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Extensivity, participation and organizational culture in the buying
centre network context — qualitative study on Finnsh firms

Competitive paper
Abstract

Organizational buying faces new challenges and tatdap needs along with the changing business
environment. As surrounding business and technodmygyronments change, also buying centre networks
are forced to change in order to sustain sufficlerdwledge level and guarantee efficient purchasing
functionality. For suppliers in business-to-bustgesarkets, in-depth information on characteristi€s
customer organizations and, especially, the bugiegtre networks is essential for adapting the sales
activities accordingly. In this paper we have taketensivity of buying centre networks under a s&dec
focus. This study provides profound informationtbe special characteristics of extensivity of thgibg
centre networks: how these networks transform dubimying processes; and how the extensivity differs
between the buying situations and different orgational cultures. The empirical investigation is
conducted through a qualitative study on Finnishifess organizations during the beginning of 2007.
The study confirmed that there exists a substam@vition in the levels of extensivity and papition

of various parties in the networks during the bgyprocesses. Extensivity and networking towards
internal and external sources was highest duriegdfitst phases of a buying process and decreased in
importance towards the final phases of the procBsging situations and an organizational culture
influenced also notably extensivity of the netwoakd the networking towards internal and external
sources.
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Background

Buying centres have been known as the key funciithsencing the flow of organizational purchasing.
Various names and descriptions have been used ignctilection of individuals connected in
organizational buying decisions. But, the mostrofieed term, in marketing context, is the buyingtiee
(e.g. Robinson, Faris, & Wind, 1967; Webster & Wit872). In this study, buying centres are treated
networks, which are built from interaction processd individuals in which technical, social, and
economic issues are dealt with. These networksharefore seen as organized patterns of interafion
completing the purchase task. (Hakansson & SneB6tX)) Although buying centres have been studied
widely by several authors (e.g. Webster & Wind, 2,9%heth, 1973) and regardless of the obvious
importance of the network perspective, surprisinighy studies have applied this view (e.g. Johnston,
1981; Bristor, 1993; Buckles & Ronchetto, 1996).

Buying centre networks are defined as the ad howanks of participants involving the organizational
purchasing (Robinson et al. 1967). This ad hochmasing function plays a central role in organizagio
success in their purchasing activities (Bristor 399n organizational purchasing, individuals from
different functional areas and departments of agamization and outside the organization are
interconnected with each other to share and cadateed knowledge on the purchase task, for leggenin
the purchase related uncertainties (Buckles andirato 1996). The network view is therefore seen as
the most appropriate perspective, highlighting fdiet that buying centres are functioning as network
connecting individuals (from internal and extersailirces) who share purchase related informatiothéor
success of the purchase task (Buckles & RonchE3&s).



An organization’s buying process is strongly demef its ability to create a strong buying centre
network, including individuals from all levels anfdinctions of an organization and outside the
organization allowing buying centre members acteésmowledge related to the buying task. The sueces
of the buying process depends thus heavily on ubeess in setting up a well functioning buying cent
network. (Bristor, 1993) Effeciency and functiomaliof a buying centre network, structure, and
participation of individuals are essential factfmsthe purchase decision at issue, as it bringstteer and
creates knowledge needed in the decision making.

In business marketing research the concentratian been on profiling buying centres, describing
interpersonal communication, and identifying orgational and environmental factors that affect bgyi
centre behaviour and decision making (e.g. Jonhatwh Bonoma, 1981; McCabe, 1987; McQuiston,
1989). Several authors have also attempted to sthdgges in buying centre composition and structure
over the buying process and determine their effectthe buying centre behaviour (e.g. Dowling, 1994
Lynn, 1987; McQuiston, 1989; McWilliams, Naumann Scott, 1992). Consistent, comparable and
industry specific on the buying centre structuned tine effects on actual purchase processes arevieow
scarce. The best attempts to identify the detengifactors affecting to buying centres have optedbhe

of the two approaches: studying the effects of lpase situations on buying centre structures and
operation models (Robinson, Faris, & Wind, 1967uiMann, Lincoln & McWilliams, 1984; Garrido-
Samantiego & Gutierrez-Cillan, 2004); or studyihg wariations in buying centre structures in ddfer
buying process phases (Naumann, Lincoln & McWilkart984). Also the influences of buying situation
(Robinson, Faris, & Wind, 1967) and organizatiogtlicture (e.g. Lynn, 1987; Patton, Puto & King,
1986) on buying centres have included in the wiodies.

Prior studies of this latter trend have discovetteat organizations had distinctive differences hie t
structures of buying centre networks measured bBetlvariables - extensivity, lateral involvememntda
vertical involvement (Ghingold & Wilson, 1998). Foer, there has been specified several other factor
that are found to explain the structural variatiafisbuying centres: stage of the buying process, an
organizational structure, and buying situation.t@all differences are also commonly known to infice
organizational behaviour. However, the effects ofanizational culture on buying centre network
structures have not been studied; though, it caeXpected, with high probability, to be a signifita
factor affecting to the variations in the netwotikustures.

Structure of buying centre networks

For analyzing the buying centre networks, sevemaiiables have been applied over the years of
organizational buying research. One of the mosinoftsed variable for describing buying centre stinec

is, naturally, the size, the number of personslirea in a buying decision making process (e.g. Kohl
1989). The network size has been found to influestoengly several aspects of the buying process and
the operability of the buying centre network. Thetwork size, or extensivity (Johnston & Bonoma, )98
has for example direct effects on the individualtipgoation, interaction, and the purchase specific
knowledge gathered for the use of the buying pmd&haw, 1981; Kohli, 1989) It has also been faiond
correlate positively with the degree of formalipati(Dawes et al., 1998) and the complexity of the
purchase process (Johnston & Bonoma, 1981) Thediuhing centre size is an important indicatorhef t
functionality of a buying centre network; the extemd nature of the knowledge, the organizational
structure, and the perceived importance and coritpleikthe purchase process.

Also several other variables have been found ttuéntce an organizational buying process. The
participation of different hierarchical levels toetbuying centre, i.e. vertical involvement, iseoftused
variable characterising the structure of the buyiegtre network (Johnston & Bonoma, 1981). It isnfit
to describe well the differences in buying centedworks in different organizations, buying situagp
and purchased products. (Choffray & Lilien, 1978hrdston & Bonoma, 1981) The third important



variable for measuring network structures of buyiegtres is the lateral involvement, referringhe t
participation of different functional areas (Jolums& Bonoma, 1981). Prior studied e.g. Bello & Liaht
(1993) have shown that participation of differepeaalization areas and functions changes durieg th
buying process and differs between different buysitgiations. When concentrating on individuals’
involvement and influence on decision making in luging centres, three key variables are most often
applied. Familiarity is used for describing buyiogntre networks (Bormann, 1975). Relating to group
interactions and dynamism, and is thus importareanwstudying aspects of decision making processes in
buying centres. Viscidity is applied when examiniogerational and social aspects of buying centre
networks. It is set to measure how cohesive omieaged the buying centre group is, having thusctlire
effects on the group dynamism. (Shaw, 1981; Kdt#i89) And, finally, participation is an important
variable describing the “amount of written or vdrisammunication offered to others in the decision
making unit during the course of the purchase datigMcQuiston, 1989, p.68).

Though, several variables have been suggestedariding the buying centre network structuresis t
study we have taken the extensivity under the spé&mtus. It is found to be the most applicabletfos
study as it provides an explicit tool for examinittig variations in the networks between organinatio
buying situations and organizational cultures. Eleensivity is understood as the number of persons
participating in a buying centre network at thetestage of a buying process (Johnston & Bonomal)198

An influence of buying situation and organizational culture on buying
centre networks

When examining organizational buying and differencé buying centre networks in different buying
processes, a buying situation is an important kgithat must be taken into account. The struabfir@
buying centre network is found to differ accordiogthe characteristics of buying situations. Robins
Faris & Wind (1967) found in their empirical resgarthat buying situations can be categorized most
explicitly into three groups: a new task buy sitoiat a modified re-buy situation, and a re-buy atiton.

We have applied this method for separating diffefamying situations and exploring the differences
among them. This classification was found to befulstor identifying participants in the buying
processes, specifying the circumstances under whichndividual participates, and determining the
influence of each participant.

Although the cultural aspect is stated to be anont@mt denominator of an organizational behavigur,
the context of buying centres the cultural influens rarely studied. When treating buying centres a
networks, the cultural influence can hardly be eded as it is expected to have direct and sigmifica
effects on several aspects of the networks. Sqi®ig4) has defined organizational culture as “ao$et
core values, behavioural norms, artefacts and leldnal patterns which govern the way people in an
organization interact with each other and investrtenergy in their jobs and the organization egea
According to Engel, Blackwell & Miniard (1993, p3pBculture is understood as “a set of values, ideas
artefacts, and other meaningful symbols that hetfividuals communicate, interpret, and evaluate as
members of society”. On individual level, the cud#tunfluences individuals’ product choices, struetaf
consumption, individual decision making and commation about the product (Engel, Blackwell &
Miniard, 1993; Sangeeta, 2006). Culture can bestbes understood on two different levels, eithertloe
cultural or country level or on the organizatiomalcompany level as all organizations has their own
cultural characteristics. In this study the cultisreiewed from the organizational perspective.

In observing cultural differences on organizatiotelel, the most often applied model is the one of
Hofstede (1983, 1991). He tested a theoretical inodikeles & Levinson (1969), and found support
that the dimensional model explains well culturdfedences on organizational level. There was also
discovered that cultural differences can be dividedost conveniently, into four dimensions:

individualism and collectivism, power distance, @rainty avoidance, and masculinity and femininity



(Yeniyurt & Townsend, 2003). In this study for exaing the effects of organizational culture on the
extensivity of a buying centre network, the cultiseexamined through the dimensions introduced by
Hofstede (1983): individualism, power distance, artainty avoidance and masculinity. Though, this
model is most often used in an international caniéxs found appropriate for this study, as diffeces

in these cultural dimensions are found to exigt Akstween organizations on a national level. Fstaimce,
Hofstede (1991) and Straub et al. (2002) have ctitat national values on the dimensions of culture
cannot be used solely to predict organizationahdividual level behaviour. The impact of the natib
culture varies significantly between individualsgdasrganizations on a national level, dependinghair t
connectedness to the national culture and to stuvesl

Research objectives and methodology
Obectives

For business organizations, an ability to set @gir@eng buying centre network is essential for gétige
the knowledge needed for accurate buying decisionthis study we have taken the extensivity uraler
special focus. The extensivity is found to be ohthe most important variables characterizing thgirg
centre networks (e.g. Shaw, 1981; Kohli, 1989). p¥eceive that the size of the network is an impdrta
indicator of the perceived importance and the radlated to the buying process. Thus, the firstaede
guestions states,

- How does the extensivity and structure of buyingtiee networks differ during the buying process
and between buying situations?

For studying extensivity and participation in theying centre networks, the respondents were asked t
estimate the number of persons involved in thermugentre network in each stage of the buying m®ce
(e.g. “what was the number of persons involveddnhephase of the buying process”); and who were
participating in each stage of the process and wiaat the role of the participants - users, inflegac
buyers, deciders, and gatekeepers (Webster & WIg¥,2). In exploring the buying processes,
organization-specific differences were taken irtocaunt, and respondents could exclude some stages o
include new ones depending on their organizatispkcial characteristics. Extensivity, participateord
buying organization structure were studied seplgratethe new-buy situations (NBS) and modified re-
buy situations (MBS) enabling the comparison betwds® buying situations. These issues were mainly
studied through both open-ended and structuredtigunes The structured questions were used for
measuring more explicitly e.g. the level of riskdamportance of the buying object, and the degiee o
centralization, formalization and specializationtlod buying organization (e.g. “how would you caolesi

the level of formality of the buying organizatiohymur company”: open-ended; and evaluate on takesc
1-5, 1=centralized and 5=de-centralized).

As stated, in order to objectively analyze the atéwns in buying centre networks between orgaronsti
and the effects of buying situations, organizatiandture must be taken into account. As e.g. Sthei
(1985); Engel, Blackwell & Miniard (1993, 63); amtbfstede (1983, 1991) found, the organizational
culture have significant effects on several proegsand aspects of business organizations. Buying
processes are thus expected to be significantlyenéed by the four cultural dimensions. The second
research questions states,

- How does an organizational culture influence themsivity of buying centre networks?



In measuring an organizational culture of buyingtees the structured questions were used more lyroad
(e.g. “how would you evaluate the buying behavimuyour organization in terms of collectivism and
individualism in the scale 1-5, 1=as a group anthdiwidually; “how would you consider the influence
power of different persons over the buying decisiam your organization”; and "when considering a
buying behaviour of your organization, is your argation more a risk-taker of a risk-avoider?”).€bp
ended questions were also applied for specifyirheaplaining the given evaluations. The buying unelt
was not studied separately in the two buying sitnat

Data collection

The empirical study was conducted among Finnislinegs organizations during the beginning of 2007.
The qualitative empirical, partly descriptive anartfy explorative, data was collected through peaso
interviews. The personal interview method was agplas buying centre networks vary significantly
between organizations - interviewees observe tlymfurocesses and buying centres very differently
and there is significant variations in terms anfiniteons used to imply the same aspects of buyiegtre
networks that cannot be taken into account befordthahe data consists of 28 interviews among Fimnis
small and medium size companies.

In selecting the sample companies, candidates @enmined based on whether they had recently been in
“new-buy” or “modified re-buy” situations. Examirgnstraight re-buy situations were excluded as its

ability to provide new information on the reseapchblems was discovered to be limited. The comanie

were selected from the traditional basic industidesl the high technology industries for securing

sufficient variability of the organizations to beaenined. In the present study an industry-specific

perspective was not taken and, thus, the indusivexe not analyzed separately or compared. In-depth
analysis on the industry level will be conductedhie further studies.

Interview method was mainly semi-structured intewiin which different topics were discussed through
open-ended questions. The method allows for flégiband provides the chance to discuss some issues
more in-depth. Open-ended questions allow alsovigeer to correct misunderstandings, to ascedain
interviewee’s lack of knowledge, to detect ambiguiio encourage cooperation and to make better
estimates of the interviewee's true beliefs andtuats (Kerlinger, 1983, p. 442-443). However, for
measuring and supporting the analyses and expglicitparison of some key areas interviewees were
asked to answer also to few structured questidmssd questions related mainly on scaling importaifice
some specific issues, e.gihat is the importance of the purchase for your gany: 1-5 (1=not important,

5= highly important); what is the degree of riskated to this purchase: 1-5 (1=low risk, 5=highk)s

Validity

Interviews were carefully written down during therviews, but were not audio-taped. Interviewsewer
examined and detailed transcriptions were writtetrméediately after the interviews for confirming
accurate interpretations. Interviewees were chediefrehand for guaranteeing they had sufficient
experience and knowledge on the company’s buyitigit&s. During the interviews follow-up questions
were asked, questions were explained more explicithd misunderstandings were corrected when
needed to minimize discrepancies and confirm tieracy of information.

Interviewers were marketing students who conducdhked personal interviews and wrote the detailed
transcriptions. The interview outline, theoretidalindation, and research problem formulation was
conducted by the researchers, i.e. the authors.intbeview outline was tested in two companies and
some minor changes were done. The researchers/mgaeand controlled the data collection by beimg i
contact with the sample companies if unclaritiegenarisen. All interviewers had good background
information on the themes covered in the intervielse interview outline, the themes, and the reieva



theories were also discussed thoroughly beforelatidthe interviewers. The validity of the study sa
further strengthened as both researchers have lthdree to examine and analyze the empirical data
separately. The original interview forms have dis®n available for both researchers for enabling an
assurance of validity of the transcriptions.

Structure of buying centre networks in different buying situations

A six-step buying process description was presetttédterviewees: 1) recognition of problem, need o
purchase intention, 2) determination of charadiessand quantity needed, 3) precise description of
characteristics and quantity of item needed, 4)ckefor and qualification of potential sourcesyBpdor
interaction and analysis of proposals, and 6) etmn of proposals and selection of supplierf.
Ghingold & Wilson, 1998). Interviewees were askedpecify "Who were present in each phase of the
buying process" (with Q7 and Q14; we refer to goestnumbers 7 and 14 on the questionnaire sheet).
The buying processes were analysed both in a nsekvhay situation (NBS) and a modified re-buy
situation (MBS). The first aim was to examine th@igure and extensivity of buying centre netwarks
both buying situations. The second aim was to emanthe participation and involvement of different
hierarchical levels and different functional arémdoth situations. These research tasks helpdihdo
different networks, coalitions and interactionsdifferent phases of the buying process, and diffeze
between the buying situations.

In MBS case, the problem recognition, need or pasetintention can be introduced from several ssurce
e.g. from different functions, organisational level outside the company. Most often, employeesrsus
influencers, middle management, supervisors, R&Btamers and sellers were mentioned as the sources
of the purchasing needs. In this first phase specielear networks were rarely found and if existeey

were quite informal and implicit. In NBS the signdnce of top management and experts was emphasised
and more precise technical specifications wereiredubut clear formal networks were not yet proenit

In the second and third phases of the processdtegmination and precise description of charadtesis
and quantity of item needed were analysed (phasesl 3 analysed together). In MBS the importance of
experts started to get more emphasise, and thaégmedunction was defined more explicitly. Theralte
and vertical co-operation of the buying centre mekwncreased as well as the amount of particip@rgs
extensivity). Also the number of different rolesiieased along with the network size (e.g. userehuy
influencer). As expected, in the case of NBS mapegise was needed compared to MBS. And thus, the
networking to different functional areas and deparits was also clearly higher. In this phase tladitgu

and delivery time were the most important issuemreMactors from higher organisational levels
participated compared to the previous phase.

In the fourth phase (search for and qualificatibpatential sources) the co-operation, especiaiyvien

the middle management and top management, was eimsptian both situations. In the buying centre
network, actors from several functions and depammédsuch as purchase, manufacture and selling
functions) participated to the decision making atker activities. Networking towards suppliers and
customers was also perceived as an importantaibshg with the internal networking.

The fifth phase was the vendor interaction and yeilof proposals. In both buying situations, the
participation of persons from various sources wasdacted mainly according to each actor's area of
responsibility. The owner and top management wkrarly more active in analysing proposals when the
purchase was expensive or related to a companyés lmasiness. Co-operation of network participants
was still active in this phase.



The last phase, evaluation of proposals and seteaif supplier, was rather similar in both buying
situations. The importance and economic dimensddrtbe purchase, great perceived risk, and novelty
level were mentioned to be the key reasons thafitla¢ decision making was concentrated on the top
management level. In this phase, the same actaes feend to participate in the buying centre networ
than in the other phases of the buying procedswadh the importance of employee and supervis@idev
was now clearly lower.

In NBS the meaning of expertise, especially teciinéxpertise, but also other expertise areas (R&D,
expertise in buying) were emphasised compared t&MB the cases of more expensive purchases the
top management was found to appreciate more imegsihe knowledge, skills and other expertise of
different participants. Buying centre networks wkmend to be constructed, during the buying proceks
participants from several organisational levels dmdctions inside the companies, and participants
outside the companies, such as suppliers, custoaratsexperts. Based on the interviews there was
identified a) smaller networks (a couple of pergpmg wider networks inside the company (many
functions, experts; teams), ¢) experts outsidehefdompany, and d) network chains towards suppliers
and customers. The buying centre networks seemtdhios dynamic and variable in terms of extensjvity
structure, members of actors, skills of actors @otiksiveness.

The interviewees were also asked to describe theedeof centralisation and formalisation of buying
decisions, and what kind of special skills wereureggl from people working in the buying organisatio
(table 1): a) = MBS, b) = NBS; scale in structurgdestions 1 ... 5; Q15: centralisation = 1 ...
decentralisation = 5; Q16: no formal = 1 ... formd;=Q17: not special skills needed =1 ... specidilssk
needed = 5. The aim of including these structunegstions into this study was to observe differences
between MBS and NBS more explicitly. By combininigistural and open-ended questions, analyses can
be deepened and new aspects to the research psoblembe found. Each question (Q15a ... Q17b)
consisted of two parts: 1) open-ended questior2astiuctured question (scale 1 ... 5).

Table 1. The degree of centralisation and form@éisan buying decisions and requirements for sgeci
skills in the buying organisation

Question Mean N Range
Q15a 2.08 24 1-5
Q15b 2.00 24 1-5
Ql6a 2.63 24 1-5
Q16b 2.50 24 1-5
Ql7a 3.14 21 2-5
Q17b 3.33 18 1-5

Comparison of the mean values between MBS and NBSvs only minor differences between the
situations. Any statistical methods and tests fgnicance are naturally non-applicable due to lkiNa
Based on question 17, there seems to be someediffes in the degree of specialized skills required
between NBS and MBS. In NBS case companies seaampihasize slightly more special skills during
the buying process compared to MBS. In both casessidn making was found to be rather centralised
(in the case of final decisions), as the final bgydecisions were often centralized on top manageme
level. The range is 1 - 5, but only one intervieweage grade 5 (MBS) and two interviewees gave gbade
(NBS).

According to question 16, the decision-making wamfl to be quite informal (Q16). In both situations

only one interviewee gave grade 5. Special skiksenneeded a lot in both situations which seem to
require more informal emphasis. The range in MBS ®a 5 (only one answered 5) and in NBS 1 - 5.
The high degree of variation in answers was cabgadany reasons: the sizes of companies variedg som



companies had a buying department (but most corapdrad not), interviewed companies represented
many industries, and there were traditional busimesnpanies and new technology companies (e.g. IT).

In each question (Q15a ... Q17b) interviewees wekedaso describe more in detail their evaluations
(open-ended questions). As mentioned, the resptsid#atements varied in terms of centralisatiothim
decision making in the case of MBS. The persothefresponsibility area makes generally less importa
purchase decisions. An expensive, high risk or mmses related to a company’s core business usually
means that top management, management group oecte®p actors are the final decision makers.
However, also in these cases there are links trerdiit networks, e.g. to experts who often have a
significant influence on the decisions. In NBS flmal decision making seems to be centralised more
clearly to the top management than in MBS case.

Variation in the degree of formalisation was fouta exist in both situations. Transparent rules,
instructions, policies and standards are followedBS, but informality is still prominent: ‘what the
case' or 'the best possible solution will be detideto the customer’, as respondents mentioneco@se,
preliminary agreements, chain control, procuremelitections, quality systems, definitions of
responsibility areas, principles or policies of ypoand other procurement systems bring more fotynali
to decision making. In NBS case, formality is emrgided more especially when the purchase is expensiv
and the final decider is top management. In thdsateons written documentation is required; and th
role of standards, certificates, and the respealeenents are emphasised. In this point, there st
notified that respondents’ have not necessarily tzdde to make clear difference between MBS and,NBS
although clear definitions were given in each retige question. However, problems occurring frofis th
issue were controlled by analyzing and classifyatighe interviews and cases with qualitative redea
methods.

As presented in table 1, special skills were reglisomewhat more in NBS than MBS which was further
confirmed in open-ended questions. Special skilfsrelate to several functional areas and depattoén
an organization, and cannot therefore be categbtizdselong to any specific area of an organization
an external source. For example, during the pueclmascess the amount and coalition of participants
change. Specialists can be found from an emplogeeert or middle management levels, or specific
functional areas. A top management is often seenfiaal decision maker.

In the interviews there was emphasized especiadlyfact that a purchaser needs to have specik ahidl
real time knowledge about markets on hand in tadayying activities. Interviews indicated cleathat
buying organizations tend to perceive a suppligpacial skills and knowledge highly important, thes
commonly utilized during the buying process. Resjgots mentioned also several detailed competencies
that were emphasised and required from persongipating in the buying process. Generally, theesw
seen that the person must be a specialist on fegbponsibility area. "Not needed very much (speci
skills), but with experience gets along" -statenmorifirms an idea that special skills will be emgiked
through experience. In the case of NBS specialsshiteded were more prominent compared to MBS.
This is seen in the following statements: 'speskils maybe more important', 'e.g. benchmarkitggm
work needed', 'special skills from buying organ@atpeople'. Special skills were not always conegct
with managing a certain special issue. These skélfsrred often to 'managing wider entities', or to
versatile competencies, e.g. 'very wide knowledgmiasupplier sector' or 'tailoring according toesd-
user's needs'. The expertise and skills of thengugepartment are also emphasised in NBS.



Characteristics of organisational culture in buying centre networks

Organizational culture was studied through the following questions with structured and open-ended
methods. Structured questions (table 2) concentrate collectivism (Q18), power distance (Q19),

uncertainty avoidance (Q 21) and soft/hard val@@®2]. The scale used was 1 ... 5 as before (Q18:
collectivism 1 ... 5 individualism, Q19: inequality .1. equality 5, Q21: avoidance of risk 1 ... 5 risk

approval, Q22: hard values, masculinity 1 ... sofugg, femininity). Open-ended questions included
arguments (Q20) and wider evaluations of buyinguecal(Q23).

Table 2. Variables measuring buying culture.

Question Mean N Range
Q18 3.33 27 1-5
Q19 3.70 27 2-5
Q21 2.52 27 1-4
Q22 2.44 27 1-5

In table 2 there is found that respondents perdeilveir organisational cultures tend to favour vidtial
decision making more than group decision making8)Qanswers ranged from 1 to 5). Open questions
revealed that although people are working in groampd teams, the final decision-maker is usually an
individual who is responsible for the decision. Thask belongs to his/her responsibility area arthus
made also by that person. Concentration of respilitisis on an individual level seems to influeradso

the decision-making style.

Power distance (Q 19) shows that people have egital possibilities to influence on buying decision
according to their organisational roles (range 2%)- Respondents found that everyone, in their
organizations, can present quite freely one's opinians and suggestions. Especially in the firsigas

of the purchase processes when the number of ipartts is greater, listening opinions of persosnfr
different departments and functions is seen vatualhswers to open-ended questions revealed thht ea
participant’'s own expertise and responsibility aigacontributory in the buying process. Interaction
between the other members of a buying centre nktwere perceived as an important way to obtain a
better understanding of the buying object at isJime respondents used e.g. the following statements
listening to others', 'employees have equal oppdi¢s to influence’, ' we agree on who will startake
care of purchase', 'sincerity’, 'discussing cultutstening to all opinions who are present’,ugq
influence', ‘we act in team'. However, the finatid®ns in both buying situations either, concdetia
directly to top management, supported by the opmiand expertise of the network; or top management
made the strategic decisions and lower hierarchéwals act accordingly.

In practice, in all buying situations with some nel@ments, a company is forced to bear some lelel r
An organization’s ability and willingness to accdpe risk differs significantly between organizatso
With question 21 the respondents were asked taatatisks related to the buying situations in Gaes
The answers to the structured question ranged freon4 with the mean 2.52, indicating that companie
are generally rather careful, risk-avoiders. Cohestredible and active business relations weraddo
lessen risks. In the beginning of the interview as&ed, how respondents evaluate risks in MBS and in
NBS. There was a notable difference in the mearikeobuying situations, MBS = 2.35 and NBS = 3.36.
Respondents were also asked to describe those Iisketh buying situations the most important sisk
related to delivery times, ready for delivery, angility (e.g. a respondent stated these as atitnaali
risks)'. In the case of MBS risks tend to be lo@wercompanies are more familiar with the supplirs.
NBS case, there was discovered that quality relds&d were analysed more in detail compared to MBS
As expected, the degree of novelty of the produas fiound to increase the risks. The following
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statements highlight explicitly these issues froBS\perspective: 'a little experiences, is it dusgabha
risk to failure in define specifications', 'is theduct choice valid?', ‘technical quality?', 'dety correct?",
'risks concerning new technology', new suppliréw brand'. As risks are prominently higher in iHgS
case networking and extensivity of the network playore important role. By increasing the network
extensivity, the risk levels can be decreased agaaies have better access to knowledge relatduto
key risk areas.

The interviewees were also enquired how hard vadunek soft values are seen in their buying culture
processes (Q22). In answers, hard values were aispdawith the mean of 2.44, answers ranging
between 1 and 5; only one gave grade 5 and moah®fers concentrated on grades 2 and 3. When
extensive and expensive purchases occurred thevialuds were found to be more prominent, and the
need for seeking new suppliers was also found o igaimportance. "Euro in this industry is the ypnl
real measure ..." as a one respondent stated.

Finally, we asked the respondents to reason tipaians concerning the company's buying culture3)Q2
The hard values were clearly emphasised. The nastmsents illustrates this subject: 'pure business'
'business is always business and money the onbriatj ‘cost efficiency', 'do money to ownersarrage
risks', 'price competition in industry'. Howevelsasoft values were found important, especiallyas
suppliers and actors inside the company. Followtagements illustrate soft values: 'co-operatiential
interactions', 'ecology’, 'interactions outside kiyjoworking together’, 'social values importa@tften soft
values were stated, but then hard values wereatlgreconditions. As an example the next conclusion
"Social values are important, but the company haveucceed ...good profit". Thus, soft values were
found to exist and perceived to be important inriyeal buying decisions; but the hard values wire
default values that were evaluated first which twmfit the company’s objectives, especially in tases

of expensive and important purchases. Only, iféhoard values were found to reach a sufficientljeve
the soft values were considered. To conclude, teng- relationships with suppliers were generally
appreciated and seen to have positive effectsendmpany.

Discussion

The six-step buying process was analysed bothniematask buy situation (NBS) and a modified re-buy
situation (MBS). The analyses were conducted bgsilging the empirical material according to thetw
buying situations and different phases of the byiyirocess. The aim of the present study was to ieam
the structure and extensivity of buying centre meks in both buying situations and who are paréinis

in the each phase. Further, extensivity and streadfl the buying centre networks were also examined
through organizational culture. There was expettiatidifferences in cultures will also be reflectedhe
buying centre networks.

The results showed that buying centre networksanstructed of participants from multiple hieraozthi
levels, departments, and functional areas depengimghe object to be purchased. Participation was
nearly equally diverse in both buying situatiomsugh some differences were found. The extensarity
coalition of buying centre networks was also fotad/ary substantially between different phaseshef t
buying process and buying situations. In the firsel second phases of the buying process, the asitgns
of buying centre network was widest in both MBS &S, as expected. The networks were found also
to be highly versatile in these phases, in ternfsimétional, hierarchical and in different rolesraftwork
members. In the next phases (3 — 4) the importah@xpertise was clearly emphasised, especially in
NBS case. Networking to different directions wasrfo to increase notably, especially towards supplie
and customers. This was found to be well in linthwhe expectations, as organisations are accuimgilat
purchase-specific information. The knowledge gatigewas found to be the key force behind the
organizations’ orientation to extending the buygemtre networks. In these phases, especially alaar

an outward orientation in the networking activitigsthe phase four, the role of middle manageraent
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top management was found to be more central in K&8pared to MBS. Decision making was thus
more centralised, formal and special skill-orientedNBS, but differences were rather small reqgirin
further studies.

Power distance in the organizational culture canéeikdressed that people have rather equal chances t
influence buying decisions. The power distance wyilg centre networks was found to be minimal
during the first phases of the buying process. Bhen moving towards the final stages of the protes
power distance was found to widen significantlyu3halthough participants were working collectivigly
groups or teams during the buying process, the fieaision maker was often an individual from tbp t
management or an individual who takes the respiitgitor the decision. A low level power distanoé

an organization tends however to reduce and sltdweewidening of the power distance during the bgyin
process. Power distance is therefore found toakeftethe extensivity and level of centralizationtioe
buying centre networks — small power distance imes the extensivity, participation of differerteimal

and external sources, and decreases the cenii@lizat

As expected, the risk level was found to be notabdater in NBS compared to MBS. Reasons mentioned
in MBS were e.g. cohesive, credible, long-term bess relations. In NBS, the degree of novelty,
exiguous experience or knowledge about supplieignifieantly different and new specifications,
suppliers' unknown ways of actions were the keyofacincreasing the risk level. The greater risiels
increased the organizations’ need for more extensatworks and for the use of experts with spetifie
skills.

The hard values (masculinity) were clearly emplegkiduring the final decision making over the soft
values. However, during the earlier stages of tingrly processes, the soft values obtained surgtisin
high importance among the case organizations. peitance of soft values was increased when there
was a need for listening to others and interaatiith various network members (internal and extgrnal
and when social links were of high importance. bt values were thus perceived as highly important
factor during the earlier stages of the buying pssc But in the final decision making, the harcugal
were emphasized over the soft ones. The hard valess found especially important in the purchades o
high cost and/or high importance. The importancéhefpurchase and tendency towards the hard values
(i.e. price, quality, reliability, etc.) in the fuh decision making was also reflected to the buyegtre
networks in terms of decreased extensivity andemeed centrality of the decision making. An
interactivity, participation, and networking acties were found to be concentrated especially erfitht
phases of the buying process.

Finally, there are smaller networks (a couple akpas), b) wider networks inside the company (many
functions, experts; teams), c¢) experts outsidehefdompany, and d) network chains towards suppliers
and customers. The buying centre network seems tlybamic e.g. in its structure, members of actors,
skills of actors and cohesiveness; different nekaocoalitions and interactions in different phastthe
whole buying process, and differences between lyusitoations.

Prior studied e.g. Bello & Lohtia (1993) suggestieat participation of different specialization esesnd
functions (lateral involvement) change during theyihg process and vary between different buying
situations. This was confirmed also in the prestmdy. In addition, there were also discovered lrieta
variation in the vertical involvement and extensivbetween different stages of the process. The
classification of buying situations (MBS, NBS; Fa& Wind 1967) seemed to be clearly relevant,
although, interviewees were not always able to maldear distinction between these two situations.
Familiarity, group interactions and dynamism weparfd to be emphasized in constructing and,
especially, in changing the coalition of the netkvduring the buying process (in line with findingé
McQuiston 1989 and Bormann 1975). In this studyrehwas found that Hofstede's four cultural
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dimensions: individualism and collectivism, poweéstdnce, uncertainty avoidance, and masculinity and
femininity, offers a good tool for analysing cutlilissues of buying centres.

Managerial implications and limitations of the study

Based on this study, for increasing the efficieatiuying centres and exploitation of expertiseilabée,
companies should enhance the interaction of ppatits (internal and external) in terms of laterad a
vertical involvement during all stages of buyinggesses. Essential barrier to active participatiot
interaction throughout the decision making prociesthe power distance, which was found to widen
towards the final stages of the process. By keefiagpower distance on low levels through the datis
making process, the efficiency of participation axgloitation of expertise is increased. In orgatians,
the buying centre concept should be viewed as ardinetwork instead of fixed department or funttio
Buying centres as dynamic networks operate moieiaitly and are more adaptable to various buying
situations. Related to the dynamism, increasingnthigvork extensivity is recommendable only to the
limits where the networks sustain the dynamismeifhe point when active participation and intaoact
starts to decrease when increasing the extensadlgitional participants provide decreasing amafnt
net benefits to the network. Essentially, the bgyientre networks are constructed to manage uirgrta
and lessening perceived risks associated to thehpse. The lower the perceived risk level, the towe
should also be the extensivity of a buying cené®vork.

Our research was limited to study only 28 Finnismpanies from different industries, small and mediu
size companies. The amount empirical data did fiet possibilities for more in-depth statisticaledyses
and, therefore, cannot be generalized to otheumadtwithout confirming studies. By, concentratory

two industries only could have provided more distiire differences and results. The respondentsdcoul
not always make a clear difference between MBS NB®&, although these two buying situations were
defined to interviewees. This may have caused ttiate was not found clear differences in buying
situations and buying processes in the case of saimeriewed companies. The risk management aspect
was addressed in many points of the researchah important area that should be studied moresptid

in further studies.
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