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Abstract

Risk management in the base of the pyramid (BoP) environment is needed to ensure

that firms performance objectives are met. Accordingly, integrating sustainability per-

formance measurement in the supply chain risk management would offer interesting

avenues for managing risks in BoP supply chain. Therefore, the paper conceptualizes

an intersection between supply chain risk/uncertainty management and sustainable

performance measurement. This intersection is then tested by a literature review of

164 BoP SC articles between the years 2000 and 2022. Descriptive, frequency, and

correlation analysis identify various risks factors studied in the BoP literature so far,

their management strategies and respective performance measures. The findings

show a broad strategical aspect of managing SC risks and proffered the tactical or

operational level performance measures which along with these practices can man-

age the related risks. Therefore, their incorporation into the risk management process

should be considered. The correlation findings highlight the important role of perfor-

mance process measures and the impact of these along with the management prac-

tices on firm's performance outcomes. The study contributes to supply chain risk and

performance management literature by capturing the nexus between BoP and supply

chain management.
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1 | INTRODUCTION

The primary aim of any firm revolves around achieving the overall per-

formance targets. With globalization and increasing pressure from the

stakeholders for sustainable production (Gouda & Saranga, 2018), firms

are compelled to focus beyond their organizational boundaries to

achieve their performance targets. Therefore, supply chain manage-

ment becomes necessary. The idea of boundary-less management has

brought in risks that differ in their context and managerial approaches

to solve them (Fan & Stevenson, 2018; Simangunsong et al., 2012;

Tang, 2006; Tummala & Schoenherr, 2011). Besides, addressing these

risks is essential since the repercussions of inappropriate risk manage-

ment become more significant for the performance-related dimensions

(Hult et al., 2010; Simangunsong et al., 2012). These performance

dimensions range from economic to social to environmental ones

(Das, 2018), which are often referred to as triple bottom line or sustain-

ability (Khalid et al., 2015). The concerned literature also suggests that

“the sustainability performance management is not often due to direct

demand enforced by the legal act but because the companies aim to

reduce the related risks” (Seuring & Müller, 2008, p. 1703). Therefore,

these two streams of research share several overlaps and integrating

them will bring depth in the theoretical understandings (Arzu &

Erman, 2010; Gouda & Saranga, 2018; Maestrini et al., 2017;

Simangunsong et al., 2012; Tummala & Schoenherr, 2011).

Risk also depends on the environment in which it prevails

(Tang, 2006). The BoP environment or the prevailing conditions of

informal markets expose firms to various risks. For example, London

and Hart (2004) posit that the BoP markets are associated with

unique challenges, whereas Alvarez and Barney (2007) describe it as

an environment with a high level of uncertainty. Similarly, the institu-

tional context of these markets often provides little support for eco-

nomic activities (Khanna & Palepu, 2005). Non-existent formal capital

markets, an uneducated workforce, poorly developed public infra-

structure (Zomorrodi et al., 2019), informal governance mechanisms

(Webb et al., 2010), and little or no protection of property rights

(Soto, 2000) are all characteristics of the BoP context that also make

the environment challenging for the firms to operate efficiently. Espe-

cially, the MNCs or the local producers experience a high level of

knowledge and information gap because of the poor development of

the business ecosystem (Zomorrodi et al., 2019). Consequently, lack

of a proper business ecosystem serves as a barrier for the manufactur-

ing as well as the distribution of the products being produced

(Varga & Rosca, 2019). Moreover, it is advocated in the BoP literature

that the practices introduced there mainly enhance the

strategical level understanding of operating in this environment

(Khalid et al., 2015). However, incorporating performance measures

into the risk management process would enhance specific or tactical

level knowledge about the performance indicators linked to the risk

management practices. Furthermore, the PM literature argues “that
what is not measured is not managed” (Manuj & Mentzer, 2008, p

216). Therefore, integrating performance measurement in risk man-

agement would provide a narrative for BoP SCs to operate in this

environment successfully and sustainably.

Further, integration of PMS in the risk management process can

be found in other management domains such as “finance”
(e.g., Weekes-Marshall, 2020). However, the SCM researchers identify

the combined importance of risk and performance management in SC

and call for more research in this regard (e.g., Akwei & Zhang, 2018;

Samson & Gloet, 2018). Consequently, to address these gaps in the

literature, the current study aims to develop a risk management

framework for BoP environment by integrating sustainability perfor-

mance measures.

Therefore, the broad research question taken up for the study is

as follows.

• RQ: How supply chain risk management has been dealt with in the

BoP literature?

� RQ1: Which risk factors are prevalent in BoP literature?

� RQ2: Which risk management strategies are frequently used in

BoP literature?

� RQ3: Which sustainability performance measurement dimen-

sions are frequently used in BoP literature?

� RQ4: Which risk management strategies are linked to perfor-

mance measurement dimensions?

The paper is structured as follows: First, SCRM conceptual fram-

ing by sustainability performance measurement literature while

explaining its relevance for the BoP literature. Second, the methodol-

ogy is explained. Third, the paper presents a finding

section containing the answers to sub-research questions 1–3 using

frequency analysis and RQ4 by conducting a correlation analysis.

These findings are then discussed in subsequent sections, along with

the limitations, future directions, and implications. Lastly, a conclusion

addressing the main research question is made.

2 | SCRM CONCEPTUAL FRAMING AND
BOP LITERATURE

The section starts with a conceptualization of SCRM and the role of

sustainability performance measurement therein by taking arguments

from SCRM and sustainability supply chain performance measurement

(SSCPM) literature. It further presents a selection of the constructs

from the SCRM and SSCPM literature. The operationalization of these

selected constructs is shown in the tables. Furthermore, an outline of

BoP-related research along with an intersection of SCRM and BoP

research is discussed.

2.1 | Conceptualizing supply chain risk
management and sustainability performance
measurement

It is well documented in the risk management literature that the sup-

ply chain risks are managed through a process (Fan &

Stevenson, 2018). The risk management process is usually divided into
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three broad phases, i.e., identification and assessment, evaluation,

planning and mitigation, control, and monitoring (Tummala &

Schoenherr, 2011). The identification, assessment, and evaluation of

the risks (phase one) can tell the probability and magnitude of their

occurrence alone. Once identified and evaluated, risk management

strategies (phase two) are implemented, which then lead to control

and monitoring (phase three). Therefore, in order to understand a risk

management process, all these things need to be explored which will

be done in the subsequent paragraph.

The terms risk and uncertainty are often used interchangeably;

however, some authors have argued that both terms have several dis-

tinctions as both offer different performance outcomes

(Simangunsong et al., 2012; Tummala & Schoenherr, 2011). Tummala

and Schoenherr (2011) used uncertain environmental conditions as

triggers to certain risks factors. Whereas Simangunsong et al. (2012)

presented sources that can contribute to the uncertain environment.

After scrutinizing these two frameworks, the triggers used by the for-

mer are overlapped with the sources of uncertainty identified by the

latter. Therefore, we have compared these two frameworks to opera-

tionalize the identification of the “risk” phase. These two papers iden-

tify the most prevalent risks in the risk management literature such as

demand, supply, distribution, transportation, delay, supplier,

manufacturing, capacity, sovereign, and, most recently, disruption risk

(Chen & Paulraj, 2004). These risk factors can also be seen in recent

debates, for example, Manhart et al., 2020; Ivanov & Dolgui, 2020;

Paul & Chowdhury, 2021, thus making them appropriate for the

study.

Further, risk planning and mitigation require a set of strategies

that need to be deployed to mitigate related risks. Within the broader

prospect of risk management, it is managed at strategical and tactical

levels. The strategical level risk is often directed towards the probabil-

ity of occurrence of a certain event, for which preventive risk strate-

gies could lead to positive outcomes. The practices include the

product design, shorter planning period, good decision support sys-

tem, collaboration decision policy and procedures, use of information

communication and technological (ICT) system, pricing strategy, rede-

sign of chain configuration, and/or infrastructure (Manhart

et al., 2020; Simangunsong et al., 2012). These practices are devised

to reap long-term strategic benefits as well as protection against risks

(Manhart et al., 2020). The tactical level is linked to the operational

level risk and often needs reactive mitigation strategies to reduce

their effects on performance (Gouda & Saranga, 2018). Most identi-

fied reactive mitigation strategies in risk mitigation literature include

postponement, volume/delivery flexibility, process flexibility, cus-

tomer flexibility, multiple suppliers, strategic stocks, lead time man-

agement, financial risk management, and quantitative techniques

(Ali et al., 2017; Christopher & Holweg, 2017; Moktadir et al., 2021;

Tang, 2006). Therefore, the list offered by Simangunsong et al. (2012)

is both comprehensive and relevant for both preventive and reactive

risk management strategies.

Once the strategy is decided by the top management to prevent

or mitigate a risk then related performance measures are devised to

see whether the deployed risk management strategy reaps the

intended benefits (Chenhall & Langfield-Smith, 2007). The scenario

entails the role of PM in the risk management process and how

embedded it is in the management of risk which is also often men-

tioned in the risk management literature (Gouda & Saranga, 2018).

Therefore, sustainability efforts are integrated as a later stage after

risk management strategies.

The SSCPM literature includes several performance measure-

ments tools as well as specific performance measures, often regarded

as control and monitoring tools (Laihonen & Pekkola, 2016;

Selviaridis & Norrman, 2014), which could be beneficial for the man-

agement of risk (Seuring & Müller, 2008; Weekes-Marshall, 2020), for

example, such as environmental benchmarking, social reporting, and

financial auditing. These performance tools and measures are the part

of performance measurement systems and are frequently discussed in

the performance management literature (Arzu & Erman, 2010;

Grosvold et al., 2014). The firm can also put these measurement sys-

tems in place to monitor the implementation of risk management

strategies (Beske-Janssen et al., 2015; Seuring & Müller, 2008). This

approach has grounds in strategy and performance measurement liter-

ature, where, for example, a strategy is devised, and related perfor-

mance measures are proffered by different functional units of an

organization to track or evaluate the success of the implemented

strategy (e.g., Blos et al., 2009; Chenhall & Langfield-Smith, 2007;

Laihonen & Pekkola, 2016). They can be beneficial in triggering the

defect in a firm's operations through continuous auditing and report-

ing of changes once the risk management strategy has been imple-

mented (Arzu & Erman, 2010). Therefore, incorporating these

sustainability performance management efforts as control and moni-

toring of risk strategies is crucial in the risk management process;

however, it was previously mentioned only as a strategy to prevent

uncertainty (Simangunsong et al., 2012).

In sum, conceptualizing risk management is a complex process that

requires details on the risk factors, management practices, and perfor-

mance measurement. Therefore, a complete risk management process

can only be provided if all these phases are explained together

(Figure 1). After extensive scrutiny and cross comparison of various

supply chain risk and sustainable supply chain performance literature,

we selected four major papers to combine for the purpose of our con-

ceptualization. For the constructs of risk related factors, Tummala and

Schoenherr (2011) and Simangunsong et al. (2012) papers were used.

Moreover, for performance measurement constructs two performance

papers, i.e., Maestrini et al. (2017) and Beske-Janssen et al. (2015) were

selected (Table 1). These two papers were used to capture most of the

performance constructs (conventional and sustainable, respectively)

used so far in supply chain management literature and were suggested

by experts in the field. How these constructs are also relevant for BoP

literature is discussed in the subsequent section.
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2.2 | Base of the pyramid and supply chain risks

The BoP markets seek novel solutions to serve the poor; thus, the

usual mindset of national responsiveness may not operate efficiently

in these unique markets (Alvarez & Barney, 2007; Golicic et al., 2020;

Lashitew et al., 2021). The environment of the BoP is considered

unique because it poses challenges of institutional voids, poverty, and

informal market structures to the firms operating or aim to serve there

(Ramachandran et al., 2012; Shivarajan & Srinivasan, 2013). These

challenges make the BoP environment riskier for the firms to operate

efficiently. In the wake of the institutional void, the asymmetrical

knowledge, expertise and other resources remain in the hand of a

few, which might pose risks for the manufacturing firms (source,

make, deliver) in achieving their performance targets (Alvarez &

Barney, 2007). Besides, the informal markets and infrastructural chal-

lenges make it difficult to procure and disperse the produces to the

large base of potential customers, i.e., contributing to the supply and

distribution risk (Varga & Rosca, 2019). It might further create barriers

to tap the purchasing power and social sustainability ingrained in

these communities (Golicic et al., 2020).

Similarly, poverty is one of the significant challenges, contributing

to the demand risk, which needs to be addressed for successful opera-

tions in these markets. Addressing this issue in wholesome manner

requires firms to have a deep understanding of their customer base,

their needs, and affordability (Calton et al., 2013). Not only this, imple-

menting the risk management strategies also needs strong monitoring

to ensure whether these strategies are helpful in BoP context. Since

the geographical dispersion in these markets is evident, the use of

performance measurement tools or specific performance measures

can help facilitate the process. Therefore, the overarching logic of risk

management is similar for the BoP discourse (Figure 1), and it proffers

a perfect contextual lens to develop the risk framework further and

provide insights from the emerging or developing economies.

Institutional voids can describe the background or the environ-

ment of the BoP markets, but which risk factors are prevalent for the

firms in these markets still needs further exploration. Research specifi-

cally addressing institutional voids has been conducted previously,

e.g., Parmigiani and Rivera-Santos (2015) and Rehman et al. (2020);

however, the former explicitly addresses the institutional voids and

how firms can attain competitive advantage by managing these voids,

F IGURE 1 Risk and performance management: An overarching logic
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TABLE 1 Constructs and description

Risk phases Description

Identification/measurement/

assessment

Risk identification involves a comprehensive and structured determination of potential SC risks associated with the

given problem, their consequences, magnitude of impact and likelihood of occurrence

Evaluation Risk evaluation involves the sub-steps of risk ranking and risk acceptance. These two sub-steps are practical

particularly when objective probability assessment is difficult or sufficient data are not available to derive

probabilities

Prevention The management of risk before its occurrence, i.e., risk planning

Mitigation The management of risk after its occurrence, i.e., coping

Control and monitoring Ensure the execution of the risk plans and evaluate their effectiveness. One can examine the progress made

regarding the implemented risk response action plans; corrective actions can be taken if deviations occur in

achieving the desired SC performance

Risk categories adapted from Tummala and Schoenherr (2011) and Simangunsong et al. (2012).

Risk categories Description adapted from Tummala and Schoenherr (2011) and Simangunsong et al. (2012).

Demand risks Order fulfillment errors, Inaccurate forecasts due to longer lead times, product variety, swing demands, seasonality,

short life cycles, and small customer base due to consumer affordability, Information distortion due to sales

promotions and incentives, lack of SC visibility, and exaggeration of demand during product shortage

Delay risks Excessive handling due to border crossings or change in transportation mode, Port capacity and congestion, Custom

clearances at ports, Transportation breakdowns

Disruption risks Natural disasters, Terrorism and wars, Labor disputes, Capacity and responsiveness of alternate suppliers, Regional

instabilitya

Inventory risks Costs of holding inventories, Demand and supply uncertainty, Rate of product obsolescence, Supplier fulfillment

Manufacturing (process) risks Poor quality (ANSI or other compliance standards), Lower process yields breakdown, Higher product cost

Physical plant (capacity) risks Lack of capacity flexibility, cost of capacity

Supplier/procurement risks Supplier fulfillment errors, Selection of wrong partners, High capacity utilization supply source, Inflexibility of supply

source, Single source of supply, Poor quality or process yield at supply source, Supplier bankruptcy, Rate of

exchange, Percentage of a key component or raw material procured from a single source, Opportunistic Behaviora

System risks Information infrastructure breakdowns, Lack of effective system integration or extensive system networking, Lack of

compatibility among SC partners, Lack of knowledge about new system, risk of Stakeholders conflicting interesta

and legitimacy

Sovereign risks Communication difficulties, Government regulations, Loss of control, Intellectual property breaches

Supply/distribution/

transportation risks

Quality of service, including responsiveness and delivery performance risks, Paperwork and scheduling, Port strikes,

Delay at ports due to port capacity, Late deliveries, Higher costs of transportation

Additional risk constructs

Investment risksa Can be generated from resource scarcity, or other financial hindrances, lack of financial resources

Domination and power

structurea
Use of power and pressure from the people in authority. Political influence in an organization that leads to the

uncertainty of the execution of a supply chain decision, e.g., senior versus junior employees/managers

Risk management strategies adopted from Simangunsong et al. (2012).

Reducing strategies Description adopted from Simangunsong et al. (2012).

Lean operations By making a process leaner, it becomes a simpler process with less inherent uncertainty, (Taylor, 2006;

Tracy & Knight, 2008).

Product design Establishing a good initial design or changing the design of a product to enable a better and more robust

manufacturing process (Davis, 1993).

Good Decision Support System

(DSS)

Refers to the use of decision support systems as a problem solving strategy for complex decision making

situations (Shim et al., 2002).

Collaboration Integration, Contractual agreements with suppliers or buyers, Partnership programs by working more closely

with suppliers or customers, for example, in terms of collaborative planning, forecasting and replenishment

(CPFR) initiatives ( Christopher & Peck, 2004), to reduce uncertainty regarding problems of other members

of the supply chain. E-intermediation to facilitate greater information sharing so that adequate information

is available for key tasks (Boyle et al., 2008).

(Continues)
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TABLE 1 (Continued)

Risk management strategies adopted from Simangunsong et al. (2012).

Reducing strategies Description adopted from Simangunsong et al. (2012).

Shorter planning period Runs a planning system in a shorter period thereby reducing the last minute changes (Fisher, 1997).

Decision policy and procedures Refers to the use of better decision policy & procedures to improve supply chain processes. For example,

bureaucratic decision making policies require signatures from several people, making it a difficult and

lengthy procedure. Therefore, redesigning procedures to reduce the number of signatures will reduce

inherent uncertainty (van der Vorst et al., 1998; van der Vorst & Beulens, 2002).

ICT system A strategy to use application software, computer hardware and communication technology. For example, the

use of specific software, e.g., virus-removing software and firewall software, to prevent damage to the

IT/IS system caused by software-based attacks (Bandyopadhyay et al., 1999; Greg, 2006).

Pricing strategy Refers to the use of a pricing strategy or other incentives to reduce demand uncertainty. Marketing activities

such as price promotions could influence end-consumer demand to favor an organization's plan and

hence help with managing uncertainty caused by seasonal demand variability (Miller, 1992; Gupta &

Maranas, 2003).

Redesign of chain configuration

and/or infrastructure

Refers to the process of redesigning the supply chain configuration and/or infrastructure, i.e., the plants,

distribution centers, transportation modes, production processes and network relationships, which will be

used to satisfy customer demands. The redesign of supply chains often leads to big impacts that span large

parts of the organization, and not just incremental changes (Harrison, 2001).

Coping strategies Description adopted from Simangunsong et al. (2012).

Postponement Delaying activities or processes until the latest possible point in time makes it possible to make things according to known

demand rather than to forecast demand (Yang et al., 2004; Yang & Yang, 2010). Toyota, for example, delays decisions on

critical specifications until the last possible moment when market information is more definite (Yang et al., 2004).

Volume/delivery

flexibility

The agility to manufacture a product despite changes to volume and mix, (Braunscheidel & Suresh, 2009). This can be

achieved by providing dedicated production facilities or multiple production facilities (van Donk & van der Vaart, 2005), or

by using multi–skilled workers (Miller, 1992).

Process flexibility The flexibility of the workforce, plant and equipment enable a company to cope with uncertainty caused by frequent product

changeovers on the shop floor. For example, multi-skilled workers may lead to process flexibility (Miller, 1992). In addition,

process flexibility could be achieved through the implementation of general purpose machines, equipment and technologies

(Miller, 1992; Ulrich, 1995).

Customer flexibility Exploiting relationships with customers that are less sensitive to uncertainty issues and are able to adapt their plans. For

example, uncertainty caused by unexpected machine breakdowns in the Printed Circuit Board (PCB) industry may be

passed to flexible customers who are less sensitive to the problem (Sawhney, 2006).

Multiple suppliers Exploiting the availability of potential suppliers and their willingness to help an organization manage its sources of

uncertainty. For example, multiple suppliers may enable an organization to cope with changing production plans caused by

production problems by choosing a supplier that provides prompt delivery of raw materials (Sawhney, 2006).

Strategic stocks Refers to the use of inventory to buffer against uncertainty (Davis, 1993; Wong & Arlbjorn, 2008).

ICT system The availability of a computer based information system to provide information transparency between supply chain partners,

which then enables better and faster information flow, but in contrast to one in reducing strategies, this is without reducing

the source of uncertainty. For example, an ICT system may facilitate information sharing for managing end-customer

demand variations, in terms of cost efficiency and responsiveness to end-customer orders (Prater, 2005).

Lead time

management

Refers to the quoting of a longer lead time for customer orders compared with the expected manufacturing lead time, (Prater

et al., 2001).

Financial risk

management

Refers to techniques of financial risk-mitigation such as purchasing insurance, e.g., business interruption insurance, and

buying & selling financial instruments, e.g., forward and futures contracts, (Tomlin, 2006). It may also include other financial

risk management planning.

Quantitative

techniques

Employing operations research techniques, e.g., forecasting, simulation, and mathematical modeling, to reduce the impact

caused by a source of uncertainty, (Behzadi et al., 2018).

Sustainability performance measurement constructs adopted from Beske-Janssen et al. (2015)

Environment

constructs Description

LCA (product system) Life cycle assessment is a “cradle-to-grave” approach for assessing industrial systems. “Cradle-to-grave” begins with the

gathering of raw materials from the earth to create the product and ends at the point when all materials are returned to

the earth. LCA evaluates all stages of a product's life from the perspective that they are interdependent, meaning that

one operation leads to the next. Sustainable Development Indicator Group (1996)
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TABLE 1 (Continued)

Sustainability performance measurement constructs adopted from Beske-Janssen et al. (2015)

Environment
constructs Description

Env. reporting The reports showing the environmental performance.

Eco-audit The process of measuring the environmental performance of the focal firms and SC actors.

Env. benchmarking The environmental standards against which the environmental performance is compared.

Env. standards and

certificates

Includes both international and local standards, e.g., ISO 14001

Social constructs Description

Social LCA Social life cycle assessment is a systematic process using best available science to collect best

available data on and report about social impacts (positive and negative) in product life cycles from

extraction to final disposal. Benoît et al. 2010

Social audit/reporting The instrument and reports for measuring the social performance of the focal firms and SC actors.

Social benchmarking The social standards against which the social performance is compared.

Stakeholder dialog Communication with both traditional and non-traditional stakeholders.

Corporate citizenship, i.e., sponsorship, CSR,

CSE (entrepreneurship)

Corporate citizenship either for reputational benefits or providing the social solution.

Social certification Includes both international and local standards, i.e., SA 8000; OHS

Economic
constructs Description

Financial audit “material quality, output quality, new product development, modify product, product improvemen” Adapted from Gunasekaran

and Sandhu (2010, p. 132)

Financial reporting “manufacturing lead time, rate of introducing production, delivery leadtime, due-date performance, frequency of deliver”
(Gunasekaran & Sandhu, 2010, p. 130)

Financial

benchmarking

“percentage of orders delivered date, average lateness of orders, proportion of products in stock, mean deviation from

promised arrival, schedule adherenc” (Gunasekaran & Sandhu, 2010, p. 135)

Performance process and outcome constructs adopted from Maestrini et al. (2017) and Beske-Janssen et al. (2015)

Focus

Internal Scope internal supply chain processes

External Scope external supply chain processes, i.e., supplier, customer

Customer expectation/Satisfaction

Supplier Improvement/Evaluation

Economic/operational/
conventional constructs Description adopted from Maestrini et al. (2017)

Learning and growth/capabilities

development

New products developed; New markets entered; R&D spend/sales; Training/sales; Investment/total assets/

capability developmenta

Financial performance Sales growth, Profit growth, Return on equity, Return on assets, growth in volume of people

Asset Asset attribute refers to the efficiency and effectiveness of asset utilization measured in terms of cash-to-cash

cycle time, return on fixed assets and return on working capital.

Responsiveness Responsiveness refers to the speed at which tasks are performed

Cost/scalable Less cost with greater output, i.e., Cost reduction

Reliability Reliability represents to the ability to perform tasks as expected (perfect conditions of the orders fulfilled)

Agility Flexibility, adaptability and value at risk

Product improvement Continuous improvement in already existing product

Sustainable competitive advantage/

competitiveness

Achieving and maintaining competitive advantage

Information quality The quality in logistics education, quality of interaction between buyers and suppliers

(Continues)
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TABLE 1 (Continued)

Economic/operational/

conventional constructs Description adopted from Maestrini et al. (2017)

Resources Resources have been categorized as physical capital, human capital, and organizational capital (Barney, 1991)

and have been extended to include financial capital, technological capital, and reputational capital (Grant,

1991). They may be tangible, such as infrastructure, or intangible, such as information or knowledge sharing

(Größler & Grübner, 2006). Resources are “something a firm possesses or has access to, not what a firm is

able to do” (Größler & Grübner, 2006 p. 460)

Environmental outcomes Description

Waste production The production of unwanted materials as a by-product of economic processes (Sustainable Development Indicator

Group, 1996).

Green house gas emission/

pollution

The emissions of harmful gases into the air is called air pollution because they alter the chemical composition of the

natural atmosphere. (adapted from Daly & Zannetti, 2007)

Noise pollution Noise pollution is generally defined as regular exposure to elevated sound levels that may lead to adverse effects in

humans or other living organisms (Environmental Pollution Centers, 2019).

Recycling Recycling means the processing of waste (i.e., unwanted or useless materials) and its (re)introduction back into the

material cycle so that contamination of the environment is minimized. (Tanskanen, 2013)

Environmental

performance

Environmental benefit achieved as a result of business activity—that is, energy consumed, waste produced, improved

air quality, and so on.

Social outcomes Description

Gender diversity It is the proportion of males to females in an organization that can affect the way in which they interact and behave

with one another at the workplace, and thereby impact the social and cultural environment (IGI Global, 2020).

Fair trade Fairtrade means that the producers receive prices that cover their average costs of sustainable production, the

premium which can be invested in projects that enhance social, economic and environmental development

(Fairtrade International, 2019).

Human rights Human rights include the right to life and liberty, freedom from slavery and torture, freedom of opinion and

expression, the right to work and education, and many more. Everyone is entitled to these rights without

discrimination (United Nations, 2020).

Fair labor “This includes paying less than the minimum wage, employing young children, and working employees for long hours

without premium overtime pay” (Goldstein, 1999, p. 1003).

Local community

commitment

LCC means, taking the long-term view of, the embeddedness of firms into local communities to deal with the local

contestations for survival that filter into everyday lives of the poor (Ansari et al., 2012).

Social benefit/social

performance

Social benefits achieved as a result of a business activity—poverty alleviation, empowerment, inclusiveness, and so on.

Integrative/sustainability

development

Sustainability without focusing on particular dimension, i.e., meets the needs of the present, without compromising

the ability of future generations to meet their own needs. The integrative aspect in addition provides the means to

include environmental and social management into the conventional economic management.

Additional constructs

Internationalization performance/

BoP performance

Investment intensity, geographic concentration, geographical extensity

Employee/intrapreneuralship The proactivity of employees within an organization, i.e., self-motivated, action oriented

Social capital Social capital is defined as those features of social structures—such as levels of interpersonal trust and norms

of reciprocity, mutual aid etc—which act as resources for individuals and facilitate collective action.

(Nahapiet & Ghoshal, 1998)

Trust The degree of reliability enjoyed between the SC partners which also facilitates SC processes (Al-Saa'da et al.,

2013)

Commitment Commitment may be defined as the relative strength of an individual's identification with and involvement in a

particular organization (Steers, 1977)

Supplier integration Integrating suppliers and buyers into the SC processes (Schrader et al., 2012)

Empowerment Empowerment means meeting the need of individuals along with increasing their productivity and income

level (Ansari et al., 2012)
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while latter differentiates between institutional voids and shows its

impact on supply chain risks and performance. From the above two, it

clear that institutional voids and SC risk offer different concepts;

therefore, a clear distinction between two has already been estab-

lished (Rehman et al., 2020). Furthermore, the latter does deal with

the performance constructs but does not incorporate performance

measurement, i.e., leaving a gap in understanding the SSCPM aspect.

Furthermore, the latter paper also neglected the supply chain risk

phases, i.e., leaving a gap in the literature, which makes it even more

interesting to what extent this overarching risk management logic is

applied in the BoP literature.

3 | METHODOLOGY

In general, a literature review is a recommended methodology to

anchor a research idea in the body of existing knowledge (Seuring &

Gold, 2013). Fink (2019, p. 6) defined a literature review (LR) as “a sys-

tematic, explicit, and reproducible design for identifying, evaluating and

interpreting the existing body of recorded documents.” The aim of the

paper is to identify risk, related strategies and performance measures

from the existing body of BoP-SCM documents. Besides, it is a sort of

a meta-narrative which identifies and understands all potentially rele-

vant research traditions that are impossible using a meta-analysis

effect-size (Snyder, 2019). Therefore, a LR is found to be a suitable

method for this study. The approach also allows the researchers to

apply open coding as well as using existing codes, which helps to incor-

porate additional constructs that emerged during the review process.

Therefore, an abductive research approach has been undertaken.

Furthermore, the BoP papers were gathered using the Web of

Science (WOS) database, which was selected because of the extensive

data set of the peer-reviewed journals and also because of high acces-

sibility and user-friendly interface. Only English language peer-

reviewed articles were considered for further analysis because English

is the widely understood language in the world.

The analyzed papers were identified employing keyword search

in WOS. Initial keywords include “base of the pyramid,” “BoP,” or

“bottom of the pyramid.” This method identified around 944 papers

from diverse fields of study. Among these papers, three independent

SCM researchers shortlisted the papers particularly falling under the

SCM domain (using title, abstract, conclusion approach) and reach a

consensus of their inclusion into the content analysis. A total of

216 papers were identified through this approach. All these papers

were then downloaded in MAXQDA to shortlist papers particularly

addressing risk and sustainability performance. As a result, a total of

164 papers (Figure 2) from the year 2000 to 2022 were selected and

mutually agreed upon between 3 researchers to ensure face validity,

the approach undertaken is also recommended by various researchers

(such as Snyder, 2019).

After condensing the BoP risk and performance literature, a con-

tent analysis technique was employed (Snyder, 2019). The content

analysis technique comprises coding of the selected articles on a scale

(Mayring, 2015). However, standardized means of abstracting appro-

priate information from each article should be used, such as “it can

take the form of conceptualizations of a certain idea or theoretical

perspective” (Snyder, 2019, p. 337). Since the paper uses a conceptu-

alization from the general supply chain risk management and perfor-

mance measurement literature, content analysis is suitable for

extracting information from the BoP literature. Therefore, the content

of the shortlisted papers for this study was first analyzed on a Likert

type scale (containing three questions per construct; i.e., is the con-

struct represented in the paper? Is the construct used as an anteced-

ent to achieve something? Is the construct mentioned as an outcome/

endpoint?).

Furthermore, the meta-narrative approach by Snyder (2019) also

argues that this approach is often combined with the quantitative anal-

ysis techniques such as descriptive, frequency, contingency, and meta-

analysis (for example, Borman & Dowling, 2008). The contribution of

this approach includes “the ability to map a field of research, synthesize

the state of knowledge, and create an agenda for further research or

the ability to provide a historical overview or timeline of a specific

topic” (Snyder, 2019 p. 335). Therefore, descriptive analysis was con-

ducted to map the constructs in the BoP context and correlation analy-

sis were performed on the analyzed content to synthesize the state of

knowledge based on the identified links. For the said purpose, the data

set was prepared in an excel file and afterwards converted to a .csv file

to run frequency and correlation analysis in SPSS.

The frequencies show the number of times a construct appear in

the relative dataset (Mayring, 2015). Therefore, the results of frequen-

cies alone cannot explain the relationship between the constructs, for

which correlation analysis technique was employed (Mayring, 2015).

The BoP literature provides rich content on risk management. How-

ever, the specific focus of the papers was rather diverse. The papers

used the constructs in both habitual (i.e., customary mentioning of a

construct) and explicit (specifically dealing with the construct) ways.

The habitual ways of dealing with a construct often create biases in

the results. Due to limited knowledge about the use of constructs, by

employing 0 and 1, the constructs may be only assessed superficially,

which makes issues in the validity of the data. The point has already

been raised by several researchers but never addressed so far

TABLE 1 (Continued)

Additional constructs

Mutual benefits/value creation/win-

win

Aventure's ability to generate acceptable economic returns to their investors and provide valued societal

returns to the local community in which they operate

Innovation Innovation here is largely regarded as a new ways or new innovative products delivered to the poor

concentrating on their specific needs.

aAdditional explanation of the constructs frequently observed in BoP literature.
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(Rehman et al., 2020). Therefore, to address this, an in-depth analysis

tool has been formulated to get the in-depth natural essence of the

constructs used in BoP literature. It helped in eliminating the chances

of adding constructs that were only mentioned habitually in the litera-

ture. The findings comprise the spearman correlation coefficient

values greater than 0.3 and significant at p value less than 0.001. This

non-parametric correlation coefficient is also selected because it is

appropriate if an ordinal scale is being used. Only significant correla-

tion values were used for the interpretation of the literature.

4 | FINDINGS

The findings are divided into three sections: (1) descriptive, (2) frequen-

cies, and (3) correlation. Descriptive and frequencies present the current

state of BoP literature as per the appearance of selected constructs in

the scientific papers. Correlation gives an association between two con-

structs based on their pattern of occurrence in the analyzed papers.

4.1 | Descriptive

First, all the papers were selected based on the richness of their con-

tent related to respective constructs. The analyzed papers are distrib-

uted between the year 2000 and 2022 (Figure 3).

Figure 3 shows the number of BoP papers appeared in English

language peer-reviewed journals during the last decade, where the

most published papers were in the year 2012, because of the special

issues dealing with the subject in the Journal of Business Ethics (JBE)

and Journal of Business Research (JBR). Following a decrease in BoP

focus in years afterwards, i.e., reaching the smallest number of papers

in 2016, the BoP literature again saw a boost in 2019. It is because of

recent calls for special issues in the Journal of Business Logistics (JBL)

and International Journal of Physical Distribution and Logistics Manage-

ment (IJPDLM). However, the data set contains paper until 2022. We

encourage other researchers to examine the research further to keep

the research stream up to date. A list of journals and the number of

selected articles is presented in Figure 3.

Lastly, the methodological dispersion among the BoP papers is

quite diverse. It mainly comprises the case study methodology

(81 papers, 49%), followed by survey research (41 papers, 25%). More-

over, conceptual and theoretical research (28 papers, 17%) is the third

most used methodological approach. Only 22 papers (i.e.,13%) use lit-

erature review as a research methodology, therefore, choosing litera-

ture review contributes to the strength of the paper at hand. Lastly,

three papers used mathematical models (3 paper, 2%) and no paper

used Delphi-study technique, suggesting a gap in the methodological

choices. The total methodological dispersion exceeds the total number

of paper due to use of more than one methodology in one paper. These

findings are in line with previous research, i.e., Kolk et al. (2014).

F IGURE 2 Data collection process
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4.2 | Correlation and frequency findings: A
synthesis of the BoP literature

The correlation findings are further interpreted in parts. Figures 4–6

present three frameworks derived from correlation analysis (see

Table 3). These three frameworks include risk and related strate-

gies, risk strategies, and related performance measures, interlink

between performance measures. Frequencies of each construct are

also mentioned in these frameworks; however, a complete

frequency analysis is presented in Table 2. Significantly correlated

constructs that are less frequently mentioned exhibit gaps in the

BoP literature for future studies to address. The subsequent sec-

tions discuss these three frameworks and synthesize the BoP

literature.

4.2.1 | Risk and related practices

The first analysis (Table 3) predicts general association between the

risk factors, the management practices (Figure 4). The risk categories

are further divided into internal and external risk factors that prevail

in the BoP environment. The two prominent risk factors external to

firms are system risk and investment risk. The system risk being

described as a risk associated with the business ecosystem; therefore,

it is viewed here as an overarching risk in BoP supply chains. A signifi-

cant body of the literature suggests collaboration, redesign of the

chain configuration and decision policy as best strategies to circum-

vent system risk (e.g., Calton et al., 2013; Turker & Vural, 2017). Simi-

larly, financial management is frequently discussed practice in

combination with investment risk.

F IGURE 3 Distribution of supply chain papers (years and journals) covering the BoP domain.

F IGURE 4 Correlation between risk factors and related practices
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Moreover, internal risks include manufacturing, inventory, sup-

ply/distribution, and demand risk where process flexibility, multiple

suppliers, redesign of chain configuration or product design, and pric-

ing strategy are the proffered risk management practices to contain

these risks, respectively. Each of these risk factors and the associated

practices (as presented in Figure 4) are discussed in the subsequent

sections.

System risk and collaboration, redesign of the chain configuration,

and decision policy

System risk is the lack of compatibility among the supply chain actors,

lack of or unreliable information infrastructures, lack of knowledge

and awareness about new system, which all together defines the BoP

ecosystem, and referred to as “institutional voids” and “poverty”
within the BoP literature (Seelos & Mair, 2007). The incompatibility

F IGURE 5 Correlation between risk management practices and performance measures

F IGURE 6 Correlation between performance measures
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TABLE 2 Constructs used as a basis of content analysis along with the frequencies

Risk phases Frequency (%)

Identification/measurement/assessment 46.3

Evaluation 29.9

Prevention 15.9

Mitigation 43.3

Control and monitoring 8.5

Risk categories Example from BoP literature

Demand risks (Anderson & Markides, 2007; McMullen, 2011) 17.7

Disruption risks (Duarte et al., 2019; Hill & Mudambi, 2010) 8.5

Inventory risks (Duarte et al., 2019; Ramachandran et al., 2012) 5.5

Manufacturing (process) risks (London et al., 2010; Schrader et al., 2012) 2.4

Supplier risks (Hahn & Gold, 2014; Rosca et al., 2019) 3.7

System risks (Akula, 2008; Kistruck et al., 2011; Rivera-Santos et al., 2012) 18.9

Sovereign risks (London et al., 2010; Varadarajan & Kaul, 2018) 19.5

Supply/distribution/transportation risks (Hens, 2012; Vachani & Smith, 2008) 23.2

Additional risk constructs Example from BoP literature

Investment risks (Akula, 2008; VanSandt & Sud, 2012) 22.0

Domination and power structure (Vachani & Smith, 2008) 8.5

Preventive strategies Example from BoP literature

Lean operations (Rebehy et al., 2017) 4.3

Product design (Ramachandran et al., 2012) 26.8

Good Decision Support System (DSS) (Berger et al., 2011) 9.1

Collaboration (Calton et al., 2013; Hahn & Gold, 2014; Rivera-Santos et al., 2012; Rivera-Santos &

Rufín, 2010)

36.6

Decision policy and procedures (Varadarajan, 2014) 7.9

ICT system (Berger & Nakata, 2013) 12.2

Pricing strategy (Karnani, 2007) 7.9

Redesign of chain configuration and/or

infrastructure

(Rivera-Santos & Rufín, 2010; Schrader et al., 2012) 23.2

Mitigation strategies Example from BoP literature

Volume/delivery flexibility (Ahrens et al., 2019) 2.4

Process flexibility (Ahrens et al., 2019) 1.8

Multiple suppliers (Rivera-Santos et al., 2012; VanSandt & Sud, 2012) 6.1

Lead time management (Howell et al., 2018) 3.0

Financial management (Koster et al., 2019; London et al., 2010) 9.1

Performance measurement tools Example from BoP literature

Eco-Audit (Seuring et al., 2019) 0.6

Env. standards and certificates (Gold et al., 2013) 4.9

Social audit/reporting (Seuring et al., 2019) 1.2

Social benchmarking (Koster et al., 2019) 0.6

Stakeholder dialog (Calton et al., 2013; Matos & Silvestre, 2013) 11.0

Corporate citizenship, i.e., sponsorship, CSR, CSE (entrepreneurship) (Arnold & Valentin, 2013) 17.7

Social certification (Koster et al., 2019) 4.9

Environmental measures Example from BoP literature

Waste production (Rebehy et al., 2017; Varadarajan, 2014) 5.5

Green house gas emission/pollution (Rebehy et al., 2017; Varadarajan, 2014) 5.5

(Continues)
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demands the need to create awareness and knowledge sharing among

and within the BoP communities, which if remain unsolvable can make

the markets less attractive to the MNCs as well as local producers.

Further, the fragile environment of the BoP markets can easily be

used for the exploitation of local members of the society (Kistruck

et al., 2013). The exploitation leads to a trade-off of social benefit to

the sole financial benefit of the big multi-national, transnational, and

local powerful companies (Arora & Romijn, 2012). However, forming

collaboration (as an overarching strategical choice) can help in dealing

with the system risk.

A large body of scholars endorses strategies like collaborating

with the third party actors, for example, Perez-Aleman and Sandilands

(2012) and Varga and Rosca et al. (2019), consider collaboration with

NGOs as a preliminary requirement to enter the BoP markets.

Because the NGOs tend to have strong links within the community

and can serve as a bridge between focal firms and upstream and

downstream supply chain actors, i.e., dealing with the information

infrastructure barriers (Chesbrough et al., 2006). For example, the

native suppliers, especially, the small scale often sell their products,

lower than market cost, to the available buyers because they lack the

resources to reach markets cost-efficiently (London &

Anupindi, 2012). NGOs can help in recognizing, training and making

them a part of supply chain which in turn empower them and make

them compatible to overcome the system risk. Similarly, a correlation

TABLE 2 (Continued)

Environmental measures Example from BoP literature

Recycling (Rebehy et al., 2017) 4.9

Environmental performance (Hudnut & DeTienne, 2010; Rebehy et al., 2017) 8.5

Social measures Example from BoP literature

Gender diversity (Hens, 2012) 1.2

Human rights (Mena et al., 2010) 1.8

Fair labor (Arnold & Valentin, 2013) 2.4

Social benefit/social

Performance

(Hall et al., 2012; Halme et al., 2012) 24.4

Local community commitment (VanSandt & Sud, 2012) 18.3

Integrative/sustainability development (Marconatto et al., 2016) 26.2

Economic/operational/conventional measures Example from BoP literature

Learning and growth/capabilities development (Ansari et al., 2012; Lim et al., 2013) 35.4

Financial (Gino & Staats, 2012; McMullen, 2011) 40.9

Asset (Shivarajan & Srinivasan, 2013) 3.7

Responsiveness (Duarte et al., 2019) 6.1

Cost (Elaydi & Harrison, 2010; Lim et al., 2013; Ray & Ray, 2010) 37.2

Agility (Berger & Nakata, 2013; Nakata & Weidner, 2012) 9.8

Product improvement (Ahlstrom, 2010) 3.7

Sustainable competitive advantage/competitiveness (Anderson & Markides, 2007; Schuster & Holtbrügge, 2014) 10.4

Information quality (Galariotis et al., 2011) 3.0

Resources (Ray & Ray, 2010; Tashman & Marano, 2009) 34.1

Customer expectation/satisfaction (Matos & Silvestre, 2013) 19.5

Supplier Improvement/evaluation (Jajja et al., 2019) 12.8

Additional measures Example from BoP literature

Internationalization performance/BoP performance (Bardy et al., 2012) 14.0

Employee/intrapreneuralship (Halme et al., 2012) 6.1

Social capital (Ansari et al., 2012; Kistruck et al., 2013; Varga & Rosca, 2019) 35.4

Trust (Schuster & Holtbrügge, 2012; Sutter et al., 2014) 12.2

Commitment (supply chain actors) (Duarte et al., 2019; Vachani & Smith, 2008) 13.4

Integration (Rivera-Santos & Rufín, 2010) 25.6

Empowerment (Ansari et al., 2012) 6.7

Mutual benefits/value creation/win-win (London et al., 2010) 25.0

Innovation (Ahlstrom, 2010; Halme et al., 2012) 48.8
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between system risk and redesign of supply chain configuration is

found. The importance of building close associations with the non-

traditional stakeholder, i.e., NGOs, and often making them a part of

supply chain activities are suggested as a viable solution for operating

in these markets (Rammal et al., 2014; Scott, 2017). These collabora-

tions create opportunities for MNCs despite the affordability and

infrastructural challenges embedded in the environment because they

allow the MNCs to increase their absorptive capacity while increasing

the native capabilities (Ausrød et al., 2017; Zomorrodi et al., 2019).

Furthermore, international NGOs' collaboration with the govern-

ment and local NGOs can also be beneficial (Heuer et al., 2020). These

collaborations can serve as intermediaries from the base of the pyra-

mid to international markets as they offer a platform to ensure the

compatibility of local produces for international markets. Therefore,

the strategical choice of collaboration for entering the BoP markets

deals with the system risks.

Lastly, decision policy is also a suggested strategy to combat

ingrained system risk in BoP environment. Better decision policy

refers to the use of better decision policy and procedures to improve

supply chain processes. For example, the organizations having the

ability to deploy bureaucratic decision-making policies that support

the logic of ensuring equality and fairness which are otherwise

neglected in most developing countries can ensure a democratic gov-

ernance system (Turker & Vural, 2017).

Investment risk and financial management

A correlation between investment risk and financial management was

found in the BoP literature. Since the investment risk comprises lack

of several resources in the BoP, organizations that realize the impor-

tance of financial management can excel in these markets even with

the investment risk that prevails in the environment (Morais &

Silvestre, 2018; Pode, 2013). For example, rural area where there is

huge labor market which after training can be viewed instrumental in

increasing market share and sales by tapping the large consumer base

(Pode, 2013). Therefore, better financial management practices are

ideal to combat investment risks.

Manufacturing risk and process flexibility

Manufacturing risk entails poor quality, lower process yields, and

higher product cost. To combat manufacturing risk firms in BoP envi-

ronment engage in process flexibility. Due to high labor market, it is

possible to induce flexible workforce which enables a company to

cope with uncertainty caused by frequent product changeovers due

to quality, lower yield, or high cost (Brewer et al., 2019). For example,

trained multi-skilled workers may lead to process flexibility

(Miller, 1992). In addition, process flexibility could be achieved

through the implementation of general-purpose machines, equipment,

and technologies (Miller, 1992; Ulrich, 1995).

Inventory risk and multiple suppliers

An association between inventory risk and multiple suppliers has been

found. Taking the informal market perspective, the actors of these

markets often serve the need of temporal suppliers where the regular

supplier fails to comply (Dembek et al., 2018). Inventory risk is mainly

generated due to high costs of holding inventories, demand and sup-

ply uncertainty, rate of product obsolescence, and supplier fulfillment.

For example, an automotive organization can take benefit from the

informal market such as a small spare part holder to find an otherwise

obsolete product. Similarly, these actors can serve as multiple sup-

pliers without a need of long-term contract establishment thereby

saving additional cost. Besides, these actors are widely spread in the

BoP regions and could serve as potential infrastructure, otherwise

lacking in these markets, which then allows the firms to cope with the

demand and supply uncertainty pertaining to inventory risk.

Supply and distribution risk, redesign of chain configuration, and

product design

Supply and distribution risks are associated with the risk of getting

the raw material from the upstream supply chain actors and distribut-

ing the finished goods to the downstream supply chain actors. The

significant sources of risk identified in BoP literature are the quality of

service and high cost of transportation of the goods from producers

to focal firm and to the retailer. To address this risk, redesigning of

the supply chain and product design are suggested as the best

strategy.

The redesigning of supply chain infrastructure requires the firms

to build widely dispersed locations for their plants and forming net-

work ties (Table 3). The buyer firms can benefit from the incorpora-

tion of the upstream producers and manufacturers into their supply

chain activities which are already decentralized within the BoP com-

munities (Calton et al., 2013). Therefore, the inclusion practices can

serve as infrastructure and allow the smooth flow of products and

services.

Moreover, the downstream inclusion of supply chain actors (from

both formal and informal markets) could be a novel idea of reaching

the mass (Vachani & Smith, 2008). By benefitting from both formal

and informal markets and including them to the distribution of goods

and services could help lower the cost of transportation (Ray &

Ray, 2010). For example, the low-end retailer in a village can be used

to sell the products to the BoP community, or cheap labor can be uti-

lized for logistic purposes. These local incumbents also possess local

knowledge necessary to reengineer the products for local demands

(Lim et al., 2013). Therefore, the local inclusion serves both infrastruc-

tural as well as knowledge gaps required to design and disseminate

the products. This highlights the BoP 2.0, where the firms need to be

more inclusive to boost the economic flow by reaching the individuals

or small-scale firms and making them a part of supply chain activities.

Demand risk and pricing strategy

The significant source of risk identified under the demand risk cate-

gory is the small consumer base due to affordability issues, and the

best practice to reduce the impact of this risk is pricing strategy. The

demand for luxury products is not viable for BoP consumers

(Karnani, 2007). To become successful in these markets, the focal

firms should be aware of the products they want to offer to these

communities and plan to strategically price the products in such a way
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that the cost added on each stage would not end up with a high-price

product thereby outmanoeuvring demand risk. For example, a

Haitian supply chain implemented a social product model

improving profitability, using renewable fuels for cooking and lighting

products while providing one fit for all product for families (Bals &

Tate, 2018). Therefore, multi-purpose products are beneficial in

achieving pricing strategy and reducing demand risk (Suzic &

Forza, 2021).

4.2.2 | Supply chain practices and performance

Decision policy and stakeholder dialogs

A relation between decision policy and stakeholder dialogs was found.

The underlying logic implies that the supply chain actors of an organi-

zation, who promotes a democratic governance system, that interact

and enter into some dependency relationship with a set of public-

sector stakeholders such as national and local government organiza-

tions, international, national or local funding agencies, regulators, and

elected officials can utilize these dependencies for range of activities

such as obtaining funds or certification to lobbying (Tsujimoto

et al., 2018; Turker & Vural, 2017). Therefore, organizations engaging

in better decision polices can influence the governmental decisions by

engaging in stakeholder's dialogs.

Collaboration, local community commitment, integration, stakeholder

dialogs, supplier improvement, social capital, and commitment

A correlation between collaboration and local community commit-

ment is observed. The collaborations can also facilitate the

manufacturing of cost-efficient products through commitment to the

community (Kaplinsky, 2011). The partnership with the NGOs pro-

vides a platform for both MNCs and local producers, which makes it

easy for gathering the raw materials or other inputs cost-efficiently,

i.e., through building the social capital (Reficco & Márquez, 2012).

Moreover, integrating the local buyer and suppliers into the SC activi-

ties help facilitate the smooth flow of information and material

(Karamchandani et al., 2011). Integrating local SC actors often demand

training to the actors searching opportunities to become a part of eco-

nomic activities. If provided, the multinational organizations create a

sense of reciprocity leading to highly committed supplier and buyer

base (Pellathy et al., 2019). Therefore, the likelihood of success while

pursuing these strategies is highly contingent on the firm's social capi-

tal, its ability to integrate.

Multiple supplier and commitment, integration, supplier

improvement, customer satisfaction, and local community

commitment

Multiple suppliers imply that the focal firm is engaged in sourcing from

multiple suppliers. These suppliers can be short or long term or tem-

poral suppliers. However, a link to local community commitment sug-

gests the sourcing based on long term from the local incumbents is

widely discussed in the BoP literature, which also closely linked to the

idea of upstream integration (Pellathy et al., 2019). Arguably, these

multiple suppliers need continuous improvement in order to incorpo-

rate diverse needs and expectations of the customers as suggested by

the focal firm (Lim et al., 2013).

Redesign of chain configuration and customer satisfaction, product

improvement, and supplier improvement

Findings suggest a correlation between redesign of chain configura-

tion and customer satisfaction, product improvement, and supplier

improvement (Figure 5). It entails that creating distribution channels

close to customer vicinity increases customer satisfaction (Nakata &

Antalis, 2015). Moreover, the redesigning chains close to customers

that also enable mass customizations of the products shifts the decou-

pling point thereby offering improved products to the customers

(Bechtsis et al., 2018). Similarly, widespread SCs also promote training

opportunities to the local suppliers in order to make them a part of

their SCs. Therefore, redesigning chain configuration contributes to

customer satisfaction, product improvement, and indigenous supplier

improvement.

Product design and customer satisfaction and cost

Information on the needs and expectations of the customers helps in

devising the characteristics of the product being produced. These

novel and cost-efficient products with a focus on indigenous needs

can help to tap their purchasing power by offering products at afford-

able rates (Anderson & Markides, 2007). Therefore, a correlation

between product design and cost efficiency is found. This argument is

also in line with the manufacturing of frugal innovative products serv-

ing the needs of the poor (Lim et al., 2013). However, even the cost-

efficient products and services that are secondary to the basic needs

of poor lack the potential to become successful in these markets

(Karnani, 2007). Therefore, focusing on the customer expectation

along with the cost in product design is crucial for success in BoP

markets.

4.2.3 | Interlink between performance measures

Local community commitment and customer satisfaction, and social

performance

Association between local community commitment and customer sat-

isfaction as well as social performance have been found. It entails that

considering the everyday needs of local community in the SC activi-

ties proffer dual benefits for the focal firms such as customer satisfac-

tion and social performance (Mahapatra et al., 2019).

Stakeholders dialogs and sustainable competitive advantage

Stakeholders as an external entity plays a crucial role in sustaining a

business specifically in the BoP environment (Mahapatra et al., 2019).

Well sought out dialogs between public and private actors help the

focal firms in achieving proficiency in dealing with the matters that

underlines dependency and leveraging the unique benefits accrued in

these dialogs. These unique benefits then help in sustainable competi-

tive advantage (Hart & Dowell, 2011).
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Social capital and learning and capability development, CSR, and

commitment

Social capital for extending the BoP business concept serves as a piv-

otal step in comprehending the role of the local community in such

ventures. The BoP scholars have realized the societal benefits ema-

nated from the local community relationships (Akula, 2008;

Scott, 2017). Firms through enabling capability development in BoP

communities by creating and sustaining intra-group bonding and

inter-group bridging social capital will likely increase knowledge trans-

fer to BoP communities, leading to capability building among these

communities (Ansari et al., 2012; Hill & Mudambi, 2010). Moreover,

the MNEs opting for the BoP ventures realize on building social capi-

tal, which is pivotal to the venture's success. The success of the ven-

ture then can be seen in increased corporate social responsibility

(CSR) through inter and intra culture diversity such as increasingly

adopting cross-boundary team-working, appoint top international

teams, and CEOs from emerging nations (Bardy et al., 2012). More-

over, despite the difference between resource-rich and resource-poor

business ecosystems, these capability development frameworks can

aid in empowering the impoverished, which then are obliged to recip-

rocate and turns into highly committed SC actors (Pellathy

et al., 2019). BoP communities, specifically, can gain higher benefits

from the capability enhancement initiatives because of their extensive

human capital. Well-trained and specialized human capital then acts

as committed partners for big MNCs and local producers alike (Hart &

Dowell, 2011).

Commitment, trust, asset, and integration

Committed SC actors are considered trustworthy and a fruitful asset

for the BoP ventures or big MNCs (Mahapatra et al., 2019). These

committed actors can range from integration from upstream as well as

downstream SCs. Therefore, relational performance measures are

highly sought after in these environments and researchers encourage

their integration (Bardy et al., 2012).

Supplier improvement and information quality, learning and

capability development, product improvement, integration, and

commitment

Supplier improvement in BoP regions is highly contingent on learning

and capability developments initiatives of the focal firms (Dembek

et al., 2018; Matos & Silvestre, 2013). Improving supplier by creating

an environment of continuous information exchange so to avoid infor-

mation asymmetry plays a crucial role in supplier improvement. As

already discussed, investing in the training and development of these

actors creates a sense of reciprocity in term of their commitment to

the focal firms, whereas the focal firm's integration of these otherwise

financially neglected buyers and suppliers helps them to excel in these

markets. Therefore, creating a win-win situation for both sides.

Customer satisfaction and sustainable competitive advantage,

product improvement, and cost

A correlation between customer satisfaction and sustainable competi-

tive advantage has been found. Unique multiple purpose cost-efficient

products that satisfy the needs of the large consumer base lead to

sustainable competitive advantage (Hart & Dowell, 2011). However,

even the cost-efficient products and services which are secondary to

the basic needs of poor, lack the potential to become successful in

these markets (Karnani, 2007). Therefore, a careful effort in customer

expectation is needed in improving the characteristics of the products

and services being offered.

Cost and resources and financial performance

Together with explanation presented above, cost efficient products

acts as unique resources and enable the focal firms to attain financial

growth. Therefore, a correlation between cost and resources and

financial performance has been observed.

In sum, based on the overarching logic of the correlation findings

presented above, an improved risk management model has been

devised in Figure 7. The model represents that risk factors, strategies,

process performance measures, and performance outcomes.

This model plays an important role in analyzing the tactical level

measures necessary for the successful strategical implementation.

Once the strategy is decided by the top management to prevent or

mitigate a risk then related action plan needs to be devised, this step

combines two phases of SCRM, i.e., (a) implement and execute and

(b) review, and adapt (Ha & Tang, 2017). Institutionalizing PM

approaches will help in addressing the most critical risks, while mea-

suring the amount and need of resources such as information, mate-

rial, finance, or products. First, it facilitates the implementation and

execution of the risk management strategies by tracking and evaluat-

ing the performance measures linked to them (e.g., Blos et al., 2009;

Chenhall & Langfield-Smith, 2007; Laihonen & Pekkola, 2016).

F IGURE 7 Model of risk management
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Second, the risk response actions can be reviewed and adapted

according to the priority and the available resources that become visi-

ble with performance metrics or indicators measuring them

(Lauras et al., 2010). For example, a strategy such as “postponement”
is devised for managing “capacity risk” and related performance mea-

sure such as “cost” linked to postponement can be analyzed. Measur-

ing cost and information throughout the chain then depicts the

decoupling point so to avoid the capacity risk. Therefore, linking these

performance measures to the risk management strategies helps in

ensuring that these strategies have been cascaded down the organiza-

tion and reap strategical performance outcomes as intended. It further

improves visibility to detect early threats of risks and adapt accord-

ingly to ensure that the maximum risk can be avoided.

5 | DISCUSSION

BoP literature offers prominent papers highlighting risks, challenges,

constraints, and their effect on the performance of the supply chain

(London et al., 2010). However, less consideration is given to the man-

agement practices to reduce their impact based on performance mea-

surement. The current paper is, therefore, advancement into the

knowledge regarding management of SC risk through related perfor-

mance measures to reach its targets. Furthermore, the broader SCRM

literature often neglected the role of sustainability performance

efforts (i.e., performance measurement systems) in the SCRM process,

which is added in this paper and considered a contribution to the

broader domain. Therefore, the paper contributes to both BoP and

SCRM literature, discussed in the subsequent text.

It is worth noting that the risk management practices frequently

mentioned in the BoP literature mainly comprised the strategical level

“preventive” practices, which shows that the BoP literature considers

the environment as an uncertain ecosystem for businesses and

demands long-term solutions for the management of the risks therein.

Nevertheless, the performance measures proffered are more tactical,

showing that incorporating these measures could help neutralise the

supply chain uncertainties engrained in the environment.

Furthermore, the value creation process, in the BoP markets, is

profoundly inhibited by the local productivity constraints (London

et al., 2010). These constraints are linked to the upstream supply

chain risks identified as supply, and manufacturing risk. Furthermore,

the supply risk due to vast geographical dispersion with poor infra-

structure makes the acquisition of the raw material costly, which dis-

ables the local value creation (London et al., 2010). This often

demands the incorporation of already dispersed local networks in the

society, thereby redesigning the SC. Therefore, the management prac-

tices found to address the risk further help in achieving firm's perfor-

mance goals through continuous monitoring and measuring cost.

Further, the transactional constraints in BoP markets, which can

hinder the value capture process, are also discussed (Kistruck

et al., 2013). These constraints include market access, market power,

and market security (London et al., 2010) and are linked to the down-

stream supply chain risks. The market access deals with the

distribution risk identified in this paper; however, the market power,

which we highlighted as a demand risk realize largely on affordability

related challenges. Furthermore, the demand forecast for a particular

niche helps create a single function product that could hinder the

product potential to serve the diverse needs of the BoP communities

at a low price (Ahrens et al., 2019). Therefore, it is suggested to

improve pricing strategies by mass customization through shifting the

decoupling point closer to the customer can be beneficial in reducing

the demand risk (Suzic & Forza, 2021).

Whereas the market security has not been addressed sufficiently

in the literature so far. Supplier development and the use of social cer-

tification has been mentioned in BoP literature for bridging the insti-

tutional voids (Brix-Asala & Seuring, 2020). However, the standard

and certificates, which are the standards to analyze the sustainability

of suppliers, cannot adequately serve as security for the products

offered based on them. For example, the certificates, where the

power and opportunistic behaviors from the supplier as well as the

non-governmental bodies can easily forge them, might not assure the

sustainability of the products. Therefore, decision policy informing

bureaucratic dependency with the stakeholders such as government

and private can help in the management of the prevailing risks.

Furthermore, the BoP literature suggests that the risks, if man-

aged appropriately, bring in social benefits on the one hand and tap

the potential customers on the other (London et al., 2010). The focal

firms will help the locals to utilize and enhance their skills by getting

benefits from the learning opportunities provided by these large insti-

tutions. The information asymmetry and knowledge gap can be filled

in this way and can further enhance the living standards of the indige-

nous. Therefore, the management of risk contributes to the social per-

formance of the supply chain. However, the otherwise untapped

markets can be the potential actors of the supply chain, but there is

also a problem of opportunistic behaviors from either the suppliers or

the distributors (Gold et al., 2013). Therefore, the BoP ecosystem

demands collaborator that can initiate or regulate a fruitful relation-

ship between the parties (Munir et al., 2020).

Further, collaboration as an overarching risk management practice

has several limitations. On the one hand, strong government bodies

with ethical power utilization through coercive pressure can help in

creating shared value (Jajja et al., 2019; Marconatto et al., 2016). On

the other hand, researchers caution also surges in the literature

regarding weak regulatory authorities in these markets. Karnani

(2007) mentions that people living in poverty are the result of govern-

ment failure. Lack of reforms and power difference (Arora &

Romijn, 2012) from the government can turn the otherwise fruitful

collaboration into a massive failure. Similarly, authoritative govern-

ment bodies can also influence the collaboration between NGOs and

the firms, and these triggers also play a significant role in the firm's

choice of building social alliances with the non-traditional partners

(Murphy et al., 2012). Making the process more transparent by build-

ing collaboration through integrating locals by building strong social

capital and regularly measuring its impact would help to overcome

these challenges (Aman & Seuring, 2021). However, the BoP literature

points out these performance measures but lacks an appropriate
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performance measurement tool to monitor the progress. Neverthe-

less, a collaboration themed score card would help in this regard

(Kaplan et al., 2010).

For general SCRM literature, the study at hand proffers several

contributions. Previously, supply chain risk management literature

highlights performance role in the risk management but somehow

lacks in-depth exploration of it (Tummala & Schoenherr, 2011). By

exploring it through BoP literature, it is found that the performance

measures have been linked to various risk management strategies and

incorporating them into performance measurement systems would

not only facilitate the implementation and monitoring of risk manage-

ment practices but also help achieving the sustainable long-term per-

formance targets (Arzu & Erman, 2010; Beske-Janssen et al., 2015;

Maestrini et al., 2017; Seuring & Müller, 2008).

5.1 | Practical implications

The risk management practices presented in this study can help man-

agers devise a plan for managing associated risks. Further, the con-

structs suggested in this study can be used for the measurement of

performance to timely control the risk, as it is often underlined that

“what is not measured is not managed” (Manuj & Mentzer, 2008,

p 216). Therefore, the firm's performance measurement plays a crucial

role in the risk management process, and the managers should know

and incorporate the performance measurement system to manage

risks and thereby achieving high performance goals (Aman &

Seuring, 2021; Grosvold et al., 2014).

5.2 | Future directions and limitations

The research holds several limitations, as well. The use of specific key-

words might have resulted in the selection of most, not all, of the BoP

papers, i.e., targeting a sample of risk papers from the entire BoP liter-

ature. The study at hand conceptualizes the role of performance mea-

surement systems in the risk management process but could not find

sufficient BoP literature studying performance measurement tools,

instruments etc., which leaves a gap for future studies to address. It

nudges future researchers to find how the highlighted performance

measures and the related strategies can help managers of the BoP

countries by conducting empirical research to support the initial

explanation provided in this paper.

Besides, the findings' section sufficiently displays the correlation

between the constructs alongside the frequencies in three frame-

works. Highly correlated constructs with less frequencies demonstrate

the gaps in BoP literature which future studies can address.

6 | CONCLUSION

In seeking to address the contemporary challenges in supply chain

management for the sake of attaining sustainability, BoP researchers

have focused on both internal and external practices. Further, the

need to evaluate the compatibility of current SCRM and SCPM knowl-

edge with the exclusive business environment of informal markets in

emerging economies derives this research. Yet the solutions offered

by the literature remain largely on the macro-management level. In

the relevant literature, certain strategies developed in the context of

supply chain operations in the developed world have been found suit-

able in the context of the developing world. The respective supply

chain strategies address the questions about how risk management

has been dealt within the BoP literature (Figures 4–6). The findings

showed a broad strategical aspect of SC risk management practices

and proffered the operational level performance measures which

along with these practices can manage the related risks. The present

findings also highlight how central aspects of supply chain and risk

management like manufacturing and PM tools and instruments have

been under researched in the BoP literature. The framework including

process performance dimensions is the contribution to the broader

SCRM stream where this performance aspect is only mentioned

superficially. The study proffers strategical aspects along with the

operational dimensions to manage risks prevailing in BoP

environment.
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