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Abstract

Business relationships make an interactive conmedbetween two organisations;
more exactly between two groups of involved peoflennectedness is considered as the
essential characteristic of a business relationshgp be connected dimensions must be
matching. Our research question is about this nragctwWhat does it mean? How can it be
conceptualised? How can it be evaluated and aat&i?

Connectedness dimensions can be categorised ingneops. The first group
comprises activity links and resource ties; thager@aal connections, with more or less clear
technical and economic characteristics. Their matckan be described and anticipated by
technical and economic terms. In a certain way thaye a quasi-deterministic character.
Engineering, operations management and logisties useful to understand this type of
matching. The second group consists of actor boingse are symbolic connections. They
mean and assure the governance of the real codneste processes (activity links and
resource ties). It appears to be much more contplid®@ describe and perhaps anticipate this
type of matching; anticipation may not even be fidssFour concepts seem to be useful to
better understand the matching of actor bonds.epgons (i.e. Smith and Mackie 1995),
mental models (i.e. Day 1994), sensemaking (i.eickvE995) and value (i.e. Anderson and
Narus 1999) are these basic concepts.

The subject of this work in progress paper is tmdrtogether the concepts of
perceptions, mental models, sensemaking and valddcause these to try to conceptualise

the matching between two organisations.



1 Introduction

The French cultural anthropologist Claude Levi-@$ga discusses three types of social
exchange: the exchange of women, this is the pmololiekinship (this is the classical field of

cultural anthropology), the exchange of goods (thithe problem of economics) and the
exchange of meanings (this is the problem of comeoation). He mentions three structures,
the structure of kinship, economical structure @edhmunication structure (Lévi-Strauss
1974). Business markets can be considered simolishe as both economic and

communication structures. Goods and resources bthiel economic structure and

management facilitates communication. Businesgioekships and business networks form
the dynamic structure of business markets and coriwation is central to these, yet the
communication processes (exchange of meanings)naiigtworks and relationships are not

well understood.

Business relationships make an interactive conmedtietween two organisations.
More precisely, this is between two groups of ineal people. Business relationships are the
main forms of connectedness in the business wdBdsed on IMP literature this
connectedness can be characterised by three donenghctivity links refer to the way in
which the various activities performed by two firinsthe relationship are co-ordinated and
adapted to each other. Resource ties refer to #ne iw which tangible and intangible
resources supporting the activities of two firmsainelationship become oriented toward and
integrated with each other. Actor bonds refer ® way in which the parties involved in a
relationship perceive and identify with each otlfeldkansson and Snehota, 1995). By
understanding connectedness it is possible to meight into the operations of business
relationships, as part of this it is essential twlerstand how the ‘connected’ dimensions
match each other. Matching was included with resspe the structural fit between the
interacting parties in the interaction themes sectf the Hakansson (1982) book. These
early IMP researchers also cite Mattsson (1975) wleatified the importance of how well
two parties fit together. Thus matching can bendede a key, if somewhat neglected, theme
of IMP research.



These connectedness dimensions can be categomigea igroups. The first group
comprises activity links and resource ties, thaser@al connections, with more or less clear
technical and economic characteristics. Their matccan be described and anticipated by
technical and economic terms. In a certain way th@&e a quasi-deterministic character.
Engineering, operations management and logisties useful to understand this type of
matching. The second group consists of actor hahdse are symbolic connections. They
mean and assure the governance of the real codneste processes (activity links and
resource ties). It appears to be much more coatplicto describe and perhaps anticipate this
type of matching; anticipation may not even be fmssOur research questions are about this
matching. What does it mean? How can it be conediped? How can it be evaluated and
anticipated?

The remainder of this paper is structured as falowit begins by discussing the
centrality of personal contact in business relains and proposing that this personal
contact requires ‘matching’ of people. Four consdpat seem to be useful in explaining the
matching of actor bonds are then introduced: peimep (i.e. Smith and Mackie 1995),
mental models (i.e. Day 1994), sensemaking (i.eickV&995) and value (i.e. Anderson and
Narus 1999). A tentative synthesis of these caisaspresented as a conclusion to this paper
and as a basis for further empirical research.

2 Personal Contact in Business Relationships
“Personal contacts are the lifeblood of suppliestomer relationships” (Cunningham and

Homse 1984:1). In the early IMP work (Turnbull a@dnningham, 1981) the features of

relationships including factors such as likingstrwunderstanding and co-operation, personal
relationships and language barriers were brougabttive discourse about business-to-business
relationships. This illustrated the importance otial integration and the development of
social bonds in business relationships, suggestiagwithout this personal contact exchange
may not take place (Cunningham and Homse, 1984)ni@gham and Homse (1984) point
out that there are more than a few instances wihibes a key contact moves to a competitor
the customer account follows. They speculate tbatat bonds cannot override all other
considerations but if the products, prices andveeji reliability are all similar it may be
social bonds that are the factor that determinesr@the purchase is placed. Turnbull (1974)

illustrated the importance of multiple points ofrg@nal contact between buying and selling



organizations. Later, Turnbull and Wilson (1987yustrated the need for both social and
structural bonds to ensure that a relationship ersduMore recently research attention has
again focussed on the importance of personal bamds relationships in the context of
business relationships. For example, Witkowski @ahibodeau (1999) have illustrated the
importance of personal relationships and persor@mid® when entrepreneurs develop
international relationships; they also note th& #spect of relationship development is often
neglected. Tellefsen and Thomas (2005) demondtratenportance of personal commitment
and likeability to relational exchange. lyer et @006) speculate that interpersonal
relationships are less important than effectivecpsses and outcomes in many cases,
however, they do not consider the role of interpeas relationships in a situation where two
firms are offering similar processes and outcomed at similar prices. Thus we would
contend that personal relationships are centrddusiness relationship success and would
argue that further research is needed to investigattv these personal relationships work. We
would also contend that personal contact does ok without a mental acceptance of each
other, i.e. without the matching (of people).

3 Explaining Matching

Different social and management sciences deal thighproblem of personal relationships,
connectedness between people. Social psychologyhasiges the fundamental role of
individual and collective perceptions, sociologynsmlers values as one of the basic
motivations of the social life. Decision and cogmtsciences highlight the importance of
mental models. Researchers into strategy in managtesgsiences are interested by what is in
the mind of the managers. Organisational studissvanby making insights into the sense
making process. There are four concepts, whichomend can be used to explain matching:
perceptions, value, mental models and sense maki&y. are outlined below.

3.1 Perception
According to the Oxford Dictionary perception isthability to see, hear or understand”

something; the "quality of understanding, insigatid the "way of seeing or understanding”
something. Perceptions are a central aspect ofy Stu consumer behaviour, where it is
recognized that people make sense of a wide vaokstimuli from the wider marketing

environment. In this context the perceptive precassdefined as ‘the result of interaction



between stimuli and individual/personal factorsivie (2005) pg 66. We select and organize
all this different ambiguous sensory information arder to maintain our self-protection
functions and "to create models of how the worldrkso (These are the mental models

discussed later in the paper.)

On the different levels of a business relationshiperception acts in the same way as we
have discussed above. We interpret the given irddon of our business partner according to
our own influencing internal and external factdrsry often the success of a business is tied
up with differences of perception and interpretatibhe perceptions of managers show very
wide variety according to sector of economy, penbdime, continent, country, culture, sub-

culture, organizational culture, level of positigender, and education, these elements will be
examined briefly below. Perceptions are neededetmease some uncertainty as technology

(Knight 1921), future relationships, competitionnoarkets provide competing alternatives.

Robinson et al. (2000) found that culture and metity have been shown to cause
differences in perceptionf ethicalness of negotiation tactics, with sulgefrtom Western
Europe and to a lesser degree the Asian PacificrRome likely to endorse ethically marginal
tactics than other groups. Several studies havedfdiat demographic factors impact upon
the perception of the ethicality of negotiation &ebrs. It has been shown that age, gender,
and occupation lead to different perceptions ofegéon in negotiation (Anton 1990).
Women have been found to be less accepting of izaéthleception tactics than men
(Robinson et al. 2000).

Despite the differences of organizational cultU/@€), there seems to be an agreement that
OC includes several levels with a varying degreawéreness on the part of the culture-
bearers (Hofstede et al. 1990). The deepest l@ralists of patterns of basic assumptions that
the organizational members take for granted witleirng aware of them. At the surface level
there are the visible and audible patterns of thiie. The intermediate level covers values
and beliefs, concerning whaughtto be done. According to the competing values model
(CVM) (Quinn and Rohrbaugh et al. 1983) OC is bagedwo distinctions: change versus
stability and internal focus versus external foeusere a reasonable balance is stressed

between the opposite orientations.



The subject of perception should be examined a$ wieén concentration is on quality
perception. Measures are seldom fully defined amteis from the inability of a user to
consider differences between expectations and jpgoos of performance. In addition,
expected levels of performance and perceived lewélsperformance depend on the

satisfaction of each group of stakeholders (Boyal.€2007).

Hence we can see that perceptions are importatdréam determining how we act and thus
can be suggested to be highly influential in deteimy whether or not actors match each

other.

3.2 Value

The authors dealing with history of economic the(yy. Landreth 1976, Baslé et al. 1988,
Baslé et al. 1993) state that value has, in somm,falways preoccupied the economists.
Adam Smith has introduced the categories of natpriie and market price, expressing
thereby the differences between value and pricéurliaprice is fundamentally the value of

the product expressed in money, while market pdieeelops based on the given demand-
offer conditions (Madardsz 2000). Thus, from thénpof view of the manufacturer, the

content of value is productive work. However, "walhas two different meanings, and

sometimes expresses the utility of some particolsject, and sometimes the power of
purchasing other goods which the possession ofdibjact conveys. The one may be called
'value in use'; the other, 'value in exchange'. fhimeys which have the greatest value in use
have frequently little or no value in exchange; andcontrary, those which have the greatest
value in exchange have frequently little or no eaillu use” writes Smith in the fourth chapter
of the Richness of Nations (Smith 1992:37). Latercardo further developed Smith’s

thoughts, while Marx considered the work-value tlgeaf the classical as the starting point of

his own theory of value added.

Otherwise value cannot be considered an inner ctaistic of the product though. "Already
in his study of 1730, Bernoulli wrote that valuen@t an inner attribute of things, but [value]
is determined by the relationship between the exmig person and the evaluated thing "
(Bekker 2000:302).



In sociology there are many different approachewaes. According to one definition,

"values are general principles, fundamental orteria and collective preferences in the
beginning, or rather the expressions of beliefs @iatermination of goals is done in every
society based on the viewing of what is desirabld B demonstrated through collective
notion images. These values, which become settiadeology when being systematically
arranged, appear very often as unchangeable a#sibas stable nuclei, as a total of
independent variables" (Boudon et al. 1999:52). Mégber differentiates aim values and
asset values. Aim values set the actions to bevield for society and individuals, as a result

of which reality is transformed. Asset values ea#dithe actions’ modus.

Using the different value theories of economics;idogy and social psychology, we can
determine the important role of value in the liféraividuals and of groups. The complexity
of value comes from the fact that, on the one haallie is always perceived and depends on
the individual's or the group’s decision, it influees essentially the individual's or the
group’s behaviour, and on the other hand, valuals® an objectified, historical and social
category. "Value is first usefulness, but also the determunifactor, the compass of
behaviour" (Mandjak 2003:34).

Simplifying to a great extent, we can say that &e consider the utility side of value as the
economic component of the concept, and the compatsse of it as the social component.
Thus, we can understand value as a complex phermmnteat is made up of economic and
social components, that is in all cases perceitresiefore subjective. However, value always
depends on the given social and economic situadioh in this coherence, it is socially
constructed (Berger and Luckmann 1998) and inteedr by the individual. At different
levels of society, individual, group, society, valhas different meanings and appears in

different ways.

3.3 Mental models
The expression of mental models is widely used agndive sciences, psychology,

knowledge management, strategy and in economitisoégh it generally means an ensemble
of thoughts and way of thinking about the individigurroundings, there are quite different

discussions of its contents. It is not always Gléar instance, if perceptions are part of



mental models, or if they are there to feed the ehofinyway the essential matter is, using
the words of Day (1994), what is in the mind of agers?
In knowledge management the term is used as tlpre§entation in the mind of real or
imaginary situation” (www.tcd.ie). To put it propgr "the mind constructs small-scale
models of reality that it uses to anticipate everfieww.tcd.ie). ‘It is a kind of internal
symbol or representation of external reality’ (Maakn 1999). Mental models build on:

= perception

= knowledge of prior experience,

= schema segments, and

= problem-solving strategies
As discussed above perception is quite complexhmdggical phenomenon. Prior experience
does not need extensive explanation. The schenmaesggoncept refers to a set of diagrams
to describe the various combinations of premisespssible conclusions (Markham 1999).
The problem solving strategies concept means somefigeneral ideas that might work for
a number of problems (Johnson-Laird 1983). All éhésctors play a significant role in

understanding one’s mental model.

In economics mental models are important issue Heterodox economists. Original

institutional economics considers the individuagntal model as a cognitive framework.
Instinct, habit and patterns of behavior are thigding blocks of the mental models (Wrenn
2006). Marxist thought argues that the labor islthgic foundation of mental models. Mental
models deal with the role individual plays, the ogpnities for him or her and their

perceptions of the world. These mental models eoascripted by social structure” (Wrenn
2006:485). New institutional economics is interdstemental models mainly with respect to
decision making. "Mental models consist of loosatpnnected, context-dependent
frameworks; exist in the form of the individual'serpeption of reality; and are based on
reference to patterns as opposed to a logic sysfeadsby 2001:393). Nobel Price winner
Douglass North emphasizes that "different cultfoem different mental models based on
generational inheritance of customs and norms @firiformal institutional structure” (North

1994:363-4). The research of Herbert Simon intonded rationality (i.e. Simon 1992)

proves the ontological nature of the filtering ddteough mental models and mental model
construction (Loasby 2001). "The cognitive procesbat inform the construction of mental

models vary not only according to person but alscoeding to socialization and culture.



Different mental models therefore select differemut to process and would process the
same data input (if so selected) differently” (Wr@®06:487-8).

We would contend that mental models are impor@afaB relationships. This is because the
relationship is strongly tied to the partners’ naémbodels. Using and analyzing our partner’s
models may provide insight into how our partnethisiking of us. On the basis of this, we
can attune our supply to his demand and so pradeduture of our business relation.

3.4 Sensemaking
Sensemaking became interesting for communicatioenssts in the early 1970s. “Since

sensemaking has been under development since 19¢annot be explained in a few
sentences. It is important to know that the projes been based on three central assumptions
regarding communication practice: a) That it is giole to design and implement
communication systems and practices that are regmriio human needs; b) That it is
possible for humans to enlarge their communicatepertoires to pursue this vision; c¢) That
achieving these outcomes requires the developnfesduromunication-based methodological
approaches" (Weick 1995: 61).

The core assumption and statements regarding sessag theory are that it is an approach
to designing and implementing a communicationsesgstwhich is based on the following
philosophical assumptions (Weick, 1995). The seagpects of sense making are that it: is
grounded in identity construction; is retrospectfuetrospection makes the past clearer than
the present or future; but it cannot make the p@ashsparent); enactive- sensible
environments; social; ongoing and focused; is drig plausibility rather than accuracy. It is

about “imagining and speaking differently” (Wei@dQ06: 1724).

Thus we need to ask what does sensemaking meamganipations? In dealing with
organizational issues, sense making requires lookofor explanations and answers in terms
of how people see things rather than structuresystems. Sense making suggests that
organizational issues - 'strategies’, 'breakdovagnge’, 'goals’, 'plans’, 'tasks’, ‘teams'sand
on are not things that one can find out in the dan that exist in the organization. Rather,
their source is people's way of thinking” (Weick95%2). Neill, McKee & Rose (2007,
forthcoming) provide a useful definition of senséing, taken from Sackman (1991) where

sensemaking provides the ‘standards and rules dacepving, interpreting, believing, and
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acting that are typically used’ (Sackman, 1991, tgdoby Marshall et al 2007:33)
forthcoming). They also note the importance of seraking when organizations are faced by
complexity; we would suggest that this is espegialgnificant when new relationships are
being formed. Vlaar et al. (2006) have also recogphithat relationships face ‘problems of
understanding’ and that the high levels of uncetyaiand ambiguity that exist in early
relationship stages exacerbate this. They beliévg sensemaking processes provide a

mechanism for understanding these issues in rektips.

4 Discussion

Clearly there is synergy amongst the four concetslescribe. The figures below show our
hypothesized connections among these basic conaegta possible conceptualisation of the
matching concept in business relationships. We avoaligue that sensemaking is an
appropriate concept to utilize in this context hesaof the manner in which it forces us to
consider the manner in which perceptions and creegterpreted and how this interpretation
is shaped by our mental models and understandiogt atalue. (See figure No 2.) Although a
relatively new introduction into business-to-buséelds, sensemaking is widely adopted by
organization behaviour researchers, e.g. Adoba®51%ho has used sensemaking to help
interpret the trust development process in biotawh pharmaceutical alliances. Therefore, we
argue that it would be beneficial to include ibar conceptualizations of business-to-business

relationships development.

Figure No1 Dynamic conceptualisation of sensmaking

Perception Sensemaking

\ Mental model /
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Moller (2006) has also noted the importance of mmatg customers’ and suppliers’
perceptions of values creation; this strengthemsralusion of both perceptions and value in
our model of matching. (See Figure No. 3.)

Figure No 2. Model of matching in business-to-bassirelationships

S — . S
Perceptioh Perception Sensemaklng
\ Mental / \ Mental /

5 Conclusion

Our tentative findings above suggest that matchsng useful concept to introduce into the
business-to-business relationship arena. It allasvio develop our conceptualization of actor
bonds and gives us a mechanism to explore theeefukVe conclude this WIP paper with a
tentative definition of matching, as follows:

Matching is the successful outcome of the processwhich each party in a
relationship uses sensemaking to integrate theicgmions of the other party’s intent
with respect to the relationship in the context their mental models and
understanding of value. By inference we can alggest that mismatching and no-
matching also can occur when both sides do not bapeopriate perceptions and the

results of their sensemaking are not equivalerdrerunequal
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