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Abstract

Asaw T Sra iy
ay of managing risk and maintaining stable income most micro and small enterprises

;l;l;: e;;zia,g;c;’r z;z j:?gewgari ;;d ZZ{C'lewa'rd diversi_ﬁcation as wel-l as joint ventyres and mergers.
G ¢ imensions l‘O. the re'latz(_)nsh.zps that earlier exists among
comp - Lience, micro and small enterprises In Nigeria are largely becoming multifaceted
n appf”o‘ach and relationships. Hence, this study examined the relationships that exist among
?ompanzes in the downstream photo industries in Kwara State with a view to proffering
implementable relationship among the JSirms. Exploratory research method is applied to gain
better insight into the mulli-faceted relationships among micro and small enterprises in the
photo industries. It is observed that acquisition of equipment, expansion/diversification
machine breakdown ofien results into multifaceted relationship. The study also finds out that
supportive networking approach works better than strict competition. It is also revealed that
buyers/suppliers in direct competition as well as partners in competition are the commonest
multifaceted relationships among the down streams photo industries. The study recommends. .
further studies into the management of the multifaceted relationships that exists among the
MSMEs in Nigeria.

Introduction

New enterprises are usually not welcomed with open hands by existing enterprises pF_oducing
the same product/service. They are often treated as one that has come to reduce ,thelr' ma'rl'<_6t
share. Indeed, both new and existing enterprises have cut-throat competition for competitive
advantage. Enterprises are literally out to cut each other’s ‘c_hr(?at in order to gain compet1t1v§ |
advantage. The rivalry often results from competition for limited resources as well as efforts
to gain the favor of the same set of customers. Ijhese, they do by price pllfiercuttullg,' staff
snatching, market share capturing and other stiffer but sometimes criminal -tzc 1111qtu§s.
Bressler (2012) highlighted competition among spmll firms prodqmng gle same pmmL;c ::dti \1/2
same level. It is on the basis of this understanding that most of the theories on comp

advantage are formulated.

nment for both manufacturing apd service companies is
and atlempts to outplay competitors, Hence, companies
d business procedures to compete an_d survive. In
ady tool often applied to gam significant

The Traditional competitive'envll'o
characterized with intense rivalry

develop innovative products, services 31? =
most cases Information Technology has been

Yobe State University Journal of Accounting Research, 2 (2 m
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competitive advantage. Ability to delive
i b T s ar eprvices 10
fn both the manufacturing and service ind Ucts or services

Literature Review
Re_lguonships that can easily been identi
buyer/gupplier, competitive and multiface

fied among companies in the literatures includes;
ted relationships.

Charg.cteristics of Competitive Buyer/Supplier Relationship
Most Ilfqe;l"amrci‘s including porter (2008) Mahdi et al (2015), Wen-Cheng et al (2011) portrays
the relgtionship that exists between competitors as that of rivalry and enmity. This is

described in above. However, relationships that exist among the micro and small enterprises
are currently multifaceted.

The following distinct features among others can be identified in the relationship between
. buyers and suppliers in the traditional competitive practice: businesses are conducted at arm’s
length with buyer trying to negotiate the best possible price for the supplies it needs;
businesses thrive on competition and not collaboration. Other features include assumption
thélt interaction ‘wjth competitors is a zero-sum game or win-lose proposition; customer is
different from competitor. There is a distinction between buyers and suppliers (Buyers are
uSﬁally different from suppliers) as well as business is seen as a non-ending series of games,
each of which has a winner and a loser. In other words, one party walks away feeling bad
while the other is happy.

However, the mo dern—day business can no longer be classified into a water tight compartment
of buyers and suppliers. Sometimes a buyer at one time could turn to be supplier at another
time, Hence, they have multifaceted relationship.

Coopetition Relationship L ' ‘ , i ple s,

Soml; authors such as CeI:rling et al (1998) as figuratjvely describe coopetition as Sl@%}?{l.ng
with the enemy’ Realistically, it refers to relationship that involves snpultanggus Tcl(iogf‘elrlarmn
and competition, (Cygler et al 2018, Bengtsson & Kock 2000, & Dagino 2009 L, Therum

Yobe State University Journal of Accounting Research, 2(2)
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on attempt to which coopetition relationshj ‘ itment persona]
: g shi thes . y t commitment, ;
mvolvement, frequent Communication undefst;; é‘{es include; trus ’mmunality of interests
(Cygler et al 2018 and Dagino 2009), ing a5 well as co %

Several benefits are derivable in coo

companies to operate ef: 1ciently in the f; it
' s >l i t leads to

el el ly e of negative Competitive environment, I ;

LT , Social and environmental be
and Sustainability of companies. In addition, coop
;gglplementary Tesources especially, the non-tangibl

Or economic espionage. It also limits or
aking. Similarly, it weakens existing so
competencies as well as generates above average operational costs such as agreement costs.
There is tendency for the stronger units to take over the weaker units, On the whole if the
relationship is not well managed, it could results into zero-sum game (Cygler et al 2018, and
Bradenburger & Naleburff 1996). .

decision-m urces of competitive advantages and key

Multifaceted Relationship

This refers to when a supplier, customer or partner is also a co
chairman of General Electric calls the problem the modern
is my customer in the morning,
These features are now common
& Morsy, 2017).

mpetitor. Jack Welch,’
“Riddle of sphinx and asks” who
my rival in the afternoon and my supplier in the evening.

in the business landscape (Carlin et al 1998, Dowling, 1996

As the economies are becoming increasingly global, industry boundaries become blurred and
technology keeps redefining markets, the instances, when a competitor is also a supplier,
customer, or a partner will continue to increase. Such relationships are undoubtedly
uncomfortable and seem to violate traditional business practices but also. present
opportunities for new forms of profitable business alliances. By iplpuls.e companies might
avoid multifaceted relationship. However, companies that learn to live VYl’[h and even benefit
from them will clearly be better positioned for the future (Morsy & Ibrahim, 2014).

Companies especially micro and small enterprises now have mgltiple products and ser;flcis; :c]c;
manage the company’s risks and ensure stable income. Th.1s r.nal;efl abcpmpggty}ll S?l e
multiple relationships with a given customer. Such rela_tmnshl.ps inc ud?ff::(lglft o ggl fer
and buyer to given company. Therefore, modern business 1equ;r<:_s A slhi create(d Igndeed
approaches to manage the new inter personal an'd cor_npalllyt.re ah ;OS(VYi)eira " a1.2013) )
companies are increasingly becoming multifaceted in their relationship .

Yobe State University Journal of Accounting Research, 2(2)
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Strategic Option for Down Stream

Comperitig, in Small Business : 4

Mcthqdology

Xploratory research methodol

iy e : ist
nethodology is applieq j (. This method is adopted to assts
the fesearcher to' sahs_fy ‘hIS curiosity ag well }2: study. F-iis to gain better insight into
multifaceted relationship in business, This is achje the desire (0 available but related
literatures on companies that | ved by reviewing

1ad the eXperience of : ‘ detailed
i ion i . Multifaeeted relationship. Hence, ,
data/mfonnatl_on 1s collected on Mmultifaceteq COmpamcéhceu'd rel _ nP hoto iEdiste 18
cho.‘?en for. this study because of its high susce i + The downstream p.
pricing which often regy]tg i P

bility ok tition espeCially in
> n 10Wer roﬁtab. £ 3 yper-compe : 1
analysis and theory, I addition, bothpinf01n1$t§i Thls-smdy places emphasis on conceptua

Were con i ang fo ualitative interviews
were 1110:1??;%1:;?;2 iﬁ?; u:xT}lx fo employees,_ Management and 001:;eat[itgrs. These techniques
mettodflogy o aie 1edu§ T(I)lcus STOups interview and discussioyg, Exploratory research
insightful info D Y the study is capable of Providing Creative but quality and

; tmation about the study of Photo industry and jng ; d small
enterprises, eed micro an

Theoretical Framewor

k/Concept
Inter-firm relationships

The reason for competitor analysis includes;
changes each competitor may take likely strat
strategic move. The four diagnostic compone
future goals to ascertain - level of satisfa

assumptions and capabilities. Adequate understandings of these four components enable
accurate prediction of competitors’ responses, The firm that is carrying out a self-analysis
should include; its future goals and assumptions. These driving forces are hard to obsewe but
yet they determine competitors’” responses. It is necessary to state here that for an‘efficiCI.lt
competitors’ analysis there is need to define which competitor needs to be analyzed. This
includes both existing and even potential competitors. Potential compeu.tors.mcluc'ie firms
that; could overcome entry barriers cheaply, has obvious synergy from being in the industry
and competing is an obvious extension of corporate strategy.

profiling of nature of success, likely strategy
egic responses by other firms to every feasible
nts to competitor analysis include; competitors’
ction, present position and current strategy,

|

It will also be necessary to predict probable mergers and acquisitions that may occur among
the existing ' competitors and- or involving outsiders. Different strategies may ‘:Erea‘i;n

* different bbmﬁetito'ré differently, Hence, a strategy may threaten a competitor more than the
other. A e

In aﬁle theory competitive relationships are treated as positive game Wmcﬁ'glvesir":tleplaﬁi
gortunit to ,béneﬁt és it leads to win-win situation, un_hke the cotmpetl 1tV°0f it gi’aym
?;%s fo wbi’n-lose or lose-win situation. It is a game in which all the interests P

Yobe State University Journal of Accounting Research, 2(2) Al
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—— S I Toluvemi, G. B. Joloko &
oopetition

T RO : B woi
partially overiap. It also uses the principles of recipyery in the action of players: G vt
Rads 10 & win-win Situation as it gencrates a S\i‘?ﬂ‘) nt og—— Companies i
> lergy of _]01 7010. Andel.son et

QUMPIEMRATRIY resourves also benefit in £l
TRy oy coopetit
2009 and Chardseworth 2017 Pelition (Adebayo et

Competitive strategies

Competitive  stratesies inchudes g d
el Stteges includer Cost leadership. Dj : us ; cost an
T I ~ \. * v ™ b lffere 3 d 10“

Tocusad differentiation strategtes. g Miation, FocUse

Competitive advant ot ‘
ntage U
g nique competences Low-cost competence
Xk“\ N e Ny S v A . .
LW market soope Focus ditferentiation strategy  Focus low-cost strateZy
O P o _
Broad market soope Differentiation strategy Cost leadership strategy

Soumee: adapiad from Haag S&M. Cummings (2013)

Smt leadership swategy assumes that customers will always buy on the basis of lower price:
FIEN0R, 2 siralegist Sets its prices very low that competitor cannot meet or cause consumers’
SWing for goods and services. This strategy can assist in gaining market share resulting on
“;“ j::\:ﬁ: ot retumns on sales. This strategy is delicate to implement because it may reduce
he proft margin in the long run and ones it has started it must continue. This strategy might

-

de counmwr-productive in the long run (Bressler 2012 and Box & Miller 2001).

Differentiation strategy refers to production of products that meets the needs of customers.
For 2 swategist to adopt this strategy he needs to understand the psychology, needs and

n e mmaw LD

otions of most customers. This will make the firm to produce goods and services to meet

waiaN —
neads and emotions that no one is meeting. Sometimes the firm may charge higher prices for
such products. Such preducts may increase the product range, quality, product

SUNLER

smbellishment enhancement or offering services other companies are not providing (Dirisu et

<

al 2013).

Focused low-cost swategy. This approach offers low cost fo a particular segment of the
=+ rather than covering the entire market. This is similar to cost leadership except that it

:}.—'_—:{\; Lot s
2t 2 civen segment of the market (Eben & Johnson 2005).

& -
R S e
Isgmeciea aia gl

=

Focused differentiation strategy seeks to offer a different product to a particu}ar segment of
e marke: It atiempts to offer a unique productto a segment of the markc::t which other firms
are not -=”-r~»=:-?_m' their needs (Dirisu et al 2013). Other authors including Bressler (2012)

L LU UGl S - o .
identified other methods to include other marketing mix such as place, promotion and people.

ALl Laiw

nent of marketing mix to have competitive

firm can leverage on place compo i
e veek r twork or cost saving technology.

advantase throuch superior location or marketing ne
programmes.

Promotion- adoption of efficient and well-coordinated publicity

Yobe State University Journal of Accounting Research, 2(2)
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{ eam
s + A Strategic Option for Down Strear

Comper ion in Small Busines

: ts. For
s may be 5 linchpin for implementation oL €1em'enﬂl.lence
Instance, people can link You 10 a sustainap)e mﬁk hile your employee can in
Customers’ satisfaction. Sek il

Other school of thought including Mahdj et al 20 : (o it
‘el i 13 : vantage 1n
of innovation, Integration and dj lookeq at competitive ad g

versification as wel] 5 Mergers and joint ventures.

OF Merging of competitors to achieve
_rategy' allows for growth, CConomies of scale, cost savings,
ring wide range of prod

ucts, incregge value creation, assist in
umber of players ip the industry (Porter 900 5)

'

Vertical integration

' Ineans that a com
outputs which ofteq re

Pany produces its ow;
ferred to as backw

1 inputs or gis osing its own
ard and forward integr 3

ation Tespectively,

£ g ; : dertake related or
Ittes. This approach can make multi-nationals to benefit from a local

f'losing control over technology. ‘,

However, it does n ol over different subsidiaries

(ch-Cheng etal 2011),

Innovation is the process by which organizations use their skills and resources to create new,
technologies or goods and services

so that it can change or better respond to needs of
customers (Whitney & Hasan, 1996),

Graphical Representation of Porter’s Five Forces of Competitive Advantage

THREAT OF NEW
ENTRANT

!

i e Y

BARGAINING RILVARY AMONG BARGAINING

POWER OF ——)|  EXISTING COMPETITORS == POWER OF BUYERS ;
SUPLLIERS IN THE INDUSTRY

l

THREAT OF SUBSTITUTE
PRODUCT OR SERVICES

Source: Adapted from Haag S & M. Cummings (2013)
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ed five forces jn . rive advantages. ffhfﬂ,
iy N Po competitive s 0 ,
+ Supplier's power, threat of !(300;2“6 an;dmrivali’y AIONE .gxsﬂlns |

i‘;l;:):i:rss power: Suppliers‘ powers are high when buyers have few or no choices from
choicesogi:lyfl‘me feverse is also true i.c. supplicrs' power is low when buyers have many
high - DUPplier organizations want buyers’ power to be low while supplicrs’ power o be

Threat of substitute products or services. When the

eat of : number of substitute ucts or
services is high the power of supplier will be low, Conversely, when the almtimdare fow
the power of supplier will be low. Hence, supplier organizations want the buyer to have few |

or no altmtmiv?..l{m'cver, this is hardly possible in the long run. Hence, organization has to
create a competitive advantage for its products or services.

Thrc.at of new entrants. The threat is high when entry condition is casy. However, if entry
condition is stringent then the threat is low.

Rivalry among Existing competitor, The tivalry is ficree when the competition is stiff, On
the other hand, when the competition is docile or less tensed, then the rivalry will be low.

Downstream of photo industry involves processes of using required equipment to produce
still pictures. The closer any activity is 1o the consumers the further down-stream will the
activity be. These activities include distribution of papers, chemicals, printing of pictures and
taking or snapping of pictures. People that engage in these activities are distributors of photo
materials, (wholesalers and retailers), photographers as well as photo laboratory owners.

Some Features of the Down-Stream photo Industry e

A number of features could be discerned in the down-stream photo industry, Thxs includes;
backward imtegration: distributing photo materials such as papers and chcm:cals; forward
imtegration: some laboratories acquire p‘hm_r{ finishing rqmpmem‘mch aa_phnm bmk‘ as‘ w::l
as having photo studios; acquisition - buying smaller Jaboratorics; having offices t;\ ;:] ot
states of the federstion; laboratories having photo studios; having well organized buyer

group(s),

This type of complexitics is not the common basis f‘-’" ‘h‘ formulation of W “f
crrmpm' : gwn Hence, the conventional theories of competitive advantage may not work

adequately fot them (Morris et al 2007).

Yohe State University Journal of Accounting Research, 2(2) . ,




i ‘ v atsaic Option for Down Stredm
Mwmww‘”“ 1y ‘\",-h“)l B:ﬁ”ii\fjwmté,{ (}f ‘i = !} ol
}3&1ckgruund information on photo indusgry ; %
i 1_“‘“3“1})11)' business has paid its tolls for lt‘c;: K“ﬁ“!"" siate Jopment or advancement. For
‘jsl.‘lncc, photography started with the black z\ud“nlqgwal deve ll’ " when each phot ographer
carries out all the processes of printing the; “'.h ite photography Wie ‘ late 80s the
technology improved to produce colored pic(,_:: Plctureg By the late 70s (0 .;c, s
pictures and doing the printing  through analf)s' This 1eq 10 photographers on y_st ‘This
technology created anothe ice pr()%i (;Ech.“"k’g) in P‘}“m labOl_"dﬁqﬂ:v'as the
colored photo laboratories, During this period the onliy‘“ the photo industry. l‘}l\us gy
were Olu Professiong : N Colore |, jes in Kwar:
coloured pholé gil:)(;::tinl’hoto, vef ool and later Bob chee(lj’lig?;rz\l:’)i& time, the analog
the coming to lime lighz fi? \I;Zt‘)v?}; o ﬂll)chdlgim coloured photo p,i,'mng This time witness
“hege Fhoto who was a profegg ' her. Hence
onopoly of producing an: ioi “>ional photographer. ’
£ analog and digital Photo neintine in Kwara state
. : ) Printing in Kwara state.
Was then making abnormal or excessiva Profit. It was oy this time that other

h as Plannet Lab, Photo Base, Chi i

Y » Lhiz and BITTYF g
‘Th‘/e,re attracted to compete away the excess profit in the Col b o el
his, no doybt reduced the abng

At 1 s ar 1 Tt
!aboratones were located in the St p 2 State capital, Initially, the

arted locating photo Laboratories
as, Headquarters such as Offa,

: , Omuaran, Share et By 2017,
to laboratories in Kwara State,

Mobile phones technolo

gy further affected the photo indust . With mobi
could take good picture P fy. With mobile phones, people

d ta ures with their phones. These pictures can be sent on-line to different
destinations at very little cost and time. The technology enables people to see their pictures

almost immediately as the picture are snapped. This trend tends to reduce the need for
photographers and indeed coloured photo laboratories. Hence

photographers and colored photo laboratories became tensed or sti
colored photo laboratories to start to device various means of gaining competitive
advantages. This includes, reduction in prices, award of trip to Mecca/ Jerusalem to some of
the association officials, given the association some infrastructures such as buses and
assistance in building secretariat for some zones of the photographers’ associations. Indeed,
before any photo Laboratory could successfully open, it must visit or attend some zonal
meetings of photographers” association around its location with some gifts.

, competition among
ffer, This made various

Classes of Photographers . _
Three major classes of photographers can be identified, namely; high class, artisan
photographers and freelance otherwise known as “pa papa”. Technology has created a group
called freelance photographers. This group is made up of people that did not take any course
in photography nor observe any period of apprenticeship in photography. Mostfof atjhdem
become photographers because of unemploymc?nt or §tuden}s in search_qf means oﬂm ng
money, This kind of people charge low rates for their services. In addition, thcydo er \tf’irr);
quick services, In most cases this class of photographers consists of rr}oye e:ducateIll H;eex;;md
. than the artisan professional photographers. This class of photographers is commonly

to as “Pa-pa-pa” meaning “fast fast™.
I

Yobe State University Journal of Accounting Research, 2(2) m
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High class photographers are anothe i o
g i . made up
privileged photographers with contacts %r:o}?'p . e

' e jzations
like Cenral Bank of Nigeria (Cppy Nigerian Nage, 11 service important orarie
This group usually put relat

ively high investment 2 Pelroleum o e lop i
nvestment intg 1y, siness. Charges 0
ors g iy e Ul vy i, Ty gy s s of 15
» they will only patronjze laboratories that produce highpqua] ity pictures

( the coloured Photo laboratories will charge for their
services. Sometimes, the rate that they dictate is below the cost price for the Coloured photo
laboratories. They went to the extent of dictating facilities and staff that must be in a photo
laboratory. The photographers’ associa

tions prescribed and enforced punishment or sanctions
on erring coloured photo laboratorie

s. Hence, Coloured photo laboratory owners dreaded
going against photographers’ associations’ wishes. Sanctions for erring colored photo
Laboratories include among others; fines, te

mporary closure, writing of apology letters etc.
The major source of Power of the Photographers includes their ability to dictate Laboratories
that their members patronized.

Classes of Colored Photo Lahoratories

The coloured photo laboratory owners enter the business fqr varied purposes and at different

levels. A group of Laboratory owners are people that are in a reg_ular paying ]ob.. Fgr_ such

owners their wives or relations or trusted allies are saddled with the responsibilities of

managing the business. This group do not earn tk'1cir living frf)m Coloured pl}oto laborat%ry

business. They raise their capital from accumu!atmn from their daﬂy/re‘gullalr‘ jobs. The I?IE er

group of coloured Photo laboratory owners is people (hat earn tﬁelr hymi fr.om T%t'o

printing business. Indeed, there are others that sees the business as their falu}uly lt;smess‘. is

type of people that earns their living I'rom_ t.he busmfass raise their capita rczlm : }?m():w;ng o(r1
personal/family savings. As a result of differences in goals‘ and backgrouxla ;, te 0 ourer

photo laboratory owners are often not united, The absentee Colou;ed photo a orabox{?e?/gntehz
often feel that the business is not their meal ticket. IIowe\éer, the ote ee;sgfrr?)\:rr: thi £ e
business is their only means of livelihood as they depended on gr'octh bistivons I chtt o
photo laboratory business. Hence, they believe they must succec “11) % b 1 2l fltevs
survive. There are those that feel that photo business is their family business and als
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Causes of Multifaceted Relationship

Cadlin et 21 (1998) identificd some causes of multifacetad relztionships. This inclodes;
regulation, technology, globalization, prestige, size and structure, product charectaristics 25
well as culture and leadership.

Regulation:

It may be a requirement for the company to do business with competitor. In some cases, a
regulator organization may have to estzblish 2 standard business for the training of
competitors. For instance, the Centre for Management Development (CMD) is s2ddle with
the responsibility of centifying regulating management training instinuons in Nigeria and
itself is a training institution.

Technology/Equipment o
Sometimes a competitor may possess a technology to produce an important part(s) of a
production process. For example, Intel has cutting edge technology to produce microchips
such as new Pentium chips. This chip is patented.

Globalization and Expansion - .
Some companies found It easier to do business overseas by partnering or han::.g‘ fome Io::i
of relationship with local but diversified companis. For example, (ieners.l 'Ele&m:e:fpanh_
globally by having relationships with Toshiba in Japen and H}mm“m Korea l':n..e;jia:
result of é]obalizalion multifaceted relationships such as buyer-supplier are created among
companies.

o = . =F P ~ g
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Prestige/ image .
Desire to improve image may be a driving force for establishing multifaceted relationship,
Some companies may be willing to be key supplier to g higoer company €Ven When they are
competitors in certain market(s). Hence, the relationships with the larger company will assist
in enhancing the reputation of the small company.

Size and structure l

As a result of growing, a company may go into diversification, Therefore: such companies
will enter into multifaceted relationship because such companies will be exposed to different
markets.

Products Characteristics '
Companies producing products that are used by different companies for different purposes

are predisposed to multifaceted relationships. Hence, companies in telecommunication,
computer and financial services are often involved in multifaceted relationships.

Outsourcing: y - ol
To ensure efficiency, many companies adopt outsourcing strategies. Therefore, they are
predisposed to multifaceted relationship in the process of outsourcing.

Culture and leadership .
Companies that supports inter firm cooperation are likely to form multifaceted relationship. .

Leaders or business chief executives who are adaptive are more likely to survive more in-
such a variety and uncertainty inherent in such environment. Some causes of multifaceted |
relationships among small enterprises especially the downstream photo industry in Kwara
State include amongst others. !

1. Acquisition of special equipment and skills such as photo-book printing and processing.
Only a few photo laboratories in Kwara State purchased photo finishing equipment such
as photo-book equipment. This may not be unconnected with the small market for the
product/Service. Hence, many photo laboratories and photographers have to patronize the .
few laboratories that have the equipment. Laboratories that has their equipment include;
Confidence Corporate pictures and Fotobest imagery.

2. Occasional excess capacity demand or request for services from prime customers,
Customers seldom request for services that are time bound which the capacity of the
enterprise cannot meet. In order not to disappoint the customer part of such services can
be outsourced from another similar enterprise. The enterprise providing the outsourced
services will provide the services at a discounted rate.

3. Machine breakdown often occurs in enterprises. At such times in order for the enterprise
not to lose customers when the machine is fixed the enterprise will take it upon itself to
do the job from a competitor outside. However, such competitor will charge a discounted
rate. ‘

4. Another cause of multifaceted relationship is forward or backward inte_gralior} for
instance some photo laboratories also establish photo studio as part of their ancillary
services while others distribute photo materials.

. Some big laboratories such as Bob Shege and Mufu laboratories have many brﬂﬂc_lI
laboratories within Kwara State and other States of Nigeria where the different products

3 202) BN
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poratories (o operate at a logy

command different prices. This made it possible for such 18 c o
f a profitable branch. This is

at a particular branch but make up for the loss from profit 0
done to send some laboratories out of business,

Types of Multifaceted Relationship

Three types of multifaceted relationship were identified,
buyer-supplier in direct competition with each other. Another common 0
competition and buyer-suppler in indirect competition.

the commonest being,
ne is, partners in

Buyer-Suppliers in direct competition

This is a situation in which two or more enterprises that were buyers and SU
time and at other times in competition. This is what happened in Intel-IBN :
where in spite of IBM efforts to manufacture its own microprocessor Intel is still the highest
supplier of micro-processors to IBM. Another example is the IBM Apple alliance to stem the
rising dominance of Microsoft in software and operating system development in Kwara State.
For instance, Bittyfem, a photo laboratory is also a major distribution of fuji Pl_'OdUCts
including chemicals and different sizes of paper. It sells to other laboratories and retailers of
photo products, Other example is when a photo lab has facilities to print photo book. Other
photo laboratories that do not have the facilities engage their services in photo-book printing

and processing.

ppliers at one
[ relationship

Partners in competition
This often results when two partners pool resources to

major services or products for their firms. This inclu
other facilities. It may sometimes be away to counter competitive threat as well as

diversification to manage risks. This could also occur by accident. For instance, a major
player in photo industry in Kwara is Bob-Shege photo Lab. It has many branches in and
outside Kwara State of Nigeria. Before the demise of proprietor of Bob-Shege Photo Lab
chief Segun Salami virtually all his children are into photo business. However, the demise of
Chief Salami the children took up Bob-Shege photo Lab as a common heritage and manage it
as such, Hence, they maintain and run their individual photo laboratories as well as jointly
manage their common patrimony. Hence, they are individually competing with their common

heritage business (Whitney & Hassan, 1996).

gether to form joint venture to provide
des provision of research efforts and

Buyer-Supplier in Indirect Competition _ 1
The current tendencies of firms to compete in market space through lobbying for political

(legislation) and regulatory advantages to the benefit or detriment of one or more companies.

Risks of Multifaceted Relationship
Gathering and dissemination of information about supplier competitor requires experience,
patience and tolerance for risks. Unlike collaboration between buyers and suppliers the
collaborative arrangements between suppliers-competitor runs the risk of crossing the line
between cagey negotiation and unethical behavior (Cygler et al 2018). The form the
negoti@tions take depends on how much power each firm holds in relation to the other.
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Managing Multifaceted Relationship

TO.m_anage multifa}ceted relationships in big companies four approaches are recommended.
;l:hls includes; avoidance, divide and conquer, centralize intelligence as well as use of task
orce.

Complete avoidance or stay away or get out

DiV§dc and conquer- separating interactions with the competitor, This can be achieved by
having different departments or divisions interacting with competitor company for
different types of transactions

Centralized intelligence- centralized management is designed to increase the benefits of
multifaceted relationships at the same time manage the risks of coordination and control.
This can be achieved by information sharing among the departments involved. This
approach provides for better understanding of the relationships. .
- Another approach is to create a task-force committee to manage the relationships and
assist managers to make collaborative decisions in the best interest of the company. Since
this committee is to receive information from all divisions or departments, its decisions
arc relatively free from departmental partisanship.

-

Micro and Small enterprises such as what exists in the down-stream photo industry
enterprises may find it difficult to adopt the approaches highlighted above.

Strategies for Managing Multifaceted Relationship in the Down-Stream Photo Business

i H n’tatc " 4 1 1 -
;:1 l}fwr::ri‘l ?g germane 1o stale here that Micro and small enterprises including down-stream
erhaps 1t 1 ‘

inly for prices and market share.

: compete mainly for price ; i ra State
Ph,",m md”'\trrth {)hat were adopted by the down-stream photo 1n'dusl(fiy,h"‘lt Kl“glomtsories
Initial approac’ (he enterprise is new or existing, The sy ssabiisie § O-Ota torben
depend - Vv‘]mthttirtion by snatching printers that are well known and can attract customers
start their compe : i

from existing photo laboratories.

atori heir new branch offices very close to
.o shoto laboratories open the " '
sting PO ablished laboratorics charge lower prices sometimes
pts to stifle the new laboratories at existence,

On the other hands the €X1 e o
the new ones. In the same Vv

" e are attem
below their cost price; all these a
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Similarly, the existing laboratorie

idve that i di g i S Compete bY ingy ducing virus to an
drive that 1s used in thejy laboratorie roducing

; s. If Suc ] : . in
virus has the effect of crashing the server if ithdgzl;d or drive is used

y memory card or flash
another laboratory the

association
undue powers of the photographers’ association. CPLOAN b forum where
services are determined and monitored. The iati St:can}e a5 erTing members.
CPLOAN also give technical, financi i i oL8 A1

Supportive networking involves giving discount to ¢
or have excess capacity request. Similarly,
sort of supportive networking by chargin
and final consumers. The prices are such
also have lower costs than buying from
distributor is by this also able to expand it
to the nook and cranny of the state.

ompetitors that has yachine break down
the major distributor of phote materials does some
g segregating or discriminating prices for retailers
that the retailers will have some profit margin and
Lagos as well as competitive in the market. The
s market share and income by taking theiy products

Conclusions and Recommendation
From the foregoing the coopetition and multifaceted relationships have become a common
Inter-firm relation and indeed a key success factor for companies. These relationships lead to
achievement of economic, social and environmental benefits. From the above it can be safely
said- that ‘a near perfect competitive buyer market can confront an almost monopolistic
supplier market. Similarly, a coopetition relationship leads to supportive networking which
works better than competition in the down-stream photo business. Hitherto, the down-stream
photo engages in price warfare rather than price segregation. Therefore, the competition in
the down-stream photo industry is mainly in pricing. This is partly because most of the final
consumers of photo products/services do not know or mind so much quality products/
services. Considering, the numerous benefits of coopetition and multifaceted relationships we
like to recommend that the down-stream photo firms adopt the coopetition or the multifaceted
relationships. In view of the fact that not much work has been done on these forms of intF:r-
firm relationships in this part of the world there is the need for more researches to be carried
out on multifaceted and coopetition relationships in businesses especially in micro and small
- enterprises in Nigeria.
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