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ABSTRACT 

 

The article focuses on unleashing the potential 

of stakeholders across the supply chain and 

rendering them strategic partners in success of 

business model. The recent debate regarding the 

balancing of diverse stakeholders has diverse 

dimensions of strategic impetus; resource based 

dependencies as well as the issue of sustenance 

of competitiveness.  Indian scenario is not at all 

different from global transformations. Examples 

of Reliance Industries, Flip Kart, Amul and 

McDonald exemplify the positive incorporation 

of stakeholder management across the supply 

chain. 
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I. INTRODUCTION 

 

The question of sustaining competitiveness in 

globally challenging business environments 

(Grote, 2009) has reinitiated the debate 

regarding the role of supply chains (Cooper, 

1993) in business models and ongoing 

internationalization of business operations. The 

realization of strategic aspects of supply chain 

management (Bechtel, 1997) might have its 

roots in the growing need to integrate the key 

business process from across the users and the 

suppliers (Lambert, 2006). At the same time the 

growing strategic emphasis might also stem  

 

 

 

 

 

 

 

from the observation that the conversion of raw 

materials needs to be responsive to consumption. 

At the same time the concerns regarding the  

economic viability (Briner, 1996) and 

sustainability of competitive advantage 

(Ghemawat, 2002) has lead the strategists to 

search the supply chain (Carter, A framework of 

sustainable supply chain management:Moving 

towards new theory, 2008) as a basis for 

sustainable competitiveness.  

 

Yet it is not that easy to balance the interests 

across the diverse stakeholders (suppliers and 

customers) in an efficient supply chain. These 

diverse stakeholders across the chain enable the 

firm to create the value (Bechtel, 1997) yet at 

the same time the challenge is to leverage the 

potential of the resources and knowledge held 

across the constituent stakeholders. On one side 

firm jostles with the challenge of being 

responsive to markets yet at the same time it 

managers’ fails to looks outside the firm for 

solutions (Seuring, 2008). 

 

Without any doubt the stakeholder theory has 

been successful in analyzing the patterns of 

interest across the firm’s ecosystem, yet the 

challenge is to position the supply chain as a 

barrier to entry in the industry itself. With this 

background this research seeks to focus on these 

objectives: 

 To evaluate the diverse stakeholders involved 

in a supply chain. 

 To understand the Indian context of 

challenges and problems of managing the 

diverse interests. 

 To explore the application of collaborative 

supply chain management practices and tools 

across Indian corporate. 
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 To understand the transforming role of 

supply chains in strategic competitiveness of 

firms in Indian scenario. 

 

II .UNDERSTANDING NEW DIMENSIONS 

OF SUPPLY CHAIN  

 

Traditionally the supply chain was meant to 

include the activities that add value to the final 

product or the service. Yet the value addition 

management has become difficult to be 

sustained adequately on account of changes 

(Hult, 2011) sweeping the global business 

environment and the resultant uncertainty 

(Grote, 2009).The competitiveness (Castellanza, 

2011) and competitive advantage (Ghemawat, 

2002) and the resultant call for business model 

renewal has transformed the way the 

international business is conducted (Gold, 2010).  

The issue of sustainability (Carter, A framework 

of sustainable supply chain maangment:Moving 

towards s new theory, 2008) and reliability and 

the need for market orientation (Jaworski, 1993) 

has lead to renewed focus on segregating and 

interpreting the role of stakeholders and the need 

for firm’s role in balancing the conflicting 

interests (Carroll, 2000). 

 

The rise of stakeholder perspective and marked 

observation that a supply chain (Soosay, 2008) 

could not be a source of competitiveness unless 

supply chain ingredients (Flint, 2008) are 

managed and balanced (Dey, 2011). Stakeholder 

management in supply chain collaboration 

(Henry, 2009) is a new approach. The prior 

dyadic relations across the stakeholders and the 

stakeholder’s perception of situation are being 

observed to influence the adoption of either the 

aggressive or the cooperative strategies in 

managing stakeholder relationships (Gibson, 

2000). 

 

Stakeholders in business perspective (Walker, 

2003) could be regarded as those individuals or 

the strategic groups who possess a vital interest 

or some distinct right or ownership in the 

production process or the project that can 

contribute to or be impacted by, either the 

operations, or the execution or the completion of 

the aforesaid activity (Carroll, 2000).  

The effective identification (Mitchell, 1997) of 

visible and non visible stakeholders (Gibson, 

2000) in itself is a tedious task (Hult, 2011). The 

corporate managers (Khalfan, 2006) interact 

with a lot of such genuine and fictitious 

stakeholders yet the effective identification of 

the real ones could be basis for appropriate 

decisions regarding balancing of stakeholder’s 

interests.  

 

The legitimate and valid stakeholders are being 

observed to lead to convergence (Jones, 1999) as 

well as mutual trust. In general, the consumers 

(end–users or the clientele), producing 

organization itself, outside key organizations 

and services, invisible team members could 

constitute the core stakeholders (Briner, 1996). 

The essence of balancing diverse interest lies in 

organizing such interests across a structure that 

could create a platform for effective negotiation 

and understanding. The ones who hold the beef 

(Dinsmore, 1999) could be awarded the priority 

in such a categorization. 

 

The upstream and downstream perspective in 

stakeholder identification (Walker, 2003) are not 

at all new contexts rather they are influenced by 

manager’s perceptions regarding the learning 

communities (Bourne, Advancing Project 

Management in Learning Organizations, 

2004),manager’s indulgence in communities of 

practice (Wenger, 2002) and manager’s access 

to asymmetric information (Cavaleri, 2004) 

across the enterprise. 

 

The family support networks (Carroll, 2000) and 

the work life balance (Carter, A framework of 

sustainable supply chain maangment:Moving 

towards s new theory, 2008) is often sidelined in 

this process (Yukl, 2002). Mapping the 

subsequent influence (Bourne, Visualising and 

Mapping the Stakeholder Influence, 2005) of 

each stakeholder is the related exercise in such 

endeavors yet effective prioritization of 

stakeholders (Seyedhosseini, 2011)is often hard 

to decipher. 

 

The management’s role (Lee, 2007) in balancing 

the contesting interests and striving for perusal 

of the strategies that bred sustenance, could no 
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 longer be sidelined. The emerging role of firm’s 

managers (Richey, 2011) in looking outside –

towards balancing the conflicting interests and 

tapping their resources, knowledge and 

information for market responsive production 

(Cooper, 1993); is a larger issue of academic 

debate worldwide. 

 

The act of balancing the diverse stakeholders 

amidst the challenge of value creation 

(Seyedhosseini, 2011) faces hurdles in form of 

pattern and context of relationship amongst the 

diverse stakeholders (Hult, 2011). The 

relationship across the stakeholders and the 

firm’s managers could be exploitative, 

reciprocative (French, 1995) or even based on 

mutuality basis. The trust building (Mayer, 

1995) is again a topic for debate and discussion. 

The stability of relationship (Inkpen, 1997) and 

subsequent mutual perceptions of trust and 

distrust (Lewicki, 1998) could alter the 

balancing act. 

 

The quantum of trust across the stakeholders is 

vital in deciding the aggressive or the 

cooperative stance (Henry, 2009).A lower level 

of trust across the stakeholders could lead the 

firm to zero in on the aggressive strategies 

whereas the higher level of mutual trust, a 

shared perception regarding the sense of urgency  

to collaborate calls for cooperative strategy. At 

the same time, the introduction of changes 

across stakeholders (Henry, 2009) needs to be 

reviewed in context of business sustenance and 

economic viability. 

 

BREEDING SUSTENANCE WITH 

STAKEHOLDER MANAGEMENT 

 

Balancing the priorities (Wu, 2011) has always 

remained a contentious issue. The collaborative 

dimension supports the bilateral versus 

individual rent seeking behaviors (Cao Z. , 

2011).  The collaborative stance could seek the 

benefits in form of the elements of process 

efficiency, offering flexibility, business synergy 

(Greenwood, 2010), quality and innovation (Cao 

Z. , 2013).Such a context could be helpful in 

realizing the joint competitive advantage (Yeh, 

2001) that could reside in collaborating (Cao Z. , 

2011) rather than competition. 

Balancing the stakeholders (Freeman, 1984) 

could also be viewed as involving either the 

buffering or the bridging approach (Hitt, 

2010).The intention is to engage with the 

stakeholders (Noland, 2010) to reduce 

uncertainty and carve out the strategic role of 

suppliers and customers in sustaining the supply 

and hence the inherent competitive advantage 

(Ghemawat, 2002).The underlying idea is to 

counter the risk (Gold, 2010) associated with 

markets, technology usage and information 

flows via ensuring transparency and use of 

collaborative tools based on ICT (Grover, 2002). 

Supply chain collaboration also relies on 

competitive resource heterogeneities (Harland, 

2004) and resource based complementarity 

(Knudsen, 2003). Supply chain collaboration 

(Dyer, 1998) across diverse stakeholders are 

believed to harness the power of relational assets 

and the casual ambiguity (Das, 2002) that is 

often difficult to copy by the competitors (Jap, 

2001). Such a resource based perspective helps 

the managers to explain the rationale of 

Resource based capabilities and competencies 

(Gold, 2010) are often embedded in 

collaborative supply chains. Such embedded 

strategic stakeholders often offer the opportunity 

to access inter organizational resources. The 

resource based roots (Carter, A framework of 

sustainable supply chain management:Moving 

towards new theory, 2008)of stakeholder’s 

interest management and relational rents (Dyer, 

1998) arising from collaborative partnerships in 

supply chains has received wider academic 

attention across the strategic management theory 

as well. 

 

Such a notion not only fulfills the external 

resource dependence (Hunt, 2012) but also 

paves the way for success of entrepreneurial 

tendencies across the non institutionalized 

innovation ecosystems especially across the 

developing economies. Supply chain 

collaboration serves as a viable means of 

learning, knowledge sharing and skills transfer 

(Forrester, 2000).At the same time the 

ecological roots (Seuring, 2008)  of stakeholder 

exchange and interest management focuses on 

operationalizing the producer’s responsibility in 

open loop supply chains (Rizzi, 2012). 

Reliance’s mango plantations across its export 
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oriented oil refinery in Jamnagar, has proven to 

be a yardstick for practical realization of theory 

in realistic terms. Such environmental dimension 

(Kassinis, 2006) could be viewed as enabling the 

social sustenance of business model as well. 

Anyhow, the institutionalized Intra 

organizational entrepreneurship (Peters, 2011) 

while stakeholder interest management could 

also be viewed in terms of manager’s reasoned 

action stance (Fishbein, 1975). Such reasoned 

action theoretical basis provides for a social 

theory of firm (Nasi, 1995), incorporation of 

trust based rationalism (Zucker, 1987) and better 

interpretation of action vis a vis the inter 

organizational systems and corporate 

sustainability (Rankin, 2010). The current debate 

regarding the sustainability imperative (Lubin, 

2010), notions of strategic thrust (Wiseman, 

1984) encompasses focus on the  differentiation, 

cost, innovation, growth and alliance (Yeh, 

2001) as basis for diverse stakeholder interest 

management as well as risk mitigation across 

time and scale perspectives. 

 

INDIAN CONTEXT OF MANAGING THE 

DIVERSE INTERESTS 

 

Case of Reliance IndustriesReliance’s 

experiments with State Oil Marketers in course 

of commissioning of its 27 tpa oil refinery was 

the first grand experiment to reach downstream 

consumers without any investment in own retail 

or distribution network. The administered oil 

pricing mechanism has restrained private 

refiners to open up own retail outlets. The 

diverse interests across domestic energy markets 

thus involved the government on one side, the 

public sector oil marketers on the others as well 

as infrastructural bottlenecks on the third side.  

Still then it collaborated with diverse 

stakeholders like the state oil marketers, oil 

transporters and the government to make the 

money flow. In the international scenario, it 

worked with London and New York markets to 

trade on the opportunities thrown in by rising 

demand for energy despite decreasing capital 

expenditures in refining assets worldwide. It 

encircled the Chinese oil exports by virtue of its 

strategic location across the global trade route. 

 

Upstream Supply chain across Reliance 

Industries 

 

The upstream supply chain in oil and energy 

enterprises involve the access to raw 

material(oil, natural gas, oil wells) as well as the 

logistics .The upstream activities are capital 

intensive and diverse stakeholders are involved 

in this dimension. Some of the stakeholders 

comprises the national government (that awards 

and monitors the exploration rights), the 

technology provider, rig and platform operators, 

aviation support as well as the security agencies 

and the logistics services provider from site of 

exploration to site of fractional distillation 

(refining). As such diverse stakeholders are 

involved across the oil exploration supply chain.  

Reliance industries balances such diverse 

stakeholders across oil and gas extraction sites 

(Krishna Godavri Basin, Tapi Basin, Shale Gas 

reserves in USA) with exclusive technology and 

operations partnership with industry giants like 

the Chevron and the British Petroleum. Such a 

technology partnership enables it to extract and 

secure the maximum possible production as well 

as spill proof logistics. 

 

Downstream Supply chain across Reliance 

Industries 

 

Own retail and distribution channel is always an 

advantage in oil marketing and energy 

distribution industry. Ever since the 

commissioning of refinery and the export 

oriented units at energy SEZ in Jamnagar in 

coastal Gujarat, it has harped on innovative 

plans to tap others supply chains for fuel 

marketing and distribution. Despite the failed 

attempts at establishing own retail network in 

India, it has been able to manage the 

stakeholders effectively. It taps the oil marketing 

network of public sector enterprises, encourages 

bulk exports as well as markets its produce 

across Africa with controlling interest in African 

energy marketer GAPCO. The downstream 

hassles had been countered by insisting on 

exports, international sales and bulk supplies to 

foreign markets. 

Putting together such a workable yet complex  

stakeholder management initiative at Reliance 

refinery and oil marketing complex is indeed 
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harnessing the synergies of export, international 

demand as well as strategic dependence on 

suppliers as well. 

 

Case of McDonald 

McDonald’s on the other side had its own share 

of pie with local suppliers and customers. In 

view of restrictions regarding foreign direct 

investment in food retail. It entered the Indian 

market by joint ventures and other suitable 

corporate structures that complied with Indian 

corporate laws. It also faced the daunting task of 

ensuring the similar brand loyalty as it enjoyed 

worldwide. Yet the bacon and pork products 

were found to be non suitable for Indian 

consumers. The Indianization of menu led to 

localization of material requirements. The local 

religious and cultural sensitivities further 

pressurized it to focus on putting together a local 

supply system. 

 

It also harped on a multiple stakeholder 

management plan that incorporates niche 

suppliers for things like frozen vegetables, 

breads, sausages, tissue paper, spices as well as 

serving plates and related food production 

materials. The issue of quality was the key 

concern while trusting the local Indian suppliers. 

In the initial years of venture in India, 

McDonald pursued aggressive stakeholder 

management impetus with more focus on laying 

quality standards and guidelines and even 

seeking stringent compliance. The urge to 

deliver to vegetarian Indian was a bigger 

challenge. An even bigger issue was to re work 

the magic with its consumers as it delights the 

people worldwide. 

 

Case of FlipKart.com 

 

Flipkart’s e intermediation and multiple 

stakeholder management is a newer happening. 

Flipkart symbolizes the electronic 

intermediation between the seller and the buyer. 

It is counted as the fasted growing e commerce 

based firm with interests across the e retailing of 

each and everything of daily or specific  

requirement. The diverse stakeholders could be 

identified as comprising the suppliers of 

commodities, payment gateways, technology 

platforms, mobile and internet services providers 

and the government. The suppliers again seem to 

play a crucial role in success of overall business 

model. 

 

Other Innovations 

Abhishek Industries in Ludhiana(Trident Group) 

has its exclusive imprint on towel 

manufacturing. Its supply chain innovation in 

weaving together the value for international 

clientele, has made it the most preferred 

vendor(supplier) for Walmart from USA. Maruti 

Suzuki’s cost rationalization across supply chain 

brought together the diverse auto component 

manufacturers in a never before manner, all 

working towards lean inventories and minimum 

order backlog.  

 

Certainly the stakeholder management extends 

beyond its traditional definition to incorporate 

the sharing of mutual resources and 

competencies as well. Amul Milk Cooperative’s 

experiments (Bowonder, 2005) with unleashing 

the potential of millions of small scale farmers 

resulted into a mammoth milk producer and 

marketer. Amul leveraged the power of  ICT 

across rural communities as well as the 

technology for creating value even from the 

perishable commodity like the milk with a shelf 

life of less than 6 hours. 

 

On the other side the Indian Government’s 

Adhar enrolment campaign and the recently 

launched Prime Minister’s Jan Dhan Yojna 

harps on leveraging the technology to manage 

the diverse stakeholders while profiling the 

identity or  seeking financial inclusion by 

mobilizing deposits. The recent advances in ICT 

also enable the private and public enterprises in 

managing the supply chain up to the last mile 

end user. As such there are innumerous 

examples where the stakeholder management 

has yielded positive results for business model 

sustenance as well as retention and advancement 

of competitive advantage. 

 

CONCLUSIONS 

 

The competition in this uncertain business 

environment could be interpreted as not between 

the individual firms but across their respective 

supply chains (Cao Z. , 2013).The suppliers and 
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customers have acquired a strategic role as far as 

sustenance of competitive advantage is 

concerned. The supply chain is now widely 

regarded as a viable basis for competitiveness 

and innovation. The diverse stakeholders across 

a working supply chain has diverse or even 

contrasting interest which needs to be balanced 

either aggressively or collaboratively.  

 

The developments in Indian industry are not at 

all different from global counterparts. Starting 

with industry captain, the Reliance Industries; 

the focus on supply chain innovation and 

stakeholder interest management is evident even 

across the Indian start ups, cooperatives and 

even the government’s financial inclusion 

programs. As such one can conclude that the 

stakeholder management could be a viable 

option for seeking sustenance of competiveness. 

Such a practice in Indian scenario could be 

either viewed as innovative response to existing 

blockades across marketing and business 

perspective or as a   result of entrepreneurial 

spirit across Indian business life.  

 

DIRECTIONS FOR FUTURE RESEARCH 

 

The business models are getting most vital 

attention across the academic literature. As such 

further research could be carried out in areas of 

business model innovation and role of supply 

chain in supporting such a context. Yet another 

area of related interest could be the role of 

entrepreneurs in internationalization of supply 

chains as they seek to organize the resources for 

production from across the global factor 

markets. The MNEs and internationalization of 

business models is incomplete without strategic 

role of stakeholders and suppliers in business 

sustenance. As such further research could be 

carried out in areas of supplier’s strategic role in 

balancing cross conflicting problems in areas of 

business model execution. 
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