product to the right 

consumer at the right time while minimizing associated costs within and between all parties 

(Anderson, 2014; Christopher, 2016).  

 

As such, the value chain management approach has since gained a wide application around the 

world as the sole strategy that effectively enhance superior business performance as evidenced by 

the existing business management literature. For example, Gereffi (2013) maintains that the value 

chain management philosophy is rooted in the real world production and exchange as evidenced 

by the automotive industry in countries such as Japan, Australia, Spain, Turkey and India whose 

unparalleled growth has come to exemplify the efficacy of the value chain as business model for 

success (Zott & Amit, 2010; Monden, 2011; Haugh, Mourougane & Chatal, 2010; Lee, 2011; 

Goods, 2014). The use of the value chain can also be observed in other industries such as tourism 

in Australia, Germany, Korea and even Uganda (Song, Liu & Chen, 2013; Adiyia et al., 2015). As 

well, the electronics industry, in countries such as Japan, Korea and United States is also built on 

the basis of the value chain business model where companies such as Dell, Samsung, iPhone and 

Sony position themselves in the value chain (Bernhardt & Milberg, 2011; Gereffi et al., 2014) to 

successfully compete in the present globalized marketplace.  

 

In the developing world such as Latin America and some parts of Asia, studies show a widespread 

application of the value chain management approach in a range of traditional and non-traditional 

agricultural industries, for instance, Brazilian nuts in Bolivia, bananas in Peru, trout in Peru and 
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wood furniture in Nicaragua (Pietrobelli & Rabellotti, 2010; Gereffi, 2014). Moreover, 

international organizations like the International Labour Organization (ILO), the United Nations 

Industrial Development (UNIDP) and the World Bank are progressively advocating value chain 

interventions to prop private sector development and so reduce poverty around the world. On the 

African continent, case studies abound on the strategic importance of the value chain management 

approach on many agricultural commodities such as cocoa in West Africa(Ryan, 2012; Hopkins, 

2014) , sunflower in Southern Africa (Larsen, Kim & Theus, 2009; Amigun, Musango & Stafford, 

2011) and horticultural products in East Africa (Ouma, 2010).  

 

However, as the world witnesses the remarkable successes in some of the world’s value chains 

(See Donovan & Poole, 2014; Gibbon & Ponte, 2005; Goods, 2014), examples of total failures 

(Ponte & Sturgeon, 2014; Riisgaard & Gibbon, 2014) are more common than successes in the 

current wave of globalization (Orr, Donovan & Stoian, 2015). Experiences from Africa and Latin 

America do indeed indicate high rates of failures in developing countries’ value chains (Neilson, 

Pritchard & Yeung, 2014). One area that has come to represent this consistent failure is the cotton 

industry’s value chain (Achabou & Dekhili, 2013; Bhardwaj & Fairhurst, 2010). Although De 

Backer & Miroudot (2014) document robust international, regional and local dimensions of cotton 

value chains in all of the top cotton producing countries of the world, namely, the United States, 

China, India Pakistani, and Uzbekistan, the global market for cotton and cotton-based products 

has continued to face serious viability challenges over the past two decades (Roche, 2014; Ansari, 

2015) as world cotton production continues to lag behind consumption (World Bank, 2010).  

 

Africa remains a marginal player in the cotton industry despite the spirited efforts to apply the 

value chain management approach and the fact that the cotton value chain is key in the continent’s 

struggle towards ending the pervasive scourge of poverty (World Bank, 2010). Indeed, with 

millions of people’s livelihoods, especially those living the rural areas of African countries 

depending on the functioning and performance of the cotton value chains (Diao, Hazell & 

Thurlow, 2010; Scoones, 2010; Bassett, 2010; Tschirley, Poulton & Labaste, 2009), the value 

chain’s poor performance is a serious cause for concern. Especially so, in the Southern African 

Development community (SADC), where the textiles and clothing segments of the cotton value 

chain have traditionally provided countries such as South Africa, Tanzania and Zimbabwe with 

the crucial source of jobs for both men and women (Yumkella, 2011; Eliassen, 2012; Mujeyi,2013; 

Scudder, 2014). As can be see, these Southern African countries are characterised by high rates of 

unemployment among the unskilled and semi-skilled workers including women (Magruder, 2010; 
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Mujeyi, 2013). Being a labour intensive undertaking, effective and efficient cotton value chains in 

these Southern African countries could be convenient for absorbing a greater percentage of the 

unemployed in the process assuring and protecting livelihoods for many.  

 

Notwithstanding the benefits, the rise in the application of the value chain as a business model in 

the cotton industry has not shown much significance for most cotton producers, manufacturers, 

and marketers of cotton and cotton-based products in the SADC countries. SADC cotton value 

chains’ performance has generally been and continues to be sluggish ostensibly due to a relentless 

onslaught by major and more competitive cotton value chains on the global stage (Bennett, Salm 

& Greenberg, 2011; Staritz, 2012; Webber & Labaste, 2009). In a bid to resuscitate the decimated 

cotton value chain, the nation of Zimbabwe has carried out many studies (see, for example, 

RATES, 2003; Mugwagwa, 2008; Hayani-Mlambo & Poulton, 2009; Blackie, 2014; Zimbabwe 

Economic Policy and Research Unit (ZEPARU), 2014) and in recognition of the successes 

elsewhere, the various studies culminated in the value chain management approach being elevated 

high on Zimbabwe’s various national policy documents as a vehicle for enhancing sustainable 

industrial transformation, productive efficiency and market access for the cotton crop (ZEPARU, 

2014).  

 

However, the Zimbabwean cotton value chain like other value chains in the developing countries 

continues to face intense competitive pressures with a deleterious effect on market share implying 

the cotton value chain in Zimbabwe continues to experience an unabated rapid decline. For the 

past 15 years, a major concern for Zimbabwe has been the lack of sustained productivity, value 

addition and capacity utilization in all sectors of the value chain (Zeparu, 2014). As well, the value 

chain’s contribution to the country’s gross domestic product has since dropped from 5 % to 1.5 % 

(Zimstat, 2014) over these years. Additionally, due to massive deindustrialization, employment 

along the value chain has fallen from a high of 55000 to 6800 jobs in the 15 years (Zimstat; 2015; 

Zeparu; 2014). This fall of value along the cotton value chain has continued to unsettle a large 

proportion of the Zimbabwean society, raising deep concerns about its impact on jobs, wages, and 

security of livelihoods.  

 

With literature (Gereffi et al., 2014; Goods, 2014; Kaplinsky & Morris, 2001; Magutu et al., 2016; 

Ramanathan & Gunasekaran, 2014) suggesting the value chain management approach to be an 

efficient and effective route to enhancing organizational productivity and profitability in the 

current wave of globalization, it is clear that a manager and researchers on value chains urgently 
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need a new explanation for the observed patterns of failure in real life value chains like the cotton 

value chain in Zimbabwe (Gerharz & Marquardt, 2016; Mason, 2015; Vogel & Lasch, 2016). 

Accordingly, this gap in literature must indeed be attended to as a matter of urgency.  

 

Despite the commissioning of a number of studies by government and industry to find lasting 

solutions to unlock the obvious potential of the cotton value chain in Zimbabwe to sustain the 

livelihoods of a large segment of the population as well as the economic well-being of the country, 

the performance of the cotton value chain in Zimbabwe likewise continues to experience a rapid 

decline. Realistically, the massive deindustrialization in the value chain raises questions about the 

earlier commissioned studies in their ability to aid understanding of the issues at play in the cotton 

value chain in Zimbabwe. This occurrence further supports the notion that a new explanation for 

this observed patterns of failure in real life value chains like the cotton value chain in Zimbabwe 

is urgently needed. Hence, the quest to propose a performance improvement framework for 

industrial value chains such as the cotton value chain in Zimbabwe in this study. In literature, such 

a framework is not clearly defined (Gerharz & Marquardt, 2016; Mason, 2015; Vogel & Lasch, 

2016). Accordingly, therefore, there is no doubt that this gap in the literature became the major the 

source of the motivation to undertake this study.  

 

1.2 Problem Statement  

Granted the pervasive incidents of failure in industrial value chains, it is apparent that a cogent 

strategy to nurture the greatly expected performance outcomes in industrial value chains such as 

the cotton value chain in Zimbabwe is indeed well overdue. However, as indicated earlier, there is 

no presentation of a holistic framework for improving performance in industrial value chains in 

extant literature that contemporary management practitioners and researchers can use as a guide 

to improve value chain performance (Sadraoui & Mchirgui, 2014; Ross, 2013). As well, there 

seems to be a dearth of evidence that indicates some concerted effort to systematically construct 

holistic frameworks for improving the efficiency and effectiveness of value chains (Ahi & Searcy, 

2015; Gopal & Thakkar, 2015; Stefanovic, 2014). From literature, the present performance 

improvement frameworks can be categorised by three main frameworks frequently mentioned by 

other scholars, that is,  the result based (balanced scorecard) (Kaplan and Norton, 1992; 1996; 

1997); hierarchical (decision making levels) (Gunasekaran et al., 2001; 2004) and process-based 

(supply chain operations reference, SCOR model)(Supply Chain Council, 2008). All these 

identified frameworks have always been only applied in standalone enterprises thus making them 
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inadequate when applied in the context of value chains such as the cotton value chain in Zimbabwe 

(Andres & Poler, 2016; Govindan & Jepsen, 2016; Han, 2016; Lee, Cho & Kim, 2015). 

 

It is also instructive that a value chain, by its nature, is typically complex, multi-dimensional 

problem, consisting of an infinite number of variables that need optimization (See, for example, 

Yeung & Coe, 2015; Gereffi, 2014; Ponte & Sturgeon, 2014). Indeed, within real-life value chains 

are heterogeneous elements such as actors, policies, frames of references, power imbalances, 

interests, mind-sets, aspirations, frictions, positions, economic and social blind spots, priorities, 

technologies and practices which need to be included in a common framework for improving the 

performance of such a given value chain (Sadraoui & Mchirgui, 2014; Yeung & Coe, 2015). 

Unfortunately, while practitioners and researchers are aware of this need, no sufficient means exist 

in literature to cater for this complexity in value chains (Gerschberger, Engelhardt-Nowitzki, 

Kummer & Staberhofer, 2012; Sadraoui & Mchirgui, 2014; Ross, 2013). This yet another problem 

to be untangled in a research of this nature. 

 

These two major gaps in the literature need to be filled in light of new paradigm in which individual 

businesses no longer compete as exclusively autonomous entities, but rather as value chains. As 

suggested earlier, the existing performance improvement theory is rather fragmented and fails to 

sustain this idea (Govindan & Jepsen, 2016). This implies, therefore, that there is a persistent and 

enduring need to find a workable means that can solve the incessant performance glitches as 

observed in the industrial value chains like the cotton value chain in Zimbabwe.  

  

1.3 Research Aim 

Value chains play an essential role in a country’s socio-economic well-being. As observed, in 

extant literature, a void exists on how the performance of value chains can be secured. The aim of 

this study was therefore to develop a Performance Improvement Framework (PIF) for improving 

performance in industrial value chains such as the cotton value chain in Zimbabwe.  

 

1.3.1 Research Questions 

To develop an effective performance improvement framework for value chains this research was 

guided by the answers to following specific research questions: 

 What are the crucial tenets of a high-performance value chain? 

 What are the factors that influence the performance of value chains? 
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 Which key components define the Performance Improvement Framework for value 

chains? 

 

1.3.2 Specific Research Objectives  

In line with the research questions, the development of the performance improvement framework 

for value chains was guided by the following specific objectives:  

 To identify the crucial tenets of the high-performance value chain 

 To determine the latent factors that influence the performance of a value chains 

 To explore the key components that define a Performance Improvement Framework in 

value chains  

 

1.4 Methodology and Research Design  

To achieve the objectives and the aim thereof of this study, an effective methodology and design 

including the stages of the processes as well as the methods were followed as briefly described in 

the subsequent subsections: 

 

1.4.1 Research design 

This study’s research design was both explanatory and descriptive in nature. This implies that a 

sequential mixed method design was employed to better understand the issues at play in the cotton 

value chain in Zimbabwe. This explanatory and descriptive design thus allowed the use of 

complementary scientific methods to collect primary data as well as to create data structures that 

could be instrumental to the description of the existing characteristics such as intentions, attitudes, 

preferences, and behaviours portrayed by the defined target population in the cotton value chain 

in Zimbabwe. Moreover, this study was concerned with the need to supply answers to the “what, 

when, who, how and where” questions to understand the value chain dynamics. This conclusive 

information was thus envisaged could enable managers and policy makers to draw inferences on 

the performance of the industrial value chains such as the cotton value chain in Zimbabwe.  

 

1.4.2 Methods 

Data collection for this study was based on three methods, namely, documentary analysis of 

government reports, industry newsletters, the internet, and other relevant documents, a survey 

method in which a semi-structured questionnaire was used and five focus group discussions. Data 

were analysed using some descriptive and multivariate inferential statistics. A Grounded Theory 
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approach to data analysis was instrumental in the analysis of the generated qualitative data and the 

generated quantitative data were statistically analysed through the use of the Statistical Package 

for Social Sciences (SPSS) to yield some statistics for comparison and establishment of nature of 

conformance of variables to generated data. The Cronbach’s alpha coefficients were instrumental 

in establishing the reliability of the data collection instruments used to measure the constructs of 

the study. 

  

1.5 Significance of the Study 

This study is topical given that most economies are now increasingly opening up to the idea of 

value chains as important drivers of social and economic transformation. In today’s globalized 

business landscape, local value chains in both developed and developing countries continue to face 

a myriad of crises that impinge on their performance. According to Marete (2010), this remains a 

challenge for business managers, policy-makers, and researchers who need to overcome and bring 

enduring performance and sustainable competitive advantages in both types of countries’ value 

chains. This, necessitates, therefore, a need for managers and policy–makers working along the 

value chains to reframe their strategies targeted at the various value chains in their countries. 

Accordingly, this study is significant in that it provides a decision platform for policymakers and 

managers working in value chains thus enabling them to adopt the appropriate mechanisms for 

supporting performance in their various industrial value chains.  

 

At a micro-level, the results of this study are significant for those individual businesses in the local 

and global value chains in terms of the right strategies and behaviours that can sustain business 

performance, thus leading to profit-making and survival. At the meso-level, the entire value chains 

in both developed and developing countries should benefit from implementing the Performance 

Improvement Framework thus boosting production and incomes. For example, in Zimbabwe, 

finding a workable means to transform the cotton value chain is absolutely necessary so as to 

guarantee better returns to cotton industry players. At the macro-level, the study should be in a 

position to guide the industry policy-making on the necessary interventions to support value chains 

such as the cotton value chain in Zimbabwe. This is pertinent noting that the value chain has been 

important in supporting the livelihoods of millions of people in Zimbabwe prior to its decline. 

With sustained performance, the cotton value chain can potentially continue to guarantee improved 

livelihoods for the many people dependent on it for employment and incomes. 
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Furthermore, the results are relevant to other value chains in Zimbabwe, SADC, Africa and the 

rest of the developing world which are confronting similar challenges as the cotton value chain in 

Zimbabwe. Indeed, this study’s findings can potentially enhance the identification of those 

common variables preventing sustainable performance in value chains thereby allowing those 

managers and policymakers that are working along value chains around the world to craft the most 

effective interventions to alleviate such constraints. Accordingly, this means that undertaking a 

research on the cotton value chain in Zimbabwe presents an important opportunity to conceptualize 

and concretize pathways which can be used to improve performance in similar value chains. 

 

Lastly, the study adds to the body of knowledge in the fields of business management, industrial 

organization, and strategic management, specifically on the factors that are key to the improvement 

of the performance in value chains. Unlike, the First World, in developing countries, the evidence 

is mixed (Dekker, 2016; Loch, DeMeyer & Pich, 2011). Given such a background, it will be 

interesting to determine the trends that will emerge after data has been analysed, especially for 

developing countries where evidence is said to be diverse (London & Singh, 2013). While 

Johanson & Mattsson (2015) can argue that performance glitches are often too context specific, 

studying a specific value chain such as the cotton value chain in Zimbabwe can still be seen to 

provide that platform that can be used by other researchers to sustain an evidence-generation 

process in this fast-growing and multidisciplinary business management area that can be replicated 

to other business situations. 

 

1.6 Contribution of the Study. 

There are various ways in which this thesis contributes to the literature. Firstly, a comprehensive 

literature review unveils the crucial tenets of value chains as conduits for improved business 

performance. The literature review and the theoretical framework show that on the whole, various 

paradigms in the value chain theory need to be considered in analysing the performance of value 

chains. Secondly, this study results in the development of the performance improvement 

framework that can be used to steer value chains to success stories. At present, it is clear that 

factual gaps still exist as to how performance in a given value chain can be improved owing to the 

many unknown factors that work to influence the performance of a value chain (Dekker, 2016; 

Loch, DeMeyer  & Pich, 2011; Weick & Sutcliffe, 2011; Weick, 2012). 

 

Furthermore, a specific shortcoming currently observed in many management studies is the lack 

of clarity on the links connecting value chain elements and how such linkages impact on business 



 

10 

performance (see, for example, London & Singh, 2013; Porter, Hills, Pfitzer, Patscheke & 

Hawkins, 2011). This also includes the understanding of the requirements that must be met in order 

to promote performance in the many sectors along the value chain (Christopher, 2016; Rushton, 

Croucher & Baker, 2014; Kramer, 2011; Teece, 2010). The development of the performance 

improvement framework (PIF) is thus a major step forward in guiding value chain managers, 

policy-makers and researchers on the crucial actions to take when working towards improving the 

performance of the value chains such as the cotton value chain in Zimbabwe. 

 

1.7 Scope and Delimitations of the Thesis 

The concept of the value chain is an inherently large and unwieldy topic and the research questions 

for this study are equally broad in scope. This means that there are potential limitations with respect 

to scope. Firstly, as observed earlier, the number of the variables influencing the functioning of 

any given value chain is enormous making it inconceivable that all such variables could be 

captured in one study. As such, this study only concentrated on value chain-specific factors 

excluding the wider environment. Evidently, there are other value chains which continue to 

perform well within this wider environment. Hence, in order to be able to produce a focused 

performance improvement framework for the non-performing value chains, it was deemed ideal 

only to pay focused attention to those factors specific to value chains.  However, this is not to say 

such omission of the wider environment in the analysis not compromise the effectiveness of the 

proposed performance improvement framework for value chains. Measures were indeed taken to 

minimise such effects, for example, by benchmarking with other high-performance value chains.  

 

Secondly, because the drivers of performance in value chains have multidimensional constructs 

with complex relationships (Panayides, 2006; Barber, 2008; Hallgren & Olhager, 2009) and also 

that performance is multi-faceted(Neely, 2005), it was always possible that this research endeavour 

could end up with a compromised performance improvement framework. Hence, as a mitigatory 

measure, insights from the different theoretical perspectives were used to build a conceptual 

framework that could be used to unearth all the relevant constructs and relationships which und if 

left unidentified might have undoubtedly presented some unanticipated challenges during the 

analysis of value chain performance and its improvement thereof. 

 

Thirdly, the performance improvement framework in this study was only based on the cotton value 

chain in Zimbabwe. With value chains known to differ substantially (USAID, 2014), it is clear 

that a “one size fits all” model based on a single case study is almost impossible. As such, the 
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evidence from the cotton value chain in Zimbabwe cannot adequately describe all value chains.  

However, by examining all pertinent contextual issues in other value chains it is possible to make 

the same performance improvement framework applicable to any other value chain. 

 

Fourthly, the study is about the cotton value chain at a particular time in Zimbabwe’s economic 

setting. This means that although historical events play an important role in determining 

performance in value chains (Humphreys & Einstein, 2003; Webber & Labaste, 2009; Kaplinsky, 

2010; Schechner, 2013), the study does not incorporate any historical events into the framework 

that influences the performance in the cotton value chain in Zimbabwe. It is envisioned that 

omission of such historical events does not in any meaningful way impact on the robustness of the 

performance improvement framework owing to the diverse theoretical lenses employed to build 

the framework. 

 

Lastly, the large-scale de-industrialization in Zimbabwe’s cotton value chain and the general 

economic decay in Zimbabwe implies that identifying the precise the population of study (N) was 

problematic. This means the researcher relied on non-probability sampling method a fact which 

suggests that the findings of this study may not generalizable beyond the 400 experts from the 

cotton value chain in Zimbabwe. However, while this poses some dilemma, the sampling methods 

for this study themselves are in line with the statistical analysis. Thus, no material data quality 

issues exist as to affect the usefulness of the performance improvement framework developed in 

this study. 

 

1.8 Organization of the Study 

Apart from the present chapter, the format of the rest of this study is as follows. Chapter 2 discusses 

theoretical literature review which starts with a section discussing the theories underpinning the 

study followed by the discussion of the critical tenets of the value chain. Next is a directed 

discussion of major issues about the value chain, namely, the factors central to the performance of 

value chains, the relationships between the factors and lastly the pathways to improved value chain 

performance. The empirical literature review section follows right after to examine prior studies 

done to address issues of poor performance in value chains. A conceptual framework is then 

developed to guide the empirical study in the subsequent chapter. Chapter 3 presents an overview 

of the cotton value chain in Zimbabwe detailing the contextual issues like the structure, governance 

and performance trends as well as the factors inhibiting the growth of the sector. Chapter 4 presents 

the methods for data collection and analysis. Chapter 5 presents and gives theoretical relevancy 
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and reliability of the findings and results of the study. Lastly, Chapter 6 presents the conclusions 

and recommendations of the study in the process detailing the implications of the current study to 

theory, practice and future research efforts.  

 

1.9 Summary  

Overall, this chapter introduced the present study. In response to the obvious lack of a known 

framework in literature and the widespread failures in value chains, the research sought to develop 

a performance improvement framework for industrial value chains using the cotton value chain in 

Zimbabwe as a case in point. The chapter started by introducing the background of the study and 

the importance of value chain improvement in value chains. Then, it explained the study’s general 

aim and its specific objectives, significance and the delimitation of the study. It ended by giving 

the structure of the whole study. At present, factual gaps still exist with regards to the problem set 

of value chains. A need, therefore, arises to learn from existing theories to solve this problem. As 

such, by presenting the theoretical framework of this study, the next chapter seeks to close the 

factual gaps associated with the problem at hand. 
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CHAPTER TWO 

 

LITERATURE REVIEW 

“Literature adds to reality it does not simply describe it. It enriches the necessary competencies 

that daily life requires and provides; and in this respect, it irrigates the deserts that our lives 

have already become”. 

-Lewis, nd- 

2.1 Introduction 

The seminal works of Hunt (1983) and Kuhn (1972) provoke theoretical reflections as the basis 

for grasping the empirical world. To develop an effective performance improvement framework 

for a given industrial value chain, a holistic appreciation of the underpinning theoretical principles 

becomes an absolute necessity (Biddle, 2013; Lindquist, 2011; Van Dijk, 2008). Therefore, since 

the general aim of this study is to develop an effective performance improvement framework for 

application in value chains, it is vital that the study presents sufficient theory to reveal and explain 

the core tenets for high-performance value chains, the factors driving performance, and the key 

components of the performance improvement framework. As such, this chapter presents the 

relevant theoretical reflections informing this study. The discussion relied on a dedicated desktop 

search for information from journals and books and the internet. 

 

The chapter is divided into four major sections, namely, section 2.2 that covers the theories used 

in the study, section 2.3 that covers the discusses the value chain idea. In this section, the 

theoretical framework gives the understanding of the core value chain tenets, section 2.4 that 

discusses the performance factors and their relationships and lastly section 2.5 that covers the key 

components of performance improvement framework from the existing theories. The section 

culminates in a conceptual framework to situate the theoretical framework. Incorporating the 

conceptual framework is important to set the stage for the investigation of the problem thereby 

grounding the conclusions and policy recommendations (Randolph, 2009; Carlsen & Glenton, 

2011; Dunne, 2011; Sekaran & Bougie, 2016). The chapter ends with the general assessment of 

the literature and conclusion to guide the data presentation and analysis in this study.  

 

2.2   Theories Underpinning this Study 

According to Popper (1959: 59), theories represent the “nets” by which researchers use to capture 

the view of the world. Yet, despite the prevalence of diverse trans-disciplinary theories to explain 

and predict performance in value chains, there is a general tendency among scholars to shy away 
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from exploring such theoretical standpoints   This has prompted the new value chain scholars (for 

example, Dominguez, Cannella & Framinan, 2015; Mena, Humphries and Choi; 2013; Hearnshaw 

& Wilson, 2013; Nuss, Chen, Ohno & Graedel, 2016.) to argue for the identification of the relevant 

theories so as to bring about the essential improvements in value chains. However, as asserted in 

Biddle (2013), value chain theory remains nebulous. Many scholars (See for example, Dunning, 

2014; Bansal & Hoffman, 2012; Craig, 2015) have a tendency to study value chain performance 

through eclectic geography, sociology, strategic management, economics, and entrepreneurship 

and business management lenses. The present study exploits five complimentary theories in a bid 

to understand performance improvement in value chains. The subsequent discussion focuses on 

the theories underpinning this study. 

 

According to Wathern (2013), it is unimaginable that any single theory can adequately accomplish 

the task of categorizing all the inherent factors in a system. By acknowledging that knowledge 

exists and is created at intersections (Moodysson, 2008; Maskell et al., 2004), this study borrows 

from complementary theories as part of theorizing value chain performance improvement effort. 

For Halldórsson, Hsuan, & Kotzab (2015), the use of complementary theories is a standard practice 

in understanding complex organizations like value chains. This discussion thus contributes to the 

extant body of knowledge by bringing a holistic and unified foundation to the understanding of 

the performance issues in value chains. 

 

The term “complementary theories” as used here underlines the broad and complex nature of value 

chain performance issues. While it is acknowledged that the selected theories are underpinned by 

different underlying philosophical traditions, building the theoretical framework is possible since 

the selected theories can be readily unified (see Bonney, 2012; Groenewegen & Vromen, 1996). 

In the context of this study, only non-contradictory insights were combined (Aviv, 2001; 

Stonebraker, Goldhar, & Nassos, 2009; Sanders & Wagner, 2011; George, McGahan, & Prabhu, 

2012; Ponte & Sturgeon, 2014). Discussing performance in value chains shows that five “stylized” 

theories are relevant., namely, National Competitiveness Diamond (Porter, 1990; Krugman, 1995), 

New Economic Geography (Krugman, 1991; Krugman & Venables, 1995; Venables, 2001), 

Systems Theory (Von Bertalaffy, 1956), New Institutional Economics(Commons, 1931; Coase, 

1937; Williamson, 1992) and the Social Network Theory (Faust, 1997; Scott; 2000). Subsequent 

subsection detail the contributions of the selected theories to the understanding of the performance 

in value chains.   

 



 

15 

2.2.1   The Competitiveness Diamond School 

The competitiveness Diamond theory (Porter, 1990) analyses competitiveness at the national level 

by articulating factors such as skilled labour, research and technology, culture and government 

support can create a comparative advantage for any given country. Many scholars (Krugman, 

1995; How, Yeoh & Lasgon, 2012; Aronczyk, 2013) converge on the efficacy of the 

competitiveness diamond in explaining national advantage. Important for this national advantage 

are a deliberate national strategy, government support, industry structure (Chandler, 1962, 1990, 

and 1992) and national resources (Porter, 1990). Figure 2-1 presents the competitiveness diamond. 

 

Figure 2-1: The Competitiveness Diamond 

 

Source: Krugman (1991:61-64) 

 

For Martin & Sunley (2015), despite its “global” view, the theory’s focus is on the interplay at the 

industrial level. Gonsen (2016) adds that a nation’s ability to improve the skilled resources and the 

technological base leads to national advantage. Since value chains comprise various national 

industries working together to add value for customers (Porter, 1985; Kaplinsky & Morris, 2001) 

the theory is relevant to the study of performance in value chains (Pietrobelli & Rabellotti, 2010). 

Furthermore, Skott (2012) contends that the presence of clusters in value chains present a necessary 

condition for achieving competitiveness.  

 

Krugman (1991) and Porter (1998) isolate four mutually reinforcing determinants of national 

competitive advantage, namely, demand conditions, factor conditions, firm strategy, structure and 
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rivalry, and ‘related and supporting industries. With the value chain approach being demand-

driven (Kaplinsky & Morris, 2001; Morris, Kaplinsky & Kaplan, 2012; Christopher & Ryals, 

2014), demand conditions in a country have a positive influence on product development 

behaviour (Kaplinsky & Morris, 2001; Horbach, Rammer & Rennings, 2012), product or service 

offering innovation (Porter; 1990; Snow, Fjeldstad, Lettl & Miles, 2011). Thus in accordance with 

Kramer & Porter (2011), a more demanding market sustains competitiveness and performance of 

national value chains. Even though critics1 would want to downplay the importance of the domestic 

market, a clear case for critical national demand can never be overemphasised (Chen & Yano, 

2010; Kramer & Porter, 2011; Davis, Edgar, Porter, Bernaden, & Sarli, 2012). 

 

According to Porter (1990) the other element in the competiveness and performance of national 

industries pertains to factor conditions, that is, skilled labour, capital stock and infrastructure. For 

Fujita & Thisse (2013) and Rabellotti (2016), comparative factor differences are still observable 

despite the mobility of factors. In order to sustain performance in the industrial value chains, Porter 

(1990) urges continuous improvement in advanced factors. Other scholars (for example, Krugman, 

1991; Reve & Sasson, 2015; Morris, Kaplinsky & Kaplan, 2012) underscore importance of clusters 

in a nation’s value chains. This amplifies that a weakened national diamond is associated with 

eroded national value chains (Porter, 1990; Grant, Huggins, & Izushi, 2011; Pezeshkan, Smith, 

Fainshmidt & Sedeh, 2016).  

 

Another component on the competitiveness diamond relates to firm strategy, structure and rivalry 

(Porter, 1990; Lundvall; 2010; Dögl, Holtbrügge & Schuster, 2012). However, many variables are 

at play (Porter & Stern, 2001; Delgado, Ketels, Porter & Stern, 2012). For example, Archibugi & 

Filippetti (2015) points to the role of a robust internal rivalry in shaping industry strategies and 

structures. According to Porter (1990), internal rivalry breeds dynamism and innovation that 

support improvements in the competitiveness of incumbent organizations. Porter (1990) also 

acknowledges the role of institutions, for example, cultural aspects in shaping the competitiveness 

of a nation’s industries although critics (for example, Bell, 2005) insist that Porter (1990) failed to 

fully incorporate institutions in the Competiveness Diamond. According to Collis (2014), this 

denotes a major indictment of Porter’s diamond when it comes to explaining competitiveness and 

performance in value chains since the role of institutions is well established in literature. For 

instance Ponte et al. (2008) acknowledge the primacy of institutions in the stability of value chains.   

                                                

1 see Dunning(1993, pp. 9-10) 
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Porter (1990) also included the “related and supporting industries” in the competitiveness 

diamond. Later, Porter (2011) argues for the importance of vertical and horizontal relationships in 

the national economy. In value chains, a strong local supplier base improves competitiveness 

(Kaplinsky & Morris, 2001). In the same vein, Delgado et al. (2015) amplify that dynamic local 

supply industries support innovation and efficiency outcomes in value chains through enhanced 

information flows (Humphrey & Schmitz, 2000; Mitchell & Coles, 2011).  

 

Apart from the above four elements of the national diamond are chance and government (Porter, 

1990; Shenkar & Luo; 2008).  Chance denotes unintended consequences that arise in the operating 

environment, for example, technological innovations, outbreaks of wars, incidents of a political 

nature and shifts in market demand (Shenkar & Luo, 2008; Becattini, Bellandi, & De Propris, 

2014) especially in the early stages of industry development. Furthermore, Barros &. Barros 

(2013) argue that government affects every element of the competitiveness diamond. Crane, 

Palazzo, Spence, & Matten (2014) contend that all levels of government can develop or undermine 

competitiveness in value chains. Also Winston (2007) as in Porter (1990) found government to 

influence the level of competition and market access. 

 

The above elaborates the efficacy of Porter’s competitiveness diamond in explaining performance 

in value chains. Porter (ibid) argues relevant factors such as value chain diversity, common mind 

maps, interactions, physical agglomeration, entry barriers and information flows support 

economies of scale and scope influence stream performance. Nevertheless, extant literature 

(Martin & Sunley 2003;Snowdon & Stonehouse, 2006; Barbe & Triay, 2011; Foss, 2012; 

Rothaermel, 2015) locates the lack of depth in the discussion of the determinants of 

competitiveness in Porter’s diamond especially the failure to show a direct link between 

performance and the national diamond(Martin & Sunley, 2003). Further, Nathan & Overman 

(2013) question the performance objectives of the territorial industries or the dynamic forces that 

may alter the competitive environment. 

 

2.2.2    The New Economic Geography (NEG) 

The economic geography literature (Krugman, 1991; Krugman & Venables, 1995; Venables, 

2001; Cotula, 2012; Goerzen, Asmussen & Nielsen, 2013; Redding, 2013; Cattaneo et al., 2013; 

Ponte & Sturgeon, 2014) depicts that value  creation, market capture and product enhancement 

occur in dispersed structures. Thus, according to Smith (2015), the spatial and economic 

geography is of the essence in economic development and Weiss (2011) urges the inclusion of 
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distant actors such as firms and non-firm institutions into the common analytical apparatus to 

understanding performance in value chains. Spatially dispersed can imply important power 

symmetries, network configurations, cultural diversity and embeddedness in value chains (Coe & 

Lee, 2006; Hess, 2004; Varman & Costa, 2009; Neilson & Pritchard 2011). 

 

Dunford (2003) stressed the role of the New Economic Geography (NEG) models in explaining 

the formation of clusters. According to Krugman (1998) cluster formation enhances the increasing 

returns to scale at any spatial level. Hence, Dunford (2003)’s argument for performance analysis 

in value chains to focus on the territorial division of labour. According to literature (Redding, 

2013; Krugman, 2011; Venables, 2010), NEG reveals the how and why economic activities come 

to locate in particular places leading to concentration and agglomeration effects (Markusen, 1996; 

Cutrini, 2010; Wang, Ning, Li & Prevezer, 2016; Greenstone, Hornbeck & Moretti, 2010, Maré 

& Graham, 2013; Drucker, 2013; Mitra, 2014).  

 

Through the NEG models, the role of corporate strategies, business relationships, business 

networks, and groups of firms, management and governance of change in value chains is made 

apparent (Grant, 2016). Importantly, centripetal and centrifugal forces shape how economic 

activities are configured in value chains (Knox, Agnew, & McCarthy, 2014; Gori & Paniccià, 

2015; Allio, 2016). Such spatial configurations result in the interplay among economies of scale, 

costs of transporting goods, the size and proximity of factor markets (Dunford, 2003; MacKinnon 

et al., 2009). Agglomeration effects as “centripetal forces” (Krugman, 2011; Fujita, 2010; 

Venables, 2010) promote the concentration of economic activities in value chains while 

diseconomies act as “centrifugal” forces reduce the cluster formation in the value chains(Adolf & 

Liu, 2014; Ducruet, 2016).  

 

However, de Langen (2004) argues that the discussion of the agglomeration processes within the 

New Economic Geography is rather too general thus the theory is not specifically focused on value 

chain cluster formation. Furthermore, Kauffman (1996) argues that the theory is silent on how 

clusters in value chain evolve over time. This is a major weakness of the theory in informing value 

chain performance on its own.  

 

2.3.3    Systems Theory 

Systems Theory is well documented in both theoretical and empirical explanations of complexity 

in industrial organisation (see, for example, Chikere & Nwoka, 2015; Corning, 2014; Ng, Maull 
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& Yip, 2009). For Checkland (2010), the system approach focuses on holism than the totality of 

the constituent elements. Thus, a systems approach to value chain performance examines diverse 

and symbiotic firms functioning together to meet the objectives of the whole (Priem, 2007, Peck, 

Christopher, Clark & Payne, 2013).  In other words, only by examining a given value chain as a 

system can we have a grasp on the performance problems embedded therein (Weick & Sutcliffe, 

2011; Sturgeon & Van Biesebroeck, 2011; Puppe, 2012; Chikere & Nwoka, 2015). There is a need 

for continual alignment of value chain subsystems in effective value chains (Chikere & Nwoka, 

2015). Effective coordination is therefore indispensable to offset the potentially negative effects 

of the entailed interdependencies in systemic organizations such as value chains (Checkland, 

2010).   

 

Checkland (2010) views organizations and their external environment as one larger system. Value 

chain performance is therefore defined by the external environment (Weihrich et al. 2008; Wong, 

Boon-Itt & Wong, 2011; Fearne, 2012; Blome, Schoenherr & Rexhausen, 2013). Each value chain 

draws its requirements from the environment (for instance, people, resources, managerial talents 

and technical know-how) and gives its outputs for the benefit of the external environment 

(Checkland, 2010; Mele, Pels & Polese, 2010). A clear demarcation is therefore made between 

closed and open systems (Chikere & Nwoka, 2015; Checkland, 2010; Mele, Pels & Polese, 2010) 

to explain the interactions between the two constituent parts of the large eco-system.  

 

The open system view of the value chains allows the understanding of the more complex circle of 

interrelationships and dynamism (Emery & Aughton, 2006) through feedback processes (Emery 

& Aughton, 2006). From this perspective, systems theory is useful in analyzing the performance 

in value chains by considering a unit as opposed to examining the elementary parts of the totality. 

For, Mele, Pels & Polese (2010), a dialogue between holism and reductionism is required to 

understand the performance of value chains. A value chain should be viewed as a holistic system, 

in which there is a high degree of integration among the factors intervening in the process of value 

creation. In Mele & Polese (2010), value creation, as a measure of performance, relates to both the 

sub-systems (for example, quality management, R&D activities, internal auditing, feedback daily 

research, etc.) and the supra-system (through cooperation logics and asset improvement in terms 

of technical, cognitive, relational and adaptive aspects).  

 

From the foregoing, the systemic perspective moves from the single firm to the entire value chain 

(Mele, 2003) or network (Polese, 2004) that involves actors such as firms, individuals, districts, 



 

20 

nations, customers, or markets (Alter, 2008). In this view, the relationships that exist among the 

constituent parts regarding the goal to be reached defines the performance of the value chain (Mele 

& Colurcio, 2006). According to the viable systems model (Christopher, 2007) performance in 

value chains results from the ability to identify and manage functions and relationships. 

Relationships in value chains impact on the communication channels and information flow 

(Checkland, 2010). As asserted by Barile & Polese (2010), compatibility between systemic actors 

(consonance), allows a value chain to have effective harmonised interaction among the actors 

(resonance).  

 

Furthermore, a viable systems standpoint (Barile & Polese, 2010a) also argues that having an 

internal environment that effectively responds to the external stimuli at all levels allows the value 

chain to achieve viability and stability. This suggests that performance in value chains is enhanced 

when a gamut of dynamic processes continually adapt to internal changes (Blome, Schoenherr & 

Rexhausen, 2013). In particular, systems theory is a viable lens to understanding the complex 

nature of value chains in which a multitude of interactions exist (Ton, Vellema & De Ruyter De 

Wildt, 2011; Vellema & van Wijk, 2015).  Furthermore, as an interdisciplinary lens, systems 

theory brings in a cogent understanding of performance problems where there is a lack of apparent 

solutions.  

 

2.2.4    New Institutional Economics 

With interdisciplinary roots bridging economics, sociology, and history and business management 

New Institutional Economics (NIE) theory can amply foster the understanding of performance in 

value chains (Rüster, 2010; De Wit & Meyer, 2010). The economics perspective (Carroll & Teece, 

1999; Guthrie, 2000; Ellram, Tate & Billington, 2008) examines how human actors make choices 

when facing limitations such as information inadequacies, information processing incapability, 

perceptive incompetence, evolving norms, and untrustworthy ties. To this end, Richter (2015) 

amplifies the centrality of transactions and associated costs, property rights and contracts in human 

decisions. It has been argued that in order to manage transaction costs, property rights and 

contracts, economic actors have to rely on institutions (Ménard & Shirley, 2014). Hence for 

Ochieno (2012), NIE serves to, firstly, explain the operation and evolution of institutions, and, 

secondly to gauge the performance of economic actors.  

 

A distinction exists between the institutional environment and institutional arrangements (Ménard 

& Shirley, 2014). The institutional environment defines the underlying constraints of societal 



 

21 

behaviour. This prompts Johansson (2015) to demarcate formal and informal rules married to the 

individual economic agent’s goals, beliefs and choices. Williamson (2008) compares institutional 

arrangements to governance structures. In both, one can see that institutions play a cost 

minimization role in organizations (Bromiley & Cummings, 1989; North, 1993; Scott, 2013). 

However, as Vargo & Lusch (2016) demonstrate, there exist some feedback loops between the 

institutions (constitutions, laws, property rights, social conventions and norms) and economic 

performance that is, organizational performance also imposes some changes on institutions (Hall 

& Thelen, 2009; March & Olsen, 2010).  

 

There has been an upsurge in the use of NIE in explaining a world marked by rapid institutional 

change (Ménard & Shirley, 2012). For Williamson (2008), NIE is handy in facilitating trust 

relationships that can be used to offset the inherent and permanent aspect of costs in value chains 

(Abdullah & Teo, 2014; Araral, 2013; Malik, Yaqoob & Aslam, 2012). The influence of trust on 

transaction costs is well acknowledged in the literature. By selecting the right governance 

mechanisms organizations in value chains are able to reduce transactions (Williamson, 2008). 

Transaction Cost Economics highlights bounded rationality and opportunistic behaviour in the 

absence of trust among value chain actors (Williamson, 2008).  

 

The above principles highlight TCE’s profound explanatory power regarding relationships among 

incumbent firms (Freeman et al., 2010; Williamson, 2008). It is argued that the architecture of the 

value chain, as defined by the level of vertical integration, follows the characteristics of particular 

transaction: uncertainty, frequency and the degree of asset specificity (Cao & Zhang, 2011; 

Fawcett et al., 2008). As literature urges the understanding of the purposes served by particular 

firms in value chains first before examining their activities, the governance activities in a value 

chain should define its performance thereof (Sørensen, 2009). In Kanda & Deshmukh (2008) it is 

shown how cost minimization in value chains is achieved via the conduct of governance activities. 

As said by Araral (2013), costs are inherent and permanent in the functioning of markets. 

Williamson (2008) shows how costs are associated with searching, negotiating and specifying any 

transaction occurring in the value chains. According to Trienekens (2011), therefore, transaction 

costs define how firms interact within the value chains in the process of producing goods and 

services.  

 

In light of the above, three types of transactions can be seen when one considers asset specificity, 

uncertainty and frequency (Johansson, 2015). Certainly, each type demands a different governance 
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mechanism to protect against potentially hazardous exchange relationships (Scott & Davis, 2015). 

In accordance with Williamson (1985) business exchanges are always fraught with uncertainties 

that necessitate bounded rationality and opportunism in humans such the entailed contracts and 

transactions come to define the performance of organizations. Clearly, minimizing the transaction 

costs in the value chains allows the accrual of competitive advantages (Lindgreen, Hingley, Grant, 

& Morgan, 2012). 

 

The above reveals that specific institutional arrangements are required to mediate specific business 

relationships and choices in value chains (Cai, Jun & Yang, 2010; Johansson, 2015). According to 

Schneider, Bremen, Schönsleben & Alard (2013), value chains survive when incumbent actors can 

properly align the transaction characteristic (uncertainty, asset specificity and frequency) with the 

appropriate governance mechanism. Based on these submissions, the instrumentality of TCE in 

explaining the behaviour of actors in the value chains becomes evident (Fayezi & Zomorrodi, 

2016). TCE, by defining the proper alignment between transaction costs and governance 

mechanisms amply underpins the understanding of performance in value chains (Ashenbaum et 

al., 2009; Araral, 2013).   

 

In spite of the above, the efficacy of TCE in explaining the performance in value chains remains 

questioned (See, for example, Cao & Zhang, 2011; Prajogo & Olhager, 2012; Shi & Yu, 2013).  A 

number of omissions are indeed clear on a number of issues. Firstly, TCE fails to acknowledge 

that organizational capability differences shape the structures of organizations (Shi & Yu, 2013). 

Secondly, TCE discussions ignore power relationships (Riisgaard & Hammer, 2011), trust and 

other social embeddedness mechanisms (Granovetter, 2005). Furthermore, there is no known 

empirical measurement of transaction costs in value chains (Han et al., 2012; Becerra, 2009). A 

rather disturbing issue relates to the lack of clarity on how transactional costs affect vertical co‐

ordination in value chains (Prajogo & Olhager, 2012). Thus, according to Jacobides, Veloso & 

Wolter (2015), the insights which TCE provides into the nature of governance still need empirical 

verification by micro‐analytical studies of value chains.   

 

2.2.5    Social Network Theory 

Social network theory is grounded in diverse fields such as social psychology, economics, politics, 

communication, and anthropology. In particular, the theory relates to the interactionism paradigm 

of societal dynamics (Granovetter, 2010; Geels, 2010; Marin & Wellman, 2011) whereby much 

of the focus is placed on the social structure of any system. For value chains, this represents a 
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system of social relations defining their structure (Marin & Wellman, 2011). Indeed, social 

network theory recognizes that actor motivations, mind-sets, and demographics have an impact on 

organizational performance (Memon & Wiil, 2014. In addition, the theory explains the patterns of 

the interdependence among the diverse relations (Leinhardt, 2013), the resultant behaviour of the 

individual (Parker & Collins, 2010) and lastly the impact of the entities’ qualities on the patterns 

of relationships (Phelps, Heidl, & Wadhwa, 2012). Accordingly, social networks are seen in terms 

actors (nodes) and their relationships (Scott, 2012) or ties (Shaikh & Jiaxin, 2006), namely, 

information ties, formal ties, affective ties, material or workflow ties, proximity ties, and cognitive 

ties (Marin & Wellman, 2011). 

 

The spectrum described above exemplifies the complexities of social networks (Granovetter, 2010; 

Borgatti & Halgin, 2011). The embeddedness of network nodes thus defines the performance of 

the value chain in question (Granovetter, 2010; Memon & Wiil, 2014). Evidently, stronger ties 

represent higher socio-emotional support and high trust levels within the value chains (Memon &. 

Wiil (2014). In the same vein, Axelsson & Easton (2016) argue that stronger network ties imply 

nodes can accumulate varied or exclusive information. Lastly, the network metrics such as actor 

degree centrality, betweenness centrality, reciprocity, and transitivity govern how the nodes 

acquire information within the network (Bosse & Phillips, 2016).   

 

Equally, Slotte‐Kock & Coviello (2010) maintain that economic behaviour is intrinsically 

embedded in networks of on-going social relations. Similarly, Medlin & Törnroos (2015) argue 

that many management and organizational studies acknowledge the role of embeddedness and 

social networks. Trienekens (2011) has since shown how firm embeddedness in complex 

horizontal, vertical and support connections allows easy access to the much-needed inputs and 

services pertinent to the success of business undertakings. In addition, Brass (2011) highlights the 

prevalence of diverse social network theories such as self-interest, social exchange or dependency, 

mutual or collective interest, cognitive theories, and homophily in the analysis of performance 

variables of a value chain.  

 

By the same token, Bosse & Phillips (2016) further find the above theories as indicative of the 

observed rational self-interest (Fujita & Thisse, 2013; Hardin, 2015) in business.  In earlier studies, 

Coleman (1988) had also stressed the role of network ties in maximizing personal preferences and 

desires. Therefore, according to Misztal (2013), most entities seek to create ties as an investment 

to accumulate “social capital”, that is, the “sum of the resources, actual or virtual, that accrue to 



 

24 

an individual or group by virtue of possessing a durable network of institutionalized relationships 

of mutual acquaintance and recognition” (Bourdieu, 2011:84). Implied here is the notion of 

equating self-interest and the use of social capital (Burt; 1997; Myers & Nelson, 2010) in order to 

create profit-making opportunities. Thus, for Porter, Hills, Pfitzer, Patscheke & Hawkins (2011), 

actors in value chains actors receive a return on their investments when they can negotiate 

knowledge and information flows with those they are indirectly connected.  

 

In like manner, Huggins, Johnston & Thompson (2012) magnify the importance of inter-firm 

relationships in improving the competitiveness and performance of value chains. Scott & Davis 

(2015) argue that external group ties are relevant to the competitiveness and performance of value 

chains while Robbins, Judge, Millett & Boyle (2013) and also Daft (2012) find external group ties 

to reduce organizational conflict by thwarting free-rider behaviour (Scott & Davis, 2015; Foster, 

Borgatti & Jones, 2011; Granovetter, 1985). Furthermore, network theories of mutual interest 

(Bandura, 2008) and collective action (Ostrom, 2014) are relevant lenses to understanding the 

functioning of value chains. Literature (Tindall, 2015; Force, 2015; Hardin, 2015) amplify that 

mutual interests and coordinated action are positively associated with collective the production of 

pertinent infrastructure and intellectual property as opposed to private ownership. As such, 

according to Emerson (1972a, 1972b) sustaining well-established network relations, gives 

individuals or groups the ability to mobilize the valued resources and such enduring 

interdependencies imply highly performing value chains (Sørensen & Torfing, 2016).   

 

However, Dunning (2014) argues that positioning the network theory within the ambit of the value 

chain is problematic ostensibly because of the entailed levels of analysis and the static nature of 

social network analysis. Baggio (2011) cites the single view of network ties provided by the social 

network theory. In addition,  Eisingerich, Bell & Tracey( 2010) highlight the inability of the social 

network theory to apportion whether network data results from prior to group outputs (and received 

feedback), or are a consequence of the ties themselves. However, Ross (2016) conclusively 

demonstrated the intrinsic network structure in value chains. The author shows that individual 

businesses in value chains depend on established connections to collectively produce goods and 

services for the market. For Nielsen (2010) linkages underlined by the various contracts among 

the actors in value chains constitute exchange relations.  

 

In the final analysis, the preceding discussions highlight that the folly of focusing on a single 

theory to explain performance in value chains. Value chains are typically complex, multi-
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dimensional, comprising countless variables that need optimisation (Yeung & Coe, 2015; Gereffi, 

2014; Ponte & Sturgeon, 2014). As well, there are heterogeneous technical, social and economic 

elements that define value chains. Clearly, focusing on a single theory to explain the functioning 

of value chains cannot sufficiently account for all that needs to be included in a framework for 

performance improvement in value chains (Sadraoui & Mchirgui, 2014; Yeung & Coe, 2015). 

Hence, this study sought to employ complementary theories so as to give a holistic view of the 

dynamics in value chains. Having discussed the relevant theories guiding the study, the next 

section gives an overview of core value chain tenets drawing from the theories guiding this study.  

 

2.3    The Core Tenets of the Value Chain 

The chain metaphor is ubiquitous in business management literature (Gattorna, 2014; Christopher, 

2016; Ponte & Sturgeon, 2014). Porter (1985) championed the value chain model in a bid to 

improve the competitiveness of any given firm in the face of intensified horizontal and vertical 

competition characteristic of the 21st-century business landscape. He used the value chain to 

underscore how the firm’s performance depends on the effectiveness and efficiency by which the 

value-adding activities are managed and performed. This premise rests on the assumption that only 

when activities are performed in a fashion that enables the generation of sufficient margins 

between the overall costs of doing the activities and the price the consumer is willing to pay will 

the firm become profitable (Porter, 1985). The value added in each activity thus determines the 

competitiveness and sustainability of the business. For Porter (1985), therefore, a value chain 

denotes “an interdependent system or network of activities, connected by linkages.” whose 

ultimate goal is to maximize customer value. This means, for all purposes and intents, the value 

chain is a “tool that disaggregates a business into strategically relevant activities” (Porter, 1985). 

In this instance, the phrase “strategically relevant activities” refers to the functions and the 

decisions from a strategic perspective of the organization (Kaplan & Norton, 2001). 

 

Since Porter (1985), the model has been extended and reshaped such that in literature, it is now 

common to find an inconsistent ontology of the value chain as applied in business and management 

studies where value chains are viewed through the lens of complex structural subsets (Gereffi & 

Fernandez-Stark, 2016; Ponte & Sturgeon, 2014; Kaplinsky & Morris, 2001) that according to 

Rimmer (2014) comprise networks, webs, and grids. For Costanza, Cumberland, Daly, Goodland, 

Norgaard, Kubiszewski & Franco (2014), this description gives a fundamental understanding of 

business activities cutting across the larger global and national economies in which workers, 
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clusters, firms, and distinct industries as clear attributes of the value chain(Biesebroeck & Gereffi; 

2008).  

 

Such conceptualization resonates well with Kaplinsky & Morris (2001:1)’s depiction of the value 

chain as the “full range of activities which are required to bring a product or service from 

conception, through the different phases of production to delivery to the final consumers and final 

disposal after use.” Clearly, this value chain framework shifts the point of focus away from an 

individual firm to a value chain stream (Porter, 1985). Nevertheless, the VC lacks diagnostic 

substance (Kaplinsky & Morris, 2001). Being only a heuristic concept, the value chain can simply 

provide a synoptic indication of what activities are present in the production process (Kaplinsky 

& Morris, 2016). Yet ontologically, the value chain contains transformative activities which relate 

to the supply and the transformation processes(manufacturing, sales and distribution), and support 

activities, such as planning, finance, research and design (R&D) and human resources (Kaplan & 

Atkinson, 2015; Porter,1985) in which humans take centre stage. Torugsa, Donohue & Hecker 

(2013) avow that the effectiveness and efficiency in value chains are dependent variables of social 

interactions. Thus, avoiding the human factor leads to very little understanding of value chains and 

their dynamics (See Trienekens, 2011). 

 

As for McCarthy & Rich(2015), this is reflected in the level of contemporary understanding of the 

value chain to date that has fallen far too short in supporting the crafting of enduring strategies 

needed in sustaining performance of value chains. Various scholars of business (Wiklund, Patzelt 

& Shepherd, 2009; Zott & Amit, 2010; Myers, 2013) articulate the important role of underlying 

theoretical perspectives in the development of new business models to cope with the evolving 

global economy. Hence, an understanding of the performance variables in value chains requires a 

theory to be understood (Kuhn, 1972). The theoretical reflections discussed at the beginning of 

this review reveal that value chains cannot be understood from a single theory (Gereffi et al., 2005; 

Markides, 2006; Halldórsson, Kotzab, Mikkola & Skjøtt-Larsen, 2007; Ponte & Sturgeon, 2014).  

 

A new perspective is certainly well overdue. However, it is in order to first understand the different 

perspectives in literature before embarking on the arduous process of understanding a true value 

chain in this study. Bair (2009) differentiates the value chain metaphors  that explain the spatial 

organization of production in an economy, in terms of the business management (Christopher, 

2016; Ellram & Cooper, 2014; Stock & Boyer, 2009; Stock & Lambert, 2001) and the development 
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perspectives (Trienekens, 2011; UNIDO, 2009; Drost, van Wijk & Vellema, 2010; Kaplinsky 

2000).  

 

The business management perspective focuses on collections of businesses that work in unison to 

create and convey products or services to the customer (Stock & Boyer; 2009), that is, the supply 

chain (Christopher, 2016; CSCMP, 2009). Supply chain management, therefore, targets efficiency 

in the operation of the value chain (Stock & Boyer, 2009). Thus, the framework is the basis of the 

conceiving strategic advantages in value chains (Banomyong & Supatn, 2011; Stock & Boyer, 

2009). In contrast, the development perspective focuses on the aggregate process of creating value 

from the primary producer to final consumption (Drost, van Wijk, & Vellema, 2010; Girvan, 1987; 

Kaplinsky 2000; Gereffi; 1994; Hopkins & Wallerstein, 1986). 

 

The preceding discussions point to a number of important tenets about the value chain that sets it 

apart from the usual notion in literature that a value chain is the full range of activities that bring 

a product from its conception to end use and beyond (Gereffi & Fernandez-Stark, 2016; Gereffi & 

Lee, 2012; Kaplinsky & Morris,2001). Indeed, the value chain encompasses activities such as 

design, production, marketing, distribution and support to the final consumer (Sturgeon, 2001; 

Zott & Amit, 2010; De Backer & Miroudot, 2014). Nonetheless, focussing on activities alone and 

excluding other ontological tenets limits the understanding of the value chain (Neilson & Pritchard, 

2011; Axelsson & Easton, 2016). Moreover, such activities are contained within a single firm or 

divided among different firms (Porter, 1985; Porter, 1991; globalvaluechains.org, 2011).  

 

Furthermore, the GVC stream emphasizes chain governance within which inter-firm cooperation 

that gives a competitive advantage (Hernández, Martínez Piva & Mulder, 2014; Gereffi, 2014; 

Laven, 2010). Thus, while the concept of VCs has become a pragmatic, interesting and useful 

framework to analyze the dynamic nature and place of the industry (Sturgeon, 2008; Gereffi et al., 

2013), its explanatory power in accordance with Pettigrew(2014) depends on the theory being able 

to highlight three pertinent issues about industrial organization.  

 

For Sturgeon (2008), the VC theory should amplify the following things: Geography and character 

of the linkages between tasks or stages in the chain of value-added activities (Kerkhof, 2015; 

Frederick & Gereffi, 2016),the manner in which power is distributed among firms and other actors 

in the chain(Norrlof, 2010; Mandal, 2013; Gereffi, et al., 2014), the function played by the 

institutions in shaping business relationships (Porter, Whittington & Powell, 2005; Szopa & 
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Bandola, 2015), the role of human dispositions in influencing the functioning of value 

chains(Lusch, Vargo & Tanniru, 2010) and the role of economic tenets in incentivising the 

performance of the value chain (De Langen, 2008; Parker, Waller & Xu, 2013). 

 

With the foregoing, the GVC model ought to emphasise the embeddedness of the local production 

in global markets (UNIDO, 2009; Sturgeon, 2008; Gereffi et al, 2005). According to Shepherd 

(2013), the GVCs can improve the income, employment, and productivity for all countries. And 

for Kaplinsky & Morris (2014), entry into global export markets offers a realistic chance for 

industrial growth. In accordance with Gereffi & Fernandez-Stark (2011), it is clear that the 

structural changes observed on the global economy and trade patterns are a reflection of the 

reshaping of industries and associated value chains beyond the local economy. This means that 

some further dynamics involving the global, regional and international dimensions should be 

factored in the theory designed to explain the performance of the value chain.  

 

Considering the effects of globalization, Ponte & Sturgeon (2014) argue that the activities that 

constitute a value chain should generally be seen to take place within networks thereby suggesting 

that a sequence of tangible and intangible value-adding activities are enshrined in the value chain 

theory. According to Bolton & Green (2014), the relevance of business relationships maintained 

through the alignment of different cultures, aspirations, power bases, priorities, incentives and 

sanctions needs to be acknowledged when attempting to improve performance in value chains. 

Numerous studies(Cattaneo, et al.,2013; Pietrobelli & Staritz, 2013; De Marchi, Di Maria & Ponte, 

2014)  attest to this phenomenon playing out in real-life value chains, where  for example, lead 

firms are seen coordinating their affiliates, supplier and customer networks with such business 

decisions affecting the trajectory of socio-economic “upgrading” or “downgrading” in specific 

national and regional value chains.  

 

Accordingly, such global networks as epitomized by international expansion and geographical 

fragmentation of productive functions and product or service consumption (World Bank, 2014; 

Coe et al., 2004, 2008; Gereffi et al., 2013) emphasise the need for further expansion of theory in 

this direction. Given the foregoing, as proposed by Gereffi et al. (2014), there are various issues 

that need to be incorporated into the value chain theory to open the necessary pathways towards 

the creation of workable performance improvement framework in value chains. That is, there is a 

need for a revised understanding of the value chain tenets (Rushton, Croucher & Baker, 2014). 

This study’s working definition of the value chain is: 
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A whole array of human actors, policies, frames of references, power imbalances, interests, mind-

sets, aspirations, frictions, positions, economic and social blind spots, priorities, technologies, 

practices and support systems which in unison work to add value to a product or service along its 

way from the primary producers to the end customers and disposal after use.  

 

This definition captures the salient tenets of any given value chain and therefore forms the basis 

of the theory of the value chain. This definition brings in other dimensions beyond simply looking 

at the activities as the core of the value chain theory. As suggested in Carter & Liane Easton (2011), 

a cogent value chain theory should as suggested encompass social, economic and behavioural 

dimensions. Having managed to bring to the fore the crucial tenets of a value chain, and also in 

view of the overarching objective of this study that seeks to develop a workable performance 

improvement framework for the cotton value chain, subsequent to this section is the discussion of 

the factors that influence the performance of any given value chain.  

 

2.4    Factors Influencing Performance in Value Chains 

The preceding section gave a description of the modern value chain by pointing out some crucial 

tenets. This opened an avenue to identify the factors that influence the performance of value chains. 

In order to understand the functioning of a given value chain, it is important to identify the factors 

affecting value chain performance (Flynn, Huo & Zhao, 2010; Rushton, Croucher & Baker, 2014). 

Moreover, other scholars (Rushton, Croucher & Baker, 2014; Kaplan & Norton, 1996; de Waal & 

Nhemachena, 2006) reason that seeking to understand the underlying factors marks a major step 

towards the improving performance of the organization. This section’s motive centres on 

examining the factors or variables that are seen to influence the performance of value chains from 

a theoretical point of view.  

 

Generally, the concept of performance is multidimensional nature (Tirole, 1988; Hickman, 1950; 

Porter, 1990; Palan; 2013). This necessitates the use of the five complementary theory discussed 

in section 2.1 as perfect lenses to understanding the inherent performance influencing factors in 

value chains. As highlighted in the subsequent paragraphs none of the identified theories in this 

study can amply isolate all the factors influencing performance in value chains on their own. In 

the following consecutive paragraphs is a dissection of the shortcomings of the theories used in 

this study. Acknowledging the weaknesses associated with each theory gives an opportunity to 

build a feasible, solid and robust conceptual framework for improving the performance in value 

chains (Rushton, Croucher & Baker, 2014; Herciu, 2013). 
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Firstly, Porter’s diamond framework is heavily discredited (see, Rugman & D'cruz, 1993; Davies 

& Ellis, 2000; Smit, 2010; Fernando & Long, 2012). Specifically, Krugman (1995:464) finds the 

competitiveness diamond misleading since it fails to clarify the logic behind the linkages. For 

Krugman (1995), the framework simply mirrors “a clever didactic device” with no specific value 

for economists. However, as illustrated by Bakan & Doğan (2012), the relevance of some of the 

factors incorporated in the competitiveness diamond model cannot be discounted. Moreover, many 

scholars (Riasi, 2015; Herciu, 2013; Dögl et al., 2012) continue to study and apply the diamond 

factors in real life cases. Nonetheless, the theory behind competitiveness diamond is inadequate 

since many theoretical insights from other scholars were omitted. This leads to a framework based 

on obsolete assumptions (see for instance de Langen, 2004; Dunning, 1993) in light of the 

globalized context (Friedman, 2011; Liu, Stanturf, & Goodrick, 2010; Ray, 2007) together with 

the continuous disaggregation of value chains (Meredith, 2007). 

 

Even as Kotabe (2008:38) asserts the relevance of mobility of resources in today’s business arena, 

Porter (2011) remains adamant that albeit focusing on the domestic base, the competitiveness 

diamond is a dynamic theory. Yet, the incorporation of clusters in the theory is even more static 

(Sharma, 2008; Smith & Brown, 2009; Alexandros & Metaxas, 2016). The framework itself is not 

explicit about performance objectives of the industries in the territory or about the recognition of 

dynamic forces that could alter the competitive environment (Niu, Miles, Bach & Chinen, 2012). 

It also tends to overlook comparisons among competing industries elsewhere (de Figueirêdo 

Junior, Meuwissen & Oude Lansink, 2014). Thus, Porter’s Diamond framework on its own can 

only partially explain the performance of value chains.  

 

Secondly, the NEG is criticised for its focus on formal economic models that might fail to capture 

the full range of factors and forces that help shape the value chains (Webber & Labaste, 2009). 

Garretsen & Martin (2010) in particular, question the omission of the social, institutional and 

cultural dimensions in the NEG models. While the new economic geography models may under 

certain assumptions predict the occurrence of agglomeration and localization (see Krugman, 1997; 

Fujita, Krugman, Venables, & Fujita, 1999), it is not clear where that actually occurs or why in 

particular places and not in others (Harrison, 2007; Garretsen & Martin, 2010). Another fault of 

the NEG theory is ascribed to its exclusion of behaviour in the analysis, despite the fact that actor 

behaviour has clear implication on the performance of value chains (Rosenthal & Zimmerman, 

2014).  As a result, when studying national economies and clusters of business activity it is more 
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likely that a broad view of the world economy could easily be lost in the analysis (Maskell & 

Malmberg, 1999; Dunning, 2012). 

 

As well, the application of systems theory by scholars to explain performance in value chains faces 

formidable criticisms (Yoon & Kuchinke 2005; Amagoh; 2008; Hoskisson, Covin, Volberda & 

Johnson, 2011; Connelly, Ketchen & Hult, 2013; Kasemsap; 2016). Firstly, Amagoh (2008) argues 

about lack of clarity on what a system essentially means. This haziness impinges on the definition 

of the precise components of the broader systems theory (Portes, 2010). Others (Clark & Juma, 

2013; McIntire, 2014; Fang, Zhu & Zheng, 2015) accuse the systems theory of being a mechanistic 

method and therefore defunct in terms of informing value chain theory. Yoon & Kuchinke (2005) 

note the failure of the systems theory in specifying the time and manner in which collaboration 

within value chains may take place.  

 

Additionally, Dyckhoff, Lackes & Reese (2013) bemoan the lack of clarity on how systemic 

elements respond to existing or potential conflicts between the environment and the architecture 

of the value chain.  Furthermore, the idea of open or closed systems does not clarify how 

enterprises in value chains would address complex situations caused by rapid environmental shifts 

(Hoskisson, Covin, Volberda & Johnson, 2011) thereby presenting practical snags in the 

application of the model to organizations such as value chains which are inherently social in nature 

(Williams & Hummelbrunner, 2010; Daft, 2012; Ebrahim, Battilana, & Mair, 2014). In reality, all 

social entities and their subsystems are “partially open” and “partially closed” (Amagoh, 2008). 

Finally, Kasemsap (2016) points to the real failure of systems theory to account to change 

organizations. In today’s globalized world, change is the final arbiter between high performers and 

poor performers (Moffitt, 2016). 

 

Within TCE theory, two critical limitations are evident, that is, the difficulties posed by social 

interference on attempts to measure transaction costs (Schmidt, 2006; Sarason, Pierce & Sarason, 

2014) and the higher focus on efficiency (Schwartz & Lorber, 2012). Thus, without a vigorous, 

approach to identify and quantify subsequent transaction costs (Justen, Fearnley, Givoni, & 

Macmillen, 2014), measuring the precise level of transaction costs in the value chain is impossible 

(Wang, 2003; Gould, 2009; Contractor, Kumar, Kundu, & Pedersen, 2010; Wheelen & Hunger, 

2011; Justen, Fearnley, Givoni & Macmillen, 2014).  
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Additionally, TCE’s forfeiture of efficiency in firm’s strategies deters a holistic treatment of the 

competitiveness and performance influencing factors in value chains (Kim, Umanath, Kim, Ahrens 

& Kim, 2012; Khandoker, Bhuyan & Singh, 2016). This and the overemphasis on minimizing 

costs at the expense of social structure (Rivera, Soderstrom & Uzzi, 2010) renders the TCE theory 

inadequate in explaining performance in value chains.  

 

Lastly, the Social network theory has two major limitations when it comes to giving a holistic 

account of the performance and competitiveness of value chains, that is, clarity on the network 

position in the midst of chain of events (Varsei, Soosay, Fahimnia & Sarkis, 2014), and how to 

extrapolate one level of analysis from the other (Granovetter, 2010; González-Benito, 

Lannelongue & Alfaro-Tanco, 2013). Therefore, social network analysis is a static theoretical lens 

(Zaheer, Gözübüyük, & Milanov, 2010; Prell, 2012; Carolan, 2013) that can only present a single 

view of the network ties (Wieland & Marcus Wallenburg, 2012; Grant, 2016). 

 

However, when combined the five theories complement and reinforce each other to produce a 

framework that encompasses the external environment, effectiveness variables (architectural 

factors) and efficiency variables (the governance factors). The effectiveness and efficiency factors 

in value chains are discussed next. 

 

2.4.1   Value Chain Effectiveness Variables 

Studies on value chains indicate that effectiveness in value chains is a function of the value chain 

architecture (Porter, 1985; Porter, 1990; Sturgeon & Biesebroeck; 2008; Porter & Kramer, 2011; 

Prajogo & Olhager, 2012; Haruna, 2014). Architecture represents the established patterns of 

relationships among the components of the value chain having a strategic impact on the 

effectiveness variables such as rivalry, flows, and entry and exit conditions (Kaplinsky & Morris,  

2001; Haruna, 2014; Khaile, 2012; Porter, 2008). A number of dimensions, namely, market 

concentration, product differentiation, entry and exit barriers, and power distribution are observed 

within value chains (Milagrosa, 2007; Jordaan, et al., 2014). Hence, Morieux (2014) points to a 

blurred demarcation between the effectiveness of the value chain and its architecture. Factors such 

as in Table 2-1. The “stylized facts” are discussed in greater detail later in the chapter. 
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Table 2-1 Stylized Facts concerning Effectiveness Variables 

 

 

Specifically, Ford, Gadde, Håkansson & Snehota (2011)’s consideration of the importance of 

agility, flexibility, and adaptiveness towards the attainment of competitive advantage is more 

telling. Similarly, the value chain architecture also defines behaviour and therefore effectiveness 

in value chains (Dietl, Royer & Stratmann, 2009; Autio & Thomas, 2014; Hadida & Paris, 2014. 

However, the effects of such “structural” variables on chain performance are dependent on the 

environmental circumstances (Wong, Boon-Itt & Wong, 2011; Gould, 2009; Weerawardena, 

O'Cass & Julian, 2006; Petrovic, 2001). All of the selected five theories in this study point to either 

one or more ‘stylized facts’ concerning the impact of value chain architecture on the performance 

in value chains can easily be acknowledged.  

 

2.4.1.1   Agglomeration Effects 

Marshall (1890) first discussed the importance of the “external economies” on the concentration 

of economic activities. Later, other scholars (see, for example, Delgado, Porter, & Stern, 2014. 

Jennen & Verwijmeren, 2010; Knoben, 2009) continue to sustain the same argument of a positive 

relationship between agglomeration effects and industrial performance. In addition, agglomeration 

effects are ascribed to the growth of cities and the formation of industrial regions and districts and 

in the clustering of like activities within a neighbourhood (Håkanson, 2005; Scott, 2008; Booyens, 
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2012; Chatterji, Glaeser & Kerr, 2014). For Graham (2007), the agglomeration economies imply 

the advantages derived through spatial concentration of economic activity.  

 

The label “agglomeration economies” allows for a fuller understanding that externalities arise as 

side effects of the firms’ activities which have consequences for the entire value chain, for instance, 

the labour market pooling, sharing intermediate inputs, and knowledge sharing or “technological 

spillovers.”(Marshall, 1890), the consequences of which are specialization, innovation (see, for 

example, Baptista, 2000, Audretsch & Feldman, 1996 and Nooteboom, 1999) and knowledge 

diffusion (Baptista, 2000; Audretsch & Feldman, 1996: 637). This issue is all relevant with regard 

to the performance of value chains (Rosenbusch, Brinckmann & Bausch, 2011; Carayannis & 

Grigoroudis, 2016). 

 

2.4.1.2   Internal Rivalry 

Competition can have both destructive and constructive outcomes for the value chain (Tjosvold, 

2003). Senge (2014) claims that competition is pertinent in galvanizing individuals to work 

towards shared and complementary goals. Furthermore, competition as a dynamic process of 

rivalry leads to productivity, innovation, and profits. As internal rivalry defines competitive 

behaviour for tangible or intangible rewards that cannot be shared equally by all (Kilduff, 

Elfenbein & Staw, 2010; Shields & Bredemeier, 2009). Studies on organizational learning (Nelson 

& Winter, 2009) suggest that the tension brought about by internal rivalry conjures radical 

innovation.  Further, Porter (1990:117) associates vigorous domestic rivalry with industry 

enterprises’ persistence and greater effort so as to prevail under the entailed increased dynamism. 

Literature (Brown et al, 1998; Tjosvold, 2003) indicates a positive relationship between increased 

internal rivalry and higher goal setting propensity among the value chain enterprises.  

 

In particular, De Langen & Heij (2014) acknowledge Porter (1990)’s ‘vibrant environment 

argument’ on the effects of internal rivalry on the performance of value chains.  In the same vein, 

internal rivalry positively impacts customer switching abilities. Within value chains, shifting to 

alternative suppliers is simple necessitating lower switching costs. Furthermore, the internal 

rivalry is associated increased specialization in value chains (see de Langen & Heij, 2014) 

ostensibly due to the levelling of cost advantages (similar regulatory framework, labour conditions, 

trading costs and source from the same suppliers) among the value chain enterprises. 

Specialization leads to reduced competition and therefore higher profits.  
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2.4.1.3   Value Chain Barriers 

Barriers in value chains (Morris, Kaplinsky & Kaplan, 2012) are encountered by enterprises when 

the attempt to move in or leave the value chains are made (Parker, 2004; Audrietsch, Keilbach & 

Lehmann, 2006). In particular, Keilbach & Lehmann (2006) acknowledge the influences presented 

by entry, start-up, and exit barriers on the performance of industries. For Staber (2007), the extent 

of start-up failures has a phenomenal impact on market viability and performance in value chains. 

Besides, as argued by De Langen (2014), barriers to entry and start-ups lead to a reduced 

competition and inflows into value chains. Thus, a limit is placed access to human, financial and 

knowledge capital flows by the value chain enterprises. Furthermore, Kaplinsky & Morris (2010) 

contend that entry barriers inhibit accessibility of resident tacit knowledge and networks. Hence it 

is true that entry barriers have a lethal effect on the performance of value chains (Teece, 2014).  

 

Concerning the starting-up barriers, extant literature (see for example, Irwin & Scott, 2010; 

Roper, 2009) widely acknowledges the impact of three barriers, namely, administrative which may 

inhibit the desire of entrepreneurs to establish businesses in the value chain (Tigiste, 2016), lack 

of  venture capital(Castaño-Martínez, 2015; Alvarez & Urbano, 2014) which affect the financing 

of business projects in the value chains and cultural barriers(Shane, 2012; Wiklund, 2011) which 

discourage risk-taking behaviours among people will be detrimental to value chain performance.  

 

Conversely, exit barriers discourage marginally performing firms from leaving the industry 

(Porter, 2011; Nelson & Winter; 2009). Such barriers force firms to continue operating in 

industries with the same strategies even when their return on investment is no longer economic 

(De Langen, 2004. Many exit barriers contribute to highly reduced uncertainty in the value chain. 

This implies that faced with many exit barriers, firms would not readily leave the value chain of 

the industry. Therefore, with many actors remaining in the value chain the better the resilience of 

the value chain. The more the firms remain, the more the players are certain about future prospects 

and the more the commitment to investing in the value chain.  

 

As such, entrepreneurs can remain entrenched in value chains where they have prior substantial 

specific value chain investments. In this way, exit barriers enhance the performance of a value 

chain. By the same token, Porter (2011) identifies three types of barriers to exit, namely, fixed 

assets (factories, machinery, and specific localized knowledge), “sticky labour” (Markusen, 1996) 

and the robust localized pool of suppliers and clients (Porter, 1990). The foregoing implies, 
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therefore, that exit barriers will affect the performance of a given value chain. In addition, it is 

easy to see when the exit barriers are likely to lead to destructive competition and reduced profits 

(Porter, 2011). 

 

2.4.1.4   Heterogeneity in Value Chains 

The fundamental claim of a growing body of research (for example, Haynes & Hillman, 2010) is 

that a mixture of different firms improves performance in a value chain because different set of 

capabilities and related cognitive frames allow specialization in different activities along the value 

chain (Kim & Lee, 2010; Lusch & Nambisan, 2015). Thus, for Bellussi & Gottardi (1999) and De 

Langen (2014) homogeneity in value chains instigates cooperative behaviour and strengthened 

internal linkages that can generate more positive effects or the entire value chain. In addition, 

diversity in value chains attenuates vulnerability due to the external shocks (See, De Langen, 2004; 

Metcalfe, 2007).  

 

Lastly, diversity and innovation are positively associated (Schumpeter, 1934; Nelson &Winter, 

2009). This means the more diverse the value chain make-up, the more the sources of distinct 

information and knowledge to fuel innovativeness of the actors in value chains (Hong, Kwon & 

Jungbae Roh, 2009; Van De Vrande, Vanhaverbeke & Gassmann, 2010; Van den Berg & De 

Langen, 2015). In the foregoing sections, variables of value chain performance related to the 

efficiency of the value chain architecture have been established based on the underlying theoretical 

underpinnings of this study. Next, the review looks at efficiency variables in value chains against 

the theories reviewed in this study. 

 

2.4.2   Value Chain Efficiency Variables 

The last section focused on the variables related to value chain effectiveness. Now the focus moves 

to the variables related to efficiency in value chains. The importance of the value chain efficiency 

variables is highly acknowledged in the literature (see World Bank, 2014; Gereffi & Sturgeon, 

2013; Trienekens et al.,2011; Frederick & Gereffi, 2009; Gibbon et al., 2008; Humphrey & 

Schmitz, 2004; Kaplinsky & Morris, 2001). Consequently, the analysis of value chain efficiency 

variables cannot be avoided in the discussion of performance factors in value chains. For Gereffi 

(2011), efficiency due to the value chain governance focuses on the authority and power 

relationships with an influence on how financial, material and human resources are allocated or 
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flow within a chain. For Milagrosa (2007) governance variables reflect “play – or organization – 

of the game.”  

 

Thus, efficiency variables govern relationships by which key actors optimize the transformation 

activities (Gimenez and Sierra; 2013) through, inter alia, coordination, communication or 

transmission of information, distribution of (market) power, and collaboration (Gereffi, 1994; 

Ponte & Gibbon, 2005; Nugraha, 2010; Hill, 2014). As a consequence, VC efficiency variables 

determine the extent of VC upgrading (Humphrey & Schmitz, 2000; Gereffi & Sturgeon, 2013; 

Gereffi et al, 2005) since they are important drivers of the generation, transference, and diffusion 

of knowledge along the value chains (Morris & Barnes, 2006; Williams, 2014) and hence their 

performance.   

 

Notably, institutional economic and social network theories have become natural lenses for 

analysing efficiency in value chains (Tan & Samyudia, 2009; Porter, 2008; Nooteboom, De 

Langen & Jacobs, 2013; Harrison, 2007). Of particular interest is the fact that these institutions 

play a great part in the value chain governance (Kaplinsky & Morris, 2001; Neilson & Pritchard, 

2011; Lee, Gereffi & Beauvais, 2012. Institutions determine the working habits, rules and values 

(formal and informal) that guide decision-making in value chains (see, for example, Scott, 2013; 

Beckert, 2010).  In subsequent sections, a detailed discussion on each of the efficiency variables 

in value chains is provided.  

 

In this study, four efficiency variables consistent with the five theories are seen. Based on the 

available literature (Nooteboom, De Langen & Jacobs, 2013), the identified efficiency variables 

may be instrumental in understanding the framework of performance factors in value chains. At 

this juncture, it should be borne in mind that value chain governance implies coordination of the 

various activities and relationships that entail efficiency (Trienekens, 2011; Boström, Jönsson, 

Lockie, Mol & Oosterveer, 2015; Sørensen & Torfing; 2016; Larsen, 2016). It is through effective 

coordination that efficiency is enforced within the value chain (Ghosh & Fedorowicz, 2008; Sabel 

& Zeitlin, 2012; de Langen, 2004; Humphrey & Schmitz, 2002; Perry & Towers, 2013; Bush, 

Oosterveer, Bailey & Mol, 2015).  

 

According to Sturgeon (2008), there is a need to understand coordination mechanisms to 

understand governance in value chains. Even more, the value chain itself is seen as a solution to 

the coordination problem according to the flexible specialization literature which views value 
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chains in terms of linkages of firms that work together based on trust and cooperation (Uzzi, 1997). 

Literature (Kaplinsky & Morris, 2001; De Langen; 2004; Gereffi et al., 2005) indicates six 

different coordination modes, namely, market, firm, alliances, associations, and public-private 

partnerships.   

 

Each mode carries its own advantages and disadvantages which allow the solution of a variety of 

efficiency problems (De Langen et al., 2013). Various value chain studies are indicative of the 

important fact that the quality of governance influences the efficiency in value chains. The 

framework above can be used in the analysis of the quality of governance and the impact on value 

chain performance thereof. De Langen, (2004) and Williamson (2008) signal only two significant 

factors on the quality of governance, namely, the “level of coordination costs or transaction costs” 

and the “scope” of “coordination beyond price.” The subsequent section discusses these two 

factors:  

 

With regards to transaction costs, the Transaction Cost Economics theory (Williamson, 2010) 

postulates how transaction costs determine the governance structure of a value chain. Coase (2013) 

shows that transaction costs are associated with information search, negotiation, monitoring, 

coordination costs, and those of enforcing contracts while Weseen, Hobbs & Kerr (2014) classify 

transaction costs as those involving seeking partners, contract specification, the costs of 

“performance monitoring” as well as the “pure” costs of interacting (time and travelling costs). 

According to De Langen, value chains involve high transaction costs (See de Langen, 2004) but 

the introduction of modern communication technologies could substantially reduce the transaction 

costs in value chains (Fredikind, 2014). 

 

With regards “latitude of coordination beyond price,” the issue of standards setting, investment in 

labour base, cooperating in projects for innovation and information sharing are cited as the modes 

for achieving of “coordination beyond price”. However, as much as coordination beyond price 

offers higher overall benefits, its development cannot be spontaneously achieved. Ostrom (2014) 

and also Olson (2008) cite the problem of collective action whereby spontaneity fails because 

some of the actors/ firms feel worse off by participating in value chains. As a consequence, there 

arises a general tendency to obstruct efforts aimed at increasing the scope of coordination. In 

addition Olson (2009) raise the issue of opportunistic behaviour, in which “free riders” hamper 

coordination (Olson, 2009) as actors try to avoid incurring further risks in the face of uncertain 

outcomes. 
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Based on the above reasons, the conclusion could be that the performance of value chains would 

most likely improve in situations where actors can broaden the scope of coordination. The 

following paragraphs categorize the factors that can cause a reduction in the coordination costs as 

well and the expansion of the scope of coordination beyond price, which is the efficiency of the 

value chain.  In subsequent subsections, a directed focus on the mechanics by which the indicated 

variables work to improve the quality of coordination in value chains and by extension the 

performance of the value chain.  

 

2.4.2.1   Trust 

The subject of trust is heterogeneous (See Williamson, 2010; Nooteboom, 2009; Schoorman, 

Mayer & Davis, 2007) but applicable to business management and economics. Trust concerns the 

act of amplifying one's vulnerability to the risk of opportunistic behaviour by another (Williamson, 

2010; Zaheer, Gözübüyük & Milanov, 2010). Ermisch & Gambetta (2010) define trust as an 

assessment of another’s likely behaviour based on its influence on the probability of choice of 

future actions. In other studies, trust is connected to conceptions of morality, is satisfaction with 

another’s fairness or is derived from institutional and cultural influences (Bachmann, 2011).  

 

On this basis, trust should, therefore, influence organizational behaviour and performance 

(Bromiley & Harris, 2006; Bromiley & Cummings, 1995). Indeed many scholars (Colombo, Piva 

& Rossi-Lamastra, 2014; Gurcaylilar-Yenidogan & Windsperger, 2014; Hayter, 2013; 

Nooteboom, 2009; Puranam & Vanneste, 2009) equate trustworthiness to effectiveness. Hence, 

there is a positive association alluded to trust and transaction costs (Bromiley & Harris, 2006; 

Capaldo, 2014; Fulmer & Gelfand, 2012; Datta & Christopher, 2011; Panayides & Lun, 2009; 

Handfield & Nichols, 2004). For others (Panayides & Lun, 2009; Cai et al., 2010; Madlberger, 

2010; Cheikhrouhou, Pouly & Madinabeitia, 2013), trust instigates information and asset sharing 

among value chain enterprises.  

 

Another group of researchers (Biesenthal & Wilden, 2014; Mumdziev & Windsperger, 2013; 

Zaheer & Venkatraman, 1995; Gurcaylilar-Yenidogan & Windsperger, 2014; Hayter, 2013; 

Puranam & Vanneste, 2009) view trust as formal governance mechanism that is used to minimise 

transaction costs in value chains ostensibly because it causes inter-organizational cooperation and 

delegation of duties. Accordingly, trust as a governance mechanism works to reduce relational 
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risks by facilitating information sharing between and among the contracting partners (Nooteboom, 

2009; Williamson; 2010).  

 

As a consequence, trust impacts on transaction costs among value chain incumbents thereby 

obviating the need to cautiously specify and monitor contracts (Yip, Webber & Shadbolt, 2013). 

In short, high trust levels in value chains increases the latitude of coordinating value chain 

activities beyond price due to reduced uncertainty and diminished opportunistic behaviour in the 

value chains (Zaheer, McEvily, & Perrone, 1998) while low-trust value chains are expected to 

have reduced scope of coordination beyond price since uncertainty is increased and the threat of 

opportunistic behaviour increases (Zaheer, McEvily & Perrone, 1998; 2005).   

 

2.4.2.2   Intermediaries 

The role of intermediaries in value chain activities is widely accepted in the literature (See 

Christopher, 2016; Zhang, 2007; Kaplinsky & Morris, 2001) as indicated by the propensity of the 

value chain in using third-party agents to carry out some functions. Kaplinsky & Morris (2001) 

expound the role of intermediaries to be the refinement of market entry conditions and the 

upgrading capacity for individual actors in value chains. Granted that, value chain intermediation 

reflects coordination and arbitration in value chains (Wu, 2004; Cattaneo et al., 2013; Dikos, 2014) 

thus signalling the important functions of intermediaries in value chains as either transactional or 

transformational (Wu, 2004; de Langen, 2004).  

 

Furthermore, intermediaries have a matching role thereby providing immediacy through inventory 

or reserve capacity (McEvily & Zaheer, 1999), and an aggregating role for supply or demand to 

achieve economy of scale in value chains( Kramer & Porter, 2011; Gereffi & Fernandez-Stark, 

2016). Lastly, informational intermediation plays functions that lead to the avoidance of adverse 

selection by administering coordination mechanisms, creating trusted institutions and synthesizing 

dispersed information to reduce information asymmetry (Miglionico, 2012; Bhalla & Terjesen, 

2013; Hamza, 2015).  

 

2.4.2.3   Lead Business Firms 

Literature (Gereffi, 1994; Perks & Moxey, 2011; Conti, 2014) argues that governance in value 

chains results from the limits placed on other firms by the powerful business firms acting as rule-

setters.  For Lorenzoni & Baden-Fuller (1995) explain lead business firms as the “strategic centres 
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possessing superior co-ordination skills as well as the ability to steer change. In other words, lead 

business firms occupy the dominant position in value chains as a result of financial strength, 

buying power, and control of key technology or market access (Jorgensen & Knudsen, 2006; De 

Langen et al., 2013).  

 

De Langen et al. (2013) argue that lead firms are motivated to steer the direction of the value chain 

because of the benefits that accrue to them when they deploy their capabilities in support of inter-

firm transaction costs reductions. Also Gereffi & Fernandez-Stark (2011) point to the need to 

outsource non-strategic activities as one of the lead businesses’ motives for coordinating the value 

chain. A related literature further argues that lead business firms want to gain control of activities 

in value chains in order to respond to the demand for differentiated products and mounting pressure 

from external agents on environmental, social rules and standards (Anthony, 2016; Andadari, 

2008).  

 

Given the above, the relationships between lead business firms and other firms (either mutual or 

predatory) result in improved industry competitiveness (Gereffi et al., 2005; Perks & Moxey, 2011; 

Conti, 2014). Literature shows that lead business firms in value chains can provide the necessary 

points of leverage for other value chains (Gereffi, 2014), promote greater integration of value chain 

firms into the international arena (Porter & Kramer, 2011) and provide embedded support for 

training, education and knowledge exchange (Memedovic, 2003; Gereffi, 2014) . Thus, if all firms 

in value chains were to act like lead business firms, then the entire value chain would be better off 

(De Langen et al., 2013). Hence, having the right type of lead business firms enhances the quality 

of coordination in value chains and efficiency (Kaplinsky & Morris, 2001; Gereffi et al., 2014).  

 

2.4.2.4   Collective Action Regimes 

Collective action theory (Olson, 1965; Axelrod, 1984; Harrison, 2014; Ostrom, 2014; Nell; 2016) 

has developed to a level where it can be used to explain the conditions required in order to improve 

collective action effects in value chains. Although without a unified definition, the collective 

action arises when contributing to an outcome requires the effort of more than one person 

(Marshall, 1988). This conceptualization presupposes the primacy of membership as a 

precondition for collective action. Rather, voluntary action by individuals in a group to invest time 

and energy in achieving mutual ends (Markelova et al., 2009) gives a better view of the collective 

action.  
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In value chains, the importance of collective action is underpinned by the need to reduce 

transaction costs (Fischer & Qaim, 2014; Verhofstadt, 2014; Fischer & Qaim, 2012) when 

acquiring inputs, market information, new technologies and exploiting market opportunities. For 

Hanisch (2016) collective action viewed in this manner enhances the bargaining power with the 

result that market entry barriers are greatly reduced. In addition, literature (Hanisch, 2016; 

Vroegindewey, 2015; Baden & Pionetti, 2011) is clear on the impact of collective action on 

enhancing the provision of basic infrastructure and services for the smooth functioning of the value 

chains. 

 

Given the foregoing, collective action regimes (collaborative groupings) play an important role in 

the functioning of value chains. Holland (2014) maintains that the presence of collective action 

regimes in value chains gives actors the impetus to confront and withstand the vagaries of the 

external environment through increased coalition building or civic cooperation (Holland, 2014; 

Utting, van Dijk & Matheï, 2014). Implied here is the notion of an enhanced informal coordination 

in value chains (Bijman, Muradian & Cechin, 2011; Powell & DiMaggio, 2012) since collective 

regimes’  interest borders on amassing the “power to” (capacity to act), rather than “power over” 

others (social control)(Roscoe, 2013). According to Dowling & Helm (2006) the ensuing 

cooperation becomes the only means to success through overcoming collective action problems as 

presented by the selective incentives involving contracts, jobs, and facilities(see for example, 

Mossberger & Stoker, 2001; De Langen & Visser; 2005; Saarelainen & Sievers;2011; Agrawal, 

2011; Girma & Beyene, 2012). 

 

In view of the above, De Langen & Visser (2005) contend that various actors in value chains must 

contribute financial, managerial, political and relational resources to the regimes. Accordingly, the 

more resources investments into the regimes result in regimes of a higher quality (ibid). Literature 

is clear on the According to Agrawal(2011) the quality of the collective action regimes as defined 

by, small group, well-defined limits, mutual values, past successes, suitable leadership through 

lead firms, interdependence on members’ diverse resources and uniformity of identities and 

interests, and low poverty levels(Olson, 2009) is important for solving collective action problems 

encountered in value chains.  

 

In addition, literature (Pollitt & Bouckaert, 2011; Glasbergen, 2010) motivate for the involvement 

of public bodies as a way to improve the quality of the regimes, particularly so in developing 

countries. Thirdly, the infrastructure for collective action (associations, public-private 
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partnerships, and the internal structure) must be adequate to allow cooperation among members in 

the value chain to develop. According to Nooteboom (2013), there is a need for trust before the 

costs of co-operation can be minimised. The last important precondition for quality collective 

action regimes in value chains is the presence of community argument and voice (Bennett, 2000; 

Hoffmann, 2010) value chain actors to effectively act on their responsibilities to the value chain.  

Having dealt with both effectiveness and efficiency variables influencing performance in value 

chains, it is inherently imperative that we seek to grasp the interplay amongst both types of 

variables. The next section does just that.  

 

2.5   The Relation between Effectiveness and Efficiency Variables in Value chains 

The previous section discussed the possible factors that can impact on the performance of the value 

chain. The identified factors influence two components of the value chain, that is, the architecture 

and the governance elements. The subsequent discussion focuses on the relationships that exist 

among the factors that influence the performance of a given value chain as indicated by the 

architecture and the governance of a given value chain, namely, effectiveness and efficiency 

variables.  

 

According to Beckert (2013), the effectiveness variables in a value chain impact the efficiency of 

a value chain and vice-versa. Besides, as indicated in the literature (Klint & Sjöberg, 2003; 

Edwards, Allen & Shaik, 2006; Barney, 2014), the structural component of the value chain impacts 

on the behaviour of the economic agents (conduct). For Jordaan et al. (2014) the structure implies 

the physical environment within which actors in value chains function. Accordingly, the efficiency 

of the value chain shapes the effectiveness of value chains (Sturgeon et al., 2008; Neilson & 

Pritchard, 2011; Pietrobelli & Rabellotti, 2011; Gereffi & Lee, 2016). In addition, literature (for 

instance Albino et al., 1999) indicates that diverse forms of governance are reflected by distinctive 

sets of firms, that is the architecture. For example, other authors (Albino et al, 1999; Riisgaard & 

Hammer, 2011) clearly note the importance of the existence or non-existence of likely “lead firms” 

on the governance of value chains.  

 

The relationships between architecture and governance variables in value chains can thus be 

apparent. For example, from the competitiveness Diamond theory, Porter (1998) cites the impact 

of internal rivalry intensity on the governance of value chains while Adiyia et al., (2015) show 

evidence of governance factors shaping internal rivalry in value chains. Applying the NEG theory, 

Ponte & Sturgeon (2014) show the potency of governance factors in influencing agglomeration 
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effects in value chains. Further, Autio &Thomas(2014) contend that the reduction in transaction 

costs due to network ties in the value chain gives ample evidence of the interaction between 

architectural and governance factors in value chains. Next, the effects of feedback are considered 

to strengthen the argument of the presence relationships among the architectural and governance 

factors which represent effectiveness and efficiency factors in value chains.  

 

2.5.1   Feedback Effects  

Feedback is essential to the functioning of a value chain (Stabell & Fjeldstad, 1998; Gunasekaran, 

Patel & McCaughey, 2004; Lusch, Vargo & Tanniru, 2010). Aithal (2016) maintains that the bi-

directional nature of feedback is intrinsic to the exchanges among the actors in value chains. De 

Langen (2004) used the concept of feedback to denote the messages from one entity to the other 

regarding the effect of earlier conduct in order for the recipient to make adjustments on the current 

and future conduct in line with expected outcomes. In the previous section, a determination of the 

effects of structure and governance was made. Apart from such effects, it is logical to acknowledge 

the effect of performance on both the structure and governance of the value chain through feedback 

effects (Kim & Lee, 2010; Blome, Schoenherr & Kaesser, 2013; Heide, Kumar & Wathne, 2014).    

 

According to De Langen (2004) when faced with poor performance, some value chain actors 

naturally exit the non-performing value chains, thus altering the architecture. At the same time, 

poor performance may affect a change in the governance of value chains (Williamson, 2008) 

because poor performance introduces a “sense of crisis” in the value chain (Bessant, 2004)  and 

governance mechanisms are changed to cushion the actors from the inherent shocks(Bell, 2011). 

In this study, though not analysed, feedback effects are acknowledged as they affect the stability 

of the value chain and performance thereof.  The next section discusses the various frameworks 

used in the process of improving performance in value chains.  

 

2.6   Frameworks for Improving Performance in Value Chains 

The discussion of the factors influencing performance in value chains and their relationships 

suggests a need for a framework to overcome the negative effects or facilitate the positive effects 

associated with the observed factors and thus make performance improvement in value chains 

possible. In literature, there are several models or approaches to performance improvement in 

organizations (Kaplan & Norton, 1996; Beamon, 1999; Kaplan & Norton, 2001; Supply Chain 

Council, 2008; Estampe, Lamouri, Paris & Brahim-Djelloul, 2013) which all acknowledge the 

primacy of the adopted strategies towards the performance improvement objective. Literature 
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(Aramyan, 2006; Montoya et al., 2011; Zhu, 2014; Gunasekaran, Lai, & Cheng, 2008; Beamon, 

1999; Rich, Ross, Baker & Negassa, 2011; Gopal & Thakkar, 2012) indicates that performance 

improvement should be articulated by specific objectives underpinned by explicit measurable 

performance indicators.  

 

Given the above, understanding the performance indicators is the only way that performance in 

value chains can be enhanced (Flynn, Huo & Zhao; 2010; Cao & Zhang, 2011; Papageorgiou, 

2009; Charan, Shankar & Baisya, 2008; Gunasekaran & Kobu, 2007; Christopher, 2016; Kaplan 

& Atkinson, 2015). Thus, the succeeding subsections examine the various performance indicators 

and possible performance improvement frameworks leading to the development of the appropriate 

framework that can be used to improve performance in the value chains. Firstly, to elucidate what 

value chain performance entails, measurable value chain performance measures are discussed. 

This is followed by a brief discussion on each of the identified performance improvement models 

that currently exist in the literature. Finally, a conceptual framework is developed and discussed 

and described in detail.  

 

2.6.1   Value Chain Performance Measures 

The competition identified in this era of increasing globalization and rapidly reducing logistical 

costs tends to be between value chains rather than between individual organizations (Sturgeon, 

Van Biesebroeck & Gereffi, 2008; Coe, Dicken, & Hess, 2008; Walker & Alber, 1999). As already 

mentioned, performance measurement is integral to the effective management of the business and 

the achievement of the desired goals thereof (See Richard, Devinney, Yip, & Johnson, 2009; Neely 

et al., 2007). However, selecting the most appropriate performance measures or performance 

metrics still nags many performance improvement initiatives.  

 

Some scholars favour metrics that measure cost elements whereas others (Bititci et al., 2012; 

Gunasekaran & Kobu, 2007; Beamon et al., 2005; Gereffi et al., 2013) argue for those metrics that 

describe that capture the effectiveness and efficiency of the firm, industry and value stream (Cook, 

2010; Kaplinsky & Morris, 2001; Trienekens, 2011). Still, a related literature (Taylor & Fearne, 

2006; Beamon & Balcik, 2008; Neely, 2007) argues for the inclusion of both quantitative and 

qualitative performance metrics, namely, cost components and non-cost indicators of the chain 

performance, profitability for the traders, sufficient focus on the customer and competition, 

effectiveness and efficiency, sustainability and competitiveness.  
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Generally, as proposed by Lee, Lee & Schniederjans (2011) performance metrics are distinguished 

as strategic, operational and tactical and differentiate between cost and non-cost measures (time, 

quality, flexibility and innovativeness) where the measures of time and quality in market chains 

reflect a value chain’s ability to deliver high-quality products or services(Gattorna,2016; 

Christopher, 2016). Flexibility and innovation indicate the ability of the value chain to cope with 

rapid changes in demand and supply (Ström & Vendel, 2012).  

 

In operational spaces, mathematical models for supply chain optimization are employed 

(Altiparmak, Gen, Lin & Karaoglan, 2009; Smith et al, 2010). Strategic studies evaluate how to 

align the market chain with the actor’s strategic objectives (Ström & Vendel, 2012; Mumbeya, 

2011). Design studies emphasise the use of deterministic models (Li, Chen & Wang, 2011; Ström 

& Vendel, 2012; Balasubramanian & Teway, 2005). Equally important, various scholars (Grover, 

2016; Randall, Pohlen & Hanna, 2010; Lambert & Pohlen, 2001; Cai, Liu, Xiao & Liu, 2009) 

argue that value chain improvements require performance measures that differ from those used by 

individual firms. Besides, downstream and upstream value chain actors are linked through a 

sequence of interdependent value-adding activities that result in the sale of a value-added product 

to the final consumer (Grover, 2016; Kaplinsky & Morris, 2001). This implies that value chain 

success is dependent on the extended enterprise rather than on the transactions occurring within a 

single firm (Cai, Liu, Xiao & Liu, 2009). Certainly, this complexity of the value chain drives the 

need for a different set of measures (Beamon & Balcik, 2008; Beamon, 1999).  

 

Earlier attempts by scholars to measure performance in value chains rely on metrics like average 

profitability (Beamon & Balcik, 2008), productivity (Huggins, Izushi & Thompson, 2013), share 

of exports (Porter, 2011; Porter, 1990), outward foreign direct investment (Porter, 1990) and 

inward foreign direct investment (Harrison & Rodríguez-Clare, 2010; Porter, 1990). However, as 

indicated by some scholars, most of these metrics do not adequately describe the performance of 

in value chains (Grover, 2016; Ström & Vendel, 2012). A variety of potential performance 

measures or performance metrics to assess the success or failure of value chains are discussed 

next. This will then culminate in the selection of the most appropriate metric for measuring 

performance in value chains.  
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2.6.1.1   Share of Profits 

The distribution of profits is often used as the primary indicator of income shares in value chain 

analysis (Gereffi, et al., 2005; Gereffi, 2014). According to Gereffi et al. (2013), the most 

appropriate indicator has generally been a return on capital (ROC). For Kaplinsky & Morris 

(2001), accrued rent indicates the premium accruing to entrepreneurship or ownership through 

sustained industry profit rates. However, profitability is a problematic indicator of value chain 

performance, since capital (whose reward is profit) is only one factor of production (Ellinger et 

al., 2012; Grant, 2016).  

 

According to Peretto (2015), profitability fails to reveal the returns due to other factors of 

production such as labour. In addition, Palley (2013) argues that the general productivity of the 

economy and increased profits are not one and the same thing, that is, a prospering value chain 

does not indicate the typical performance of the incumbent firms (Boso, Story & Cadogan, 2013). 

From literature (see Batista, 2008; Porter, 1990) higher profits to firms in the value chain may be 

due to limited lateral competition.   

 

2.6.1.2    Productivity 

Generally, productivity implies the association between output and input of a productive system. 

Productivity (see Huggins, Izushi & Thompson, 2013) is a limited measure of performance in 

value chains because it does not capture variations due to value chain membership. For Porter 

(2011), the performance in a value chain with decreasing participation (for example, due to the 

high cost of doing business) cannot equate to that value chain which is attractive to many new 

entrants, despite identical productivity levels. As well, it is important to realize that a highly-

functioning value chain can also generate profits by developing, creating and communicating 

consumer-recognized value (Beard, 2008; Marston, 2008). Focusing on productivity, particularly 

at the primary production level, such as a farm, without regard to the overall value chain negatively 

impacts competitiveness (Kaplinsky & Morris, 2001; Humphrey, 2006; Ianchovichina & 

Lundström, 2009).  

 

2.6.1.3   Share of Exports 

Various scholars (for example, Akanegbu, 2014; Pradhan & Das, 2012; Kolenda, 2010) claim a 

positive empirical link between exports, economic and social performance. However, in the 

context of value chains, the share of exports (Porter, 2011; Porter, 1990), may not be as useful in 
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a measuring the performance of value chains since the decline or increase in export shares along 

the value chain is dependent on the location of “upstream and downstream activities” along the 

value chain (Nicovich, Dibrell & Davis, 2007). Gross export shares are widely regarded to be 

inadequate measures of the performance of value chains (Gereffi & Sturgeon, 2013; Taglioni & 

Winkler, 2016) since they often do not account for the foreign content directly contained gross 

exports (Cappariello, 2013)  

  

2.6.1.4   Outward and Inward Foreign Direct Investment 

The effect on a value chain’s performance due to foreign direct investment depends on whether 

members of the value chain are importing or exporting the investments (Navas-Alemán, 2011). 

Thus, as a measure of performance in the value chain, inward foreign direct investment, though a 

partial measure, is better than outward foreign direct investment (see Porter, 1990). As Wong 

(2010) argues, outward foreign direct investment from the value chain implies a loss of resources, 

value addition, and jobs.  

 

2.6.1.5    Value Added 

A more meaningful indicator of performance in value chains is the added value along the value 

chain (Ahmad, 2013; Banga, 2013; Barber, 2008). Studies have consistently suggested that any 

gains from trade need should be based on net value added (Cappariello, 2013; Porter, 1985, Kogut, 

1985). Value-added implies the ability of value chain to meet the expectations of the customer, be 

it on the basis of efficiency, responsiveness, quality, flexibility or competitiveness (Walters & 

Lancaster, 2000; Christopher, 2016). According to Osarenkhoe (2010), the value-added analysis 

should thus provide a clearer understanding of the interdependence among the different actors’ 

activities. As well, it should show where performance must improve and how improved 

performance would lead to increases in shareholder value across the value chain (Kramer & Porter, 

2011; Cao & Zhang, 2011). 

 

As a matter of fact, arguments from various studies suggest that the adoption of value added is the 

most suitable measure of performance in value chains (Gereffi et al. 2013; Ahmad, 2013; Banga, 

2013). Precisely, for this reason, other scholars (Richard, Devinney, Yip & Johnson, 2009; Neely 

et al., 2007) urge researchers and practitioners to move away from performance management 

systems that only focus on measuring and controlling cost to the ones that measure the creation of 

value. Since value-added is created at different stages by different actors throughout the value 
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chain it becomes logical to treat value addition as a natural measure of performance in value chains 

(Kaplan & Atkinson, 2015; Gereffi et al. 2013; Shil, 2009). Moreover, Christopher (2016) views 

the value added as a multidimensional construct that relates to all the performance measures, 

namely, quality, costs, delivery times, delivery flexibility or innovativeness. 

 

Similarly, Neely et al. (2005) present a few of the categories of value-added measures in the 

literature, including quality, time, flexibility, and cost. This categorization is useful in systems 

analysis.  Besides, authors (Beamon, 1999; Li et al., 2002; Gunasekaran et al., 2004; Coyle et al., 

2003; Neely et al., 2005; Aramyan, 2006) have in particular used a suite of three chain performance 

indicators associated with value added to evaluate performance in value chains, namely: flexibility, 

quality and responsiveness. The subsequent paragraphs look closely at these dimensions of value 

added.  

 

2.6.1.5.1   Flexibility  

Variable production systems demand the ability to plan for the effects of variability (Gattorna, 

2014). For this reason, flexibility is a key aspect of organizational competitive priorities. Notably, 

Beamon (2008) maintains that flexibility measures the potential of the value chain to continue 

operating efficiently and effectively in the face of uncertainty. As well, Slack, Chambers & 

Johnston (2010) measure the flexibility of the value chain in terms of volume (ability to change 

the output level of products produced), delivery, and the ability to change planned delivery dates 

and mix (ability to change the variety of products produced). 

 

2.6.1.5.2   Quality  

Quality denotes the ability of the value chain to perform for its stakeholders through improved 

products, services, systems and processes (Hoyle, 2009). Delivering quality in value chains means 

the understanding of the stakeholders and meeting their needs both now and in the future (Taylor 

& Fearne, 2006; Beamon, 2008; Neely, 2007). Quality shows the awareness of customers’ 

requirements by the value chain actors and then improve on products and processes to meet value 

chain customer demands.  

 

2.6.1.5.3   Responsiveness 

Responsiveness can be defined as the ability of the value chain to respond purposefully and within 

an appropriate timeframe to customer requests or changes in the marketplace (Slack, Chambers & 
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Johnston, 2010). It shows the ability of the value chain actors’ ability to use market knowledge to 

exploit profitable opportunities in a volatile marketplace (Gosling, Purvis & Naim, 2010; Ross, 

2013). It is a measure that shows the value chain’s potential for slashing process lead times and 

costs throughout the chain thereby creating wealth to its stakeholders (Gunasekaran et al., 2008).  

 

2.6.2   Performance Improvement Systems 

After the discussion of the appropriate metrics for value chain performance, it is opportune now 

to turn to the framework that can be used to inform performance improvement in value chains. In 

the literature, several models or approaches are used to improve business performance. The next 

subsections are focused on examining some of the performance improvement frameworks as they 

exist in the literature. Beamon (1996) characterizes effective performance improvement systems 

by a variety of features such as inclusiveness (measurement of all pertinent aspects), universality 

(allow for comparison under various operating conditions), measurability (data required are 

measurable), and consistency (measures consistent with organizational goals). Besides analysing 

the measures based on effectiveness, benchmarking is another important method that is used in 

measuring performance evaluation since it serves as a means for identifying improvement 

opportunities.  

 

Based on Beamon (1996) criteria for effective performance improvement framework, it is essential 

to learn from the Balanced Scorecard (BSC) (Kaplan & Norton, 1996); and the strategy focused 

organization (Kaplan & Norton, 2001), the Total Quality Management and Excellence model 

(Deming & Edwards, 1982), the Theory of Constraints(TOC)( (Goldratt & Cox, 1992); the SCOR 

Framework (Supply chain Council, 2006) and the Value Chain Maturity Model (Lockamy III & 

McCormack, 2004) since they are the methods that have met the identified criteria. As well, the 

methods primarily focus on the strategic direction as the basis for performance improvement (See, 

for example, Montoya et al., 2011). It should also be noted that the procedures have had 

widespread use in recent years with successful results in improving performance in organizations 

(Kaplan & Norton, 1996; Kaplan & Norton, 2001; Bolstorff & Rosenbaum, 2007).  

 

2.6.2.1   The Balanced Scorecard 

One of the performance measurement frameworks that has received a great deal of attention in the 

literature is the BSC developed by Kaplan & Norton (1996). It was developed to address the 

shortcomings of traditional performance measurement systems (Beamon, 1999) by integrating 
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both the financial and nonfinancial performance measures to assist organizational learning and 

improvement (Waal & Nhemachena, 2006). The BSC presents four perspectives about 

organizations: the innovative and growth perspective, the internal business perspective, the 

customer perspective and the financial perspective (Kaplan & Norton, 1996). According to Kaplan 

& Norton (1996), the BSC can, therefore, provide a holistic approach to performance 

measurement. The use of a balanced scorecard helps firms to not only focus on short-term financial 

performance but also focuses on long-term strategic performance measures (Kaplan & Norton, 

1996; Srimai, Wright & Radford, 2013).  

 

Unlike the traditional performance measurement systems, the BSC tracks the financial results and 

monitors the process of building capabilities and acquisition of assets that are important for future 

growth (Kaplan & Norton, 1996). This made the BSC a ready tool for capturing the all-important 

intangible measurements that cannot be captured in the balance sheet, for example, high-quality 

services, intellectual capital, skilled employees and responsiveness (Kaplan & Norton, 1996). As 

such, the BSC allows the customers, shareholders and the management to know the real worthiness 

of the company (Chavan, 2009). Furthermore, compared to the traditional measurement systems, 

the BSC gives a clear understanding of the firm’s competitive strategy, operational goals and the 

employee competencies that are required to achieve the firm’s objectives (Niven, 2011). Because 

the BSC can align performance measures with the objectives of the firm, it can be seen as a value-

creating tool for the organization (Waal & Nhemachena, 2006).  

 

According to Kaplan and Norton (1996), the objectives and measures of the BSC are consistent 

and mutually reinforcing rather than simply a collection of unrelated financial and non-financial 

measures. Literature also shows how a company can use the Balanced Scorecard as a central 

element in its performance management process to become a Strategy-Focused Organization 

(Kaplan & Norton, 2001). The Strategy-Focused Organization presents a method by which top 

management teams can use to craft a set of measures that give them a fast and all-inclusive view 

of the business (Kaplan & Norton, 1992, 1993, 1996a, 1996b, 2000, 2001).  

 

Most importantly, the BSC presents a framework that can be used to describe, communicate and 

manage the strategy in a consistent and explicit way (Chavan, 2009; Kaplan, 2009; Kaplan & 

Norton, 2001; Srimai, Wright & Radford, 2013).  Hence Kaplan & Norton (2001) see the Balanced 

Scorecard as a central element in implementing a strategy. This alignment and focus on the strategy 

of the organization thus can create breakthrough performance (Kaplan & Norton, 2001). As such, 
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managers respond positively to the Balanced Scorecard and use it as a device to monitor strategy, 

to set targets, to benchmark and to plan strategic initiatives based on its four components of 

namely, financial, customer, process and learning and growth.   

 

Although the BSC presents important insights on the performance improvement, it has been 

designed to meet demands at the corporate level, not inter-firm performance improvement (Wu & 

Chang, 2012). A balanced scorecard can only be aligned with some of the value chains attributes 

to measure the performance of a complex value chain. Moreover, the standard KPIs need to be 

modified to meet the needs of the value chain but since it is a static model it cannot be well 

indicated for performance improvement in value chains (Nørreklit, Nørreklit, Mitchell & 

Bjørnenak, 2012). As well, according to Neely (2002), the Balanced Scorecard fails to incorporate 

several important interest groups in its structure, such as suppliers, cooperation partners, and close 

neighbours. In summary, the Balanced Scorecard is only designed to communicate and assess the 

strategic performance of the value chain.  Nonetheless, the BSC remains the most effective tool 

that can be used to relate strategic planning to operational activities of the organization (De Waal, 

2013).  

 

2.6.2.2   Total Quality Management (TQM) 

To prosper in competitive markets businesses need to continually improve their operations and 

capabilities. The application of Total Quality management has thus become synonymous with 

business survival (Taylor & Taylor, 2014; Verweire & Van Den Berghe, 2004). TQM offers a 

generic concept for continuous improvement in quality and other performances. Researchers agree 

that TQM is an enterprise-wide philosophy that stresses a systematic, integrated, and consistent 

perspective involving everyone and everything in the organization (for example, Nixon & Burns, 

2012; Taylor & Taylor, 2014; Verweire & Van Den Berghe, 2004). It is thus a set of practices that 

are focused on meeting the customer requirements, reducing rework, long-range thinking, 

increased employee involvement and teamwork, process redesign, competitive benchmarking, 

team-based problem solving, constant measurement of results, and closer relationships with 

suppliers(Deming & Edwards, 1982).  

 

This way, organizations are afforded the opportunity to increase their market share and 

profitability through customer satisfaction and best practices (Taylor & Taylor, 2014; Verweire & 

Van Den Berghe, 2004). The popularity of TQM stems from its principles of quality management, 
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process management, employee empowerment and teamwork, customer satisfaction management, 

quality goal setting and measurement, suppliers’ cooperation and quality training. As such, 

implementing TQM in organizations has the dual purpose of influencing other TQM dimensions 

and organizational performance (see, for example, Valmohammadi & Roshanzamir, 2015; Wu & 

Pagell, 2011).  

 

Changing the organizational culture is a prerequisite for TQM. Therefore, the success of TQM in 

the organization depends on managerial involvement, open communication, and cooperation 

(Dale, 2015). For Bernardo (2014), continuous improvement demands every element of the 

organization to be involved in the implementation of TQM in organizations. Additionally, 

organizations need to expand the product context and direct process management (Domingues, 

Sampaio & Arezes, 2015; Gianni & Gotzamani, 2015) to assure continuous improvement in value 

chains.  

 

Literature reveals that TQM is founded on nine criteria, gathered into two parts, namely, enablers 

and results criteria. The five enablers are leadership, policy and strategy, people, partnerships and 

resources, and processes while the four results criteria are customer results, people results, society 

results and key performance results (Verweire & Van Den Berghe, 2004). It has been found that 

the collective TQM enablers contribute to increased customer satisfaction and business 

performance (Valmohammadi & Roshanzamir, 2015; Wu & Pagell, 2011). Employed separately, 

the nine criteria will not give the same results. Hence, the key to TQM is its holistic approach to 

the organisation. Businesses must implement TQM to its full extent in order to obtain its full 

benefits. Of particular importance is that the TQM performance improvement Model focuses on 

encouraging the adoption of good practice across all management activities of the organization to 

eliminate non-value-adding activities or prevent rework in order to work faster.  

 

2.6.2.3   Theory of Constraints 

The Theory of Constraints (TOC) (Goldratt & Cox, 1992) is founded on systems thinking for 

continuous performance improvement in a system. It concentrates on those dominant snags to the 

achievement of system goals. The Theory of Constraints approach is based on systems thinking 

(Gupta & Boyd, 2008; Kohli & Gupta, 2010; Naor, Bernardes & Coman, 2013; Tsou, 2013). 

Therefore, TOC is designed for overall system performance improvement rather than individual 

task improvements. The Theory of Constraints acknowledges that in all systems are performance-
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limiting elements, the so-called “constraints”. Goldratt & Cox (1992) described the constraints as 

those elements or factors in a system that limit the systems from accomplishing more of what they 

are designed to do (i.e. achieving their goals).  The constraints in a system may be physical 

resources such as equipment, special skills or inputs or policies (when organizational policies are 

not crafted to respond to the operating environmental fluctuations) or behavioural (existing 

organizational practices). Literature reports more policy-based than physical constraints in 

organizations (Huang et al., 2014; Kohli & Gupta, 2010; Naor, Bernardes & Coman, 2013). As 

such managers should seek and eradicate constraints in systems to achieve improved performance 

(Kohli & Gupta, 2010; Naor, Bernardes & Coman, 2013; Tsou, 2013).  

 

Literature identifies three key components of the Theory of Constraints, namely, an operational 

strategy consisting of five focusing steps for continuous systems improvement, Thinking Process 

(TP) tools for examining, evaluating and solving complex problems, and lastly, a performance 

measurement system to assess is performing in order to achieve the intended goal(Huang et al., 

2014; Oglethorpe & Heron, 2013; Mukhopadhyay, 2015). Furthermore, extant studies (for 

example, Kohli & Gupta, 2010; Mabin & Balderstone, 2003; Naor et al., 2013) attest to the efficacy 

of the Theory of Constraints in improving organizational performance by identifying the key 

variables, designing critical measures, improving key processes, changing current systems to 

support improvement efforts, and monitoring the results of improvement.  

 

However, the Theory of Constraints has been criticized for its failure to capture the vibrant 

landscape of the current operating environment (Balaban, Hester & Diallo, 2014; Zulkepli & 

Eldabi, 2015).  It is argued that the relationships among systems’ components portrayed in the 

Theory of Constraints’ logic trees are rather linear and somewhat static thereby falling short of 

representing the dynamic complex contemporary business organisations like value chains 

(Balaban, Hester & Diallo, 2014; Zulkepli & Eldabi, 2015). Moreover, Goldratt (1990) admits that 

the Theory of Constraints process demands that all organizational members have to be equally 

enthusiastic about its application.  

 

2.6.2.4   The Supply Chain Operations Reference model (SCOR) 

The SCOR model represents a broad reference guide for supply chain management that provides 

a set of practical guidelines to analyze supply chain management practices (Supply Chain Council, 

2008). The SCOR model includes five key components, namely, Plan, Source, Make, Deliver, and 
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Return (Supply Chain Council, 2008). According to Du Toit & Vlok (2014), these components 

represent the main inter-related business processes during the life-cycle of a product. The SCOR 

model has become instrumental in supply chain improvement attempts because it can identify, 

measure and reorganize supply chain processes.  

 

To be effective, the five SCOR processes must be aligned with the enterprise’s strategy, material, 

and information flows (Du Toit & Vlok, 2014; Millet et al., 2009). This way, the model offers an 

exclusive framework that relates business processes, management indicators, best practices and 

technologies in a cohesive organization that assists communication among partners in the value 

chain thereby leading to improved supply chain activities (Curbelo & Delgado, 2013). Meanwhile, 

Stadtler & Kilger (2008) argues that despite not having mathematical or heuristic properties, 

SCOR as a reference model allows the standardization of the terminology and processes of the 

supply chain modelling. They further assert that the use of Key Performance Indicators (KPIs) 

makes it more suitable for comparing and analysing different alternatives and strategies of the 

entities of the value chain as well as the entire value chain. While the SCOR model admits the 

need to achieve effective SCM, this aspect has not been included in its current scope (Lockamy III 

& McCormack, 2004). Furthermore, The SCOR model does not cover control and improvement 

dimensions which makes it not comprehensive enough to reflect an effective performance 

improvement framework. Having discussed some of the most popular frameworks the subsequent 

section tackles the issue of improving performance in value chains. 

 

2.6.3   Performance Improvement in Value Chains: Towards a Holistic Framework 

The preceding subsections presented the four popular performance improvement frameworks in 

literature. In common, the four frameworks are organization-centric but adopt fundamentally 

different approaches to performance improvement by focussing on specific performance aspects 

(Balaban, Hester & Diallo, 2014; Wu & Pagell, 2011). In reality, therefore, none of the current 

performance improvement frameworks can handle performance improvement in the value chains 

holistically. The goal of this study is to develop a holistic framework for improving performance 

in value chains (Gereffi et al., 2013; Zulkepli & Eldabi, 2015).  

 

Holistic performance improvement in the value chain is a process that helps enterprises in the 

value chain to formulate, implement and change their strategies to satisfy stakeholders’ needs 

(Deming & Edwards, 1982; Hill, Jones & Schilling, 2014; Kaplan & Norton, 2001; Teece, 2014). 

Integrating the different contributions of each performance improvement framework gives a 
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holistic performance improvement framework for value chains. Indeed, Parmenter (2015) 

maintains that success comes out of a sound well-formulated and effectively implemented strategy. 

Hence according to Porter (2008) enterprises in industrial value chains need clarity of the direction 

to take, the right behaviours, ability to measure how they are doing and appropriate guidelines. A 

proper alignment of these components is the only route to sustainable competitive advantages in 

the marketplace (Capaldo & Giannoccaro, 2015; Gattorna, 2016).  

 

2.6.3.1   Holistic Performance Improvement Framework: The Components  

As a guide, literature (for instance, Carvalho, 2014; Suh, 2014; Verweire & Van Den Berghe, 

2004) articulates the need to identify all integral elements as the first step towards a holistic 

framework. According to Kaplan & Norton (2004), the strategy of the enterprise forms the basis 

upon which the components are aligned to drive performance improvement in value chains. Going 

through the literature and the discussion of the various performance improvement frameworks 

(Section 2.5.2), it can be seen that an effective performance improvement framework should 

comprise six elements as depicted in Figure 2-2:  

Figure 2-2: Conceptual Framework of the Study 

 

Source: Adapted from Verweire & Van Den Berghe, 2004.  
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The subsequent paragraphs summarise what the integral components of the holistic performance 

improvement framework as described in the conceptual framework of the study.  

 

2.6.3.1.1   Direction and Goal Formulation 

This component entails all processes and actions that culminate in the creation and communication 

of the enterprise’s mission and vision, and their translation into concrete strategies and 

performance goals (Ackermann & Eden, 2011; Van der Heijden, 2011). Maitlis & Christianson 

(2014) maintain that direction setting is the most evident managerial activity in literature. It 

involves charting the course of the enterprise, galvanizing support and aligning activities with 

specified goals (Jay, 2013).  

 

2.6.3.1.2   Operational Processes 

These are those activities and processes that involve the creation or delivery of a product or service 

from the producer (raw material) to the customer (finished product). According to Porter (1985), 

these equate to primary activities of the enterprise’s value chain and thus include production, 

logistics, marketing, sales and service activities. They are essential for producing goods and 

services for the external consumer (Porter, 1985). As such they are the basis for revenue generation 

in the enterprise (Jonikas, 2013). For the purpose of the proposed framework, activities are referred 

to as life-cycle activities, and are categorised according to the SCOR model: plan, source, make, 

deliver, and return. (See Section 2.5.2.4 for SCOR model details).  

 

Unlike, the traditional approach, in the proposed framework operational processes, are connected 

and shared between different organizations in the value chain. As declared earlier, companies can 

only achieve competitive advantages when they compete collectively in value chains. It is thus 

imperative to seek understanding of the relationships between the operational processes across 

different firms if we are to improve the performance of the whole value chain.  

 

2.6.3.1.3   Support Processes 

There are many management functions that are used to control and support the operational 

processes in organizations. These processes are denoted as support processes in the proposed 

framework. While they do not contribute directly to the directly to the output of the enterprise, 

support processes are just as important to the success of the organization as core processes 

(Rosemann & vom Brocke, 2015). Essentially, they are the basis for the effectiveness and 

efficiency of the operational processes in the value chain (Porter, 1985). Support activities include 
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purchasing and procurement, technology development (to improve the products and the 

processes), finance, accounting, legal and governmental affairs (Porter, 1985). 

 

2.6.3.1.4   Evaluation, Monitoring and Control  

This component is the one that will ensure continuous improvement of the organization is obtained. 

According to Gunasekaran et al. (2004), performance measures and metrics have a key role in 

planning and control and therefore the success of the organizations. Performance measures and 

metrics ensure that the organization performs as planned (Psomas et al., 2013). These processes 

detect disturbances, set off curative action and reset the organization to its prior stability 

(Rosemann & vom Brocke, 2015.). The audit, risk management, and management control are 

examples of these types of process which predict and prepare the organization to meet the next 

challenge and to create the next opportunity (Reason, 2016).  

 

Thus, performance evaluation, monitoring, and control in the proposed framework present a 

feedback loop among the value chain support processes, value chain strategy and performance 

improvement. Continuous improvement has become so critical an issue in modern business 

dynamic powered by globalization (Cai et al., 2010). The balanced scorecard has become an 

influential assessment tool in giving a balanced approach to addressing strategy alignment and 

systematic thinking in organizations (See Section 2.5.2.1 for details of the Balanced Scorecard). 

However, within the context of industrial value chains, continuous improvement is a collective 

undertaking by all the stakeholders of the value chain. 

 

2.6.3.1.5   Behaviour 

The key issue of human behaviour has generally been overlooked in the literature discussions of 

value chain performance (Tokar, 2010). Behavioural issues, particularly in terms of judgment and 

decision making are significantly important to consider as people in organizations are often prone 

to failures when selecting alternatives consistent with the normative or optimal policy by following 

systematic approaches(Tokar, 2010). Hence, unless behavioural realities are built into models for 

performance improvement, the robustness, predictive accuracy and overall usefulness of such 

frameworks are limited (Adelman & Riedel, 2012; Tokar, 2010).  

 

Incorporating the component of organizational behaviours in the proposed framework is consistent 

with the Theory of constraints discussed in Section. It offers the basis for identifying those 

constraints to performance improvement so that management approaches can be implemented in 
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support of the strategy. This component aims to create commitment and motivation across levels 

within the value chain organization (Rosemann & vom Brocke, 2015). The organizational 

behaviour component comprises both processes and structural elements (Carvalho, 2014). 

Included are issues such as value chain architectural design, human resource systems, incentive 

systems and chain leadership (Oglethorpe & Heron, 2013; Tsou, 2013; Nørreklit et al., 2012).  

 

2.6.3.1.6   Strategy Implementation and Execution 

This component is about identifying improvements and choosing courses of action and allocating 

resources to realize the performance goals (Bisbe & Malagueño, 2012). Implementing a strategy 

consists of all the decisions and activities required to realize the goals. Such actions are targets at 

strengthening the infrastructure, assets, organization, alignment, processes, and technologies 

necessary for performance improvement (De Waal, 2013; Rummler & Brache, 2012).  Christopher 

(2016) gives the impression that value chain strategy is inherently important for creating 

shareholder value. A clear and direct link between shareholder value and chain objectives such as 

revenue growth, cost reduction, and efficient use of assets has been established in previous studies 

(see, for instance, Kaplan & Norton, 2001).  

 

2.7   Empirical Literature 

This empirical literature is included in this chapter to explore studies that have been conducted by 

different researchers regarding the effects of the identified performance improvement components 

presented in Figure 2-2. The empirical section allows us to benchmark the theoretical framework 

and analyze, critique and explain results from researchers and later come up with well-grounded 

conclusions and recommendations in the study. 

 

2.7.1   Direction and Goal Formulation  

A number of influential studies have been undertaken from the early 20th century trying to find 

the effects of goal setting and direction on performance. One of the earliest studies has behavioural 

roots where different types of goals were examined to determine their effects on task performance 

(Mace, 1935). Since then, studies by Latham & Locke (2007) in North America and Europe reveal 

an increasing practice of goal setting and direction in performance management systems.  In earlier 

studies using goal setting theory, Locke & Latham (2002) found that setting high goals leads to 

higher performance than relaxed goals.  

 



 

60 

It has been established in studies that given the ability and commitment, the higher the goal, the 

higher the performance.  Thus it is not surprising that the study of Rynes (2007) described goal 

setting as dominating the established findings in the management field. Zhang & Bartol (2010) 

established in their study that goal setting normally has an affirmative effect on performance. To 

that effect, Locke & Latham (2006) found that higher goals entail effects on the choice, effort, and 

persistence of individuals by increasing focus on what needs to be achieved.  

 

Subsequent studies on goal setting led to the development of the high-performance cycle (Locke 

& Latham 1990b; Latham, Locke & Fassina 2002). This model states that challenging goals, as 

well as the ability for accomplishing them stimulate high performance in organizations. However, 

other studies (for instance, in Pervin, 2015) suggest that other situational factors need to be 

accounted when assessing the impact of goal setting on organizational performance. However, the 

goal setting still has practical significance as it offers an explanation on how organizations achieve 

high performance. The study of Hughes & Ahearne (2010) found that goals to have a directive and 

energizing functions in the value chain.  

 

2.7.2   Operational Processes 

A value chain is an integration of operational processes and a number of studies identify the role 

of operational processes. Previous research suggests that operational processes, such as inventory 

management and mass customization are instrumental in the realization of maximum performance 

in value chains. Sultan (2006) established a unique operational process such as LEAN to facilitate 

value chain efficiency via on-time, on-budget deliveries, and high-quality outputs. Furthermore, 

Baymout (2013) established the role of operational processes in the eradication of waste along the 

stages of the value chain which resulted in shorter timelines, cost saving, improved productivity 

and value addition. As well as George et al. (2011) proved those lean manufacturing principles are 

central to textile factories’ attempts to eliminate waste, production cost and non-value-added 

activities at every stage of production. 

 

Rabinovich, Dresner & Evers (2003) assessed the effects of operational processes and information 

processes on inventory performance and found the practice of Just in Time to improve 

performance. Samson & Terziovski (1999) examined the relationship between TQM practices of 

1200 Australian and New Zealand manufacturing companies and firm performance and found a 

significant relationship between TQM practice and organizational performance. They further 

found the intensity of TQM practice intensity to explain a significant proportion of variance in 
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performance.  However, their results showed that not all elements of TQM practice were strong 

predictors of performance. However, elements of leadership, management of people and customer 

focus strongly predicted operational performance.  

 

2.7.3   Support Processes 

Pereira (2014) sought to understand the role of procurement in supply chain resilience through a 

systematic study between 2000 and 2013 and found that procurement activities significantly 

contribute to building supply chain resilience. A study by Marinagi (2014) to find the role played 

by technology on sustainable competitive advantage on 76 firms in a manufacturing value chain 

in Greece confirmed the key role of information technology practices and techniques on the 

establishment of a sustainable competitive advantage based on Supply Chain Management. 

Vickery et al. (2003) studied the performance implications of integrative information technologies 

to the supply chain strategy using a sample of (n=57) of the top 150 independent first tier 

automotive suppliers to the Big 3 manufacturers in North America and found a positive direct 

relationship between integrating information technologies and supply chain integration. Porter 

(1985) suggests that human resources are one of the elements that every value activity employs to 

perform its function while the value chain infrastructure is another enabler for SCM. Many 

researchers describe the value chain by pointing to the flow of products through physical 

infrastructure elements of the SC such as warehouses, factories, and assembly points. These 

examples imply that without the necessary infrastructure, VC flows are not possible. 

 

2.7.4   Monitoring, Control and Evaluation 

There are a number of previous studies showing the importance of evaluation and control in the 

improvement of value chain performance. Quesada (2012) found that system evaluation and 

control provides necessary feedback information to show progress, diagnose problems, identify 

potential opportunities for improvement, and facilitate inter-organizational understanding and 

communication among supply chain members as well as testing the effect of different strategies. 

Several studies (Beamon, 1999; Gunasekaran et al., 2004) applying various approaches, such as 

simulation, Balanced Scorecards (BSC), Fuzzy Logic (FL), mathematical modelling have also 

established a nomological relationship between evaluation and control and the performance of the 

supply chain. Medori & Steeple (2000) developed and presented an integrated framework for 

auditing and enhancing performance measurement systems.  
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Jakhar & Barua (2014) proposed from the literature review a comprehensive evaluation tool and 

decision model, for use by practitioners to measure their supply chain performance and guide them 

in decision-making to further improvements. The model provides a relevant idea of integrated 

supply chain performance evaluation approach encompassing five important performance 

evaluation criteria namely, supply chain planning performance, supply chain partnership 

performance, production performance, delivery and logistics performance and customer service 

and satisfaction performance An integrated methodology of structural equation modelling (SEM) 

and fuzzy analytic hierarchy process (FAHP) have been used to validate the proposed model in 

the Indian textile–apparel–retail supply chain network.   

 

In a related study, Najmi, Gholamian & Makui (2013) analysed literature from journals from 1998 

to 2010 to develop appropriate supply chain evaluation and control systems that have been applied 

to improving performance in supply chains. In their study, Teng & Jaramillo (2005) established 

five main clusters that reveal the performance of a global supplier in the supply chain of the textile 

and apparel industry based on the evaluation method. Shen & Li (2015) presented significant 

findings concerning the impacts of returns of unsold products in retail outsourcing fashion supply 

chain to improve the value of its industry. 

 

2.7.5   Behaviour 

Marwah et al. (2014) developed a conceptual model from a critical review of the empirical 

literature to indicate the effect of Human Resource (HR) variables on supply chain (SC) 

performance of the Indian manufacturing organizations, in general, and automotive industries, in 

particular. The study led to the conclusion that human involvement had a significant effect on the 

overall SC Performance. Many studies have also established that communication, trust, 

willingness to share information, learning and collaboration among the supply chain participants 

were significant in the improvement efforts of supply chain performance. Other studies reveal that 

behavioural factors such as executive commitment, employee empowerment and an open culture 

can produce competitive advantage more strongly than TQM tools and techniques such as process 

improvement, benchmarking, and information and analysis. A study in the US Pallet industry 

concluded that performance improvement in supply chains is related to relationship management.  

 

In addition, previous research shows indicate that how buy-in by stakeholders is necessary to 

integrate environmental strategies. More recently, Aguko (2012) used a cross-sectional descriptive 

survey to determine the factors that influenced the performance of the beer brewing industries in 
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Kenya and found that among the factors effective human resources processes were important for 

the performance of the industry. Having focused on this brief empirical literature, it is time to 

assess the literature on the performance of value chains.  

 

2.8   Summary  

This literature review chapter outlined some important aspects of literature that could enrich the 

understanding of value chain performance and its improvement. This study reveals that the area of 

value chain management is still emerging in terms of importance and scope. Both researchers and 

practitioners are increasingly focusing on how to design and implement performance improvement 

measurement systems for value chains to cope with the continuous changes in their nature, context, 

and requirements. However, there is still a dearth of academic discourse in this area. Much of the 

work still focus on stand-alone organizations. However, a number of important issues were 

unearthed to aid the understanding of value chains and their performance in the chapter. 

 

Firstly, the chapter brought a cogent understanding of the crucial tenets of value chains. From the 

discussions, it can be concluded that the usual description of value chains in literature is too limited 

to properly capture the complexity enshrined in value chains. Value chains are socio-technical 

systems which also embody spatial dimensions. Along with this, it can also be concluded that 

many unknown factors specific to the value chains are responsible for the observed performance 

in value chains. However, from the literature study, it can still be concluded that extant literature 

does not treat these factors holistically hence the persistence of poor performance in the world’s 

value chains. While literature identifies a number of performance measures for value chains, it can 

be concluded that most of the measures used in value chains do not adequately add to the 

understanding of performance in value chains. It is more appropriate if scholars start to view value 

chain performance in terms of added value because this measure touches on the real purpose of a 

value chain, that is, to create wealth for the diverse stakeholders. 

 

On the basis of the extant literature, it can still be concluded that the contemporary value chain 

performance improvement frameworks only focus on different aspects of the value chain. Most if 

not all fail to go beyond the individual enterprise in the value chain. Moreover, some only focus 

on value chain processes and decisions without looking at the crucial aspect of implementation 

and change management principles. It is clear that behavioural issues are not the concern of the 

present day performance improvement frameworks. Literature shows that performance 

improvement frameworks applicable to the value chains can be categorized into three types, 
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namely, result based (balanced scorecard), hierarchical (TOC) and process-based (TOM) 

frameworks. Each framework is directed to a specific angle of the value chain performance. As 

such it can be concluded that there is currently no unified framework that can be employed to 

improve value chain performance wholesomely. Therefore, it can as well be concluded that there 

is a need to develop or propose a much more holistic performance improvement framework to 

guide performance improvement in the world’s failing value chains by integrating the 

contributions of each category of the existing performance improvement frameworks.  

  

The proposed conceptual value chain performance improvement framework comprises the 

identified effectiveness and efficiency influencing factors specific to the value chain, the general 

strategy of the value chain, direction and goals setting, operational processes management, support 

processes, control processes and behavioural aspects all aligned to the value chain maturity level. 

The framework should enable value chain enterprises to craft their strategies to achieve higher 

performance of the entire value chain. As the study is based on case study of enterprises in the 

cotton value chain in Zimbabwe, the next chapter gives an overview of the cotton value chain in 

Zimbabwe in which the five fundamental components of the performance improvement described 

in the theoretical and conceptual frameworks are interrogated. In this way, the next chapter helps 

to connect the theoretical framework and the empirical study of this study.  
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CHAPTER THREE 

AN OVERVIEW OF ZIMABABWE’S COTTON VALUE CHAIN 

“There are few sights more pleasant to the eye, than a wide cotton field when it is in the bloom. It 

presents an appearance of purity, like an immaculate expanse of light, new-fallen snow.” 

-Solomon Northup, 1968- 

 

3.1   Introduction 

Chapter two of this study provided an insight into those possible components that are necessary to 

improve the performance of any given value chain. Such components were clearly captured in the 

conceptual framework (See Figure 2-2). According to the conceptual framework, the performance 

improvement strategy adopted for a value chain is anchored on two principal aspects, namely, the 

decisions and the actions of the value chain actors to improve the performance of the value chain. 

These are then supported by external support process to succeed. Granted that the study is based 

on the cotton value chain in Zimbabwe, it is opportune to now have a cogent appreciation of how 

these components play out in a real-life value chain.  

 

By tracing the decisions and actions made in the cotton value chain in terms of its structure, 

governance and performance as well as the embedded support institutions, it is probable then to 

determine the importance of the performance improvement components in upgrading any given 

value chain. Accordingly, the major aim of this chapter is simply to interrogate the conceptual 

framework developed in this study with evidence from a real-life value chain. Section 3.2 presents 

the general information on the role and importance of the cotton value chain. This is followed by 

detailed discussions regarding the structure and governance regimes in Zimbabwe’s cotton value 

chain. This should give us an idea of the mechanisms of support to the cotton value chain as well 

as the reasons for the observed failure across the entire cotton value chain in Zimbabwe. The 

subsequent section focuses on the general information regarding the role and importance of the 

cotton value chain. 

 

3.2   Strategic Goals of the Cotton Value Chain in Zimbabwe 

A number of studies on textiles detail cotton as the world’s most important textile fibre accounting 

for over half of all textile fibres used. All too clearly, cotton remains the world’s most significant 

agriculturally produced raw material from which a broad variety of clothing (from underwear to 

overcoats), fabrics and many other by-products such as edible oils, stock feeds and essential 
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medical items are derived (Johnson, Cohen & Sarkar, 2015; Roche, 2014; Kennedy, 2013). This 

variety of products allows cotton to be considered a capital base for industrialization in many 

regions such as Europe, America, and Asia (Gereffi & Wyman, 2014). According to Kaplinsky & 

Morris (2008), cotton clothing exports continues to dominate all merchandise exports. This means 

the “white gold” enjoys added advantage over many other cash crops (ITC, 2014).  

 

On the African continent, the crop is significant for employment creation for a number of countries 

(Baffes, 2009; ITC, 2014). For Zimbabwe, a century of cotton farming bestows the country a solid 

base from which to develop fully-fledged cotton value chain (Zeparu, 2014). In addition, 

Zimbabwe’s quality cotton has for years formed the backbone of other allied industries such as 

ginning and oil pressing thereby fuelling an expectation among its many stakeholders that given 

the due attention the sector could further climb the added value ladder (Zeparu, 2014).  

 

In recognition of the need, the Zimbabwean government after extensive consultations with both 

the public and private sector stakeholder groups formulated the Cotton to Clothing strategy (2014-

2019). Key private sector participants and prominent institutions facilitated this comprehensive 

scrutiny of the cotton value chain. During this exercise, the value chain stakeholders prioritized 

and embedded a market-led strategic direction a clear roadmap to address the extant constraints 

to, trade, maximum value addition and integration of the chain. At the time, it was anticipated that 

a sense of direction would ensure the commitment of all stakeholders to the operational processes 

of the cotton value chain in Zimbabwe (Zeparu, 2014).  

 

Specifically, the strategy on paper provides Zimbabwe with a detailed plan of action to improve 

performance that articulates five strategic goals, namely, raising profitability of cotton production 

through increased productivity and quality control, improving the policy environment to raise the 

efficiency and competitiveness of the cotton value chain, improving competitiveness of textiles 

and clothing firms through raised productivity and product diversification, strengthening 

investment as a vector for the value chain growth and integration, and strengthening the capacity 

of firms to achieve diversification of markets so as to achieve higher profitability(Zeparu, 2014; 

ITC, 2014).  

 

The foregoing thus goes to show that direction and goal setting constitutes a major decision 

towards performance improvement in value chains.  In the subsequent section, the structure of the 

cotton value chain is presented accompanied by detailed statistics that capture the recent value 
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chain dynamics in terms of production and performance. This informs us of the operational 

capacities and capabilities that must be planned for in order to strengthen the operational processes 

of the cotton value chain so as to meet the performance expectations of its various stakeholders. 

The subsequent discussions, in turn, focus on the operational processes of the cotton value chain 

as suggested in the conceptual framework in Chapter 2. 

 

3.3   Operational Processes of the Cotton Value Chain in Zimbabwe 

Porter (1980) noted the role played by industry structure in influencing performance. This section 

is important to include in this chapter as it indicates the rules of competition and the options 

available to incumbents in the cotton value chain in Zimbabwe. A number of studies attest to prior 

existence of a fully functional cotton value chain in Zimbabwe comprising all of the phases of 

textile production, from agricultural output to finished apparel items. The cotton value chain 

mainly starts from raw cotton farming through cotton lint, yarn, fabric (woven and knit fabric) and 

finally garments. There are other pathways through which the cotton moves to final products. At 

its peak, Zimbabwe has always had a strong supply base of cotton inputs from domestic 

production. This has given impetus to the appropriateness of undertaking business along the cotton 

and apparel production pipeline in Zimbabwe, whether as cotton producers, ginners or in many 

other downstream entities (International Trade Centre, 2014).  

 

Figure 3-1: Key Links in the Zimbabwean Cotton Value Chain 

 

Source: Zimbabwe Economic Policy & Research Unit (Zeparu, 2014) 
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Textiles manufacture such as yarn, knit fabric, and denim fabric always had an unparalleled 

competitive advantage in both the export and domestic markets. Even today, when reports appear 

to insinuate otherwise, the Zimbabwean cotton value chain still contain a complete array of 

manufacturing operations, from fibre and thread production, yarn spinning, knit and woven fabric 

production, production of non-woven and production of trims and accessories, as well as dyeing 

and finishing operations (Ministry of Trade and Commerce, 2014). The mapping of the primary 

activities of the cotton value chain in Zimbabwe shows the presence of these stages as depicted in 

the Figure 3-1. The players and links in the chain comprise the following: 

 Seed producers who research and develop the cultivars appropriate for planting under 

Zimbabwean agronomic conditions and have the desired market characteristics for ginning 

and spinning. They multiply the seed and market it to farmers.  

 The small holder farmers who grow the cotton and sell cotton seed to ginners.  

 The ginners who buy the cotton seed and separate the lint from cotton seed. The ginners 

also play two other important roles as contractors/merchants who provide funding to the 

farmers to finance the growing of the crop through their input support schemes. The ginners 

then sell the lint to both local and foreign spinners. They either dispose of the by-products 

of cotton seed to the edible oil pressers and stock-feed manufacturers.  Alternatively, the 

ginners may do the value addition for oils and stock-feeds themselves.  

 The next link is the textile segment where the cotton lint is spun into yarn which is then 

knitted or woven into fabric. It is at this stage that the fabric can then be dyed or finished 

in some other way.  

 The clothing or garment link is the final stage of the chain which buys the fabric or cloth 

from textiles to make clothes.  

 

Figure 3-2 Cotton Value Addition 

  

Source: Regional COMESA Strategy, 2014 
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Figure 3-2 shows value addition at the various links, contrasting Zimbabwe’s experience with 

value added for the world textile and clothing market. Zeparu (2014) reports of some Zimbabwean 

enterprises still managing to attain the high-value addition segment of the clothing and textile chain 

but industry reports reveal that such companies have since become very few. Value addition for 

all intents and purposes is now confined to the low end of the market. The figure for cotton lint 

suggests significant value pricing of lint instead of cost-plus pricing. Furthermore, due to the 

unfavourable operational environment (Zeparu, 2014), the above traditional model of the 

integrated cotton chain in Zimbabwe is presently dysfunctional (Mujeyi, 2013; Poulton & 

Mlambo; 2006; Africonsult, 2014).  

 

Breaches are observable in some of the links indicated above. For instance, between the clothing 

and textile manufacturing industries. Other links are weakened. For example, as seen between 

cotton producers and ginners on one hand and ginners and spinners on the other. The latter case is 

more conspicuous after the recent closure of major fabric mills in Bulawayo and Harare. 

Consequently, the current status of the value chain is that of eroded capabilities, particularly so 

with respect to the woven fabric industry (Zeparu, 2014). Cone Textiles in Chitungwiza and 

Chegutu and David Whitehead Textiles in Chegutu, Kadoma, and Harare, which accounted for a 

dominant share of locally produced textile outputs, have since shut down and these are non-

functional (MIC, 2015). Also, there are no longer any viable and direct links between farmers and 

the textiles and clothing manufacturing industries (Poulton, 2006; Zeparu, 2013).  

 

Mujeyi (2013) reveals that farmers have no interest in knowing what the textile manufacturing 

industry does with the cotton they produce. Neither is the manufacturing industry keen to know 

under what conditions the farmers produce the “white gold.” This is quite interesting because the 

overall sustainability of the textile value chain requires each link to operate at optimum levels for 

its own and the others’ benefit.  Going back over the years, all the links in this value chain had the 

capacity to achieve critical mass at all levels of the value chain and thus could realize economies 

of scale. As it stands, the industry is tittering on a cliff’s edge with imminent total collapse unless 

something is done urgently. The value chain has been beset by challenges and by events whose 

root causes are both internal and external.  

 

Literature reveals that historical events such as the economic liberalization by the government in 

the 1990s (GoZ, 2014) as well as the financial collapse of 2008 (CZI, 2014) were catalytic towards 

the collapse of the cotton value chain. In terms of the former, this means that unlike other world 
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cotton producers where governments actively support the sector, the government offers no support 

during times of volatile international prices (ITC, 2014). This exposes the cotton value chain 

stakeholders to external competition leading to the strains and compromises of the value chain 

(CZI, 2014). Furthermore, the existing binding global commitments enshrined under the 

multilateral systems (WTO) and bilateral regional arrangements (notably with South Africa) 

compound the shrinkage of the sector’s contribution to the nation’s GDP to less than 2% from 5% 

and employment from over 50000 to just around 6500 in 2014(Zimstat,2014; Zeparu,2014).  

 

As corroborated by Estur (2005), the very dependency of cotton on the international market renders 

the cotton section of the value chain sensitive to the market. All the attributions of this decay are 

mainly exogenous but there are also deeper endogenous causes. These are discussed later in the 

chapter as they are linked intimately with the historical developments in the cotton value chain 

sector over the years, particularly after independence in 1980. Given this grim profile of the 

Zimbabwean cotton value chain, this discussion proceeds to unpack the Zimbabwean production 

and trade data to give the reader a glimpse of why the viability of the cotton value chain is 

increasingly enigmatic to the Zimbabwean economy and hence the urgent need for the 

performance improvement comprising the components as described in the conceptual framework 

in Chapter 2.  It is in order to start by examining the operational processes in the cotton sector of 

the value chain 

 

3.4   Behaviour and Cotton Value Chain Performance 

As per structure-conduct-performance model (Ralston, et al, 2015) and the conceptual framework 

used to understand performance improvement in the context of this study, the behaviour of the 

incumbent firms in the value chain is expected to influence the performance of the cotton value 

chain in Zimbabwe. Tracing the behaviour and feedback effects thereof of performance on 

behaviour can indeed attest that actions taken in the value chain to control behaviour have far-

reaching consequences on the performance of value chains. We start by examining the input supply 

into the cotton value chain in Zimbabwe. 

 

3.4.1   Cotton Sector Performance Data 

As pointed earlier on, in Zimbabwe, cotton is the dominant source of fibre used to make apparel 

and household textiles in Zimbabwe. It constitutes up to 80% of all spun yarn in Zimbabwe, 

whether in the form of pure cotton or polyester-cotton blends (Zeparu, 2014). Any attempt to 

redress the competitiveness of the domestic cotton value chain is therefore largely dependent on 
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the extent to which cotton supply is guaranteed and also to the extent to which this raw material is 

efficiently converted to finished goods throughout the value chain (CZI, 2015). In order to give an 

indication of the performance of the Zimbabwean cotton textiles value chain, this section unpacks 

the performance of the Zimbabwean cotton and textiles business in terms of production (supply) 

and export performance data.  

 

The International Cotton Advisory Committee (ICAOC) estimates the share of the Eastern and 

Southern Africa (ESA) cotton production at 2% of world production. In this region, Zimbabwe, 

despite the turmoil, maintains as a leading cotton producer followed by Tanzania and Zambia. 

Zimbabwe ranks 27th out of the 1 292 world cotton producing countries while in Africa the country 

is the 9th leading cotton producer (IndexMundi, 2015).  Zimbabwe supplies an annual average of 

123 000 metric tonnes of cotton lint with 70 per cent being exported while 30 per cent is directed 

to domestic consumption (Rusere et al, 2006; AMA, 2011).  

 

This level of production represents approximately 12.5 per cent of agriculture’s contribution to 

GDP (RBZ, 2013). It is worth noting that 99 per cent of cotton production is predominantly from 

smallholder families numbering over 200,000(GoZ, 2015). Most of Zimbabwe’s cotton supplies 

originate from the country’s semi-arid regions (Agricultural Regions iii, iv and v), that is, 

Zimbabwe’s western and northern parts comprising Gokwe, Sanyati, Guruve, Muzarabani, Mt 

Darwin, Chinhoyi, Mazowe, Rafingora, Checheche, and Triangle. These are areas where food 

crops like maize cannot be viably produced thus inhabitants are forced to depend on cotton for 

sustenance (AMA, 2011).  

 

As can be deduced, this an operational decision that the economic planners undertook on the basis 

of viability considerations since the cotton crop is drought-resistant unlike other crops in 

Zimbabwe (Rusere et al, 2006; AMA, 2011). As discussed later, because the Zimbabwean 

government supports private sector agricultural financing, contract farming accounts for 99 per 

cent of the cotton crop in these areas (Mujeyi, 2013). Nevertheless, this impressive support does 

not at the present moment translate into solid productive performance that can sustain the social 

and economic goals of the country. Starting with the area under cotton cultivation, it can be seen 

that there has been on a downward trend in since 2005, itself being a result of major strategic 

decisions regarding the land ownership in Zimbabwe.  
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3.4.2    Area under production 

As can be seen in Table 3-1, there is a sustained contraction in the area under cotton cultivation as 

most producers continue to avoid cotton farming for various reasons. For example, the AMA cites 

serious pricing controversies between the producers and the ginners as fomenting deep mistrust 

and strained relationships (ZNFU, 2015). 

 

Table 3-1 Area under Cotton Production  

 

Source: United States Department of Agriculture, 2016 

 

For cotton producers, the collusive pricing by the ginners discourages cotton growing. On their 

part, the contractors and ginners blame the prevailing volatility in international prices of lint (CGA, 

2015).  The unattractive producer prices of (US$0,30 per kg) in comparison to other cash crops 

also results in producers migrating to crops such as tobacco and soya beans which have higher 

investment returns thereby significantly impacting on the seed cotton planted area(Mujeyi,2013). 
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Figure 3-3: Zimbabwe Cotton Supply from 1998 -2015  

 

Source: United States Department of Agriculture, 2016 

 

In tandem with the indicators in Table 3-1, Figure 3-3 clearly shows that the total cotton production 

figures respond proportionally to the negative growth in the area committed to production. 

Unregulated market price instability endangers the income security for both the farmers and 

ginners thus impacting negatively on the future production of cotton. As Figure 3-3 shows, there 

is a systematic and persistent decline in the performance of the cotton sector in terms of production. 

This signals that interventions are required to revamp the operational processes in the cotton 

production stage if Zimbabwe is to sustain a robust supply of cotton into the value chain.  

 

This pattern testifies to the market uncertainties prevalent in the cotton sector operational 

processes. While approximately 600 000 tonnes of cotton can be produced in Zimbabwe(GoZ, 

2015), such a target is becoming increasingly elusive as production continues to dwindle due to 

decreasing investment and bad agronomic practices in the cotton sector (AMA,2014). Average 

yields for the cotton crop are on the decrease. For example, during the 2010/11 marketing year, 

yield declined by 23 per cent from 857kg/ha to 658kg/ha (AMA, 2012). From figure 3-3, it is 

evident that seed cotton production is declining. For instance, in the marketing year 2014/15, a 

decline of 34 per cent (from 195000MT to 90000MT) was recorded. One can conclude based on 

the figures that there is a general decline in the average seed cotton production with the supply 

stagnating at around 123000MT.  
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While the government regulator, AMA, apportions the decline to ineffective operational processes 

such as the methods of pest control and declining extension services and frequent droughts (AMA, 

2011). However, a counterargument states that the real issues are the weak regulatory instruments 

and lack of investment incentives in the value chain to prop the production of cotton (Mujeyi, 

2013; Zeparu, 2014). Indeed, a trend analysis demonstrates that support for cotton producers has 

progressively declined in recent years. For example, producer support declined from $42.0 million 

in 2011/12 to $23.7million in 2012/13 to $13.6million in 2014/15 season (AMA, 2015; CGA, 

2015). 

 

The above dynamics within the cotton value chain can be fully grasped by examining the 

operational processes that involve the supply chain for inputs such as planting seed, fertilizers, and 

agrochemicals used in the primary production of cotton. It can be seen that before the advent of 

Cottco’s out-grower initiative in the 1990s, planting seed had been freely available and accessible 

via commercial channels such as wholesalers and retailers (Poulton & Hanyani-Mlambo, 2006). 

The prevailing scenario is that almost all inputs are now mostly distributed to cotton producers by 

cotton merchants and contractors through deals that are called contract farming (Mujeyi, 2013; 

Zeparu, 2014, AMA, 2011; Nyamwanza, Mapetere, Mavhiki, Nyamwanza & Tumai, 2014). The 

result bears testimony that this ill thought operational decision of contract farming has since 

constricted the availability of seed to the market (ZNFU, 2015) with the attendant decline in 

performance as the subsequent section indicates. 

 

3.4.3   Contract Farming Performance 

As pointed above, contract farming is the dominant market linkage decisions in the operational 

processes of cotton production in Zimbabwe. Seen by the government as a catalyst for increased 

productivity and rural poverty reduction (Mujeyi; 2014; Zeparu, 2014), contract farming 

arrangements have been a feature in the cotton industry since market liberalization and the Cotton 

Company of Zimbabwe (Cottco) first implemented the strategy to drive cotton production through 

its out-grower scheme that initially boosted production of quality cotton crop (Mujeyi, 2013). 

Contract farming is instrumental in closing the gaps created by government’s withdrawal from the 

market by assuring cotton producers of inputs, implements, and loans as well as other necessary 

services such as agronomic advice (NEPAD, 2010).  

 

Within the cotton subsector in Zimbabwe, production under contract arrangements indeed gives 

the dominant small-scale cotton suppliers some benefits such as a direct access to market, inputs,  



 

75 

loans, technical and extension services and off-course the right technologies (Zeparu, 2014; 

Nyamwanza, Mapetere, Mavhiki, Nyamwanza & Tumai ,2014; Mujeyi, 2013). The popularity of 

the scheme in cotton supply is exemplified by the dynamics of the 2012 marketing season was a 

total of 280,665 farmers signed up contracts to produce cotton from over 550,000 hectares of land 

(Zimstat, 2013). The respective increases of 33.6 per cent and 40.7 per cent on both the contracts 

and the area under the cotton crop, when compared with the figures from the 2010/11 season 

(AMA, 2012), testify to the popularity of contract farming in Zimbabwe.  

 

For Mujeyi (2013), the increase in the contracts with different other partners for the same crop 

(double-dipping) reveals the deep-seated scepticism about contract farming in the cotton sector. 

This is also revealed in media reports. For example, Zimcoord (2010) noted with grave concern 

that contract farming in the cotton subsector remains biased in favour of the large firms and cotton 

merchants. Mujeyi (2013) laments the lack of bargaining power in the smallholder cotton supplier 

associations due to lack of finance, the absence of organized (collective action) and little market 

intelligence. Contract farming in Zimbabwe’s cotton industry is fraught with irregularities where 

side marketing has almost become a permanent feature annually in the life of the industry 

(Nyamwanza et al., 2014). As Kamoyo, Muranda and Chikuya (2015) find, prices offered under 

contract arrangements are not commensurate with inflated input costs. These anomalous 

conditions are accentuated by the absence of a proper arbitration process and a regulatory 

framework that protects small farmers from unfair trading practices by cotton merchants and 

ultimately leads to side marketing (Mujeyi, 2013; Zeparu, 2014; Nyamwanza et al., 2014). 

 

In response to the incessant side marketing problem, the large firms resorted to withdrawing from 

the contracts, thereby leaving the cotton producers with no other support to continue with 

production (Mujeyi, 2013; Nyamwanza et al., 2014).  For example, a seed manufacturing company 

called DuPont Pioneer Zimbabwe (Pvt) Ltd suspended its long-running contract farming scheme, 

citing failure by cotton farmers to repay loans (Muza, 2013). This confirms that behaviour of 

incumbents in a value chain, if not checked, can be disastrous to the performance of the value 

chain as a whole. This aspect will be developed further in the ensuing sections in which the impact 

of behaviour on the performance of the value chain will explored. 

 

3.4.4    Input Supply Performance 

Up to 2010, Quton Seed Company (a subsidiary of Seedco) had been the sole supplier of planting 

the seed into the market (Mujeyi, 2013). Later, as Mutambara et al. (2014) report, two other players 
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entered the market, namely, Cargill and Alliance Ginners. However, this entry into the market was 

short-lived owing to the prevailing macroeconomic environment and the market power of Quton 

(AMA, 2015). Apart from owning a research unit, Quton had a strong strategic alliance with the 

government-owned research station, Cotton Research Institute (CRI) in Kadoma which gave it a 

competitive advantage over other entrants (Mujeyi, 2013). Quton used its market dominance to 

distribute its products to cotton merchants, who among them controlled about 99% of the cotton 

producers contracted to them (AMA, 2014). This ensured that the company had captured virtually 

the entire market, leading to non-viability of direct retail distribution to primary cotton producers.  

 

Thus, the cotton seed supply industry became a concentrated market with negative implications of 

a monopolistic market structure. The fertilizer supply into the cotton industry is up to date 

dominated by two actors, the Zimbabwe Fertilizer Company Limited and Windmill (Pvt) Limited 

(Zeparu, 2014). Cumulatively the two fertilizer companies supply about 80 per cent of fertilizer 

into cotton production (AMA, 2015). Small players such as Omnia, Nutrichem, Profert, and Nico-

Orgo are mainly involved in the importation and blending of fertilizers to meet the remaining 20 

% of the required supply (Mujeyi, 2013; Zeparu, 2014; CZI, 2015). The effects of this market 

behaviour are also married to the emerging trends in the marketing trends as shown in preceding 

sections. 

 

3.4.5   Emerging Cotton Marketing Trends 

James (2006) observed a relatively organized cotton sector in terms of marketing. As of 2010, only 

a small number of contractors (9-15) were registered to contract, buy and gin the seed cotton in 

Zimbabwe (AMA, 2011). When compared to the 1990s when only a maximum of 5 players was 

allowed to participate in the industry, this number is a significant development for spurring private 

sector involvement in cotton business (Poulton & Hanyani-Mlambo, 2007; Mujeyi, 2013; Zeparu, 

2014). However, there is a thinking in the government circles that such an increase in players could 

spell challenges if allowed to self-regulate (CGA, 2014). Accordingly, the Government of 

Zimbabwe sought to coordinate and maintain order in the cotton sector of the value chain through 

the reconstituted Agricultural Marketing Authority (AMA, 2009; Mujeyi; 2013) whose specific 

mandate draws from the provisions of an Act of Parliament (AMA Act [Chapter 18:24]).  

 

The Agricultural Marketing Authority (Seed cotton & Seed cotton products) Regulations (SI 142 

of 2009), amended by SI 63 of 2011 and SI 148 of 2012) empowers the AMA in terms of promoting 

production, ginning, processing and value addition of the seed cotton and related products. AMA 



 

77 

is also mandated to set and maintain standards relating to quality, classification, grading, and 

packaging of seed cotton as well as to assure fair-trade practices within the subsector. The 

provisions also aim to curtail those cotton merchants or ginners who do not contract any producers 

from buying the seed cotton on the market. 

 

Because of the AMA regulation, seed cotton purchasing in Zimbabwe takes place at Common 

Buying Point (CBPs) around the country (Mujeyi, 2013; Zeparu, 2014). The number of CBPs 

changes from year to year. For example, in 2011 there were 479 CBPs, declining to 331 in 2012, 

increasing to 342 in 2013 while in 2014 the number was 385, drastically reduced in 2015 to only 

98 (AMA,2014 & 2015). This arrangement is favourable to the cotton suppliers as it lessens the 

transaction costs involved in cotton production and marketing.  

 

The other reported advantage is guaranteed output markets for producers through contractors 

(AMA, 2011). This is evidenced by the sharp increase in the number of producers opting for 

contract farming (Zimstat, 2013). In 2011/12 season the number shot to a record 286,215 producers 

dealing with 14 available contractors. The number of contractors picked in 2012/13 but the year 

witnessed a seriously depressed cotton production with many producers turning to tobacco 

(Zimstat, 2014).  

 

In August 2015, the total seasonal cotton sales stood at a mere 48,820 MT compared to 118,361 

and 127,027MT recorded in the same period in 2014 and 2013 seasons respectively (Zimstat, 

2016). This has seen the number of registered contractors falling barely 9 months into the 2014/15 

marketing season. The one-time dominant players, Cottco and Cargill, have since baulked due to 

the incessant and stiff competition posed by the new entrants, especially those with Asian 

connections who are associated with unfair (illegal or informal) trade practices(CZI, 2015).  

 

As things stand, it appears these emerging contractors of Asian origin will be dominating the cotton 

marketing for a long time to come. Especially so that Cottco is reeling under a heavy debt burden 

and has volunteered for judicial management, a development that is likely to see it out of action 

for some time to come unless other interventions can be arranged (CZI, 2015). Cargill has pulled 

out of the cotton subsector altogether, citing viability challenges and poor performance in the face 

of mounting unfair trading practices marked by rampant loan repayment defaults by the contracted 

producers whom it sees as unduly protected by the law(ZNFU,2015, CZI, 2015; CFU,2015).  
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Table 3-2  Seed Cotton Intake Market Share Distribution by Buyer (2011 to 2014)  

Source: AMA, 2014 

 

As the above portrays, it seems that despite the presence of AMA’s elaborate regulations, side 

marketing has not been dealt with adequately and may continue for some to come. Of the 

remaining contractors, 6 are of Asian origin, of which 3 are Chinese, 2 Indian and 1 Singaporean 

(CZI, 2015; Zimstat, 2015). By the 2014 marketing year, those of Chinese origin had already been 

seen to account for 27% of the market share while those with Indian and Singaporean connections 

accounted for over 17% of the total market share, making the Asians control almost half of the 

cotton sector business in Zimbabwe (AMA, 2014). 

 

3.4.6   Seed Cotton Pricing Performance 

Pricing of cotton remains a serious constraint to the sustainability of the cotton industry value 

chain in Zimbabwe (ITC, 2014, Mujeyi, 2013; Zeparu, 2014). According to Mujeyi, 2013, it has 

become a norm for marketing seasons to be disrupted by stakeholders’ bitter contestations with 

regard to pricing. The impasse results in delays to cotton marketing with deleterious effects in the 
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functioning of the cotton industry’s value chains (CZI, 2015). Normally, the cotton marketing 

season for Zimbabwe commences around mid-March instead of June. The buyers and growers’ 

representatives waste the marketing opportunity through lengthy price negotiations (Fingaz, 2014; 

Sunday Mail, 2015, AMA, 2014 & 2015). 

 

Figure 3-4: Cotton Price Fluctuations (2000-2015) 

 

Source: CGA (2013) and AMA (Various Issues) 2015 price confirmed at US 30cents 

 

A slump in the cotton lint on the international market invariably cited as the source of the 

prevailing low prices paid to the suppliers (Mujeyi, 2013).  As a consequence, cotton supply into 

the downstream segments of the country’s cotton value chain declined by 59 per cent in 2013 to 

143,849 tonnes from 350,703 tonnes previously recorded in the 2012 season (AMA, 2013).  The 

Cotlook A index long-run perspective on the world cotton market, the producer price of seed cotton 

has been 31.5 USC per kg on average since 2000, recording a minimum of 14 USC/kg in 2002 and 

a maximum of 0.85 USC/kg in 2011 (Fig 3-4). The demand for higher producer prices by 

Zimbabwean cotton suppliers appears to be informed on the basis of the observed spike in 

international prices of lint witnessed in the 2011 marketing season that subsequently allowed the 

contractors to pay the record-high average producer price of 85 USC/kg. The price fluctuations 

obtaining in the country are consistent with the occurrence in the international market as recorded 

on the Cotlook A Index. 
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Figure 3-5: International Lint Price Trends 

 

Source: Cotlook A Index (2000 – 2015) 

 

The spike experienced in the 2011 season is a mirror image of the domestic market as it can be 

gleaned that lint prices peaked 234 USC per kilogram before they progressively collapsed from 

2012 onwards. When putting together, it is clear that there is a huge gap between international 

prices (Cotlook A) and Zimbabwe’s cotton prices.  

 

Figure 3-6: Zimbabwe versus International Cotton Price Performance 

 

Source: FAO statistics, 2014 

 

Despite the price performance on the international market, the high domestic competition for the 

small cotton supply necessitates trading partners to be accommodative of each other (CZI, 2015). 

As such an agreed modality for a uniform floor producer price of 30 USC/kg at the time of purchase 

and a price differential adjustment was made based on the obtaining cotton quality on grading has 
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been put in place (CGA, 2015). This market feedback has largely informed the behaviour in the 

cotton value chain in Zimbabwe with the attendant effect on the performance of the industries 

resident in the value chain.  

 

3.4.7   Grading and Quality Performance of Seed Cotton 

From the statistics of the cotton intake where quality grade considerations are factored, it is evident 

that the bulk of the supplied seed cotton taken in by ginners is a poor quality supply. For example, 

from the 2011 marketing season, over 90 per cent of the cotton has been bought at quality grades 

C and D with a mere 3.46 per cent having been purchased at Grades A (0.49%) and B (2.97%) 

(AMA, 2014). The major reason for categorizing the bulk of the supply at Grade D is ostensibly 

due to the need by contractors to guard against the growing malpractices (e.g. nesting and other 

forms of cheating) by some cotton suppliers at delivery. 

 

Table 3-3   Seed cotton intake grading performance (2010 - 2014) 

Source: AMA, 2014 

 

Since there are no proper grading facilities at the designated Cotton Buying Points (CBPs) around 

the country, proper grading usually takes place at the merchants’ centralized warehouses (in most 

cases, the location of the ginnery)(AMA,2014; CGA,2015; Zeparu,2014). As such, merchants pay 

a floor price at the CBPs as a deposit while awaiting grade determination (Mujeyi, 2013; AMA, 

2015). As part of the governance of the practice, a government regulation is in place, stipulating 

that cotton suppliers ought to nominate their own representatives during grading at the merchants’ 

warehouses (AMA, 2015). According to research (Mujeyi, 2013, Zeparu, 2014), indications are 

that this does not happen owing to the unorganized state of the cotton suppliers as well as their 

inability to fund the cause. Sometimes the long distances involved and allied uncertainties cause 



 

82 

most suppliers to regard it as a waste of time and resources to follow up on the grading process 

and results (CFU, 2014). 

 

3.4.8   Cotton Export Trade Performance 

The appraisal of Zimbabwe’s access to the international markets by the World Bank in 2011 

reveals that the country is well positioned. All of Zimbabwe’s main urban and industrial centres 

are well connected to the outside world by state of the art roads and railroads (Zeparu, 2014). This 

means that the country’s trade with the entire outside world is not constrained by a lack of transport 

infrastructure. However, there is an apparent concentration of Zimbabwe’s foreign trade in the Far 

East, especially China and its neighbours, at the expense of the rest of the world (Kaminski & Ng, 

2011). Of Zimbabwe’s traditional trade partners, only South Africa remains a major destination of 

Zimbabwe’s exports (CZI, 2015; MIC, 2015, Zimstat, 2015). 

 

Figure 3-7: Zimbabwe Cotton Export Performance 

 

Source: United States Department of Agriculture, 2016 

 

In terms of performance, Zimbabwe’s cotton export is acutely decelerating in terms of volumes 

(USDA, 2016). Furthermore, significant changes in the structure of the processing industry are 

apparent (Figure 3-7). While the local industry consumed the locally produced lint in the 1970s 

and the first ten years of independence, the present liberal economy continually experiences key 

structural changes that affect the composition of exports and imports (Zeparu, 2014). Among the 

observed changes in the phenomenal growth in the direct export of raw cotton lint as compared to 
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value-added products like yarns and fabrics (CZI, 2014; AMA, 2013). Consequently, the cotton 

industry is among the top two agricultural contributors to foreign currency earnings for Zimbabwe, 

with a share of 19 per cent of all exports earnings from agriculture (GOZ, 2014; USDA, 2015). On 

average, Zimbabwe’s cotton lint production approximates 123000 tonnes per year, of which 70 

per cent is channelled to international markets while 30 per cent is retained for domestic industry 

(AMA, 2014; Rusere et al., 2006).  

 

ICAC data reveals that South Africa, Thailand, Italy, Portugal and Taiwan are the principal 

international destinations for Zimbabwean lint exports with 69 per cent going to South Africa. 

Nonetheless, there are indications of the growing importance of  Indonesia, China and India as 

export destinations for the Zimbabwean lint with the three countries commanding about 24 per 

cent of the lint exports (by volume)(Zimstat, 2015). Notwithstanding the high volumes of cotton 

lint exports, the rest of Zimbabwe cotton industry’s value chains continue to fight for continued 

existence (Zeparu, 2014; Mujeyi, 2013; CZI, 2015).  

 

The fundamental competitive advantage in Zimbabwe’s cotton derives from manual harvesting 

(AMA, 2013). For Estur (2005), seed cotton picked by hand is cleaner with the fibre obtaining 

fewer neps and has a lower amount of short fibre compared to machine picked cotton which must 

be cleaned more rigorously due to a higher residue. However, with many players in Zimbabwe 

presently competing for the progressively shrinking cotton produced, the brand image of 

Zimbabwe’s cotton has been eroded significantly, and whereas ginners around the world are 

becoming more exacting in terms of the quality they require (ITC, 2014; CGA, 2015; Zeparu, 

2014). Implied, here is an obvious loss of the characteristic competitive advantage. This is 

witnessed by the lower export volumes and earnings obtaining in the cotton sector. 

 

3.4.9    Regional Integration 

With the fundamental changes that continue to occur within the global textiles value chain and the 

trading rules imposed by WTO, Zimbabwe’s cotton no longer benefits from most of the numerous 

bilateral trade agreements, quotas and trade preferences that had been placed (Mujeyi,2013; 

Zeparu, 2014). The effects are now too apparent after the expiry of the MFA bilateral trade 

agreements. Although the EU and USA through the Everything But Arms initiative (EBA) and the 

African Growth and Opportunity Act (AGOA) respectively continue to extend preferential trade 

to LDCs to access their markets in support of textile and clothing production and economic 



 

84 

development in the Third World countries, Zimbabwe is excluded from the two important trade 

arrangements due to governance shortcomings (Mujeyi, 2013; Zeparu, 2014).  

 

Nonetheless, the country continues to benefit from the Generalized System of Preferences (GSP) 

schemes of Australia, Canada, EU, Japan, Korea, New Zealand, Norway, Sri Lanka, Switzerland, 

and in the region, both COMESA and SADC which continue to offer opportunities for the country 

to develop through the trade of manufactured textile goods within the two blocs (CZI, 2015). The 

existing bilateral and multilateral relationships provide a realistic opportunity for the cotton value 

chain’s transformation into a global player through trade and investment instead of being donor 

dependent for its industrialization (MIC, 2013).  

 

Zimbabwe is an active member of both the SADC and COMESA trade blocs (GoZ, 2013). The 

SADC Protocol presents Zimbabwean goods access to a potential market of over 200 million 

people (COMESA Strategy, 2014). The COMESA region has 19 member states and a population 

of 390 million people (USDA, 2015). However, except for South Africa, much of the two blocks 

do not add anything to the growth of Zimbabwe’s cotton exports (Zimstat, 2015; CZI, 2015). 

Under the “New Look East Policy” Zimbabwe has signed an agreement on trade, investment, and 

technical cooperation with China which has not in real terms added substantially to the 

performance of the cotton value chain as yet (GoZ, 2011). 

 

3.4.10   Cotton Sector Imports Performance 

In terms of the SADC FTA (Free Trade Agreement) cotton can be imported into Zimbabwe free 

of duty (MIC, 2015). Table 2-6 indicates the import quantities by Zimbabwe. 

 

Table 3-4  Zimbabwe Cotton Imports  

 

Source: United States Department of Agriculture, 2016 

 

While some SADC countries such as Tanzania and Zambia are substantial producers of cotton, 
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Zimbabwe’s cotton output is by far the largest and the country has so far seen no reason to import 

cotton from these countries (ITC, 2014).  

 

3.4.11   Textile Manufacturing Industry of the Value Chain 

The textiles sector (yarn and fabrics) in Zimbabwe comprises a variety of products, classified into 

natural fibre based products (such as cotton, wool, or silk yarn and fabrics) and synthetic fibre 

based products (such as nylon or polyester yarn and fabrics) (Zeparu, 2014).  

 

Figure 3-8 Zimbabwe’s Domestic Cotton Lint Consumption  

 

Source: United States Department of Agriculture, 2016 

 

The change depicted in the graph above has principally been towards the direct export of a larger 

percentage of raw lint in comparison to value-added products such as yarns and fabrics and the 

importation of increased amounts of yarns and fabrics for the manufacture of garments for both 

local and export markets (CZI, 2015). As observed in various research papers, this evidently 

depicts a mismatch between the production and the consumption of yarns and fabrics locally 

(AMA, 2015; Zeparu, 2014, CZI, 2015).  

 

The main reasons advanced for this mismatch are the increased demand for polyester and polyester 

mix garments in Zimbabwe for export and local consumption (Mujeyi, 2013). Cotton lint exports 

are an important source of foreign currency to Zimbabwe (AMA, 2014). Lint exports must be 

supported by export permits from the government that are issued only to exporters who comply 

with supplying the 30 per cent domestic lint quota (AMA, 2011).  Cotton lint exports were 

expected to reach 89,000MT (408 bales) in 2009 (AMA, 2010) and only a total of 73,888MT lint 
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was exported (Zimstat, 2010). The cotton lint is exported out of Zimbabwe to various regional and 

overseas destinations. The major export destinations in 2008 and 2009 were similar (Zimstat, 

2010).  In 2009, the Far East accounted for 41.4% of exports, Africa for 38.06 per cent, Europe 

for 15.96 per cent and South America for 4.58 per cent of total exports (Zimstat, 2010; AMA, 

2011).  

 

It is from the facts presented above that for the success of the textile manufacturing to occur, there 

is that inescapable need for sufficient supply of cotton into the industry (CZI, 2015). To ensure 

lint supply for the local textile manufacturing industry, the government of Zimbabwe (GoZ) 

discourages the wholesale export of raw cotton lint by prescribing a statutory 30 per cent lint quota 

for each ginning company to supply the domestic textile market(AMA, 2011, Zeparu, 2014; 

Mujeyi, 2013). The ginners must prove to the government their demonstrable ability to fulfil the 

local quota first before they are permitted to export 70 per cent of their lint (AMA, 2011, Zeparu, 

2014; Mujeyi, 2013).  

 

However, if the domestic quota exceeds the demand of domestic industry, ginners are permitted 

to channel the surplus lint to export markets (Mujeyi, 2013; Zeparu, 2014). This is usually the case 

as Zimbabwe’s textile processing industry faces the problem of underutilization of productive 

capacity (Ngwenya, 2013; Mujeyi, 2013; Zeparu, 2014). For instance, in the 2008/09 marketing 

year, 25,461MT of lint constituted the 30 per cent domestic lint supply quota. However, only 9,544 

MT was enough to meet the local textile industry’s consumption due to under-utilisation (CGA, 

2011). As a result, 15911 MT were channelled to the export market (Zimstat, 2010). The 

implication is that there is little value addition taking place in the industry despite the government’s 

call for it. 

 

Table 3-5   Cotton Supply, Export and Domestic Consumption 

 

Source: AMA, 2014 

 

In tandem with other SADC nations, the cotton industrial value chain in Zimbabwe is under 

increasing competitive pressure and has contracted on an overall basis (USDA, 2015; CZI, 2015). 
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According to the USDA (2015), a number of factors, such as lower tariff barriers, smuggling, and 

aggressive market entry by Asian producers, dumping of both new and used clothing by the 

western world, significant technological developments, and the loss of the quota system after the 

end of the Multi-Fibre Arrangement (MFA) are affecting the performance of the cotton value 

chain. In addition, the effects of the historic economic decline in 2008 still have a great impact on 

the country’s textile industry (Makina, 2010). Mujeyi (2013) reports the non-existent consumer 

demand for textile products in 2008. This was later compounded by the Far East, especially 

China’s tight grip on the regional markets (Mujeyi, 2013).  

 

The above has seen textile production in Zimbabwe on a downward spiral (CZI, 2015).  The 

introduction of the multi-currency regime in Zimbabwe’s economy and the Chinese cheap imports 

(fabric, clothing and second-hand clothing) continues to further undermine the performance of the 

local textile and clothing industries (CZI, 2015; Zeparu, 2014; Mujeyi, 2013) Additionally, 

Zimbabwe’s Marxist inspired labour laws impose a major cost of doing business in Zimbabwe 

(CZI, 2015) as labour unions dictate the wages. As well, the tripartite negotiations on the revival 

of ailing companies within the cotton value chain have since faltered due to none cooperative 

labour unions (ZCI, 2015).   

 

For example, in September 2009, the National Employment Council (NEC) for the textile industry 

raised wages by 66% backdated to April 2009, a development that has had a deleterious effect on 

the viability of many textile firms (Zeparu, 2014; Mujeyi, 2014).  The industrial section of the 

cotton value chain badly needs new capital investment to sustain competitiveness (Zeparu, 2014). 

Outdated machinery and equipment currently operated by ginning, spinning and weaving 

industries adversely affect productivity, quality and production costs (CZI, 2014).  

 

The many years of inadequate foreign currency and poor operational performance preclude the 

industry from making the necessary refurbishments, rehabilitation and investments in equipment 

and machinery to remain competitive in the global market (CZI, 2014). As well, the high real 

interest rates combined with the unfriendly investment environment further dampen viability and 

competitiveness (Zeparu, 2014). As a result, widespread de-industrialization is taking place along 

the cotton value chain on an unprecedented scale (CZI, 2015; Zeparu, 2014; Mujeyi, 2013).   
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3.4.12   Spinning and Weaving Industry of the Cotton Value Chain 

Of the seven spinning and weaving establishments in 2014, only four (Zimbabwe Spinners and 

Weavers, Sino Zim Cotton, Modzone Enterprises and Twine and Cordage) had lint utilization 

levels of at least 1,000MT (Table 3-6).  

 

Table 3-6   Lint Uptake by Zimbabwe’s Major Textile Companies 

 

Source: AMA, 2014 

 

3.4.12.1   Trade Performance 

Exports of textiles and clothing on average remain rather static. However, it is clear that the exports 

are steeply declining in recent years, although more than doubling in 2010-2011 before declining 

again. Exports of cotton lint have been hovering at the US $ 120 million (Zimstat, 2014). 

Meanwhile, the country imports cheap fabric mainly from China, Hong Kong, India, Pakistan and 

South Africa whilst fabric and yarn exports were exported mainly to South Africa (Zeparu, 2014). 

    

Figure 3-9   Textiles and Clothing Export Performance 

 

Source: Zimbabwe National Statistics Agency, 2014. 

While efforts are underway to resuscitate David Whitehead Textiles, many other firms in the 

spinning and weaving industry are folding up. For instance, Scottco has since succumbed to 
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viability challenges that assail the Zimbabwean economy with its operations (plants, equipment, 

and machinery) taken over by Sino-Zim Cotton (CZI, 2015). The seven spinners’ capacity 

utilization of 12,300 MT is a mere 21 per cent of the total lint production (AMA, 2014). Challenges 

cited include frequent equipment breakdowns, high production costs, liquidity constraints, low 

demand due to cheap imports and second-hand clothing and the high cost of borrowing (CZI, 2015; 

Zeparu, 2014; Mujeyi, 2013). 

 

3.4.13   Apparel Manufacturing Section of the Cotton Value Chain 

Historically, Zimbabwe has produced garments for local or regional consumption (Mujeyi, 2013). 

However, the trade liberalization in the 1990s left the country exposed in terms of its garment 

manufacturing industries – especially those domestic firms that concentrate on supplying local 

markets only (GoZ, 2014). By its nature, apparel production is a mobile, highly competitive 

industry, unusually sensitive to changes in the business environment, country incentives and 

international trade agreements (Bennett, Salm & Greenberg, 2011; Rivoli, 2014). During the UDI 

up until just before the economic liberalization of the economy in the early 1990s, the Zimbabwean 

government granted apparel firms a range of generous industrial incentives including the highly 

Most Favoured Nation (MFN) tariff protection in other regional countries (Zeparu,2014). As a 

result, most firms did not invest sufficiently in their own businesses to make them more 

competitive once the incentives ended and when the tariffs were lowered (AMA, 2014; CZI, 2015).  

 

3.4.14  Zimbabwe Oil Expressing Industry 

Figure 2-10 indicates a precipitous decline in the production of the cotton by-products resulting 

from the processing of the cotton seeds.  

 

Figure 3-10   Production of Cake Meal 

 

Source: United States Department of Agriculture, 2016 
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3.5   Support Processes in the Cotton Value Chain in Zimbabwe 

The Zimbabwean cotton subsector provides a pictorial illustration of the negative impact of 

economic mismanagement and political instability on the productive performance of the cotton 

sector (ZCI, 2015, Zeparu, 2014). Neither shortages of entrepreneurial talent among small 

producers nor the absence of high-quality human capital can be attributed to putting 

insurmountable obstacles to the growth of the cotton value chain (World Bank, 2011). It is 

economic misgovernance that stands between the cotton value chain and the economic growth 

objectives (Kaminski & Ng, 2011). Economic governance, in this case, is defined as a set of 

institutions, regulations, and policies assuring political stability, protection of property rights, and 

accountability of the governing authorities (Ibid). Various sites and agents agitate for good 

governance as a critical element in creating employment and economic development in Zimbabwe 

(World Bank, 2011, Zeparu, 2014; Poulton et al, 2007).  

 

Based on the World Bank’s six dimensions of good governance, namely, voice and accountability, 

regulatory quality, rule of law and control of corruption, Zimbabwe lacks in all when compared 

with her neighbours in SADC. The prevailing poor governance in the country creates opportunities 

for rent-seeking. Corruption makes the conduct of business burdensome and too expensive (CZI, 

2015). Added to this are the political instability and the economic indigenization programme with 

its attendant erosion of confidence among private foreign investors (World Bank, 2011, Zeparu, 

2014) – a major pillar in the economy whose availability historically shaped the cotton value chain 

performance in the country (Poulton et al., 2007). 

 

As with the national economy more generally, the Zimbabwean cotton value chain is going through 

challenging and uncertain times. Zeparu (2014) stresses the value chain breach is in the domestic 

textile manufacturing sectors (spinning and weaving industries) which currently fails to improve 

on capacity utilization in order to take up the 30 per cent quota from the ginners. This view is not 

shared by AMA (2011) which seems to suggest that the breach lies within the earlier stages of 

cotton production. However, Mujeyi (2013) sees much deeper challenges facing Zimbabwe’s 

cotton value-chain industry. The sector’s response to its altered structure and dynamics is the cause 

of much of the concern witnessed in the value chain (Mujeyi, 2013). Given this complexity, the 

industry can be fully understood when one traces its development trajectory since inception in the 

early 20th Century to see how this has shaped the current scenario. The next section, therefore, is 

a journey back to the genesis of the industry. As indicated in Chapter 1, this merely gives 
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comparison of the dynamics in the cotton value chain in Zimbabwe when historically the support 

processes in the value chain were well aligned to its performance. 

 

3.5.1    Historical Developments in the Cotton Value Chain  

The history of cotton production in Zimbabwe is well documented and shows both temporal and 

spatial unevenness (Mariga, 1994; Worby, 1995; Nyambara, 1999; James, 2002a). The evolution 

of cotton and subsequently the textile industry in Zimbabwe is also well documented (for example, 

Mariga, 1994; Poulton, 2003; Mlambo, 2006; Mujeyi; 2013; Poulton and Hanyani-Mlambo, 2007). 

As emphasized in James (2006), cotton was introduced into Africa commercially in the early 

twentieth century by different colonial regimes in Europe although some of the literature suggests 

that cotton production in Zimbabwe predates the colonial era. 

 

Commercial production can be tracked to 1923 when repeated colonial government trials 

established a viable cotton industry (Poulton & Hanyani-Mlambo, 2007). The commercial start of 

cotton production resides in the efforts of the Empire Cotton Growing Corporation (ECGC) to 

stimulate production through the supply of seed and attractive prices for the crop (RATES, 2003). 

An upsurge in the demand for cotton as well as the high prices encouraged rapid expansion of the 

sector. However, the emergence of pests reversed the gains that had been made. Research efforts 

rescued the situation when DDT and the adoption of the new Albar seed variety were made. From 

then, cotton became the crop grown as a primary input for the fledgling textile and clothing sector.  

 

The implementation of the Native Land Husbandry Act (1951) saw a new technical focus for 

increasing production through the smallholder agricultural sector (Scoones et al. 1996). The 

ensuing consolidated agronomic research gave strong traction for cotton production in Zimbabwe 

from the 1960s. The establishment of the Cotton Research Centre (CRC) in 1925 whose focused 

research on effective pest control methods is the defining breakthrough for expanded production 

witnessed in the 1960s (see Mariga, 1994). From the political front, the Unilateral Declaration of 

Independence (UDI) from Britain in 1965 (Rukuni, 1994a; Worby, 1998a) explains the urgency 

with which the country pursued the growth of the sector as it became a pillar for the import 

substitution industrialization strategy in which a vertically integrated industry was created to 

thwart British sanctions. 

 

The period 1960 to 1980 saw commercial producers supplying the bulk of the cotton. It is also 

during this period of sanctions that saw cotton production spreading from the North-West of the 
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country, that is Gokwe, Chireya, and Nembudziya to several other relatively remote parts of the 

country where the majority black smallholder practised agriculture (Hasler, 1996; Alexander & 

McGregor, 2000; Chimhowu, 2003). The build-up towards UDI had seen massive investments in 

cotton ginneries and spinning mills to ensure domestic sustenance (Poulton & Hanyani-Mlambo, 

2007). The result was a robust manufacturing industry with the capacity to supply both domestic 

and international markets.  

 

The Cotton Marketing Board (CMB), a monopoly parastatal, was mandated with supporting the 

marketing of cotton.  Because of the presence of a single authority tasked with the marketing and 

export of the crop, this establishment assured the business community and the government of 

accurate information for planning. Nevertheless, some of the statistics presented a distorted reality 

of the market. Due to the government subsidies on the producer prices, the price paid out was 

artificially higher than prevailing international prices. During this time, the government supported 

the cotton enterprises in times of low international prices. At the same time, the Agricultural 

Marketing Authority (AMA) was created in order direct the functioning of the Cotton Marketing 

Board (CMB) as well as the other agriculture-based parastatal companies supporting the value 

chain.  

 

From as far back as 1976, pre-planting guaranteed minimum cotton producer prices were 

announced by the government through AMA This active involvement by the state ensured the 

profitability of the commercial white-owned cotton production entities. Even after the dismantling 

of the UDI government, cotton prices remained attractive as a stimulant for providing cheap lint 

to the domestic textile manufacturing companies. By the late 1980s, it became increasingly 

burdensome for the CMB. James (2006) argues that the state’s active participation had been 

informed by the realization that without the proper incentives, national companies could not climb 

up value chains to generate greater revenues, especially when trade with the outside world was at 

its barest minimum.  

 

The post-independence system of cotton production in Zimbabwe continued with the combined 

state-led technical structures inherited from colonial times (Nyambara, 1999) and an enhanced 

smallholder cropping strategy set to create the so-called ‘second agricultural revolution’ in 

Zimbabwe during the 1980s (Rukuni & Eicher, 1994). This is evidenced by the agricultural 

policies of the Zimbabwean government which shifted attention from large-scale cotton farming 

(LSCF) sector to indigenous smallholder producers. The policy redirection resulted in more of the 
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Cotton Marketing Board (CMB) depots going into the communal areas (Poulton and Hanyani-

Mlambo, 2009). It is assumed that coupled with the incentive of an attractive pricing policy of the 

early 1980s and the active lending by the Agricultural Finance Cooperation (AFC), the country 

produced a cadre of dedicated and progressive cotton suppliers in the communal areas culminating 

in the so-called smallholder agricultural revolution of the 1980s.  

 

In spite of the successes witnessed during this era, the credit support (credit provision) from the 

AFC collapsed in the late 1980s due to bad debts. This, in turn, crippled the operations of the 

CMB. As postulated by Poulton & Hanyani-Mlambo (2009), the intervention by the Government 

of Zimbabwe (GoZ) in the marketing of cotton negatively impacted on the viability of the entire 

industry. With the CMB increasingly forced to prioritize the requirements of the local industry 

with below parity prices, the industry started to have a knock-on effect on the seed cotton 

producer’s price between 1985 and 1990. This situation and the fast track land reform precipitated 

a mass exit of private large-scale producers from investing in cotton production. Prior to the land 

reform, commercial agriculture had 350 farmers producing 25% of all cotton, and as the Land 

Reform Programme accelerated, this was reduced to only 7% in 2002. This exodus of LSCF 

members from the industry led to the massive decline in commercial production of seed cotton.  

 

Three years after its inception, Cottco was privatised in 1997, marking the opening up of the cotton 

industry to competition. The privatization of CMB resulted in the entry of new players in every 

link of the marketing chain from the primary purchase of seed cotton through to export of lint. As 

a private player, Cottco could not, on its own, dictate the market dynamics without conferring with 

other players. By 1996, two new ginning and marketing companies had already entered the market 

with innovative business practices, Cargill (US International) and Cotpro (a joint venture by the 

local cotton growers and two French cotton trading companies). For example, as early as the 

1995/6 season, Cargill had introduced a new cash payment system into the market.  

 

This new system grew in popularity among the cotton suppliers as it ensured immediate access to 

cash as opposed to the CMB system which made suppliers wait for many weeks after delivering 

their seed cotton before they could get cash. Although a concentrated market, the participation of 

over than 200 000 growers and around 12 buyers in a competitive environment without 

government subsidies resulted in a vibrant cotton industry (World Bank, 2000). Privatisation also 

gave impetus to the higher share of lint export prices for cotton suppliers. For example, Muir-

Leresche (1998, 2006) found that from 1990 to 1995, the average producer price floated around 
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42 per cent of the world price. This is confirmed by Rukuni et al. (2006) who suggest that while 

the producer price of seed cotton used to be 58 per cent of the international price prior to the 

deregulation, the liberalisation of cotton marketing led to the rise of the ratio of domestic to 

international prices to 79 per cent for the years 1994 to 1997.  

 

As alluded elsewhere in this chapter, until this occurrence, a government-owned enterprise (The 

Cotton Marketing Board) provided a single channel for exports and imports. This commodity 

board administered domestic prices that in most cases were detached from prevailing international 

prices. From the foregoing, it is evident that Zimbabwe has had a wide range of experience with 

different types of marketing systems, ranging from state-controlled to free market systems from 

the 1930s to late 1990s (Muir-Leresche & Muchopa, 2006; Mujeyi, 2013). State interventions 

during the 1990s were meant to regulate and facilitate the development of markets as well as 

protect against unfair commodity pricing systems.  

 

The entire agricultural sector in Zimbabwe is a prime victim of the alleged chaotic fast-track land 

reform since 2000 has witnessed huge drops in output and general despondency within the 

commodity markets. Although cotton supply did not suffer immediately, allegedly because it was 

insulated by the critical mass of smallholder producers, the events that unfolded in the latter years 

indicate that the subsector was not immune after all.  In response, the Zimbabwean government 

was forced to reintroduce state control and interventions in the production and marketing of 

agricultural commodities. This was reversed temporarily during the Inclusive Government and the 

related adoption of the multiple currency systems in 2009 which demanded far-reaching 

deregulations across the marketing systems of the entire economy as a precondition for 

macroeconomic stabilization (Zeparu, 2014).  

 

However, it appears that macroeconomic stabilization without alignment of priorities among the 

political parties in the inclusive government failed to give the economy the traction it needed to 

sustain growth (Bonga, 2014; Maenzanise, 2016). Weaknesses remained, especially with regard 

to the country’s investment climate. Demonstrating its lack of policy consistency, the Government 

of Zimbabwe (GoZ) reinstituted the Agricultural Marketing Authority (AMA) to regulate the 

marketing of agricultural commodities within the free market economy (Mujeyi, 2013; Zeparu, 

2014). In the context of cotton supply and marketing, this intervention negatively impacted on the 

investment by the private sector leading to the progressive reduction of cotton area planted and 

production from 2011 to 2014.  
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At a pedestrian level, notwithstanding the reconstitution of the AMA, there are suggestions that 

the country’s poor showing versus its potential in producing cotton is a result of lack of adequate 

institutions and structures supporting protection of property and contract rights combined with the 

cost of doing business (low taxation and regulatory compliance, high flexibility of labour markets 

and reasonably functioning well-functioning financial systems) which are clear disincentives for 

players to expand and stay competitive (Kaminski & Ng, 2011). According to Kaminski & Ng 

(ibid), all success stories of economic development have been based on business-friendly 

environment, political and macroeconomic stability and openness to foreign direct investment 

(FDI) inflow.  

 

3.5.2   Cotton Value Chain Governance: Policy Dynamics and Actors  

This section focuses on the policies, legislation, and institutions that influenced the development 

of the cotton value chain focusing on policy dynamics since 2000 when the Fast Track Land 

Redistribution Programme commenced but particular emphasis is placed on the events from 2009 

onwards because of the structural and policy shifts towards dollarization and market liberalization. 

The key public and private sector actors and institutions that have shaped the sub-sector policy, 

including the different industry representatives and various stakeholders, are examined to draw out 

the main constraints and opportunities of the cotton value chain.  

 

3.5.2.1   Cotton Production and Marketing Policy 

Despite lobbying efforts by numerous stakeholders, the Government of Zimbabwe remains 

adamant against GMO products (Zeparu, 2014; Mujeyi; 2013; AMA, 2014). For many, especially 

those in the cotton industry, this government policy is retrogressive to the sustainability of the 

cotton industry (Zeparu, 2014, CGA, 2014; CFU, 2012; ZNFU; 2015). For example, the oilseed 

industry (in which cotton is a major commodity) incessantly questions the justification of the GMO 

free policy in the production and marketing of GMOs given the fact that the majority of oilseed 

products on the Zimbabwean market originate from GMO producing countries, particularly South 

Africa (Mutambara et al., 2013; Mutambara, 2012; Mujeyi, 2013).  

 

Since improving cotton seed supply is one of the major challenges faced by the Zimbabwean 

government, it follows that the promotion of seed cotton production and marketing is paramount. 

This fact is clearly articulated in national agricultural policies and programmes such as the draft 

National Agricultural Policy Framework (NAPF) (2011–2030). Again, cotton features 

prominently within the current national development strategy, ZIM-ASSET) (2013 – 2018), in 
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terms of the strategic clusters for Poverty Eradication, Value Addition and Beneficiation - all of 

which are seen as key ingredients for the resuscitation and further development of the cotton value 

chain(Zeparu, 2014; Mujeyi, 2013, CZI, 2015).  

 

With the sponsorship of NEPAD’s Comprehensive Africa Agriculture Development Programme 

(CAADP), Zimbabwe developed an investment programme in 2013, the Zimbabwe Investment 

Programme (ZIP) with the overall objective of achieving sustainable crop and livestock 

productivity (GoZ, 2013). Another promising policy for oilseed production subsector is the draft 

National Contract Farming Strategic Framework (NCFSF) with the overall goal of increasing 

productivity, production, and marketing of selected commodities and contribution of agriculture 

to employment creation and economic development (GoZ, 2014).  

 

In 2011, the Government of Zimbabwe, through the Ministry of Industry and Commerce (MoIC) 

commenced a five-year Zimbabwe Industrial Development Policy (2011-2016) whose aim is 

transforming the country from a producer of primary goods into a producer of processed value-

added goods for both the domestic and export market (GoZ, 2011). The proper execution and 

management of this policy could restore the manufacturing sector’s contribution to GDP in 

Zimbabwe from 15 per cent to 30 per cent and its contribution to exports from 26 per cent to 50 

per cent by 2015(MoIC, 2011). This policy has far-reaching implications for the cotton industry 

whose level of production and capacity utilization has gone down significantly. 

 

The Agricultural Marketing Authority Act (Chapter 18:24) defines the role of AMA by giving it 

the authority to regulate, promote and coordinate the production and marketing of any agricultural 

product, except tobacco, sugarcane and pigs, by producers, contractors or processors, including 

promotion of contract farming of strategic commodities (GoZ, 2014). The various statutory 

instruments enshrined by the Act have significant implications on the governance and coordination 

of cottonseed production and marketing: 

 

•     SI 142 of 2009, as amended by SI 63 of 2011 and SI 148 of 2012 - Agricultural 

Marketing Authority (Seed Cotton and Seed Cotton Products) Regulations – provides for 

the registration of the various players in the cotton industry such as contractors, growers, 

growers’ associations and contractors’ associations on payment of stipulated registration 

fees and annual renewal fees.  
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•     SI 147 of 2012, Agricultural Marketing Authority (Registration of Companies and 

Submission of Returns) Regulations, 2012, requires all companies that intend to be in the 

business of buying and contracting agricultural products to register with AMA and submit 

periodic returns on products bought and processed and keep records of same.  

 

3.5.2.2   Policy Actors and their Influence 

As Larsen (2002) observed, the cotton value chain is one of the most organized sub-sectors in 

terms of policy advocacy and lobbying. The revival of the Agricultural Marketing Authority 

(AMA) in 2009 has brought sanity to the various production and marketing activities of 

agricultural value chains, particularly cotton. The agricultural marketing regulations, as 

promulgated under the AMA Act (CAP 24:18) has stipulated the registration of all traders before 

they can begin trading in agricultural commodities, and the cotton industry has been outstanding 

in terms of implementation of these regulations despite challenges related to pricing and side-

marketing.  

 

Overall, while the majority of the players in the oilseed industry are represented by large industrial 

and active lobby groups such as the Confederation of Zimbabwe Industries (CZI) and the 

Zimbabwe National Chamber of Commerce (ZNCC), the government of Zimbabwe (GoZ) views 

industry lobbying for favourable policies negatively. For example, the “Buy Zimbabwe” campaign 

by CZI to redirect consumer demand for locally produced products is subverted by the high cost 

of producing the same products versus the cheap imports encouraged by the government’s “Look 

East” policy. Moreover, non-state actors’ capacity to influence policy is limited in most cases. 

Rather, their effectiveness depends on the efficacy of their representative organizations, the degree 

of representativeness and advocacy approaches. For example, Mujeyi (2013) laments the 

dominance of a few large-scale agribusinesses (including processors and traders) in most producer 

associations and commodity industrial councils such that smaller family suppliers are not so well 

represented in the commodity committees and associations in which they are members.  

 

This is particularly so in the cotton value chain where policy and regulatory decisions are 

increasingly subverted by those having control over market share, lobbying capacity, and wider 

financial influence. For instance, the Cotton Ginners Association (CGA) generally dominates 

agenda setting in cotton industry policy formulation and implementation at the expense of the over 

250,000 cotton suppliers. Despite the coming on board of the Cotton Producers and Marketers 
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Association (CPMA) an affiliate of the Zimbabwe National Farmers Union (ZNFU) and the 

Federation of Cotton Producers Association (FCPA), an affiliate of the Zimbabwe Farmers Union 

(ZFU), the Cotton Ginners Association (CGA), by virtue of its funding of AMA operations, still 

has an edge over cotton suppliers in the policy decision-making processes of the AMA (Zeparu, 

2014). It can be argued that the dependence by the AMA on the CGA for funding renders the 

authority unfit to act as the adjudicator and regulator of the cotton value chain (ZNFU, 2014; 

Mujeyi, 2013; CZI, 2015).  

 

3.6   Summary 

The chapter gave an overview of the structure, governance, and performance of the cotton value 

chain in Zimbabwe. Though not robust and rigorous as a methodology for value chain analysis, 

this overview chapter gave important insights with regard to the functioning of real-life value 

chains. The chapter revealed a pervasive underperformance across the cotton value chain. From 

inputs supply side to the secondary sectors, the ubiquity of underperformance exposes complex 

and systemic problems which can be alluded as per the conceptual framework to the decisions and 

actions activated in the value chain. Notably, the value chain’s market linkages are severely 

dislocated both locally and internationally highlighting some weaknesses in the operational 

process of the value chain. This is compounded by weak regulatory frameworks across the value 

chain. Although most of the ingredients for a well-structured value chain are apparent, there seems 

to be a lack of alignment of interests and objectives of the players in the cotton value chain. This 

somehow reveals poor direction and goal formulation in the value chain. Apparently, this 

leadership void along the chain causes the failure of collective action resulting in intermediaries 

exhibiting highly opportunistic behaviour patterns that are not supportive of the performance 

improvement strategy of the cotton value chain in Zimbabwe. Evidently, the discussion of this 

chapter relates well to the conceptual framework of the study. Indeed, it has been established that 

the structure of the cotton value chain in Zimbabwe portrays the idea that value chain performance 

is dependent on the operational processes that take place at various stages of the value chain, that 

is, from input supply through to distribution and recycling of products. As well, it was evident that 

the goals and direction taken by the value chain actors do influence the performance of any given 

value chain.  

 

Clearly, actors pursuing shared goals are more predisposed to engage in much needed collaborative 

relationships which as reflected in the cotton value chain in Zimbabwe are needed to improve 

coordination and performance in the future. The Chapter has in accord with the conceptual 
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framework alerted that various institutional and support activities (standards setting, certification, 

accreditation, consultancy services, financing, for example) are relevant to attempts on upgrading 

and transforming performance in value chains. Furthermore, the analysis of the cotton value chain 

in Zimbabwe alerts us to the obvious fact that participation in value chains can also yield victors 

and losers with the net outcomes unlikely to produce positive effects on performance especially if 

the support processes and the behaviour of the value chain actors are not agreed to the goals that 

are crafted to direct the execution of the operational processes of the value chain. As illustrated by 

the cotton value chain in Zimbabwe, the present chapter evidently underlined the fact that 

industries established along inefficient value chains cannot significantly increase the pace and 

scope of industrial growth to the expected levels. More so if they do not have the means to 

objectively evaluate and benchmark their present performance. By relating the components of the 

conceptual framework in Chapter 2 to similar observations in the cotton value chain in Zimbabwe, 

this chapter thus links the theoretical and empirical aspects of the study. It is in order therefore for 

the subsequent chapter to focus on presenting the methods that were used to collect the data that 

informed the proposed performance improvement framework developed in this study. 

Accordingly, the next chapter will be dedicated to describing the philosophical stance, research 

design, research approach, methodology, and methods used during the study. 
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CHAPTER FOUR 

 

RESEARCH DESIGN AND METHODOLOGY 

“A great design is not just a solution, it is the elimination of the problem”  

-Cobanli, 2009- 

 

4.1   Introduction 

As highlighted in the background of the study, value chains have become the epicentre for both 

social and economic development in the evolving globalized world. A major task for researchers 

is then to develop methodological approaches to aid in the understanding of how value chains 

function and suggest ways for sustaining that performance for the benefit of society. This chapter 

describes and justifies the methodology of the study as well as the methods that were used to 

achieve the objectives of this study. It builds on literature reviews in Chapters 2 and 3 to set the 

diagnostic framework used in this study. This empirical study was divided into two parts, the 

preliminary study to answer the first objective and the definitive studies to answer the rest of the 

objectives. The present chapter is logically organized into six successive sections. Subsequent to 

this introductory section, the rest of the chapter is organized as follows: Section 4.2 presents the 

aim of the study while Section 4.3 focuses on the philosophical foundation of the research. Section 

4.4 provides the methodological and research approaches applied in the study and Section 4.5 

describes the methods that were used in general. Section 4.5 presents the procedures for data 

collection and analysis in both the preliminary and the definitive study. Lastly, Section 4.6 presents 

the ethical considerations of the study. 

 

4.2   Purpose of the Study 

From the introduction and the theoretical discussions of this study, it is clear that the purpose of 

this the study points to practical problem-solving. The purpose of the study was to develop a 

performance improvement framework in industrial value chains such as the cotton value chain in 

Zimbabwe. To solve such a practical problem, every manager needs precise, concrete and 

opportune evidence that allows effective decision-making (Beck & Wiersema, 2013). Managers 

in the cotton value chain in Zimbabwe, for instance, face realistic opportunities for uplifting the 

millions of people socially and economically but at the present moment, their industry is 

underperforming having been beset by a plethora of challenges. Managers in this important value 

chain need guidance on how to exploit the observed potential and turn around the fortunes of the 

many people dependent on the value chain. They need an effective framework to help them achieve 
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their objectives. Therefore, this empirical research study is an opportune intervention towards this 

goal by seeking to achieve a number of objectives, hereby stated as seeking to: 

 To identify the crucial tenets for the high performance value chain 

 To determine the factors that influence the performance of a value chains 

 To explore the key components of a Performance Improvement Framework applied to 

value chains  

 

4.3 Philosophical Foundation of the Study 

“The true aim of philosophy is “to show the fly the way out of the fly-bottle” 

-Wittgenstein, 1913- 

 

An examination of the discussions of research methodologies within management research reveals 

basically two features: the fundamental assumptions and the reasons behind the choice of methods, 

and then the technical facets of the methods themselves including procedures and methods for 

analysing empirical data. Such an arrangement is necessary to avoid inconsistencies (Creswell, 

2014; Creswell & Clark, 2011; Cohen, Manion & Morrison, 2011). This implies that the researcher 

must have conceptual clarity about the philosophical foundations of the research paradigm to be 

used in a research. As well, this is an indictment of methodically-led research processes. This 

means any methodological choice must be grounded on the researcher’s philosophical stance 

(Creswell & Planko Clark, 2011, Cohen, Manion & Morrison, 2011; Creswell, 2014; Ngulube, 

Mathipa & Gumbo, 2015). In other words, the philosophical assumptions a researcher has before 

the construction of theories play an important part in how theory is developed as well as the type 

of ‘knowledge’ that is developed when research is conducted (Pittaway & Tunstall, 2016; 

Pittaway, Holt & Broad, 2014; Sobh & Perry, 2006).  

 

From Sedmak & Longhurst (2010), pertinent questions around what constitutes a valid research 

and what should be the appropriate research methods for use have been identified and scholars 

(Bryman, 2012; Creswell & Planko Clark, 2012; Scotland, 2012; Mertens, 2010; Burrell & 

Morgan, 1979) encourage the identification and clarification of the underlying assumptions before 

the research and during the entire research process. By articulating these somewhat ‘hidden’ 

assumptions, researchers gain the ability to evaluate their research. As such, researchers in social 

sciences in general and organization and management studies are called to recognize the role of 

ideology, meta-theory and other ‘taken-for-granted’ assumptions (axioms) in influencing the 
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construction of knowledge (Aldrich & Martinez,  2015; Bygrave, 2012; Aldrich, 2000). Burrell & 

Morgan (1979), for example, highlight the importance of the underlying paradigms in business 

and management research. 

 

For Burrell & Morgan (1979), underlying philosophies inform business and management scholars 

of the intricacies involving organizational research. The authors also promote consciousness on 

the influence of paradigms in the construction of knowledge by identifying three philosophical 

assumptions, namely ontological, epistemological, and the relationships between knowledge and 

the empirical world as important for business and management research. This advice is pertinent 

and therefore heeded in this study. The next sections, therefore, situate the study within the 

assumptions discussed above.  

 

4.3.1   Research Paradigms 

As suggested in the foregoing, a research paradigm implies the fundamental philosophy guiding a 

researcher in observing, analysing and interpreting a social phenomenon (Morgan, 2007; Creswell 

2014). It entails the understanding of the nature of the reality and how knowledge about the 

phenomenon can be gained (Saunders et al., 2009). As observed earlier on, the philosophy of 

research paradigms relies on a pecking order of three elements, that is, ontology, epistemology, 

and methodology (Krauss, 2005; Scotland, 2012; Howell, 2012; Spencer, Pryce & Walsh, 2014). 

 

Ontological assumptions pertain to a researcher’s beliefs about the physical and social reality 

(Ngulube, Mathipa & Gumbo, 2015; Creswell, 2014; Scotland, 2012; Elder-Vass, 2007), that is, 

they examine the nature of being. In other words, ontological beliefs explain the essence of 

phenomena under investigation, whether the empirical world is assumed to be objective 

(independent of humans) or subjective (existing only through human action) (Scott & Davis, 2015; 

Ngulube et al., 2015; Guba & Lincoln, 1989; Crotty, 1998). In the study of value chains, 

researchers are duty bound to discover that which exists in the empirical world of value chains as 

well as that which can be known about this world (Jonker & Pennink, 2010; Fawcett & Waller, 

2011). Secondly, ontological assumptions point towards beliefs about human rationality (Bryman, 

2012; Ngulube et al., 2015). And lastly, ontological assumptions have to do with the beliefs about 

social relations, that is, the manner in which people in organizations, groups, and society interact 

(Cohen, Manion & Morrison, 2013). Social interactions may be generally stable and orderly or 

primarily dynamic and conflictual (Bryman, 2015; Denzin & Lincoln, 2011; Chua, 1986).  
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These three ontological assumptions lead scholars to suggest that the underlying assumptions of 

ontology occur in a continuum stretching from nominalism through to realism, with materialism 

found in between the two extremes (Denzin & Lincoln, 2011; Bryman, 2012; Ngulube et al., 

2015). Nominalism (idealism) denotes the belief that objects exist in terms of what individuals 

think they are (Shottenkirk, 2009; Penner, 2012; Putnam, 2014). For Burrell & Morgan (1979) and 

Yin (2013), the theory sees a society in a relativistic manner such that the social world it describes 

is all about names, concepts, and labels through which the individual structures the reality. In this 

way, the world’s social structure and its attendant interpretation become the centre of reality 

construction (Howe, 2012; Bazeley, 2013). The laws of causality cannot apply in such an idealistic 

ontological disposition (Bhaskar, 2013).  

 

Thus, from a nominalist perspective, reality exists only in particular things, that is, once particular 

things are seen or heard and are similar in properties as those encountered before in life, then they 

can be classified into universal concepts (Ryle, 2009). Clearly, in this instance, particulars 

dominate the universals since universals on their own have no reality without the presence of 

physical objects (Maxwell, 2012). Furthermore, reality may be classified as man-made or natural 

(Rosch, 1999). Through these classifications, realists explain universal concepts and consequently 

deduce the truth about the general nature of particular things (Creswell, 2014; Cohen, Manion & 

Morrison, 2013). 

 

Ontological assumptions give rise to epistemological assumptions (Burrell & Morgan, 1979; 

Cohen et al, 2007; Yin, 2013; Marshall & Rossman, 2014), that is, the researcher’s beliefs about 

knowledge (Hofer & Pintrich, 2004; Hofer, 2006). For many scholars, epistemology is the 

philosophy that takes care of the nature, sources and forms of knowledge (Cohen, Manion & 

Morrison, 2007; Creswell, 2014). Therefore, epistemological assumptions are about how people 

understand and conceptualize the world around them (Marton, 1986; Harding, 1992; Connell, 

2012). They involve making assumptions about what constitutes knowledge, how this knowledge 

might be constructed and be appropriately communicated (Creswell, 2013). Adopting the positivist 

stance, for example, would see theory becoming true only if it is continually unfalsified by 

empirical incidents (Chua, 1986).   

 

Epistemological assumptions are closely related to ontological assumptions and the methodology 

adopted for a particular inquiry (Cohen, Manion & Morrison, 2007; Creswell, 2014). This is to be 

expected since ontological assumptions are about the philosophy of reality while epistemological 
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assumptions address how reality is known with the methodology identifying the particular 

practices employed in the acquisition of the knowledge (Yin, 2013; Marshall and Rossman, 2014). 

Thus the core of epistemological assumption is the interrogation of relationships between the 

researcher and the phenomena that are under investigation (Alvesson & Sandberg, 2011; Easterby-

Smith, Thorpe & Jackson, 2012; Sparkes & Smith, 2013). 

 

Assumptions about knowledge and the empirical world are the researcher’s beliefs about the 

purpose of knowledge in the world of practice (Chua, 1986). Generally, there are beliefs on how 

knowledge is employed to better people’s lives (Addy & Blanchard, 2010), to emancipate people 

from oppression (Blakeley, 2013) or to give some technical answers to pre-given goals (Chua, 

1986). Since theory plays an important role in business and management practice, researchers in 

business and management must at some point confront their beliefs concerning the function of 

theory in the practical world, that is, in terms of their values and intentions (Orlikowski & Baroudi, 

1991) in carrying out a business or management research study. For example, some business and 

management researchers follow their own research interests and particular theories in order to 

solve specific problems in the business arena while others pursue theory in the hope that it 

positively impacts on organizational social relations (Dunning, 2014; Stewart & Shamdasani, 

2014; Orlikowski & Baroudi, 1991). 

 

In the next sections three philosophical assumptions applied in social sciences, specifically 

business and management are interrogated. These are positivism, interpretivism, and critical 

theory. Diverse strengths and weaknesses are observed in each of the three philosophical 

assumptions.  

 

4.3.1.1   The Positivist Philosophy 

In terms of ontological assumptions (beliefs about physical and social reality), objectivism has 

been institutionalized as the criterion for ascertaining truth (Poni, 2014). Certainly, in positivism, 

interest is on a single, tangible and fragmental phenomenon (Donmoyer, 2014; Persson, 2010). 

For Chua (1986), a chosen aspect of the phenomenon is unique with one best description. Various 

authors (Lakoff, 1987; Woo & Reeves, 2007) contend that objectivism is "one version of basic 

realism" according to which reality exists free from human input. For the objectivists, a real world 

exists when there are entities structured according to certain attributes and relationships (Herbst et 

al., 1994). As the classification of such objects is dependent on attributes, the reality of the world 

thus reflects a full and correct structure that can be modelled (Ahrens, 2008).  Symbols represent 
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a reality which is only meaningful to the degree that they correspond to reality (Schieffelin, 1985; 

Searle, 1995; Johnson, 2013).  

 

In turn, the human mind processes abstract symbols in a computer-like fashion in order to describe 

nature (Penrose, 1999). Human thought thus mirrors symbol-manipulation and it is independent 

of the human organism (Pagels, 1988; Lakoff, 1988; Morris, 2010). The meaning of the world 

exists objectively, independent of the human mind and it is external to the knower (Meurant, 2016; 

Bellefeuille, 2006). According to Chua (1986), the independence of the investigator from the 

phenomenon being studied defines the positivist stance. Further, the demarcation between study 

reports and theory declarations must be clarified (Newman, Hitchcock & Newman, 2015). An 

objectivist believes in a single truth and precise reality which is only possible through objective 

methods of science (Crotty, 1998; Guba & Lincoln, 1994; Easterby-Smith et al., 2012). Only by 

studying this world is it possible to identify structures and entities as well as their attendant 

attributes and relationships (Chua, 1986). These can then be represented by theoretical models and 

abstract symbols. The words of Lakoff (1987:163) "knowledge consists in correctly 

conceptualizing and categorizing things in the world and grasping the objective connections 

among those things and those categories" describe the positivist stance all too well.  

 

Positivism in the context of value chain research implies that value chain researchers have in their 

minds objective physical and social worlds existing independently of human actions, and the 

nature of which is captured, described and quantified (See Dekker, 2003). It is implied that the 

researcher’s work involves collecting and interpreting the data using objective approaches 

(Creswell, 2013). The results and findings of such a research endeavour are clear and quantifiable 

(Bryman, 2015). Indeed, organizations in value chains have characteristics and actuality outside 

the actions of their members and the analyst’s task is to "discover" the physical and social realities 

by constructing accurate tools to identify and measure those aspects of reality which are the objects 

of research (Bryman, 2015).  

 

Understanding a particular value chain is, therefore, a measurement problem requiring the 

researcher to create a suitable and precise set of tools to summarize the fundamental nature of 

value chains (Chua, 1986). In this investigation, the analyst is passive and neutral, ensuring no 

interference with the workings of the value chain (Helms, LeMay & Dwyer, 2016). For example, 

the analysis of the impact of the value chain architecture on performance entails the assumption 

that architecture has objective properties and can be represented by various constructs and 
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instruments created by the analyst such as internal rivalry, diversity, agglomeration, formalization, 

and hierarchical levels. In tandem with other researchers holding a positivist perspective, value 

chain analysts would subscribe to the assumption of intentionality and rationality in terms of 

human actions within value chains (Bryman, 2015; Denzin & Lincoln, 2011; Chua, 1986).  

 

Furthermore, the analysts’ view of social reality is that of stable and orderly interactions among 

the humans in specific value chains (Powell & DiMaggio, 2012). This suggests minimal conflicts 

and contradictions if at all they do occur in value chains (Jehn & Mannix, 2001). The existence of 

conflicts in value chains would, therefore, bring instability to the chain that value chain managers 

must overcome (see Chua, 1986). In addition, conflict in a value chain is seen as some kind of 

inconsistency, indicating a disturbance that needs prompt correction to avert further damage to the 

value chain (Kuhn, 2012; Orlikowski & Baroudi, 1991; Chua, 1986). Lastly, for the positivist 

value chain analyst, the historical context is disregarded, opting instead to concentrate on 

analyzing the present (Kuhn, 2012; Ahrens, 2008; Chua, 1986). 

 

Regarding knowledge, the positivist value chain analyst’s espoused epistemological assumptions 

focus on the ability to test theories with empirical data (Myers, 2013). The locus of the positivist 

is to verify theories (Bleicher, 2014). Here, the prime concern for the analyst is to test for common 

theories or principles from which lower-level hypotheses may be deduced (Leech, 2016). Putnam 

(2014) suggests that a positivist researcher operates deductively in discovering “unilateral causal 

relationships” that can be used to generalize and predict forms of behaviour across circumstances 

based on the knowledge acquired from investigations. Accordingly, the positivist stance in value 

chain research leads to general theories of universal application (Cornford & Lichtner, 2014).  

 

Lyon, Mšllering & Saunders (2015) add that a positivist approach reflects true knowledge as it is 

founded on the study of the actual occurrence with objectivity and in the actual realm. To support 

this epistemological belief, a value chain analyst holding the positivist perspective must always 

utilize appropriate research methodologies (Kuhn, 2012; Ahrens, 2008; Chua, 1986). Thus, the act 

of following only the known and approved procedures becomes the surest way to obtain valid 

knowledge (Babbie, 2015; Bryman, 2015; Creswell, 2014; Zikmund, Babin, Carr & Griffin, 2013). 

The data collected is quantitative and large samples are required to confirm the generalizability of 

findings (Saunders et al., 2015). The end product is undisputable facts that are timeless (Idahosa, 

2016, Fisher, 2007). The researcher has no influence on the results of an investigation and 
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assuming that all the other variables are held constant, other researchers also arrive at the same 

conclusions in replication studies (Creswell, 2014).  

 

Finally, pertaining to the relationships between theory and practice, a positivist researcher is 

independent of the studied phenomenon (Giddens, 1974). The researcher adopts a value-free 

position (Ormston, Spencer, Barnard & Snape, 2014; Scotland, 2012; Furlong & Marsh, 2010). 

This entailed impartiality during the observation allows the objective evaluation of value chain 

practices and processes without any compromises stemming out of moral judgments or subjective 

opinions (Pizzirani, 2016; Selznick, 2008). This essentially implies the ability to critique the 

processes rather than the outcomes of the research (Usher, 1996).  

 

In spite of the foregoing, many scholars (for example, Beattie, 2014; Myers, 2013; Putnam 2010; 

Rutherford, 2010) discuss the limits of the positivist stance in researching organizations. The major 

contention revolves around the pursuit of universal principles which protagonists argue results in 

the pointless omission of historical and background conditions as potential causes of incidents or 

impacts on human actions (see, for example, Carroll & Buchholtz, 2014).  This is an important 

observation as the performance of a value chain is influenced by the social settings in which value 

chain firms are embedded. Certainly, issues such as the time, locality, policies, and the way of life 

define the value chains (Bair, 2008; Gibbon et al, 2008; Nadvi, 2008). This implies epistemic 

diversity is necessary for the improvement efforts in value chains. The next section discusses the 

other side of the coin.   

 

4.3.1.2   The Interpretivist Philosophy  

The other side of the paradigm continuum represents interpretivism. Unlike the objectivism strand 

which positions physical and social reality as free from human input, interpretivism acknowledges 

that knowledge can never exist independent of the humans (Creswell, 2014; Saunders et al., 2009). 

Proponents of this orientation (Burr, 2015; Duffy & Jonassen, 2013; Anastasiou & Kauffman, 

2011) argue that all that is known and done by humans originate from the human mind. Thus, 

interpretivism connotes socially constructed knowledge (Creswell, 2014). This implies that in an 

interpretive value chain analysis, the reality is created by the analyst or manager. By giving 

meaning to the observed phenomena, the value chain analyst constructs reality (Johannessen, 

McArthur, Jonassen & Leirbæk, 2015; Jonassen, 2010) that is holistic. In other words, researcher’s 

active experiences are the conduit to the construction of reality about the value chain (Creswell & 

Plano Clark, 2009c).  
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In essence, the interpretive scientist trying to understand a particular value chain has to interpret 

the human actions by matching them with the individual aims as well as the social structure of 

meanings (Beatie, 2014). Since humans cannot objectively access the world (the world in an 

objective sense cannot be identified), this becomes an indictment of the interpretive value chain 

analyst’s ability to propose sound solutions. Therefore, the use of interpretivism in the study of 

value chains always produces subjective outcomes (Zacharia, Nix & Lusch, 2011). In all fairness, 

it is difficult to define exactly what elements are important and crucial and should be included or 

excluded in a framework for improving the performance of a particular value chain (Miemczyk, 

Johnsen & Macquet, 2012).  

 

Rather than worrying about the outcomes of research, the analyst is primarily worried about the 

process of carrying out the research. Moreover, according to Marshall and Rossman (2014), there 

are no known specifications for deciding the exact procedures for conducting an interpretive 

research, an issue that in a globalized economy would detract managers from making quick 

decisions in response to rapidly changing conditions along value chains. In addition, as 

propounded by Chia (2002), the meaning of something is in itself built on previous meanings as 

well as social practices (Potrac, Jones & Nelson, 2014). This kind of research has the potential of 

ending up in "thick" real-life case studies that add not much value to knowledge generation (Gray, 

2013; Green & Thorogood, 2013; Chua, 1986).  

 

Interpretivism’s key philosophical and epistemological assumptions situate the real world in 

people’s experiences in spite of the fact that truth is localized and multiple actualities are assumed 

(Modell, 2009). Interpretivism in value chain analysis can thus be construed in terms of the value 

chain that gets created in the human mind via contacts with the world of value chains. The symbols 

used in the construction of reality are produced by the prevailing culture. According to Saunders 

et al. (2012), the interpretive stance emphasizes the understanding of human action, not the forces 

causing it since actions and beliefs depend on the researcher’s interpretation of them (Creswell, 

2014; Mertens, 2014). Through perceptions and interpretations of the world, humans create these 

symbols in their minds and since human thought is a combination of perceptions, sensory 

experiences and social interaction, it follows then that the meaning attached to the world is a 

function of the interpretive processes which are governed by experiences and understandings of 

the knower (Creswell, 2014; Mertens, 2014). 
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In terms of theory and practice, through human language and acts, interpretive knowledge brings 

to light what people are essentially doing (Van Manen, 2016). Here, the symbolic structures and 

taken for granted themes are highlighted to define the world distinctively (Cohen, 2013). 

According to Chia (2002), an interpretive has no interest in controlling the empirical phenomena, 

thus suggesting a lack of practical application. Rather, the interpretive researcher seeks to deepen 

the interpretation of human actions through presenting multiple realities of the value chain (Van 

Manen, 2016; Lincoln, Lynham & Guba, 2011). In the process, mutuality is achieved among the 

people (See, for example, Thomson & Perry, 2006). This implies that by understanding what 

people do in a particular value chain, a manager comprehends a new language and form of life 

taking place (Burr, 2015).  

 

The foregoing suggest a persistence in the so-called paradigm wars in which researchers are stuck 

in two distinctive camps where the positivistic researchers’ belief is that the social world consists 

of concrete and unalterable reality that is quantifiable and objective while the interpretive 

researchers argue that the reality is socially constructed by the humans, is alterable and understood 

subjectively (Kroeze, 2012). However, it is clear that the development of an effective performance 

improvement in the value chain demands the use of diverse epistemic foundations. Objectivism 

alone minimizes the understanding of the value chain while on its own subjectivism does not result 

in concrete actionable information about the value chain (Auguste, 2011). A need thus arises for 

value chain researchers to move inwards along the paradigmatic continuum. The next subsection 

looks at the role played by pragmatism in strengthening value chain analysis.  

  

4.3.1.3   Pragmatism 

For Pragmatists, both positivism and interpretivism have certain limits and potencies when it 

comes to assessing and understanding of the reality (Johnson & Onwuegbuzie, 2004; Biesta, 2010; 

Rorty, 2013). The argument is that researchers should be pragmatic and utilize the strengths of 

both philosophies to effectively address a research problem (Onwuegbuzie & Leech, 2005; Badir, 

2015). Moreover, there is no clear-cut distinction between subjectivity (as explained by 

interpretivism) and objectivity (as explained by positivism) in doing research in the real world 

(Tuli, 2011; Gray, 2013; Robson & McCartan, 2016). Researchers always view through their 

multiple lenses (Krauss, 2005; Chase, 2007). Furthermore, researchers have their values and 

beliefs which cannot be separated or detached when doing research (Usher, 1996; Van Manen, 

2016). Thus, researchers have no reason to remain detached nor to be fully a part of the research 

problem (Tashakkori & Teddlie 1998; Gray, 2013; Brenner, 2013; Badir, 2015). 
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Pragmatism promotes the use of mixed research methods (Perry, 1998; Denscombe, 2014; Evans, 

Coon & Ume, 2011) to allow a better qualitative explanation of quantitative data and relationships 

(Bryman, 2015). The pragmatic paradigm is well indicated in contemporary studies (Magutu, 

Mbeche, Njihia, & Nyaoga, 2016; Manian, Jamporazmey, & Sherkat, 2014; Amini, Seyadat, 

Pirali, & Amini, 2014; Sweeting, 2005; Stiles, 2003; Johnson & Onwuegbuzie, 2004; Alise 

&Teddlie, 2010; Denzin, 2012; Sheehan & Perry, 2015). 

 

4.3.2   The Research Paradigm for this Study 

Value chains and their context are highly complex, are multidimensional and involve the 

interaction of many diverse people. As indicated in Chapter 2, value chains have inherent social, 

economic and technical aspects that are unique and varying according to space and time. This is 

indicative of the need to view the dynamics in value chains as an array of realit ies that have 

multiple connections among the various elements (Aastrup & Halldórsson, 2008; Baldwin, 2011; 

Collins, 2014; Senge, 2014; Nelson & Tallontire, 2014). Thus, ontologically, value chains may be 

deemed to have more than one outright reality but many assessable aspects (Adamides, 

Papachristos & Pomonis, 2012; Hatch & Cunliffe, 2013; Gereffi et al., 2014; Magutu, Mbeche, 

Njihia & Nyaoga, 2016). Basing on this ontological stance, it can be argued that both objective 

and subjective information and knowledge sources are epistemologically indicated for this study. 

Both qualitative and quantitative data are necessary, and ought to complement each other, for a 

richer understanding and evaluation of the components of the value chain.  

 

The belief in this research is that it is impossible to fully understand the value chains if one does 

not seek to look at the whole world of value chains. The world of value chains as mentioned earlier 

is complex and has numerous things that might not be known (Gereffi et al., 2014; Magutu et al., 

2016). This study is to understand the cotton value chain in Zimbabwe in terms of its strengths and 

weaknesses, threats and opportunities and be able to recommend a performance improvement 

framework to turn around the fortunes of the actors. This implies that in order to study this value 

chain in its context, appropriate design and appropriate methods are necessary to get information 

for added understanding.  

 

Given the foregoing, the present study adopted the pragmatic paradigm which according to 

Saunders et al. (2009) accepts the use of mixed research methods to generate both quantitative and 

qualitative data. This is consistent with most of the contemporary research in the fields of 

economics and business management. Collis & Hussey (2013) have demonstrated the applicability 
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of pragmatic paradigm in business research for the academic context while Golicic & Davis (2012) 

successfully implemented the mixed method approach in the supply chain management context. 

The subsequent section presents the methodological and research approaches as applied in this 

study. 

 

4.4   Research and Methodological Approaches 

The previous section indicated the philosophical stance of the present study, namely the 

pragmatism incorporating both objective and subjective epistemologies. This part of the thesis 

presents the research design and the methodology used in this study. It focuses on all the processes 

and procedures that were undertaken to generate and develop theory. A research design addresses 

different aspects of the research procedure, from philosophical assumptions to data analysis 

(Creswell, 2014).  The overall research design adopted in this study is illustrated in Figure 4-1 

below. 

 

Figure 4-1: The Research Design adopted in this Study 

 

 

Source: Adapted from Badir, 2015 

 

4.4.1   Research Approach 

This study adopted a mixed method approach, which according to literature (Creswell, 2014; 

Bryman, 2015; Badir, 2015), corresponds to the use of both quantitative and qualitative tools in 

the collection and analysis of data in the single study to understand better a research problem. The 

reasoning in using the mixed method has been informed by the understanding that neither 

quantitative nor qualitative methods on their own are sufficient in capturing the details of a 
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complex situation, such as the performance of a value chain. A combination of quantitative and 

qualitative methods allows for a more comprehensive analysis of such a situation (Tashakkori & 

Teddlie, 2009; Creswell, 2014; Bryman, 2015).  

 

In utilizing quantitative methods, there is reliance on numerical data (Salkind, 2012; Leedy & 

Ormrod, 2013; Gray, 2013) with the researcher determining the kind of variables to investigate as 

well as the instruments that can yield reliable and valid results. In contrast, qualitative methods 

connote a process of understanding (Creswell, 2014) in which the analysis of words in a natural 

setting results in a complex and holistic picture about the situation (Creswell & Poth, 2017). 

Because data is obtained from the real-life situations, qualitative methods allow the contextual 

factors to frame the research problem (Sekaran & Bougie, 2016). A mixed methods approach gives 

the researcher the flexibility to choose approaches, variables, and units of analysis that are most 

appropriate to give answers to their research questions (Tashakkori & Teddlie, 2009). As 

quantitative and qualitative methods are consistent with both numerical and text data can assist 

with a better understanding of the research problem. 

 

In a business environment characterized by the interconnectedness of the business activities, a 

mixed method analysis of value chains is important. In the context of the cotton industry in 

Zimbabwe, many unknown issues, threats, and opportunities are at play and a plurality of view of 

the chain is needed to suggest interventions that can turn around the entire chain so that the 

livelihoods of the people dependent on its sustainability can be assured. Authors in this field 

(Badir, 2015; Ndanga, Quagrainie & Dennis, 2013) motivate for the use of mixed methods in 

determining the dynamics of chains, such as chain flows, governance and power influences, and 

for assessing the performance of the chain. This approach is also useful in identifying constraints 

affecting value chain performance so that strategies for improving the performance of the value 

chain can be devised (Badar, 2015; Ndanga et al., 2013; Kaplinsky & Morris, 2001). 

 

4.4.2   Methodological Approach 

To answer the questions of this study, a case study cross-sectional survey research was utilized. In 

research, a methodological approach comprises the research methods, data collection methods, 

modes of data analysis and the detailed justification for their employment in the particular research 

(Gray, 2013; Creswell, 2012; Harding, 1987). Thus, as posited by Johnson (2014), a researcher’s 

methodology simply refers to the philosophical framework as well as the fundamental assumptions 

of a study. Since the applied philosophical framework impacts on the procedures of research, the 
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definition of the methodology adopted in this study insinuate a framework that relates to the entire 

research process. This definition draws strongly from Marshall and Rossman (2014) analogy in 

which they compare research methodologies to some kind of a translation language used to map a 

paradigm into actionable steps that are followed in a research project. In pursuance of the goals of 

the present research project, the following sections are dedicated to the explication of the 

methodological components from a general perspective at first and only then is more emphasis 

placed on their practical implementation within the context of this present research project.  

 

A wide range of research methodologies such as case studies, surveys, simulations, field 

experiments and action research are discussed in the extant literature(for example, Creswell, 2014; 

Bryman,2012). To answer the questions of this study, a cross-sectional survey research was 

utilized. Specifically, a descriptive survey design was employed to guide the study. This design 

attempts to understand events as they currently occur as well as how they relate to other factors 

(Bryman, 2015; Creswell, 2014; Leedy & Ormrod, 2013). In the view of Neuman (2003), a 

descriptive survey study collects data (facts and opinions) concerning the present conditions and 

condition of phenomena.  

 

Thus, when applied in value chain analysis, a descriptive study summarises the status of the value 

chain phenomenon as it currently occurs by collecting data on the study population and relating 

the attributes to the rest of the population. Because the sample reflects the same attributes as the 

study population it follows therefore that within a calculable margin of error the findings of the 

study are generalizable to study population, in this case, the entire cotton value chain in Zimbabwe. 

While Salkind (2012) asserts the role of surveys as pertaining to the examination of the frequency 

and associations between psychological and sociological variables as well as tapping into 

constructs such as attitudes, beliefs, prejudice, preferences and opinions, the present study’s key 

concern was to elicit the opinions of various value chain experts on the operationalization of the 

variables identified in the conceptual framework that was developed in the theoretical part of this 

study. 

 

4.4.3   Research Design 

This study used a sequential explanatory mixed methods design, consisting of three distinct phases 

(Creswell, 2014). The first phase involved a qualitative textual data collection to identify the 

cardinal tenets of the cotton value chain in Zimbabwe, thus giving the necessary contextual factors. 

The second phase involved a quantitative technique to collect numerical data necessary for testing 
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and developing theory. The third phase then used the qualitative method to identify the components 

of the performance improvement framework for the cotton value chain in Zimbabwe. The 

quantitative and qualitative methods were integrated during the discussion of the outcomes of the 

whole study. The next subsection presents the methods that were employed in this study from a 

general point of view. A detailed discussion will be presented in the data collection procedures 

section.   

 

4.4.4   Research Methods 

Mixed quantitative and qualitative methods were used in line with the specific objectives of the 

study. Specific method strengths, type of data required and other practical imperatives guided the 

use of a specific method. Badir (2015) urges business and management researchers to select their 

methods in line with the specific objectives and methodology of their study. Such a selection of 

appropriate research methods for collecting and analyzing data is essential for the validity and 

reliability of a business study (Badir, 2015; Malhotra, 2013; Gray, 2013; Jonker & Pennink 2010; 

Saunders et al., 2009; Jonker & Pennink, 2010). Thus, documents, a questionnaire, and focus 

groups were used to collect data in this study. This is consistent with the contemporary practice in 

business management research where a variety of research methods are used to investigate a 

plethora of issues (Teddlie & Tashakkori, 2009; Cameron & Molina-Azorin, 2011; Harrison, 2013; 

Bryman & Bell, 2015).  

 

4.4.4.1   Documents 

The study of documents such as reports, newspapers and minutes of meetings is indicated in 

qualitative studies (Bowen, 2009; Altheide & Schneider, 2012; Myers, 2013; Creswell 2014). The 

documents are key in confirming established facts about the phenomenon. According to Merriam 

& Tisdell (2015), studying documentary evidence helps to enhance the validity and reliability of 

the study. In the case of this study, in order to understand the current performance of the cotton 

value chain in Zimbabwe, the challenges and opportunities and the efforts towards improving the 

performance and their successes and failures, documentary evidence was indispensable.  

 

There are a number of advantages of using documents as sources of research data in business 

management research. These include issues of accessibility; invisibility of researcher at the 

research site; access to sensitive information; the non-contrived nature of documents; and the 

holistic universe of communications that documentary archives provide (Creswell, 2014). Hence, 
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access to a diverse sample of document material is a distinct advantage of using documents as a 

source of data in research as described below: 

 

Firstly, documents are manageable and practical resources. For Bowen (2009), documents are 

easily accessible and reliable source of data. Documents as sources of data are much more cost 

and time efficient when compared to observations or experiments (Bowen, 2009). Also, documents 

are stable, “non-reactive” data sources, that is, they can be scanned and studied over and over again 

without being influenced by the researcher or the research process (Bowen, 2009: 31). In addition, 

document scanning can be used in different ways to prop and fortify research.   

 

The analysis of documents can be applied either as a primary data collection method or to 

complement other methods. According to O’Leary (2014), documents can provide supplementary 

research data. This makes document analysis very useful and beneficial method for most research. 

Documents can be used to provide background information and broad coverage of data, thus 

allowing easy contextualization of within its subject or field (Bowen, 2009). For O’Leary (2014), 

documents can be instrumental in the provision of data that can no longer be observed. As well, 

documents can provide particular details forgotten by informants. Document analysis can be 

utilized to track changes and developments that have taken place over a period of time. Bowen 

(2009) also stresses that documents can amply pinpoint those pertinent questions that should be 

examined or those circumstances that should be observed. This way the research is made critical 

and comprehensive (Bowen, 2009). In the current study, the documents were especially important 

in closing gaps in information due to the massive de-industrialization marking the cotton value 

chain. 

 

According to O’Leary (2014), the disadvantages associated with the use of document are not 

limitations to research at all. Rather, they should be seen merely as potential concerns researchers 

should take note of before opting for or using document analysis in as a data collection method. 

An initial concern to consider is that documents are not created with data research agendas and 

therefore require some investigative skills (Bowen, 2009). A document on its own might perfectly 

provide all the pertinent information necessary to answer the research questions. Some documents 

may only provide a small amount of useful data or sometimes none at all (Yin, 2013; O’Leary, 

2014). This is attributed to other documents being incomplete, or their data may be inaccurate or 

inconsistent.  
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Sometimes there are gaps or sparseness of documents, leading to further searching of additional 

documents than planned (Bowen, 2009). Also, some documents may not be available or easily 

accessible. For these reasons, O’Leary (2014) recommends that researchers should first evaluate 

the quality of the documents and be prepared to encounter some challenges or gaps when utilizing 

document in their research. Another concern pertains to the potential presence of biases both in a 

document and from the researcher. Hence, researchers must thoroughly evaluate and investigate 

the subjectivity of documents and their own understanding of their data in order to preserve the 

credibility of your research (Bowen, 2009; O’Leary; 2014).  

 

However, the above concerns can be easily avoided by having a clear process that incorporates 

evaluative steps and measures (O’Leary, 2014). As long as the researcher uses documents with the 

full knowledge of what the method entails and has a clear process planned, the advantages of using 

documents as a method of data collection will prevail over the aggregate issues that could occur.  

 

4.4.4.2   Questionnaire 

The questionnaire was employed in this study because it presents many advantages to the success 

of this business management research (Malhotra, 2013; Gray, 2013; Jonker & Pennink, 2010; 

Saunders et al., 2009; Jonker & Pennink 2010; Greener, 2008). A questionnaire can provide broad 

information about the problem, is easier to administer, and covers a large group of respondents 

(Leedy & Ormrod; 2013; Bryman & Bell, 2015; Merriam & Tisdell, 2015). Moreover, the mode 

of questioning can be standardized and the researcher needs not be present when the respondents 

are completing it. Equally important, the same questions are asked in the same order making it 

easier for respondents to follow. As well, questionnaires give numerical data that can be calculated, 

compared, and statistically tested (Salkind, 2012; Polit-O'Hara & Beck, 2006). Furthermore, self-

completion questionnaires decrease the incidence of bias due to interviewer characteristics of the 

interviewer and thus can improve the reliability of responses from the respondents (Gray, 2013; 

Creswell, 2014; Bryman & Bell, 2015). Given these benefits, a self-completion questionnaire was 

applicable in collecting sensitive business information in the cotton value chain in Zimbabwe.  

 

Nevertheless, there are also disadvantages associated with using a questionnaire in business 

management research (Gray, 2013; Jonker & Pennink 2010; Saunders et al., 2009) which 

management and business researchers must be aware of when using questionnaires. By and large, 

the characteristics of the respondents, for instance, their memory, knowledge, experience, 

motivation, and personality may affect the quality of data that is collected by questionnaires 
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(Merriam & Tisdell, 2015). Certainly, there is always the possibility of a social desirability bias 

where people attempt to protect themselves in good standing (May, 2011). In short, the researcher 

can get their responses but cannot know for sure what they really think or do. As well, the 

researcher may not know respondents’ insight views, attitudes, and values (Saunders et al., 2009). 

In any case, the researcher cannot see or observe respondents’ verbal and nonverbal behaviours 

(Merriam & Tisdell, 2015). This implies, researchers may miss some essential information by 

failing to ask, or give respondents an option to choose. For these reasons, the use of a questionnaire 

alone in this research would have implied the loss of in-depth information to give a fuller view of 

the crucial tenets and the key components for developing a performance improvement framework 

for Zimbabwe’s cotton value chain.  

 

4.4.4.3   Focus Groups 

Focus group discussions were used in the study in order to broaden the findings of the study. A 

focus group discussion is clearly an efficient method for collecting data from a number of people 

concurrently (Malhotra, 2013). A focus group takes advantage of the accounts that arise during 

group interaction. Such interaction offers an insight into the focus group participants’ opinions and 

experiences; the comparisons of which are a valuable source of insights into complex behaviours 

and motivations (Morgan, 1997; Farnsworth & Boon, 2010). After all, the group dynamics of recall 

and elaboration enhance the collected data (Malhotra, 2013). Equally important, focus groups are 

can abate sensitive views or those views held by the minority in the group (Krueger & Casey, 

2014). As a matter of fact, exploring the sensitive issues in value chains requires people who find 

comfort in each other and also who share similar experiences (Miller & Rollnick, 2012). 

 

In this study, it was critical to acquiring insights on the sensitive issues regarding the key 

components of performance improvement framework for industrial value chains from the experts 

on the cotton value chain in Zimbabwe. Such information is not easy to obtain by questionnaire. 

This implies that only focus groups would stimulate participants to talk and discuss these sensitive 

issues (Mertens, 2014). Of course, a study of value chains using focus group is more realistic and 

natural than the individual interview (Mertens, 2014; Tummala & Schoenherr, 2011; Nang'ole, 

Mithöfer & Franzel, 2011; Soosay, Fearne, & Dent, 2012). Comparatively, the use of focus groups 

in research is inexpensive and flexible. During the conduct of this study, it was conceivably easy 

to gather useful information in a short space of time. As well, since the sampling was done along 



 

118 

the composite sectors of the value chain it was easily possible to draw up focus groups from natural 

existing groups (Krueger & Casey, 2014; Mertens, 2014).  

 

In spite of the foregoing, a concern about the weaknesses associated with focus groups is noted, 

for instance, complications due to participants’ personalities, worries about confidentiality, and 

generalizability hovered over the process of data collection using the focus group (Krueger & 

Casey, 2014; Mertens, 2014). Being a good and experienced facilitator, this worry was overcome. 

Group rules of engagement were agreed at the outset of the discussion. In spite of some 

documented focus groups weaknesses, in this study, it was still found to be practical, flexible, and 

appropriate for acquiring the needed information. Moreover, the use of a focus group guide was 

instrumental in prompting the focus group discussion. As well, when participants advanced 

pertinent arguments, in-depth deliberations were urged for more information (Krueger & Casey, 

2014; Malhotra, 2013). 

 

4.5   Data Collection 

This section focuses on the primary methods used by the researcher to actually collect the requisite 

data to achieve the stated objectives of the study. Data collection was divided into two phases, 

namely, the preliminary and the definitive studies. The subsequent subsection presents the data 

collection in the preliminary study phase. The discussion of the two definitive studies will follow 

thereafter.  

 

4.5.1   Preliminary Study Phase 

A detailed knowledge of the research setting and a pointer to data collection is essential in business 

research (Badir, 2015; Malhotra, 2013; Gray, 2013). Accordingly, a preliminary study was done 

with a view to prepare for the subsequent quantitative and qualitative research studies on the cotton 

value chain in Zimbabwe. This was purely a desk research. A literature review kick-started the 

preliminary phase. Books, journal articles, and conference proceedings were the major sources of 

the data. With journal articles and conference proceedings, abstracts were scanned first to see if 

the contents would answer the research questions of the study. Complete articles were then read 

and notes made in a table format indicating the author, topic and the findings and the conclusions. 

A synthesis of the literary works was then done to give a chapter of the literature review. This was 

followed by the study centred on the cotton value chain in Zimbabwe, specifically directed at 

addressing the first research objective: 
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 The Core Operational Tenets of the Cotton Value Chain in Zimbabwe 

 

Data collection to address this research objective was based on the review of the published local 

cotton value chain literature in Zimbabwe. A number of prior research papers were examined to 

identify the core tenets. Other documents were also used to augment the findings from prior 

research efforts. Included were government publications on industrial policies regarding the cotton 

value chain industries. As well, websites of public sector institutions and key companies involved 

in the cotton value chain of Zimbabwe were visited from time to time to track developments in the 

sector and to download relevant information, such as market regulations and laws. Altogether, 

leaflets, brochures and industry reports provided by some chain actors were scanned and analyzed. 

In addition, regular newspaper articles published on the cotton value chain were studied over the 

study period to gain insights on the crucial tenets of the cotton value chain in Zimbabwe. Notes 

were made and stored for subsequent analysis.  

 

4.5.2   Definitive Study  

This was a two-part study. First, a quantitative study was carried out to identify the underlying 

factors that impacted on the performance of the cotton. To that effect, a questionnaire was used as 

the instrument of data collection. Then a qualitative study using focus group discussions was done 

to determine the key components of performance improvement framework for the cotton value 

chain in Zimbabwe. This was a sequential mixed method based on a purposive sample drawn from 

all the segments of the cotton value chain in Zimbabwe. The different facets of this mixed method 

study are discussed in subsequent subsections: Firstly, the discussion centres on the quantitative 

study using the questionnaire. Subsequently, the qualitative study utilizing focus group discussions 

will then be presented. The next subsection focuses on the data collection to address the second 

objective of the study: 

 

 The Latent Performance Factors in Zimbabwe’s Cotton Value Chain.  

 

A quantitative study was undertaken to address the above research objective. The discussion starts 

by focusing on the selection of the study sample, then the development of the questionnaire, the 

data collection procedures, data analysis and lastly the reliability and validity of the study. Next is 

the discussion on the selection of the sample. 
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4.5.2.1   Selection of the Study Sample  

While, this study was designed to target all those individuals involved in the cotton value chain in 

Zimbabwe, defining a precise population for the study was problematic owing to unreliable data 

sources reminiscent of a troubled country environment. A lot of structural changes that occurred 

over the years have clearly undermined the capacities of research institutions in the country to 

update their databases. This means that it was not possible to gather the relevant data from all 

people in key stakeholder groups along and within the cotton value chain in Zimbabwe. However, 

a total of 400 individuals across the cotton value chain sectors were purposively selected on the 

basis of set criteria. This approach sufficed since various authors (Patton, 2002; Teddlie & 

Tashakkori, 2009; Crouch & McKenzie, 2006; Mason, 2010; Badir, 2015; Palinkas et al., 2015) 

claim that the most important task for any researcher is to focus on the purpose of the inquiry, 

what is at stake, what will have credibility and what can be done with the available time and 

resources.  

 

This means that as long as the intention is to gather true meanings from the findings and there is 

no need to generalize the findings beyond the sample (Merriam & Tisdell, 2015; Creswell, 2014; 

Gillham, 2008), the size of the sample is of no consequences. Hence the adoption of the purposive 

sampling method in this study. Other scholars (Creswell, 2014; Bailey, 1999; Bryman & Bell, 

2015; Leedy & Ormrod, 2013; Salkind, 2012; Polit-O'Hara & Beck, 2006) stress that purposive 

sampling can still amply provide the various types of statistical information of a qualitative or 

quantitative nature. This study required that only opinions of people with intimate knowledge of 

the operations of the cotton value chain in Zimbabwe be included in the study. Moreover, for Gray 

(2013), the testing of data on the basis of a small sample in business and management research is 

intrinsically practical. 

 

Consequently, the respondents were identified and selected on the basis of two criteria, that is, 

work experience in an industry along the cotton value chain in Zimbabwe and their involvement 

in the governance of the cotton value chain in Zimbabwe. The motive for this selection was the 

need for knowledgeable subjects about the cotton value chain in Zimbabwe. Work experience was 

deemed pertinent since knowledge about an industry is likely to develop with the passage of time 

in that particular industry. As Ferraro & Brody (2015) argued, newcomers were not likely to have 

accumulated sufficient knowledge about the dynamics in the value chain. Involvement in cotton 

value chain governance too was selected on the assumption that respondents’ involvement in the 
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cotton value chain governance were expected to have the relevant knowledge on the cotton value 

chain issues being interrogated in this study.  

 

According to this demographic data, it was found that composition of the target population could 

be used for statistical analysis as these people could be found at the outset (Garg & Kothari, 2014). 

Heads of concerned government departments and the General Managers of organizations with 

activities in the cotton value chain were approached and asked to help in the identification of the 

persons with possible expertise on the cotton value chain in Zimbabwe. The sampling method was 

thus a purposive variant called snowballing based on the work experience and the respondent’s 

involvement with the governance of the cotton value chain. Thus, in the opinion and judgment of 

the researcher, the use of knowledgeable experts was deemed most effective for studying this value 

chain. In addition, many scholars highly recommend purposive sampling in quantitative research 

(Garg & Kothari, 2014; Collins, Onwuegbuzie, Collins, Leech & Jiao, 2010). The distribution of 

the sample of experts according to the functions of the cotton value chain in Zimbabwe is indicated 

in Table 4-1. 

 

Table 4-1: Distribution of Sample According to Function of the Cotton Value Chain 

 

Source: Survey Data, 2018 

 

4.5.2.2   Developing, Piloting and Delivering the Questionnaire  

This study relied on a questionnaire to collect primary data concerning the identification of those 

latent factors with the potential to influence performance of the cotton value chain in Zimbabwe. 

Doing so required the researcher to first develop a questionnaire from the theoretical framework 
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in the literature study (See Malhotra, 2010). In this study, a ten-step questionnaire development 

process suggested by Neelankavil (2015) was employed. This process included, among others, 

defining the problem, research questions and objectives, translating research questions into 

information needs, and pretesting the questionnaire (Neelankavil, 2015). The research questions 

and objectives of this study and the literature study (see Chapter 1) were used as important beacons 

directing the design of the research questionnaire. In order to safeguard the relevance and accuracy 

(of research objectives and research questions), a statistician was consulted to check on the 

questionnaire items’ efficacy in gathering the intended statistical data. Also to avoid 

misinterpretations due incorrect grammar, the services of an English language editor were utilized 

to certify that the language used to frame the questionnaire items was able to solicit the requisite 

data. 

 

The questionnaire used in this study is a semi-structured variant (See Appendix C). In literature, 

two types of questionnaires are seen occupying extreme ends, namely, structured questionnaires 

and unstructured questionnaires (see, for example, Bryman & Bell, 2015; Leedy & Ormrod, 2014). 

A structured questionnaire comprises closed or prompted question items with predefined responses 

for the respondent to only select the pre-coded response. Usually, the pre-coded response sets are 

either multiple-choice or scale formats (Malhotra, 2008). In the study, it was necessary to give the 

full range of possible alternative answers as a way to mitigate the effects of bias in the research. 

The researcher guaranteed that the options to be selected were mutually exclusive and collectively 

exhaustive with clear instructions on how the respondent was to select his or her response from 

the set. The use of closed-ended format questions in the instrument provided for the simplification 

of the subsequent data analysis. 

 

On the other hand, an unstructured type implies an open-ended or unrestricted questionnaire type. 

Questions are formulated to elicit free responses and allow the submission of more valid data by 

the respondents since they can express their opinion freely about the issues raised in the questions 

(Polonsky & Waller, 2005; Krippendorff, 2012; Sekaran & Bougie, 2016). Furthermore, unlike 

the structured questionnaire, the respondents could use own words to answer the questions. 

However, the variant nature of the data submitted by the respondents together with the entailed 

subjectiveness of the responses often present difficulties in measurement (Bryman & Bell, 2015; 

Leedy & Ormrod, 2014). This is the reason why the instrument developed for the present study 

has mostly structured questions with only four questions being unstructured.  
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According to Malhotra (2008), respondent cooperation, in general, can be improved if the majority 

of the questions are structured. The benefits of closed-ended questions stem from their nature, that 

is, they have restricted answer sets, and their use makes it easy to compute statistical data over the 

whole group or any subgroup of respondents (Sekaran & Bougie, 2016). Additionally, closed-

ended questions easily allow the tracking of the opinions over time by administering the same 

instrument to different but similar respondent group at regular intervals (Leedy & Ormrod, 2014). 

The closed-ended questions are also indicated in filtering out useless or extreme responses as might 

happen when open-ended questions are used (Malhotra, 2008). Certainly, structured questions are 

unproblematic for respondents to answer since the questioning format helps the respondents in 

making quick decisions by choosing among the pre-coded alternatives (Leedy & Ormrod, 2014). 

Lastly, analysis and tabulation of the data are much easier in structured questions than with the 

open-ended question type (ibid).  

 

However, the inclusion of open-ended questions in this study was consistent with much of the 

business and management studies (Malhotra, 2010). These questions were necessary to give the 

respondents the latitude to respond in suitable ways without being restricted to the researcher’s 

prescribed answers (Sekaran & Bougie, 2016). The idea was to give the respondents the 

opportunity to make additional comments pertaining to their views thereby giving a better picture 

of their viewpoints (ibid.). Unstructured questions were used in the exploration of the demographic 

data about the respondents of the present study. 

 

The questionnaire employed for this study comprised two parts (see Appendix C). Section ‘A’ 

elicited demographic information of the respondents. This information was especially useful in 

recognizing if the respondent met the criteria set out in the design of the study. Any respondent 

whose demographic profile was in contrast to the set criteria was removed from the list of usable 

responses.  Sections B comprising subsections“B2” through to “B10” which addressed the 

research questions that sought answers on the ten value chain performance variables. Section 

“B11” covered items that directly assessed the competitiveness of the cotton value chain in 

Zimbabwe. Lastly, Section “B12” comprised the items sought to reveal the opportunities for 

improving the cotton value chain. In order to obtain a working instrument, care was effected to 

ensure that no double-barrelled questions, jargon, as well as leading questions, ended up creeping 

into the questionnaire. As result elements of researcher bias were greatly minimized. The 

respondents completed the electronic version of the questionnaire all by themselves without input 
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or suggestion from the researcher. The next subsection looks at the measurement procedure applied 

in this study. 

 

4.5.2.3   Measurement 

While historically, in social sciences, the discussion of measurement has tended to be more abstract 

and ritualistic (De Vaus, 2013), it was an integral and central aspect of this study. Extant literature, 

for instance, Salkind (2012) urges management researchers to shift from an abstract and ritualistic 

concern to the systematic application of measurement procedures. To turnaround an industry, 

managers and business leaders more often than not rely on reliable and valid performance 

indicators which in themselves are an outcome of a measurement development and assessment 

process (Kaplan & Norton, 2001) which according to Salkind (2012) connotes the assignment of 

numerals to objects or events in conformity to particular rules.  

 

In the context of value chain analysis, this definition is insufficient since many of the aspects 

measured are neither objects nor events (Salkind, 2012). Objects and events are too abstract to be 

adequately characterized (Johnson, 2013). Precisely for this reason, this study adopted a definition 

proposed by Zeller and Carmines (1979) in DeVellis (2016) which states that measurement in 

research is a process that results in abstract concepts being linked to empirical indicators. This 

suggests a process involving an explicit, organized plan for classifying (often quantifying) the 

particular data at hand in terms of the general concept in a researcher’s mind”. Clearly evident 

here is the need to see measurement as a process that involves both theoretical and empirical 

considerations (Sekaran & Bougie, 2016).  

 

The above reflects an empirical focus on the observable response and a theoretical focus on the 

unobservable concept (See, for example, Leedy & Ormrod, 2014; Malhotra, 2008; DeVellis, 

2016). The stronger the relationship between the two provides useful inferences about the 

underlying concepts (DeVellis, 2016). Applied to this study, measurement was used to evaluate 

the empirical observations against the theoretical propositions. A weaker relationship between the 

observed indicators and the explaining concepts would have suggested faulty inferences and 

misleading conclusions in this study thus in the process affecting the managers’ turnaround 

strategy(Johnson, 2013; Leedy & Ormrod, 2014; Salkind, 2012). In short, a value chain 

improvement framework based on inadequate measurement models was unlikely to succeed.  
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The present study adopted two processes that are, the development of constructs as well as the 

designing of scales (Streiner, Norman & Cairney, 2015). The result of which was properly 

designed questionnaire measurement scales that ensured that the parameters for measuring the 

developed constructs were possible. Various studies (for example, Cohen, Cohen, West & Aiken, 

2013; Venkatraman, 1989) recognize the centrality of construct measurement development in 

theory building. To ensure high quality in a study of this nature, the researcher worked to bring 

together theory, constructs, and variables.  

 

Constructs were used in this study to clearly and precisely communicate the patterns observed in 

research (Polit & Beck, 2010; Leedy & Ormrod, 2014). This journey involved a review of over 

200 articles from diverse disciplines to discover the inherent constructs. On this basis, construct 

development was quite a comprehensive and wide-ranging research on value chain performance 

factors. It was apparent that while the contributions from various works exist in isolation when 

taken together, a number of the critical elements necessary for improving the performance of value 

chains was deduced. The items of the constructs used in this study were drawn from well-

established sources as indicated in Table 4-2: 

 

Table 4-2 Constructs and their Sources  

 

Source: Literature Study 

 

The researcher then consolidated all the relevant findings into a meaningful conceptual framework, 

as depicted in Figure 2-2, in the theoretical part of the study. The successive stages of measurement 

analysis and refinement constituted a set of reliable and valid measurements that were used to 

refine the conceptualization and operationalization of value chain performance measures.  
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In so doing, cumulative theory-building was advanced by testing the efficacy of the measures in 

varying theoretical networks (Cronbach, 1971). In the same vein, this process of construct 

development was an apt response to a call for theory building in the area of value chain analysis 

(see Gereffi et al., 2014). This careful process of developing the theoretical framework and the 

instrument helped in understanding better the scope of both the problems and the opportunities 

associated with value chain performance management. In identifying the numerous theoretical 

variables influencing the performance of a value chain, attention was centred on Porter’s diamond, 

New Institutional Economics, New Economic Geography and Social Network theories. These 

theories provided a solid theoretical underpinning on the efforts to answer the main concern of this 

thesis, -“how to improve the performance of the cotton value chain in Zimbabwe”. 

 

4.5.2.4   Reliability and Validity of Measurement 

A number of precautionary steps were taken during this study to boost the reliability and validity 

of the data gathered. During the study, the internal consistency method which is estimated by the 

Cronbach’s alpha (Aloini, Pellegrini, Lazzarotti & Manzini, 2015; Aloini et al., 2013; Haladyna, 

2012) was used to measure reliability. Specifically, the internal consistency of a measure reveals 

the similarity of the items in the instrument that is used to tap the constructs (Spry, 2015). One 

assumption of factor analysis is that items should at least be 70% reliable (Charry, Coussement, 

Demoulin, & Heuvinck, 2016). However, redundant variables often reduce the reliability of the 

items (Birolini, 2012). It is then advisable to detect and remove such items from the analysis 

(Lazzarotti & Manzini, 2015. Negative total correlations and Cronbach Alpha if item deleted were 

used to detect the redundant variables. In addition, the study made use of the insignificant pairwise 

correlations (r<0.3) to further detect and remove the redundant variables. These parameters, 

therefore, became the first line of defence against spurious and incorrect conclusions in the extant 

research.  

 

To ensure the validity of the results of the study, various precautions were instrumental. Before 

proceeding with the collection of data, the instrument’s content validity was confirmed by a 

thorough review of the existing literature including over 200 articles. Further validation took place 

through pre-testing the measurement instrument with other researchers at North-West University, 

Faculty of Economic and Management Sciences as well as managers affiliated to the South African 

Institute of Management before embarking on data the collection exercise in Zimbabwe’s cotton 

value chain. In line with the suggestion of Ding, Liu & Song (2013) these experts reviewed the 
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measurement instrument taking note of the organization, readability, precision, and inclusiveness. 

In the end, the necessary modifications were made to the instrument. The two treatments resulted 

in a measurement instrument that represented performance variables in value chains. 

 

The construct validity in the extant research was measured by both convergent and discriminant 

validity. Convergent validity involves the presence of homogeneity within the same latent variable 

being measured (Heale & Twycross, 2015). As such, scores obtained with two or more different 

measurement items measuring the same latent variable should be highly correlated (Sekaran & 

Bougie, 2016). Hence, for the convergent validity to be present and be validated in this study, each 

measurement item had to correlate highly with the other measurement items that measured the 

same latent variable. For this study, convergent validity was established by noting that each 

individual by measurement’s factor loadings for each corresponding research construct was above 

the minimum threshold value of 0.35 (Treiblmaier & Filzmoser, 2010).  

 

According to Saunders et al. (2009), discriminant validity concerns the assessment done to 

measure the extent to which the measurement items for diverse latent variables display 

heterogeneity, that is, load separately, among different latent variables. This study utilized the 

correlation matrix coefficients of less than unit (Kline, 2014). The next section focuses on data 

acquisition using the questionnaire in the study. 

 

4.5.2.5   Questionnaire Data Acquisition Procedure 

This section focuses on the data collection process using a questionnaire. The objective was to get 

the cotton value chain experts’ view of those factors influencing the performance of the cotton 

value chain in Zimbabwe. Firstly, an approach to chief executives of organizations operating in 

the cotton value chain to help in the identification of potential respondents was made. Secondly, 

after securing consent from the prospective respondents, an electronic version of the questionnaire 

was send to the identified persons via emails, Facebook and WhatsApp messengers. All in all 400 

questionnaires were distributed to the respondents of interest. A week after the delivery of the 400 

questionnaires to the respondents, the researcher proceeded to send a friendly reminder to each 

respondent. The strategy worked as 233 questionnaires were completed. Finally, upon receiving 

the questionnaires back from the respondents, the researcher checked whether the questionnaires 

were fully completed. The data was automatically loaded into an Excel software package on 

submission by the respondent. After data cleaning the excel version was coded and transferred into 

the IBM SPSS version 24 software package for subsequent analysis. 
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4.5.2.6   Quantitative Data Analysis  

In this study, the questionnaire items were measured using the “five-point Likert scale from 1 to 

5” rating, with choices from “Very Strong” to “Very Weak” or “ Strongly Disagree” to “Strongly 

Agree”. Firstly, to identify statistical facts and patterns on the collected data from the cotton value 

chain experts, both the descriptive and advanced statistics were utilized. The descriptive statistics 

were used to summarise and describe the respondents’ profiles while the advanced inferential 

statistics were used to infer what the experts in the cotton value chain thought were the factors 

influencing the performance of the value chain. The quantitative research data gathered from the 

cotton value chain experts was then subjected to factor analysis.  

 

Firstly, exploratory factor analysis (EFA) using the principal component analysis (PCA) as the 

extraction method was performed on the data by the use of SPSS version 24 statistical software 

package. This analysis was instrumental in reducing items by extracting factors or components 

that were highly correlated with each of the variables in this survey into a smaller number of factors 

(Kim & Mueller, 1978 in DeVellis, 2016; Cohen, Cohen, West & Aiken, 2013). In this study, a 

specialist statistician was consulted and assisted with the analysis and interpretation of data. The 

correlation matrices were optimized using the Kaiser-Meyer-Olkin measure of sampling adequacy 

(KMO) and Bartlett’s Test of Sphericity to determine the appropriateness of using factor analysis 

in this study. The KMO value of 0.6 implied adequate sampling size (Dimitrov, 2014) while 

Bartlett’s Test of Sphericity of p=.000<0.05) was considered significant (Kline, 2014; Meyers, 

Gamst & Guarino, 2013; Nunnally & Bernstein, 1994). 

 

The two groups of principal components (factors) were extracted on the basis of Eigenvalues of 

greater than one(> 1) and factor loadings equal or exceeding 0.35 (Kline, 2014; Meyers, Gamst & 

Guarino,2013; Abdi & Williams, 2010; Bandon, 2011). To improve interpretability, the 

components were then rotated using the Equamax rotation method, which assumes that the items 

are always orthogonal to one another (Meyers et al., 2013). In other words, this implies that the 

scores in one item are not correlated with the scores of the other item (Kim & Mueller, 1978 in 

DeVellis, 2016). Being an orthogonal rotation method implies that Equamax rotation method 

would amplify the variance explained by the questionnaire items through maximizing the 

correlation of items that highly correlate with them and vice versa (McKeown & Thomas, 2013). 

In essence, the Equamax-rotated solution becomes relatively easy to interpret compared to the 

initial solution because the rotated solution has significant loadings spread fairly across the 
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extracted latent factors. The extracted latent factors were named by taking the largest factor loading 

to explain the underlying factor. This is line with Gorsuch (2010) who posits that the item with the 

highest factor loading should be to closely resemble the underlying factor better than the rest.  

 

Subsequently, Confirmatory factor analysis (CFA) through structural equation modelling (SEM) 

was used to verify the identified latent factors that described the theoretically derived performance 

variables in value chains. CFAs were performed for each of the models for the constructs that 

described performance in the cotton value chain in Zimbabwe. CFA is a powerful multivariate 

technique that is used by researchers to verify the factor structure of a set of observed variables 

(Kline, 2014; Sedgwick, 2012; Hayes, 2013; Wang, 2013). By so doing, this analysis method 

permits the researcher to validate the existence of a relationship between the empirical data and 

the ex-ante theoretical expectations (Lee et al., 2010; Kline, 2014; Meyers et al., 2013). 

Specifically, CFA is used to indicate the degree to which responses on observed random variables 

can be used to ascribe a value to one or more latent variable(s). This is done through the estimation 

and evaluation of how each item is loading on the unobserved latent variable. From the theoretical 

framework of this study, the variables that influence the performance in industrial value chains 

and that fit the data of this research include value chain linkages, internal rivalry, agglomeration 

effects, value chain barriers, collective action regimes, collective action problems, intermediaries 

and value chain governance. Thus, the model specification for the CFA is can be depicted by the 

following equation: 

 

VP=CS+VLn+IRn+AEn+VBn+CARn+INTn+CAPn+VCGn     

  

Where VP = value chain performance, CP= Current performance, VL = value chain linkages, IR 

= internal rivalry, AE = agglomeration effects, VB = value chain barriers, CAR = collective action 

regimes, INT=intermediaries, CAP=collective action problems, VCG=value chain governance, 

and n= the variable order in the dimension. 

 

The overall fit of the model was then judged by the Comparative Fit Index (CFI), Tucker-Lewis 

Index and Root Mean Square Error of Approximation (RMSEA). The values of the CFI, TLI and 

RMSEA were then compared with the recommended values, that is, CFI >=.90, TLI >=.90 and 

RMSEA< .80(Lee et al., 2010). These levels indicated that model was consistent with the data. 

Outside, these then a specification of the model would be required. The subsequent section focuses 
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on the methods used to identify the key components for a performance improvement framework 

for value chains.   

 

 Key Components of a Performance Improvement Framework  

 

To identify the key components for an effective performance improvement framework for the 

cotton value chain in Zimbabwe, a qualitative study employing five focus groups was carried out. 

Participants for the cotton value chain expert focus groups were recruited from the wider sample 

used for the questionnaire study described above (Table 4-1) and were then grouped according to 

the main segments of the cotton value chain. Table 4-2 shows the composition and numbers of 

participants per focus groups used to explore the key components of the performance improvement 

framework for Zimbabwe’s cotton value chain.  

 

Table 4-3   Outline of Participants for Focus Group Study 

 

Source: Research data, 2018 

4.5.2.7   Qualitative Data Acquisition  

Focus group discussions took place in two steps. Firstly, participants completed an informed 

consent form indicating their consent to attending the focus group discussions. The group 

participants were requested to select their representative for liaison in terms of logistical and other 

administrative arrangements for the discussions. The researcher went on to schedule the dates and 

timings for the focus group discussions. On each meeting day, before starting with the focus group 

discussions, the purpose, length of the discussions and issues of confidentiality were discussed. In 

addition, participants were assured that there were no right or wrong answers. As well, the primacy 

of modesty, honesty, openness, empathy, respect and total acceptance of the participant’s views 

were highlighted to the groups. 

 

Permission to record the oral discussions was sought and granted by the participants. A Samsung 

S8+Smartphone voice recorder was then used to record the focus group discussions. The practice 
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of audio recording is well indicated by many researchers that utilize focus groups as a data 

collection method (See, for instance, Denscombe, 2014; Krueger & Casey, 2014). Bryman (2015) 

find the practice of audio-recording as giving researchers the opportunity of hearing not only what 

is said by the participant but also how it is said by the participant.  

 

To steer the group discussion smoothly, a focus group guideline (see Appendix D) was utilized. 

The topics for discussion were mainly focused on discovering the participants’ views on the key 

components of the performance improvement framework for the cotton value chain in Zimbabwe, 

their importance and how they would work to support the performance improvement in the value 

chain. In-depth discussions were encouraged if some participants brought about key points about 

the aspects under discussion. In addition, probing was used to dig deeper into substantive issues 

concerning the key components of the performance improvement framework in the cotton value 

chain in Zimbabwe. This ensured that supplementary insights crucial to the understanding of the 

key components of the performance improvement framework were not overlooked or omitted in 

the discussions (See Glaser, 1992). Notes on the discussions were compiled at the end of the 

discussions, within four hours on average.  

 

4.5.2.8   Data Quality 

To ensure the quality of the data collected during the focus groups, the researcher started by 

familiarizing himself with the culture of the cotton value chain before conducting the focus group 

discussions (Punch, 2013; Yin, 2013). A study of industrial documents and newspaper reports on 

the cotton value chain was carried out along with preliminary trips to the industry players before 

the first data collection processes took place. This triangulation of data sources enhanced the level 

of credibility in this study.  

 

In addition, all the processes undertaken in this study were meticulously reported such that any 

other researcher replicating this study would be able to come out with similar findings. Audit trails 

were also used to trace the development of the research as well as the adjustments that were made 

to the research process. This was intended to add to the conformability of the study (Darawsheh, 

2014; Kapoulas & Mitic, 2012).  Shenton (2004) stresses that only the experiences and ideas of 

the participants should inform the findings of the study not the characteristics and preferences of 

the researcher. In the present study, the effort was instead only expended in steeping the findings 

in the context of available literature rather than trying to influence the participants’ views. 
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4.5.2.9   Qualitative Data Analysis 

The emergent focus groups discussion and article data were analysed thematically using the eight 

step Grounded Theory Approach involving identifying key words/ideas from interview transcripts, 

coding them, creating the concepts, then creating the memos, followed by creating higher order 

categories, then comparing and reflecting on these, followed by identifying primary and higher 

order narratives and finally finding some theoretical conjectures from the data. In this study, the 

method involved examining line sentence and paragraph segments of the transcribed discussions 

and deciding which codes fitted the concepts suggested by the data (Joffe, 2012). Bowen (2005) 

urged the use of this inductive analysis in which the patterns, themes, and categories of analysis 

emanate from the data.  

 

Since then, this inductive analysis is increasingly being used to analyze qualitative data in many 

fields of study including business and management (Staggers, Benham-Hutchins & Heermann-

Langford, 2013; Friese, 2014; Woods, Paulus, Atkins & Macklin, 2016; Manning & Kunkel, 2013; 

Mertens, 2014). And as also discovered in this study, the inductive analysis approach can indeed 

show the connections or relations among the codes, categories, and sub-categories, thus creating 

some vivid and interesting networks from the data. Consequently, such assorted forms of outputs 

become instrumental in the examining the specific facets of the entailed textual data (Leedy & 

Ormrod, 2014). Finally, a theory building exercise was undertaken with reference to extant 

literature. 

 

4.6   Ethical Considerations 

This study raises important ethical issues. Issues of harming the respondent by asking sensitive 

questions (psychological or sociological somehow), issues of confidentiality and anonymity of the 

interviewee, and the legal issue of holding research material were concerns at the heart of this 

study. Although this study did not pose life-threatening effects nor interventions with participants, 

ethical issues were still strictly observed while doing this research.  Ethical approval for the study 

was first obtained from the North-West University Research Ethics Committee (See Appendix A).  

 

In the questionnaire study, an introduction letter explaining the purpose of the study was drafted 

for the respondents (Appendix B). The voluntary nature of completing the questionnaire was made 

explicit to the respondents. An appeal was also made to the resource persons used in this study not 

to force people to take part if they did not feel like. As such the respondents who took part in this 



 

133 

research were at no time coerced to take part in the study nor were inducements made to alter their 

decisions in order to gain their consent to be part of this research. To ensure anonymity, 

respondents were instructed not to write their name on the questionnaire. As well, the completed 

questionnaires were returned anonymously.  

 

In the focus group study, participants were only selected to take part in the focus group discussion 

after giving an informed consent in writing. Before starting group discussions, the researcher 

informed participants about the research, made clear it was voluntary to join the group, asked for 

written consent, for permission to record, and advised them of the freedom to opt out of the group 

at any time during the research if they felt like it. Thus, every assurance was given to the 

participants that their participation was solely on a voluntary basis and their right to decline to 

participate were respected. This was for all purposes and intents a voluntary research were 

respondent had the freedom to participate or withdraw at any stage with no implied penalties 

attached to such acts. All participants in focus groups filled in a consent form, providing personal 

details to confirm they are joining the group voluntarily.  

 

There was concern over the confidentiality of what members of the group discussed, this was 

added to the group’s rules before discussions. In the process, issues of confidentiality and 

anonymity were raised before, during, and after focus group discussions. For confidentiality, 

anonymity, and rights protection to all people involved, the name of company and sector, key 

informants, and participants in the study would not appear throughout in any party of the thesis. 

All records, that is, recorded paper, and completed questionnaires were kept in a safe place, for 

only the researcher, and only for the purpose of the research, and all were destroyed after coding 

of the data. 

 

4.7   Summary 

The methodology of the study was discussed in this chapter. Firstly, the philosophical beliefs 

underpinning the study were discussed. The study adopted a pragmatic approach whereby a mixed 

method design was applied. Purposive judgmental sampling techniques were applied in this 

methodology. A detailed discussion of how the study was carried out was also included in the 

chapter. This included the reliability and validity issues regarding the data collection instrument 

used in the study. A semi-structured questionnaire and focus group discussion were then used to 

collect data from the cotton value chain experts. Secondary data also proved useful in 

complementing the findings of the primary research, especially in the preliminary phase.  
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Lastly, the procedures for analyzing the collected data were examined, with factor analysis being 

adopted in the present study as well as thematic content analysis. The next chapter focuses on the 

analysis, presentation, and discussion of the empirical results. This next chapter is based on both 

the preliminary desktop study comprising document analysis and the definitive study comprising 

the questionnaire survey and the focus group discussions to describe the crucial tenets of the cotton 

value chain in Zimbabwe, identify the factors influencing the performance of the cotton value 

chain in Zimbabwe and to validate the consistency of the latent variables to the data and lastly the 

key components of performance improvement framework for the cotton value chain in Zimbabwe.  
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CHAPTER FIVE 

 

EMPIRICAL DATA ANALYSIS, PRESENTATION AND DISCUSSION 

“Hiding within those mounds of data is knowledge that could change the life of a patient, or 

change the world.” 

-Atul Butte, 2015- 

 

5.1   Introduction 

The previous chapter (Chapter 4) focused on the research philosophies, the research design and 

the methods for data collection and analysis that were used to achieve the objectives of the present 

study. Both qualitative and quantitative research methods were used to deliver comprehensiveness 

and clarity on emergent idiosyncrasies in the study. The present chapter presents, interprets and 

discusses the results arising from the qualitative and quantitative studies undertaken in this present 

study. This is done in accordance with the research aims and at the end, a holistic performance 

improvement framework for industrial value chains will be developed. Section 5.1 gives a brief 

overview of the empirical study including the research objectives. Section 5.2 discusses the crucial 

tenets for an effective cotton value chain in Zimbabwe that were identified by the use of 

documentary analysis. This is followed by Section 5.3 that presents the factors that influence the 

performance of the cotton value chain in Zimbabwe which were captured in a questionnaire survey. 

Included in his section will be the validation of how the results conformed to the research data. 

Subsequently section 5.4 presents the key components of performance improvement framework 

for the cotton value chain in Zimbabwe which were captured during the focus group discussions. 

 

5.2   Overview of the Empirical Study 

Though prevalent, the existing performance improvement frameworks are theoretically eclectic to 

allow practical application in value chains (Gereffi et al., 2014; Ponte & Sturgeon, 2014; 

Kaplinsky & Morris, 2001). In common, the existing performance improvement frameworks take 

a single firm perspective. Yet, value chains comprise business activities cutting across firms and 

industries on the national or global scale (Biesebroeck & Gereffi; 2008; Norgaard, Kubiszewski 

& Franco, 2014). Moreover, the existing performance improvement frameworks adopt essentially 

dissimilar approaches to performance improvement since the only focus on specific performance 

aspects (Balaban, Hester & Diallo, 2014; Wu & Pagell, 2011).  

 

In reality, therefore, none of the current performance improvement frameworks can be used in 

isolation to handle performance improvement in the value chains holistically. This study aimed to 
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culminate in a performance improvement framework that can be used to improve industrial value 

chains. It was based on the cotton value chain in Zimbabwe via the identification of what 

constitutes a well-functioning value chain, exploring the underlying factors that can explain the 

performance of the value chain and then put in place the key components for improving the value 

chain. It was hoped that the proposed performance improvement framework would assist the 

managers and policy makers working along industrial value chains such as the cotton value chain 

in Zimbabwe in the formulation and execution of the strategies that can at last transform the 

performance in the value chains. Consequently, the findings presented and discussed in this 

chapter are founded on the analyses based on the following objectives as raised in Chapter 1 to 

direct and structure the research process in this research study: 

 

 To identify the critical tenets for high-performance value chains  

 To determine the factors that influence the performance of value chains 

 To explore the key components of a Performance Improvement Framework for industrial 

value chains  

 

The qualitative research results from the analysis of qualitative data obtained from preliminary 

document analysis are presented first. Next is the analysis, interpretation, and discussion of the 

quantitative data that was captured by the questionnaire. Lastly, the qualitative results from the 

five focus group discussion are presented, interpreted and discussed. Such an approach should 

assure comprehensiveness and clarity of the findings of the study. In the subsequent sections, focus 

revolves around the analysis and interpretation of the data for this study. The next section presents 

the findings on the first objective of the study.  

 

5.3   The Crucial Tenets of high performance Value Chains 

This objective answered the first research question of the study, that is, what are the crucial tenets 

of a high-performance value chain? In order to identify the critical tenets for a well-functioning 

value chain, the data was collected from the preliminary desktop research on the cotton value chain 

in Zimbabwe in which prior research articles, policy documents, industry reports, newspaper 

commentaries, meeting minutes, leaflets, brochures and internet websites of the various value 

chain actors were the important sources. An extensive literature review was also carried out to 

understand the essence of the value chain. Thematic content analysis using inductive analysis was 

instrumental in giving the full picture of the data. This entailed reducing the volume of raw 
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information, isolating the significant issues from the trivialities, detecting significant patterns and 

creating the basis from which to communicate the crux of what was being revealed by the captured 

data. Such a systematic and logical step-by-step approach to analysing the documents allowed one 

to go beyond merely descriptive, comparative and explanatory ends to the discovery of the logic 

in the textual data. The detected themes became a contributory foundation for reasoning, 

enhancing, reflecting, and anticipating the conclusions to craft, in combination with the 

quantitative data and focus discussion data, a holistic performance improvement framework for 

industrial value chains.  

 

The focus of the preliminary qualitative analysis in this research was to examine the various 

elements from the captured data to clarify and identify concepts and patterns, themes and 

relationships that pointed to the critical tenets for a high-performance cotton value chain in 

Zimbabwe and along with their impact on the performance of the cotton value chain. The future 

perspective for any given value chain can be summarized by such critical tenets. Furthermore, a 

comprehensive analysis of an industry value chain’s envisioned future is integral to the value 

chain’s performance improvement development process (Da Xu, 2011; Grant, 2016). This analysis 

of the critical tenets of the cotton value chain serves as a basis for visualizing the future state of 

the value chain and thus hint on the options for achieving the future value chain.  

 

From Chapter 2, it was made explicit that for a value chain to be effective, it must exhibit a wider 

set of tenets, including those that limit its sustainability (Ahi & Searcy, 2013; Epstein & Buhovac, 

2014). The preliminary document analysis showed that while the cotton value chain in Zimbabwe 

has the potential to be competitive, without the critical tenets, the value chain would continue to 

face a number of constraints that militate against performance improvement. Indeed, Zimbabwe’s 

economic volatility has come to mean significant fluctuations in the performance of key actors and 

as well a disruption of the cohesion of all the actors along the value chain. The preliminary study 

identified several themes that pointed to the critical tenets for a high-performance cotton value 

chain in Zimbabwe:  

 

5.3.1   Policy and Regulatory Certainty 

Regulatory Certainty as one of the critical tenets of a high-performance industrial value chain. 

Issues such as improved policies, laws, and regulations informed this theme. From the New 

Institutional Economics of Williamson (1999), policies, laws, and regulations are important 

institutions that determine the internal organization of production processes in value chains and 
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thus affect the functioning of markets(Rüster, 2010; De Wit & Meyer, 2010; Ménard & Shirley, 

2014),). For the purpose of this study, improved policy and regulatory environment would thus 

strengthen the effectiveness and efficiency of the cotton value chain. Currently, national policies, 

laws, and regulations on the cotton value chain in Zimbabwe remain fragmented with different 

agencies being responsible for the various cotton value chain functions (Zeparu, 2014; Mujeyi, 

2013). Document analysis shows the clothing and textiles segments as priority sectors under agro-

processing within the Industrial Development Policy (2012-2016), while, value addition and 

beneficiation of the cotton crop as the core objective of ZimAsset (Zeparu, 2014). As per the 

conceptual framework, a lack of these kinds of support processes would not be render the value 

chain efficient and effective. 

 

Moreover, the beginning of the cotton value chain falls under the Ministry of Agriculture and 

Mechanization Development (MOAMD) while the industrial sectors are under the Ministry of 

industry and Commerce (MIC). Indeed, this is a recipe for disjointed policy, laws and regulations 

that surely can hinder collaboration and streamlined reforms in the value chain (Florini, Lai & Tan, 

2012; Porter, 1990). This finding thus suggests that the existence of policy and regulatory certainty 

in industrial value chains as revealed in the case of the cotton value chain in Zimbabwe, is an 

important tenet whose role would be the creation of a favourable, transparent and predicable policy 

environment to allow for development of the industrial chain. The positive role of policy and 

regulatory certainty to economic performance is well established in previous studies. For instance, 

Grant, Wolfaardt & Louw (2012) attributes the poor performance of the maize value chains in the 

Southern African Development community Countries to policy and regulatory misalignment. The 

policy and regulatory environment in SADC countries relating to the origin of maize seed and 

transhipment, for example were found to present inefficiencies in the value chain.  

 

Further, empirical findings by Makasi & Govender (2015) support positive policy intervention 

strategies for the recovery of the clothing and textiles sector in Zimbabwe. Thus improved public 

policy and regulatory environment is justified in order to offset the negative effects of imperfect 

competition, market power, uncertainty and imperfect information within the industrial value 

chains such as the cotton value chain in Zimbabwe. Currently, the cotton value chain in Zimbabwe 

is marked by underdeveloped and highly imperfect markets, where uncertainty and imperfect 

information rule the roost making the performance of the individual actor in the value chain weak. 

(Mills, 2015; Zeparu, 2014). This evidence from the documents thus demonstrates the fact that 

improved policy and regulatory certainty for the cotton value chain in Zimbabwe is a critical tenet 
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that must be met for future high-performance chain capable of meeting objectives of the diverse 

value chain actors. 

 

5.3.2   Common Frame of Reference 

A common frame of reference, the second theme found from document analysis on the cotton 

value chain in Zimbabwe is indicated as a critical tenet of high-performance industrial value 

chains. Indeed, a common frame of reference among the actors in the value chain is key to 

achieving value chain integration (Stadtler, 2015; Bernardes, 2010; Wang, Eric, Tai, Jeffrey & 

Grover, 2013). Integration in value chains consists of, among others, close relationships, mutual 

data and information sharing, joint product design, development, planning, and market forecasting 

processes (Prajogo & Olhager, 2012). As revealed in the cotton value chain in Zimbabwe, this 

tenet (Common frames of reference) can be seen to be relevant in envisioned high-performance 

industrial value chains since the resultant integration of value chain actors and their stakeholders 

would obviate conflict in terms of the espoused value chain objectives(Marin & Wellman, 2011; 

Memon & Wiil, 2014).  

 

Empirical studies (for example, Bourdieu, 2011, Menguc & Cousins, 2006) show that the absence 

of a common frame of reference among chain actors may undermine the functioning of the value 

chain. From the various documents analyzed, it is apparent that the present cotton value chain 

actors in Zimbabwe have conflicting objectives, lack coordinated approach to value chain issues, 

and failing to achieve system balance in the use of internal and external capacities (Mujeyi, 2013). 

This has generally led to the output of each stage failing to match the input of the next stage in the 

chain. Secondary data shows that cotton output far outweighs the needs of the textiles industry 

while the output of the textiles industry falls short of the needs of the clothing industry (Zeparu, 

2014). This state of affairs is reflective of silo mentality and its negative effects on the performance 

of industrial value chains. 

 

In the final analysis, the documentary evidence from the cotton value chain in Zimbabwe, shows 

that the tenet of common frame of reference is relevant in ensuring high-performance industrial 

value chains chiefly because it would give impetus to collective goals, objectives, timeframes, 

resource sharing and competencies required for improved performance in the in the industrial value 

chains. A study by Jayaram & Tan (2010) on the third party providers in value chains established 

that third-party logistics providers’ frame of reference was an important arbiter in the success of 

the value chain. In contrast, the study by Zeparu (2014) shows the dysfunction of the entire cotton 
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value chain in Zimbabwe is due to the lack of a common frame of reference among the cotton 

growers, the ginners, and the textiles manufacturers. 

 

5.3.3   Core Competencies 

The presence of core competencies in value chains was another theme revealed by the document 

analysis on the cotton value chain in Zimbabwe. Literature indicates that techniques, methods, 

processes, and activities in conducting business determine the effectiveness and efficiency of the 

delivery of a particular business outcome (Zairi, 2012; Dumas, La Rosa, Mendling & Reijers, 

2013). Competences lead to best practices in the value chain (Yang, Hong & Modi, 2011). 

Consistent with the literature reviewed, the analysis explicitly indicated that the competencies 

required by a high-performance value chain should include those core functional and specialist 

competencies (Choon Tan, Lyman & Wisner, 2002). In effect, core competencies being 

capabilities and skills are key to the competitiveness of the value chain (Kaplinsky & Morris, 2001; 

Adobor & McMullen, 2007).  

 

Generally, a core competency gives a unique ability to the actors in value chains operate a business 

in a value chain without being easily imitated or replicated (Singh, 2012) by others. Theoretically, 

therefore, possession of a core competency by firms in a value chain, should allow the actor to 

expand and strengthen its markets linkages with products that of substantial customer benefits (see 

Porter & Heppelmann, 2014).  In the framework of the present research, the core competencies are 

required to drive the performance of the cotton value chain in Zimbabwe should be viewed as the 

fundamental unique knowledge, skills, values, and attitudes of the managers and staff in the cotton 

value chain. Indeed, prior research on Uzbekistan and Tanzanian cotton value chains has long 

established that increased knowledge and skills result in increased productivity (Delpeuch & 

Vandeplas, 2013). 

 

Another code from the cotton value chain in Zimbabwe shows communication as a fundamental 

competency that is required in high-performance industrial value chains. The documentary study 

clearly revealed that the actors’ ideas and visions for the cotton value chain cannot be 

operationalized due to the lack of effective communication. In the context of this study, effective 

communication is significant as it defines how the value chain managers and other actors perform 

the basic functions of planning, organizing, leading and controlling of the operations in their 

organizations (Kaplan & Atkinson, 2015; Kaplan & Norton, 2001; Szopa & Bandola, 2015). 

Certainly, this gives credence to fact that effective communication is one of the core competency 
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required in building high performing industrial value chains. This is consistent with prior studies. 

For example, Chan (2015) studied interpersonal and inter-organizational communication and 

found that effective communication is a relevant competency significantly related to the agility 

and responsiveness of the value chains.  

 

5.3.4   Government Involvement and Initiative 

Another theme that emerged from scanning document on the cotton value chain in Zimbabwe is 

that of government involvement and initiative as one of the critical tenets in high-performance 

value chains. As per Porter (1990), the government has to significantly play a supportive role in 

the value chains. Clearly, the ability of the government to initiate the overall strategy for the value 

chain is critical to steering the chain to the desired goals. This is particularly relevant in the context 

of African industrial value chains which mainly are dominated by SMEs that have no material 

capacity to influence market conditions (Olawale & Garwe, 2010). At present, the entire cotton 

value chain is typified by policy, institutional, regulatory and marketing failures (Zeparu, 2014) 

which are harming the performance of the value chain functions. This is specifically attributable 

to the Government of Zimbabwe’s lack of involvement and initiative. 

 

From the foregoing, with the government creating a favourable and facilitative economic and 

business climate, the cotton value chain in Zimbabwe, for example, can profit from certainty and 

predictability, the two important codes that signal the competitiveness in value chains. Moreover, 

another code, innovation is a result of government involvement and initiative in incorporating 

knowledge systems, such as colleges and research institutions to drive industrial research and 

development activities in the industrial value chain. (Hove; 2014; Zeparu, 2014; Mujeyi, 2013). In 

the context of Zimbabwe, while the government has put in place tertiary and high education, it has 

not managed to do so in a focused manner (Zeparu, 2014).     

 

The above-cited codes describing government involvement and initiative are crucially impactful. 

In Zimbabwe, policy inconsistency, instability, incoherence, and reversals during the period of the 

inclusive Government or GNU (2009-2013) undermined the competitiveness of many value chains 

including the cotton value chain in Zimbabwe (Hove; 2014; Zeparu, 2014; Mujeyi, 2013). 

Furthermore, a study by Zeparu (2014) found the relevance of government-led innovations in the 

small to medium enterprises clothing in value chains in growing exports. Due to the political and 

economic challenges in Zimbabwe, such government-led innovations are missing for the current 
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cotton value chain. On this basis, it can be accepted that government involvement and initiative is 

truly a critical tenet in high-performance industrial value chains.  

 

5.3.5   Protection of Property Rights 

This theme featured prominently in the documents analyzed. Generally, property rights were 

indicated by the lack of rights to owning property value such as the land value which has become 

topical in Zimbabwe lately. When it comes to economic performance in the cotton value chain in 

Zimbabwe, two categories of property rights were apparent from the analysis of available 

documents. These are those rights associated with the ability to dispose of private property and 

those rights associated with making a claim as specified in a contract. The two categories further 

indicated the need for property rights and contracting institutions. Consequently, it became 

increasingly clear that two mechanisms are necessary, that is, property laws and their enforcement 

to protect the property rights in the industrial value chains. Two effective institutions are thus vital 

in this regard, namely, the judiciary system and the police service (Claessens & Laeven, 2003).  

 

In Zimbabwe, the national government has the exclusive responsibility for the judicial and the law 

enforcement (Constitution of Zimbabwe, 2013). Nevertheless, for political expediency, the 

government has undermined the important functions (Zeparu, 2014). Evidently, without adequate 

protection of property rights and contracts in the cotton value chain, the performance of the chain 

has faltered (Mujeyi, 2013). Indeed, prior studies have also established the relationship between 

the protection of private property rights and contracts and economic performance (see North, 1987; 

Claessens & Laeven, 2003; Teece, 2010; Luo, Xue & Han, 2010). As well, societies that protect 

property rights and contracts are found to promote many business start-ups in their value chains 

(Foss & Klein, 2012; Boettke & Coyne, 2009; Thai & Turkina, 2014). Such an environment 

permits entrepreneurs to vigorously carry out entrepreneurial activities unlike in those societies 

where property rights and contracts are not protected (Posner, 2014). 

 

The current situation in Zimbabwe reflects a laissez-faire approach to the protection of property 

rights and contracts (See, Zeparu, 2014; Hove, 2014; Mujeyi; 2013). In the case of the cotton value 

chain, the protection of property rights and contracts has weakened such that most of the cotton 

value chain actors suffer huge losses (Zeparu, 2014; Hove, 2014). Furthermore, evidence shows 

that judiciary processes in Zimbabwe take longer to complete. This causes breaches of trust and 

hence fewer relation-specific investments along the cotton value chain.  



 

143 

The above is particularly observed between the cotton growers and cotton merchants or contractors 

where contracts are persistently infringed without recourse for the injured (Zeparu, 2014; Mujeyi, 

2013). Consequently, many entrepreneurs are seen exiting the cotton value chain in Zimbabwe 

causing deleterious effects on the performance of the cotton value chain in Zimbabwe. This 

experience from the cotton value chain in Zimbabwe accordingly illustrates the primacy of the 

protection of property rights for sustainable performance improvement in value chains.as a critical 

tenet to the resuscitation of the cotton value chain in Zimbabwe. In other words, the protection of 

property rights is a precondition for spurring entry and entrepreneurial activity into the value chain. 

 

5.3.6   Quality Logistical Services 

The analysis of documents on the performance of the cotton value chain in Zimbabwe indicated 

codes such as transportation, freight forwarders, import and export, distribution, marketing, 

customs and brokerage, warehousing, fleet management and speed to market as issues defining 

the competitiveness of the cotton value chain in Zimbabwe. When combined these codes signify, 

the theme that describes the quality logistics services in the industrial value chains like the cotton 

value chain in Zimbabwe.  

 

It must also be remembered that any value chain is said to have fulfilled its mission only when the 

product or service finally lands in the customer’s hands (Stock & Lambert, 2001, Christopher, 

2016). Indeed, through the cotton value chain in Zimbabwe, it has become apparent that, in today’s 

competitive business space, quality logistics services are requisite to achieving an appropriate level 

of resilience against other competing value chains in the world (Wegner & Zwart, 2011; Ba, 2016; 

Kambanje, 2016; Nhorido, 2016).  

 

Nonetheless, the obtaining situation in Zimbabwe and in particular, the cotton value chain in 

Zimbabwe is weaknesses observed with regard to logistics infrastructure, trade facilitation agility 

and customs procedures (Mujeyi, 2013; Zeparu, 2014). Government and industry publications 

(Zeparu, 2014; CZI, 2015) bemoan the impact of cost on regular operations including coordination 

inefficiencies in export and import processes along the value chains in Zimbabwe. These aspects 

affect, in particular, the performance of the cotton value chain in Zimbabwe. With the above 

observations, it is evident that quality logistical services constitute a critical tenet of the envisaged 

in any value chain designed for high performance.  
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5.3.7   Cluster Development 

Industry and government policy documents converge on the potential benefits of clustering effects 

along most value chains in Zimbabwe. It is believed that such geographic concentrations of 

interconnected actors and supporting institutions are relevant sources of synergies that can be used 

to reboot and sustain performance in Zimbabwe’s commodity value chains including that of cotton 

(IDP, 2012-16; Zeparu, 2014; CZI, 2015; Zim-Asset, 2013-18). Specifically, within the realm of 

the cotton value chain in Zimbabwe, literature discussions generally centre on the need to create 

cotton industry stakeholder associations which by the various stakeholders can use to address the 

cotton value chain performance issues (see, for example, CZI, 2015).  

 

The policy documents’ view on cluster development along Zimbabwe’s value chains is that 

clusters present the most effective mechanism for strengthening industrial value chains. This is 

quite appealing in the cotton sector seeing that the cotton value chain in Zimbabwe has come to 

be characterized by pervasive weak market linkages throughout its segments. There is, therefore, 

need for collective intervention by numerous stakeholders who alone cannot resolve performance 

issues therein (AMA, 2011; IDP, 2012-16). As well, trust among the cotton value chain 

stakeholders in Zimbabwe is at its bottommost ebb (Mujeyi, 2013; Hove, 2014).  

 

Prior studies (Hanisch, 2016; Vroegindewey, 2015; Baden & Pionetti, 2011) indicate that clusters 

are the natural elements for amassing trust or social capital in value chains. Once trust or social 

capital are created, the many hindrances to the performance discussed in Chapter 3 of the study 

that is low capacity utilization, low productivity, little value addition and pitiable export figures 

can be readily remedied.  Cluster formation can help create social capital by bringing chain 

participants together to solve collective problems (Scott & Davis, 2015). However, within the 

Zimbabwean cotton value chain, no meaningful action beyond words of intention has taken place 

(Mujeyi, 2013; Hove, 2014). The cotton value chain in Zimbabwe continues to perform poorly.  

 

The above clearly shows the criticality of cluster formation as a critical tenet for the envisioned 

high-performance industrial value chains such as the cotton value chain in Zimbabwe. This is 

consistent with prior findings. Recent empirical evidence (Pietrobelli & Rabellotti, 2004; Parrilli, 

2009; Zeng & Zeng, 2011; Wang, 2013) shows that small and medium enterprises located in 

clusters command a high competitive advantage compared to isolated firms due to higher 

collective efficiency. In addition, Guo & Guo (2013) established a positive link between cluster 

formation and the effectiveness of intermediaries for innovation and knowledge spillovers in 
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Chinese manufacturing industries. As well, Webber & Labaste (2009) found that cluster formation 

in the Zambian cotton industry led to the achievement of synergies among the participants. By and 

large, it is clear that cluster development is a key tenet in high-performance value chains.  

 

5.3.8   Culture of Trust 

Scanning the literature on the cotton value chain in Zimbabwe explicitly shows a need for bringing 

about a culture of trust among the diverse stakeholders if the value chain is to be strengthened. 

Trust is needed to engender cooperation among stakeholders (Greenwood et al., 2010). Once 

achieved, cooperation by stakeholders along the value chain can spawn economies of scale, reduce 

costs and improve cotton product quality. Cotton producers, ginners, merchants and buyers need 

to cooperate in order to ensure that cotton upstream industries produce according to the exact 

requirements of the downstream users (Mujeyi, 2013; Zeparu, 2014). Cooperation is also needed 

to facilitate efficient transfer of cotton goods from producers to customers. A culture of trust in the 

cotton value chain allows the current antagonistic stakeholders join forces in addressing key 

obstacles and so meet collective goals (Huppé & Creech, 2012; Dudwick & Srinivasan, 2013; 

Allen, 2016).  

 

In the current cotton value chain in Zimbabwe, suspicions and antagonistic relationships between 

the cotton farmers and ginners and cotton merchants make the existence of a culture of trust a pipe 

dream (Hove, 2014; Mujeyi, 2013). Despite the clear need to cooperate, the cotton contractors 

view each other as competitors, thus fuelling side marketing of cotton by the smallholder farmers 

(Zeparu, 2014; Mujeyi, 2013). The smallholder cotton farmers, in turn, do not trust that the 

contractors are offering them a fair deal in terms of price and contract conditions (Mujeyi, 2013).  

 

In fact, given the one-sided cotton quality grading system and the low prices, cotton farmers earn 

at local markets, most of the cotton farmers have no reason to trust the cotton contractors at all. 

Many are therefore ready to engage in side-marketing and default their contractual obligations 

(Zeparu, 2014). Given this situation, it is not surprising that the current efforts to improve the 

cotton value chain in Zimbabwe continue to fail. This on-going lack of trusting culture and 

cooperation is therefore reflective of a culture of trust as a critical tenet for the envisioned high-

performance value chains.  

 

This particular finding is supported by a number of empirical studies that established the 

relationship between a culture of trust and improved chain performance. In the United States 
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manufacturing industries, Cao & Zhang (2011) found that trust had a positive impact on the 

collaborative advantage and firm performance. In addition, Ireland & Webb (2007) found that 

balancing trust and power within the value chains could offset the effects uncertainty and risks 

associated with the behaviours underlying cultural competitiveness. Lastly, James (2011) found 

the lack of a culture of trust among the players in the cotton industry in Zimbabwe as one of the 

factors limiting the success of the industry. In light of the documentary evidence from the cotton 

value chain in Zimbabwe, a culture of trust in industrial value chains is central to performance 

improvement.  

 

The preceding section has enumerated a number of the critical tenets that should define a well-

functioning value chain. The next section focuses on the factors that influence the performance of 

the cotton value chain in Zimbabwe. To improve the functioning of any given value chain, one 

needs to first identify the factors affecting value chain performance (Flynn, Huo & Zhao, 2010; 

Rushton, Croucher & Baker, 2014). 

 

5.4   Factors Influencing the Performance of the Cotton Value Chain in Zimbabwe 

The preceding section dwelt on the critical tenets that typify high-performance value chains. 

However, forging and maintaining a high-performance value chain is a demanding undertaking 

owing to the numerous known and unknown factors influencing its functioning. The current 

section is thus in order to address the second research question of the present study, namely, “What 

are the factors that influence the performance of value chains?” The section is structured 

according to two main subsections. The first presents an overview of the research process to 

address the above research objective while the second describes the findings from the data analysis.  

 

5.4.1   Data Collection and Analysis 

The constellation of factors influencing the performance of a given value chain is huge and 

unwieldy given the fact that some areas not yet explicit and unknown (Neilson & Pritchard, 2011; 

Hakansson, 2014). This fact necessitated the use of a questionnaire to try and capture as many 

factors as possible. It was important to know such factors as the envisioned performance 

improvement framework was dependent on the identification of the challenges or opportunities 

presented by the innumerable factors. Moreover, the cotton value chain in Zimbabwe is performing 

below the aspired level (Zeparu, 2014; Mujeyi, 2013).  
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Indeed, the policy-makers, managers and other various stakeholders in the cotton value chain 

should know most of these intervening causes in order to craft viable solutions to poor performance 

in the cotton value chain. The questionnaire was employed in a survey of 400 purposively sampled 

cotton value chain experts.  

 

The data that was gathered through a self-administered electronic questionnaire was analyzed by 

means of both descriptive and inferential analyses. Inferential analysis started with exploratory 

factor analysis using principal component analysis as an extraction method. This was followed by 

the confirmatory factor analysis (CFA) whereby three goodness-of-fit indicators (Comparative Fit 

Index (CFI), Non-Normed Fit Index (TLI) and Root Mean Square Error of Approximation 

(RMSEA)) were used to assess the model. The selection of these indicators is consistent with the 

preference of many other authors (See, for example, Hu & Bentler, 1999; Kline, 2014; Meyers et 

al., 2013).  

 

The IBM SPSS version 24 software was instrumental in carrying out the analyses. Detailed 

discussions of the methods and procedures used in researching the factors influencing the cotton 

value chain in Zimbabwe were presented in Chapter Four. The subsequent subsections detail the 

analysis results thereof of the study to identify the factors influencing the performance of industrial 

value chains based on the cotton value chain in Zimbabwe. The subsequent subsections detail the 

analysis results thereof of the study to identify the factors influencing the performance of industrial 

value chains based on the cotton value chain in Zimbabwe.  

 

5.4.2   Questionnaire Response Rate 

As pointed in Chapter 4, a questionnaire comprising a combination of Likert and Ranking scales 

(presented in Annexure C) was sent to 400 purposively sampled cotton industry value chain 

experts. A total of 233 out of 400 experts completed the electronic questionnaires. This means the 

response rate was 62.8% of the total sample of the identified individuals. This response rate was 

well above the 153 or 43.7% determined at 95% confidence level and 10% margin of error by the 

survey monkey sample size calculator applied in this study. 

 

 Moreover, in the case of factor analysis, as applied in this research, a number of recommendations 

and guidelines regarding adequate sample sizes for researchers are found. For example, Hair 

(2010) recommends that at least 10 subjects are necessary to reduce sampling errors. Others (for 

example, Birrell, Meares, Wilkinson & Freeston, 2011) offer the following guidelines for adequate 
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samples: 100=poor; >150 = fair; 300=good; 500= very good and >1000 =excellent. In a related 

literature, Osborne & Costello (2009) recommend that N should be at least 100. 

Notwithstanding the above, an adequate sample size also depends on the nature of the data and 

factor loadings (Gelman et al., 2014). Specifically, the importance of communality of variables 

cannot be overemphasized (Comrey & Lee, 2013). Moreover, the results of the KMO test on the 

collected data proved the suitability of a sample in this study.  

 

Furthermore, in terms of response rate as an important measure of a study’s validity (since a higher 

response rate assures minimum non-response bias within a given study), in this study validity and 

generalizability of results was assured through the selection of respondents characterizing the 

target population as determined by the selection and exclusion criteria used in the study (Bruck, 

Justino, Verwimp & Avdeenko, 2010). In fact, Krosmack (1999) questions the sensibility of 

presuming that a lower response rate necessarily signals lower representativeness. Therefore, in 

light of the above, a 62.8% response was deemed sufficient for the task at hand.  

 

5.4.3   Respondent Bio-Data 

This section describes the characteristics of the sample used in the study. This research sought 

only five sets of demographic information about the respondents, namely, the respondent’s gender, 

age, sector, working experience in a stage related with the cotton value chain in Zimbabwe and 

involvement in the governance of a value chain. The distribution of the sample according to these 

demographic profiles are presented in the subsequent subsections: 

 

5.4.3.1   Distribution of Respondents according to Gender, Age and Sector  

Table 5-1 provides the frequencies and percentages of the distribution of the respondents on 

specific biographic dimensions. In the first data set, 101 respondents (43.3%) were females while 

132 (56.7%) were males. This suggests that although women contribute more to the population of 

Zimbabwe (52%) (Zimstat, 2015), they are still underrepresented in the economic affairs of the 

country. This, however, is hardly surprising since from a cultural point of view, Zimbabwe remains 

intrinsically paternalistic (Hartnack, 2015; Zeparu, 2014; Mujeyi, 2013) and as such the women 

are always almost denied participation in economic activities more so with limited economic 

opportunities that mark the current Zimbabwean economic dispensation. 
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Table 5-1   Distribution of Respondents according Gender, Age and Sector 

 

Source: Survey Data, 2018 

In the second data set, over fifty percent of the respondents were above the age of 40 years while 

those between 18 and 25 years old constituted a mere 0.9 percent of all the respondents who took 

part in the study. This result is also consistent with facts on the ground which suggest that 

Zimbabwe is experiencing massive youth unemployment, with some quarters (For instance, 

Zeparu, 2015) indicating an astounding figure of more than 85 percent youth unemployment. It is 

also a clear testimony that Zimbabwe’s value chains including the cotton value chain are failing 

to create enough jobs for the youth. Youngblood involvement in the economic affairs is important 

as the youths can be the sources of much-needed innovations (Zeparu, 2014). 

 

In the third data set, all the sectors comprising the cotton value chain were represented in the 

sample. It can also be seen that cotton producers had a higher representation with 35%. Clearly, 

this is logical as cotton producers constitute the largest group of all the cotton value chain players. 

Nevertheless, the fact that all the composite sectors of the value chain were represented helps to 

solidify the notion that the ideas presented in this study are representative of the entire cotton value 

chain in Zimbabwe.  



 

150 

5.4.3.2   Respondents’ Experience with the Cotton Value Chain 

Length of tenure working in a system gives the respondent the chance to learn the working of that 

system, understand the challenges and opportunities the system faces (Davis & Hufnagel, 2007; 

Conway & Coyle‐Shapiro, 2012).  Moreover, tenure gives an individual a holistic understanding 

of the institutionalized habits as well as providing a sufficient lens for designing measures that can 

be used to support improvements of the system (Harbison, 2016). In order to ensure the sample 

group had adequate insight and experience with the organization, the responses of those who had 

less than five years working in the cotton value chain company were not used. From the findings, 

it is clear that out of 233 fully completed questionnaires, a total figure of 233(100%) of the 

respondents had worked for at least five years in the cotton value chain in Zimbabwe. The 

minimum length of tenure was 5 years while the maximum working experience of the surveyed 

cotton value chain experts was 38years. 

 

Table 5-2   Descriptive Statistics of the Sample according to Experience 

 

Source: Survey Data, 2018 

In addition, it is evident that 16.7 years was the average working experience of the respondents in 

this study. This implies that the respondents in this study were quite knowledgeable with regard to 

the functioning of the cotton value chain in Zimbabwe. On this basis, it was easy to accept the 

respondents’ relevancy and their views and opinions about the cotton value chain with confidence 

in this study. 

 

5.4.3.3   The Respondents’ Involvement in the Governance of the Cotton Value Chain 

Being involved in the governance of the value chain can be fundamental to the understanding of 

the parameters under which other value chain members operate (Henson & Humphrey, 2010; 

Pietrobelli & Rabellotti, 2011).  Moreover, the involvement in the governance gives a respondent 

a holistic view of the operation of the entire value chain (Gereffi & Fernandez-Stark, 2016). 

Involvement in the governance of the cotton value chain too was selected on the assumption that 

respondents that participated in chain governance, for instance, being members of different 
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committees and representative associations were more informed of the real issues that affected 

performance in the cotton value chain in Zimbabwe. 

 

Table 5-3   Distribution of the Respondents according to Involvement in Governance 

 

Source: Survey Data, 2018 

 

Table 5-3 indicates that 93.4% of respondents had participated in governance processes of 

Zimbabwe’s cotton value chain. The 6.6 % represented special groups like researchers who did 

not have to participate in the governance but could still have intimate knowledge of the value 

chain. From the results above, it can be accepted that sample was based on sound knowledge of 

the cotton value chain in Zimbabwe. As such it was expected that from the results, a feasible 

performance improvement framework that meets the components of the conceptual framework in 

Chapter 2 could be developed. 

 

5.4.4   Determination of the factors influencing the performance in industrial value chains 

To identify the performance influencing factors in the cotton value chain, a questionnaire made up 

of twelve (12) instruments with items to measure different observed variables was used in this 

study (See Appendix C). Accordingly, the results of this study are presented in line with the 

chronological order of the different instruments as they appeared on the questionnaire. Firstly, 

each instrument was assessed by way of internal consistency, that is, Cronbach’s alpha (Kline, 

2014; Tavakol & Dennick, 2011). This was followed by the assessment of the factor analysis 

assumptions by performing the KMO and Bartlett’s Test of Sphericity. Factor analyses, that is, 

exploratory and confirmatory analyses were then performed to extract and confirm the latent 

factors respectively (Dimitrov, 2014; Yücel, 2012; Malhotra, 2013).  

 

5.4.4.1   Value chain Linkages 

The first instrument on the questionnaire was used to measure the effect of value chain linkages 

on the performance in value chains. It should be appreciated at this juncture that value chain 

linkages are the pillars of the operational processes as discussed in the conceptual framework of 
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this study. A reliability test after excluding redundant variables (See Appendices E and F for the 

detection and removal of redundant variables) was conducted. Tables 5-4 presents the Cronbach 

alpha for the 19 items that were retained to measure the effect of value chain linkages on the 

performance of the cotton value chain in Zimbabwe. 

 

Table 5-4   Reliability Analysis of Items measuring Value chain Linkages 

 

Source: Survey Data, 2018 

 

As can be seen in Table 5-4, the reliability of the items was 0.907. The resultant Cronbach’s Alpha 

of 0.907 by far exceeded the generally recommended 0.6 benchmark (Dimitrov, 2014). Clearly, 

an excellently reliable instrument for measuring perceptions about the value chain linkages in the 

cotton value chain in Zimbabwe was used in this study (Charry, Coussement, Demoulin & 

Heuvinck, 2016). In other words, this level of reliability signified that the items in the instrument 

could be used to measure the effect of the value chain linkages in the value chain over and over 

again and still give the same results. This implies, therefore, that repeated trials on the cotton value 

chain using the same instrument would always yield equivalent results about the value chain 

linkages in Zimbabwe’s cotton value chain.  To further ascertain that the data collected by the 

instrument was factorable, the Kaiser-Meyer-Olkin (KMO) measure of sampling adequacy and the 

Bartlett Test of Sphericity were performed.  

 

Table 5-5   Results of KMO and Bartlett's Test on Value chain Linkages Variables 

 

Source: Survey Data, 2018 

 

With regard to KMO test, only those values greater than 0.6 could signify the factorability of the 

items (Dimitrov, 2014; Pallant, 2010). As well, Bartlett’s Test of Sphericity has to be significant 
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at the value (p=.000<0.03). Presented in Table 5-5 are the results of KMO and Bartlett’s tests on 

the correlation matrix explaining the value chain linkages in the cotton value chain in Zimbabwe.  

 

The results presented in the Table 5-5 indicate, firstly, that the KMO value for the dataset 

(KMO=0.891) was greater than the benchmark of 0.6 (Dimitrov, 2014) thus indicating the 

feasibility of factor analysis on the dataset (Kline, 2014; Meyers et al., 2013; Pallant, 2010). 

Secondly, the Bartlett Test of Sphericity results (Chi-square Bartlett test=1795.234(df =171, 

p=.000<0.03) was significant thereby confirming that the correlation matrix between the variables 

measuring the value chain linkages in this study was indeed factorable (Leech et al., 2014). To 

reduce and categorize the variables explaining value chain linkages into respective components, 

Principal Component Analysis (PCA) was applied to the instrument items (Hair, 2015; Kline, 

2014). Using Kaiser’s rule of Eigenvalues greater than one (> 1), the latent factors describing the 

effects of value chain linkages in the cotton value chain in Zimbabwe were extracted. The Kaiser 

rule is a standard procedure in studies applying principal component analysis (See Von 

Schlippenbach & Teichmann, 2012; Gimenez, van der Vaart & Pieter van Donk, 2012) and 

Eigenvalues of factors symbolize how much the factors contribute to the total variance of the 

model (Yong & Pearce, 2013).  

 

Table 5-6 presents the Eigenvalues of the latent factors explaining the effects of value chain 

linkages in the cotton value chain in Zimbabwe. According to Kline (2014), higher Eigenvalues 

indicate the higher significance of the factors in the solution. Table 5-6 shows that 4 factors were 

extracted and these factors explained about 63.405% of the total variance (Brown, 2006). The 

variance explained by the 4 factors exceeds 50% which is the benchmark for the minimum 

acceptable variance that needs to be explained by the factor solution (Meyers et al., 2013). 

 

Table 5-6   Eigenvalues of Value chain Linkages in the Cotton Value Chain in Zimbabwe 

 

Sources: Survey Data, 2018 
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The results presented in Table 5-6 were therefore true for both Exploratory Factor Analysis and 

Confirmatory Factor Analysis (CFA) (Yong & Pearce, 2013; Meyers et al., 2013; Kline, 2014).  

Usually, initial EFA factor matrix solutions are not easily interpretable (Kenny, Kaniskan & 

McCoach, 2015; Child, 2006; Yong & Pearce, 2013; Meyers et al., 2013; Kline, 2014), thereby 

necessitating factor rotation to improve interpretability of the factor solution(Kenny et al., 2015).  

Table 5-7 presents the four (4) factors describing the effects of the value chain linkages after 

rotation using the Equamax rotation software. The Equamax rotation is a procedure widely used 

to produce orthogonally rotated matrix solution that is relatively easiest to interpret (Kline, 2014; 

Leech, Barrett & Morgan, 2014). The 4 factors were identified as Factor 1.1 to Factor 1.4 and are 

presented in Table 5-7.  

 

Table 5-7   Factors describing Value Chain linkages 

 

Source: Survey Data, 2018 

 

Even though the factor solution was in practice plausible, this structure was at this stage considered 

preliminary. CFA was then conducted to formally validate the structures of the four factors 

previously identified in Table 5-7, namely, international market linkages, regulatory linkages, 
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inputs supplier linkages, and local market linkages as underlying factors describing the value chain 

linkages. Table 5-8 reports the results of the confirmatory factor analysis on the factor structure 

describing the value chain linkages in the cotton value chain in Zimbabwe. 

 

Table 5-8   Confirmation of the Underlying Factors Measuring Value Chain Linkages  

 

Source: Survey Data, 2018 

 

As intimated earlier on, CFA relies on a number of statistical tests to define the sufficiency of 

model fit to the data. To that effect, three well-established fit indices namely, the Comparative Fit 

Index (CFI), Tucker-Lewis Index (TLI) and Root Mean Square Error of Approximation (RMSEA) 

were evaluated to assess the factor model (Lee et al., 2010). The CFA results indicate a good model 

fit for the Factors describing the Value chain Linkages since the CFI and TLI are very close to 

0.90 and the RMSEA is <0.10 (Lee et al., 2010). The CFA analysis thus confirmed the factor 

structure describing value chain linkages. As well, Appendix G confirms significant loadings on 

each of the latent factors (p-values < 0.05) further strengthening the evidence that the model 

measuring the factor structure for value chain linkages was valid.  

 

A good model fit may be found but that does not automatically mean the model is theoretically 

passable (Credé & Harms, 2015; Lance, Beck, Fan & Carter, 2016). Business decisions come out 

of clear theoretical rather than plain statistical good model fit. It is thus important to give the 

theoretic explanations of the confirmed latent factors describing the value chain linkages. The 

subsequent paragraphs discuss the effect of the identified and confirmed factors describing value 

chain linkages and performance in value chains thereof. 

 

While efficiency and effectiveness in value chains revolve around the discrete economic elements, 

the importance of linkages as reflected by the interrelationships among the economic activities that 

form the operational processes in a given value chain can never be underestimated. In tandem, this 

study identified and confirmed, international market linkages, regulatory linkages, inputs supplier 

linkages, and local market linkages as the latent factors that describe the strength of the value 

chain linkages. Indeed, the stronger the linkages among the value chain operational processes, the 
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better the overall performance in the value chains (Klassen & Vereecke, 2012; Mizanur, Rahman, 

Takrima & Sayeda, 2016). To understand how this whole spectrum impacts on the performance in 

value chains, it is instructive to dissect each factor and see how it adds to the performance in value 

chains. In so doing, the validity of the model for measuring the strength of value chain linkages is 

strengthened. Hence, in subsequent subsections, each of the themes derived from the factor 

analysis is discussed to diagnose how each underlying factor describing the value chain linkages 

contributes to the performance of value chains.  

 

5.4.4.1.1   International Market Linkages   

Ample theoretical explanations can be found to support the results of this study. Indeed, 

international market linkages influence the performance of the value chains. Firstly, international 

market linkages promote business relations for the value chain’s products and services beyond one 

country’s borders. Secondly, international market linkages are relevant springboards that the local 

value chain actors can use to acquire strategic resources to avert institutional and market limits in 

the local market (Kramer & Porter, 2011). Thirdly, international market linkages present the local 

value chain actors with a platform to learn new ways to effectively meet the demands placed by 

the different international customers (Gereffi, 1994; 2014; Ponte & Sturgeon, 2014). As well, it 

goes without saying that buyers in international markets are valuable sources of the vital 

knowledge that local value chain producers need to improve production processes, product quality 

and responsiveness (Kramer & Porter, 2011; Schmidt, 1994).  

 

Consequently, the entailed upgrading in productive infrastructure implies better capabilities for 

improved performance (Gereffi, 1994, 2014). Trying to avoid international market is accordingly 

retrogressive for value chain actors since such an act can dislocate the value chain from the 

international sources of technology, research and development and of course the expanded and 

lucrative international markets (Schmidt, 1994; Kaplinsky & Morris, 2001; Kaplinsky, 2013; 

Ponte & Sturgeon, 2014). However, while the international market linkages do offer ample 

opportunities to the value chain actors, they also present some challenges due to the diversity of 

governance protocols associated with the different international markets (Gereffi, 1994; Gereffi, 

2014). This could lead to the isolation of other sections of the value chain and hence the failure. 

This means that either way, as suggested by the results of this study, international market linkages 

in value chains are important determinants of performance in value chains. Therefore, in attempts 

to improve performance in value chains, strengthening international market linkages should be 
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seen as an inevitable avenue for expanding the opportunity horizon for value chain members 

(Gereffi, 1994; Gereffi, 2014; Hamel & Prahalad, 1994; Porter & Kramer, 2011).  

 

5.4.4.1.2   Regulatory Linkages 

The results of the study also indicate that effective regulatory linkages are intrinsic to the effective 

operation of value chains. Surely, in value chains, only a well aligned set of economic activities 

can produce, transform and bring products and services efficiently to the end-markets (Gereffi et 

al., 2014; Kaplinsky & Morris, 2001). This suggests that some of coordination is required to 

protect collective interests in the value chain (Gereffi et al., 2014; Ponte & Sturgeon, 2014; Gereffi 

& Sturgeon, 2013; Trienekens et al.,2011; Frederick & Gereffi, 2016; Gibbon et al., 2008; 

Humphrey & Schmitz, 2004; Kaplinsky & Morris, 2001). In conformity with prior studies, actors 

are prone to participate in value chains only if the regulatory framework is supportive of such 

participation (Humphrey & Schmitz, 2004; Kaplinsky & Morris, 2001). Undeniably, therefore, 

when value chains define performance standards to the diverse actors, regulatory linkages are able 

to fortify the value chains (Ponte & Sturgeon, 2014; Kaplinsky, 2013). This means that regulatory 

linkages have a bearing on the competitiveness of the chain. Noting the competing interests in 

value chains, it can be inferred that weak regulatory-actor linkages might compromise the 

robustness of the entire value chain (Findlay, 2013; Puri & Nichol, 2016).  

 

As well, regulatory linkages in the value chain can be used to orchestrate and mobilize the disparate 

linkages in the value chain around the common performance improvement goals of the value chain 

(Gereffi et al., 2014; Porter & Kramer, 2011). This clearly points to one singular tenet that effective 

regulatory linkages play a central role in value chain competitiveness by setting the direction for 

all actors in the value chain (Morris & Staritz, 2017). Many other studies also associate effective 

regulatory linkages with limited market failures (Ponte & Sturgeon, 2014; Gereffi & Sturgeon, 

2013; Riisgaard &Ponte, 2011; Puri & Nichol, 2016). As well, other studies assert that regulatory 

linkages ensure participation of all in the value chain by plugging possible information gaps that 

might be used to marginalize other actors (Kaplinsky & Morris, 2017; Riisgaard &Ponte, 2011). 

Consequently, all actors can contribute to the economic and social vitality of the value chain. This 

finding therefore suggests the importance of including effective regulatory linkages as support 

processes to improving the performance of any given value chain.  
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5.4.4.1.3   Inputs Supplier Linkages 

The results also indicate that inputs supplier linkages need to be finely aligned to give a value 

chain its competitiveness. Indeed, a stronger supplier base provides the impetus needed to sustain 

quality in the value chain and also the ability of the value chain to respond adequately to the market 

demands (Lyson, 2012). Actually, Porter (1990, 1998) includes inputs suppliers in the equation of 

factors that engender sustainable competitive advantage in value chains. Clearly, the broader the 

inputs supply base, the lower the switching costs for the value chain actors (Christopher, 2016; 

Humphrey & Schmitz, 2002; Stock& Lambert, 2001). This enhances the operational processes of 

the value chain.  

 

As is established in extant studies, effective supplier linkages also obviate the need for spot market 

transactions in favour of putative procurement arrangements thus allowing the actors in the value 

chains to have direct influence on quantities, product quality and delivery reliability (Kaplinsky & 

Morris, 2001). Certainly, as generally argued, many of the additional costs experienced in value 

chains are due to the supplier reliability issues tied to delays and uncertainty in the production 

pipeline of the value chain (Bala, 2014; Gosling, Naim & Towill, 2013; Matopoulos & 

Michailidou, 2013). This finding is therefore interesting as it suggests the presence of solid inputs 

supplier linkages in the value chain presents a veritable opportunity to strengthen the operational 

processes and hence the competitiveness in value chains (Delgado et al., 2015; Gattorna, 2015; 

Godsell, Birtwistle & van Hoek, 2010). As such, in attempts to improve performance in value 

chains, it seems worthwhile to invest in an effective infrastructure of input supplier linkages. 

Amusingly, the findings of Delgado et al. (2015) explicitly support this notion by observing the 

dynamic effects of the local supply industries on innovation and efficiency outcomes in value 

chains by enhancing information flows and lead times and costs reduction.  

 

5.4.4.1.4   Local Markets Linkages 

The results of this study also indicate that local market linkages influence the performance of value 

chains. The New Economic Geography research (Krugman, 1991, 1995; Krugman & Venables, 

1995; Knox, Agnew, & McCarthy, 2014; Gori & Paniccià, 2015; Allio, 2016) are clear about how 

increasing returns are conceivable as the local value chain actors form clusters in the local supply 

market. Interestingly, as stated in the wider agglomeration studies, such clustering brings about 

knowledge spillovers (Krugman, 2011; Fujita, 2010; Venables, 2010; Audretsch & Fieldman, 

1996; Porter, 1998) that improve the innovative capacity of the value chain (Agnew, & McCarthy, 

2014; Gori & Paniccià, 2015). As per Porter (1990, 1998), this means that competitive advantages 
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accrue to the value chain from the constellation of local market dynamics, for example, local 

rivalry, and supplier and customer networks. Without doubt, it is apparent then that local market 

linkages present a nexus of learning and innovation effects to value chains (Ning, Li & Prevezer, 

2016; Foray & Lundvall, 1998; Markusen, 1996, Drucker, 2013; Mitra, 2014; Pietrobelli & Staritz, 

2013) which lead to competitiveness in value chains (Porter, 1990, 1998).  

 

Given the foregoing, durable local market linkages in value chains are sources of widespread 

growth (Farole & Winkler, 2014) since they can be seen to foster collective action through business 

associations (Humphrey & Schmitz, 2000). Certainly, as actors in value chains establish the local 

market linkages, they are able to share information and benchmark performance thereby allowing 

a greater alignment of the value chain (Puppim de Oliveira & de Oliveira Cerqueira Fortes, 2014; 

Masten & Prüfer, 2014). Furthermore, as argued in literature, the value chain actors gain the market  

ample opportunities to mobilize the necessary supporting services for the value chain (Pietrobelli 

& Staritz, 2013) when they become embedded in the local market linkages. This finding thus is 

significant in light of this study as it shows the pertinence of building local market linkages when 

attempting to improve the performance in value chains (Porter, 1990; 1998).  

 

5.4.4.2   Internal Rivalry 

The questionnaire used in this study also had an instrument that included items to measure the 

factors that explained the effect of internal rivalry on the performance of value chains. Table 5-9 

presents the Cronbach alpha for the respective items that measured internal rivalry in the cotton 

value chain in Zimbabwe. 

 

Table 5-9   Reliability Analysis on items describing Internal Rivalry  

 

Source: Survey Data, 2018 

 

As with the value chain linkages in the previous section, a reliable test after detection and 

excluding redundant variables (See Appendices E and F) on the items used to measure the 

perception of the cotton value chain experts on internal rivalry retained an Alpha Coefficient of 
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0.847. Clearly, Table 5-9 indicates the Cronbach Alpha exceeding the 0.8 thereby indicating good 

reliability of the items measuring internal rivalry in the cotton value chain in Zimbabwe (Charry 

et al., 2016). In fact all the 24 items measuring internal rivalry were of acceptable reliability, 

hence, there was no need to exclude any of the items from the analysis. According to this level of 

reliability, factor analysis on the dataset was deemed feasible. This was further validated by the 

two normally used tests, namely, the sampling adequacy (KMO) and Bartlett’s Test of Sphericity 

with results as presented in Table 5-10. 

 

Table 5-10   KMO and Bartlett’s Test on Variables describing Internal Rivalry  

 

Source: Survey Data, 2018 

 

Table 5-10 shows that the KMO value was greater than the benchmark of 0.6 (Dimitrov, 2014). In 

accordance with results presented, it was found that sample was adequate to permit factor analysis. 

As well, a significant p-value (p < 0.03) of the Bartlett’s test of Sphericity implied that the 

correlation matrix was factorable (Leech et al., 2014). Accordingly, the dataset was factorized with 

PCA as the extraction method.  The Kaiser’s rule of Eigenvalues greater than one, identified 6 

factors explaining about 65.769% of the total variance (Brown, 2006). This variance exceeded the 

50% benchmark minimum acceptable variance for any factor solution (Meyers et al., 2012). 

 

Table 5-11   Eigenvalues of Internal Rivalry in the Cotton Value Chain in Zimbabwe 

 

Source: Survey data, 2018 
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To improve interpretability of the factor solution, Equamax factor rotation was done resulting in 

simplified data structure pertaining to internal rivalry (Kenny et al., 2015). The six (6) latent 

variables describing internal rivalry in the cotton value chain were identified as Factor 2.1 to Factor 

2.6 and are presented in Table 5-12.  

 

Table 5-12   Factors describing Internal Rivalry (Equamax Rotated) 

 

Source: Survey Data, 2018 

 

As can be seen in Table 5-12, the items clustered finely into easily identifiable factors. 

Nonetheless, this factor structure remained preliminary pending confirmatory factor analysis. To 

validate the structures, CFA was then conducted on the identified four factors presented in Table 

5-12, namely, the intensity of regulator competition, the intensity of international competition, 

Actor concentration, competitive behaviour effects and competitive intensity as underlying factors 

describing Internal rivalry. Table 5-13 reports the CFA results of the on the factor structure 

describing the Internal rivalry in the cotton value chain in Zimbabwe. 
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Table 5-13  CFA Statistics for Factors describing Internal Rivalry 

 

Source: Survey Data, 2018 

 

Both the CFI (closer to 0.9) and RMSEA (< 0.1) indicated a good fit of the model for the Factors 

describing internal rivalry although TLI (less than 0.9) indicated a doubtful fit (Lee et al., 2010). 

Since two of the selected three fit indices indicate good model fit, the study concluded that the 

model fitted the data well. The CFA analysis thus confirmed the factor structure describing internal 

rivalry. See Appendix H showing that all items load significantly on each of the latent factors (p-

values < 0.05).  As indicated previously, a good model fit is of not of much help for effective 

managerial decision-making. In other words, there is a need for a theoretical justification and 

reliability to allow workable solutions in organizations (Credé & Harms, 2015; Lance, Beck, Fan 

& Carter, 2016). Accordingly, the subsequent paragraphs are in order to offer the requisite 

theoretical explanation of the factors in as far as they work to influence performance in value 

chains.  

 

Competition in value chains informs the strategic decisions of its members, such as the decision 

to enter new markets, the decision on the choice of business models and decision on the assessment 

of performance (Delgado, Ketels, Porter & Stern, 2012; Porter & Kramer, 2011; Rothaermel, 

2015). The results of this study confirmed five important factors that describe the effects of internal 

rivalry on the performance of value chains. As such, additional attention needs to be paid to the 

role of factors describing internal rivalry in the value chain and the subsequent subsections focus 

on such discussions. 

 

5.4.4.2.1   Intensity of Regulator Competition 

Indeed, many of the factors that affect performance in value chains are regulatory in nature (Gereffi 

et al., 2014; Ponte & Sturgeon, 2014; Morris & Staritz, 2014). Certainly, regulator regime do play 

a supportive role on the operational processes of the value chains. Granted this, it should be 

expected that differences in regulatory regimes across the value chain sectors can raise the cost of 

doing business. Indeed, presented with the need to comply with similar regulations from different 

regulatory agencies places value chain actors in a precarious positions (Distelhorst, Locke, Pal & 

Samel, 2015; Gibbon & Ponte, 2005; Porter, 1990). Worse still, if such eclectic regulatory 
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authorities cannot coordinate effectively with one another herby causing unnecessary delays and 

by implication more costs to actors in the value chains (Taglioni & Winkler, 2016; Christopher, 

2016; Waters, 2011). This implies that any uncoordinated multiple regulatory policies and 

administrative procedures in the value chain can cause some discontinuities in the operational 

processes of the value chains (Christopher, 2016; Gattorna, 2015). Clearly, any such discontinuity 

in the operational processes of the value chain has the power to upset the reliability of the chain in 

meeting customer expectations (Morris & Staritz, 2014; Stock & Lambert, 2001). 

 

Interestingly, this finding also reflects many other issues that influence the performance of value 

chains. For instance, the mandate of the regulatory agency, coordination and informational gaps 

can come to influence the intensity of regulator competition in the value chains (Morris & Staritz, 

2014; Sobel-Read, 2014). The want of chain-wide mandate or vision for many regulatory agencies 

not only results in complexity to doing business but also issues of redundancy, extra costs, and 

policy inconsistencies that affect the implementation and execution of the value chain strategy 

(Kaplinsky & Morris, 2001; Sobel-Read, 2014). Put together, these effects can most likely weigh 

down the performance of a given value chain. Especially so, when the competing regulatory 

agencies fail to grasp the economic effects they exact on the value chain (Doppelt, 2017; Ponte & 

Sturgeon, 2014)  

 

Of course, granted the above, gains can be expected from a reduction in the intensity of regulatory 

competition in the value chains (World Economic Forum, 2013) since  differences in regulation as 

well as the needed compliance issues resulting from multiple regulatory bodies define the 

robustness of value chains(Ponte & Sturgeon, 2014). Clearly, when crafting strategies to improve 

in value chains, it is advisable to establish a focal point that is mandated to coordinate and oversee 

all regulations that directly affect the efficiency and effectiveness of the value chains (Morris & 

Staritz, 2014). This should allow policy coherence and coordination across the many regulatory 

agencies along the value chains (Gereffi, 2014; World Economic Forum, 2013).  

 

5.4.4.2.2     Intensity of International Competition 

Furthermore, this study’s results indicate the factor called Intensity of international competition. 

This factor denotes the extent to which sellers and buyers in domestic value chains are affected by 

the presence of foreign customers or sellers (Kaplinsky &Morris, 2001). Seen through this lens, it 

is easily inferred that intensity of international competitive forces is one of the factors contributing 



 

164 

to market outcomes (Porter, 1998). Recent evidence indicates that international competition affects 

the performance of local industries in value chains through allocative efficiency and productive 

efficiency (Baldwin, 2011). Also gaining currency is the effect of international competition on 

turbulence or turnover within the domestic industries resident in value chains (Cavusgil, Ghauri & 

Akcal, 2012).  

 

The above attest to the effect that the intensity of international competition has on domestic actors 

in the value chains. For a start, the intensity of international competition forces most domestic 

actors to be price-takers (Kaplinsky &Morris, 2001; Zeparu, 2014; Mujeyi, 2013). As well, faced 

with changing world prices, the domestic value chain actors are forced to adjust their downward 

supply into the international markets (Lee & Gereffi, 2012). This implies a restricts potential 

performance as the domestic value chain actors have no other option serve to adjust their behaviour 

in ways that ease deadweight losses due to international competition(Caves, 1985).  

 

Furthermore, according to Tao (2016), escalating international competition can spearhead non-

deterministic firm behaviour as actors are pressured by the actions and contingencies undertaken 

by international competitors. Implied here, is the inability of the managers in the value chains to 

predict the outcomes of their strategies in response to the intensifying international competition. 

In turn, nothing short of innovative competitive strategies can assure the survival of the value chain 

(Lundvall; 2010; Dögl, Holtbrügge & Schuster, 2012). This goes then to show the importance of 

intensive international competition as a driver of innovation in value chains (Lundvall; 2010; Dögl, 

Holtbrügge & Schuster, 2012; Zuniga-Vicente & Vicente-Lorente, 2006; Porter, 1990).  

 

On the other hand, international competition can positively influence the value chain operational 

processes. For instance as the international competition intensifies, local value chain actors may 

begin to proactively seek to learn and explore new possibilities to survive this competition (Porter, 

1990). Certainly, engaging in proactive learning lays a solid foundation for product and process 

innovations and performance in value chains (Zahra, 1993; Anderson et al., 2015). Additionally, 

as the value chain actors experience intensified international competition, they may begin to 

explore alternative markets and seek to differentiate from competitors (Zahra, 1993).  

 

Albeit the positive effects, without the requisite market power, some local value chain actors may 

start to experience some limited opportunities as the intensity of international competition 

increases (Auh & Menguc, 2005; Benner & Tushman, 2015). With the foregoing, it is clear that 
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the intensity of international competition brings some changes to the performance of value chains. 

This implies then those appropriate policies that deal with diverse effects of the intensity of 

international competition may need to be put in place when working toward building 

competitiveness in value chains.  

 

5.4.4.2.3   Actor Concentration 

Results of the study furthermore confirmed that actor concentration can explain performance in 

value chains. In essence, actor concentration refers to the total number of actors in the stages of 

given certain value chains (Fedderke, 2008). Thus, actor concentration as found in this study 

denotes the relationship pertaining to the value chain architecture and performance (Devadason & 

Subramaniam, 2013; Fedderke, 2008). Moreover, as is replete in previous studies, the degree of 

actor concentration is seen altering the configuration of the relationships in value chains (Nathan 

& Overman, 2013; Riedel, Bokelmann & Canavari, 2009). Indeed, two important effects of actor 

concentration in value chains are observable, namely, concentration at one point in the value chain 

driving further concentration at other points in the value chain, and actor concentration at one point 

in the value chain generating oligopolies and inequalities (Coe & Yeung, 2015; Lee & Gereffi, 

2015).  

 

The latter effect leads to some other enterprises in the value chain gaining more market power at 

the expense of others (Josserand & Kaine, 2016). While the effect has the potential to fortify the 

value chain, the entailed inequalities can indeed fragment performance efforts in value chains 

(Bruszt & McDermott, 2012; Gereffi & Luo, 2015). Unquestionably, actor concentration along the 

value chains impacts on rivalry and therefore market prices with the result that actors in value 

chains may begin to pursue different goals (Haruna, 2014; Khaile, 2012; Porter; 2008). As well, 

the degree of actor concentration in a value chain determines the extent of the economies of scale 

and innovation taking place in the value chains (Haruna, 2014; Khaile, 2012). Indeed, according 

to Marshall (1890:266), such economies of scale can often be secured by the concentration of 

many businesses of similar character taking advantage of labour market pooling, sharing 

intermediate inputs, and knowledge sharing or “technological spillovers in particular in value 

chains.  

 

Lastly, actor concentration allows for specialization in the value chains (Gereffi & Sturgeon, 2013; 

Kaplinsky & Morris, 2001). Evidently, specialization in value chains enhances performance in 

value chains. For de Langen (2003) specialization allows actors in the value chain to access tailor-
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made products and services. In addition, empirical work indicates the positive effect of actor 

concentration on innovation (see, for example, Baptista & Swann, 2000, Audretsch & Feldman, 

1996; Nooteboom, 1999) and on knowledge diffusion (Baptista, 2000) in value chains. This 

finding is thus instructive that clustering should be encouraged when devising strategies for 

improving performance in value chains.   

 

5.4.4.2.4 Competitive Behaviour Effects 

The present study also found that the competitive behaviour of the actors in the value chains brings 

important effects that are fundamental to the functioning of value chains (Kaplinsky & Morris, 

2001). One of the fundamental competitive behaviour effects pertains to the emergence of conflict 

in the value chains. Interestingly, as value chain actors engage in both strategic and operational 

manoeuvres, manifestations of, for instance, collusion, may interfere with other actors’ objectives 

in the value chain. Going by previous studies, it is interesting to note that conflict in the value 

chain can have both constructive and destructive effects on the performance of value chains (Chen 

et al., 2014).  

 

On one side, conflict can cause frustration, anger and dissatisfaction among some actors in value 

chains causing behavioural dysfunction such as restricted resource and information exchanges, 

avoidance of other parties or even sabotaging other actors’ objectives, loss of flexibility and 

cooperation thus leading to disintegrated value chains (Lu & Hung, 2010; Milberg & Winkler, 

2013; Azmeh &Nadvi, 2014; Garvey, Carnovale & Yeniyurt, 2015). As well, conflict in value 

chains may breed further outcomes such as discontent and distrust that damages the requisite 

engagement in value chains (Burt, 2009; Rahim, 2010; Scott & Davis, 2015; Kotler, Keller, 

Ancarani & Costabile, 2014; Anderson & Narus, 1990).  

 

Seen from another angle, an absence of conflict in value chains is synonymous to abject apathy to 

espoused goals of the value chain (see Eisenhardt et al, 1997). As conflict defines the true nature 

of relationships in value chains (Ram, Corkindale & Wu, 2013), it thus might be desirable to have 

some kind of conflict in value chains in order to strengthen the operational processes or clarity of 

the direction of value chains. Interestingly, as prior studies show, conflict generates opportunities 

for the actors in value chains to express their dissatisfaction, to reorganize previous activities, and 

to introduce diverse perspectives that lead to innovative solutions (Kotler, Keller, Ancarani & 

Costabile, 2014). On balance, therefore, competitive behaviour effects may be considered effective 

sources of innovation, creativity and better decision-making in value chains (Bullinger, Neyer, 
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Rass & Moeslein, 2010; Nonaka, 2008; Rahim, 2010). These aspects are fundamental to the 

efficiency and effectiveness of the value chains (Brandenburger & Nalebuff, 2011; Porter, 2011). 

 

Simply stated, the foregoing suggests the necessity of policies that strike a balance between rivalry 

and cooperation in value chains to take advantage of both. This is one of one of the blue ocean 

strategies known as coopetition(Kim & Mauborgne, 2005) that allows organizations to interact in 

rivalry due to conflicting interests while at the same time cooperating to meet common interests 

(Brandenburger & Nalebuff, 2011; Gnyawali & Park, 2011).  

 

5.4.4.2.5   Intensity of Competitive Behaviour  

This study identified and confirmed the veracity of Intensity of competitive behaviour as one of 

the factors that explain the internal rivalry in the value chain and by extension the performance of 

value chains. This indicates that the nature of competition in value chains has to be explained in 

terms of intensity of competitive behaviour of the actors (Ritala, Golnam & Wegmann, 2014). 

Implied here is that any measure of the intensity of competitive behaviour defines the character of 

performance in value chains (Chen & Miller, 2012; Chen & Miller, 2015; Gnyawali, Madhavan 

& Bengtsson, 2016). Therefore, as actors in the value chains are exploiting the various market 

opportunities, competitive behaviours are certainly adopted with differentiated effects on the 

performance of the value chain (Wu et al., 2014).  

 

As well, for Porter (1985), the intensity competitive behaviour in value chains influences the 

degree of value creation owing to its implications on the ability of actors to establish relationships 

in value chains (Azmeh &Nadvi, 2014; Rahim, 2010; Scott & Davis, 2015). The implication, 

therefore, is that the intensity of competitive behaviours is the basis for assessing the amount of 

both internal rivalry and cooperation in value chains together with the attendant effects on 

performance. This conforms well to extant studies that view the intensity of competitive behaviour 

as a starting point to understanding the robustness of any given value chain (Chen et al., 2014; 

Park et al., 2014).  

 

The intensity of competitive behaviour may be associated with the level of aggression (hostility) 

between competitors (Bengtsson et al., 2010). Such an occurrence in value chains forces value 

chain actors to innovate, utilize productive capacities, reduce operational costs and so improve 

efficiency (Bullinger, Neyer, Rass & Moeslein, 2010; Anderson & Narus, 1990). In other words, 

the intensity in hostility may foster highly productive value chains (Porter, 1990; Senge, 2014). 
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Nonetheless, value chains characterised by intensified Competitive behaviours are also associated 

with a fair share of challenges such as market saturation (Kotler et al., 2014).  

Without a doubt, having saturated markets within value chains implies restricted profits and 

growth of a given value chain (Porter, 1990; Senge, 2014). This discussion thus shows the 

importance of policies intended to manage the intensity of competitive behaviour along the value 

chain composite sectors.  

 

5.4.4.3   Agglomeration Effects /Economies 

The third section of the data collection instrument that was used in this study measured the 

perceptions of the cotton value chain experts on the effect of agglomeration effects or economies 

on the performance of value chains. By means of Cronbach’s Alpha coefficient the first step was 

to analyze the reliability of the items measuring the agglomeration effects/economies of scale in 

the cotton value chain in Zimbabwe. The reliability test results are shown in Table 5-14.  

 

Table 5-14   Reliability Analysis of Items measuring Agglomeration effects 

 

Source: Survey Data, 2018 

 

As shown in Table 5-14, the Cronbach’s Alpha was very poor (Alpha < 0.6) which indicated that 

the seven (7) items that sought to measure the agglomeration effects in the cotton value chain in 

Zimbabwe were of poor reliability (Charry et al., 2016). As such, performing factor analysis on 

the dataset was not feasible unless further interventions to improve the reliability of the items could 

be implemented. Table 5-15 shows that by excluding some items from the analysis, the reliability 

improved but no more than the 0.6 benchmark for acceptable reliability (Charry et al., 2016). 

Hence, the reliability of the items measuring agglomeration remained poor.  

 

Owing to the unacceptable reliability of all the items intended to measure the Agglomeration 

Effects /Economies in the cotton value chain in Zimbabwe, the construct was dropped all together 

from further analysis. Attempting to do so would have been a futile exercise since the results that 

could be drawn from these variables would always be unreliable (Charry et al., 2016). Without 
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doubt, any attempt to use the same items in the cotton value chain in Zimbabwe would always 

produce dissimilar results and would not have added value to managerial decision thereof.  

 

Table 5-15    Reliability of Agglomeration/ Economies Variables if Item deleted 

 

Source: Survey Data, 2018 

 

5.4.4.4   Diversity in the Value Chain 

The fourth instrument on the questionnaire sought to measure the perceptions of the cotton value 

chain experts on the effect of diversity on the performance of value chains. Cronbach’s Alpha 

coefficient was employed to assess the reliability of the items measuring the diversity in the cotton 

value chain in Zimbabwe. The reliability test results are shown in Table 5-16.  

 

Table 5-16   Reliability Testing of Items measuring Diversity in the Cotton Value Chain 
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Source: Survey Data, 2018 

Table 5-16 shows that the Cronbach’s Alpha was very poor (Alpha < 0.6) which indicates that the 

15 items were of poor reliability (Charry et al., 2016). As such, factor analysis could not be 

performed unless further interventions to improve the reliability of the items were implemented. 

Table5-17 shows that excluding three items could improve the reliability.  

 

Table 5-17   Reliability of Items describing Diversity if Item Excluded  

 

Source: Survey Data, 2018 

 

The three variables in Table 5-17 were dropped from the analysis and another reliability test was 

carried on the remaining 12 items. The results are presented in Tables 5-18 and 5-19. Table 5-18 

shows that the Cronbach’s Alpha now exceeded the benchmark value of 0.6, which indicated that 

the variables were now of acceptable reliability (Charry et al., 2016). 

 

Table 5-18   Reliability Testing of Items measuring Diversity (Recalculated) 

 

Source: Survey Data, 2018 
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The results in Table 5-18 permitted factor analysis to be conducted on the 12 items measuring 

diversity in the cotton value chain in Zimbabwe. This also implied that now any repeated trials on 

the cotton value chain using the same items would always bring about the same results since all 

the items measuring Diversity in the value chain were of acceptable reliability (Charry et al., 

2016).  While this fact could have implied that there was no longer any need to exclude any of the 

items measuring the variable of Market (EXTENT) from further analysis, it is clear from Table 5-

19 that the variable Market (EXTENT)”was not contributing significantly to the factor solution 

due to its communality that was below the established benchmark of 0.3(Kenny et al., 2015; Kline, 

2014). Communality signifies the variance of observed variables accounted for by a common 

factor (Kline, 2014). This means that a large communality value would indicate a strong influence 

by an underlying construct (Leech et al., 2014). As the item “Market (EXTENT)” was below the 

expected benchmark, the next logical move was to exclude the item from further analysis (Leech 

et al., 2014).  

 

Table 5-19   Communalities of the Item “Market (EXTENT)” 

 

Source: Survey Data, 2018 

 

After excluding, the item “Market (EXTENT)” from further analysis, the Kaiser-Meyer-Olkin 

measure of sampling adequacy and Bartlett’s test of Sphericity analysis were performed on the 

remaining 11 items to the results presented in Table 5-20. 

 

Table 5-20    Sampling Adequacy and Factorability Items describing Diversity 

 

Source: Survey Data, 2018 

 

Table 5-20 shows that the KMO value was greater than the benchmark of 0.6 (Dimitrov, 2014) 

showing that the sample was adequate enough to conduct factor analysis. As well, a significant p-
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value (p < 0.03) of Bartlett’s test of Sphericity implied that it was possible to perform factor 

analysis on the correlation matrix of factors describing diversity in the cotton value chain in 

Zimbabwe (Leech et al., 2014). The next step was to determine the number of extractable factors. 

Applying the Kaiser’s rule of eigenvalues greater than one, Table 5-21 reveals that only three 

factors describing diversity in the cotton value chain in Zimbabwe were extractable (Brown, 2006). 

 

Table 5-21   Eigenvalues of Factors describing Diversity in the Cotton Value Chain 

 

Source: Survey Data, 2018 

 

The variance explained by the three factors exceeded the 50% the benchmark for the minimum 

acceptable variance to explain a factor solution (Meyers et al., 2012). Nonetheless,  an Equamax 

orthogonal rotation was performed to improve the interpretation of the three factors identified as 

Factor 4.1 to Factor 4.3 in Table 5-22. 

 

Table 5-22   Factors describing Diversity in the Value Chain (Equamax Rotated) 

 

Source: Survey data, 2018 
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CFA was then conducted to validate the three identified factors in Table 5-22. Consequently, Table 

5-23 reports the CFA results pertaining to the factor structure describing diversity in the cotton 

value chain in Zimbabwe.  

 

Table 5-23   CFA Statistics for Factors describing Diversity in the Value Chain 

 

Source: Survey Data, 2018 

 

The fit statistics for the 11 item, 3 factor CFA gave evidence of a good model fit for the factors 

describing Diversity in the Value Chain since the CFI is > 0.9, TLI is very close to 0.90 and the 

RMSEA is <0.10 (Lee et al., 2010). Table 5-24 also indicates that all items load significantly on 

each of the latent factors (p-values < 0.05). The CFA analysis thus confirmed the factor structure 

describing diversity in the value chain. 

 

Table 5-24   Factor Loadings of Items describing Diversity in the Value Chain 

 

Source: Survey data, 2018 
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As indicated previously, a good model fit is of not of much help to managerial decision-making 

unless a theoretical justification and reliability can be established to permit workable solutions 

(Credé & Harms, 2015; Lance, Beck, Fan & Carter, 2016). Accordingly, the subsequent 

paragraphs give the requisite theoretical explanation on how the latent factors describing the 

construct diversity in the value chain would function in influencing performance in value chains. 

These results also indicates that when managers in the value chains formulate a strategy for value 

chain performance improvement, decisions need also to centre on the diversity goals and which 

direction to take in implementing and execution diversity strategy within value chains.  

 

Interestingly, prior studies are explicit on the role of diversity on the performance of value chains 

(MacKinnon et al., 2009; Sturgeon, 2008; Jiang, Tao & Santoro, 2010). Diversity in value chain 

includes the extent of variance in economic agents (in terms of resources, capabilities and 

technological bases), functional purposes (what value chain activities the sector plays and as well, 

governance structures (how firms shape their alliances using different organizing structures) 

(Sturgeon, 2008; Jiang, Tao & Santoro, 2010). The results of this study also affirmed three quite 

interesting underlying factors explaining the role of diversity in influencing performance in value 

chains. Accordingly, subsequent subsections are directed to discussing the import of the identified 

factors. 

 

5.4.4.4.1    Economic Activity Diversity 

The diversity in economic activity factor (diversification) was confirmed as a determinant of 

performance in value chains. Indeed, unique and separate operational processes in value chains 

simply imply specialization of economic activities (Dunford, 2003; Krugman, 1998, MacKinnon 

et al., 2009) which according to previous studies assures highly effective value chains (Dunford, 

2003; Krugman, 1998, MacKinnon et al., 2009). Diversity in economic activity also known as 

diversification promotes increasing returns to scale along the value chain (Robertson, Casali & 

Jacobson, 2012). As well, the more diverse the value chain operational processes make-up, the 

more the sources of distinct information and knowledge that can be used to foster innovativeness 

in value chains (Porter, 1990; Senge, 2014).  

 

Furthermore, Van den Berg & De Langen (2015) maintain that the existence of different business 

activities creates stability in value chains as it reduces unnecessary competition. Without a doubt, 

this is in recognition that agents that perform similar economic activities are prone to unhealthy 

internal rivalry (Porter, 1990). Therefore, by encouraging the diversification of economic activities 
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value chain strategies amass the power to offset the negative effects associated with overlapping 

backgrounds, experiences, knowledge, and technologies thereby stabilising value chains for robust 

operational performance(Robertson, Casali, & Jacobson, 2012). Ultimately, when diversification 

is successfully implemented and executed firms in value chains are able to enhance their 

contribution to the value chain goals because diversity reduces redundancy in the value chain 

operational processes (Tisdel, 2013). 

 

Notwithstanding the above, emergent conflicts of interests may possible manifest among the 

agents performing diverse activities in the value chains (Doz & Prahalad, 2013). As such, 

cumulative monitoring and safeguarding costs are unavoidable in the value chain thus undermining 

the performance of the value chain (Gaertner & Dovidio, 2014). As well, extant empirical evidence 

(De Langen, 2014; Sturgis et al., 2011) shows the dark side of diversity in economic activities in 

the form of diluted trust owing to the entailed unfamiliarity among the incumbent actors 

performing diverse value chain operational processes.  

 

Indeed, much of social and psychological studies maintain that trust thrives most in homogeneous 

settings rather than the heterogeneous ones (Uslaner, 2012; Sturgis, Brunton-Smith,  Read & 

Allum, 2011; Hooghe,  Reeskens,  Stolle & Trappers, 2009). Noting the adverse effects of diversity 

on value chain operational processes, for example, on communications, conflict, and cohesion 

(Singal, 2014; Tajfel, 2010), policies that enacted in value chains limit negative effects of diversity, 

particularly silo mentality among the value chain functions, may need to be formulated in attempts 

to improve performance in value chains.  

 

5.4.4.4.2   Knowledge and skills Diversity 

The study also established the need for knowledge and skills diversity in value chains. This finding 

of great interest as it goes far n reinforces earlier findings regarding the differences in knowledge 

and skills among value chain actors. From the diversified knowledge and skill sets, value chains 

gain the requisite new innovations to propel the planned operational processes (see, for example, 

Van De Vrande, Vanhaverbeke, & Gassmann, 2010). Interestingly as well is the fact that 

diversified knowledge and skills are associated with the growth of complementary competencies 

that enable the necessary specialization and hence economies of scale in the value chains (Dunford, 

2003; Krugman, 1998, MacKinnon et al., 2009).  Furthermore, as acknowledged in literature 

knowledge and skills diversity in value chins permits integrated solutions to the multifaceted 

challenges normally encountered in most value chains (Gaertner & Dovidio, 2014).  Clearly, this 
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goes to acknowledge the role of diversity in knowledge and skills in value chains in driving 

performance in value chains through the promotion of innovations and economies of scale 

(Gaertner & Dovidio, 2014; Beugelsdijk, Klasing & Milionis, 2016).  

 

Given the above, it is then interesting to note that those value chain actors who are able to access 

diverse knowledge and skills are likely to have a heightened and solid understanding of customer 

needs and the general business environment (Christopher, 2016; Stock & Lambert, 2001). 

Furthermore, extant research indicates that businesses are successful when they can tap into 

diverse knowledge and skills along the value chains (Doz & Prahalad, 2013; Robertson, Casali & 

Jacobson, 2012). This particular finding is instructive in attempts to improve performance in value 

chains as it points to the need for focused knowledge generating institutions along value chains. 

 

5.4.4.4.3   Actor Diversity Outcomes 

The last of the factors describing diversity in value chains was confirmed to be actor diversity 

outcomes. Interestingly literature also acknowledges both positive and adverse effects of actor 

diversity outcomes on value chain operational processes. For example, diversity outcomes such as 

communications, conflict, and lack of cohesion (Singal, 2014; Tajfel, 2010; Dos Reis, Castillo & 

Dobón, 2007) have been proved to exert some kind of influence on the performance of the value 

chains. Also extant empirical evidence (Hofhuis, 2016; Koopmans, 2016; Putman, 2007) situates 

actor diversity outcomes’ capacity to dilute trust as levels as familiarity among actors decreases. 

Specifically, as alluded to before, prior studies claim that trust thrives most in similar settings 

rather than the diverse ones (Uslaner, 2012; Sturgis, Brunton-Smith,  Read & Allum, 2011; 

Hooghe,  Reeskens,  Stolle & Trappers, 2009).  

 

In fact, research rooted in the social identity/self-categorization paradigm (Gaertner & Dovidio, 

2014; Tajfel, 2010) and related literature (See for example, Nakui, Paulus & van der Zee, 2011; 

Homan, Greer, Jehn & Koning, 2010) indicate actor diversity outcomes as the most destabilising 

factor to the development of organizational trust and performance. As such, the confirmed factor 

can be accepted as one of those factors that influence the performance of value chains. In attempts 

to improve performance in value chains, outcomes of actor diversity outcomes need to be traced 

to limit their effects on collective action in value chains.  
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5.4.4.5   Value Chain Barriers  

The fifth instrument on the questionnaire measured the perceptions of the cotton value chain 

experts on the effects of value chain barriers on the performance of the cotton value chain in 

Zimbabwe. As a first step, Cronbach’s Alpha coefficient was employed to analyze the reliability 

of the 6 items that were intended to measure the effect of value chain barriers in the cotton value 

chain in Zimbabwe. The reliability test results on the items measuring value chain barriers are 

presented in Table 5-25.  

 

Table 5-25   Reliability Testing for Value chain Barriers in the Cotton Value Chain 

 

Source: Survey Data, 2018 

 

Table 5-25 shows that the Cronbach’s Alpha for the items measuring the value chain barriers in 

the cotton value chain in Zimbabwe was below the established benchmark of 0.6(Charry et al., 

2016). Accordingly, the items measuring value chain barriers in the cotton value chain in 

Zimbabwe were not reliable enough to give consistent results with repeated trials (Charry et al., 

2016). In an attempt to improve the reliability of some of them, some items were excluded from 

the instrument. Appendix J reveals the effect of dropping some items from the analysis.  

 

Appendix J shows that although excluding some items could improve the reliability, the level of 

the reliability of the items could not move to more than the stipulated benchmark of 0.6(Charry et 

al., 2016). This implies that in spite of effecting the deletion of other items the reliability remained 

poor to undertake factor analysis. As such, with the items measuring Value chain barriers being of 

unacceptable reliability, there was no need to proceed with factoring. Trying to implement further 

analysis meant that the results drawn from these variables would have been unreliable and 

therefore add no value to the managerial decision-making in the value chain. 

 

5.4.4.6   Value Chain Governance  

The sixth section on the instrument used in this study measured the perceptions of the cotton value 

chain experts on how the value chain governance impacted on the performance of the cotton value 
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chain in Zimbabwe. Cronbach’s Alpha was employed to establish the internal consistency of the 

11 items on the instrument measuring the effects of value chain governance on the performance of 

the cotton value chain in Zimbabwe. The reliability analysis results are presented in Table 5-26. 

Table 5-26 shows that the Cronbach’s Alpha is poor (Alpha < 0.6) indicating therefore that the 

variables were of poor reliability (Charry et al., 2016). This implied then that repeated trials using 

the same variables on the cotton value chain in Zimbabwe would not give consistent results.  

 

Table 5-26   Reliability Testing of the Items measuring Value Chain Governance 

 

Source: Survey Data, 2018 

 

Owing to the unreliable variables measuring value chain governance in the cotton value chain in 

Zimbabwe, factor analysis could not be performed unless further interventions to improve the 

reliability were implemented. Table 5-27 shows that excluding two items could improve the 

reliability of the remaining items. As such, the two variables in Table 5-27 were dropped from the 

analysis in order to improve the reliability of the items measuring value chain governance in the 

cotton value chain.  

 

Table 5-27   Reliability if Item Deleted  

 

Source: Survey Data, 2018 

 

After the dropping of the two variables in Table 5-27 from the analysis, reliability of the remaining 

items was recalculated to give the reliability statistics as presented in Tables 5-28. 
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Table 5-28   Reliability Statistics for Items measuring Value Chain Governance  

 

Source: Survey Data, 2018 

 

Table 5-28 shows that the reliability of the 9 items after the dropping the 2 items in Table 5-27 

had indeed improved with the Cronbach’s Alpha going beyond the usually recommended threshold 

value of 0.6. This gave a preliminary indication factor analysis could be performed on the 9 items 

measuring governance in the cotton value chain in Zimbabwe (Charry et al., 2016; Kline, 2014). 

The Subsequent treatments in the name of KMO and Bartlett’s test of Sphericity further confirmed 

the factorability of the value chain governance variables. Presented in Table 5-29 are the statistics 

of the two tests. 

  

Table 5-29   Sampling Adequacy and Factorability of Items describing VC Governance 

 

Source: Survey Data, 2018 

 

Table 5-29 shows the KMO value to be greater than the benchmark of 0.6 (Dimitrov, 2014) thereby 

signalling the sufficiency of the sample for factor analysis. Furthermore, as per the Table 5-29, the 

Bartlett test of Sphericity was significant at p-value (p < 0.03) further confirming that the 

factorability of the correlation matrix of the items measuring value chain governance in the cotton 

value chain in Zimbabwe (Leech et al., 2014). A subsequent EFA using principal component 

analysis was employed to decide the number of extractable factors from the 9 value chain 

governance variables as obtained from the cotton value chain in Zimbabwe. The subsequent Table 

5-30 presents the Eigenvalues of the three latent factors that could be used to measure the effect 

of the value chain governance construct in the cotton value chain in Zimbabwe.  
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Table 5-30   Eigenvalues of Factors describing Value Chain Governance 

 

Source: Survey Data, 2018 

 

Employing the Kaiser’s rule of Eigenvalues greater than one (> 1) (Von Schlippenbach & 

Teichmann, 2012; Gimenez, van der Vaart & Pieter van Donk, 2012), as indicated earlier on, Table 

5-30 submits that only three underlying factors contributing about 72.125% of the total variance 

explained were extracted. Since the contributed variance explained by the three factors exceeded 

the 50% benchmark for the minimum acceptable variance that needs to be explained by the factor 

solution the model measuring the factors was accepted as valid(Brown, 2006; Meyers et al., 2013). 

The three factors were designated as Factor 6.1 to Factor 6.4 and are presented in Appendix K.  

 

Subsequently, CFA was performed to confirm the structures of the three factors describing value 

chain governance in the cotton value chain in Zimbabwe on the underlying factors, namely, quality 

of lead firms, sector governance disparities and social capital intensity. Table 5-31 reports the 

CFA results pertaining to the factor structure describing value chain governance in the cotton value 

chain in Zimbabwe. 

 

Table 5-31   CFA Statistics for Factors describing Value Chain Governance 

 

Source: Survey Data, 2018 

 

Both the CFI (> 0.9) and TLI (close to 0.9) indicated good model fit for the Factors describing 

Value chain governance (efficiency factors) but then RMSEA (slightly greater than 0.1) indicated 

a doubtful fit (Lee et al., 2010). Nonetheless, since two of the selected three fit indices indicated 

good model fit, that is, the model fitted the data well. Thus, the CFA analysis confirmed the factor 

structure describing value chain governance. However, as indicated before, even if a good model 
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fit is established, there is still need to find the theoretical relevance of the factors. The practice of 

business requires that theoretical reliability also be established to support concrete decisions on 

the solutions (Credé & Harms, 2015; Lance et al., 2016). The subsequent subsections now focus 

on discussing the identified factors in as far as they help to explain the performance in value chains.  

 

5.4.4.6.1   Quality of Lead Firms 

The study confirmed the relevance of the quality of lead firms to the performance of value chains. 

This finding is consistent with established research which apportions greater prominence on lead 

business firms in the governance of value chains (Conti, 2014; Perks & Moxey, 2011; Gereffi, 

1994). Indeed, the quality of lead business firms in terms of financial strength, buying power, 

control of key technology or market access (Jorgensen & Knudsen, 2006) determines how certain 

actors may be included or excluded, how specific operational processes may be distributed among 

the different actors in the chain and finally how operational and support processes are structured 

in the value chain (Riedel, Bokelmann & Canavari, 2009). In the same vein, lead business firms 

have requisite capacities to deploy appropriate capabilities in support of inter-firm transaction cost 

reduction (Conti, 2014; Perks & Moxey, 2011; Gereffi, 1994).  

 

The relationships between lead business firms and other firms (either mutual or predatory) results 

in improved industry competitiveness (Gereffi & Fernandez-Stark, 2011). According to de Langen 

et al. (2013), the quality of lead business firms determines immensely the externalities accruing to 

value chains such as funding training, education, and knowledge and information infrastructure 

together with the necessary collective action infrastructure. Granted the above, the quality of lead 

business firms pushes for coordination beyond the coordination mechanism of price so that 

requisite types of value chain investments can take place (Ostrom, 2014; Nell, 2016). Hence, 

having the right type of lead business firms in the value chains boosts the quality of coordination 

and performance in value chains (Anthony, 2016; Andadari, 2008; de Langen et al., 2013).  

 

5.4.4.6.2   Governance Disparities 

The present study also confirmed governance disparities as one of the factors influencing the 

performance of value chains. The literature on value chain governance insinuates that the quality 

of value chain governance and value chain performance thereof depends on two issues namely, 

the “level of coordination costs or transaction costs” and the “scope” of “coordination beyond 

price”(de Langen, 2004; Williamson,  2008). Based on these, governance disparities may be 

experienced along the composite sectors of any value chain. Clearly this finding is fascinating as 
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literature (de Langen et al., 2013; Fredikind, 2014; Gereffi et al., 2014; Ponte & Sturgeon, 2014; 

Kaplinsky, 2015; Trienekens, 2011) extensively discuss the effects of different modes of 

governance in value chains, namely, market, firm, alliances, associations, and public–private 

partnerships. This means the implementation and execution of these modes in different sectors of 

the value chain may mean non-uniform steering of the particular value chain. 

 

Without doubt, therefore, the above suggests that the different modes of governance can be 

implemented and executed to deal with certain coordination problems in others but not necessarily 

meet the requirements of the other sectors (Albino et al, 1999). Implied here is the notion that 

disparities in governance forms among the distinctive sets of firms in value chains, may 

compromise the quality of governance thus affecting the performance of the value chain (Albino 

et al, 1999; Coase; 2013; Fredikind, 2014; Hobbs & Kerr, 2014). Based on the above reasons, the 

conclusion could be that the performance of value chains would most likely improve in situations 

where actors can limit governance disparities among sets of firms in support of the value chain 

operational processes.  

 

5.4.4.6.3   Social Capital Intensity 

The present study also suggests that social capital intensity has implications for the performance 

of value chains. In conformity with wider literature on social networks in business, social capital 

has known relevancy in terms of creating pertinent opportunities in value chains (Bourdieu, 2011; 

Myers & Nelson, 2010). As a matter of fact, individual actors in value chains strive to fill the 

structural or operational or support processes weaknesses in value chains by linking to others with 

whom they do not have direct links (Scott & Davis, 2015). This allows the value chain actors to 

receive some expected returns on their investments when they use such linkages to arrange 

knowledge and information sharing with those they are not in direct connection (Cattaneo et al., 

2013; Dikos, 2014). As the social capital intensifies so do the inter-firm relationships in value 

chains. This, in turn, facilitates increased flows of knowledge and other resources throughout the 

value chain (Harrison, 2014; Ostrom, 2014; Nell; 2016).  

 

Furthermore, social capital intensity impacts on the ties and therefore the unity of value chain 

actors thus adding to the robustness of the operational and support processes in value chains. 

Consequently, the united actors in value chains are able to optimize their resources for operational 

efficiency. Additionally, social capital intensity determines the degree of which actors in value 

chains can galvanize collective action to fit the environment (Fujita & Thisse, 2013; Hardin, 2015). 
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By the same token, the social capital intensity further determines the degree of the structural 

embeddedness in value chains (Scott & Davis, 2015; Foster, Borgatti, & Jones, 2011; Granovetter, 

1985). And as the social capital intensifies in the value chains, group effort is harmonized for better 

performance (Markelova et al., 2009).  

 

Lastly, it has since been shown that the intensification of structural, relational and cognitive  

dimensions of value chain social capital has significant direct or indirect effects on value chain 

operational and support processes integration and performance (Müller, 2014; Yim & Leem, 

2013). Hence, with respect to the present study, this could be inferred to imply that those value 

chains experiencing a stronger social capital intensity are predisposed to perform better than those 

with weaker social capital intensity (Baggio, 2011; Ross, 2016; Fujita & Thisse, 2013; Hardin, 

2015) 

 

5.4.4.7   The Capacity of Intermediaries 

The seventh instrument on the questionnaire used in this study was used to measure the perceptions 

of the cotton value chain experts on the capacity of intermediaries to impact the performance in 

the cotton value chain in Zimbabwe. Cronbach’s Alpha was employed to assess the internal 

consistency of the 10 items used to measure the capacity of intermediaries in influencing the 

performance of the cotton value chain in Zimbabwe. The reliability analysis results are presented 

in Table 5-33. 

 

Table 5-32   Reliability Analysis on the Items used to measure the Capacity of Intermediaries  

 

Source: Survey data, 2018 

 

Table 5-32 shows that the Cronbach’s Alpha of the 10 items measuring the capacity of the 

intermediaries to steer both the operational and support processes of the cotton value chain 

exceeded 0.6, thereby signalling that the items were of adequate reliability (Charry et al., 2016). 

This implies a preliminary feasibility of factor analysis on the dataset measuring the capacity of 

the intermediaries in the cotton value chain in Zimbabwe. In other words, if similar trials with the 

variables were to be made in the cotton value chain, similar results would be repeatedly be found. 
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Although the reliability of the items measuring Intermediaries was good, the item in Table 5-33 

had a negative Corrected Item-Total Correlation necessitating the exclusion of the item from 

further analysis. As indicative in Table 5-34 by dropping the item from the analysis it was possible 

to improve the Cronbach’s Alpha to 0.808.  

 

Table 5-33   Negative Corrected Item-Total Correlation 

 

Source: Survey Data, 2018 

 

The recalculated reliability statistics of the capacity of intermediaries after dropping the item with 

a negative Corrected Item-Total Correlation are as presented in Tables 5-34 and Appendix L. 

 

Table 5-34   Reliability Analysis on Variables measuring Capacity of Intermediaries.  

 

Source: Survey Data, 2018 

 

Table 5-34 shows that the Cronbach’s Alpha for the remaining 9 variables measuring the capacity 

intermediaries exceeded the benchmark of 0.6 thus indicating that the variables were of acceptable 

reliability (Charry et al., 2016). This also implied that repeated trials with the 9 items on the cotton 

value chain in Zimbabwe would consistently give similar results regarding the intermediaries’ 

capacity to mediate the processes in the cotton value chain. Based on all the items’ acceptable 

reliability (See Appendix L), all the items were kept for subsequent analysis (Kline, 2014; Pallant, 

2010; Meyers et al., 2013) which included the KMO and Bartlett Tests.  

 

After performing the Kaiser-Meyer-Olkin (KMO) measure of sampling adequacy and the Bartlett 

Test of Sphericity the results presented in Table 5-35 confirmed the applicability of factor analysis 
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on the items. As can be seen the value of the KMO was greater than the minimum cut-off value of 

0.6 (Dimitrov, 2014; Kline, 2014) and that of the Bartlett’s Test of Sphericity was significant (p < 

0.03) (Leech et al., 2014; Pallant, 2010).  

 

Table 5-35 KMO and Factorability of Items describing the Capacity of Intermediaries 

 

Source: Survey Data, 2018 

 

EFA using the PCA as the extraction method was conducted on the data set measuring the capacity 

of intermediaries. Using Kaiser’s rule of Eigenvalues greater than one (>1), Table 5-36 shows the 

number of extractable factors describing the capacity of intermediaries in the cotton value chain 

in Zimbabwe. 

 

Table 5-36   Eigenvalues of Factors measuring the Capacity of Intermediaries  

 

Source: Survey Data, 2018 

 

The three factors in Table 5-36 explained about 64.484% of the total variance (Brown, 2006). This 

variance explained exceeded the 50% minimum benchmark of 50% variance that should be 

explained by a factor solution (Meyers et al., 2013). This, without doubt, showed the adequacy of 

the items measuring the capacity of intermediaries in the cotton value chain in Zimbabwe in 

explaining the factor model (Hair, 2014). After applying Equamax factor rotation, the three factors 

were labelled Factor 7.1 to Factor 7.3 and are presented in Table 5-37. 
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Table 5-37   Summary of the Factors explaining the Capacity of Intermediaries  

 

Source: Survey Data, 2018 

 

Exploratory factor analysis was subsequently followed by the confirmatory factor analysis as a 

way to validate the three identified factors that described the capacity of intermediaries, namely, 

the capacity of producer intermediaries, the capacity of commercial intermediaries and the access 

to knowledge intermediaries and the results are presented in Table 5-38.  

 

Table 5-38   CFA Statistics for Factors describing the capacity of VC Intermediaries 

 

Source: Survey Data, 2018  

 

The three fit indices CFI (<0.9), TLI (<0.9) and RMSEA (>0.1) for the 9 item, 3 factor CFA 

indicated that the data did not fit the model sufficiently (Leech et al., 2014). Nonetheless, it was 

considered appropriate to cull some items/factors, so as to improve the model of the factor structure 

describing the capacity of intermediaries in the cotton value chain in Zimbabwe. The results 

showing the envisioned improvement to the model are presented in Table 5-39. 
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Table 5-39   Model Improvement  

 

Source: Survey, 2018  

 

As the results above attest, both items loading onto Factor 7.3 displayed insignificant loadings on 

the factor (p-values > 0.05). This unfavourable occurrence prompted the dropping of the factor 7.3 

altogether from the analysis (Lee et al., 2010). A second round of CFA was performed once more 

to confirm the improvement of the model and the results were as presented in Table 5-40. 

 

Table 5-40   CFA Fit Indices for Factors describing Intermediaries 

 

Source: Survey Data, 2018 

 

Although all remaining items in the model loaded significantly onto the corresponding factors (see 

Table 5-41), it is evident from Table 5-40 that the removal of Factor 7.3 did not in any significant 

way improve the model fit because CFI and TLI remained <0.9 while RMSEA stayed >0.1 (Lee 

et al., 2010).  

 

Table 5-41   Factor Loadings for Items measuring capacity of Value Chain Intermediaries 

 

Source: Survey Data, 2018 
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Granted the results in Table 5-40 that indicate a poor model fit (p-values < 0.05), it was prudent in 

the context of the cotton value chain in Zimbabwe to cautiously interpret the significance of the 

factors describing the capacity of intermediaries. Consequently, the factors relating to the capacity 

of intermediaries had to be excluded from the framework of factors influencing performance in 

value chains. This is indeed an interesting finding noting the established role played by the 

intermediaries to consolidate both the operational and support processes in the value chains 

(Gereffi & Fernandez-Stark, 2016; Wu, 2004; Cattaneo et al., 2013; Dikos, 2014). Given this 

observed variance between the empirical results of this study and prior literature, further studies 

in different or multiple contexts could well aid to validate how the capacity of intermediaries works 

to influence the performance of value chains. 

 

5.4.4.8   Solutions to Collective Action Problems 

The eighth instrument on the questionnaire was used to measure the perceptions of the cotton value 

chain experts on how the solutions to collective action problems along the operational and support 

processes of the cotton value chain in Zimbabwe played out to influence its performance. Firstly, 

the analysis of the reliability of the 12 items measuring solutions to collective action problems was 

performed via Cronbach’s Alpha coefficients and the reliability analysis results were as presented 

in Table 5-42. 

 

Table 5-42   Reliability of the items measuring Action Problems 

 

Source: Survey Data, 2018 

 

Table 5-42 shows that the Cronbach’s Alpha exceeded the minimum benchmark level of 0.6. This 

indicated that the variables describing Solutions to collective action problems in the cotton value 

chain in Zimbabwe were of acceptable reliability (Charry et al., 2016). This implies also that using 

the variables repeatedly in the study of solutions to collective action problems in the cotton value 

chain would always give similar results. The high-level reliability statistic thus gave a preliminary 

indication of the feasibility of performing factor analysis on the dataset from the cotton value chain 

in Zimbabwe. As well, all the 12 variables measuring Solutions to collective action problems in 

the cotton value chain in Zimbabwe are of acceptable reliability (See Appendix M). Consequently, 
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all the 12 items relating to the solutions to collective action problems in the cotton value chain in 

Zimbabwe could be possibly retained for subsequent analyses. 

 

However, on closer inspection, it was established that some of the items had communalities below 

the established minimum benchmark value of 0.3(Dimitrov, 2014). Subsequently, this necessitated 

the culling of such items from the analysis. Indeed, all communalities below the benchmark of 0.3 

specified that the items in question were not contributing significantly to the factor solution (Leech 

et al., 2014). For example, Table 5-43 shows the communalities of one of the items measuring 

solutions to collective action problems in the cotton value chain in Zimbabwe.  

 

Table 5-43   Communalities of Solutions to collective action problems 

 

Source: Survey Data, 2018 

 

From Table 5-43, it was clearly evident that the communality value of 0.287 for the item “Input 

supplies” being lower than the benchmark value of 0.3 was not contributing meaningfully to the 

factor solution pertaining to collective action problems in the cotton value chain in Zimbabwe. 

Accordingly, the item had to be excluded from subsequent analysis (Leech et al., 2014). The 

remaining 11 items re then treated to the Kaiser-Meyer-Olkin measure of sampling adequacy and 

Bartlett’s test of Sphericity to confirm the assumptions of factorability giving the results in Table 

5-44.  

 

Table 5-44    Factorability of Solution of Collective Action Problems correlation matrix 

 

Source: Survey Data, 2018 

 

As per the Table 5-44, the KMO value was greater than the benchmark of 0.6 (Dimitrov, 2014) 

thereby providing a preliminary assurance that the sample was adequate enough to allow for factor 
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analysis procedure on the 11 variables measuring solutions to collective action problems in the 

value chain. Also, a significant p-value (p < 0.03) of Bartlett’s test of Sphericity confirmed that 

the correlation matrix from the 11 items was indeed factorable (Leech et al., 2014). Subsequently, 

factor analysis employing PCA to extract the factors gave results as per the Table 5-45. 

 

Table 5-45   Eigenvalues of Factors measuring Solution to Collective Action Problems 

 

Source: Survey Data, 2018 

 

Using the Kaiser’s rule of eigenvalues greater than one, Table 5-45 shows that only three factors 

explaining about 56.982% of the total variance could be extracted (Brown, 2006). This explained 

variance of 56.982% also exceeded the 50% minimum standard of acceptable variance that a factor 

solution should explain (Meyers et al., 2013). On this basis, therefore, the three factors fitted the 

model very sufficiently. After the Equamax rotation, the three factors were identified as Factor 8.1 

to Factor 8.3 and are presented in Appendix N. CFA was then conducted to confirm the structures 

for the three factors, namely, Presence of production cooperatives, Presence of marketing 

cooperatives and Presence of cooperative financing as the factors indicating Solutions to collective 

action problems in the cotton value chain in Zimbabwe. Table 5-46 reports the CFA results relating 

to the factor structure describing the Solutions to collective action problems.  

 

Table 5-46   CFA Statistics for Factors describing Solution to Collective Action Problems 

 

Source: Survey Data, 2018 

 

As per the Table 5-46, CFA returned a good model fit for the factors describing Solutions to 

Collective Action Problems since the CFI and TLI were > 0.90 and the RMSEA was <0.10 (Lee 

et al., 2010). However, the items corresponding to Factor 8.3 were insignificant (p-values > 0.05) 
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and therefore had to be culled from the model. Consequently, a subsequent round of CFA produced 

the fit indices as are presented in Table 5-47. 

 

Table 5-47   CFA Statistics for Solution to Collective Action Problems Factors  

 

Source: Survey Data, 2018 

 

Table 5-47 shows the result of excluding Factor 8.3 from the analysis. Indeed, all the CFA indices, 

CFI and TLI > 0.90 and RMSEA <0.10 indicated a good model fit for the factors describing 

solutions to collective action problems (Lee et al., 2010). The CFA analysis thus had confirmed 

the structure of factors describing the solution to collective action problems in the cotton value 

chain in Zimbabwe. Nevertheless, as observed earlier, statistical validation of the model measuring 

the factors does not imply the factors so confirmed have theoretical relevance and reliability to 

inform practice in management and business operations (Credé & Harms, 2015; Lance et al., 

2016). Accordingly, as advised (Ibid), it is in order to seek the theoretical meaning of the confirmed 

factors in the subsequent sections.   

 

5.4.4.8.1   Production Cooperatives 

As the results of this study imply, the presence of producer cooperatives should be instrumental to 

the strengthening the operational processes of the value chain. By the same token, therefore, 

production cooperatives are indispensable to the pursuance of the members’ shared interests or 

goals in the value chain (Marshall, 1988; Ostrom, 2014; Nell, 2016). This implies that with the 

right qualities as defined by mutual values, diverse resources, an experience of past successes, 

suitable leadership and uniform interests, production cooperatives in the value chain can foster the 

requisite support infrastructure for improved performance in the value chains (Agrawal, 2011). 

Likewise, the presence of mature production cooperatives with strong asset base and the ability to 

leverage collective resources should define the best performance efficacy in the value chain (Girma 

& Beyene, 2012).  

 

This finding is quite interesting as it renders support to the widely held notion that all too often, 

production cooperatives are seen driving pertinent innovations in the value chains, at least in terms 

of vital technology necessary to power the operational processes of the value chain (Holland, 2014; 
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Nooteboom, 2013). Similarly, as relevant information and knowledge spread faster among 

production cooperatives vis-à-vis individual producers, value chain actors should be able to 

acquire apt capacities for implementing performance enhancing innovations (Glasbergen, 2010). 

Even more poignant is the realisation in literature that members of the producer cooperative have 

ample opportunities to accessing credit unlike if they were to act individually (de Langen & Visser, 

2005). Clearly, this finding conforms pretty well to other prior studies that support a positive 

association between the availability of funds and the rate at which innovations are adopted in the 

value chain via cooperatives (Pollitt & Bouckaert, 2011; Glasbergen, 2010). Therefore, within the 

context of the current study, and of course the wider literature relating to the performance of value 

chains, the presence of production cooperatives give birth to collective action of the operational 

processes that drive performance in value chains (Holland, 2014; Nooteboom, 2013; Olson, 2009). 

The foregoing, therefore, implies that it should equally be the goal of the value chain strategists or 

managers to build effective producer cooperatives with a view to strengthen performance in value 

chains. 

 

5.4.4.8.2   Marketing Cooperatives 

The confirmation of the influence of market cooperatives on the performance of value chains in 

this study is hardly surprising as the finding is consistent with observed facts elsewhere. For 

example, Porter (2011) is in favour of marketing cooperatives as appropriate mechanisms to deal 

with market imperfections that cause some constraints in value chains. This is also reflected in 

Singal (2014) who observed the marketing cooperatives as instrumental in dealing with such issues 

as the fragmenting and unpredictable market conditions. This means that when value chain players 

are willing to share resources when marketing their products, there is a higher chance for reaping   

shared benefits (Porter, 2011).  

 

Consistent with prior studies (Brandenburger & Nalebuff, 2011; Porter, 2011; Chin, Chan & Lam, 

2008; Walley, 2007), the presence marketing cooperatives in value chains can enlarge the existing 

market horizons. That is, as value chain players collectively band together, they can now efficiently 

and effectively meet their mutual marketing objectives (Kotler et al., 2014). In this regard, the 

marketing cooperatives present to the value chain players the critical mass need to enter new 

markets and thus the opportunities for broadening the market base as well as for cross-promoting 

their services (Gereffi, 2014; Kaplinsky & Morris, 2001; Peña-Vinces & Urbano, 2014)  
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Interestingly, this finding also confirms the wider literature that sees collective action in marketing 

as having the power to reduce transaction costs entailed when attempting to access input and output 

markets (Guerrieri & Pietrobelli, 2006; Birru, 2011; Fischer & Qaim, 2012). This is in recognition 

of the collective marketing’s role in amassing the bargaining power in negotiations with buyers 

and intermediaries (Markelova et al., 2009; Fischer & Qaim, 2014).  

 

True to form, it is observed that some complementary companies, and to some extent, direct 

competitors in value chains engage in cooperative marketing campaigns in a bid achieve marketing 

synergies (Yuhua & Bayhaqi, 2013; Birru, 2011; Guerrieri & Pietrobelli, 2006). Consequently, the 

value chain actor  are able to achieve economies of scale, to spread risks and costs; as well as 

improve the capacity utilization levels required to meet the demands of the market (Kotler et al., 

2014; Anderson & Narus, 1990). In conclusion, therefore, this finding alerts practitioners and 

value chain strategists of the need to build safeguards that encourage marketing cooperatives to 

flourish in value chains.   

 

5.4.4.8.3   Presence of Financing Cooperatives 

The study also established and confirmed the relevance of the presence of financing cooperatives 

in supporting the performance of value chains. This finding is interesting too in that it confirms 

the established practical and theoretical observations regarding how, on their own, formal financial 

services are usually insufficient to fund entrepreneurial goals in value chains (Leach & Melicher, 

2011; Webber & Labaste, 2009). This means limited prospects for vulnerable members in the value 

chain to accessing the requisite finance. Per se, any financial exclusion would thus imply a major 

indictment on the development of any given value chain (Webber & Labaste, 2009). This means, 

therefore, that in such a situation, the presence of self-help financial innovation in the form of 

financing cooperatives cannot be discounted when it comes to oiling the operational processes of 

the value chains (Hofhuis, 2016; Koopmans, 2016).  

 

Extant literature also reveals that financing cooperatives play significant social and economic roles 

in value chain (See, for instance, Harkins & Forster-Holt, 2014; Wang, 2013; Markusen, 1996). 

This could also mean that financing cooperatives allow the value chain actors some avenue to 

solve collective action problems in the value chains since they are formed by people with common 

bond for agreed intentions (Capaldo, 2014). Interestingly, studies also flag financing cooperatives 

as the single most important vehicle used in value chains for funding investments when traditional 
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platforms are disinclined or are lacking the capacity to do so (Audretsch et al.,2012; Capaldo, 

2014; Fulmer & Gelfand, 2012).  

 

Quite clearly, therefore, when the financial cooperatives improve access and buyer power, they 

shape and tailor actor aspirations towards local solutions thereby contributing to the performance 

of value chains (Miller, 2009). Primarily, since financial cooperatives focus on serving the interests 

of members in the value chain by applying the cooperative principles of ‘risk sharing’ and ‘mutual 

responsibility’ they secure the members’ investments. According to literature, this assurance to the 

value chain actors is enough to ensure g continuous operations (Markussen, Putterman & Tyran, 

2014; Miller, 2009). Interestingly, as generally argued, financial cooperatives have a social 

responsibility to members and the value chain in which they act (Majee & Hoyt, 2011; Gnyawali 

& Park, 2011; Ostrom, 2014).  

 

On the whole, the financial cooperative model in the value chain can be used to override self-

interest behaviour. Consequently, the elements of the value chain can work together towards 

achieving the success of the value chain (Langton, Robbins & Judge, 2013). This assertion is alive 

to the fact that financial cooperatives are social enterprises more disposed to offer financial 

products at reduced fees and lower interest rates (Bagnoli & Megali, 2011). This occurrence is, of 

course, relevant for the robustness of the value chain (Markelova, Meinzen-Dick, Hellin, & Dohrn, 

2009; Valentinov, 2007). This finding is instructive in that development of financing cooperatives 

need to be considered as a key component for improving the performance of a given value chain.  

 

5.4.4.9   The Importance of given Intermediaries in the Cotton Value Chain 

The ninth section on the data collection instrument used in this study measured the perceptions of 

the respondents on the importance of given intermediaries on the performance of the cotton value 

chain in Zimbabwe. Firstly, reliability analysis of the 8 items measuring the importance of 

intermediaries in the value chains was carried out using the Cronbach’s Alpha coefficients. The 

reliability analysis results are presented in Table 5-48. 

 

Table 5-48   Reliability Analysis on Items measuring the Importance of Intermediaries 

 

Source: Survey data, 2018 
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Table 5-48 shows that the Cronbach’s Alpha of the items measuring the importance of the given 

intermediaries in the cotton value chain exceeded the 0.6 benchmark, indicating, therefore, the 

reliability of the items (Charry et al., 2016). Such reliability implied that repeated trials with the 

items on the cotton value chain would always give the same results. Furthermore, the results gave 

a preliminary indication of the feasibility of applying factor analysis to discover the latent factors 

describing the importance of the given intermediaries in the cotton value chain in Zimbabwe. Table 

5-49 presents the results of the reliability test on the items measuring the importance of the given 

intermediaries in the cotton value chain in Zimbabwe. 

 

Table 5-49   Reliability of Items used to measure the Importance of Given Intermediaries  

 

Source: Survey Data, 2018 

 

As depicted in Table 5-49, all the 8 variables measuring the importance of the given intermediaries 

on the cotton value chain were of acceptable reliability, further implying that there was no need to 

exclude any of the items from the analysis.  Notwithstanding the acceptable reliability of all the 8 

items used to measure the importance of intermediaries in the cotton value chain in Zimbabwe, the 

issue of communalities was once again an important consideration for assessing if all the items 

could be included in further analysis. Table 5-50 shows the communality of one of the items, 

namely, transport and logistics that did not meet the benchmark value of 0.3(Leech et al., 2014). 
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Table 5-50   Communalities of Items describing the Importance of given Intermediaries 

 

Source: Survey Data, 2018  

 

Table 5-50 shows that the communalities for the item “Transport and Logistics” was less than the 

benchmark of 0.3(Leech et al., 2014). This implied that the item “Transport and Logistics” did not 

significantly contribute to the factor solution regarding the importance of intermediaries in the 

cotton value chain in Zimbabwe. Resultantly, the item had to be dropped from the analysis (Leech 

et al., 2014) and the removal of this variable improved the reliability of the variables measuring 

the Importance of given intermediaries in the cotton value chain in Zimbabwe to 0.775. This gave 

a stronger indication that factor analysis could be performed on the dataset describing the 

importance of intermediaries in the cotton value chain in Zimbabwe. The next procedure was to 

assess the sampling adequacy and the factorability of the correlation matrix. Table 5-51 shows the 

results of the procedure.   

 

Table 5-51   Factorability of the Importance of Intermediaries Correlation Matrix 

 

Source: Survey Data, 2018  

 

Table 5-51 shows that the KMO value was greater than the benchmark of 0.6 (Dimitrov, 2014), 

hence signifying that the sample was adequate enough to allow for factor analysis on the dataset 

measuring the importance of intermediaries in the cotton value chain in Zimbabwe. As well, a 

significant p-value (p < 0.03) of Bartlett’s test of Sphericity implied that the correlation matrix was 

factorable (Leech et al., 2014). As such, factor analysis using PCA as an extraction method was 

carried out to determine the latent factors measuring the importance of given intermediaries in the 

cotton value chain in Zimbabwe. Table 5-52 shows the number of extractable factors.  
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Table 5-52   Eigenvalues of Factors indicating the Importance of Intermediaries 

 

Source: Survey Data, 2018  

 

Using the Kaiser’s rule of Eigenvalues greater than one, Table 5-52 suggests that two factors 

explaining about 61.252% of the total variance (Brown, 2006) were extractable from the items 

used to measure the importance of intermediaries in the cotton value chain in Zimbabwe. This was 

acceptable as the variance explained by the two factors exceeded 50% which is the benchmark for 

the minimum acceptable variance that needs to be explained by the factor solution (Meyers et al., 

2013). The two factors are identified as Factor 9.1 and Factor 9.2 and are presented in Table 5-53. 

 

Table 5-53   Factors describing Importance of Intermediaries in the Cotton Value Chain  

 

Source: Survey Data, 2018  

 

CFA was again conducted to confirm the structures for the extracted two factors, namely, the 

Importance of research and innovation and also the Importance of industrial financing 

intermediaries as the factors indicating the Importance of intermediaries in the value chain. Table 

5-54 presents the results of the CFA on the factor structure describing the importance of given 

intermediaries in the cotton value chain in Zimbabwe. 

 

Table 5-54   CFA Indices for Factors describing the Importance of Intermediaries 

 

Source: Survey Data, 2018  
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Two out of three fit indices CFI (<0.9) and TLI (<0.9) indicated a good model fit whereas RMSEA 

(<0.1) indicated otherwise. Since only one out of the three fit indices indicated a good fit, the 

model fit was questionable and results had to be interpreted with caution. However, the analysis 

of each item’s loading to the corresponding factors describing the importance of intermediaries in 

the cotton value chain in Zimbabwe indicated that although the model fit was questionable all the 

items load significantly on their respective factors (p-value < 0.05) (see Appendix P). 

 

From the observations described above, the conclusion drawn with regard to the importance of 

intermediaries in the cotton value chain in Zimbabwe was to interpret the model cautiously as the 

selected CFA fit indices were contradicting. In the end, the decision was to exclude the construct 

from further analysis. Just as with the capacity of intermediaries, this mixed evidence suggested a 

need for further studies using different contexts to improve the interpretation of the construct.  

 

5.4.4.10   Collective Action Regimes 

The tenth section of the questionnaire that was used to collect data for this study, gathered the 

perceptions of the cotton value chain experts regarding the impact of collective action regimes on 

the performance of the cotton value chain in Zimbabwe. Firstly, a reliability analysis was 

performed on the 48 items measuring the effects of the collective action regimes by assessing the 

Cronbach’s Alpha coefficients. The reliability analysis results are presented in Table 5-55. 

 

Table 5-55   Reliability Analysis on Items measuring Collective Action Regimes 

 

Source: Survey Data, 2018  

 

Table 5-55 indicates that the Cronbach’s Alpha of the items measuring Collective action regimes 

exceeded 0.9 thus implying that the items were excellently reliability (Charry et al., 2016; Leech 

et al., 2014; Meyers et al., 2013 Credé & Harms, 2015; Lance et al., 2016). Certainly, use of the 

same items in future within the cotton value chain in Zimbabwe would always bring about similar 

results with regard to the collective action regimes.  
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Furthermore, the results gave a preliminary indication of the feasibility of factor analysis on the 

48 items measuring collective action regimes in the cotton value chain. Subsequently, the sampling 

adequacy and the factorability of the dataset used to measure the impact of the collective action 

regimes in the cotton value chain in Zimbabwe was assessed. Table 5-56 presents the results of 

the factorability assumptions on the items used to measure collective action regimes.  

 

Table 5-56   Factorability of the Collective Action Regime Correlation Matrix 

 

Source: Survey Data, 2018  

 

Table 5-56 shows that the KMO value was greater than the benchmark of 0.6 (Dimitrov, 2014), 

thereby signifying the sample to be adequate enough to allow for factor analysis on the dataset 

measuring collective action regimes in the cotton value chain in Zimbabwe. As well, a significant 

p-value (p < 0.03) of Bartlett’s Test of Sphericity as also indicated in Table 5-59 meant that the 

correlation matrix was factorable (Leech et al., 2014). As such, factor analysis using PCA as an 

extraction method was carried out to determine the latent factors measuring the collective action 

regimes in the cotton value chain in Zimbabwe.  

 

Table 5-57   Eigenvalues of Factors indicating the Collective Action Regimes 

 

Source: Survey Data, 2018  
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Table 5-57 shows the number of extractable factors. Using the Kaiser’s rule of eigenvalues greater 

than one, Table 5-57 suggest that there were ten factors explaining 72.758% of the total variance 

that could be extracted from the items measuring collective action regimes in the cotton value 

chain (Brown, 2006). This variance explained by the ten factors exceeds 50% benchmark for the 

minimum acceptable variance that needs to be explained by a factor solution (Meyers et al., 2013). 

The ten factors are identified as Factor 10.1 and Factor 10.10(See Appendix R). CFA was then 

performed to confirm the structures for the ten factors indicating the collective action regimes in 

the value chain. Table 5-58 reports the CFA results relating to the factor structure indicating the 

Collective action regimes in the cotton value chain in Zimbabwe. 

 

Table 5-58   CFA Analysis of Factors describing Collective Action Problems 

 

Source: Survey Data, 2018  

 

Two out of three fit indices CFI (<0.9) and TLI (<0.9) indicate that the model did not fit the data 

sufficiently whereas RMSEA (<0.1) indicated otherwise. It was clear that some items/ factor (s) 

could be dropped to improve the model and this was done with two factors shown in Table 5-59 

ending up excluded from the analysis. 

 

Table 5-59   Excluded Factors describing Collective Action Regimes 

 

Source: Survey Data, 2018  

 

As can be clearly seen in Table 5-59, one item from Factor 10.8 and the entire Factor 10.9 were 

dropped from the analysis as they were insignificant (p-values > 0.05) (Lee et al., 2010). CFA was 

conducted again to confirm the improvement of the model. The results are presented next in Table 

5-60.  
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Table 5-60   CFA Results after dropping items measuring Collective Action Regimes 

 

Source: Survey Data, 2018  

 

As can be seen in Table 5-60, two out of three fit indices CFI (<0.9) and TLI (<0.9) indicate that 

the model did not fit the data well. Only RMSEA (<0.1) indicated a good fit. Since only one out 

of the three fit indices indicated a good model fit, it was resolved that the fit of the model was 

questionable and results concerning the collective action regimes in the cotton value chain in 

Zimbabwe needed to be interpreted with caution. Although all the items (See Appendix Q) were 

significant (p-values < 0.05), the model for factors describing collective action regimes could only 

be used with caution due to unsatisfactory model fit. This doubtful CFA implies that the factors 

describing collective action regimes in the cotton value chain could not be used with certainty to 

explain the performance of the value chain. This was a surprising finding of the study noting the 

extensive evidence in the theoretical and empirical discourse accorded to collective action regimes 

with regard to the performance of value chains (See for example, Harrison, 2014; Ostrom, 2014; 

Nell; 2016; Fischer & Qaim, 2014; Verhofstadt, 2014; Fischer & Qaim, 2012), this finding was 

indeed perplexing suggesting, therefore, that further studies in different contexts could help 

improve the model and so validate the construct. 

 

5.4.4.11   Competitiveness of the Cotton Industry’s Value chain 

The eleventh section of the questionnaire used in this study gathered the perceptions of the 

respondents on the competitiveness factors and how these could feedback into the performance 

the cotton value chain in Zimbabwe. Firstly, the reliability of the 27 items used to measure the 

competitiveness was assessed using Cronbach’s Alpha coefficients. The reliability analysis results 

are presented in Table 5-61. 

 

 

Table 5-61   Reliability Analysis on Variables Measuring Competitiveness 

 

Source: Survey Data, 2018  
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Table 5-61 shows that the Cronbach’s Alpha was very close to 0.9, thus indicating an excellent 

level of reliability of the items that were used to measure the competitiveness in the cotton value 

chain in Zimbabwe(Charry et al., 2016). On this basis, factor analysis could be performed if it was 

not for one item that had a negative Corrected Item-Total Correlation (-.048) as can be seen in 

Table 5-62. This necessitated a further intervention before factor analysis was conducted. 

 

Table 5-62   Competitiveness Item with a Negative Corrected Item-Total Correlation 

 

Source: Survey Data, 2018  

 

The statistics in Table 5-62 show that although the items are excellently reliable, the variable 

“Zimbabwe has one of the best education systems in Africa” had to be dropped from the analysis 

of due to a negative Corrected Item-Total Correlation (Meyers et al., 2013). The recalculated 

reliability statistics of the remaining 26 items are presented in Table 5-63 and Appendix S 

. 

Table 5-63   Reliability Analysis of Variables Measuring Competitiveness (Recalculated) 

 

Source: Survey Data, 2018  

 

As per the Table 5-63, the Cronbach’s Alpha for the 26 items improved to about 0.9 thus indicating 

excellent reliability (Charry et al., 2016). Certainly, at this level of reliability, any future use of the 

26 items to measure the competitiveness of the cotton value chain in Zimbabwe would always give 

similar factors. As such, factor analysis may be performed. Appendix S also shows the reliability 

of each of the items used to measure the competitiveness of the cotton industry’s value chain in 

Zimbabwe. With all the items measuring the competitiveness of the cotton value chain being of 

excellent reliability, there was no need to exclude any items from further analysis. Table 5-64 
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presents the results of further treatments on the variables to ascertain the adequacy of the sampling 

size as well as the factorability of the variables.  

 

Table 5-64   Sampling Adequacy and Factorability of the Competitiveness Matrix 

 

Source: Survey Data, 2018  

 

Table 5-64 indicates that the KMO value was greater than the benchmark value of 0.6 (Dimitrov, 

2014), thereby signifying that the sample was adequate enough to allow for factor analysis on the 

dataset measuring competitiveness in the cotton value chain in Zimbabwe. As well, a significant 

p-value (p < 0.03) of Bartlett’s test of Sphericity indicated that the correlation matrix was 

factorable (Leech et al., 2014). This evidence led to the use of factor analysis with PCA being used 

to extract the latent factors measuring the competitiveness of the cotton value chain in Zimbabwe. 

Table 5-65 shows the number of extractable factors.  

 

Table 5-65   Eigenvalues of Factors indicating Competitiveness in the Cotton Value Chain 

 

Source: Survey Data, 2018  

 

Using the Kaiser’s rule of eigenvalues greater than one, Table 5-65 suggest that six factors 

explaining about 62.640% of the total variance (Brown, 2006) could be extracted in light of the 

fact this variance explained by the six factors exceeds 50% benchmark for the minimum acceptable 
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variance that needs to be explained by the factor solution (Meyers et al., 2013). The six three 

factors were identified as Factor 11.1 and Factor 11.6 and are presented in Appendix T. 

 

CFA was performed to confirm the structures for the six factors indicating the competitiveness in 

the cotton value chain in Zimbabwe. The results presented in Table 5-66 show that two out of the 

three fit indices CFI (<0.9) and TLI (<0.9) indicated that the model did not fit the data well. Only 

RMSEA (<0.1) indicated good fit.  

 

Table 5-66   CFA Analysis on Factors describing Competitiveness in the Value chain 

 

Source: Survey Data, 2018  

 

Since only one out of the three fit indices indicates a good fit, the study concluded that the fit of 

the model was questionable and results had to be interpreted with caution. As they are, the results 

suggest that the factors indicating competitiveness in the cotton value chain in Zimbabwe did not 

conclusively be ascribed to influence the performance of value chains.   

 

5.4.4.12   Opportunities for improving the Performance of Cotton Value Chain  

The last part of the questionnaire used as a data collection instrument for this study gathered the 

perceptions of the respondents on the opportunities for improving the performance in the cotton 

value chain in Zimbabwe. Firstly, the reliability of the 27 items used to measure the opportunities 

for improving performance in the cotton value chain was analyzed by Cronbach’s Alpha 

coefficients. The reliability analysis results are presented in Table 5-67. 

 

Table 5-67   Reliability Items Measuring Performance Improvement Opportunities 

 

Source: Survey Data, 2018  
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Table 5-67 shows that the Cronbach’s Alpha was more than 0.7 thus indicating an acceptable 

reliability of the items used to measure the performance improvement opportunities in the cotton 

value chain in Zimbabwe(Charry et al., 2016). Certainly, on this basis, any repeated trials in the 

cotton value chain using the same items would always give the same factors for improving the 

performance in the cotton value chain in Zimbabwe. Table 5-68 presents the results of the analysis 

of the sampling adequacy and factorability of the correlation matrix.  

 

Table 5-68   Factorability of the Matrix of items for Improvement Opportunities 

 

Source: Survey Data, 2018  

 

Table 5-68 shows that the KMO value was above the benchmark of 0.6 (Dimitrov, 2014) thus 

hinting that the sample was adequate for factor analysis to be conducted on the variables measuring 

the opportunities for improving performance in the cotton value chain in Zimbabwe. In addit ion, 

a significant p-value (p < 0.03) of Bartlett’s test of Sphericity implied that the correlation matrix 

of the items measuring the opportunities for improvement in the cotton value chain is factorable 

(Leech et al., 2014). Accordingly, factor analysis using PCA as an extraction method was 

performed on the dataset from the cotton value chain in Zimbabwe. Table 5-69 shows the results 

with regard to the number of factors extracted.  

 

Table 5-69   Eigenvalues of Factors indicating Opportunities for Improving Performance  

 

Source: Survey Data, 2018  
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Using the Kaiser’s rule of eigenvalues greater than one, Table 5-69 suggests that there were two 

factors explaining about 60.835% of the total variance that could be extracted (Brown, 2006). The 

variance explained by the two factors exceeds the minimum acceptable variance of 50% that must 

be explained by a factor solution (Meyers et al., 2012). The two factors are identified as Factor 

12.1 and Factor 12.2 and are presented in Table 5-70. 

 

Table 5-70   Factors of Opportunities for improving the performance of cotton value chain 

(Equamax Rotated) 

 

 

Source: Survey Data, 2018  

 

CFA was performed to confirm the structures of the two factors indicating the opportunities for 

improving performance in the value chain. The results are presented in Table 5-71. 

 

Table 5-71   CFA Analysis of Factors indicating Opportunities for Improvement 

 

Source: Survey Data, 2018  

 

Table 5-71 shows that both the CFI (> 0.9) and RMSEA (<0.1) indicated a good fit of the model 

for the Opportunities for improving the performance of cotton value chain in Zimbabwe. Only TLI 

(<0.9) indicated a doubtful fit (Lee et al., 2010). Since two of the selected three fit indices indicated 

good fit, the study concluded that the model fitted the data well. As well, all the items loaded 

significantly on their respective factors (p-value < 0.05) which indicated that the model is valid. 
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Table 5-72   Factor Loadings for the Model describing Opportunities for Improvement 

 

Source: Survey Data, 2018  

 

Accordingly, with the CFA and factor loadings indicating a valid model for opportunities for 

improvement in the cotton value chain in Zimbabwe the available factors could very well indicate 

the opportunities available to improve the performance of the cotton value chain in Zimbabwe. 

The next section now discusses the implication of the results presented in this section. 

 

From chapter 2, it has been abundantly made clear that any value chain should have a governance 

system to support the harmonious relationships among the multiple constituent elements there in. 

Indeed, safeguards against such market failures as imperfect information, excessive bargaining 

costs or subdued mutual trust among the value chain players should be planned, implemented and 

executed to ensure effective operational processes of the value chain (Fischer & Qaim, 2014; 

Beckert, 2013; Gereffi et al., 2014). Consistent with the wider literature on value chains, this study 

also confirmed the role of governance in value chains as described by two latent factors, namely, 

governance goals and public policy goals. The subsequent subsections discuss the impact of the 

two latent factors in as far as the performance of value chains is concerned.  

 

5.4.4.12.1   Governance Goals 

It is clear that a variety of governance systems exist in value chains and that each has to achieve a 

specific goal in the value chain. For instance, some types of governance processes engender 

collective efficiency and scale by encouraging collective action in the value chain (Wallenburg & 

Raue, 2011). This aspect is obviously depends on the governance system’s capacity to guarantee 

superior relational capital along the value chain to forestall exploitative behaviour when members 

participate in collective action. Interestingly, as the findings imply, the relevance of relational 
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governance mechanisms is never in doubt.  For example, trust and other relational norms are are 

acclaimed in literature as indispensable safeguards to value chain relationships (Williamson, 2010; 

Zaheer, Gözübüyük & Milanov, 2010). Trust building, as a goal of governance, should therefore 

be seen as an important strategy towards enhanced flexibility, solidarity, and information exchange 

among the actors in value chains (Colombo, Piva & Rossi-Lamastra, 2014; Bromiley & Harris, 

2006; Bromiley & Cummings, 1995; Granovetter 1985; Gurcaylilar-Yenidogan & Windsperger, 

2014; Hayter, 2013; Nooteboom, 2009; Puranam & Vanneste, 2009).  

 

Furthermore, a governance system may be installed to guard against opportunism in value chains. 

(Markussen, Putterman, & Tyran, 2014; Miller, 2009; de Langen & Visser, 2005). The goal, 

therefore, is to minimize transaction costs and so enhance the efficiency and effectiveness in value 

chains (Trienekens, 2011; Williamson, 2010). Certainly, therefore, without some thought on 

governance goals for the value chain, coordination of the diverse actors in the right direction would 

seem difficult to achieve. Therefore, from the foregoing, it would seem plausible to conclude that 

stating the value chain governance goals clearly, would be a pertinent decision point that would in 

future mitigate deleterious impacts on the wider system operations (Biesenthal & Wilden, 2014; 

Mumdziev & Windsperger, 2013; Zaheer & Venkatraman, 1995). Implied, therefore, is the 

requirement for the value chain leadership to formulate and widely communicate their governance 

goals. Once shared and commonly accepted and executed, governance goals can rally actors in 

value chains around common outcomes of any system of governance that is installed in the value 

chain.  

 

5.4.4.12.2   Public Policy Goals 

The results of this study are clear on the role of practice public policy goals on the performance of 

value chains. Indeed, a public policy goal in a value chain signifies an espoused intent of policy-

makers to achieve specified goals (Martin & Sunley, 2003). Consequently, this should guide public 

the actions of the actors in value chains. It is interesting to note that literature connects public 

policy goals with the pace of observed economic progress (Makasi & Govender, 2015; De Langen 

et al., 2013; Moyo, Sill & O'Keefe, 2014). Also it is clear that, in value chains, public policies are 

particularly deployed to achieve a number of intents, for instance, regulating prices, safeguarding 

factor and natural resources,  incentivising or discouraging specific supplier and consumer 

behaviour (Kaplinsky & Morris, 2001;. Conti, 2014; Perks & Moxey, 2011; Gereffi, 2014). Other 

public policy goals may be married to achieving equitable distribution in terms of income, risks 

and treatment of different business activities in the value chain thus creating framework conditions 
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for the smooth functioning of the value chain (Fuchs & Skrzypacz, 2015; Philippon & Skreta, 

2012; Tirole, 2012). This evidence thus clearly indicate that public policy goals are a relevant 

factor that also impacts on the performance of value chains.  

 

In addition, an economic point of view sees public policy goals on macroeconomic issues such as 

exchange and interest rates, credit policies, import and export quotas to potentially impact the 

efficiency and effectiveness of value chains (Barney, 2014; Gereffi & Lee, 2016). As well, it is 

agreed that public policy goals influence performance in value chains by targeting the general 

capacity of the value chains to perform, for example, by providing skilled workforce, appropriate 

physical infrastructure, accurate and timely economic information, knowledge and innovation 

systems, rules and incentives, regulating competition and protecting the environment (Gereffi & 

Fernandez-Stark, 2011; Porter, 2011; Cantwell, Dunning & Lundan, 2010; Verhofstadt, 2014). 

This finding thus suggests that when attempting to improve performance in the value chain, it is 

crucial to ensure those policy goals are clear, credible and aligned to the expected value chain 

outcomes (Makasi & Govender, 2015; Mujeyi, 2013; Baffes, 2005). The next section focuses on 

the third objective of this study, that is, the identification of the key components of a performance 

improvement framework.  

 

5.5   Key Components of Performance Improvement Framework  

Focus group discussions were conducted in the cotton value chain in Zimbabwe over a 1 month 

period in 2017. The purpose of the focus group discussions was to gather information concerning 

the degree to which the cotton value chain experts experienced the management of the cotton value 

chain in Zimbabwe and to gain a better understanding of what were the key issues required for a 

better cotton value chain in Zimbabwe. In this bid, the focus group participants were guided to 

explore the key strategic components deemed necessary to achieve the core tenets of the high-

performance cotton value chain as described by the findings of the preliminary study as well as 

from the findings of the factors influencing the performance of the cotton value chain and their 

relationships.  

 

In all, 5 focus groups were conducted across Zimbabwe’s cotton value chain segments, namely, 

cotton production, cotton ginning, textiles manufacturing, clothing manufacturing and the oil 

expressing companies. In addition, secondary data from industry reports, government and research 

institutions and other relevant documents were used to augment the focus group discussions. A 

three-member data analysis team comprising the two promoters and the researcher analysed the 
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data separately and met once to cross-check the merging themes from the groups’ transcripts. This 

qualitative data analysis process revealed eight overarching themes across the five focus groups. 

 

5.5.1   Transformational Leadership Team  

Across the focus groups, participants converged on the importance of transformational leadership 

teams in the cotton value chain. There was a feeling that no meaningful improvement could take 

place in the cotton value chain in Zimbabwe unless the enterprises were under some kind of change 

focused leadership teams. In fact, the participants in all the five focus groups were alive to the 

absence of leadership in the cotton value chain. The focus groups communicated that performance 

improvement in the cotton value chain could occur only and when “significant changes driven 

from the top” are formulated, implemented and executed. Interestingly, as depicted in the 

conceptual framework in Chapter 2, the focus group participants concurred that a transformational 

leadership team in the cotton value chain in Zimbabwe could provide the missing vision, 

commitment, and execution persistence in a performance improvement change process. Actually, 

the participants aired their frustrations and difficulties which they experienced through 

participating in a value chain that lacked leadership to steer the value chain out of its poor state. 

 

In fact, the focus groups noted that a transformational leadership team for the cotton value chain 

would be more predisposed to the “empowerment agenda” than the current transactional leadership 

in the cotton value chain that seeks to control. According to the participants, this should “drive all 

other cotton value chain actors to invest in new capabilities, which in future will become relevant 

for performance improvement” of the operational processes. Some participants went on to 

insinuate that without a vigilant leadership cadre at the helm of the cotton value chain, the value 

chain would continue to be at the mess of predators out to squeeze everything out of their effort. 

The participants visualized a strong leadership team that could guide the chain by making timely 

decisions on the sort of relationships that would continuously improve metrics and capabilities. 

This is an interesting finding coming as it does to validate the components proposed in the 

conceptual framework of this study. 

 

Lastly, the participants spoke of a transformational leadership team capable of reinforcing trust, 

information sharing, and commitment and conflict resolution in the cotton value chain in 

Zimbabwe. As well, the participants advocated for a leadership that can immediately change the 

underlying business mind-sets in the cotton value chain in Zimbabwe. In this regard, the 

participants spoke of the need for people who understood clearly the operational processes that 
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define the flow of products throughout the value chain. Such leadership was said to be better 

positioned to know the requirements for the value chain and thus could craft winning cotton value 

chain goals.  

 

On this basis, it was evident that a transformational leadership team is a key component for any 

attempts to improving the cotton value chain in Zimbabwe. Indeed literature substantiates this 

finding. As indicated in Chapter 2, a value chain often comprises an assemblage of diverse actors, 

which indeed implies the need for a clearly defined and committed leader to steer the chain in the 

desired direction (Brosnan, 2014). Indeed highly performing value chains are products of leaders 

poised to develop and safeguard value chain performance in the present and the future by resisting 

pressure from other chain members (Gereffi & Fernandez-Stark, 2016; Trienekens, 2011).  

 

5.5.2   Productive Relationships 

In all the focus groups, productive relationships were noted as a key component of the framework 

to improve performance in the cotton value chain in Zimbabwe. One participant in one of the focus 

groups explicitly summed up the collective sentiments saying “adversarial mind-sets of actors pose 

the greatest obstacle to the agenda to turn around the cotton value chain in Zimbabwe”. Most of 

the participants in the focus groups thought a more collaborative approach to solving the problems 

besetting the cotton value chain could indeed be a positive move towards improving it. However, 

the participants cautioned that achieving productive relationships in the current cotton value chain 

in Zimbabwe was going to be “an expensive undertaking” noting the decimated structural linkages 

therein. Nonetheless, the groups maintained that productive relationships were intrinsically 

imperative in efforts to improve the cotton value chain in Zimbabwe.  

 

A poignant view of the group participants was that productive relationships were key to the success 

of the cotton value chain in Zimbabwe since they were the only means alignment of the whole 

cotton value chain in Zimbabwe could be brought about. One participant from the focus groups 

pointedly said: “productive relationships can make the performance improvement initiative in the 

cotton value chain sustainable”. Four benefits were raised with regard to productive relationships 

in the value chain, namely, “ability to share risks and benefits, collective planning, collective 

decision-making, and collective problem solving”. According to the focus groups, the collective 

nature of benefits was beneficial in resolving “conflicts” as well as the “clarification of partner 

needs and expectations”. As such, it was concluded that productive relationships are a key 

component for performance improvement in the cotton value chain in Zimbabwe. 
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The inclusion of productive relationships in efforts to improve the performance of value chains is 

well supported in the literature. Many studies argue that the nature of relationships defines the 

success of value chains (Fischer & Qaim, 2014; Verhofstadt, 2014; Fischer & Qaim, 2012). 

Actually, the strength of relationships is found to determine value chain members’ disposition to 

a common vision, communication, interdependence, cooperation, trust, and commitment (Hanisch, 

2016; Vroegindewey, 2015)-all of which are important aspects enabling performance 

improvement in value chains. In the context of the cotton value chain Zimbabwe, the performance 

is persistently below expectations due to the tenuous relationships (Mujeyi; 2013; Zeparu, 2014). 

Granted the above, productive relationships are clearly a key component of a performance 

improvement framework for value chains.  

 

5.5.3   An Effective Learning Environment 

Most of the focus groups concurred that learning and adaptability are critical to any improvement 

plan. Participants pointed to the role of learning as pre-condition for innovative approaches to 

solving the nagging problems in the current cotton value chain in Zimbabwe. Participants were 

clear on the desirability of developing “absorptive capacities in the enterprises in the cotton value 

chain in Zimbabwe”. The focus groups stressed that only through learning could the enterprises 

be able to continuously integrate the diverse information into “knowledge” that could be applied 

to improving the cotton value chain. Nonetheless, the participants argued that “to the extent that 

there was no effective learning environment in the cotton value chain in Zimbabwe, no meaningful 

improvement can take place”.  

 

The groups further doubted whether improvement could take place without cotton value chain 

actors mustering prior knowledge and sharing expert intelligence on the operation of the value 

chain. Thus, the participants were of the view that unless the organizations and people were 

operating in an environment that enabled the assimilation, use and application of new knowledge 

then, attempting to improve the cotton value chain was a “futile exercise”. According to the 

majority of the focus groups, government officials should facilitate a proper learning environment 

which can allow the cotton value chain to leverage human capital formation through building 

expertise, skills and capabilities focused on the operations in the cotton value chain Zimbabwe.  

 

The emergence of this theme in the focus group discussions is by no means coincidental. A number 

of studies indicate the importance of an effective learning to the development of value chains (See, 

for example, Humphrey & Schmitz, 2002; Lusch et al., 2010; Pietrobelli & Rabellotti, 2011). In 
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the cotton value chain in Zimbabwe, studies (Zeparu, 2014; Mujeyi, 2013) argue that the lack of 

meaningful innovations are primarily due to the absence of an enabling environment to learning 

in the country. With the foregoing, it was concluded that an effective learning environment 

constitutes a key component of the performance improvement framework in value chains.  

 

5.5.4   Cultural Change 

All the focus groups talked about a trusting culture as a fundamentally relevant component of the 

plans to improve the cotton value chain in Zimbabwe. In particular, the focus groups emphasized 

a culture that enables mutual respect, collaboration, and trust and win-win mind-set. One group 

openly pointed out that cotton value chain members needed to “walk the talk” about the creating 

an enabling culture. The focus groups argued that in order to get a healthy and sustainable cotton 

value chain in Zimbabwe, the prevailing culture needs to “ensure social equity, environmental 

responsibility, and economic viability”.  Otherwise, any improvement initiative in the value chain 

would not be sustainable. Asked about the importance of culture change, the focus groups pointed 

out that in the cotton value chain, only a cultural change would galvanize commitment to the cotton 

value chain. One participant was clear on this, “aspirations and values of the actors are the 

foundation of the cotton value chain, and unless these are in tune with the goals of the cotton value 

chain we aren’t going to see any change in the cotton value chain”. The participant went on to 

imply that the culture of trust was responsible for “cohesion, capacity, engagement, belonging and 

distinctiveness” of the cotton value chain in Zimbabwe. Thus, the focus groups in a way insinuated 

that culture clarified the strategic goals as well as the implementation of strategic operations within 

the cotton value chain in Zimbabwe. In their view, a carefully planned cultural change was 

important for the achievement of sustainability in the cotton value chain- a fit the performance 

improvement initiative should certainly aim at.  

 

The surfacing of the theme of culture change in the performance improvement initiatives is well 

substantiated by other studies. As well, it is a realization of the participants that culture reflects the 

expression of social purpose and aspiration in the cotton value chain (Mujeyi, 2013; Hove, 2014). 

All in all, the culture of the value chain is critical to the value chain leaders’ abilities to craft and 

use decisions that support performance improvement (Coe & Hess, 2013). In the cotton value chain 

research shows a lack of robust decision-making thanks to the embedded culture of honesty 

(Zeparu, 2014; Hove, 2014; Mujeyi, 2013). The above thus attests to the platitude that culture 

change represents a key component of the performance improvement framework in value chains. 
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5.5.5   Strategic Fit 

Another key component of performance improvement in the cotton value chain in Zimbabwe as 

identified by all the focus groups pertains to the issue of strategic fit. Participants in all the focus 

groups emphasized the notion that performance improvement in the cotton value chain in 

Zimbabwe would only be successful when the cotton value chain strategy and competitive 

behaviour were focusing on clearly defined value chain goals. According to the focus groups, all 

actors in the cotton value chain needed to understand their role within the value chain and their 

overall responsibilities. Pressed on the importance of such, the participants argued that strategic 

fit helps to avoid confusion and provides a groundwork for developing metrics for monitoring 

performance, taking corrective action and resolving issues in the cotton value chain in Zimbabwe.  

 

The participants were unequivocal on the need to ensure that all functions in the cotton value chain 

have consistent strategies that support the competitive strategy from the onset of the performance 

improvement initiatives. Therefore, focus groups were explicit on the need to consider strategic fit 

as a key component of the performance improvement in the cotton value chain in Zimbabwe, 

especially at the initial stages of formulating the performance improvement framework. Certainly, 

as prior studies show, strategic fit is associated with improved performance in value chains (Ponte 

& Sturgeon, 2014; Jacobs, Chase & Lummus, 2014; Zott & Amit, 2013). Given these points, the 

strategic fit was accepted to be a key component for performance improvement in value chains.  

 

5.5.6   Performance Measurement System and Benchmarking 

Focus group participants acknowledged the importance and necessity of performance monitoring 

and evaluation in all sectors constituting their cotton value chain. This was particularly highlighted 

by pitched lamentation on the lack of a holistic monitoring and evaluation system along the entire 

cotton value chain in Zimbabwe. According to some participants, this shortfall was detrimental to 

member cooperation and collaboration during the rare occasions when discussions on the recovery 

of the cotton value chain are proposed. It was argued that without hard facts on the ground about 

each sector is performing, the value chain partners keep blaming each other for the poor outcomes 

in the value chain.  As such, it became evident in the focus group discussions that there is a need 

for including a performance measurement system that can be used in the monitoring and evaluation 

of the operations in the cotton value chain in Zimbabwe. The focus groups were explicit on how a 

performance measurement system would permit the “understanding of the performance metrics 

beforehand so that operations can be monitored, benchmarked and then corrective actions were 

taken”.  
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Four out of the five focus groups pointed out that knowledge of the performance standards by the 

cotton value chain beforehand could result in the effective and productive relationships since each 

member would be clear about those goals that are compatible with others. However, in the context 

of the cotton value chain in Zimbabwe, the participants noted the need for an enforcement 

mechanism as the cotton value chain linkages has become tenuous. On the whole, participants 

were clear about the need for suitable a mechanism to measure performance along the cotton value 

chain in Zimbabwe. This process was seen as helpful in determining the opportunities developing 

the value chain. In one of the focus groups discussions, the role of a performance measurement 

system was raised in relation to giving the members a cogent supplier evaluation tool which would 

assist actors in making better supplier decisions moving forward. 

 

Indeed, it is interesting to see that a theme pointing to the importance of performance measurement 

system in value chain performance improvement initiatives came out so clearly. A number of 

studies are clear about this. In chapter 2 of this study, it was made explicit that performance 

measurement is the first step to performance improvement (Ström & Vendel, 2012; Mumbeya, 

2011). Certainly, best-in-class value chains consistently employ the best performance 

measurement systems to constantly ascertain metrics, benchmarks and goals and thus create a 

meaningful performance improvement initiatives (Huggins, Izushi & Thompson, 2013; Ellinger et 

al., 2012; Grant, 2016). In the final analysis, given the foregoing, a performance measurement is 

an indispensable component to the crafting of an effective performance improvement framework 

in value chains.  

 

5.5.7   Value Chain Information System 

Value chain information system came out as a prominent theme in all the five focus groups’ 

discussions. A number of benefits for including a value chain information system among the key 

components of the performance improvement plan in the cotton value chain were advanced. 

According to the focus groups, an effective value chain information system would help to 

streamline communication in the cotton value chain and thus improve the cotton value chain 

actors’ responses to threats and opportunities. It was made clear also by participants in three of the 

five focus groups that having an effective information system was needed to build the necessary 

transactional and analytical capabilities of the cotton value chain actors. More so, a value chain 

information system was thought to allow “greater operational efficiencies, competitive advantage, 

and market-focused innovation” that cannot otherwise arise in the present circumstances where it 

is difficult to benchmark and forecast supply and demand.  
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As such a value chain information system would effectively drive the value chain through the 

analysis of trends across the value chain markets. It was believed when the actors upload their 

performance metrics on the system it would allow greater visibility and transparency across the 

chain.  In addition, participants enthused that with a value chain information system, product 

quality would be easily traceable thus assuring product integrity and market access, especially as 

this would protect the value chain’s export interests. When probed, the participants indicated that 

a value chain information system plays would make it easier to identify weak links, reward strong 

performers, reduce chain risks, and increase chain-wide alignment which would, in turn, form the 

basis for continuous improvement in the cotton value chain. The documents from the cotton value 

chain in Zimbabwe clearly indicate that the chain’s performance is weak due to lack of chain 

alignment and weak linkages due to information siloes(Mujeyi,2013, Zeparu,2014, Hove, 2014).  

 

This finding from the focus groups is also well substantiated by other works which indicate an 

effective information system as the basis of objective decisions (Bernardo, 2014; Kembro & 

Näslund, 2014).  For others, a reliable platform for sharing information is needed to successfully 

solve problems and search prospects such as cost reduction and risk mitigation within the value 

chain (Mahama et al., 2016). Yet, others portray successful value chains through the level of 

information transparency (Narayanan et al., 2015). This implies that establishing a value chain 

information system leads to healthy and productive relationships in the value chain. Given the 

evidence above, an effective value chain information and communication system was taken to be 

another key component of a performance improvement framework in value chains.  

 

5.5.8   Capacity Alignment System    

The other key component to improving the cotton value chain in Zimbabwe identified by the focus 

groups was capacity alignment. Participants argued that a capacity alignment system would 

improve the visibility of the cotton value chain in Zimbabwe from end to end. Further, it was clear 

that a system to strategically manage material and resource flows was needed in the cotton value 

chain in Zimbabwe. The focus groups reasoned that such a system apart from enhancing cohesion 

in the value chain would also allow easy and quicker acquisition of market and in the process 

improve the quality of service in the cotton value chain. The participants indicated that such a 

happening has a knock-on effect on the efficiency of the logistics system in the cotton value chain 

in Zimbabwe, particularly so on the reduction of transportation costs as well as in addressing the 

variations in demand that may affect cotton products consumer demand.  
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The finding is well substantiated in the extant literature. Certainly, value chain management 

(VCM) implies a strategic business approach to long-term business competitiveness. This cannot 

happen if actors are acting in individual or functional siloes within a fragmented value chain 

(Christopher, 2016; Gattorna, 2014, Van Hoek, 2014). As well, effectiveness and value of any 

value chain are in its alignment (Van Hoek, 2014; Lambert, 2014). The foregoing thus gave the 

researcher the reason to include the finding into a framework of key components required to 

improve performance in value chains.   

 

5.5.9   Effective Logistics Solutions 

 The focus group participants were clear on the need to include effective logistics solutions on the 

list of key components for the performance improvement plan in the cotton value chain in 

Zimbabwe. The groups revealed that effective logistics solutions were indispensable in reducing 

the costs in the value chain operations as well as in minimizing the variations in demand and supply 

along the cotton value chain in Zimbabwe. It was argued that such a happening would lead to even 

more cost-effectiveness operations in the entire cotton value chain in Zimbabwe. Moreover, all the 

focus groups sold the inclusion of effective logistic solutions as a guarantee for continual 

improvement identification in the distribution networks, transporting modes, carrier management, 

order processing, and fulfilment as well as the customs clearance operations. Clearly, in literature, 

the speed and efficiency at which product is taken to market are critical to value chain management 

(Zhu, 2014; Stock & Lambert, 2001). As well, poor logistics and distribution increase costs and 

undermine service quality within value chains (Gattorna, 2014, Van Hoek, 2014; Stock & 

Lambert, 2001). Thus, logistics solutions are key to performance improvement in value chains. 

 

5.6   Summary 

Firstly, the study sought to identify the core tenets for a highly performing cotton value chain in 

Zimbabwe. The analysis of documents on the cotton value chain revealed that eight core tenets 

were required to achieve a high-performance cotton value chain in Zimbabwe. It could be seen 

that aligned goals, skills, and government policies and culture are essential in achieving high-

performance industrial value chains. The study was also designed to explore the underlying factors 

that value chain managers or analysts should look for to explain the performance of a given value 

chain. Factor Analysis, specifically Exploratory Factor Analysis (EFA) using the principal 

component analysis extraction method was utilized to identify the factors explained by the data set 

from the cotton value chain in Zimbabwe.  
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The factorability of the data set from the cotton value chain in Zimbabwe was assessed by both 

the KMO measure of sampling adequacy and Bartlett’s test for Sphericity. The KMO was adequate 

while Bartlett’s test was significant to allow the use of factor analysis. EFA identified two sets of 

factors impacting on the cotton value chain in Zimbabwe, namely, efficiency factors and the 

effectiveness factors. It appears again that social and economic issues need to be aligned to the 

value chain strategy with the government assuming a leadership position in the value chain. The 

prominence of government seems to be driven by the fact that developing countries value chains 

have less developed lead business firms and intermediaries. It is interesting then to note that 

government policies are also reflected as a core tenet of the high-performance value chains.  

 

Confirmatory factor analysis to (CFA) was carried out was to test the fitness model to the collected 

data from the cotton value chain in Zimbabwe. The analysis revealed both acceptable and 

unacceptable results thus highlighting the complexity of improving the performance of a value 

chain owing to the socioeconomic and technical nature of value chains. It seems the issue of 

strategic alignment of social and technical aspects in industrial value chains is important for 

achieving the tenets required of a high performing value chain. Further, it is important to note that 

many of the components discussed also exist within the context of similar themes found in the 

preliminary and quantitative studies of this research.  

 

Nevertheless, the components discussed in this section represent an important move towards 

unique and creative interventions designed to deal with the factors that influence performance in 

value chains. In so doing when the qualitative and quantitative studies are integrated possible 

pathways to achieve the required tenets for high performing value chains are easily discerned. This 

is a fit that has eluded many researchers before. Interestingly, the findings further suggest that, 

when asked, operators in value chains know what they need and works for them. The next chapter 

provides more insight by integrating the qualitative and quantitative empirical results presented in 

this chapter in terms of how they relate to the objectives of this study, the development of a holistic 

performance improvement framework for value chains. 
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CHAPTER SIX 

 

CONCLUSIONS, IMPLICATIONS AND RECOMMENDATIONS 

“The secret of change is to focus all your energy not on fighting the old but on building the new” 

-Socrates in Dan Millman, 1980- 

6.1   Introduction 

The aim of this study has been to create a holistic performance improvement framework that can 

be applied to improve and sustain performance in industrial value chains. Highly performing 

industrial value chains are believed to be the engines powering successful economies and the 

general social well-being observed in developed countries (Gereffi et al, 2014; Ponte & Sturgeon, 

2014; Kaplinsky & Morris, 2001). The previous chapter (Chapter 5), presented and discussed the 

findings and results of this study. Both qualitative findings and quantitative results were presented 

and their theoretical reliability was also explored. The goal of this chapter is to highlight the 

theoretical and practical implications of those findings. The chapter begins with a reflection of 

how the objectives of the study were achieved. In the process, conclusions are drawn. Then, the 

implications for both theory and practice are highlighted. Subsequently, the study’s limitations are 

highlighted. In light of the limitations observed, the research then ends by suggesting directions 

for further research 

 

6.2   Overview of the Study 

Essentially this study set out with the aim to solve the perennial performance puzzle in industrial 

value chains by advancing a holistic performance improvement framework that can be used in 

industrial value chains subdued by insistent and weak performance. Notably, this research was 

inspired by the need to close the void in extant literature with regard to a guiding framework for 

improving performance in industrial value chains (Ahi & Searcy, 2015; Gopal & Thakkar, 2015; 

Stefanovic, 2014; Sadraoui & Mchirgui, 2014; Ross, 2013). Three specific objectives that included 

the need to identify the crucial tenets for the high-performance value chain, the factors that 

influenced the performance of value chains and the key components needed to create the 

performance improvement framework were important beacons for this study. The research was 

based on the cotton value chain in Zimbabwe, that is, all the enterprises and people involved in the 

production, processing, and trading of the different cotton-based products. The cotton value chain 

in Zimbabwe was selected ahead of other value chains because it epitomized the failures 

commonly observed in most industrial value chains.  
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In addition, the cotton value chain has been pivotal to the economy of Zimbabwe. Millions of 

people in Zimbabwe depend on this value chain for livelihoods. Moreover, while a number of 

studies have focused on this value chain, the value chain has continued to under-perform causing 

deleterious effects on the economy and the social well-being of those dependent on it. The 

performance improvement framework is required to guide the policy-makers and managers in 

improving and sustaining industrial value chains such as that of the cotton in Zimbabwe. The 

recommendations stemming out of this research will inform both short term and long term policies 

and practices in industrial value chains such as the cotton value chain in Zimbabwe to ensure its 

sustainability in the future. 

 

To realize the aim and objectives of this research, a full review of the pertinent theoretical and 

empirical literature was undertaken (Chapter 2). Complimentary theories were used to examine 

both the social and technical aspects resulting in a holistic account of value chain theory which is 

still nascent. This multi-theoretical approach led to the identification of the critical tenets for 

effective and efficient value chains. Along with this, the literature resolved that there were several 

factors that impact on the achievement of the critical tenets of effective and efficient industrial 

value chains. Lastly, literature revealed specific components that are key to the achievement of the 

critical tenets of highly effective and efficient value chains.  

 

To give context to the challenges faced by industrial value chains, an overview of the cotton value 

chain in Zimbabwe was given in the third chapter of this study. The cotton value chain in 

Zimbabwe comprises various stages from cotton production on the small-scale farms, through to 

processing and manufacturing enterprises ending at the tertiary levels of trade and export of cotton-

based products. This chapter analyzed the structure, governance and the performance of the cotton 

value chain. It was clear that the cotton value chain had been dislocated in all its links allegedly 

due to poor governance. A large-scale de-industrialization process is taking hold along the cotton 

value chain in Zimbabwe and it is causing a lot of social problems for the country. 

 

During the empirical study, different data collection methods were employed (Chapter 4). Firstly, 

in the preliminary phase of the study, documents were scanned and analyzed to identify the critical 

tenets for a well-functioning value chain in Zimbabwe. This was followed by a two-part definitive 

study in which a questionnaire and focus groups were used respectively. Specifically, a semi-

structured questionnaire was developed and distributed to the respondents selected from the cotton 

value chain in Zimbabwe to collect data that was used to determine the factors that influenced the 
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performance in value chains. Focus groups comprising participants from the different cotton value 

chain sectors were then used to unearth the key components need to develop the performance 

improvement framework that could be used to transform the cotton value chain in Zimbabwe. The 

study employed thematic content analysis to analyze the data from both the documents and focus 

group discussions. For data collected using the questionnaire, the study employed descriptive and 

inferential statistical procedures (EFA and CFA). A summary of the findings that emerged from 

the analysis in Chapter 5 is presented in the subsequent section. 

 

6.3   Conclusions  

Based on the findings and results that were presented in Chapter 5, the following inferences were 

drawn from the study: 

 

6.3.1   Research Objective One: Critical Tenets for Industrial Value chains 

As indicated earlier, one of the objectives of this study was to unearth the critical tenets for a high 

performance cotton value chain in Zimbabwe. Identifying the critical tenets for industrial value 

chains first was informed by the need to understand those pertinent issues to the functioning of the 

value chains. Working backwards from the desired state would enhance clarity on the components 

needed to deal with intervening factors in value chains. Literature and document analysis were 

used to unearth the tenets that were pertinent to the vitality of the cotton value chain in Zimbabwe. 

Based on the results presented in Chapter 5, it was established that:    

 Improved policy and regulatory framework is a necessary condition for a high performance 

value chain. Disjointed laws and regulations obstruct collaboration and streamlined reforms 

in the industrial value chains. In contrast, transparent and predictable policy environment 

allow for the development of the value chain. 

 Aligned goals and are necessary for the development of industrial value chains. Aligning the 

individual goals of the value chain actors allows the integration of the value chain actors’ and 

the associated stakeholders’ activities towards achieving the overarching goal of the value 

chain. 

 Capabilities and skills are strategic to the competitiveness of the industrial value chains. This 

means that policy makers and managers in value chains need to develop competencies and 

skills that support the industrial value chain. 

 Effective information flows among the value chain actors are crucial to the performance of 

the industrial value chains. It is imperative that policy-makers and managers in value chains 
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should make sure that effective communication exists in their value chains in order to improve 

performance. 

 Government plays an important role in the functioning of value chains. As exemplified by the 

cotton value chain in Zimbabwe, government needs to develop a favourable economic and 

business environment so as to give the opportunity for private enterprises to participate fully 

in industrial value chains. As well, it is clear from the findings that government plays a 

significant leadership role in formulating and executing the overall strategy of the value chain. 

 Property laws and their enforcement are vital for the success of value chains. This suggests 

the relevance of effective arbitration systems and enforcement agencies in industrial value 

chains. 

 Quality logistical services add to the robustness of industrial value chains. Quality logistical 

services improves efficiency and the speed with which the value chain actors can reach the 

market. 

 A culture of trust among the industrial value chain actors has a positive implication on the 

vitality of the cotton value chain. Trust engenders teamwork and collaborative alliances within 

industrial value chain so that economies of scale, reduction in costs and quality products along 

the industrial value chains can be achieved. As well, a culture of trust among value chain 

actors conveys certainty and lower risks in the value chain. 

 

6.3.2   Research Objective Two: Factors influencing the Performance in Value Chains 

The second objective of the study was to explore the factors that influence the performance in 

industrial value chains. Owing to the suspected large number of such factors, a semi-structured 

questionnaire was employed to capture as many factors as possible in a short space of time and 

from many people. The respondents from the cotton value chain were interrogated about their level 

of agreement with the statements on the questionnaire. After factor analysis a number of factor 

were found to influence the performance of cotton value chain in Zimbabwe. The following factors 

were highlighted: 

 

 Value chain linkages in the industrial value chains as indicated by the international, local, 

regulatory and supplier linkages inevitably are fundamental to the performance of the cotton 

value chain in Zimbabwe. 

 Internal rivalry in the industrial value chains, as represented by intensity of regulatory agency 

competition, actor concentration outcomes of the competitive behaviour, and the intensity of 
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competitive behaviour shapes the performance of the cotton value chain in Zimbabwe as it is 

associated with improved innovation performance of the incumbent value chain actors.  

 As exemplified by the cotton value chain in Zimbabwe, value chain diversity as indicated by 

the diversity of economic activities, knowledge and skills and actor diversity outcomes 

impacts on the performance of industrial value chains.  

 Value chain governance as denoted by the quality of lead firms, governance disparities and 

social capital intensity in the value chain influence performance of the cotton value chain in 

Zimbabwe 

 The presence of opportunities for improvement as defined by the nature of governance and 

policy goals impacts the performance of the cotton value chain. Such strategies drive the 

effectiveness and efficiency in industrial value chains.  

 

6.3.3   Research Objective 3: Key Components for Performance Improvement Framework 

Finally, the third objective of this research sought to identify the key components of the 

performance improvement framework that would be used to deal with the intervening factors to 

and hence achieve the tenets of a functional value chain. Focus groups were employed to gather 

the relevant data. The participants were guided through a number of discussion points related to 

the key components that had to be included in a framework designed to improve the performance 

of the chain in Zimbabwe. Guided by the results presented in Chapter 5 of this study, the key 

components required for a performance improvement framework in industrial value chains were 

highlighted as:  

 

 Transformational leaders are need to spearhead the changes that are required to improve the 

performance in industrial value chains. 

 Productive relationships or strategic alliances in value chains are key to the success of the 

industrial value chains since they are the only means alignment of value chain operational 

processes are sustained. 

 Learning and adapting are critical to any improvement plan. Unless the organizations and 

people are operating in an environment that enables the assimilation, use and application of 

new knowledge then, attempting to improve the industrial value chains would be a futile 

exercise. 

 A carefully planned process of cultural change in the value chains is key to the achievement 

of sustainable transformation in the in the industrial value chains.  
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 Success in value chains is dependent on the strategic fit between the value chain strategy and 

the competitive strategies of value chain enterprises.  

 A suitable performance measurement and management system is key to the performance 

improvement plans in industrial value chains. 

 An effective value chain information and communication system is a key component in all 

efforts to improve performance in industrial value chains.  

 Capacity alignment is a key component of any plan to improve performance in industrial value 

chains. This assure the value chain of cohesion that should positively impact on the 

performance of the value chain. 

 Effective logistics solutions are indispensable in reducing the costs in the value chain 

operations as well as in minimizing the variations in demand and supply along industrial value 

chains. This aspect invariably improves value chain alignment and by extension improving 

the frame of reference in the chain. 

 

When the findings to the three objectives were integrated it was established that they conformed 

to the earlier developed conceptual framework in Chapter 2 and therefore the contribution of the 

present study. 

 

6.4   Contribution of the Study  

Contributing to an existing body of knowledge is a valuable criterion for any research endeavour. 

Research literature (Calderhead, 2012; Osterwalder & Pigneur, 2013; Gregor & Hevner, 2013) 

argues for the identification of the contribution of the research to the body of knowledge. In doing 

so, Mavetera (2012) urges researchers to strike a balance between the theoretical contribution and 

the practical applicability of the research. In conformity, this study also contributes to the body of 

knowledge in business management at both the theoretical and practical levels. Ensuing is the 

contributions of the present study to both theory and practice: 

 

6.4.1   Theoretical Contribution 

It has been argued that an empirical research’s theoretical contribution can be classified according 

to a number of discrete categories, namely, reporters, testers, qualifiers, builders, and expanders 

(Colquitt & Zapata-Phelan, 2007). In accordance with this categorization, builders, testers, and 

expanders are said to be higher on theoretical contribution, whereas reporters and qualifiers are 

lower on theoretical contribution (Colquitt & Zapata-Phelan, 2007). In a field of study which lacks 
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its own theory, like value chain management, which has to borrow theories from other fields, 

construct measurement comes to the fore in terms of theory building (Rauch, Wiklund, Lumpkin 

& Frese, 2009; Chen, 2004; Venkataraman, 1989). Thus, by identifying the previously unexplored 

tenets for high-performance value chains, identifying and verifying both efficiency and 

effectiveness factors and in the process showing how they influence the performance of a given 

value chain, this study added to the development of theory in value chain management. Future 

researchers can apply these key components in their research on performance improvement in 

value chains. Indeed, in Chapter 5, a set of operational measurements having sound psychometric 

properties were identified and their theoretical relevance and reliability were established. 

 

Theories explaining value chain performance have for a long time remained eclectic (Gereffi et 

al., 2014). This study integrated five disparate theories into a common framework of factors 

influencing performance in value chains. The empirical findings of this study also demonstrated 

some ample illustrations of theory building. This was done when a number of factors influencing 

performance in value chains were identified and confirmed. As well, the conceptual theoretical 

framework (Figure 2-2) suggested in this study gives another example of contribution to theory 

building by showing the key components that can be used to develop a holistic performance 

framework geared to support the development of value chains. Unlike, the existing frameworks, 

this framework shows that in value chains, a holistic performance improvement is possible when 

decisions and actions in value chains are well-aligned. 

 

In terms of testing theory, the study grounded the study’s predictions in the existing literature and 

was able to show congruency of the findings and results of the existing body of literature. Although 

the study was done within the context of the cotton value chain in Zimbabwe, the results may still 

be related to prior studies that converge on the tenets of industrial value chains, factors that 

influence the performance of a given value chain (See Chapter 2). Similar to this wider literature, 

the conceptions of the cotton value chain experts in Zimbabwe were that internal rivalry, diversity, 

value chain barriers, and value chain linkages along any given chain were important factors for 

consideration when the intention is to improve the performance in a given value chain. On this 

basis, the study has successfully tested the existing theory. As posited by the Colquitt & Zapata-

Phelan Model (Colquitt & Zapata-Phelan, 2007), this is one of the major contributions of study. 

 

The present research recognized the need to develop a performance improvement framework to 

guide managers and policymakers in industrial value chains such as the cotton value chain in 
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Zimbabwe in devising effective strategies for improving and sustaining the performance of their 

value chain. The findings and results discussed in Chapter 4 of the present study suggested that an 

appropriate performance improvement framework is expected to capture the complexity of the 

industrial value chains, identify the core problem areas for performance improvement, advance 

solutions to address glitches and develop management strategies for implementing the solutions.  

Firstly, while acknowledging that some frameworks are in existence, for example, the balanced 

scorecard (Kaplan & Norton, 1996), Total Quality Management (Deming & Edwards, 1982), 

SCOR (Supply Chain Council, 2008) and the Theory of Constraints (Womack & Flowers, 1999), 

the argument in this study has been that these kinds of frameworks were not designed to deal 

precisely with the issue of performance in value chains. Rather they are primarily focussed to deal 

with standalone organizations’ performance issues. Moreover, the same acknowledged 

frameworks were established a long time ago before the advent of globalization and its attendant 

effects implying that they are not adequately suited to deal the performance of an entire value chain 

operating in a globalized world. Additionally, each of these existing frameworks on their own can 

only partly fulfil some of the requirements of an appropriate framework such as developed in this 

study (see Figure 6-1).  

 

Figure 6-1   Value Chain Improvement Framework 

 

Source: Research data 
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By borrowing some specific aspects of the Balanced Scorecard and TQM and TOC and SCOR 

frameworks the study extended the Value Chain Maturity Model (Lockamy III & McCormack, 

2004) into a holistic performance improvement framework that comprises three key value chain 

transformation phases as follows:  

 

Phase 1:   Establish Performance Improvement Foundation around Value Chain Tenets 

This phase requires policy-makers and managers in industrial value chains such as the cotton value 

chain in Zimbabwe to establish a solid foundation upon which the performance improvement can 

gather momentum. This foundation requires four important aspects to produce a change-ready 

value chain, namely, creating a culture of trust, creating a learning environment, developing core 

competencies in both the staff and the leadership and initiating collaborative relationships among 

the value chain stakeholders.  

 

Consequently, by creating a strong culture based on mutual respect, collaboration, commitment, 

trust and win-win mind-sets, along with transforming adversarial behavioural habits into 

collaborative practices value chain managers give the requisite energy performance improvement 

in the value chain requires. Essentially, a trust building exercise in the value chain should 

encourage value chain partners to share risks and benefits equitably, plan, make decisions, solve 

problems and lastly resolve conflicts jointly thus building a resilient value chain. Additionally, by 

initiating appropriate governance processes that clearly identify individuals’ and organizations’ 

roles, responsibilities and accountabilities should galvanize the value chain partners around mutual 

value chain goals thus ensuring commitment to their attainment.  

 

Together with the creation of effective relationships, partners with a common reference point will 

foster a closely-aligned value chain that can easily produce desired results. Furthermore, this stage 

demands that managers and the governments facilitate a learning environment in which strategic 

and tacit knowledge can be shared. An effective learning environment should leverage the skills, 

expertise, and capabilities that can be used in the performance improvement efforts. Learning 

facilitates the synthesis of internal and external information into insights for on how to move the 

value chain forward. As well, through learning, the partners can cultivate innovative solutions to 

problems that can prevent the exploitation of market opportunities. Lastly, by creating an amenable 

learning environment in which prior related knowledge and diverse expertise can be shared the 

leaders in the value chain are able to give the value chain the traction it needs to achieve better 

results.  
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Phase 2:   Implement Performance Improvement around Value Chain Components 

This phase requires the value chain leadership to start to implement the necessary components of 

the performance plan to achieve the maturity levels of the core tenets of the value chain as well as 

dealing with influencing factors in the value chain. This can be done by identifying and 

benchmarking performance measurements, building up a value chain information system, aligning 

capacities and re-engineering material flow downstream and upstream of the value chain. To 

guarantee the effectiveness of the value chain, performance measures must be predetermined and 

agreed upon. As well, these plans must be monitored so that corrective actions may be taken in the 

event of deviations from actual and planned outcomes. As emphasised throughout this study, 

improving value chain performance depends on the ability to address, evaluate and benchmark 

against specific metrics of the operational processes. 

 

Granted the above, the value chain partners have to set up some effective information and 

communication systems to identify the trends in both the market and the operational spaces of the 

given value chains. An effective communication system value chain allows the streamlining of 

communications, thus improving partners’ response deficiencies. Consequently, the value chain 

stakeholders can simultaneously minimize expenditures and increase returns. To that end, a 

successful value chain needs to have an information and communication system that delivers both 

transactional and analytical capabilities to limit the inherent value chain barriers. 

 

Phase 3:   Aligning Capacities and Re-Engineering Material Flows 

This stage requires the value chain managers and leaders to align individual operational processes 

so that enterprises in the value chain can focus their combined resources on creating final products 

and services that meet the demands of the end markets better than the competing value chains. 

This calls managers to strategically manage material, financial and information flows to maintain 

optimum inventories, get market signals faster, and quickly and accurately determine and address 

quality issues in the production pipeline of the value chain. This demands the implementation of 

optimized logistics-related processes to reduce transportation costs, deviations and uncertainties 

that interrupt the realization of pipeline and consumers’ demands. When accurate and opportune 

information is made available to all the stakeholders in the value chain to instigate continuous 

improvements in the value chain, performance improvement ensues. Lastly, the presence of an 

effective value chain information system (VCIS) works to infuse alignment and cohesion in the 

value chains. This ensures that all stakeholders in the value chains are operating with a common 
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frame of reference on things that need collective decisions and actions. As well, the strategy of the 

value chain becomes clear to all actors thus driving the value chain forward. 

 

The development of the performance improvement framework (PIF) with its three guiding 

principles is thus a major step forward in extending the body of knowledge in business 

management. Value chain managers and researchers may now be aware of the crucial actions to 

take in improving the performance of the value chains such as the cotton value chain in Zimbabwe. 

 

6.4.2   Practical Implications of the Research 

Arguably, in response to the widely held notion that research conducted in business schools often 

offers no recognizable help to practicing managers and policy-makers, this study has managed to 

present some managerial and policy implications. For instance, prior studies on value chains have 

largely attributed poor performance to exogenous factors. However, as exemplified by the cotton 

value chain in Zimbabwe, researchers and players in value chains continue to be perplexed with 

the persistence of poor performance after the implementation of the policy prescriptions to deal 

with those exogenous factors. This study’s empirical findings support the theoretical findings 

suggesting that a number of endogenous factors are responsible for influencing the performance 

of a given value chain.  

 

Thus, the study has shown that understanding the endogenous performance factors and the 

interplay between them is an effective path towards improving the value chains. Managers working 

along value chains can thus formulate policies to manipulate such factors in the best way possible 

to improve both the performance and competitiveness of a given value chain. For example, the 

results are clear about the impact of government action in improving the stability of cotton the 

value chain through policies that encourage internal competition and international scope of the 

value chain. The results also provide insights on how to improve the performance of the value 

chain by striking a balance between competition and cooperation in the value chain.  

 

Lastly, although various studies have examined performance in value chains, this has been mostly 

in developed economies (Stern, El-Ansary & Coughlan, 1996; Kumar &Seth, 1998; Sahin & 

Robinson, 2002). Taylor (2008) argues that we cannot necessarily rely on information gathered in 

one country to inform practice in another. As much as these streams of research are quite 

informing, research on firms in the developing world, particularly in the cotton value chain of 

Zimbabwe has not been fulfilled. Thus, this study was instrumental in that it showed how policy-
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makers and managers in value chains in the developing world like Zimbabwe can attack the task 

of improving the performance of their value chains which indeed exist under previously unknown 

and peculiar circumstances that are generally not fully revealed in the First World research work.  

 

6.5   Recommendations 

In order to attain stability in value chains, managers, leaders and policy makers in value chains 

must look into how they can influence the achievement of the critical tenets for high performance 

value chains. Only then can the components to influence the performance influencing factors be 

identified. Specifically, on the basis of the findings and results of the study, the following are 

pertinent to performance improvement in industrial value chains:  

 

6.5.1   Government Action in the Value Chain  

The literature review in this study revealed that positive government action in the value chain has 

positive consequences on the performance and competitiveness of a given value chain. The 

empirical study on the cotton value chain in Zimbabwe also substantiated the importance of 

government action to the functioning of the value chain in that increased government action may 

increase or weaken the international scope, value chain linkages and to reduce collective action 

problems in the value chain. In attempts to performance in value chains, therefore, the government 

must work to promote and facilitate coherent stakeholder relations in value chains.  

 

On other hand reduced government action was accompanied with reduced value chain barriers. On 

this basis, it is recommended that governments should enact policies that promote enhanced 

participation of the local cotton value chain in the international value chains, to strengthen the 

value chain linkages, and the reduction of collective action problems. However, with regard to the 

encouraging entry into the value chain, the policies should be revised in line with the need to attract 

more investments into the industrial value chains. This way, the government action would have 

the required stability of the value chain and in the process improving the performance and 

competitiveness of the chain. 

 

6.5.2   Diversity 

The negative impact of diversity on the wellbeing of a given value chain is well indicated in the 

literature (Ho &Tekleab, 2016; Uslaner, 2012; Sturgis, Brunton-Smith, Read & Allum, 2011). The 

empirical results of this study showed the views of the cotton value chain experts indicating that 

increased diversity in the value chain resulted in the reduction of trust and internal competition 
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(Mujeyi, 2013; Zeparu, 2014; Hove, 2014). Both these factors are indicated as valuable for the 

performance and competitiveness of the value chain. Research across industries gives evidence of 

the positive relationship between trust and performance.  

 

Trust is important for enhancing cooperation among the value chain players and their stakeholders 

whereas internal rivalry brings with it some dynamism in the value chain (Porter, 1990, 1998). In 

light of the results and theory, it is recommended that the cotton value chain in Zimbabwe can 

benefit from reduced instances of diversity. Reducing instances of diversity along the cotton value 

chain in Zimbabwe would result in higher cohesion, effective communication and a lower levels 

of conflict among the value chain incumbents thereby strengthening the value chain linkages. 

Additionally, the resultant increased internal competition benefit the cotton value chain stages 

through increased innovation. As such, it is imperative that leaders and managers in value chains 

must encourage all members to interrelate to form an integrated whole as opposed to being just a 

collection of functional siloes with disparate goals. This calls for a cultural change in the way 

business processes and relationships are sustained in value chains.  

 

6.5.3   Core Competencies 

Basing on the empirical findings and the literature review it is recommended that, increasingly 

leaders and managers in the value chains must inculcate specific competence levels across the 

value chain functions. On a theoretical level, the core competences stimulate firms in value chains 

to innovate and upgrade their competitive advantage (Gnyawali & Park, 2011; Chen, 2008; 

Bengtsson & Kock, 2000).  The empirical findings in turn suggest members in value chains must 

specifically take advantage of the enabling learning environment in Zimbabwe to develop the 

requisite knowledge, skills, experience and capacity to perform their function in support of the 

value chain operational processes. 

 

6.6   Limitations of the Study 

Firstly, it must be stressed that the empirical framework for improving the performance in 

industrial value chains was not presented to the cotton value chain experts for feedback. It is 

important to realize that member check (Creswell, 2014; Lincoln, Lynham & Guba, 2011) would 

have given the researcher the opportunity to gain valuable insight on the accuracy of the empirical 

framework for improving the performance of industrial value chains. Indeed, by according the 

value chain experts the opportunity to critique the findings and conclusions of this study, the 
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resulting framework would have been more accurate, giving a more viable description of the other 

options available for improving the performance of industrial value chains. 

 

Secondly, the empirical framework only pertains to the context of the cotton value chain in 

Zimbabwe. This, coupled with the rather small sample employed in the study, may imply that 

framework is not generalizable to other industrial value chains beyond the cotton value chain in 

Zimbabwe. Thus, the framework described in this study should be interpreted as only applicable 

to the cotton value chain in Zimbabwe. With regard to the sample size, 233 respondents were 

involved in the study. Compared to the recommended parameters in certain literature this is rather 

small. As such, advice for caution in interpretation of the findings is necessary since the sample 

size may be small to fully accommodate the factor analysis applied here.  

 

6.7   Future Research Opportunities 

This research has provided a framework for improving the performance in industrial value chains. 

However, this framework based on the perceptions of the value chain experts only provided 

generalizability over a sample of the experts in Zimbabwe’s cotton value chain that participated in 

the study. A good framework should provide theoretical generalizability (DeVellis, 2016; Yin, 

2013; Barratt, Choi & Li, 2011). Extant literature (for example, Creswell, 2014; Green, Camilli & 

Elmore, 2012; Onwuegbuzie, Leech & Collins, 2008) reveals that theoretical generalizability may 

be achieved through the application of different methodologies, contexts and large populations in 

research studies. This means that in the context of this study, achieving theoretical generalizability 

of the framework for improving the performance of any given value chain necessitates that other 

studies be conducted.  

 

One way would be to replicate the study to validate the framework in other contexts. The study 

was only applied in the cotton value chain of Zimbabwe. The typical goal of replication would be 

to reproduce a prior observational result with a new but comparable sample of respondents from 

different industrial value chains in other countries like those in the Southern African Development 

Community (SADC) and the world at large. Indeed, in this globalized business village, a wide 

perspective is needed to inform business decisions. 

 

By and large, since the ultimate goal of this research was to develop a comprehensive guiding 

framework for improving the performance of any industrial value chain, the suggested future 

studies by all means provide a mechanism towards the development of such a viable framework. 
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With clear sight on the achieving observational and theoretical generalizability, the findings of the 

suggested future studies should certainly provide value chain researchers and practitioners with a 

robust framework for improving performance that can be applied any given value chain.  
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APPENDIX C 

QUESTIONNAIRE 

 

Questionnaire on the Performance of the Zimbabwe Cotton Industry’s Value Chain 

Dear Respondent 

My name is Arthur Mapanga, a PHD Business Management Candidate at the North-West University School of 

Business and Governance in South Africa. The aim of my study is to develop a Performance Improvement Framework 

for industrial value chains such as the cotton value chain( from cotton to textiles to clothing and other cotton by-

products).You have been identified as an expert on the issues to do with the performance of the cotton industry value 

chain. I hereby request you to respond to this questionnaire. The aim of this survey is to identify which factors are 

important in influencing the performance of the cotton value chain and how they do so. A wide number of issues are 

addressed. If you do not know how to answer a question, please leave the question open. All answers will be treated 

confidentially. I provided definitions of terms that may be unclear. Below is the analytical framework on which this 

survey is based.  

Conceptual framework 

 

 

 

 

 

 

 

 

 

In this survey, I analyze the influence of both the structure (effectiveness) and the governance (efficiency) on the 

performance of the cotton value chain of which you are an important constituency. I have identified a number of 

variables (factors) related to the effectiveness and the efficiency of the cotton value chain and ask your opinion about 

the relevance and importance of these variables (factors).  Indicate on this form by highlighting your answer and return 

the completed questionnaire to me as soon as possible. In addition, included is consent form which you should 

Environment 

 

Efficiency 

Factors 

Effectiveness 

factors  

Value chain 

performance 
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complete and return along with the questionnaire. If you need further clarification kindly contact me on 

Arthur.Mapanga@nwu.ac.za  or my promoters Nehemiah.Mavetera@nwu.ac.za and Ogutu.miruka@gmail.com 

Section A Biodata 

Kindly fill in the following details: 

1. Gender                                                        ______________________ 

2. Age group (e.g. 20-30 years)                      ______________________  

3. Sector along the cotton value chain           ______________________ 

4. Years of experience in the sector                ______________________ 

5. Involvement in Value chain governance                          YES/NO 

Section B: Factors influencing the performance industrial value chains 

 Value chain Linkages 

These are the relationships existing between different firms in the value chain. They may be based on transactions, 

the exchange of knowledge and information and on joint projects.  

 Sectors of the cotton value chain consist of cotton growers, cotton ginners, textiles manufacturers, clothing 

manufacturers, retailers and edible oil expressers.   

 

Please indicate the strength of your sector’s linkages with other sectors of the cotton value chain where 1= Very weak; 

2=Weak; 3=Moderate; 4=Strong; 5=Very Strong 

Value chain sector Strength of the linkages with other stages 

6. Cotton production(Growers) 1 2 3 4 5 

7. Cotton ginning 1 2 3 4 5 

8. Textiles manufacturing 1 2 3 4 5 

9. Clothing Manufacturing   1 2 3 4 5 

10. Cotton lint export 1 2 3 4 5 

11. Cooking oil/Cake production 1 2 3 4 5 

12. Industrial Financing 1 2 3 4 5 

13. Farming inputs supplier 1 2 3 4 5 

14. Intermediation 1 2 3 4 5 

15. Cotton Research 1 2 3 4 5 

16. Quality control 1 2 3 4 5 

17. Market Regulation 1 2 3 4 5 

18. International cotton merchandising 1 2 3 4 5 

19. International textiles trading 1 2 3 4 5 

20. International clothing wholesaling/ 

Retailing 
1 2 3 4 5 

21. International oil /cake trading 1 2 3 4 5 

22. Local textiles trading 1 2 3 4 5 

23. Local clothing wholesaling 1 2 3 4 5 

24. Local marketing and promotion 1 2 3 4 5 

 

mailto:Arthur.Mapanga@nwu.ac.za
mailto:Nehemiah.Mavetera@nwu.ac.za
mailto:Ogutu.miruka@gmail.com
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 Internal rivalry 

External competition: Competition from outside the value chain   

Internal rivalry: Competition between actors located in the same stage of the value chain 

Switching costs: The costs associated with changing to an alternative supplier or business 

Please indicate the extent to which you agree with these propositions by means of a cross (X) in the appropriate block 

where 1 = Strongly disagree; 2 = Disagree;            3 = No opinion     4 = Agree; 5 = Strongly agree) 

Proposition about the cotton value chain Opinion about the proposition 

25. Internal rivalry within my sector is stronger than 

the external competition 

1 2 3 4 5 

26. The level of internal rivalry in my sector of the 

cotton value chain leads to low switching costs. 

1 2 3 4 5 

27. Internal rivalry in my sector of the cotton value 

chain leads to a dynamic and vibrant sector. 

1 2 3 4 5 

28. Internal rivalry in my sector induces innovative 

behaviour among the firms 

1 2 3 4 5 

29.Internal rivalry in my sector of the cotton value 

chain has a positive impact on the performance of the 

entire cotton value chain 

1 2 3 4 5 

 

Evaluate the level of internal rivalry in Zimbabwe’s cotton value chain by means of a cross (X) in the appropriate 

block where 1 = None; 2 = Little;     3 = Fair     4 = High; 5 = Intense) 

Cotton value chain activities Level of Internal rivalry 

30 Cotton production(Growers) 1 2 3 4 5 

      

31. Cotton ginning 1 2 3 4 5 

32.Textiles manufacturing 1 2 3 4 5 

33. Clothing Manufacturing   1 2 3 4 5 

34. Cotton lint export 1 2 3 4 5 

35. Cooking oil and cake production 1 2 3 4 5 

36. Industrial financing 1 2 3 4 5 

37.Farming inputs supplier 1 2 3 4 5 

38. Intermediary  1 2 3 4 5 

39. Cotton Research and extension 1 2 3 4 5 

40. Quality control 1 2 3 4 5 

41. Market Regulation 1 2 3 4 5 

42. International cotton merchants 1 2 3 4 5 

43. International textiles trading 1 2 3 4 5 
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44. International clothing wholesaling/ Retailing 1 2 3 4 5 

45. International oil trading 1 2 3 4 5 

46. Local textiles traders 1 2 3 4 5 

47. Local clothing wholesaling 1 2 3 4 5 

48. Local marketing and promotion 1 2 3 4 5 

 

 Agglomeration Effects /Economies 

Please indicate the extent to which you agree with these propositions by means of a cross (X) in the appropriate block 

where 1 = Strongly disagree; 2 =Disagree;                         3 = Neutral     4 = Agree; 5 = Strongly agree) 

Proposition about the cotton value chain Opinion about the proposition 

49. The absence of related skilled labour along the 

cotton value chain in Zimbabwe is the reason of its 

decline. 

1 2 3 4 5 

50. The presence of many customers and suppliers 

along the cotton value chain in Zimbabwe is 

responsible for the chain’s success. 

1 2 3 4 5 

51. The absence of chain related information and 

knowledge is driving its growth and success 

1 2 3 4 5 

52. The sticky prices along the cotton value chain 

stages is positively influencing the actors to start 

business along the chain. 

1 2 3 4 5 

53. High government intervention in the cotton value 

chain causes many actors to stop doing business. 

1 2 3 4 5 

54. The high wage levels and the power of labour 

unions are causing the businesses to close shop. 

1 2 3 4 5 

55. High congestion along the cotton value chain is 

causing the many actors to stay in business  

1 2 3 4 5 

 

 Diversity in the value chain 

Diversity of economic activities:  The presence of different firms or other actors active in different markets.  

Diversity of firm size:   The presence of small, medium sized and large firms.   

Diversity of international scope: The presence of foreign firms, local firms, and headquarters of internationally 

operating firms.   

Please indicate the extent to which you agree with these propositions by means of a cross (X) in the appropriate block 

where 1 = Strongly disagree; 2 = Disagree; 3 = Neutral            4 = Agree; 5 = Strongly agree) 

Proposition Opinion 
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56. A lower diversity of incumbent actors in my 

sector of the cotton value chain in Zimbabwe 

inhibits cooperation. 

1 2 3 4 5 

57. A lower level of diversity along the cotton 

value chain stages enhances the level of 

innovation in the chain.  

1 2 3 4 5 

58. A larger diversity of the actors in the cotton 

value chain increases the chain’s vulnerability to 

environmental changes   

1 2 3 4 5 

59. Co-operation among the firms along the 

cotton value chain is not as critical as the 

cooperation with firms outside the value chain.  

1 2 3 4 5 

60. A lower diversity in the resource base of the 

cotton value chain leads to increased 

vulnerability to environmental changes  

1 2 3 4 5 

 

Please indicate the extent to which you think the four dimensions of diversity in the cotton value chain in Zimbabwe 

is important for both cooperation and innovation by means of a cross (X) in the appropriate block where 1 = Not 

important; 2 = Slightly important;               3 = Moderately important     4 = Important; 5 = Critical) 

 

Diversity in terms of: Level of importance for both innovation and cooperation 

61. Economic activities 1 2 3 4 5 

62. Size of operations 1 2 3 4 5 

63.Products 1 2 3 4 5 

64.Markets 1 2 3 4 5 

65.Knowledge and Skills 1 2 3 4 5 

 

Please indicate the extent of diversity in the cotton value chain in Zimbabwe by means of a cross (X) in the appropriate 

block where 1 = None; 2 = Slight; 3 = Moderate                          4 = Diverse; 5 = Vast 

Type of diversity   Diversity in the 

cotton industry 

value chain in 

Zimbabwe 

  

66.Economic activities   1 2 3 4 5 

67. Size of operations   1 2 3 4 5 
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68. Products   1 2 3 4 5 

69. Markets 1 2 3 4 5 

70. Knowledge and 

skills 

1 2 3 4 5 

 

 Value chain barriers 

Entry barriers:  Factors that prevent that prevent or make it difficult for new firms to enter value chain 

market.e.g. Economies of scale, Natural / Geographical Barriers or brand loyalty. 

Start-up 

barriers:  

Obstacles that prevent individuals from starting a new business along the value chain e.g. 

capital requirements, switching costs or government policy   

Exit barriers:   Obstacles in the path of a firm which wants to leave a given market or industrial sector. 

These obstacles often cost the firm financially to leave the market and may prohibit it 

doing so. E.g. highly specialized assets, huge exit costs and inter-related businesses.  

Sticky labour:  

  

A labour force not willing to get a job outside the cotton industry value chain or to move 

from another industry into the cotton industry’s value chain 

Stick prices The resistance of a price (or set of prices) to change, despite changes in the broad 

economy that suggest a different price is optimal. 

 

Please indicate the extent to which you agree with these propositions by means of a cross (X) in the appropriate block 

where 1 = Strongly disagree; 2 = Disagree;                           3 = Neutral;      4 = Agree; 5 = Strongly agree 

Proposition Opinion 

71. A large number of entry barriers impedes 

performance of my sector of the cotton value 

chain.   

1 2 3 4 5 

72. A small number of exit barriers along the 

cotton value chain retards the performance of the 

entire value chain. 

1 2 3 4 5 

73. The presence of “stick labour” has a small 

influence on the performance of my sector of the 

cotton value chain.  

1 2 3 4 5 

74. The absence of “local capital” inhibits 

business start-ups in the cotton value chain.  

1 2 3 4 5 

75. “Stick prices” are a relevant obstacle to new  

business start-ups 

1 2 3 4 5 
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76. Highly specialized assets are relevant exit 

obstacles for companies operating in the cotton 

value chain. 

1 2 3 4 5 

Value chain governance (efficiency factors) 

Value chain 

governance:   

The co-ordination of activities in the value chain. Different mechanisms, such as 

markets, inter-firm alliances, associations and public-private organisations, can be used 

to co-ordinate value chain activities.   

Lead firms:   Value chain actors that have a power or ability to coordinate value chain activities.  

Knowledge 

intermediaries:  

Actors or associations that possess, gather and ‘distribute’ knowledge and information. 

In other words they are concerned with helping people make sense of and apply 

information.  

 

Please indicate the extent to which you agree with these propositions by means of a cross (X) in the appropriate block 

where 1 = Strongly disagree; 2 = Disagree;       3 = Neutral;       4 = Agree; 5 = Strongly agree) 

Proposition Opinion 

77. A trusting culture in the cotton industry’s 

value chain enhances the quality of the 

governance leading to lower transaction costs 

and higher co-operation. 

1 2 3 4 5 

78. The “lead firms” along the cotton value chain 

strengthen the quality of the governance along 

the chain 

1 2 3 4 5 

79. The presence of intermediaries enhances 

quality of the governance along the cotton 

industry’s value chain 

1 2 3 4 5 

80. The absence of many intermediaries along 

the cotton value chain lowers transaction costs. 

1 2 3 4 5 

81. The presence of many intermediaries along 

the cotton value chain enhances cooperation 

among chain actors and therefore its 

performance. 

1 2 3 4 5 

82. Differences in the governance in the sectors 

of the cotton value chain influence the 

performance of that value chain 

1 2 3 4 5 
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83. The development of the cotton value chain 

has come out of the interplay of market forces 

and (inter)national policies. 

1 2 3 4 5 

84. The quality of the cotton value chain 

governance has not impacted significantly on its 

performance. 

1 2 3 4 5 

85. The weak social capital within the cotton 

value chain enhances its performance  

1 2 3 4 5 

 

 Intermediaries 

Please indicate the capacity of the each of the below listed intermediaries to lowering transaction costs and enabling 

co-operation in the cotton industry’s value chain, by ranking them from 1 (most important one) to 6 (least important 

one).  

 

Intermediary  Rank  

86. Cotton Producer Associations   

87. Cotton commodity traders and brokers Association   

88. Zimbabwe Chamber of Commerce   

89. Zimbabwe Textiles Manufacturers Association  

90. Zimbabwe Clothing Manufacturers Association  

91. Confederation of Zimbabwe Industries  

92. Zimbabwe Cotton Ginners Association  

93. Zimbabwe Bankers Association  

94. Agricultural Marketing Authority  

95. ZimTrade  

 

Please indicate the extent to which you agree with these propositions by means of a cross (X) in the appropriate block 

where 1 = strongly disagree; 2 = disagree;      3 = Neutral;        4 = Agree; 5 = Strongly agree 

Proposition Opinion 

96. The accessibility of knowledge and 

information sources has a strong influence on the 

performance of the cotton value chain   

1 2 3 4 5 
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97. Most actors along the Zimbabwean cotton 

industry’s  value chain have direct access to 

knowledge and information through contacts 

with “knowledge intermediaries” located along 

the value chain 

1 2 3 4 5 

 

 Solutions to collective action problems  

The collective action 

problem:  

The problem that even though cooperation among a large group of Actors would be 

beneficial for all members of that group, cooperation does not develop 

spontaneously, because individual actors are even better off when they ‘free ride’.  

Value chain governance 

issues:  

 

Issues for which “collective action” would be advantageous.   

 

Indicate of the issues given below, whether or not there is a collective action problem with regard to the Zimbabwean 

Cotton industry’s value chain where 1= Present;   2=Absent;             3= Not Sure  

Issue Presence of collective action problem 

98. Research and Innovation   1 2 3 

99. Training and education  1 2 3 

100. Export Trade  1 2 3 

101. Marketing and promotion  1 2 3 

102. Transport and logistics   1 2 3 

103. Cotton growing 1 2 3 

104. Cotton ginning 1 2 3 

105.Clothing manufacturing 1 2 3 

106. Textile industry  1 2 3 

107.Oil expressing industry 1 2 3 

108.Input supplies 1 2 3 

109. Financing  1 2 3 

 

 Importance of given intermediaries on the cotton value chain 

Show the importance of the following issues on the performance of Zimbabwe’s cotton industry value chain where 

1= Not important; 2= slightly important; 3= moderately important;    4= Important; 5=Critical 
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Issue Importance to the performance of the cotton value chain 

110. Research and Innovation   1 2 3 4 5 

111. Training and education 1 2 3 4 5 

112..Export Trade 1 2 3 4 5 

113. Marketing and promotion 1 2 3 4 5 

114. Oil expressing and cake 

production industry 

     

115. Industrial Financing 1 2 3 4 5 

116. Input supplies 1 2 3 4 5 

117.Transport and logistics   1 2 3 4 5 

 

 Collective Action Regimes  

 Regimes:    The way in which firms deal with a Collective Action Problem issue.    

Infrastructure for collective action:  Organizational infrastructure that facilitates coordination and 

cooperation.  

Community argument:  An argument to persuade actors in the value chain to contribute to joint 

projects, because they are part of a community.  

 Voice:    Actors that, when not satisfied with a solution to a collective action 

problem strive to improve it, by raising their voice.   

 

Please evaluate the importance of the below mentioned variables for the quality of governance in the Zimbabwean 

Cotton industry’s value chain where 1= Unimportant; 2= Slightly important; 3= Moderate; 4= Important; 5= 

Very important 

Issue Importance to the performance of the cotton value chain 

118.The presence of lead firms 1 2 3 4 5 

119. mechanisms for collective 

action   

1 2 3 4 5 

120.An appropriate role of the 

public policy organizations in the 

value chain 

1 2 3 4 5 

121. The tolerance of a 

“community argument”   

1 2 3 4 5 

122. The appreciation of voice   1 2 3 4 5 

123. The presence of 

accountability 

1 2 3 4 5 

124. The presence of transparency 1 2 3 4 5 
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Indicate the quality of the above-mentioned variables for the regimes in the Zimbabwean cotton industry’s value chain, 

with scores ranging from 0 (very bad) to 5 (very good).  

 

 The marketing 

and promotion 

regime 

The 

innovation 

regime 

The textile and 

clothing 

Regime  

The cotton 

growing 

regime 

The Export Regime 

125. The presence of lead firms            

 126. The presence of an 

‘infrastructure for collective action’ 

          

 127. The appropriateness of the role of 

the public organizations in the value 

chain 

          

 128. The legitimacy of a 

‘community argument’ 

          

 129. The appreciation of voice           

 

Indicate the importance of four categories of variables for the performance of the cotton industry’s value chain in 

Zimbabwe, by ranking them from 1 (most important category of variables) to 4 (least important category of variables).   

Classes of variables Rank 

130. The structure of the value chain   

131.The governance of the value chain   

132.General economic development   

133.National and international policies   

 

Please indicate the importance of 10 ‘value chain structure variables’ for the performance of Zimbabwe cotton 

industry’s value chain by ranking from 1 to 10, where 1 is the most important variable and 10 the least important 

variable. 

Value chain structure(effectiveness) variables Rank 

134. The presence of a labour force     

135. The presence of customers and suppliers    

136. The presence of knowledge spillovers    

137. The level of land prices and office rents    

138. The level of congestion.   
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139. The presence of internal competition in the cotton value chain in Zimbabwe   

140.The presence of value chain entry barriers    

141. The presence of value chain exit barriers     

142. The diversity of the incumbent firms    

143.The diversity of the products and end markets of the value chain    

 

Indicate the importance of each of the ‘value chain governance variables’, for the performance of Zimbabwe’s Cotton 

industry value chain by ranking them from 1 (Most important variable) to 4 (Least important variable).   

Value chain governance variables  Rank  

144. A trusting culture    

145. Intermediaries    

146. Embedded lead firms    

147. Quality of solutions to the collective action problems    

 

 Competitiveness of the cotton industry’s value chain  

Assess the quality of the factors discussed above for the Zimbabwe’s cotton value chain by encircling the appropriate 

answer in the table. The minimum score is 0, the maximum score is 5 

Variable Score 

148.Labour force and skills 0 1 2 3 4 5 

149. End markets for the chain 0 1 2 3 4 5 

150.Inputs supply base for the chain 0 1 2 3 4 5 

151..Knowledge spillovers 0 1 2 3 4 5 

152. Inputs prices and wages 0 1 2 3 4 5 

153.Congestion 0 1 2 3 4 5 

154.Internal competition 0 1 2 3 4 5 

155. Entry barriers 0 1 2 3 4 5 

156..Exit barriers 0 1 2 3 4 5 

157.Diversity of products 0 1 2 3 4 5 

158.Diversity of export markets 0 1 2 3 4 5 

159.Culture of trust among the chain actors 0 1 2 3 4 5 

160. Intermediaries 0 1 2 3 4 5 

161. Social capital 0 1 2 3 4 5 
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162.Cooperation 0 1 2 3 4 5 

163. Embedded lead firms along the chain 0 1 2 3 4 5 

164. Solutions to the collective action problems 0 1 2 3 4 5 

165. National policies regarding taxation on foreign 

businesses and investments 

0 1 2 3 4 5 

166.Quality of infrastructure and technology along the 

value chain 

0 1 2 3 4 5 

167. Transport services capable of conveying cotton 

products from one point to another. 

0 1 2 3 4 5 

168. Seizure of foreign investors’ assets by authority 

without compensation. 

0 1 2 3 4 5 

169.The economic environment in Zimbabwe promotes 

foreign investment and growth in the cotton value chain 

0 1 2 3 4 5 

171. Consistency in enforcing the rules of the country 0 1 2 3 4 5 

172. Value chain institutions 0 1 2 3 4 5 

173. Zimbabwe as a nation always creates hope, confidence 

and pride. 

0 1 2 3 4 5 

174. Zimbabwe has one of the best education system in 

Africa. 

0 1 2 3 4 5 

 

 

 Opportunities for improving the performance of cotton value chain in Zimbabwe 

Indicate whether you disagree or agree with the following proposition for the improvement of the performance of the 

cotton value chain in Zimbabwe where 1 = Strongly disagree;                        2 = Disagree;    3 = Neutral     4 = 

Agree; 5 = Strongly agree   

  Proposition Opinion 

175.The overall goal of governance in 

the cotton value chain in Zimbabwe 

should be geared towards performance 

improvement    

1 2 3 4 5 

176.In some cases, policies aimed at 

improving the performance of the 

cotton value chain in Zimbabwe as a 

whole suffer from self-interest, thus 

biased interests by value chain 

participants must be overruled  

1 2 3 4 5 

177. Trust building is imperative for 

improving the performance of the  

cotton value chain in Zimbabwe  

1 2 3 4 5 
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178. Infrastructure development should 

take centre stage  

1 2 3 4 5 

179. Public policy on the cotton value 

chain should aim to strengthen 

institutions for marketing and 

promotion in the cotton value chain in 

Zimbabwe 

1 2 3 4 5 

 

Thank you very much for your effort. I will give you feedback in due course. 
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APPENDIX D 

FOCUS GROUP DISCUSSION GUIDE 

Introduction  

Hello, my name is Arthur Mapanga, a researcher with the North-West University in South Africa. I wish to thank you 

all sparing your precious time to take part in a focus group on what is needed to improve the performance of the entire 

cotton value chain in Zimbabwe.  This focus group is part of a larger needs assessment process that I am conducting 

to learn about which components would be necessary to develop an effective performance improvement framework 

for the cotton value chain. Currently the value chain is not performing well and we would want to grasp in this 

discussion the strategies that are imperative to resuscitate Zimbabwe’s most important value chain. 

 

You have all worked for over 5 years in the cotton value chain in Zimbabwe and therefore experts in your own right 

on the cotton value chain.  We would like to hear based on your experience and knowledge which aspects should be 

attended to as a matter of urgency or in the long term to sustain growth in the cotton value chain.  

 

During this focus group I will ask questions and facilitate the discussions. Let me remind you that there are no “right” 

or “wrong” answers to any of the questions I will ask. The purpose is to encourage conversation and hear the opinions 

of everyone in the boardroom. It is my hope that all of you feel to share your ideas with all of us.   

 

Kindly allow me if you will to record the discussion to make sure I adequately capture the ideas as propagated during 

the conversation. As well let me remind all of you that the comments from the focus group will and should remain 

confidential and no comments will be ascribed to any name. Do you have any questions before we start? 

 

1. Let’s do a quick round of introductions. Can each of you tell the group your area of focus?  

  

2. What are your current performance goals?  

a. Probe: Are you looking to remain in the cotton business in the near future, or you want to something 

else? 

 

3. First, let’s hear about what is being done to improve the segment of the cotton value chain.  

a. How far are these interventions helping the segment and the entire cotton value chain? 

b. In what ways do you feel that the interventions are falling short in this respect? 

 

4. We all know that the cotton value chain in Zimbabwe is going through a rough patch. Now imagine that you are 

part of a committee tasked with designing a possible performance improvement plan for the entire cotton value 

chain in Zimbabwe.  What components of the plan would you suggest to jump-start the ailing cotton value 

chain? 

 

a. What are the factors that you will make sure your committee considers in designing the improvement 

plan? What are the things that you are sure would drive industry forward? 

b. Probe: Remember, these can be: the policies, leadership and skills or anything you can think of.  

 

c. What type of improvement plan do you think stakeholders would be willing to support?  

 

d.  What are the ups and downs such any improvement plan? 
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5. At this point we’d like to hear about the planning sessions you have participated in.  

a. In what ways were the planning sessions helpful to the cotton value chain? 

b. In what ways do you feel that the planning sessions fell short in producing a winning performance 

improvement plan? 

 

6. We would like to know how to make the cotton value chain perform more than the present situation and we 

could do that. 

a. What are your suggestions to the government and the associated industries to make the cotton value 

chain to work better? 

  

b. Probe: This can be a wide range of activities – training or goal alignment, transportation services, 

assistance with accessing financial aid, or anything else you can think of. 

c. What should the cotton value chain managers and policy makers keep in mind to make these issues 

work?  

 

7. Is there anything else we haven’t discussed yet that you think is important for the cotton value chain policy-

makers and managers to know about as they consider possible performance improvement plans for the 

resuscitation of the value chain? 

 

 

Thank you so much for your time and valuable contributions! 
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APPENDIX E 

DETECTION AND REMOVAL OF REDUNDANT VARIABLES 

Appendix E presents the results of the detection and removal of redundant variables based on the negative corrected 

item-total correlations, Cronbach’s alpha if item deleted and insignificant pairwise correlations. 

Part A: Removal of redundant variables based on negative corrected item-total correlations and Cronbach’s 

alpha if item deleted. 

Step 1 

Table A1 

Reliability Statistics 

Cronbach's Alpha N of Items 

.325 114 

The Cronbach’s alpha value is poor (<0.7), hence there is need to detect and exclude some redundant variables from 

the analysis.  

Table A2 

  

Scale Mean if 

Item Deleted 

Scale 

Variance if 

Item Deleted 

Corrected 

Item-Total 

Correlation 

Cronbach's 

Alpha if 

Item 

Deleted 

Q24 Cotton production(Growers) 343.1677 137.9587 -0.14915 0.347608 

Q25 Cotton ginning 343.1032 138.8854 -0.20218 0.349297 

Q39 International oil/cake trading 344.0065 140.2792 -0.25223 0.356737 

Q44 Internal competition is related to low 

switching costs along the cotton value 

chain 

343.3742 134.5474 -0.01711 0.330126 

Q46 Competitive environment induces 

innovation along the value chain 
345.2452 134.8876 -0.01693 0.328607 

Q51 Clothing manufacturing 344.2774 134.8251 -0.00233 0.326524 

Q53 Oil and cake production 343.729 136.5235 -0.10455 0.335143 

Q59 Market regulation 343.3355 134.8088 -0.01268 0.328156 

Q61 International textiles trading 344 136.987 -0.11652 0.340506 

Q62 International clothing wholesaling/retailing 343.871 134.8534 -0.02979 0.331802 

Q66 Local marketing and promotion 345.4774 135.4459 -0.03768 0.328761 
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Q70 Stick prices along the cotton value chain 

positively influence business start-ups 

along the chain 

343.129 139.6586 -0.21754 0.354903 

Q71 High government intervention along the 

cotton value chain causes the exit of value 

chain actors 

343.0839 140.2981 -0.24855 0.357229 

Q72 High wages and power of unions influence 

value chain actors to exit the value chain 
344.4387 137.8582 -0.1375 0.352907 

Q73 High congestion along the cotton value 

chain causes actors to stay in business. 
344.3161 138.1137 -0.14375 0.356259 

Q75 Existence of a lower level of diversity 

along the cotton value chain enhances 

innovation along the chain. 

345.3548 136.0876 -0.07693 0.335846 

Q76 A larger diversity in cotton value chain 

actors increases vulnerability to 

environmental changes. 

345.4387 134.6504 -0.01289 0.328812 

Q78 Lack of heterogeneity in products along the 

cotton value chain disrupts performance of 

the chain. 

344.2387 138.5855 -0.15702 0.357957 

Q79 Economic activities 342.9355 135.801 -0.06252 0.330467 

Q81 Products 342.6516 137.1246 -0.16947 0.336416 

Q82 Markets 342.6387 135.4271 -0.03569 0.328436 

Q90  A small number of exit barriers along the 

cotton value chain retards the performance 

of the entire chain 

343.2452 140.6798 -0.24096 0.361554 

Q94 Highly specialized investment at most 

stages of the cotton value chain is a relevant 

exit barrier. 

342.871 138.9053 -0.21356 0.348441 

Q95 The prevalence of a trusting culture along 

the cotton value chain leads to high 

cooperation and lower transaction costs 

343.0387 134.9465 -0.02273 0.329508 

Q96 The "lead firms "embedded along the 

cotton value chain have the capacity to 

strengthen the quality of chain governance 

345.271 134.8482 -0.02124 0.329696 

Q100 A  difference in the governance of the 

cotton value chain can influence its 

performance 

343.1484 136.9713 -0.12086 0.33892 
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Q101 The developments along the cotton value 

chain are a result of market forces, national 

and international policies 

343.1161 135.1423 -0.03741 0.332038 

Q102 The quality of governance of the cotton 

value chain has not resulted in increased 

performance 

343.4323 138.1691 -0.15719 0.348561 

Q103 The weak "social capital " along the cotton 

value chain impacts positively on the 

performance of the value chain 

345.4452 136.0148 -0.07327 0.334419 

Q117 Research and Innovation 345.9355 134.9828 -0.00634 0.326549 

Q118 Training and Education 346 136.5455 -0.11532 0.334123 

Q122 Cotton growing 346.1097 135.0593 -0.00575 0.326217 

Q127 Inputs suppliers 345.8839 134.9475 -0.00195 0.326146 

Q130 Training and education 343.0194 135.3308 -0.03999 0.33111 

Q134 Industrial financing institutions 342.5806 135.0113 -0.00461 0.326251 

Q135 Inputs suppliers 342.5806 136.1412 -0.08895 0.331821 

Q136 Transport and logistics infrastructure 342.7677 136.0886 -0.07768 0.33361 

Q137 The presence of lead firms 342.9032 135.8023 -0.06183 0.332064 

Q139 An appropriate role of public policy 

organizations 
342.5806 134.9464 -0.00073 0.32602 

Q141 Appreciation of "voice" 342.7484 136.0726 -0.08087 0.331972 

Q142 The presence of accountability 342.5226 135.6407 -0.05255 0.328604 

Q195 Biased self -interest by players must be 

overruled by government policy 
342.7613 136.4426 -0.10366 0.334109 

Q198 Public policy should strengthen marketing 

and promotion institutions across the 

cotton value chain 

342.7742 136.8253 -0.12629 0.336198 

 

The variables in the Table A2 are excluded from the analysis because they have negative corrected item-Total 

correlation, hence they are redundant. A reliability analysis is performed again. 

 

Step 2 

 

Table A3 

 

Reliability Statistics 

Cronbach's Alpha N of Items 

.722 71 
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The Cronbach’s alpha value is okay (>0.7), but can still be improved by ensuring that there are no more redundant 

variables.   

Table A4 

  
Scale 

Mean if 

Item 

Deleted 

Scale 

Variance 

if Item 

Deleted 

Corrected 

Item-Total 

Correlation 

Cronbach's 

Alpha if 

Item 

Deleted 

Q48 Cotton production (Growers) 190.86 198.001 -0.011 0.725 

Q60 International cotton Merchandising 191.28 197.932 -0.017 0.726 

Q64 Local textiles trading 191.41 197.556 -0.015 0.728 

Q196 There is need for trust building effort across the cotton value chain 190.5 198.68 -0.04 0.725 

 

Table A4 shows the variables that are excluded from the analysis Step 2 based on the negative item-total correlation 

which implies that these variables are redundant. Reliability analysis is performed again to assess whether the 

Cronbach’s alpha has improved. 

 

Step 3 

 

Table A5 

Reliability Statistics 

Cronbach's Alpha N of Items 

.739 67 

 

Table A5 shows that Cronbach’s alpha has improved compared the one in the previous step. However, it is slightly 

exceeding the benchmark of 0.7, hence it can still be improved.  

 

Table A6 
  

Scale Mean 

if Item 

Deleted 

Scale 

Variance if 

Item Deleted 

Corrected Item-

Total 

Correlation 

Cronbach's 

Alpha if Item 

Deleted 

Q63 International oil/cake trading 175.35 198.241 -0.05 0.745 

Q65 Local clothing trading 175.84 197.967 -0.044 0.746 

Q85 Size of operations 175.25 197.384 -0.008 0.742 

 

Table A6 shows variables that can be deleted to improve the Cronbach’s alpha in Table A5 based on their negative 

corrected item-total correlation. Reliability analysis is performed again to assess whether there has been improvement 

in the Cronbach’s alpha. 
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Step 4 

Table A7 

Reliability Statistics 

Cronbach's Alpha N of Items 

.756 64 

 

Table A7 shows that the Cronbach’s alpha has improved slightly compared to the one in the previous step. The study 

continues to check if the reliability of the items can be improved any further. 

Table A8 
  

Scale Mean 

if Item 

Deleted 

Scale 

Variance if 

Item Deleted 

Corrected Item-

Total 

Correlation 

Cronbach's 

Alpha if Item 

Deleted 

Q143 The presence of transparency 163.65 198.854 -0.002 0.757 

 

Table A8 shows that only one variable should be excluded from the analysis due to its negative corrected-item total 

correlation. Reliability analysis is performed again to assess whether the reliability has improved after deleting Q143. 

 

Step 5 

Table A9 

Reliability Statistics 

Cronbach's Alpha N of Items 

.757 63 

 

Table A9 shows that the reliability has improved compared to the one in the previous step. The study continues to 

check if the reliability of the items can be improved any further. 

Table A10. 
 

Scale Mean 

if Item 

Deleted 

Scale 

Variance if 

Item Deleted 

Corrected 

Item-Total 

Correlation 

Cronbach's 

Alpha if Item 

Deleted 

Textiles manufacturing 161.47 192.692 0.15 0.756 

Clothing manufacturing 161.52 192.888 0.203 0.754 

Cotton lint export 161.7 192.275 0.247 0.752 

Cooking oil and Cake production 161.28 194.319 0.098 0.758 

Financing 161.4 189.216 0.264 0.751 

Farm inputs suppliers 161.45 196.886 0.049 0.759 

Intermediation 161.29 191.584 0.225 0.753 

Cotton research 161.05 189.043 0.338 0.749 
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Quality control 160.91 188.615 0.257 0.752 

Market regulation 161 192.078 0.229 0.753 

International cotton merchandise 160.85 194.14 0.161 0.755 

International textiles trading 161.66 187.263 0.418 0.746 

International clothing wholesaling/retailing 161.31 190.774 0.211 0.754 

Local textiles trading 161.89 193.67 0.161 0.755 

Local clothing trading 161.78 193.536 0.219 0.753 

Local marketing and promotion 161.77 192.436 0.233 0.753 

Internal competition is stronger than external 

competition along the cotton value chain 

161.7 195.615 0.138 0.756 

Internal competition leads to dynamism and a 

vibrant competitive environment along the value 

chain 

161.75 197.735 0.02 0.759 

Internal competition leads to higher performance 

of the value chain 

161.99 194.734 0.155 0.755 

Cotton ginning 159.85 190.413 0.224 0.753 

Textiles manufacturing 161.86 195.949 0.122 0.756 

Cotton lint export 160.94 192.185 0.257 0.752 

Financing 161.6 191.761 0.323 0.751 

Farming inputs suppliers 161.02 192.5 0.183 0.755 

Intermediation 161.62 197.744 0.037 0.758 

Cotton research 160.65 191.724 0.212 0.753 

Quality control 162.25 194.293 0.178 0.755 

Absence of related skilled labour enhances value 

chain success 

161.85 197.543 0.035 0.759 

Many customers and suppliers along the cotton 

value chain improves its performance 

161.39 196.356 0.061 0.759 

Absence of chain related information and 

knowledge along the cotton enhances its 

performance 

161.54 186.12 0.342 0.748 

A lower diversity in cotton value chain actors 

inversely impacts cooperation. 

161.79 195.091 0.165 0.755 

Cooperation along the cotton value chain is not 

critical to performance vs cooperation from 

outside. 

161.18 188.617 0.195 0.755 

Size of operations 159.15 195.439 0.126 0.756 

Knowledge and skills 160.24 191.053 0.308 0.751 

Economic activities 161.17 188.781 0.375 0.748 

Products 161.34 190.38 0.327 0.75 
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Markets 160.12 195.693 0.109 0.757 

Knowledge and skills 160.45 197.482 0.003 0.762 

Excessive entry barriers along the cotton value 

chain inhibit performance of the chain 

159.98 185.201 0.29 0.75 

 "Stick labour" along the cotton value chain has 

small influence on the performance of the chain 

161.12 176.142 0.549 0.736 

The absence of "local capital" is a relevant start-up 

barrier along the cotton value chain. 

159.08 195.714 0.1 0.757 

The prevalence of "stick prices" along the cotton 

industry's value chains discourages new entries. 

159.08 196.934 0.099 0.757 

The presence of numerous intermediaries has 

enhanced the quality of governance along the 

cotton value chain 

161.78 196.185 0.094 0.757 

The absence of many intermediaries has resulted in 

lower transaction costs along the cotton  value 

chain 

161.81 197.4 0.035 0.759 

Intermediaries along the cotton value chain 

enhance cooperation among chain participants and 

therefore its performance 

161.55 190.119 0.299 0.75 

Accessibility of knowledge and information 

sources has a strong impact on the performance of 

the cotton value chain 

159.48 195.109 0.081 0.759 

Most of participants along the cotton value chain 

have direct access to "knowledge and information" 

intermediaries 

161.92 194.124 0.169 0.755 

Export Trade 162.43 192.156 0.444 0.75 

Marketing and Promotion 162.48 196.199 0.188 0.755 

Transport and logistics infrastructure 162.42 196.167 0.154 0.755 

Cotton ginning industry 162.39 198.292 0.013 0.758 

Clothing manufacturing industry 162.37 194.702 0.21 0.754 

Textiles manufacturing industry 162.45 196.21 0.165 0.755 

Oil expressing and Cake manufacturing industry 162.14 197.551 0.065 0.757 

Industrial financing 162.42 193.609 0.307 0.752 

Research and innovation 159.33 192.456 0.235 0.753 

Export markets 159.3 190.743 0.329 0.75 

Marketing and promotion organizations 159.22 195.458 0.115 0.757 

Oil expressing and Cake manufacturing industry 159.05 196.712 0.092 0.757 

The presence of collective action mechanisms 158.96 196.557 0.124 0.756 

Tolerance of a " community argument" 158.96 196.661 0.101 0.757 
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Overall governance efforts must be focused 

towards improving the performance of the entire 

value chain 

159.24 195.975 0.108 0.757 

Infrastructure and technology should be improved. 159.25 195.758 0.118 0.756 

 

No more variables could be deleted to improve the Cronbach’s alpha based on negative corrected item-total 

correlations and Cronbach's alpha if item deleted, hence the variables reported in Table A10 are the ones that remained 

in the analysis after removing redundant variables. The following presents the detection and removal of redundant 

variables based on insignificant pairwise correlations, that is, items which do not correlate significantly with any of 

the other items in the instrument (r<0.3). 
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APPENDIX F 

EXCLUSION OF REDUNDANT VARIABLES BASED OF INSIGNIFICANT CORRELATIONS 

 

ifica

 

 

Figure A1 shows items that needs to be excluded from the analysis due to insignificant pairwise corrections between 

them (r<0.3). That is, these variables are not related to others in the analysis hence should be excluded from factor 

analysis. 

 

 

 

 

 

 

 

 

Q28 Q31 Q36 Q41 Q42 Q43 Q45 Q47 Q50 Q54 Q56 Q57 Q58 Q80 Q87 Q88 Q92 Q97 Q99 Q115 Q116 Q120 Q123 Q124 Q126 Q133

Q28 0.067 0.096 0.036 0.059 -0.04 -0.07 0.046 0.042 -0.06 0.003 0.094 -0.04 0.059 0.072 -0.02 0.133 0.007 -0 -0.05 -0.02 0.138 0.081 0.076 -0.01 0.047

Q31 0.067 -0.12 0.07 -0.03 0.03 -0.01 -0.01 0.072 -0.07 -0.02 0.046 -0.06 -0.04 0.028 0.167 0.043 0.011 0.027 0.007 0.125 0.148 -0.03 -0.02 -0 -0.1

Q36 0.096 -0.12 -0.01 0.232 0.04 0.123 -0 -0.02 0.094 -0.07 0.018 0.072 0.215 0.085 -0.1 0.142 0.05 0.091 -0.16 0.006 -0.11 -0.02 0.039 -0.03 0.034

Q41 0.036 0.07 -0.01 0.123 0.157 0.007 0.175 0.032 0.045 -0.16 0.022 -0.01 -0.1 0.144 0.193 0.165 -0.01 -0.01 0.036 0.181 -0.13 0.038 -0.01 0.131 0.14

Q42 0.059 -0.03 0.232 0.123 -0 -0.03 -0.02 0.002 0.089 -0.11 0.012 0.141 -0.01 0.01 0.084 0.102 0.076 0.192 0.043 0.114 0.022 -0.04 0.204 0.116 0.199

Q43 -0.04 0.03 0.04 0.157 -0 -0.12 0.017 0.034 -0.15 -0.04 0.138 -0.04 -0.02 0.224 0.063 -0.15 0.03 0.093 0.013 0.013 -0.13 0.115 -0.09 0.067 0.064

Q45 -0.07 -0.01 0.123 0.007 -0.03 -0.12 0.074 0.172 0.212 -0.11 -0.03 0.042 -0.06 -0.14 -0.06 -0.02 0.079 0.128 -0.17 -0.04 -0.15 0 -0.09 -0.07 0.027

Q47 0.046 -0.01 -0 0.175 -0.02 0.017 0.074 0.041 0.166 -0.12 0.049 0.08 -0.03 -0.02 -0.07 -0.12 -0.04 0.121 0 0.158 0.028 0.278 0.128 -0.07 0.004

Q50 0.042 0.072 -0.02 0.032 0.002 0.034 0.172 0.041 0.106 -0.03 0.128 0.126 0.038 0.034 -0.02 -0.01 0.174 0.201 -0.02 -0.03 0.093 -0.09 -0.21 -0.14 0.161

Q54 -0.06 -0.07 0.094 0.045 0.089 -0.15 0.212 0.166 0.106 -0.02 0.22 0.19 0.039 0.035 -0.11 0.092 0.022 0.16 -0.07 0.082 -0.04 0.034 0.187 -0.01 0.012

Q56 0.003 -0.02 -0.07 -0.16 -0.11 -0.04 -0.11 -0.12 -0.03 -0.02 -0.17 -0.18 0.122 -0.07 0.029 0.077 -0.04 -0.11 0.083 0.071 0.222 0 0.134 0.089 0.069

Q57 0.094 0.046 0.018 0.022 0.012 0.138 -0.03 0.049 0.128 0.22 -0.17 0.132 0.046 -0.03 0.008 0.03 0.069 0.296 0.092 -0.03 0.139 -0.09 -0.01 -0.11 -0.1

Q58 -0.04 -0.06 0.072 -0.01 0.141 -0.04 0.042 0.08 0.126 0.19 -0.18 0.132 0.154 -0.01 -0 -0.11 0.235 0.18 -0.02 -0.05 0.005 -0.03 0.069 0.043 0.032

Q80 0.059 -0.04 0.215 -0.1 -0.01 -0.02 -0.06 -0.03 0.038 0.039 0.122 0.046 0.154 0.018 0.154 0.082 0.027 0.122 0.11 0.049 0.015 -0.07 -0.09 -0.14 -0.05

Q87 0.072 0.028 0.085 0.144 0.01 0.224 -0.14 -0.02 0.034 0.035 -0.07 -0.03 -0.01 0.018 0.098 0.044 0.04 0.058 0.012 -0.16 -0.03 -0.04 -0.04 -0.13 0.083

Q88 -0.02 0.167 -0.1 0.193 0.084 0.063 -0.06 -0.07 -0.02 -0.11 0.029 0.008 -0 0.154 0.098 0.103 0 0.014 0.151 0.047 0.03 -0.06 -0.04 -0.06 0.045

Q92 0.133 0.043 0.142 0.165 0.102 -0.15 -0.02 -0.12 -0.01 0.092 0.077 0.03 -0.11 0.082 0.044 0.103 -0.03 -0.1 0.146 0.02 0.067 -0.05 -0.1 -0.12 0.05

Q97 0.007 0.011 0.05 -0.01 0.076 0.03 0.079 -0.04 0.174 0.022 -0.04 0.069 0.235 0.027 0.04 0 -0.03 0.022 0.027 -0.04 0.055 -0.13 -0.05 0.035 0.09

Q99 -0 0.027 0.091 -0.01 0.192 0.093 0.128 0.121 0.201 0.16 -0.11 0.296 0.18 0.122 0.058 0.014 -0.1 0.022 0.115 0.133 0 0.003 0.071 -0.12 0.005

Q115 -0.05 0.007 -0.16 0.036 0.043 0.013 -0.17 0 -0.02 -0.07 0.083 0.092 -0.02 0.11 0.012 0.151 0.146 0.027 0.115 0.111 0.095 -0.05 -0.09 -0.02 0.036

Q116 -0.02 0.125 0.006 0.181 0.114 0.013 -0.04 0.158 -0.03 0.082 0.071 -0.03 -0.05 0.049 -0.16 0.047 0.02 -0.04 0.133 0.111 0.056 0.062 -0.01 0.089 -0.07

Q120 0.138 0.148 -0.11 -0.13 0.022 -0.13 -0.15 0.028 0.093 -0.04 0.222 0.139 0.005 0.015 -0.03 0.03 0.067 0.055 0 0.095 0.056 -0.05 0.052 0.018 0.081

Q123 0.081 -0.03 -0.02 0.038 -0.04 0.115 0 0.278 -0.09 0.034 0 -0.09 -0.03 -0.07 -0.04 -0.06 -0.05 -0.13 0.003 -0.05 0.062 -0.05 0.039 -0.09 0.021

Q124 0.076 -0.02 0.039 -0.01 0.204 -0.09 -0.09 0.128 -0.21 0.187 0.134 -0.01 0.069 -0.09 -0.04 -0.04 -0.1 -0.05 0.071 -0.09 -0.01 0.052 0.039 0.19 -0.04

Q126 -0.01 -0 -0.03 0.131 0.116 0.067 -0.07 -0.07 -0.14 -0.01 0.089 -0.11 0.043 -0.14 -0.13 -0.06 -0.12 0.035 -0.12 -0.02 0.089 0.018 -0.09 0.19 0.019

Q133 0.047 -0.1 0.034 0.14 0.199 0.064 0.027 0.004 0.161 0.012 0.069 -0.1 0.032 -0.05 0.083 0.045 0.05 0.09 0.005 0.036 -0.07 0.081 0.021 -0.04 0.019
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APPENDIX G 

RELIABILITY OF TEMS DESCRIBING VALUE CHAIN LINKAGES 
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APPENDIX H 

FACTOR LOADINGS FOR INTERNAL RIVALRY ITEMS 
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APPENDIX J 

EFFECT OF EXCLUDING INSIGNIFICAN VALUE CHAIN BARRIERS VARIABLES 
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APPENDIX K 

SUMMARY OF COTTON VALUE CHAIN GOVERNANCE FACTORS 
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APPENDIX L 

RECALCULATED RELIABILITY OF CAPACITY OF INTERMEDIARIES ITEMS 
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APPENDIX M 

RELIABILITY OF COLLECTVE ACTION PROBLEMS ITEMS 
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APPENDIX N 

SUMMARY OF COLLECTIVE ACTION PROBLEMS FACTORS 
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APPENDIX P 

LOADINGS OF IMPORTANCE OF INTERMEDIARIES VARIABLES 
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APPENDIX Q 

RELIABILITY OF ITEMS MESAURING COLLECTIVE ACTION REGIMES 
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APPENDIX R 

SUMMARY OF COLLECTIVE ACTION REGIMES FACTORS 
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APPENDIX S 

RELIABILITY OF COTTON VALUE CHAIN COMPETITIVENESS ITEMS 
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APPENDIX T 

SUMMARY OF COTTON VALUE CHAIN COMPETITIVENESS FACTORS 
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ANNEX A 
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ANNEX C 
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