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ABSTRACT

The marketing strategy adopted by any firm

has a fundamental effect on the performance of
that firm

This study investigated the extent to which
the performance of Northern Nigeria Flour MIIl Ltd.

has been influenced by the strategy It has adopted

in the past five years. Use was nade of both
primary (through questionnaires) and secondary

(publ i shed reports data obtained from the conpany.

It was found that, the effective performance

of the conpany has indicated by the profitability

rati os nanely,

. Qoss Profit Margin Ratio
ii. Net Profit Margin Ratio and
iii. FEarning Power Ratio, over the

period covered (1962 - 86).

This performance has been due mainly to the

following strategies adopted by the firm

1. Product Strategies:-

The firmuses several product strategies to
communi cate their product offerings to the consuners.
They insistantly inprove their packing and brandi ng

of their products. Al so nore product |ines were
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introduced to trade up their existing products.

ii. Pricing Strategies.

Their pricing policy has been nainly determned
by (Productivity Prices and | ncones Board) the
governnment and have used cost plus mark-up |eve

determned by the conpany as a profit target.

iii. Pronotion Strategies

Presently, their pronotional activities has
been very limted because of the adequate denand
for their products. Evidence abundant, neverthel ess,
that nore pronotional efforts will be required to

"fall I1n" nore sales in the nearest future.

iv. Distribution Strategies

Their current distribution strategy is that
of selective strategy and narrow di stribution
channel s strategy as discovered fromthe anal ysis.
Hence the conpany is presently able to neet the

targeted sales fromtheir current target market.

Based on the above, recommendations were nade
to enable the conpany cope with the foreseable

contracti ng-demand for the conpany's product in

the future.

The conpany has al so been advised to place

nore enphasis on their marketing departnent as
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i ncreased performance in terns of sales to tota

assets cannot be achieved without strategic marketing
devel oped and inplenmented and the nmarketing

department well situated within the organinational

structure of the conpany.
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CHAPTER I

11 Introdue tlion

To enhance the position of a company, the
effective marketer must take cognisance of the

macro environment and "develop marketing strategies

to respond to it progressively and pr‘oductivity."1

Marketing strategy is the fundamental marketing
logic by which the business unit intends to achieve
ite marketing objectiveg. It consists of a

coordinated set of decisions on

(i) target markets
(ii) marketing mix and

(iii) marketing expenditure level,

It is obvious then, that the task of marketing
strategy is to identify the various market segments
making up the aggregate market, as they difrer in
their preferences, response to marketing efforts
and profitability, thereby giving the company the
opportunity to allocate its effort and energy to
those market segments, It can serve best from a
competitive point of view. And to develop a cost-
effective marketing mix for each target market

that it pursues.

Effective strategic market planning is based

on two important analytical ingredients,



(1) market opportunity has to be done

and the company's capability to take
advantage of this opportunity has to

be assegsed,

(i1) The behaviour of cost has to be understood,

Strategic market planning is a natural growth

of organisational evolution in deversified firms and
increased concern for allocation of limited resources
in cash constrained environment, The central concept
of strategic market planning is that each business
must be strategically defined to take maximum
advantage of such opportunities and that missions

must be assigned consistent with the differences

among them,

The planning of marketing strategy must be
based on information and net guess work. The need

for information is therefore a very basic onec,

NOHPN\L competition, such as branding,
advertising and sales promotions are marketing tools
which require information for effective usage,

Hence both the consumer and the tools of marketing

must be properly researched.

Of course, it would be ridiculous to imply that
all the marketing information required could be



provided by marketing research. This notion is

clearly incorrect,

The process of strategic marketing is a
dynamic¢ one., As markets come, new opportunities
continually presents themselves resisting opportunity
decline, Thus one must plan in order to anticipate
such opportunities and to assemble ahead of time,

the resources and skills required to take

advantage of them,

Strateglec marketing planning is a ayvatematic
method for the effective and efficlient management of
change in the organisation. It includes determining
where the company is to go as well as how it is to
get there, It involves the setting of objectives
and goals and the formulation and selection of
alternate strategles and courses of actlion to

reach them.

Management of most companies have ingremsinsly
pald detailed attention in recent years to strategic
marketing in order to ensure the firms growth,
profitability and viability. This 1s so, because
strategic marketing is seen as a tool for coping with
the increasing risk and uncertainty present in the

firms business environment,



The adoption of marketing strategy has become

increasingly important because as every profesional
manager is probably aware, environmental survellence
has become a necessary component of the strategic
planning process, as a result of the accelerating
pace of change in the firms economic, social, legal,
political, technological and competitive environment
and thus ldentification of opportunities anda risks

in these environmental factors can silgnifcantly alter

expected operating results and buslness forecasts.

The attainment of efficiency and effectiveness
through strategic marketing stem from the important
roles of strategic marketing as a planning tool which
entalls regular measurement of program towards
objectives and goals, It identifies and analyses
opportunities, strengths, weakness praoblems and
threats and sets priorities for capitalising on or

overcoming them g0 that company resources will be

put to the best uses,

The Northern Nigerian Flour Mills (Ltd. Kano)

adoption of strategic marketing will thus be viewed

from the following perspectives:-

(1) How the company performs in recent,

years with regards to sales; profits

and market shareg,.



(ii)

(iii)

(iv)

1.2

(1)

(i1)

The current position of the company to see
whether it gains, looses or hold steady

sales, profits and share of market,

The short and long run marketing objectives

of the company and

The present strategies the company has,to

attain the objectives,

Definition of Terms

What is a Market? Before defining marketing

we should be sure that we know what a market
is. According to Victor Buell (1985 Pg.18),
"A market represents the aggregate demand of
the buyers and potential buyers for a product
or service over a specific period of time."2
Philip Kotler (1980 Pg. 21), defined market as

"the set of all actual and potential buyers
of a product."3

For the purpose of this study the later
definition will be adopted.

Marketing:-

There seem to be as many definitions

of marketing as there are books on the subject,

Marketing commonly is defined in economic, lepgal

or managerial terms.

.



Philip Kotler (1980 Pg. 19) defined it as
"human activity directed at satisfying needs and
wants through exchange processes.h On the other
hand, marketing has been defined as "a total system
of business activities designed te plan, price,
promote, and distribute want-satisfying goods/
services to present and potential customers“5

(William J. Stanton 1981 Pg. L).

For the course of this study the earlier
definition will be accepted.

(iii) Strategy.

"gtratogy" a term borrewed frem the military
has crept into common usage almost everywhere, 1t is

derived from the Greek word 'Strategos' meaning a

general.,

William and Jauch (188l, Pg. 8), defined strategy
as " a unified, ccmprehensive and intergrated plan
that relates the strategic advantages of the firm to
the challenges of the environment and that is designed
to ensure that the basic objectives of the enterprise
are achieved through proper execution by the

organisation."6

K. R. Andrews (1971 Pg. ) defined corporate
strategy as "the pattern of major objects purpose or
both and essential policies and plans for achieving
those goals stated in such a way ags to define what

buginess the company is in or it is to be."7



According to Chandler (19 62 Pg ), strategy
is defined as "the determination of the basic long-
term goals and obJjectives of an enterprise, and the
adoption of courses of action and the allocation of

resources necessary to carry out these goals.“e

Anthony R. N. (1965 Pg. ), also defined it
as "resulting from the process of deciding an
objectives of the organization on changes in these
objectives, on the resources used to attain these
objectives, on its policies that are te gevern the
acquisition, use, and disposition of these

9
resources "

"Strategy refers to the formulation of bhasic
organizational missions, purposes, and objectives,
policies and program strategies to achieve them;
and the methods needed to assure that strategies are

implemented to achieve organisational ends"

(George A. Steiner & John B. Miner 1977 Pge7). °

This last definition will be adapted for the

purpose of this research.

(iv) Marketing Strategy.

Victor Buell (1985 Pg.188), assertained that
marketing strategies are "major plans (or methods)

for achieving major objectives or goals. While



tactics are plans or methods devised to implement

"
the strategies."

Philip Kotler (1980 Pg. 88), right)y put it
as "a set of objectives, policies and rules that
guide overtime the firms marketing effort - its
level, mix, and allocation - partly independently
and partly in response to changing environmental

and competitive conditions.,"'?

According to P. Murphy and B, Enis (1985 Pg.8),
Marketing Strategy focuses explicity on the quest

1
for long-run competitive and cconsumer advantage," 3

Philip Kotler's definition will be used

throughout the course of this study.

(v) Marketing Mix,

According to P. Kotler 1980 Pg.88), "Marketing
mix is the set of controllable variables and their
levels that the firm uses to influence the target
mar'}qet."1h Any variable under the control of the

firm that ean influence the level of customer

response is a marketing mix variable,

Various attempts have been made to develop a
list of basic marketing variable, McCarthy

popularized a four-factor classification called the

4Ps viz (i) Product



i.

i1,

(ii) Prices

(111) Place
(iv) Promotion

Product: (Philip Kotler 1980 Pg.88) "A product
i
is anything that can be offered to/market for

attention, acquisition, use, or consumption,
it includesphysical objects, services,

personalities, places, organisation, and

ideas.“15

Victor Buell (1985 pPg. 23), defined it

as "a marketer's offering as perceived by the
market."16

Most organisation market more than one

product. A group of related products is called

a "preoduct line,"

Price:- Price is the amount we pay in exchange
for a product. Price is the only element in the

marketing mix that creats sales revenue, the

others are cost.

According to Kirtz D. L. & Boone Louls
(19 Pg. 320) "Pricing is the exchange value
of a good or service and the value of an item

is what it can be exchanged for in the market

place.“17



iii.

v,

Ve

vi,

10

Place:= Most of the time our mass

distribution system provides us with the
and
products we want at the time/place we want

them, Distribution involves the physical
distribution and middlemen, who makes it
possible for what a firm produces to reach
the desired target market at a convenience.
"Channel of distribution also known as
marketing channel has been defined as a path
traced in the direct or indirect transfer

of title to a product as it moves from a

producer to ultimate consumers or users."18

Promotion. wjilliam J. Stanton (1981 Py, 20),
assertained that, "promotion is the ingredient
used to inform and persuade the market regarding
a company's products, Advertising, personal
selling, and sales promotion are the major

promotional activities,"19

Target Market: Patrick E. Murphy & B. Enis

(1985 Pg. 210) defined target market as "a
segment at which a marketing organisation

aims at a specific marketing strategy,"”0

Market Segment: "A market segment is a pgroup

of people with homogeneous needs - for which
an organization might provide a product!

(P. Murphy et al 1985 pg. 197).21
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vii, Market Srgmentation,

According to Phillp Kotler 1680 bg, 195)
"Market segmentation is the subdividing of

a market into district subsets of cusntomers,
where any subset may conceivably be selected
as a target market to be reached with a

distinct marketing mix."?2

Patrick E. Murphy at al (1985 Pg. 198),
assertained that "Market segmentation as the
process of breaking dewn the total hetrogeneous
market (environment) into smaller, more
homogeneous groups with similar needs that

the organisation can successfully satisfyu"23
The former definition will be used for the
purpose of this study.

1.3. Objective of Study

The general objective of this study is to make
a critical analysis of the marketing strategies of

Northern Nigeria Flour Mills Limited Kaneo and make

recommendations where necessary,

Specifically however, the objectives that this

research is design to meet are to:-

i, examine the strategies persued by the
mill in regpect of its product, price,

promotion and distribution

ii. find how the market is currently being

satisfied through distribution.
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iii. find out the length of their strategy period

ive [Iind the level of involvemenl 1Y manapement

levels.

ve find out types of experts involved in the

formulation of the strategies,

144 Scope and Limitation of Study

This study focuses on critical analysis of
marketing strategies of the Northern Nigeria Flour
Mills Limited Kano. 1In respect of their products,

price, promotion and distribution,

Also in this study a random sample of dealer

and end vgers will be interviewed. Dealers have
fixed date of collection within the month to collect

their allocations.

Where necessary reference will be made to

Nigerian Flour Mills Apapa Lagos, since the Kano Mills

grew out of it,

1.5 Methodology

1e541 Thia research dewells malnly on secondary data
but primary sources in the form of interviews will

suppliment this effort,
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The interview questions will concern the
formulation of marketing strategies, the leve] nf
management involvement and length of stratepgy period,
Also questions will be asked on the following stratepgies,
pricing, product, promotion and distribution., And
finally their position on backward intergration now

that wheat which is their main raw material has been

banned .

Secondary sources. The study will make copious
use of relevant literature, Such as texts; annuals,
news letters, marketing Jjournals, published works
that are related to marketing strategy in Nigeria and

official records kept by the organisation.

This methodology is hinged on the fact that it
i1s a case study of one organisation., Questions on
Business definition, mission definition, formulation
of functional strategy etc. will be addressed to the
top management of the organisation who, it is believed,

are responsible for strategic market decisions.

1.5.2 Method of data Analysis:

The critical analysis of the marketing strategies
of Northern Nigeria Flour Mills will be carried in

two main forms, Attempts will be made to qualitatively



1)

assess the position of the company in terms of
their short and long run objectives. This
assessment will be done by examining the present

strategies of the company aimed at achieving their

goals,

These strategies Iinclude;-

i. the company's pricing strategy

ii, the ccmpany's product strategy

iii. the company's promotional strategy

ive the company's distribution strategy.

Emphasis will be placed on marketing - their
present level of performance with the standards
Bet, to see whether the company has been effectively

applying their strategic marketing efforts,

Secondly, the study will uncover through
quantitative means the growth rates in terms of
profits, sales and expenditures to assertain their
level of performance. Also some financial ratios
such as their profitability ratios snd coverapge ratio

will be calculated as measure of their performance,

Finally, a comparison will be made between
the adequacy of their present strategies vis a vis
their achievement in terms of both short and long

run objectives,



CHAPTER 11

LITERATURE REVIEW

2.1 Evolution of Marketing.

Some people date marketing as beginning with
earliest man and call it the worlds oldest profession,
Some even say marketing predates Man 2h(l-{cot‘._].m" 1950
Pg.6). Others argue that marketing began when mankind
first engared in exchange of goods i.e. bartier,

Barter evolved into the art of selling and recefved

high expression in very early civilization,

Peter Drucker, (1973:62), thinks that "Marketing
was invented in Japan around 1650 by the first member
of the Mitsui family to settle in Tokyo as a merchant
and to open what might be called the first department
store.“25 He suggests that marketing did not appear

in the west until the middle nineteenth century at

the internatlonal Havester Company.

Marketing has not always, held a central role
in business organisations. During the developing
phases of an industrialized society, the forces of
production concentrate on supply of the basic and
relatively homogenous needs of a population having
limited discretionary income, A:; the techniques of
mass production bring down product costs and workers

income go up, demand increases for both guantivy and



variety of poods, competition for markets prows as
capltal availability encourijes the establishment
of new companies. As consumer discretionary income
grows, markets begin to sepment, New markets appeor,
and consumers begin to demand services, education,
travel and other manifestations of more affluent

societies.

It is in the later stages of these development
that marketing assumes the form in which we know it
today. According te V. Buell 1985:5, "If we look
at roughly the last century of United States history
we can see three periocds of businegs orientation,
each adapted to a stage of economic and sccial
development. These perjods ccn be described as
production orientation, sales orientation and market
orientation. Currently we are in a fourth period -

market combined with societal orientation," 26

A Brief History of The Development of

The Marketing Concept.

i, Producticn Orientation.

Companies were essentially vroduction-oriented
from the later part of the 19th Century to about 1970,
Emphasis, then, was on filling the demancd for basic
commodities, A typical family had little discretionary
income and there was little ddmand for products not

associated with filling these family reguirements,
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Demand usually was supplied by the preducers percertion
of consumers needs. Product design end product lLine
were heavily influenced by manufacturing considerations,
Management's attention was primsrily directed tow:.rds

improving production methods, increasing cutput ond

lowering costs,

ii. 8ales Orientation. The period of sales orientation

covered roughly the years from 1920 to 1950 with the
exception of the Great Depresion years. This period
was charactertised by a pradual rise in discretionnry
income, emerging demand for differentiated prodncts,
increasing competition and expansion of distribution
channels, Although product decicions continucd Lo be
dominated by what the production department wanted to
make, the role of sales became very important, With
production department capable of turning cut increasinrs
quanties of goods through experience effect comnany

success began to turn on the ability of the salez feorce

to move inventories,

iii, Market Orientation,

This covered the years from about 18%0 to 1570,
this period was characterized by a continuing chift in
business emphasis to understanding and reactins to
changing markets. The dramatic rise in consumer
discretionary income following_the World War I1
created demand for new product and services. Mass

ownership of automobiles provided mobility and



18

encouraged development of suburbs, new shonninr
parttern and changes in distribution method:. /nd
as such, markets became more segmented and comnlex,
Product life cycles were shortened. With tho:oo

L™

conditions, production pecple were no lonrer in a

position to determine accurately what woula o011,
Selling skills were not sufficient any more tn
overcome the problems created when products were
not attuned to a more discriminant market cemnind,
In order to provide a better fit between m:ri ot
demand and company offerings and teo provide !ar better
coordination of marketing activities, comnanics

recrganized assigned increased responsibilitic:n Lo

the marketing department,

Marketing took on the role of analyzin prkets
and interpreting the needs, wants and preferovcen
of these markets to the engineering rescarch o
research and development and manufacturing deoirtrents.
Mpre sophisticated approaches were developed o fulfill
the traditional marketing recles of product =romotion
and the management of distribution channel:-, ‘'thuso,

the role of marketing in pricing increased,

Finally, the marketing department bec:un: Lhe
focal point for the development of corporate niriteries

needed to adjust to market chanpes.,
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ive Oocietnl Crientation,

When man: poment adopted the merketine conecent )

little did they foresee the envirommental problemn
or chanpes in cociety's values thit coculd raicze
}NJP::tirnx about. the market oricntatiosn phila:onhy,

in terms of our knowledpe about pollution, finitene::
of raw materials, and the apparent inability »f our
economic system to eliminate poverty, seme people
questioned whether what iz pood for the individual
consumer is also good for the society, llational
poliey nand buninern pnliey in tempering conecrn tor

the consumer with concern for soclety as a whole,

Marketing policies attuned to serving the
market as the market wants to be served han continued
to represent morden company policy, But we are slsco
seeing market-orientation decisions modified by
societal concern, as a result of both 131%w -md

responsible munapgement policies,

2.2+« Marketing Strategy,

All orranisations, particularly in developing
countrics, there js Lhe need for an offecljve systen

of marketing their products in other to achirve their

objectives for which they have been eostabliched,

na

Whatever the nature of demand for a company's
product, a ctrategic marketing of the products including

the noame of the ovpmnisation is required to mointain
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the highly neceded cucstomer or societal vatlronage,

There is thus, the high demwmd on marketine erxecutivers

of today to think more atratepicnlly in their

market manapement,

What then is marketing otratepy? [joaerdineg teo
Kotler {1980:?7?),"A marketing strategy is a eonnirteny,
approprlate snd feanible set of principles theaarh
which a particular company hopes to achieve its

long-run customers and profit objectivesn in n
particular competitive onvironmnnt."P7 From the

abover the objective of marketing stratery 1o clear,
that, it is aimed at the processes of ashieving the

orpranisational goals and obgediives,

As rightly put by V., Buesll (1202 @ 19),)
"Strategy sometimes is.deseribed om the internal
(company) response to the cxternal onvir{nmfnt.”7ﬁ
That is, it is the totality of all efforts internally
decigned by organisntions te convert extern:)
opportunitics te cdvantage and Lo elimin: Lte or reduce

the effect of external threat to the company,

Accerding tc Buell (1985:191), strategic planring
has evolved over the years. IZtrotersic planning

adaptation was hastened by changes In the market and
businesns rw1vi:1unnorn;.?9 Turinr Lhe 1900 qaed 19560
most well monaged companies enjoyed substantial
growth in sales and profits as their merkel share
expanded and as increasingly affluent concumers were

willing te buy new preducts snd pay were Do
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improved preducts and services, In the 1970
environmental changes breeame sppnrent, and o boeaced Ly
growth rates of even the best m:nsped cemnrnies,

The following fnetorn = alnwor p#pulation ol soonontn
growth, changing consumer atlitudes towards consumpti-i,
rapid inflation and the higher ceonts for environment-)
protection measures, have caused business manapement

re-examine its traditional appresches to prowth,

The strategic market planning concept hnrc praoverd
useful in meeting these new crndiltions, in that it
emphasizes both realistic aporaisal of precent and
probably future canditions and creative thinking aront,
alternate means of nttaininpg carrariate ok jective:s,
Marketing strategy appears to offer advantares Lo more
companies faced with slower prowth markets, motuareine
product 1ife cycles, and cuntemers resistont Lo hisho:

prices and products without significzant differentiation,

Strategic market planning §n no way precludes Lie
need for shorter-range tactical plarning, 1In establi-shed
industries, success ccmes to comnanies with the hest
product, pricing, distribution »nd premotionnl plan-
and to those that are the most sPillful in their
implimentation. A marketing stratepy witk hirh
priority, is effective in penetraticn of existing
markets. Both kinds of plannine- are needed in an
uncertain business climate, "Cne study of ninety-nine

companies found thal marketing ~trotepy wan recievin:
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more thoughtful attention than ever before -1t that
a sizeable majority of the executives nurveyed wyere
working to formalize the linkapge between tihcir chart-

. . . 30
term marketing plans and their future intentions, "-

According to Abell and Hammond (1979:0) "/ strategic
market plan may be thought as involving four sets of

re lated t:iecir:lon:-::"-.H

(L) Defining the businessjy- Orpganisations must

determine, who are the customers to be served,

which needs are to be satinfied nnd tho ways that
will be employed to meet these needs,

The organisation also have to find out if there

are significant recognisable differences in the
customers that may warrant segmentation,

(ii) Determining the Minmaion of the business = what

are the performance expectations in terms of salesg
growth, market share, return on investrent, net
income and cash, This requires market opnortunities

ond company capabllities as well as a repard for

overal corporate objectives,

(iii) Formulating functional Strategies:= Manufacturing,

research and development, service, perzonnel and

physical distribution (etc.), strategies. can only

be formulated in detail after the businers has

been defined and its mission determined aond
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(iv) Finally, budgeting. Here is the determinatiosn

of resource allocations and budgeis for carrying
eut the plans. It is also at this stage that
specific financial decinions are made and proforman

income statements, balance sheels and cashflow

statements are projected,

Effective strategic market planning is based on
two important analytical ingridents, first, market

i Lo
opportunity and second the hehaviour of coate,””

According to Cundiff and Still (19713 S€h),
"a company's overall marketing stratery connicts of the
competititive poeoture it assumes in the markot nlnco."3?
This may be either defensive or agrrerive, deepending
on how firmly established in the market is the company's
products and the nature of the environmont in which
the organisation operates. A dynamic environment demands
more from a marketing monopger in terms of sceurste
forecast of future situations and decisive Jjudgement on

observable market characteristics,

According to Kollat et al. (1972:32), "Marketing
is perhaps the most dynamic complicnted and challenging
function of business. Indeed, more and more busine:-men
are recognizing that marketing success is a pivotal
determinant of cornorate succnsn."Bg

The output of strategic manapgement is the development
of corporate objectives and the strateries for the
total enterprises which includes, the indentification

of the firms mission, its specific ohjectives, and {itr
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stratepgies for achieving thesne sbhjeebive:, Marketing
stratepies provide linkage between the sirategic

plan and specific marketing programs. Viarketing
strategy should be consistent with, and contribute

to the achievement of the objectives spreified in the
strategic plan and provide an integrative focus and
direction for all marketing activitje~, /~L manter

mar eting strategy usually includes murkeling
objectives the specificatlion of gspecific market
targets, a general marketing strategy and in some

instances marketing nonlicies.

Eugene Kelley (1972:80) assertained that "stratepy!
in the broadest sense, is a dynamic action=~oriented
blueprint to accomplish 'company miszion' 'businesns
goals' and functional t}'o‘jccLives.“’,'il The tws important

components of marketing strategy arcis

i. a definition of market targets including

the types of customers the firm wishes to
reach, and

y S “Composltluu of a marketln; mix.' HNarket
targets delinate the specific objectives
established after the agsessment of
marketing opportunity and ihe determination
of the corporate mission and marlketing
objectives while marketing mix is the
combination c¢f manpower and olher resources

and imputs needed in marketin programs
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to fulfill objectlivesn and plans In the
market place, An integrated merketing
strategy rests on a managenent philesophy

that, is based on planning.

For a succegsful marketing o forts, o compiany's
marketing strategy will have tc toke several factors

L

into account, including:~

l. the company's competitive size and

positicn in the market,

ii, the company's rescurcez, ol jective:,

and policies.,.

iii. the competitor'a marketin, strategles
iv. the target markets buyinge bhehaviour
V. the study of the product lifecycle ana

qt
vi. the charncter of the cconomy””

1. Ccmpany's Competitive Size - losition
In The Market,

The marketing strategiec thaot ecan be adopted by
a company depend on the company's competitive size )
position in the market, Bacleally, there are Cour
catepgorics of position a company c:n fall into in the

market,

i, Market leader
ii, Market challenger
iii, Market follower

ive Market UNicher,
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The type of strategiec to ndent I managing
the various anpoctn of Lthe compny s operations
depends te a very large extent, on Lhe positicn the

cempany finds itself in the market,

In almost every industry there is a firm thot,
is acknowledged as the market leader, This firm
has the largest market share in the relevant preoduct
market. It ususlly leads the other firms in orice
changes, new=products introductiour, dictribution
coverage, and promotional intensiiy, ‘The lender
may or may not e ndmired or resnocled, bul other
firms, will acknowledge its dominsnce, The leader
is an orientation point for compelitaors, o coumpany

to either challenge, imitate or =veid,

Thus, a leader must maintain a censtant
vigilance. 1It's marketing executives must be highly
skilled in applying marketing strotesies that are

multifunctionnlly dimennionnl, For instance, a mark:s 4

leader can expand its total morket by -

i. Introducing New tisers. ™uery preodunt
has the potentinl of attrncting buyers
that arc unaware cof the nroduct or
resisting it due to its onrice, failure
to supply certain featurez or take nome
forms. Manufactures or take some forms,
Manufactures can search for new uces

frem three groups, for example,
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-Trying to convince women wno do not use porfume

to use perfume by a perfume mmmufacturer (market,

penetration strategy).

-Convincing men to start using perfume (!low Market

Strategy) and selling perfume in other countries

(geographical expansion stratery).

ii.

iii,

11,

New Uses, Discovering sand promoting new uses
for a product is another way of exnanding ones
market. For example, Vaseline petrolleum jelly
is currently being advertised showing its
different uses - hairdressing, nanopy rash

treatment, skin ointment ctc,

More Usage., Yet another market exnmannion stratepy
is to convince people to use morn of the praduct
per use occasicn. Manufagturers of Delsun Blue
Shampoc indicates on the direction that two
applications of the Shampoo instead of one reduceg

dandruff. This will lead %o increase in sales,

Markot-Chnal lencer Stratericon,

When a firm occupies second, third or fourth

position in an industry, it is known oo runner-up

or trailing firms. Though smaller than the market

leaders, they may be quite large in their own

capacity. They can adapt two nosture:s, They may
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attack the leaders to rain more m riet share
(market challangers) or be eontent to be markot

followers,

Market challengers can gain morket shose in

three ways:=

(i) Direct Attack Strategy
(ii) Back door strategy

(iii) Guppy Strategy,

The Market challenger seekin: sn advantace
vis a vis competition have severnl strategies to

adapt.

i, Price discount Strategy. This is the
major attack stratery for challenpgers
means offering buyers n product of
comparable quality to the leaders ot
lower price. For this strotepgy to work,
some assumptions must be sntisfied,

- the challenger must be able to convince
‘buyers that its products/:ervices are of
comparable quglity to the leaders,

- the buyerc must be sensitive to the
price difference and feel comfortable
about turning their back nnd existing

suppliers,
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As rightly put by Philip Kotler
(1980: 283) "substantlinl promotional spendin
however, 1is usually ncil a sencsitle stratersy il
the challenger's product or advertising mcosare

exhibits some superiority over competitors,"-

Therefore a market chellenger has little
success in relying on only one stratepy in
improving its market share, It therefore b Lo
desipgn a total strategy thiat will improve i

position overtime,

IIT, Market-Follower _ipratcgjec,

some: smaller Compandc:, mny choone net. L nbhnel
the market leader, This challenge is neot t
lightly by the leader, I the challenper: obre o
is lower prices, improved services, additi-n I

product variants, the leaders can withstand L)

P

and defuse the attack, Therefore the chall 1 o»
to be careful in attacking the leader. lInl-
market challenger launch iz a preemptive =irtl:
a substantial product innovation or distritalion

break through, The challen;er normally neblils

for a follower rather than o challenper,

Most companies do not steal each other
customers but they present similar offers cauv’ oo Vo
to buyers by ccpying, the leader, Thus mo-led 0 o

remain highly stable,
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IVe Marizet-Niche Stratepien

Smaller firms attempt %o occuny merket niches
that they can serve effectivelr L' rowrh spreialization,
Smaller division of larger camr-nirs are alnno

interested in market nichine.

An ideal mnrket niche h== ' o “~)lowing

charactericticn:-

=the nich is of suffici- ni i rnd purchasing
power to be profitable
-the niche has growth nnotr ' 10
-~tne niche has been by v LT neplected
by major comprtitor:,
~the firm has supeior comnetrrcirs to serve
the niche effectively,
-the firm can defend it: »esiiion asrpainst an
attacking major becaur~ 2 i roodwil] it
heos built up.,

Specialization is the key i.o. in morket
niching, There are ten speci-li~% role tpen to a

market nichnr.

A knowledge of buying bel:oviour helps in tarpeling
our marketing offer to be able Lo crtisfy the
consumer,

"It is imperative thnt the
marketing executive lnow who

his eustomers are :ww! Lhat
he be awiare of tioir chonying
wants and needs.s l'veooers

must be anticipat-r- =7 the
future who consider ihe chanpging



environment, the chinging behaviour
of custowers mul Lhe eftfects of these
chanpes upon the present ane future M/

There is also need for a knowledpe 20 '«
stages of the product 1lifc cycle for effectlive
strategic marketing, The type of stratepy &
applied at a partioular time depends upon Lo
nature of the producl i Lhe zntopee of 1t 1]

cycle, The different «t: ¢z are, when the

is introduced, growth, m turity :nd finally,
product declines. According to Kelly 1977:87),
"Effective product stratepy usually requires Lo
integration of new products with existin

and with the markctin;, -l wanufacturing coo P00
of the firm."JB

2.3. Marketing Stratepy Lffcctiveness

According to Bonama (1984:69), Present "~ p
Management do not nedd answers to questiono
astrategy but increased ntitention to morketin
to the synoposts of pgorod wmorketing man:gemn
direct clever stratopic: Loviads suceernsfal

place results.

"It is A lot @agier to think up olear

marketing strategies than to make it work und-r

4

company competitors and cuzstomers constraint:."‘)

Marketing strategy nd im;rlirn(.-ntuti'm P, e

each other. While strategy obviously affect: «cti-

execution also affects mrketing strategies o

31



over time, It is not hard Yo dirgnose m-:rketing
implementation problem:s vt Lo dicstinguish bebuyoo,
them from strategy short fulis, despite the fun:y
boundary between stratepy vl erxecubion, lar

implimentation can disguise good <trategy.

J

When strategy is inanoroprisnte and implewront *'F
poor, implementntion short cemings may wacdh pral)

s 4 soa She

with the strategy, not only iz failure the praoboil
result, but such features will be especially
intractable because c¢f the difficulty in identifri:

the cause of the problem,

When strategy is appronrinte but impliment-Li
is poor or vice verza, dio nosin become: trucky,
"Poor marketing execution, m:iy cause manapgement Lo
doubt even nound ctratepie: beergoe they o
ho

by implementation inadequacios,® Poor execusini:

hampers confirmation of the ustrotegy's rightness
and can provoke unnecessary change, “hen gtrate-oy
is inappropriate ond execution excellent, m=n:g-
usually wind vp with time rconise ma fix its
strategic mistakes, 1t is hord teg predict !

Flt

.

of inappropriate strategy c-upled with grod execy i

Two points that could haolp managers diagnocre

marketing strotegy ilmplencnlaticn ares-

(1) Poor execution tends to mask both

the appropriaténcss and



(ii1) The inanpropriatencsa of str

Therefore when unsure of the causes "

marketing perform:nce, managers chould 174

T

marketing practices before marketing str i.0

ad juctments,

Good practice in murketing could em ' = “im

strong sense of idenbity :nd of direction i

marketing policics,

Customers should continuously be avnc L
to including the trade distributers in o 1
unusual ways. Customer concern is an iy 1 7wt
of the culture and iz always prominent in ihone
of the best implementiers, OUpecial care
taken to see that end userc also profit in

of the true value of money they spend,

Management should be able to and wi!line t-

substitute its own skill for short-comin

[

structure,

Finally, the imvortance ¢f executive: ) o

deminate the import:mce of the execution oo e

That is to =zay th.t wrketing (and other)

are top management 2nd should be treated -7L%

the latitude as deemed fit. Top exeuctivn: Iu 'ny
company should encourare their follwers to challenge
and question them bre-use it is not alw:y it:}e

for those at the tep to be right. Man- =« <1 m)d

concentrate on one or twe marketing funo'’ €

33
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fosters and matures into o compebti ive i Linction

through expertise,

Therefore, pood implementation
guarantee of rood market place raoouli-, ere is
Jjust too much luck, competiti=e jJoclain: :rvd rdnun

right customer perversencss involven "o hore for that

sort of predictive accuracy.

For any organisation to be able Lo 'unw the
ef fectiveness of its merketing str b (© “ter

implementation) it must conduct a m » = Lo audit,

"A marketing audit is a comproiicn: i
pystematic, independent, and periodic, " rinstion
of a company's or business units - n
environments, obJjectives, stratecics - -clivities
with a view of determining problem
opportunities nnd recemmending a vl-m 7 cLien Lo

improve the ccmpany's marketing per orn ﬂﬁg."hj

(Denis Tootelinn et al (ed) 1280:li7 1),

According to him, a complete uriit
should cover the cuestion of the ¢ 0 o iw oo of the
marketing and sales organisation o o)1 1 the
quality of interaction between murit -Lin: 1 the
key management functions such as momf ¢ iping,
finance, purchosing, and research ‘onment.

At hard times o firms marketing or pbians, munt
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be revised to achieve greater ef cctivenens within
the firm and the market place, Firms withoal prodocy,
management systems should censider introducing them,
and firms with these systems m:y w-nt to drop them
and try product teams instead, Jume companies would
want to redefine the role coneepl <7 & product

manager from being a promotional monager, There is

also the issue whether the decizion making resuonsibilits
should be moved up from the brand level to the nroduct
itevel, ‘'the firm should also address itself to the
perennial question of making the or wnisation more
market-responsive including the no- ibility of

replacing product dimengions with mw rketecentored
dimenslonss Lastly, the sales or cmdestions oo

not often fully understand marketing and as such the
sales men should be trained andd uell achieve fregter

marketing effectiveness,

For marketing strategy to be effective the
organisation should audit the comn:ny'cs marketing
straotegy to see if it is well-poztured in the light
of the opportunities and nroblems fneing the comnany,
"The starting point for markcetin crtategy nwilit
is the corporate goals and objnctivﬁ;.“hp The
auditor may find the objectives to be poorly stated
but inappropriate given the comn:my's resources and
opportunities. For example a comp ny had set a growth
objective for a particular praduct Yine at 1705, Bt

the total market showed no growth ud competition wan
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The nmurketing =udit reveals, if n«v
is being carried 2n ithout uderuste gyste

plauning, implement tion and control,

Marketing audit 2lzo includes an =2f oot
examine key accounting doetn to deternin-
firm is making real »rofits and what, i o
marketing cost could be trimmed. linrteting coot
accounting orinciple seeks to menzurs % rrinal
profit contribution of different nroducti., end user
segments, marketing channels, and sales ftorritories,

Zero-based budgeting is another tool used for

investigating and improving marketing oroductivity.

In marketing functicon audit, the or: done ug
to this stese might begin to stress on ccrt=in key
merketing functions which are perfornin: pcorly, for

example, sales force problem th:t o very decep or the

auditor might observe that the advertizl. huwdrets =re

2z

prepored in an arbitrary fnshion and such thiinegs a
advertising thenes, median, and timin; -ro not

evaluated for their efrectiveness.

Prom the foregoing, it becomes n-Lin nt to
notify mau:rge:ment of the desirability I c:rrying
out marketing audit to test marketing. zir tegy

ceffectivagess.

According to Dennis Tootelian et 2l (1220:4€L),

for any marketing strutegy to be effective, it must
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L zble to provide answers ts the follovin

uestisng -

is Are the corporate objectives cle rl
- uJ

stulod i e they lead logic:1ly to the

marketing objectives?

ii. Are the marketing sbjectives st2ted in
a clexr form to iuide murketin: ol rning

nd subgeuent Performnnec me g 108 Avd

iii, Are the m2rketing objectives AW ronriate,
iven the company's competitive 22u1tisn,
ressurces, and Opportunities? - the
appropriate strategic objective to
build, hold, harvect, or tepi- o« this

busine:s?h3

The abave iwestisnsdeserve sericus ttentien
it the formuliution of effective marketing str:tegies
Leczuse the mnrketing objectives are tie covne clements

th:t determine which strotesy will be fonsible,

iv. Yhat is the cops marketing str.te;y
K for achieving the objectives? 1. it a
sound marketing strategy?
Ve Are enough resources budgeted tq

accomplish the marketing objective-?

vi. Jire the mirketing ressurces NL1Loac Laed
optimally to prime mirket seguer

-
R

territories and products of the organic=tinsn?

-t
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The murketing wudit reveals, if m
is being carried 211 1tlout udecuste gyste

plauning, implement tion and centrol,

Marketing zudit :lso includes an 2f =L
examine key accounting donta to determine
firm is making real -rofits and what, i oy
marketing cost could be trimmed. Ilinrketing cost
accounting orinciple seeks to menzurz & rrinal
orofit contribution of different oroduct:, end user
aegments, marketing channels, and sales torpitories,

Zero-based budjeting is cnother toal wied faor

investigating and improving marketing croductivity,

In marketing function audit, the rorlt done up
to thisc steorze might begin to stress on ceiot=in key
mi.rketing functions which are nerformnin' pocorly, for
example, sales force problem th:t go very deep or the
zuditor might observe that the advertizin, budpets sre
prepared in an grbitrary foshisn and guch things ae
advertising themes, media, ind timin; “rc nst

evolunted for their efrectivenes-s,

From the foregoing,-it becomes notintut to
notify mausgement of the de~ienliflity [ e reylur
out marketing audit to test marketing str tegy

effectivaness.

According to Dennis Tootelian et 2l (1280:L€EL),

for any marketing strutegy to be effective, it must
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vii, 4are the marketing resowre~z alloented

optimally to the m~njor -~
marketing mix ie product
sules force, price, ndy

wnd disteribution?

2.4 The Structurnl adju toe:.t

lewents of the
nuality, r~orvien,

ctising, pronstisu

L roprramme (5/P)

cnd Morketing Strite_iae

-

1: ! igoria,

The government's overde e
ma jor source of foreign e£xch
neglect for other viasble antic
contributed to unfuvourable

Rigerio.

In an attempt to comb.t L

Federal Governuepnt came u» i

restructuring stroategies undoo

AJustiment programme (SAP),

niient on 0il =z 2

e corning oand cubcs

n:: like sapricultarse

coanomic situsticon ia

15 cituation, too
nacknge of ecain

the Structural

The structural adjust ont crogramme emerped

self-imposed economic measulr:.

the nation's battered economy.

Marketing as the nerve co

activities has bren uffected

tne of the reasons for

were producing below capacity’

down. Importec¢ and manufactur

alised at restructisl

ntre of business

s this programme.

ae Is thut, fattories

t-ul some had closed

=

e roods were in sheie
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supply ~nd agricultur:l products were vcrv I icouvlt
to come by, Due tu U« forelun exchznge - .. ' ks
manutacturers could 1ot obtain rew mater’ 1

good., Some of them wrere therefore, forc - {10 Ul
loc2l substitudes, nny of which were nct ?00&
enough. Manufactirine subsidiaries gul oo 0
Ko warrants were given, as marketing men 0.7 e
that consumers be ing for gnasd do not d:=:o o,

warranty facilities,

The era also witheryed o high pote 20
both by the com=erci:l houses and indi/ir ! consuners,

Commercial housez ho rded for cpeclitive

L

while individunl=z lic rded bhecaune they
confidence in the 2ccuomy #s they wer: - RV ¢

the next consirgnmcut of 20ds will arrive,
According to Clonrewaju (1287:11),

"Marketin:, 1eseorch, diving thi
period w 7 not totally neglect ’
many conyy iilos with sisnific ¢
market aht 'oa did not roducse ol '
nornal erncrditure in marketing
informaticu wctivities while ot
with low ch:res hardly botherzod
about it, zince they salways zc2ld
whatever, thcy had to offer the
"+ market, ‘his proup relied
heavily o intultion :nud juens

?

work, while cutting cos}r to
increasc rofit-m:rgin.“4
Furthermore, -romstion on the one L > Tved

a lot of attention ‘‘uring the.period. 3 “nous
companies participuted in international tr:de . Irs,
pharmaceutical sales wen were fzund in o SULE

Onitsha and within L ;. 0s, introducing now
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to potential cu. tomers, massive prec: it . .ctrohic
P ’ I

[T,

advertisement - nd the recent innov-tion e . TA

sponsorship prc_ .rommes, huve since u.ou gL 08 - g
For exuample, the liew Masquerade is -~ Yy

Co-operative nu Commerce Lank =n thie " 2w 7illage
lHeadmaster by Lcver vrotheprcs !'ig. u© R -

mention n few.

It was in the 1ight of these t.. © © ¢ overnrent
introduced the siructur:l ndju-tuent 1 Qe
The specific objectiven, a2ttordin: L. Chuv v “niwy

(Minister for PFlusnce) 1987:5, arec:-

i. %o rors-tructure and diversi’:
orotducthive base af the
arder 17 reduce denendenn

2l1ll :ccltor and on import-,

ii, to -chieve fiscal .nd bl

payuents viability over o t

iii, to lry the basgis for a sv U ¥ :
non-inMitionary or minim 1 ! W easry
growth - nud lastly |

iv., to lc.zen the dominnnce of Live
inve-tients in the nublic = ai-r, i ~rove
the zcctor's efficiency

the :rovth ovotentinl of the -0 *

sector,“hs



h2

To enhance the practicability of these
policies, the poverngent also establiched the
Second-tier Foreign Exchange Market (ZFEM) - an
instrument aimed at repulating the value of Haira

against other international currencies,

The Structural AdJjustment Programme has had
implications for marketing strategy desipn and

implementation, According to Okongwu (1987:5)

"A major noticeable impuct

of the SAP has been the

boost to exports as a result
of the alteration of relative
prices via exchange rate

ad justment, which has made
our exports more competitive
as well as the various exnort
incentive scheme including
100 per cent retention of
proceed. However, exnorters
are required to repatrinte
their export proceeds into
their Domicilary Accounts

and such funds shall be used
only for eligible tran=zactions-
More Striking is the 'capital
amnesty' granted by this
administration in the 5SFEM
Decree with regard to previous
flight of capital."h7

Nigerians are becoming more export oriented,
The obrogation of import licence 1ssue, has put a
stop to trade regulations, It therefore gives
equal trading opportunities to both locally-
sourced and import-dependent industries. -Firms
that can produce enough for: export, stand a better
chance of directly utilizing their hard-earned

foreign currencies in bringing some other imported
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gocds. The implication of thic on strategic
marketing is that, there will be more products

and as such competiting the locally nroduced one,
Price will fall because of the high influx of
foreign productsssales promotions and advertisement
will be high to educate conrumers snd retain brond
loyalty and lastly there will be increase in

distribution channels.

With the 3FEM, capacity, utilisation is
gradually improving, suoply of commodities in
gradually matching with their demand, and the
practice of marketing is once apain coming into

being,

Sales promotion activities especially, orice
cunt and price discount is becoming the order »f ths
day in automobile industries (for example PAl),
department stores etc. Manufacturers' are more
actively involved in adverticing activities
(especinlly the soft drink indurtries - ANTMAL
KINGDOM COMPETITION FCR SPRITE), Salesmen are
already being fully utilized in the face of riporous
competiﬁion. Foreign goods nlso are recently beirn:
seen in the market competing with lozally-made

ones.

The galloping exchange rates are constituting
a threat to an aspect of marketing practices as thoy
complicate product pricing with repards to stoclk

valuation, Also of importonce to marketing,



SFEM influenced high costs of production, especi-~ly

in import=-reliant industrirs,

This automatically lends to soaring-high
prices of goods and consequently, zharp decline i
agpregate demand, It is strongly believed thot
if adequate care is not tolen, other manufacturers
will Jjoin the prevailing trend of selling below
advertised prices like we ~lready have in the =« e

of detergents,

Apart from the effects of these policies
on demand and prices, it i alseo having a major
impact on the distribution zystem, For any busi-o
to attract effective distribution network, it bas
th provide enough incentives in the name of pro’il
or make-up, It is noted, these days of IFEM th
many middlemen remain with their manufacturers
in order to maintain poodwill, otherwise, the

business is not worth it,

In the area of export murketing, there seemc
to be a lot of potentislities for companics with
the necessary resources tc cope with its requir
The export of agricultural products like cccosn,
stand better chances of earning foreign exchan: e
but adequate care needs to be taken so th-t it i-
not done at the expense of local industries usin

these products,
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Many companies have started implementing
backward integration strategy. This is true of
companies with substantial agricultural inputs.,

Some of them are Lever Brothers Nig. Ltd. cultivating
2,000 hecters of land for tea production at

Mambila in Gongola State, Northern Nigerian Flour
Mills is buying up all the wheat cultivated by

Kano State and presently cultivating maize in

Niger State. Nigerian Breweries Ltd. has cultimated
eight hecters of land at Gbakoji near Bida,

The use of computer for planning and control
is gradually increasing in many indugtries in
Nigeria for example Commercial and Merchant banks
and the oll industries, There shall came when the
computer will be used as a competitive advantage

in industries in the country,

The establishment of a petro-chemical industry
will bring about a great change in the industries
and eccnomic life of this country, Apart from the
drastic decline in the importation of petroleum
preducts, the country will experience a high

accelerated rate of industrial develcpment,

It is patinent to note that, the success of
these projects will at the end boost marketing
prectices in Nigeria towards effective achievement

of our objectives and goals.



CHAPTER IIX

3.1 Brief History of Northern Nigeria
Flour Mills Kano,

|
The company was incorporated in 1977 with the
ailm of manufacturing and marketing of wheat flour.
Precisely 1t was established at the request of the
government primarily to encourage the growth ef,
and to serve as a ready market for wheat grown in
Northern Nigeria, (though, the company imports

wheat to augument the local supplies).

Due to its good performance, the company was

listed on the Nigerian Stock Exchange in 1978,

A lot of expanslon programmes have been going
on since its inception, in terms of expansion of
the manufacturing capacity to meet the increasing
market opportunities. But recently, the Federal
Government ban on wheat importation which will
commence by January 1988 has diverted the attention
of the company from expansion to conversion of its
wheat machineries/mills, to maize mills/machineries

also a corn mills was completed and commissicned in
1985, This is done in order to beat the Federal
Government deadline and more importantly remain in
business, This is not an easy task but the company
is determined to survive going by its current

strategies of backward intergration i.e the sourcing



L7

of its raw materials locally by growing maize and

wheat.

The company’'s ownership/equity participation

is as follows:-

i} Flour Mill Nigeria Ltd LO%

ii) Kano State Investment &
Properties Ltd. 15 4%

i11) Other Nigeria Citizens

& Associations Wh 6%

The objectives of Northern Nigeria Flour
Mills are tai

(1) manufacture and market flour
in Nigeria.

(11) maximise shareholders equity

(i11) maximise its market share,

3.2 The Place of the Marketing Department In
The Qrganisational Structure,

Since this write-up is concerned with the
marketing strategy of Northern Nigeria Flour Mills,
the organisational structure of the company will
be viewed from the marketing department perspective,
and as such emphasis will be place on the functions
of this department. Although other departments

within the company's organisational structure will
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be mentioned, they will not be discussed in detail.

From the crganisational structure, the marketing
department, with the sales manager as the Head of
Department is saddled with the responcibility of
marketing the company's products. Also, the marketing
department in collaboration with the laboratory
department make sure that the quality of the flour and
other products produced by the production department
conform with the company‘'s stendarda and above all,

meet the taste and wants of the customers,

Immediate subordinate to the sales manager is
the marketing officer, who oversees the activities
of the bakery liason officers who deals directly with

the customer/e¢cnsumers of the company especially

the bakery companies,

The marketing department also advices the top
management on the goings on in the market with regards
to prices and change in consumers taste., In other
words, the company relies heavily on the marketing
department situation report (by the marketing
researchaorfiCQrs) about the flour market and their
products in the formulation of its policies and

strategles.

The assessment/appointment of the company's
distributors are the duties of the sales msnager
but with the overall decision approved by the

Managing Director.
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= Figure 3.1 ORGANISATIONAL STRUCTURE OF NORTHERN NIGERIA FLOUR
MILLS LTD. KANO.
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Pue to the nature of the company's products

{conaumer /perishable goods), the company deals

directly with distributors (dealers) and Bakery
owners at the same time, Sales allocation are made
to the dealers as well as bakers depending on the

quantity of flour/semovita produced,

The company's marketing department also has
a marketing tesearch unit that collects analyse
and store information about how the company's product
is performing vis-a-vis that of its competitors.
Through the information gathered, the company usually
makes some adjustment to correct any shortfall that

may arise from time to time,

Administratively, the company has the Managing
Director as its Chiet Executive, He oversees the
day to day running of the organization and report
directly to the board of directors. The company
secretary serve as a link between the managing

director and the board of directors.

.Ffom all indications, the company's organisation
structure takes the form of 1line and staff
arrangement, That is with a company secfetary and
other functional managers, such as the financial
director, chief millier, corn mill manager,

administrative manager and technical manager,
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3.3 The Marketing Strategy of Northern Nigeria
Flour Mills Kano. '

"The pases of effective marketing are
identifying, changing consumption requirements
and managing organisational efforts required to

supply ideas, goods and services to conaumer."he

Marketing strategy as it were has been defined
as "a set of obJectives policies and rules that guide
time the firms marketing efforts - its level, mix
and allocation - partly independently and partly in
response to changing environmental and competitive
conditions."hg Thus marketing strategy have several

agpects namely:-

i, Product Stratepgy

ii., Pricing strategy
1ii. Promotional strategy and lastly
"iv. Distribution strategy.

Tne Northern Nigerian Flour Mills marketing

strategy will be viewed from the perspectives above,

Formulation of marketing strategy in the company
involves the Managing Director and heads of Divisions
viz. Finance, Marketing, and Production. The length

of strategy period is four years,
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i. Product Strategy.

Product strategy involves decisions on,

packaging, branding and development of new preoducta.
It also considers the sstisfaction of all consumers

in relation to their products,

Northern Nigerian Flour Mills, produces

consumer goods and market the following products,

i. Golden Penny Flour
ii. Semovita
iii. Whole Wheat Flour
iv., Wheat offals, all these have wheat as
their raw material. Other products are
v. Masa Flour
vi. Masa Vita and

vii. Corn Offals, theme are made from

malze/corn,

These products are classified into (i) main
products viz - Golden Penny Flour, Semovita, whole
wheat flour, Masavita, and??i:ur and {(ii) by-
products~ wheat offals and corn offals. These
products are related /unrelated in the sence that
some are got from -‘whemt and others are from corn,
They also serve as raw materials to other companies
such as bakers, confectionaries, buiscuit and

macaroni manufacturers.



Product Quality:-

The company realises the importance of
product quality and ensures that all itas products
meet its required standard. This is done by testing
every batch = produced in the laboratory. Tests
such as bakery, moisture content and ash tests are
conducted. The Golden Penny Flour contains some
quality of bran which is of a high nutritious

value and as such for healthy living,

Product Service:=-

The company conducts and sponsor seminars for
bakers, housewives and end users where experiments
on the use of their products are demonstrated.
Product garantee:- Since »nraoducts are tested before
packaging, there are thus, garantecd to yeild good
tesults when baked with or cooked.

Packaging: -

Packaging is an important part of the total
product. It is a general group of activities in
product planning that involves desipning and
producing the container/wrapper for a product.

It is clogely related to branding and labelling,
Apart from helping identification of a product, it
provides physical protection and also promotes the

product,
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The packaging objectives of Northern !li~erian

Flour Mills are :=-

i, Protection against heat, damp etc,
ii. Economy - trying tc aveoid waste,
iii., Indentification and differentiation of
the product and as such allows reneat
purchase,

iv. Convenience in handling and transportation.

Wheat offals, Golden Penny Flour and Semovita
are packed in bags of 100kg, 50 kg and 20kg
respectively. Package size decision is based on

the consuming unit i.e. bakers, manufacturers and

large households,

Brandingi=~

"A brand is a name, term, sign, symbol, or
design or a combination of them, that is intended
to identify the goods or services of one seller or
group of sellers and to differentiate them from

those of competitors.“50

A brand name is "that part of a brand which

can be vocalised - the utterable.“51

A good brand name should be short, simple
and easy to spell, remember, pronouncable in only
one way should not be offensive or negative., It

should have spelling suggestions to suggest product
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qualities, e.g. Masavita (from maize and contains
vitamins). Brand names like Masaflour Wheat/

Corn offalssand Semovita speak for themselves,

The company has five product lines presently
and does not foresee extending the lines in the
near future instead have diverted to backward

integration.

There has been no product replacement as all
the products have been selling and yet to reach
their declining stage. To ensure that each dealer/
Baker gets his/her allocatlion, they have been
assigned dates within the month which to collect
their supplies. The dealers make payment either
by cash or bank eller (paid into the company's
account) to accounts department and collect from
the warehouse. This system affords proper control
of payment/distribution and also apreventive measure

against fraud and use of company receivables,

The selection of dealers/bakers is based

on interview and ingpection of business premises

upon application. The company covers the following
market area, Kano, Kaduna, Katsina, Plateau, Sokoto
Bauchi, Niger and some parts of Borno states as a
mass marketing strategy to maintain and gain

market share, thereby achieving profitability,

The company has limited number of dealers and dpérate

a selective distribution system. They do not own
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warehouses outside mills, all dealers/bakers come

to the mill for supplies.

Raw materials are transported from Apapa quay
by rail (wagons) and big trucks.

ii, Pricing Strategy:-

"Bricing is the exthange value of good 6P

gservice, and the value of an item is what it can

be exchanged for in the market place."52 Marketers
have the initiative for preposing prices and they
can differentlate thelr preducts in the eyes of the
buyer. Company objectives, product/market factors,
distribution channels, promoctional strategies and
cost considerations influence pricing, External
influences include, compédtition, economic climate

and legialdtion and governmental ptessures,

Pricing strategy of Northern Nigeria Flour Mills

is influenced mainly by governments (Productivity

Prices and Incomes Board) and economic climate,

The company's pricing objectives are:-
(i) Maximization of profit

(i1) Achievement of target return on investment.

(1ii) Maintain and improve market share

{(iv) Cover costs.
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The finance department gives a break down of the cost

and the marketing department finds out through

market research ,what the market can absorb.

(111) Distribution Strategy:-

Marketing exeeutives have for long focussed
their attention on physical distribution and the
logistics of getting goods to the buyers. Distribution
is concerned with the various activities necessary
to transfer goods from the producer to the consumer,
Distribution consists of both channel and physical
distribution.

The process of distributing goods/services from
the producer to the final buyer is an essential part
of marketing, therefore the manufacturer must

consider the interest of buyers and middlemen before

making decisions on marketing channels,

Dealers are considered by Northern Nigeria
Flour Mills as extention of their own sales and
marketing organization because 1if there were no
middlemen, their own sales department would have to

perform all the function of middlemen,

Due to the perishable nature of their products,
they are sold thrcough shorter channels, Moreover, the
market for their product is very large hence they

use ane layer of middlemen,
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DISTRIBUTION CHANNELS OF NORTHERN NIGERTIAN FLOSR MILLS. FIGURE 3,2

; Mills Consuers/
Warehouse Dealers Endusers
i1, Mills Bakers for
Warehouse Marketing Brand Consumers
114, Mills Super Markets
Warehouse (Retailers) Consumers
iv. Mills Biscuits/Maeroni

Manufactumers Consumers,



The reputation of the company and of its

products are highly considered by the management

hence the short marketing channel to check product
adultration,

iv. Promotional Strategy:-

"Promotion consists of messages sent by the

manufacturer to his target market to inform
prospective buyers (including intermediaries) about
his products and persuade them to buy it, to develop
positive attitudes towards his product and company
and to* induce other changes in people's thinking
and behaviour that benefit hime"53 Effective
promotion therefore is an essential ingredient in
marketing strategy. It involves activities like,

advertising, personal selling, sales promotion and

publicity.

Advertising consists of all activities involved
in presenting to a nonpersonal, oral or visual openly
sponsored message, regartding a product, service or
an idea which is pald for, Mecsages are transmitted
to large numbers of potential receivers. Northern
Nigeria Flour Mills uses a wide choice of media in

advertising their products namely, Radio, Television,
Newspapers and bill boards.
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Radlio is prefered, because it is used by

many people, cover greater geographicel arem anad

has low cost.

The advertising strategy especially of a neﬁ
products i1s educating consumers on the use of the
products. Sales promotion 1s done by sponsoring
Seminars, demonstrations on TVs and giving free
samples to people., They do not use advertising
agencies but go straight tc the media houses,
Advertising decisions is based on cost-benefit
analysis. The decision on how much to spend on
advertisement rests with top management who act on
the recommendations of the marketing personnel,
Advertising is done intermittently, The criteria

for determining success 1is - demand on products,

Promotions are not only limited to persuading
consumers alone, but the company tries teo communicate
with other parties in its bid to improve the corporate
image of the company and to have the confldence of
external parties which may include dealers, employees,

company shareholders or the government.



61

3.4 Performance Indicators in Rorthern Nigerian

Flour Mills.

Here attempt is made to analyse the performance

of the Northern Nigerian Flour Mills via ratio

analysis (i.e profitability, turnover and earning

power ratios) of the company over a period of five

years (1982 - 1986).

The figures used are obtained

from the annual report and accounts of the company

within the period. (See appendix A)

3.4.1 Profitability Ratios,

Two measures of profitability have been calculated

and used to measure the profitability performance of

the company.

These are:-

(1) The Gross Profit Margin - defined as
gross profit over sales,
(i1) The Net Profit Margin ~ defined as Net
profit after taxes over sales,
Table 3.1 Gross Profit Margin Ratio
Year Gross N'000 N.000 Gross Profit
Profit Sales Margin Percentage
1982 1827 81,382 2. 2%
1983 12,824 105,642 12.1%
198l 10,635 90,904 11,7%
1985 13,842 103,999 13.3%
1986 11,500 92,830 12.14%




b2

Table 3.2

Net Profit Margin Ratio

YEAR NET PROFIT SALES NET PROFIT
'000 '000 Ratio %
1982 154 81,382 0+2%
1983 4973 105,642 Lo 7%
198l 5931 90,90} 6.5%
1985 7707 103,999 7e14%
1986 4508 92,830 b . 9%
|

Looking at Table 3.1 above, it will be seen
that there is no steady growth rate in the Gross
Profit Margin of the company. The ratioc which
reflects the efficiency with which management
produces each unit of product shows that, there
is no consistent proportionality between the selling

price of the company's products and their cost of

goods sold over the years.

While the increase in gross profit margin ratio
between 1982/83 and 1984 /85 (i.e 9.9% and 1.6%
respectively) can be explained by high selling prices
and lower cost of goods sold,the decrease in 1985/86
can explained as due to low selling prices as relative

to cost of goods sold "Despite using overhead costs
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and low preoduction, our selling prices were controlled
by the Productivity, Prices and Incomes Board,

+ssssbOth production and sales volume were lower
than expected, Turnover fell by 10.77% while profit
after tax decreased to Ni.S5 million, "ol

From table 3.2 above, there 1s a consistent
inerease in the Net Profit Margin ratio between 1982
and 1985, This ratio indicates management's efficiency
in manufacturing, administering and selling the
preduct, It is a measure of the production,
administrative and marketing departments efficiency
in the organisation. The ratio also measures the
firm's capacity to withstand adverse economic conditions,

such as falling sales prices, rising costs of

production or declining demand for the companv's

product,

But the level of this Net Profit Margin in
Northern Nigerian Flour Mills which stands between
2.2% and 13.3% can be said to be generally low,
moreso that the ratio fell from 7.4 to 4.9 per
per cent in 1985/1986.

Generally therefore the profitability
performance of the company has been very satisfactory
particularly, if a comparism is made with the industry
average of Gross Profit Margin and Net frofit Margin
ratios. By Joint analysis of the two tables above it

can be sald that the stagnation in the changes in
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Gross Profit Margin ratio along with in the
Net Profit Margin ratio suprests that selling

prices of thelr products been rising over the

years and cost of goods too,

3.4.2 Turnover Ratio,

Another measure of the overall performance of
the Northern Nigeria Flour Mills is the total assets
turnover. The total assets turnover is the ratio
of sales to total assets. Table 3.3 below shows

the total asset turnover for Northern Nigeria

Flour Mills for the period 1982 to 1986,

Table 3.3

Total Assets Turnover Ratio,
Sales/Total Assets.

Year Sales Total Assets Total Assets
Turnover
Ratio, .
1982 81,382 26,019 3,13 Times
19873 105,642 32,452 31,26 Times
198Y 90,90} 140, 351 2.25 Times
1985 103,999 U, 971 2.31 Times
L 1986 92,830 52,358 1.77 Times
|




From the table, it can be seen that apart
from 1982/1983 and 16981, /85 that the company recieved
an increase in their total asset turnover ratio
other years show a reduction., This trend shows that
the company's ability to generate sales from all
financial resources committed to the firm is

decreasing. Less revenue is generated from equal

investment in asgets over the pergod,

3.4.3 Earning Power Ratio,

This ratio measuses the firm's operating
efficiency, It is a combined measure of the company's
net profit margin and the investment turnover. This

ratio is defined as the Net Profit After Taxes over
the capital employed (i.e growth),

The trend of this ratio in Northern Nigeria
Flour Mills is given in Table 3.4 below,
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Table 3.4

Earning Power Ratio = EAT/

Capital Employed,

Year EAT N'000 | Capital Earning
N1O0O Power Ratio %
Employed

1982 15h4 hh15 1.07%

1683 4973 15566 31.,9%

198l 5931 17888 33.16%

1985 TThT 21039 36,.82%

1986 L508 21362 19,07%

From the above table and apart from the
decrease in 1985/86, there is an increase in the
ratio, Showing that the capital employed by the
firm is used with greater efficiency i.e more
sales are coming out of the same investment,
Although the sharp decrease from 36,82% in 1985
to 19.07% in 1986 points to a greater danger in
the future that the company might not be able to

generate enough sales from capital employed

in the business.

Judging from the three ratios analysed above.
It is clear that the company is improving in

performance relative to itself since there are no
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Industry ratios to make a comparison, in terms of
profitabllity as measured by the net profit margin
ratio, Gross Profit Margin ratio and the Earnging
power ratio over the periocds covered, But it must
be noted that despite the little improvements
achieved yearly in terms of profitability, the rate
at which the company's current investment in assets
to sales is decreasing as measured by the turnover

ratio. (See table 3,3 above),

The cause of this decline in the sales to assets

ratio, is thus the focus of the next section,

3.5 Relating Marketing Strategy to Performance
Of Northern Nigeria Flour Mills,

As identified by our analysis above, the
Northern Nigeria Flour Mills performance in terms

of sales generation, left much to be desired.

Although the company 1s fairing well in terms
of profitability from investments when assessed on
its individual merits. It might be found otherwise

when compared with firms in the same Industry,

The stagnation in the turnover ratic can be
explained by the inadequacy of the application of

strategic marketing in the organisation,

For the company to achieve an increasing
performance in terms of sales tc total assets,
efforts must be made to integrate their marketing

efforts with strategic market planning, Their is



need to identify the stage of their product's
life cycle and the nature of the products in terms
of sales generation, so that nppropriate marketing
strategies can be developed to enhance their

effectiveness in the use of regources.

All aspects of the company's operations
requires strategic marketing. Their products,
distributions, promoticn and pricing of the nrodurts
demands careful analysis so that adequate measures

can be taken to make them effective.

Another important aspect of this strategic
marketing in relation to the performance of the
company, is that of marketing opportunity analycis,
The present situation in the company as it is
generally in the Nigerian Economy, where there is

presently a general fall in the aggregate demand for
goods/services,calls for a reappraisal of the
company's marketing strategies and the adequate
positioning of the marketing department to face
environmental challenges and its adverse effects,
in terms of the fall in the level of sales relative
to total assets of the company. The marketing
executives need to be able to scan the emvironment
properly to identify the opportunities and threat
embeded therein and do an internal self assessment
to see if the company will be able to take

advantage of the opportunities and minimise the
effects of threats.
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Thus, with proper assessment of the Companlies
strength and weakness vis-a-vis jitg compebitors
within the same dynamic environment, the company
will be able to "fall ian ariousl sales fream
investments in assets and thereby make an adequate
profit to meet the production,adninistrative and
marketing expenses which Are at an increase in the

company,
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CHAPTER IV

i Summary of Major Conclusions,

The data analysis in the proceeding chapter
revealed the following major conclusions on the
performances of the marketing strategies of

Northern Nigeria Flour Mills Ltd.

The CGross Profit Margin Ratio shows that there
is no consistent proportionality between the selling
price of the company's products and the cost of
goods sold over the years., There are times when
the company recieved high selling prices
simulanously, with lower costs of goods solds and
vice versa, This has been advanced in explaining
the variability found in the growth rate of their
gross profit margin,

Secondly, the consistent growth rate indicates
the managements efficiency in administering and
selling their products. It can be concluded that,
currently, the company spends relatively little
amount on marketing their product over the period
i.e the marketing costs relative to sales pgenerated

have been on a constant rate over the period covered,
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It was thus, generally, confirmed that, the

profitability performance of the company has been
very satisfactory, Jjudging from the internal

comparison of the company's profitability, ration.

The turnover ratio analysis, revealed the
downturn In the performance of the company in terms
of sales to total assets, This shows that despite
the consistent profit made by the company over the
years,there is a clear case in the rate at which
the company turns investment in assets to sales.
Thus, the efficiency of many purchased assets in

terms of profitability margin is decreasing.

The short falls was traced to inadequancy of
strategic marketing to maintain high growth rate in
profitability margin, Also the declined was traced
to the selective distribution strategy which became
insufficient to meet the rising demand for the

company's products,

Thirdly, the place of the marketing department

in the organisation has been found to bhe inadequate

for efficient performance of the duties for which

the environment has placed on the company,

The analysis also revealed that, enourh

marketing opportunity analysis is not being conducted

by the company to identify more profitable potential
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markets. This conclusion is reached taking

cognisance of the present distribution strategies
of the company and their unidentified tarpet

markets.

This study indicates that the following

merketing strategy are in use by the company,

i. Product Strategy.

The firm uses several product strategies
to market their products to the consumers,
They have insistently improved thelr
product quantity, packaging and a2 pood
brand name in communicating their products
to their target market, New prorducts
from maize have been introduced seo as to
keep the company in business since the

ban on imported wheat. Family brand

name strategy is used so that the good-
will attached to the older products
follow suit,

ii, Pricing Strategy

One strategy which the company has
pursued vigorcusly is the pricing policy.
Although greatly influenced by the
Productivity, Prices and Income Board,
Demand has no effect on price getting

in the company. . Even when middlemen

sho t-up their prices, the compsny still

sold at the regulated price. Moreover,
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the pricing policy of competitors
do not influence theirs, The company uses

cost plus markup as a profit target.

Promotion Strategy.

The company was found to have little promotion
strategy. Promotion was confined to mainly
bill boards and radios., And the bill boards
are not greatly mounted all over the

Northern States,

Distribution Strategy,

The distribution system is selective and very
short channels used, as such cutting back
strategy. The company has a fairly good
distribution system, they sell all their
products and not much stock piling. This
may be because their products are in great

demand ,

Another notable strategy which the company

is now pursuing is that of backward intepgration

hence, the large maize farms in Niger and Dauchl

States,

Adopting marketing strategies for operational

effectiveness in Northern Nigeria Flour Mills is

generally weak. The company should improve

specifically in areas utilising marketing resources

and that of acting promptly and decisively on

marketing development,
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4.2 Recommendations,

Based on the above conclusions (rom bLhe

analysis, the following recommendations zre hereby

made for the improvement of Northern Miperia Flour

Mills marketing activities:-

i.

ii.

iii.

One of the problems of Northern
Nigeria Flour Mills is that of
insufficient raw materials. The
company should encourage farmers to
grow more wheat and as such buy

up their produce,

Packaging should be improved, i.c. the

bags should be sealed properly to avoid
adultration.

In order to increase turnover, scme credit
facilities should be given to financially
sound dealers/bakers as their chance of
defaulting is limited, if collection of
recievables are organised. Credit days

5ay, thirty to sixty days could bhe

arranged, Dealers should be informed prior
to price changes, so that they will be aware
of the change and plan their cash flow
properly,



iv,

Va

vi.

vii,

viii .
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Advertisement mode of promotion should
be pursued with greater vigour, Bill
board advert should be Incregsed and
spread to other states capitals other
than Kano. Intensive advertiseuent of
new products is suggested and sales
executives should visit outlets/dealers
establishments for effective marketing
of the new products (e.g. Masavita,

Masa Flour etc.).

Training on baking and general mzrketing

techniques should be periodically arranged

for both dealers, bakers and the public,

The company should sell to users so as to

cut down and/or eliminate the middlemen

margin,

In the formulation of marketingsstrategies
the only representative is the sales
manager, it is strongly suggested that

the company appoints or employs a

parketing Director and/or Marketing Manager

who will be at the top management level,

In a manufacturing company like this, it
is expected that the marketing department

stands more influential than other
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departments and should act on the
basis of their market situation
reports., It appears as if the
marketing department is not given
it's proper place Judping from the
organisational structure, It should
therefore be moved up to be in line

with other functicnal departments,

ix, Research and Development should form
a very important part of the marketing
department as there is the need to
constantly monitor existing products
and if any grain that has the same
characteristics with wheat, prowing

in the country will be discovered,

xe It is pertinent to note that, it is the
policy makers of any given country that
dictate the pace and direction of any
industrial development. Hence, the
Federal Government's ban on importation
of wheat can not be over emphasized and
should beundertaken by the firm, This
will go a long way in solving raw
materials problem (i.e. avallabllity and
constant source of supply), this will
return the company to producing full

capacity, make more sales and turnover

will improve,
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APPENDIX ‘B

STRUCTHURED IMTERVIEY MILSTICNS

iz Formuilation of narkotineg stratoey,

i. Wwho are those involved in the formulation of marketinag
strateqy?

ii, What is the lenath of the strateay perieoa?

iiji, Are other functional heads invelved in the formulation?
If so which departnents?,

2, Products

i. What are the different types of prodacts nroduced,

X, How do you classify them?

1) To what extent have you adapted sny of these rrofdacts

strateqies,

Product quality

i1, Product simplification,

ifi, FProduct Intergration,



-
—
L]

iii,

iv,

vi,

e
L]

ff

D el fineyg
-_-.'-'-—__--L.

What fhctors are cConsidore) vthen choGsine ey

brand name?

How frequent iq a brand name chanaed?

How many product lines de Vo have Iy e ntry,

Do you foregee extending the promet Linosg to

include otler products or are the linas complate,

How relnted/unrulat@d are vyonr brochicts,

Does the marketing department have influcnce gn
decisions regording now product developm nt,

Fricing
el

“hat are your pPricing objectives

(a) To cover costs

(b) To create mAragin



(c) To undercut comjetitorsg
(d) To increase sales
(e) ANy other

(Ileige state)

(vyou may tick more than one),

Ty
s

" Yhat factors influence price so

company,

(a) Governnent rermmlation
(b) Competitive pricing
(e) sales volume,

iii, Who or which depor tment lays a major roile
determing prices of your pProducts,
(a) Marketing depar tment
(b) Managing Director
(c) Froduction departnent
(d) Finance department,
5. Distribution

1e Who constitutes the bullk of your narket 7

ii, Do vou se1ll directly to consumers or the

intormediarjos?

tting in vony

e



iii, How do you select vonr deslergy
iv, Are thoir numborg limitedq,
V. Mat are your channels or distribution,
vi, Which distritution system do yon o Aratny
(a) Intensive
(b) selective

(c) exclusiye,

vii, DO you own or rent yony warchogsegs
viii, Where are they locatedy?
e, How are your products transported?



6.

X, How do yor aget foedbhae- rem vorlr

dedepe,

i,

- &

£43,

iv,

Ve

Advertisigg

Do you aiproach the media

hotses or use
advertising agencies,

How i5 your Campainn strateqgy oranni ez

“hich of the medi

a housge (5) do
advertising

vol nge Cor
your products,

Do you feel 4 particnlar

medis house j S morie
appropriate for yorr preduct, Iif so vhar?
How do yor nake a decision On your slynartig fne

exvenditnroe?



vi,

<
150
e

-
.
L]

Is your advertismont concentrated to

prarticular period, intermittent or c

Do you achieve nost of

your advorti~d
objectives?

Yhat criterion do you use for de

ternmi;

ol

1t

ontinaons
Hrein -~

Sucecegg?



