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Competitive Cooperation – Market 
Development Instrument 

Abstract: The essential information relating to the work that the authorities regulating competition 
carries out in an economic sector, particularly when talking about the protection of economic actors against 
anti-competitive behaviours and making sure that they, as well as the consumers can benefit from a fully 
open internal market facilitate the collaboration of national competition authorities that become vectors of 
market development policies. In the context of a market-oriented policy, it is very important to strengthen 
the position of manufacturers in the product supply chain. We must highlight how legislation in the anal-
ysed field and in competition law is compatible with a view to achieving fairer and more efficient results for 
both producers and consumers. The superior satisfaction of consumers’ interests aims to develop a market 
for products or services that offer facilities to both manufacturers and consumers. The approach in terms 
of competitive cooperation specific to the theory of games, emphasizes the benefits of companies that are 
actively involved in influencing the market, in creating an environment where the end result contributes 
to increasing profitability of the economic operators and in achieving certain benefits for consumers. The 
paper briefly presents several theoretical aspects specific to the concept of competitive cooperation accom-
panied by relevant examples.
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1. Introducing the concept of competi-
tive cooperation

 Competitive cooperation represents 
the act of collaboration between compet-
ing companies; here, we are referring to the 
enterprises that undertake both in the com-
petition and cooperation area. Certain busi-
nesses gain an advantage by using a strategic 
mix of cooperation with suppliers, customers 
and companies that produce complementary 
or related products. Cooperation represents 
a type of strategic alliance, which is usually 
used by software and hardware firms.

    In business, the concept of competi-
tive cooperation also takes into account the 
results obtained from the application of 
game theory. Cooperative games are statisti-
cal models that consider the ways in which 
synergy can be created through targeted 
partnerships with competitors, on a particu-
lar topic of interest to consumers/future cus-
tomers (Kaseouglu et al., 2019). Such tactic 
is considered to be a good business practice 
between two companies, as it can lead to the 
expansion of the market and the formation 
of new business relationships. From this per-
spective, agreements are needed on the use 
of standards and partnerships on product 
development within an industry or between 
two competitors to facilitate their coopera-
tion (Crick, 2019).

Statistical modelling carried out in pro-
cesses leading to competitive cooperation 
analyses the benefits of cooperation and the 
allocation of market share between com-
petitors to maximise the market share of 
companies.

Defining a model of competitive coop-
eration, in the form of diamond graphics, in 
which customers, suppliers, competitors and 
complementary products were positioned 

One of the models of competitive co-
operation was designed using a diamond 
form in which customers, suppliers, com-
petitors and complementary products were 
subsumed. This model is considering build-
ing a strong space through the development 
of cooperation links (Brandenburger and 
Nalebuff, 1977). The purpose of the competi-
tive cooperation itself is to orient the mar-
ket, which is in a null-sum game, towards an 
environment where the end result increases 
the profitability of economic operators and 
brings benefits to all participants by facilitat-
ing its extension.     

The support point of the model is main-
tained by the understanding of input vari-
ables influencing its players when they are 
in competition, but also when they are coop-
erating. Understanding this model leads to 
knowing the forces that will influence com-
petition between players, but also the forces 
that will influence its cooperation.

Two professors from Harvard and 
Yale, Adam M. Brandenburger and Barry J. 
Nalebuff launched the idea of competitive 
cooperation. Loss and gain are two extremes 
that must be analysed permanently within an 
enterprise. The abovementioned authors ar-
gue that in most companies the transactions 
lead to results located between the two ex-
tremes. They defined the concept whereby it 
is not necessary at all costs that what consti-
tutes the competition of an enterprise to fail 
in order for it to win. They also considered the 
fact that, in a competitive plane, the failure of 
an enterprise could lead to the weakening of 
competition. The two game theory specialists 
have repeatedly stated that in most cases the 
ideal situation requires the existence of com-
petition, but also the necessary cooperation 
to expand the market.
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Therefore, within a business strategy 
based on competitive cooperation, rules, 
players and partnerships can be changed to 
the advantage of an enterprise by building a 
relationship on a competitive level (Barnet, 
1986).

 Competitive cooperation is the 
most common in the field of technology. 
Cooperation between competitors allows for 
synergies between the hardware and soft-
ware domains, as mentioned above. Many 
companies, especially in the fields of ad-
vanced technologies, are on a competitive 
market in which elements of the theory of 
games are working, obtaining outstanding 
competitive advantages. Two competitors 
can have complementary strengths, and a co-
operation agreement can contribute to profit 
growth and distribution of advantages (Toma 
and Marinescu, 2013). Cooperation between 
two technology companies can enhance the 
chance of increasing the number of users of 
each company’s products by promoting on 
multiple channels.

Often, in the start-up area of the tech-
nical industry, two or more competitors are 
struggling with a larger competitor. In view 
of this aspect, technology companies can in-
teract by establishing cooperation against a 
much larger competitor (Toma et al., 2018). 
Competitive cooperation within the techno-
logical industry is widespread, so it is com-
mon for two competitors to be purchased or 
merged, thus building up a stronger entity 
(Dagnino, 2009).

It is important to point out that there are 
also competition regulators so that a keep a 
balance at market level is kept. In Romania, 
the Competition Council (autonomous ad-
ministrative body) manages and implements 
the Competition Law (no. 21/1996), which 

aims at protecting, maintaining and stimu-
lating competition and a normal competitive 
environment in order to promote the con-
sumers’ interests. Cooperative competition 
is in full agreement with these legal regula-
tions, its purpose being the superior satisfac-
tion of consumers’ interests by developing 
the mix that characterizes the products or 
services market. 

2. The way in which the cooperative 
competition develops the market

    In an era of globalisation, which has 
led to the emergence of new markets and 
business models, companies are looking for 
new opportunities that can gain them com-
petitive advantages. Traditionally, most con-
tributions to the development of strategic 
management have dealt with the concept of 
competition in opposition to the concept of 
cooperation when it comes to identifying re-
sources to achieve competitive advantages 
(Caves and Porter, 1977).

Over time, there has been an increased 
concern about this issue (Marinescu and 
Toma, 2008). There are even studies that con-
sider both aspects, but tend to distinguish 
between concepts (competition and coopera-
tion), considering them to be opposite or dif-
ferent in terms of their content. 

    Thus, there are specialists describing 
competition form to encourage the search 
for new income through combinations of re-
sources, skills and processes while coopera-
tion allows access to rare and complementary 
resources (Corte, 2016). Thus, within the tour-
ist industry, starting from the assumption 
that a destination has some distinctive fea-
tures, it is necessary to understand the rela-
tionships that may arise between companies 
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carrying out the same activity as collabora-
tors or as competitors (e.g. accommodation).

    Cooperative competition represents 
a great potential for creating and attracting 
value, representing a special potential in the 
compatibility of the relationship between 
competition and collaboration – the duality 
of competition and collaboration (Galkina, 
2017). Cooperating enterprises can share re-
sources and use complementary resources 
to create value (at each partner level) and 
compete more efficiently with economic 
operators in the field. The example of good 
practice can encourage other companies to 
work more through joint partnerships and 
strategies (Cygler, 2018).

The creation of value through com-
petitive cooperation refers to the total value 
created by all partners, conceived as a super-
imposed value and/or to the creation of indi-
vidual value at company level consolidated 
by cooperation (Bouncken, 2019).

    The long-term planning with im-
pact on partner companies is considering 
resource sharing or distribution of values. 
Some companies have specific conditions 

that determine how they can optimize added 
value from a favourable context. These con-
ditions may not only be achieved through 
the outstanding relationships between com-
panies, but through specific development 
configurations, configurations that can be 
developed through cooperation.

   Experiences influence the levels of 
aspiration or expectations in terms of the 
ability to create value within a cooperation 
(Marshall, 2019). The companies benefiting 
from experiences from previous partnerships 
will channel their attention to the develop-
ment of the next competitive partnership 
where the objectives of the common perfor-
mance of the market and the capture of cor-
porate-level values are as clear as possible.     

   In this respect, four approaches en-
visaged in the analysis of market evolution 
are presented in the following figure: com-
petition, cooperation, value creation, value 
capture. These four approaches underpin 
the development of the market highlight-
ing the characteristics of each highlighted 
perspective.

Figure 1 Four types of interaction within cooperative competition

Source: Adaptation after R. Casadesus-Masanell, A Note on strategic interaction, Harvard Business School, 2013 
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Value added refers to the value that a 
company creates and introduces in the mar-
ket. The actual added value is “The value 
that would disappear if the company ceased 
to exist”. Should a company disappear, then 
suppliers, customers and complementary 
partners would be at a standstill at the mo-
ment and would try to replace it. If they can-
not completely replace the value brought 
into the market by the missing company, 
then what is left is the added value that can 
be attributed to the missing company (Guo et 
al., 2019). Therefore, cooperation at competi-
tive level avoids the situation stated above 
and over time a market development is es-
tablished to satisfy customers and the com-
pany’s targets through strategic partnerships 
(Casadesus-Masanell, 2013).

3.  Cooperative competition models – 
examples from the market

   Most people are familiar with the iOS 
platform created by Apple. This platform con-
nects multiple products (iPhone, iPad, and 
iPod), as well as third-party apps. Apple’s ap-
plications consumer popularity has strength-
ened the demand for Apple products, which, 
in turn, attracted several app developers in 
the Apple ecosystem. The interdependencies 
are particularly strong and obvious when a 
company creates a successful platform be-
cause it encourages a whole ecosystem of 
players. A situation of cooperative competi-
tion is created in one way or another by this 
value-added flow (Evand and Gand, 2019).

Samsung, a direct competitor of Apple, 
but also other companies, purchased in 2014 
SmartThings, while Google acquired Nest. 
Both SmartThings and Nest create products 

for smart homes. Samsung is, also, the Google 
partner through a patent licensing agreement 
and partnership on Android software for 
Galaxy mobile phones.

Therefore, the most accurate descrip-
tion of the working relationship between 
Samsung and Google is that the two or-
ganisations enjoy a dynamic, competitive 
and cooperative relationship in which they 
compete for smart-home customers, while 
there are good partnerships established 
and an open cooperation regarding patents. 
Therefore, we can state that the connection 
between Samsung and Google constitutes a 
simultaneous competitive and cooperative 
relationship.

Another competitive case is the situ-
ation between Tesla and BMW companies. 
While Tesla introduced the first luxury elec-
tric car at a high price, BMW introduced the 
I3 car to enter the electric car market offer-
ing quality at a lower and more reasonable 
price. Tesla considered the consequences of 
its own options to respond to the market 
entry of BMW by assessing the exact points 
(price and quality) to which its business 
model competes with the model of the car 
offered by the competitor. The current Tesla 
strategy is linked to the focused differentia-
tion on its own interest, but also on finding 
some forms of collaboration, more accurate-
ly, selling luxury electric cars at high prices, 
without entering the competitor’s niche. This 
strategy is supported by Tesla’s performance 
in the field of engineering. An important ob-
jective for Tesla is to develop a cheaper or 
more accessible electric car that widens its 
markets, but for such goal to be achieved, a 
huge investment is needed, while other com-
petitors need to not capture this part of the 
market in a dominant way. In this case there 
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is cooperative competition whereby the two 
competitors focus their resources on perfect-
ing the finished product, and do not neces-
sarily desire to enter the competitor’s niche. 
With this approach, customers become loyal 
to a specific product and appreciate the Tesla 
and BMW brand through the uniqueness 
they offer, avoiding direct comparisons and 
confusion at consumer level.

Another enlightening example is the 
partnership between the Ford company and 
the Volkswagen group that officially catalyst 
their resources by making a partnership on 
the construction of commercial trucks and 
vans. Companies will build these types of ve-
hicles together and explore potential collabo-
rations on the construction of motor vehicles 
and electric vehicles. None of the companies 
receives a percentage of the other company’s 
shares, as is the case in the Renault-Nissan-
Mitsubishi Alliance, the Ford-Volkswagen 
partnership being a purely competitive 
cooperative partnership. The Ford and 
Volkswagen partnership will be supervised 
by a joint committee, with an equal num-
ber of persons representing each automobile 
manufacturer. The average-sized truck is ex-
pected to be built for both companies starting 
with the year 2022. This partnership appears 
in a time full of dramatic changes within the 
automotive industry. Almost every car build-
er turns their attention to electric vehicles 
and explores autonomous technology. Many 
of the competitors are increasingly address-
ing the idea of new mobility services, such as 
common fleets of cars, bicycles and scooters.

Both companies have researched the 
necessary technology for electric and autono-
mous vehicles, but there have been different 
approaches. Ford invested $1 billion in Argo, 
a company that initiated artificial intelligence 

in the process of handling a motor vehicle 
and is developing its own software package 
for cars. Volkswagen has a number of differ-
ent partnerships with self-conductive com-
panies, while Audi develops a number of 
internal technologies. The German producer 
did not do so many tests in the real world as 
the Ford company. Ford and Volkswagen 
may already have plans to work together on 
electric cars and all kinds of cars.

The Ford-Volkswagen case represents a 
case of current cooperative competition, situ-
ation suggesting the development of future 
partnerships and other forms of sustainable 
development in the interest of both parties 
involved. While Ford benefited in 2018 of a 
lower profit rate, Volskwagen found that it 
was behind in the technological race for elec-
tric and autonomous cars. Starting from these 
findings, Ford and Volskwagen join forces to 
continue to represent two independent and 
powerful companies both strategically, and 
competitively.

4. Conclusions

Within the successful competitive coop-
eration, there is a concern for the creation of 
a prosperous business environment through 
value added and market development. The 
attitude of being independent should not be 
obstructed by partnerships but, on the con-
trary, it can be sustained through ethical 
and long-term collaborations. Development 
through research, technological progress and 
access to resources must be constant, and, by 
cooperative competition, the activity of such 
companies may be intensified. Cooperation 
between two companies can improve the 
chance of increasing market share for both 
companies by promoting the collaboration 
on multiple channels.
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Solutions developed through coopera-
tive competition can exist in industry, agri-
culture, transport, tourism, education, etc.; 
the facilities that this type of collaboration 
creates can help lower costs by transferring 
know-how and improving processes within 
collaborative companies. Corporate skills 
and resources can be distributed through 
competitive partnerships with the aim of ob-
taining complement resources necessary for 
organizational activity. In addition to the ob-
jective of added value in the market, compa-
nies opt for cooperation at competitive level 
in order to satisfy consumers’ interests by 
developing the mix that characterizes the 
products or services market. The automati-
zation of production processes, the increas-
ing of the quality of products and services 
through cooperative competition will result 
in a solid market growth being protected by 

consumers’ interests together with the inter-
ests for development from the organisational 
environment.

Cooperative competition represents 
a promising approach in this respect. 
Cooperation between competitors allows the 
transfer of knowledge and resources, but also 
encourages the competition between partner 
companies. Many companies that are func-
tioning on similar markets find the advantag-
es of competitive collaboration and conclude 
partnerships that can represent opportunities 
in the organizational environment from the 
perspective of the common objectives that 
such companies may have. Two competitors 
can be complementary, and a co-operation 
agreement can be realised to increase profits, 
to ensure common gains, but also to ensure 
definite advantages for customers.
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