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Abstract 
Organizations are operating in a competitive business environment where 
stakeholders are concerned about the type of products and services firms 
brings to the market. Moreover, the modern customers are knowledgeable 
and sensitive to the kind of products and service they buy from an organiza-
tion. The objective of this study was to investigate how stakeholder exposure 
impacts on the sustainable supply chain management practices in Safaricom, 
Kenya. The study adopts a case study design, focused on Safaricom, one of 
Africa’s most innovative cellular firms. The study gathered data from Safari-
com management, community, Communication Authority of Kenya (CA), 
corporate customers, and the suppliers. The study adopted semi structured 
interview protocol to collect data. This study will be analyzed by use of con-
tent analysis. Understanding the impact of stakeholder exposure on SSCM 
practices was critical in ensuring that stakeholder requirements are met. 
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1. Introduction 

Contemporary organizations have found it necessary to re-examine the man-
agement of the activities that take place throughout their supply chains. This 
implies that supply chain management (SCM) plays a central role in ensuring 
that the organization is efficient and effective in its operations [1]. However, re-
cent developments such as the need to take into account social and environ-
mental issues have forced organizations to consider sustainability of their supply 
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chains. A supply chain needs to take into consideration the needs of its stake-
holders in order to be meaningful. 

Regardless of whether organizations are motivated by profit or not, they are 
always concerned with how they relate to stakeholders within a given environ-
ment. Firms are constantly apprehensive about what goods or services they de-
liver to their customers. This is because, in the absence of customers, there will 
be no business. They need to think and act strategically; translating organiza-
tional insights into effective strategies that can help respond to dynamic envi-
ronment and lay a strong foundation for the implementation of strategies [2]. 
Grant’s observation implies that organizations operate within a wider environ-
ment that is composed of a number of factors: political, economic, socio-cultural, 
technological, ecological, and legal. Consequently, any change in any one of 
these variables is expected to have far-reaching implications in the way organi-
zations operate. This forces organizations to adopt SSCM practices in addressing 
any change that may occur in any of the variables so as to optimize on the men-
tioned variables. 

Organizations have goals and aspirations that compete with each other. The 
goals of businesses are achieved through the application of change management 
approaches including SSCM [3]. [4] asserts that for businesses to thrive, eco-
nomic development should be balanced with the societal and environmental 
practices. This is because of “green consumerism” as echoed by [5] that results 
in stakeholders advocating for products and services that are environmentally 
friendly. 

Safaricom has been experiencing a sustained growth and development in the 
last seven years. Its revenues have been increasing steadily. However, that firm 
has a host of questions regarding its sustainability issues such as network stabili-
ty, dynamic regulatory environment, energy security, innovation, supplier ethics 
and performance, ethics and values, employee environment and environmental 
performance. [6] [7] revealed that there is need to consider stakeholder exposure 
(control and accountability) to particular social and environmental issues across 
a firm’s supply chain. [8]’s study concluded that a firm is required to adopt an 
integrated approach in its supply chain in order to address pertinent economic, 
environmental and social issues. These studies confirmed a need for a research 
on stakeholder exposure and SSCM practices in the cellular industry. At global 
and national level, there is no evidence of studies on stakeholder exposure and 
SSCM practices in the telecoms industry. It is based on this gap that the re-
searcher found the need to bridge the gap in this area. The study sought to 
achieve two objectives namely: to determine the extent to which Safaricom in-
corporates stakeholder exposure into their Sustainable Supply Chain Manage-
ment practices (SSCM) practices and how the stakeholders hold Safaricom ac-
countable and exercise control over Safaricom’s Sustainable Supply Chain Man-
agement practices and to establish the role of stakeholder exposure in Safaricom 
SSCM practices. 
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2. Literature Review 

The stakeholder exposure of the firm is determined by a combination of control 
and accountability to stakeholders [7]. Control is the ability for a firm to influ-
ence decisions that have an effect on the stakeholders. The capacity of a focal 
company to exert pressure on supply chain partners for instance, customers or 
suppliers is fundamental to exercise control over the stakeholder [7] [9]. Control 
does not necessarily involve taking action. It includes declining to take action, 
ignoring the concerns of the stakeholders, neglecting to take action, failing to 
take due diligence or choosing not to act [7]. However, every choice taken has a 
consequence. It is only the stakeholders who have a direct economic interest 
who can claim control of a certain firm.  

Control from the firm’s perspective is its ability to make decisions without 
being influenced by other parties. The level of influence by a firm on other 
supply chain actors is fundamental in determining control [9]. There are two 
types of influences; economic and non-economic. The economic influence de-
termines the level of control a firm has on its stakeholders, for instance the cus-
tomers and the suppliers [7]. Moreover, if buying organizations are few in the 
market due to consolidation, they tend to have influence over their suppliers [9] 
[10] [11]. Furthermore, regular meetings held by between the buyers and sup-
pliers helps improve the quality of supplies and a focal firm in collaboration with 
a particular supplier adopting industry norms to control the behavior of other 
supply chain partners. Non-economic influences determine the level of control 
over a firm. Examples of non-economic influence include: the environmental 
regulation of cell phone emissions, social media usage by customers and tower 
installations. 

Accountability has been defined by [7] as the degree to which an organization 
is held responsible by stakeholders for certain decisions or actions; for instance, 
product or service design, sourcing, procurement, production or distribution to 
the stakeholder. According to [12], accountability emanates from stakeholder sa-
lience. The stakeholders have a moral obligation to seek an explanation from the 
firm concerned for any decision or action taken for the sake of their interests. 
The external stakeholders challenge firms to be more visible and transparent in 
their operations. This make firms to sustain legitimacy, build reputation and 
become more competitive [13]. Therefore, the buying organizations need to be 
worried on the environmental production/service procedures for instance, ISO 
14001 [14]. Moreover, the public involvement through scrutiny on a firm’s op-
erations forces the management to be transparent regarding their environmen-
tal, social and economic performance [15]. The greater the extent of stakeholder 
attributes namely, power, legitimacy and urgency, the greater the level stake-
holder salience and its propensity to hold a focal firm accountable for its deci-
sions [7].  

Stakeholder exposure entails two variables which include: accountability and 
control. Stakeholders are classified according to their ability to control a firm’s 
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decisions or actions and their propensity to hold the firm accountable for their 
outcomes. The stakeholders are categorized by the use of a quadrant. This is 
shown in Figure 1. 

In the first quadrant both accountability and control of the stakeholders is 
low. This implies that the stakeholder’s salience, that is the importance of a given 
stakeholder to a firm and its interest for the economic welfare is low. Such 
stakeholders have little or no influence on the decisions and actions that a firm 
takes. These stakeholders have little or no economic interest in the firm. For in-
stance, in a case of a small-scale entrepreneur involved in trading energy saving 
lights in the village, there is a limited market for the products whose stakehold-
ers have limited accountability and control. Issues in this quadrant are known as 
trivial. 

In the second quadrant, the situation has a low level of accountability while 
the extent of control of the stakeholders is high. This means that the importance 
of a particular stakeholder to the firm is low while the level of control of the par-
ticular stakeholder is high. For instance, the vehicle drivers in Kenya are prohi-
bited by the law from using cellular phones while driving. Therefore, in case an 
errand driver causes an accident due to making or receiving a phone call while 
driving, despite the stringent control measures, Safaricom as the service provider 
cannot be held reliable (accountable) for the misfortune caused. According to 
[7] cellular phone manufacturers can be given pressure to install technology de-
vices in the phones that disables the use of the phone while driving. Issues in this 
quadrant are known as evolving. 

In the third quadrant, the stakeholders to a firm have low level of control 
while its accountability is high. The stakeholder’s importance in terms of hold-
ing a firm responsible for its decisions and actions is high but low level of con-
trol. For instance, in the cellular industry, a group of activists who marches to 
Safaricom headquarters with placards that say “no call rate reduction, no busi-
ness for you”. This noise from the activists may be extremely irritating to Safa-
ricom management but may be ignored. The issues under this quadrant are 
known as demanding. 
 

 
Figure 1. Stakeholder exposure. Source: Adapted from Parmigiani et al., (2011). 
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The fourth quadrant represents stakeholders whose accountability and control 
are both high. The issues under this quadrant require an immediate action from 
the firm’s management. An example here is when a cellular corporation under-
pays its worker, leading to high employee turnover. The cellular firm in this case 
is held responsible for this trend while it can also control the massive exit of its 
staff by acting on their claim. The issues under this quadrant are considered 
critical. 

Conceptual Framework 

Stakeholder exposure plays a very significant role in ensuring that an organiza-
tion implements sustainable supply chain management practices in its supply 
chain. Stakeholder exposure comprises of both accountability and control. Ac-
countability ensures that cellular companies are answerable to all the activities 
they carry out in the supply chains whereas control refers to ability of the firm or 
stakeholders to regulate the activities of a cellular company. Control and ac-
countability individually and collectively have influence on stakeholder expo-
sure. The greater the economic and non-economic influence of stakeholders, the 
greater their control over the firm and when the stakeholders hold a firm ac-
countable on its supply chain decision, the firm is bound to observe its supply 
chain activities. A firm’s SSCM practices depend on the level of stakeholder ex-
posure. Figure 2 presents a conceptual framework that guides this particular 
study. 

Control by the firm and accountability to stakeholder determines the firm’s 
stakeholder exposure. The level of exposure to any particular stakeholder is thus 
dependent on the level of influence over the firm and on the stakeholder’s sa-
lience [7]. If the level of both control and accountability are low, the issues are 
regarded as inconsequential. If control is high while the accountability is low, the 
issues here are termed as emergent. Demanding issues are determined when ac-
countability is high while control is low. Foundational issues are as a result of 
greater control and accountability [7]. This lead to the following propositions: 
 

 
Figure 2. Conceptual framework. Source: Developed from Parmigiani et al. (2011). 
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Proposition 1: The greater the propensity of the stakeholders to hold the focal 
company accountable for its decisions, the greater the stakeholder exposure. 

Proposition 2: The greater the control of the focal company to make deci-
sions, the greater the stakeholder exposure. 

Proposition 3: Stakeholder exposure is greatest when both control and ac-
countability are mutually reinforcing. 

The level of control and accountability determines the stakeholder exposure 
and this has an influence on the SSCM practices adopted by a firm. When both 
control and accountability are low, the social and environmental issues along the 
supply chain are minimal [7]. This implies that the level of stakeholder exposure 
has an influence on the SSCM practices adopted and this determines the level of 
attention accorded to the social and environmental issues. For example, when 
control is high and accountability is low, product safety is of great concern. Ac-
cording to [15] stakeholders exert moral suasion over SSCM of a firm. This lead 
to Proposition 4: The greater the degree of stakeholder exposure the greater the 
adoption of sustainable Supply Chain Management Practices.  

3. Research Methodology 

This chapter focuses on the methodological aspects of the study. It outlines the 
direction taken right from research conceptualization through to the analysis of 
the collected data. The areas covered under this section include: research design, 
selection of the firm and selected stakeholders, target respondents, data collec-
tion, analysis, reliability and validity and ethical issues. Understanding these 
methodological aspects lead to the next chapter. 

The research adopted a single case study embedded with four units of analysis 
namely community, regulator (CA), corporate customers and suppliers. [16] 
argues that an embedded case study involves multiple units of analysis within a 
case and that its adoption is based on the context and the objectives of the study. 
An embedded case study approach was considered appropriate because of the 
nature of the study that required different views on stakeholder exposure and 
SSCM practices in Safaricom. This research design was appropriate since it 
sought to bring out in-depth understanding of the concepts under study from 
the perspective of the four stakeholders in the Kenyan cellular industry. This de-
sign gives the respondents an opportunity to share their views without restric-
tions [16].  

However, case studies are considered to lack rigor [17] but if the procedure of 
conducting the case study is carried out in a structured manner, case study de-
sign yields better results through in-depth understanding of a complex pheno-
menon. In achieving rigor in case study, quality criteria such as selection of the 
case, data gathering, validity and reliability need to be considered [18]. In order 
to ensure sturdiness in the design of the case study, the researcher observed es-
sentials such as developing and using a conceptual framework from which 
propositions were developed, generated the “how” and “why” research ques-
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tions, linked the data to the propositions and identified the criteria for inter-
preting the research findings [16] [19]. 

3.1. Selection of the Firm and Stakeholders 

According to [16] selecting the firm is a very important research component. A 
firm has to be selected for theoretical reasons, specifically appropriate for infor-
mative and extending the evolving theory [20]. Safaricom; community, regulator 
(CA), corporate customers and suppliers were selected for this study. Moreover, 
four types of stakeholders were selected for this study because they were consi-
dered sufficient to provide the required data. Due to scarcity of resources it is 
difficult to satisfy all the stakeholders’ requirement, hence need to compromise 
[21]. This fact is echoed by [22] who asserts that an optimal number of cases in a 
study are achieved when any extra addition of a case to the selected units of 
analysis does not add value to the study.  

Safaricom was selected for this study because it is the first and only Kenyan 
cellular company to produce a sustainability report. In addition, it is the domi-
nant player in cellular sector in Kenya; it is innovative and has grown its market 
share rapidly in the past decade. The study targeted a number of respondents at 
management level from various departments in Safaricom and selected four 
stakeholders. The protocol targeted multiple respondents from multiple func-
tional areas. This included senior managers from Supply Chain, Finance, Cor-
porate Affairs, Health and Safety, Innovation, Strategy, Sales and Marketing, 
Research and Development and the person responsible for Sustainability. The 
rationale for the choice of the senior managers is that they are responsible for 
monitoring and controlling the company’s sustainability issues in the firm. 
Moreover, interviewing multiple respondents allowed the researcher to examine 
various areas of the company’s supply chain and triangulate the data. This ap-
proach to data collection is based on an approach that was designed and suc-
cessfully applied by [23].  

This study solicited data from twenty-nine participants. This number was 
considered appropriate because the data collected reached a point of saturation. 
[22] alludes that at saturation point, any additional data to a study adds little or 
no value. The interview process captured information using a voice recorder and 
note taking. However, some respondents were not comfortable with the use of a 
digital device and this compelled the researcher to take notes while interviewing. 
The approximate time taken to interview each informant was 75 minutes. The 
study also made use of published reports. For instance, Safaricom’s annual re-
ports, website, trade journals and Communication Authority of Kenya (CA). 

3.2. Data Analysis 

Data was analyzed by use of content analysis. This involves movement back and 
forth between conceptualization, data collection, analysis and interpretation 
[24]. Common themes underlying stakeholder exposure namely; control and 
accountability and SSCM practices were identified. Content analysis used a sys-
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tematic approach to summarize the data packets into themes. The themes were 
classified into various patterns which were then followed by building of valid 
arguments from the analysis. This was done by comparing the themes with the 
proposed conceptual framework.  

This study adopted a “within case analysis approach” where Safaricom man-
agement, community, regulator (CA), customers and suppliers were analyzed 
separately and then later conducted cross-case analysis to identify similarities 
and differences [16] [25]. The data collected was initially arranged systemati-
cally to allow the researcher to gain insight and better familiarize himself with 
it before transcribing it. This was followed by a write-up of the stories pre-
sented from the four cases and the management. The main focus for this was 
to summarize the large amount of data to a manageable size and build up 
case-specific insights before identifying and linking the patterns across cases. 
During cross case analysis process, identification of within-group similarities 
and between-group differences was done after the selection of categories of re-
search themes [19]. Interpretation of the research findings was finally followed 
by study conclusions and subsequently testing for validity of the results by 
counter checking extant literature and subjecting the study report to key infor-
mants within the cellular industry who comprise a few selected scholars in the 
subject area.  

3.3. Reliability and Validity 

Reliability was achieved by developing and refining the interview protocol and 
then submitted to my supervisor for criticism and review. This achieved con-
formability design test. I also discussed with one of the key informants in Safa-
ricom the content of the interview guide to ensure that the instrument is de-
pendable and clear. The researcher also recorded the proceedings during the da-
ta collection process by using a voice recorder and records the data mechanically 
to develop the case [26]. 

Construct validity is concerned with the researcher’s ability to single out mea-
ningful and reasonable conclusions on the sample or population under study. It 
is the extent to which the empirical indicators match the concepts under study 
[16]. The study adopted various techniques in testing and ensuring that con-
struct validity was achieved. The conceptual definition provided by [12] was 
adopted. The study also used multiple sources of data for instance interviews 
with Safaricom managers and stakeholders, sustainability reports, unpublished 
reports, journals and newspaper articles. Internal validity ensured credibility of 
the study. This ensured that there is internal coherence of the study and that the 
concepts are systematically related. The study achieved this through researcher 
self-monitoring and triangulation. The last form of validity tested was external 
validity. Comparison between the information gathered and the extant literature 
was also made [26]. This was achieved by use of theoretical terms and relation-
ships as used by the works of various authors especially [12] [27].  
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4. Research Findings 

This section covered analysis of data and the results arising from the interview 
conducted. The main objective of this study was to investigate how stakeholder 
exposure impacts on the sustainable supply chain management practices in Safa-
ricom, Kenya.  

The customers have both high control and accountability. They are therefore 
considered to have the highest level of exposure. It was established that the high 
level of control emanates from both economic and non-economic influence. 
This set of stakeholders is considered critical by Safaricom. Customers hold Sa-
faricom accountable on its decisions through consultative meetings, communi-
cation through emails and other channels as dictated by the Kenyan law. 

Safaricom has high control over suppliers due to both economic and noneconomic 
interest they possess. Suppliers need payment for their supplies and hence call 
for high level of control. On the other hand, the firm has varying level of ac-
countability to its suppliers. For instance, suppliers who provide monopolistic 
services such as Kenya Power require more accountability from Safaricom and 
vice versa. 

The study findings indicated that the community is in the first quadrant 
where both control and accountability are low. Safaricom has a low level of con-
trol over the community’s activities and therefore it cannot be held accountable 
for a certain situation over which it has little or no control. Issues under this qua-
drant are regarded as trivial. Safaricom has a low level of control and high-level 
accountability to its regulators. This is an outcome of the need for the regulators 
to influence the distribution of both frequency numbers and spectrum frequen-
cy. The regulators also charge license fee for this resource. Issues in this qua-
drant are regarded as demanding and thus need urgent attention. This discus-
sion of summary is shown in Figure 3. 

Stakeholders have various expectations and hence need to hold Safaricom ac-
countable and exercise control over Safaricom’s SSCM practices. For example, 
one of the customers interviewed, said “We prefer that goods and services be 
delivered as soon as possible not considering the cost implications of the same, 
vendors at times give lead-times that they might not be able to meet deadlines 
hence causing delays and of course this has a cost implication on projects”. 
This is however addressed through consultative meetings to ensure that all 
understand the importance of efficiency and timely deliveries. Expectations of  
 

 
Figure 3. Stakeholder exposure in Safaricom. Source: Author, 2018. 
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various stakeholders and how they hold Safaricom accountable over Safaricom’s 
SSCM practices are shown in Table 1. 

The researcher revealed that stakeholder exposure is a result of the stakehold-
er’s propensity to hold a Focal Organization (FO) accountable on its supply 
chain decisions and the level of control a firm has over the stakeholders. The 
regulator (CA), for example, was found to possess a high level of exposure and 
based on the powers bestowed upon it by law; it is able to be accorded maximum 
attention by Safaricom on matters related to the activities affecting customers 
and the community. Accountability of the FO to the stakeholders through regu-
lar meetings ensures adherence of Safaricom to deliver on its promises to the 
stakeholders while its capacity to have control over its stakeholders was found to 
make it easy to discipline a misbehaving stakeholder by either withdrawing fi-
nancial benefits or terminating a contract.  

The respondents were also required to state Safaricom’s level of accountability 
and control in regard to the firm’s economic, social and environmental supply 
chain activities. It was clear from the study findings that the community has 
both low control and accountability over the firm’s decisions. Safaricom has low 
level of control over the community’s activities and therefore it cannot be held 
accountable for certain situations over which it has little or no control.  

The community makes Safaricom accountable by involving them through 
continuous consultations, sharing development and benefits to the society. The 
study also found out that Safaricom also involves the community in energy  
 
Table 1. Stakeholder exposure and SSCM practices. 

Stakeholder Accountability over Safaricom’s SSCM practices 

Shareholders  
(Government of 
Kenya, Vodafone  
PLC. and public) 

Engage with the government through the relevant ministries on various 
environmental matters for instance e-waste regulations. Vodafone  
Plc shares information regarding new technologies and best practices  
in supply chain management; for example, energy and carbon footprint. 
This is done through monthly meetings and teleconferences held as 
planned from time to time 

Regulators 

Engagement on respective regulator’s Key Performance Indicators 
(KPIs). For instance, Safaricom engages with CA on its targets.  
This engagement is done through regular meetings, submissions  
and formal correspondence 

Employees Through labour unions, consultative meetings or industrial disputes 

Suppliers/Innovation 
partners 

The key issue is value proposition. Safaricom involves its partners on  
issues regarding product and service development. Some of the  
partners include; mobile manufacturers for instance, Samsung and  
Nokia, developers and technology innovators. This is achieved through 
daily Safaricom innovation email, sharing ideas with recipients and  
encourages them to express their feedback and interest 

Local community 
The community is involved in the process of participation during  
Environmental Impact Assessments (EIAs) of proposed projects.  
This is done through regular meetings as required 

Customers Regular meetings between Safaricom and customer representatives 

Source: Author, 2018. 
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management and conservation. The firm has demonstrated use of clean energy 
like solar power in their shelter sites and helped to distribute the same to the 
communities where it is operating. 

Safaricom has a high level of control in communities especially where it sets 
up their infrastructure and operation; they are obliged to continuously engage 
with the community in matters affecting them. However, it was established that 
the community has no control in places where Safaricom has not set up any in-
frastructure. The study findings indicated that the local communities are con-
sulted by Safaricom when proposed designs are being investigated, and envi-
ronmental impacts are also assessed during these investigations. This is carried 
out as part of the Environmental Impact Assessment (EIA) process and while 
addressing mitigation measures. Moreover, the study found that the firm puts a 
lot of emphasis on the improvement of the environment around their sites, set 
up schools, install motion lights to improve security and offer free phone-charging 
booths. 

The community calls upon Safaricom to publish a Safety and Environment 
policy, accidents and hazard reports and impress upon the firm to conduct pub-
lic education and awareness campaigns for the community. 

The study points out that it necessary for Safaricom to cultivate positive rela-
tionships by maintaining the community in which it operates and make sure 
they give back to society. In addition, to ensure accountability, Safaricom keeps 
an open door for interactive dialogue, be it questioning, feedback or discussion. 
They are open to the community’s opinions, participation and finally make sure 
the opinions given by the community are meaningful. The study revealed that 
Safaricom has a low-level accountability over the firm’s SSCM practices.  

The researcher sought to establish the mechanisms the regulators have put in 
place to ensure accountability from Safaricom’s activities. It was revealed that 
the regulators command a high-level accountability regarding SSCM practices 
from Safaricom. It was evident from the research findings that regulators have a 
number of mechanisms to ensure that Safaricom is accountable to its activities. 
One the mechanisms as established from the study is that of periodic reporting 
of the activities the company is involved in. The study established that regulators 
require Safaricom and other firms operating in the industry to submit regular 
reports of all the activities they are involved in. The researcher observed that 
submission of these reports is not optional but an issue the company must 
comply with.  

The other mechanism that regulators have put in place is the requirement that 
Safaricom and other companies in the telecommunication industry must prepare 
sustainability reports on an annual basis. The findings revealed that the annual 
sustainability reports prepared by the company outline the various activities the 
company is involved in and the efforts the company is making to ensure that all 
its activities are sustainable in the long run. The study observed that a copy of 
these report must be delivered to the relevant regulator in order to provide them 
with information concerning the activities of the company.  
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The regulators do not struggle to have Safaricom as a company to reveal the 
important information to them. The reason as revealed from the research find-
ings is that regulators do not propagate imaginary concerns but rather legitimate 
concerns that are based on an existing legislation. The study established that 
regulators demand that the necessary exposure of information be done as and 
when expected since this is the requirement by law. “The law gives us power to 
demand for exposure of information on the various activities that are being car-
ried out by the company and that this must be done within the law and within 
the expected duration. You need to understand that we have made known to Sa-
faricom their expectations on exposure concerning the activities they are in-
volved in”. This is very important in ensuring that the company is aware befo-
rehand of what is expected of it by the regulators even before engaging in any 
activity.  

Sustainable supply chain management concerns regulators advocate for, re-
volve around better environmental practices such proper management of fre-
quency spectrum in order to ensure that they are less harmful to the users and 
the environment, on the financial aspect the regulators require that there should 
be reasonable tariffs that will not lead to price wars in the industry and that the 
firm has to use products that will generally not be harmful to the environment 
and the customers. It was revealed that these sustainable supply chain practices 
advocated by the regulators are clearly spelt out in the law they are supposed to 
enforce. Their advocacy in these SSCM practices therefore mainly features what 
the law stipulates. It was also established from the study that quality of services 
and products must not be compromised by the firm in the name of SSCM prac-
tices.  

In regard to how customers hold Safaricom accountable for the supply chain 
decisions, corporate customers have various ways of ensuring that Safaricom is 
accountable to its decisions. The corporate customers serve the company’s ex-
pansive subscriber network and this is very important for Safaricom. The com-
pany understands that failure to be accountable to its corporate customers may 
negatively impact on the subscribers. The corporate customers make the com-
pany understand their pivotal role in the provision of telecommunication ser-
vices to its customers. Corporate customers therefore rely on this understanding 
to push their agenda of accountability on Safaricom’s SSCM decisions. It was 
further observed that corporate customers also use their position especially the 
leading twenty to fifty dealers or distributors to put pressure on the company to 
be accountable for its activities. Being the leading corporate customers, they hold 
a significant position that touches on the revenue earning capacity of the com-
pany. This position provides them with ground to agitate for accountability on 
the decisions made by Safaricom.  

Safaricom ensures that all the customers are provided with the relevant in-
formation that will provide them with the necessary exposure on the SSCM ac-
tivities being undertaken by the company. The company also ensures that all 
accountability concerns that are voiced by the customers are adequately handled 
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to avoid standoff between the company and them. The company has also pro-
vided guidelines on the timeframes and quality standards that customers should 
expect. This serves as accountability guidance to the stakeholders. It was further 
noted from the study findings that Safaricom considers three main factors in 
managing its exposure. The first factor relates to the power that a stakeholder 
has in influencing the company decisions. 

The study was meant to establish from the corporate customers their level of 
exposure and how it contributed to sustainable supply chain management activi-
ties that are adopted by Safaricom. One of the dealers posited, “We used to have 
monthly meetings with the company until the year 2012. However, over time, 
the frequency of the meetings has been deteriorating since the company has re-
sorted to segmentation of its customers. For instance, the company currently 
segments its dealers based on their performance and regions. The top twenty to 
fifty dealers are given more attention because they contribute a lot to the activi-
ties of the company. The frequency of the meetings has also reduced due to the 
use of area managers by the company to communicate to their corporate cus-
tomers in various regions”. This level of communication has been very instru-
mental in providing the corporate customers with relevant information con-
cerning the sustainable supply chain management activities that are adopted by 
the company. It has also assisted the corporate customers to align their concerns 
with SSCM activities that the company is engaged in. 

It was also clear from the research findings that the corporate customers have 
a number of sustainable supply chain concerns that they advocate for. One of 
these concerns relates to trade in mobile telecommunication devices and equip-
ment that have minimal harmful radiations to the users and to the environment. 
The corporate customers advocate for the company to source for more user 
friendly and environmental friendly gadgets and equipment that will ensure 
safety to users and environment. The corporate customers also advocate for 
more lean and agile supply chain systems that will reduce the cost of service de-
livery to the customers as this will reduce the prices of products and services. 
The other SSCM management practice that corporate customers advocate for is 
the introduction of gadgets that are capable of utilizing more of renewable than 
non-renewable energy.  

It was established that the other SSCM concern corporate customers advocate 
for is the use of products and services that are re-usable and re-cyclable. This 
implies that corporate customers are more interested in products that can mi-
nimize the damage caused to the environment. They also advocate for products 
and services that are safe to both the employees and the customers and equally 
meet socially responsible standards. The corporate customers also advocate for 
electronic top ups of credit. This is aimed at reduction of credit vouchers that are 
normally made from paper. This ensures that the company is adopting measures 
that can assist in the reduction of deforestation and other practices that can 
cause harm to the environment. They also insist on digital communication of 
any information between the company and corporate customers. The company 
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has a large number of dealers and distributors and effecting digital communica-
tion is one way of reducing printed communication materials that utilize a lot of 
paper. 

The study further sought to establish the achievements that have been made 
by Safaricom in terms of Sustainable supply chain management practices. The 
findings revealed that the firm has made a number of achievements in ensuring 
that they move towards a sustainable supply chain. It was clear from the results 
that although the suppliers are largely dictated on what to do and provide, the 
firm takes into consideration the sustainability of all the resources the suppliers 
are supposed to provide. It was evident from the study findings that the suppli-
ers are required to provide resources that meet the three dimensions of financial, 
social and environmental. The findings indicate that this is considered one of the 
most important achievements made by the company in moving towards sus-
tainable supply chain management.  

Safaricom has also made several strides in ensuring reduction in use of paper 
in most of their operations. The study findings confirmed that the introduction 
of electronic top up is one of the ways through which the company has been able 
to reduce use of paperwork. This is one of the achievements that depict the sus-
tainable supply chain management practices the company is implementing. 

4.1. Discussion of the Findings 

Safaricom has a high level of control on its customers and suppliers due to their 
economic interest. It was established that customers are interested in innovative 
and quality of products and services while the suppliers are more interested in 
the payments for their supplies. This finding is consistent with [7]’s work that 
states that control relates with stakeholders who have economic interests in the 
supply chain outcomes, primarily customers and suppliers. Moreover, if the 
number of buyers is fewer than the suppliers in the market, the buyers will have 
the market power which subsequently translates to greater influence over the 
suppliers [9] [10] [11]. However, the study findings indicated that Safaricom 
does not have control over the activities of the community where they are oper-
ating. 

Focal firms hold regular meetings with suppliers to improve the quality of 
supplies. This practice ensures collaboration with suppliers and this has influ-
ence on the behavior of other supply chain partners [7]. These authors also con-
clude that industry norms that originate jointly from buyers and a particular 
supplier influence the behaviors of other suppliers in the market. The study also 
noted that Safaricom holds meetings with the corporate customers, regulators 
and community leaders to evaluate the level of satisfaction from both the stake-
holders and Safaricom.  

While suppliers and subcontractors to Safaricom are required to sign a code of 
conduct regarding to the adherence and observation of high standards, holding 
of regular symposiums with the suppliers and competitors on environmental 
matters is very important, [14] argued that the buying organizations need to be 
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apprehensive on the environmental production/service procedures for instance, 
ISO 14001. The study also revealed that customers need to see that products and 
services are tagged to better prices, open engagement of Safaricom with compet-
itors in a fair and transparent manner without taking advantage of the perceived 
market dominance and ensuring that Safaricom doesn’t act in any monopolistic 
tendencies which can hurt the customers, community, employees, suppliers, the 
government and generally the cellular industry.  

Open discussions with stakeholders on the sustainability agenda, seeking 
feedback and suggestions on how to improve on sustainability, use of branding 
and images to publicize the sustainability programmes and involvement of sus-
tainability partners in Safaricom functions were found to increase accountability 
of Safaricom’s sustainable supply chain practices. This study finding agrees with 
the practice of public scrutiny on a firm’s operations that force the management 
to be transparent regarding their environmental, social and economic perfor-
mance [15]. According to [28], transparency across the industry of respective 
contract factories promotes greater collaboration, sharing of monitoring infor-
mation and reinforcement of remediation expectations across the industry. The 
communities and other external stakeholders challenge firms to be more visible 
and transparent in their operations. This make firms to sustain legitimacy, build 
reputation and become more competitive [13]. 

4.2. Conclusion 

Stakeholder exposure is managed in order to actively involve the stakeholders in 
achieving the firm’s objectives. Understanding the impact of stakeholder expo-
sure on SSCM practices was critical in ensuring that stakeholder requirements 
are met. It strengthens the relationship between the stakeholders and managers 
of a firm, clearly identifies KPIs and what SC activities are needed in Safaricom.  

Stakeholder exposure is a result of the stakeholder’s propensity to hold a Focal 
Organization accountable on its supply chain decisions and the level control a 
firm has over the stakeholders. The regulator (CA), for example, was found to 
possess a high level of exposure and based on the powers bestowed upon it by 
law; it is able to be accorded maximum attention by Safaricom on matters re-
lated to the activities affecting customers and the community.  

Accountability of the FO to the stakeholders through regular meetings ensures 
adherence of Safaricom to deliver on its promises to the stakeholders while its 
capacity to have control over its stakeholders was found to make it easy to dis-
cipline a misbehaving stakeholder by either withdrawing financial benefits or 
terminating a contract.  

4.3. Study Implications 

This study will contribute theoretically to the existing literature on stakeholder 
and exposure, SSCM practices. Moreover, it will enable professionals and aca-
demicians to gain a clear understanding of major practical challenges in the 
field. This study will also facilitate theory building which will subsequently be 

https://doi.org/10.4236/ajibm.2018.85079


O. T. Ombati 
 

 

DOI: 10.4236/ajibm.2018.85079 1154 American Journal of Industrial and Business Management 
 

used as reference for future studies. It will also identify the applicability of spe-
cific features of the existing literature in the context of developing countries, 
hence stimulating further research.  

The link between stakeholder exposure and SSCM practices lead to various 
managerial implications. The study helps managers to comprehend how to ac-
count for their decisions to the stakeholders. The study will help the manage-
ment to understand the impact of accountability and control on stakeholder ex-
posure. This will ensure a systematic manipulation of the mentioned variables 
thus leading to the success of a firm.  

The research enables managers in cellular industry to understand the value of 
stakeholder exposure and its impact on SSCM practices. This aids management 
in cellular firms to align stakeholder exposure with SSCM practices hence im-
prove reputation and sustained growth of the firm. Moreover, the study will help 
managers to understand the role of supplier collaboration in the cellular firms. It 
points out the value of collaborating with suppliers on SSCM practices. The 
study encourages Safaricom management to embrace the art of partnering with 
it stakeholders on sustainability issues.  

4.4. Recommendations for Future Research 

The trends and gaps acknowledged in this research compelled the advancement 
of a convincing plan to guide future research on stakeholder exposure and 
SSCM. This study focused on stakeholder exposure and SSCM practices in the 
cellular firm. The outcomes of this study provide useful insights for future study. 
The researcher suggests the following studies to be conducted: 

A study on aligning stakeholder exposure with SSCM practices and TBL per-
formance outcomes in the cellular industry in Kenya needs to be done. This 
study should also expand the list of the stakeholders. This will help the research-
er to mitigate the limitations mentioned in this study. 

There is also need for a study on stakeholder salience, influence, exposure, 
SSCM practices and TBL measures in the food sector in Kenya. A study on 
SSCM practices and TBL performance measures in the manufacturing industry 
in Kenya also ought to be done. 
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