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Abstract

This paper focuses on a phenomenon called across-tier management in a
supply chain. Across-tier management means that a focal firm intervenes between
its first-tier supplier and second-tier supplier, or a focal firm substitutes its first-tier
supplier to manage the second-tier supplier. Theoretically, any firm only manages
transacting partners of adjacent tiers in a supply chain, which are its direct
suppliers and customers. When market functions smoothly, it needs not to know
nor contact suppliers of even upper tiers. Any disturbance happens in one market
will transmit to other markets along the supply chain. When each firm responds in
its own market, an ultimate equilibrium of the whole supply chain will achieve.
Nevertheless, we still observe across-tier management practice more and more
popular nowadays. Therefore, this dissertation aims to find out why and how firms
conduct across-tier management. Past research pays little attention to this subject
and only some anecdotal cases are found. Besides, theoretical explanations are also
insufficient. This dissertation adopts case studies to analyze nine firms in the
information and communication industry in Taiwan. Through analytic-induction
and borrowing theoretical lens from interorganizational relationship, we find that
across-tier management is composed of three elements: coordination, control, and
negotiation. Therefore, we can rephrase the two across-tier management practices.
(1)When a focal firm intervenes between its first-tier supplier and a second-tier
supplier, it actually coordinates, controls and negotiates how the first-tier supplier
coordinates, controls and negotiates with the second-tier supplier. (2)When a focal
firm substitutes its first-tier supplier to manage the second-tier supplier, it actually
coordinates, controls, and negotiates with the second-tier supplier by itself. These
two practices represent the middle level and high level of across-tier management.
This dissertation also finds that the antecedents of across-tier management are
information asymmetry and power imbalance between the focal firm and the
first-tier supplier, lower power and inadequate capability of the first tier supplier to
manage the second-tier supplier, and inability of information processing and task
coordination of the first tier supplier to link the focal firm and the second-tier
supplier. We further group these antecedents into two categories: opportunistic
behavior and capability of the first tier supplier. In short, the opportunistic
behavior and inferior capability of the first tier supplier drives the focal firm to
manage across tiers. In a system view, across-tier management can improve or
substitute the function of two dyad relationships: the relationship between the focal
firm and the first-tier supplier, and the relationship between the first-tier supplier
and the second-tier supplier. In this way, across-tier management can improve the
performance of the whole system composed by these three parties. Therefore,
across-tier management suggests that firms should develop governance capability
of multiple transactions.

Keywords: Across-Tier Management, Supply Chain Management,
Interorganizational Relationship, Network Structure, Governance Mode
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* 3% 123 & A (Malone, Yates, & Benjamin, 1987) » #=+41% & i¥(White & Lui,
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12 = A& (Demsetz, 1988) c #riu » p WAcete crEfH - HFE L E 7 ﬁlfﬁié_s“
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