(f AS GAS Journal of Economics and Business Management (GASJEBM)
| -
\ s " Volume 3 | Issue 4, 2026 Homepage: https://gaspublishers.com/gasjebm-home/ ISSN: 3048-782X

Strategic Alliance and Synergistic Outcomes of Telecommunication
Firms in Rivers
Felix, Owajimogobo Maclean Phd & Solanky, George Ayanate Phd

Department of Business Administration, Faculty of Administration and Management, Ignatius Ajuru University of Education,
Rumuolumeni

Received: 10.03.2026 | Accepted: 29.03.2026 | Published: 01.04.2026
*Corresponding Author: Felix, Owajimogobo Maclean Phd
DOI: 10.5281/zenodo.19357892

Abstract Original Research Article

This paper examined the relationship between strategic alliance and synergistic outcomes of
telecommunication firms in Rivers state. We put up a conceptual model linking strategic alliance to
synergistic outcomes of telecommunication firms. The model comprises: (a) shared knowledge and shared
risk while measures of synergistic outcomes include: expanded market and resource optimization. The study
is premised on the assumption of the Okoya theory of the Obolo Fishermen and the Resource based theory.
The selection of these theories is justified by their complementary explanatory power in addressing both
context-specific collaborative behavior and firm strategic resource integration. While the Okoya theory
explains strategic alliance formation from a communal, relational, and behavioral perspective, the Resource-
Based Theory provides a strategic management framework for understanding resource integration and
synergistic outcomes. Drawing from the statistical evidence in this work, we therefore posit that strategic
alliance has synergistic outcomes .Hence, we make the following recommendations: Organizations should
make Knowledge Sharing a Strategic Priority and treat it as an organizational asset, not a “nice to have this
because knowledge sharing Increases innovation and cross-team problem-solving, Organizations should
encourage a Culture of trust and collaboration among rivalry firms as knowledge sharing Increases innovation
and organizational problem-solving. Ability, Organizations should adopt shared-risk agreements in projects
involving external partners, this because Shared risk creates mutual dependence, which encourages
transparency, communication, and cooperation instead of blame-shifting, Organizations should apply shared
risk to innovation initiatives and pilot programs this is because partners are more willing to experiment when
risk is not borne by a single individual or department, leading to innovation without excessive downside.
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Background of the study individual effects (i.e., 2 + 2> 4) or (1 +1=3) (Weiss
, Anderson & Lasker 2002) . This concept of synergy
is foundational across many disciplines including
strategic management, healthcare, organizational
science, pharmacology, and  collaborative
partnerships (Chou, Ting-Chao 2016).
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Synergistic outcomes refer to effects that emerge
when two or more elements such as individuals,
interventions, or processes interact in a way that
produces results greater than the sum of their
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In strategic management discipline, synergy is
understood as the degree to which diverse partners
combine resources, perspectives, and strengths to
achieve complex objectives. Classic definitions
frame synergy as the combination of complementary
skills that enable partnerships to realize outcomes
unattainable by members working independently.
Studies in management contexts demonstrate that
synergistic action among multiple stakeholders
fosters integration of resources and adaptive
capacity, serving as both an intermediate indicator of
partnership and a precursor to longer-term intended
outcomes (Corbin, Jones & Barry 2018).

On the other hand, Strategic alliances have become a
central subject in strategic management research
over the past four decades, due to the increasing
complexity of global competition and the need for
firms to access complementary resources,
knowledge bases, and market opportunities. A
strategic alliance is broadly defined as a voluntary
arrangement between two or more firms that
involves sharing resources, capabilities, or
information to achieve mutually beneficial objectives
(Gulati, 1998; Dacin, 1997).

Research has identified multiple strategic drivers
behind alliance formation. Market entry and
expansion motives are central: firms use alliances to
enter foreign markets where direct investment is
constrained by institutional barriers, liability of
newness, or lack of local knowledge (Kogut, 2019).
Furthermore, competitive positioning motivates
alliance formation. Firms may ally to preempt
competition, shape industry standards, or pool
resources to challenge dominant players (Dyer &
Singh, 1998). Such strategic collaboration can
increase firms’ market power, mitigate competitive
threats, and foster a cooperative network that
enhances long-term profitability

Despite the importance of strategic alliance and how
it influences synergistic outcomes, there is paucity of
literature in related subject matter hence the need for
this study. This study therefore depart from the
previous to investigate how strategic alliance
influence synergistic outcomes in the Nigeria
telecommunication industry.

Statement of the Problem

The telecommunications industry has emerged as
one of the most dynamic and strategically important
sectors in Nigeria’s economy. Over the last two
decades, rapid advancements in mobile and internet
technologies have transformed communication
systems, enabled economic activities, and fostered
greater social inclusion. In particular, Rivers State a
commercial hub in the Niger Delta region with
significant industrial, commercial, and population
density has experienced considerable growth in
telecommunication infrastructure and services. The
presence of major telecommunication firms such as
MTN, Airtel, Glo, and 9mobile has not only
expanded network coverage but has also driven
competitive innovations in service delivery.

Telecommunication firms typically operate in highly
competitive environments that compel them to seek
collaborative strategies both formal and informal to
sustain growth, reduce operational costs, and
improve  service quality. Synergy among
telecommunication firms refers to the combined
effect of cooperative efforts where the outcome of
joint initiatives or interactions is greater than the sum
of individual efforts. These outcomes can manifest in
shared infrastructure projects (such as towers and
fiber networks), inter-firm resource pooling,
spectrum sharing, corporate partnerships, and
coordinated efforts to enhance customer satisfaction.

Given the strategic importance of
telecommunications to economic progress and social
connectivity, this study seeks to investigate the
influence of strategic alliance on synergistic
outcomes of telecommunication firms in Rivers
State, focusing on how collaborative strategies
influence service delivery, operational efficiency,
community welfare, and industry growth. By
exploring these dimensions, the research will provide
insights for industry stakeholders, policymakers, and
academic discourse on optimizing synergies for
sustainable communication infrastructure
development.

Conceptual framework of the study

We propose a conceptual model linking strategic
alliance to synergistic outcomes of
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telecommunication firms. The model comprises: (a)
shared knowledge and shared risk (b) Measures of

Strategic Alliance

synergistic outcomes: Expanded market and

resource optimization.

Synergistic outcomes
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Shared knowledge

Shared Risk
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Objectives of the Study

This research seeks to examine the relationship
between strategic alliance and synergistic outcomes
of telecommunication firms in Rivers state by
measuring the dimensions of strategic alliance
against the measures of synergistic effect.

1. How does shared knowledge enhance
expanded market of telecommunication firms
in Rivers state

2. How does strategic shared knowledge
enhance resource optimization
telecommunication firms in Rivers state

3. How does shared risk enhance expanded
market of telecommunication firms in Rivers
state

4. How does shared risk enhance resource
optimization of telecommunication firms in
Rivers state?

~

Expanded Market

Resource
Optimization

\_ /

Research Hypotheses

To determine if there exist any correlation between
strategic alliance and synergistic outcomes, the
following hypotheses will be tested in this study

HO1: There is no significant relationship between
shared knowledge and expanded market of
telecommunication firms in Rivers state.

HO2: There is no significant relationship between
shared knowledge and resource optimization of
telecommunication firms in Rivers state.

HO3: There is no significant relationship between
shared risk and expanded market of
telecommunication firms in Rivers state..

HO4: There is no significant relationship between
shared risk and resource optimization of
telecommunication firms in Rivers state.
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Review of Relevant Literature
Concept of Strategic Alliance

In today’s era of globalization, coupled with intense
competition and rapid technological change,
strategic alliances have become increasingly vital for
organizational growth and even survival (Musarra et
al., 2016). A strategic alliance refers to a
collaborative arrangement between two or more
independent  firms that combine resources,
knowledge, or capabilities to achieve shared
objectives, while maintaining their separate legal
identities (Gulati, 1998). These alliances may take
various forms, including joint ventures, equity-based
partnerships, and non-equity contractual agreements.

Organizations engage in strategic alliances for
diverse reasons (O’Dwyer & Gilmore, 2018), such as
gaining access to new markets (Lee, 2007),
achieving economies of scale (Inkpen, 2001),
acquiring critical skills and knowledge (Drewniak &
Karaszewski, 2019), enhancing legitimacy (Hubbard
et al., 2018; Lin et al., 2009), and reducing risks
(Inkpen, 2001). As a result, strategic alliances serve
as a significant source of value creation for
partnering firms.

No doubt, the concept of strategic alliances has
evolved considerably, reflecting changes in the
business environment, technological advancements,
and shifting market conditions. Initially, alliances
were largely perceived as defensive mechanisms
aimed at risk reduction and resource sharing (Panico,
2017). However, as firms increasingly recognized
the opportunities for innovation, learning, and
mutual growth, strategic alliances have come to be
viewed as proactive tools for gaining and sustaining
competitive advantage.

Worthy of note also, choosing strategic alliance over
rivalry is often justified by the need for
sustainability, competitiveness, and long-term value
creation. While rivalry emphasizes competition and
market domination, strategic alliances focus on
cooperation to achieve shared or complementary
goals. One key justification is resource sharing.
Organizations can pool financial, technological, and
human resources, reducing operational costs and
improving efficiency. This is particularly important
in industries where innovation and capital

requirements are high. Another reason is risk
reduction. Entering new markets or launching new
products involves uncertainty; alliances allow firms
to share these risks rather than bearing them alone,
making expansion more feasible and less costly.

Strategic alliances also promote knowledge and skill
transfer. Firms benefit from each other’s expertise,
leading to improved innovation, better decision-
making, and enhanced organizational learning
advantages that pure rivalry cannot offer.

Dimensions of strategic alliance
Shared Knowledge

Shared knowledge is commonly understood as the
degree of overlapping understanding among groups
that facilitates coordination, informed decision-
making, and collaborative problem-solving. The
concept of knowledge sharing originates from the
technology transfer and innovation literature, where
research has explored why some nations succeed
while others struggle to achieve economic growth
through technological advancement. While some
scholars, such as Krugman (1994), emphasize high
investment in physical and human capital as the main
driver of innovation and growth, assimilation
theorists argue that entrepreneurship, effective
learning, and innovation are distinct yet equally
critical factors. Despite these differing perspectives,
both approaches highlight the central role of idea
exchange in development.

Knowledge sharing among even competing
organizations has been shown to enhance
organizational performance (Lesser & Storck, 2001),
strengthen competitive advantage (Argote & Ingram,
2000), support organizational learning (Argote,
1999), and foster innovation (Powell et al., 1996).
This is largely because organizations possess diverse
areas of expertise; thus, sharing knowledge helps
integrate these strengths to improve overall
outcomes (Haas & Hansen, 2017). However,
knowledge sharing is not a uniform process, as it
varies across organizations, relationships, and types
of knowledge (Haas & Hansen, 2007). It is also
influenced by several factors, including
organizational context, interpersonal and group
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dynamics,  cultural  background, individual
characteristics, motivation, and perceptions (Wang
& Noe, 2017).

Effective knowledge sharing enables firms to adopt
and implement new product designs, manufacturing
techniques, and organizational practices (Nelson,
2016). It is best viewed as a continuous and dynamic
learning process, in which organizations interact
with customers, competitors, and suppliers to drive
innovation or creatively adapt existing ideas (Lall,
2000).

Shared Risk

Shared risk is central to strategic alliances because
partners commit resources and capabilities while
facing joint uncertainty about outcomes (Kale &
Singh, 2009). The concept of shared risk reflects the
idea that partners both benefit and suffer from
alliance outcomes, thereby aligning interests and
creating incentives for collaboration (Das & Teng,
2000). One primary form of shared risk is financial
risk, where partners co-invest capital in joint
ventures or collaborative R&D. This risk sharing can
reduce individual financial burdens and increase
capacity for innovation (Zou & Cavusgil, 2002). For
example, global pharmaceutical alliances share high
R&D costs associated with drug development,
thereby diluting unilateral exposure (Hagedoorn,
2002).

Technological risk is another form of shared risk in
business alliance, it arises when partners integrate
disparate knowledge bases. While partnerships can
accelerate learning, they also expose firms to risks of
knowledge leakage and integration failure (Inkpen &
Beamish, 1997). Shared risk in technological
domains emphasizes joint problem solving and
knowledge governance mechanisms to protect
proprietary assets (Parkhe, 1993). Another form of
risk in alliance is Strategic/market risk, it refers to the
possibility that an alliance may misalign with long-
term goals, while market risk reflects volatility in
demand or competitive responses. Shared risk here
implies that partners jointly confront market
uncertainties and coordinate strategic responses,

such as entering new geographic markets (Contractor
& Lorange, 2002).

Concept of Synergistic Outcomes

The concept of synergy generally refers to situations
in which the combined outcome of interacting
elements is greater than the sum of their individual
contributions. The term is derived from the Greek
synergos (“working together””) and has been widely
applied across disciplines such as systems theory,
management science, biology, psychology, and
pharmacology. Gupta and Roos (2001) describe
synergy as the interaction of two or more intellectual
capital resources from previously independent
organizations, resulting in enhanced value creation
and improved competitive performance beyond what
each could achieve individually. Similarly, Argenti
(as cited in Krumm, Dewulf, & De Jonge, 2019)
defines synergy as the idea that combining different
businesses, activities, or processes generates greater
overall value than their separate contributions. The
concept further implies that benefits emerge when
economies of scale and speed are effectively
integrated with administrative coordination (Krumm
etal., 1998).

Ansoff (1965) positioned synergy as a key rationale
for diversification strategies, emphasizing that
shared resources, knowledge transfer, and economies
of scope can lead to superior organizational
performance. However, later empirical studies
indicate that synergy represents potential rather than
certainty, as many mergers and acquisitions fail due
to integration difficulties (King et al., 2014). In
explaining synergy as improved efficiency in the
utilization of skills and assets, Ansoff identified four
types: sales, operational, investment, and managerial
synergy. Expanding on this, Wells (as cited in
Chang, 2019) proposed five categories within
diversified firms: financial synergy (arising from risk
reduction), entrepreneurial synergy (from new
investment  opportunities), expansion  synergy
(through applying existing resources to new
ventures), market power synergy (via Cross-
subsidization), and operational synergy (through
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Measures of Synergistic Outcomes
Expanded Market

Expanding market share is a critical strategic
objective for firms seeking sustained growth and
long-term competitiveness. Market share reflects a
company’s proportion of total sales within an
industry and is often associated with increased brand
recognition, economies of scale, and stronger
bargaining power with suppliers and distributors
(Kotler & Keller, 2016). Firms that successfully
expand their market share can leverage cost
advantages, improve profitability, and reinforce
customer loyalty, thereby strengthening their overall
market position (Porter, 2008).

Expanded market share is a key indicator of a firm’s
competitive strength and long-term sustainability in
dynamic business environments. It reflects an
organization’s ability to attract new customers, retain
existing ones, and outperform competitors through
effective marketing strategies, innovation, pricing,
and distribution efficiency.

Market share expansion enhances competitive
advantage and profitability (Kotler & Keller, 2016).
According to Porter (2008), firms that strengthen
their competitive position are better equipped to
sustain market leadershipGrowing market share
usually means you’re winning customers from
competitors. That often translates into stronger brand
recognition, better shelf space or visibility, and more
influence over pricing and industry standards. As
market share increases, unit costs often fall. Higher
volumes let firms spread fixed costs (like R&D,
marketing, and infrastructure) over more output,
improving margins and profitability.

Resource Optimization

Resource optimization seeks to balance two
competing forces: efficiency (doing things right) and
effectiveness (doing the right things). According to
Slack et al. (2016), operations management relies on
the "triple bottom line," ensuring that resources are
used in a way that is economically viable, socially
responsible, and environmentally sustainable.

In strategic management discipline, resource
optimization serves as the critical bridge between

finite inputs and maximal utility. At its core, it is the
strategic process of aligning available assets
including human capital, financial reserves, raw
materials, and time with institutional goals to achieve
peak efficiency (Winston, 2021). According to Slack
et al. (2016) Resource optimization is the process of
allocating a set of resources (capital, labor,
technology, and materials) in the most efficient way
possible to achieve a specific goal. In a world defined
by scarcity and fluctuating market demands,
optimization is no longer a luxuryit is a survival
mechanism. As global markets become increasingly
volatile and supply chains more complex, the ability
to minimize waste while maintaining high output
quality has transitioned from a competitive
advantage to a fundamental necessity for survival.

Resource optimization in organizations involves
effectively  utilizing resources to enhance
productivity and meet customer satisfaction by
providing high-quality  services. Maximizing
resource utilization benefits both the company and its
customers by offering high-quality services at
reasonable prices. In telecommunications industry,
resource optimization has evolved from a "back-
office efficiency task" to a core survival strategy. As
networks transition into the 6G research phase and
standalone 5G becomes the global standard, the
ability to squeeze maximum value out of spectrum,
hardware, and energy is what separates profitable
operators from those facing "dumb pipe"
commoditization. Optimization ensures that high-
priority traffic (like emergency services or remote
surgery) gets the bandwidth it needs, even during
peak hours.

Theoretical Framework of the Study

The study is premised on the assumption of the
Okoya theory of the Obolo Fishermen and the
Resource based theory by Barney (1991)

The Okoya Theory of the Obolo people

The Okoya Theory of the Obolo people is anchored
on the philosophy of collective effort and communal
synergy. The theory is premised on the assumption
that while an individual may strive alone, collective
action yields exponentially greater results captured
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in the Obolo belief that one may chase a thousand
fish, but two will catch thousands. The Okoya fishing
practice exemplifies this principle. The practice is
such that, fishermen assemble and cast their nets
simultaneously in a coordinated circular formation,
positioning themselves close to one another. This
strategic arrangement ensures that if fish escape one
net, they are inevitably trapped by another, whether
Net A, B, C, D, or beyond.. The Okoya Theory
therefore illustrates the power of synergy,
emphasizing that cooperative effort produces
outcomes greater than the sum of individual
contributions. In essence, it affirms the principle that
1 + 1 does not merely equal 2, but 3 or more,
underscoring the transformative impact of unity,
collaboration, and shared purpose. The Okoya
Theory of Obolo Fishermen is grounded in
indigenous economic and social practices observed
among the Obolo fishing communities, where
cooperation, shared risk, pooled resources, and
collective decision-making are central to survival
and success. The theory posits that individual actors
achieve greater outcomes through strategic
cooperation than through isolated efforts, especially
in environments characterized by uncertainty,
limited resources, and high operational risk.

The Resource Base Theory

The Resource Based theory on the other hand posits
that firms enter alliances to access valuable resources
and capabilities that they do not possess internally,
thereby enhancing their competitive advantage
(Barney, 1991). The Resource-Based Theory (RBT)
argues that organizations achieve sustainable

competitive advantage by acquiring, developing, and
deploying valuable, rare, inimitable, and non-
substitutable  (VRIN) resources. From this
perspective, strategic alliances are mechanisms
through which firms access external resources that
are otherwise unavailable or costly to develop
internally. The adoption of RBT is justified because
it provides a strategic and economic explanation for
alliance formation and the pursuit of synergy.

Methodology

The study adopted a cross-sectional research design.
The population comprised of 30 top-level managers
drawn from four telecommunication firms in Rivers
State. The focus on top-level managers was based on
the strategic nature of the variables under
investigation (strategic alliances and synergistic
outcomes). Since these variables are primarily
strategic and policy-driven, individuals occupying
strategic decision-making positions were considered
most appropriate to provide reliable and relevant
information.

Data were collected through a structured
questionnaire.The data obtained were analyzed using
the Spearman Rank Order Correlation Coefficient,
which was considered suitable for examining the
relationship between the study variables

HO1: There is no significant relationship between
shared knowledge and expanded market share

HO2: There is no significant relationship between
shared knowledge and resource optimization

Correlations between shared knowledge and synergistic outcomes

Shared Expanded Resource
knowledge Market Optimization
Pearson 1 807" 865™
Shared knowledge Correlation
% sig. (2-tailed) 000 000
N 30 30 30
P Kk *%
Expanded Market earson_ .807 1 .632
Correlation
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Sig. (2-tailed)

N

Pearson
Resource Correlation
Optimization Sig. (2-tailed)

N

.000 .000
30 30 30
865" 632" 1

.000 .000
30 30 30

**_Correlation is significant at the 0.01 level (2-tailed).

The correlation analysis reveals strong and
statistically significant relationships among shared
knowledge and expanded market, same with shared
knowledge and resource optimization. Specifically,
shared knowledge shows a strong positive
correlation with expanded market (r = 0.807, p <
0.01), indicating that increased knowledge sharing is
associated with greater market expansion. Similarly,
shared knowledge is very strongly related to resource
optimization (r = 0.865, p < 0.05), suggesting that
effective knowledge sharing enhances the efficient

use of resources. All relationships are significant at
the 0.01 level (2-tailed) with a sample size of 30,
confirming that the associations are not due to
chance. Overall, the findings suggest that shared
knowledge plays a critical role in driving market
expansion and optimizing resources.

HO3: There is no significant relationship between
shared risk and expanded market share

HOA4: There is no significant relationship between
shared risk and resource optimization

Correlations between shared risk and synergistic outcomes

Shared Risk  Expanded

Resource
Market Optimization

Pearson
Correlation
Sig. (2-tailed)
N

Pearson
Correlation
Sig. (2-tailed)
N

Pearson
Correlation
Sig. (2-tailed)
N

Shared Risk

Expanded Market

Resource
Optimization

*% *%

1 .614 .564

.000 .001

30 30 30

614" 1 7217

.000 .000

30 30 30

564" 7217 1
.001 .000

30 30 30

**_ Correlation is significant at the 0.01 level (2-tailed).

The correlation analysis of hypotheses HO3 reveals
strong and statistically significant relationships

among shared risk and expanded market. There is a
strong statistically significant relationship between
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shared risk and expanded market. As organizations
share risks more, their market expansion tends to
increase Specifically, shared risk shows a strong
correlation with expanded market (r = 0.614 , p <
0.00),

The output of hypotheses HO4 indicate that there is a
moderate-to-strong significant relationship between
shared risk and resource optimization. Greater risk
sharing is associated with better use of resources. (r
= 0.564, p < 0.01), suggesting that effective risk
sharing enhances the efficient use of resources. All
relationships are significant at the 0.01 level (2-
tailed) with a sample size of 30, confirming that the
associations are not due to chance. The results
support the idea that shared risk enhances market
expansion and resource optimization, with market
expansion having the strongest link.

Discussion of Findings

When firms see themselves as rivals, they operate
under a zero-sum assumption: one firm’s gain is
another’s loss. This mindset often leads to aggressive
price wars, duplication of efforts, secrecy, and
resource wastage. In contrast, modern competition is
not purely distributive; it can be integrative. Strategic
alliances allow competing firms to create joint value
before competing over individual value capture. By
collaborating in selected areas (e.g., research,
infrastructure, standards development), firms expand
the total market value available to competitors.

Thus, rivalry reduces industry value, whereas
strategic alliance increases collective and individual
gains. Viewing other firms strictly as rivals fosters
destructive competition, inefficiency, and stagnation.
Conversely, recognizing competitors as potential
strategic partners enables shared risk, knowledge
integration, innovation acceleration, and enhanced
industry performance. Therefore, firms should shift
from a rivalry-based mindset to a strategic alliance
orientation embracing cooperative competition as a
pathway to synergistic and sustainable outcomes

Conclusions

Drawing from the statistical evidence presented in
this study, it is therefore posited that strategic

alliances generate significant synergistic outcomes.
Specifically, alliances enable organizations to
combine complementary resources such as
technology, expertise, capital, and market access.
The integration of these diverse yet complementary
assets creates value beyond what any single
organization could achieve independently, thereby
strengthening both operational efficiency and
competitive positioning.

Recommendations

Based on the empirical findings and statistical
evidence generated from this study, it is evident that
strategic alliances significantly influence synergistic
outcomes among organizations. The results
demonstrate that collaborative arrangements such as
shared knowledge, shared risk, and resource
integration enhance operational efficiency, market
expansion, and overall organizational performance.
Given the established relationships between the
study variables, there is a clear need to translate these
findings into actionable strategies.

Therefore, the following recommendations are
proposed to guide managers, policy makers, and
organizational leaders in strengthening strategic
alliances to achieve sustained synergistic outcomes
and competitive advantage.

1. Organizations should prioritize knowledge
sharing as a core strategic objective and
recognize it as a valuable organizational asset
rather than a discretionary activity.

2. Organizations should foster a culture of trust
and collaboration, even among rival firms,
particularly within strategic alliances.

3. Organizations should adopt shared-risk
agreements in projects involving external
partners.

4. Organizations should apply shared-risk
frameworks to innovation initiatives and pilot
programs.
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