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Abstract

The role of networks in the international developiproject sector has been identified from the

perspective of seller-buyer/client relationships.this paper, we extend the exploration of such
networks to include what we term as a career nétwormwhich external specialist consultants —

independent of the supplier or client — have thevgroto exert considerable influence over

international project outcomes and interaction leetwthe various parties involved in the project,

through their own professional expertise and pesaonnections. Based on an exploratory

interview study of IDP external consultants, wewdian career and networks literature to explain

how these key individuals forge strong actor bowith each other with key actors in other parts of

the IDP network that bind them together. The caneg&work in which they are embedded is a valued
— even vital — shared resource on which they Inaglds depend. Resource ties therefore reinforce
the actor bonds to build and maintain a strongearanetwork. Our data suggests that IDP career
networks may prove to be more stable and more ergitihan those between organizations thus
demonstrating the strength of strong ties.
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THE STRENGTH OF STRONG TIES: CAREER NEWORKSIN
INTERNATIONAL DEVELOPMENT PROJECTS

Introduction

The role of networks in international projects islmestablished, as the existence of a dedicated
community of scholars nternational Network on Project MarketingNPM) - alongside the IMP
Group attests. Within this body of literature, theeraction between supplier firms and their clsent
in B2B and B2G international projects has been énath(see Cova and Salle, 2007 for a review).
Also, the discontinuous, uncertain and complex ({@)Jfeatures of projects have also been
examined through the prism of networks (Hadjikhd896; Welch, Benito and Petersen, 2007). The
focus in the literature has tended to be on whasstan (1985: 4) referred to as “the upper whole
organization level”. For example, Davies and Hob@2§05, p.52) point out: “The shaping and
reshaping of supplier-user networks depends ongus\company performance in specific projects”.
Likewise, the concept of rituals is proffered byv@pGhauri and Salle (2002: 120) as a potential
relational tool for supplier firms to “support tdevelopment of inter-personal links in order tdfig
the economic discontinuity in the supplier/cliestationship”. As Owusu and Welch (2007: 147)
argue, weighting has tended to be given to prgeliérs and that “an understanding of international
project business is incomplete without further gsial of project buyers”. In this paper, we extend
that argument and contend that a concentrationhenotganization-to-organization network level
risks obscuring a fuller understanding of what teaggpat the so-called “lower level network” — that
is, relationships and linkages between individ@asactors, and the interactions that may help or
hinder the connections between all parties inni@rnational project network and its various milieu

For project-intensive firms operating in the coustion, engineering and consulting sectors,
firm outputs are often delivered in the form of palse solutions for clients. In these situationg, th
external client frequently has a substantial inmtb the composition of key project team
composition. Project-intensive firms are thus lilgareliant on their ability to marshal competent
teams to deliver services on time and to budgeis ™ a significant constraint, particularly for
supplier firms involved in the aid and developmenbject sector, where funding agencies place
considerable weighting on the skills and expert$e&key team members named in the bidding
documentation to determine the awarding of cordra@ue to the nature of international
development project (IDP) work, supplier firms tetadrely on a large proportion of independent
specialists who are contracted to provide experisglbancy input. Likewise, IDP buyers —
effectively funding agencies and local governmesdibs in the project recipient country — may use
external consultants in an advisory and/or evaleatapacity.

Our study, reported in this paper, reveals how ikelyviduals - independent of buyer/client
and supplier firms - have the power to exert cogrsidle influence over international project
outcomes and interaction between the various gamieolved in the project, through their own
professional expertise and personal connections. fdved the loosely coupled employment
relationship, along with the temporary nature déinational project work, were a prime motivator
for these actors to develop strong ties betweemmdbbd/es and others in the international
development project business sector. Self preservaontributed to ‘career network behaviour’ that
may be viewed by others, particularly supplier 8rras part of what has been called ‘the darker side
of networks’: the constraints placed upon individirans in the network (Kinnie, Swart and Purcell,
2005). However, repeated ties, reputational corscennd the development of trust with other
network actors can be countering, positive factdrais, examining the connections between these
key individuals provides an ideal research settorga fuller understanding of international project
networks at the organization and the individuaivogk levels, and how they may influence the IDP
process.
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The paper is organized as follows: first, we expldie qualitative methodology used. We
then briefly outline the research context: inteioval development projects (IDPs) and the key
players in the project network. Based on our daalysis, we then demonstrate how individual
specialist consultants developed and used their@aseer network of connections and relationships
with the multiple parties involved in IDPs. Indeedir data suggests that the utility of tie strerigth
the career network may prove to be more enduriram timter-organisational connections. We
conclude with some suggestions for further resemutchthe role of networks in international project
work.

M ethodology

Interest in the topic arose from a study aimednateustanding the internationalisation of Australian
firms that deliver international development praegefor multilateral institutiongfor further details
about this study see Welch 2005a and 2005b). Qrgtons included in the study were from the
public as well as private sector and ranged fromalls(ander 20 employees) to large (over 3,000).
Managers from a total of 26 Australian-based orggtions were interviewed. Their degree of
experience of international development projectseda— from those with over 30 years through to
new entrants. While the firms were all consultirgviders, they represented a range of sectors —
engineering, health, education and public sectéorme — although most provided consulting
expertise across a range of sectors. A consigtemd that emerged from the study was the critical
role of staffing in the successful delivery of imational development projects, particularly the
management of a high proportion of independent igfigic consultants who were not permanent
employees (see Welch, Welch and Tahvanainen, 2008).

The initial study provided a picture from the pstive of the supplier firm. However, in
order to fully appreciate the role of independegrgcsalist consultants, it was deemed necessary to
obtain their perspectives. To this end, a secondd®f interviews was conducted. Individuals who
had experience in international development workewsontacted, using a snowballing technique.
Initial approaches were made to consultants whoviiadked with some of the firms in the initial
study. These persons became key informants, prayitata and assisting in gaining access to others
through their personal and work-related networkiseyl also acted as data verifiers in terms of
critiquing interview questions, commenting on aaef the initial study, and offering additional
insights post interview (Miles and Huberman,1992)

Sixteen persons agreed to participate in the vislip study. They came from a range of
backgrounds, but were skewed towards senior pasittmd age, due to the nature of development
work. As one interviewee explained, the clientsuélly the World Bank and aid agencies) placed
emphasis on experience as a criterion for winneghtid and this has resulted in a dearth of younger
people being available as they do not have a chamcdevelop the requisite track record.
Interviewees as a consequence had a wealth ofierperupon which to draw, as careers spanned
several decades on average, and a range of diffpasitions in connection with development
projects: from bid writer, team leader, techniad¥iaer, project director through to official evaioia
Interviewees were permanent staff members, senamwagers or independent consultants — with
most having even been two, or even all three, dutie course of their careers.

Interviews took place either in the person’s d@fior via telephone hook-up. They ranged
from half to one hour in duration, based on semiestired questions. Interviews were recorded
(with the interviewee’s permission) using a digitadice recorder. These were transcribed and
checked for accuracy. Given the small sample dize,data was analyzed manually, using the
following research questions as a general orgagiEmplate:

« What attracts individuals to work as external, ipeledent specialist consultants?

* How important are personal networks in securinggatovork?
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* What effect did external consultants have on cotimes and relationships between the parties
involved in IDPs?

The interview data was also compared with data ftieeninitial study of project suppliers, and we
draw upon this to explain how supplier firms viewdadir relationships with individual consultants.
Before presenting the findings, we first providbreef overview of the parties generally involved in
international development projects.

International development projects

The international development project sector coaevery wide range of technical services, ranging
from engineering and construction to health androomity development; however, their objective is
similar to the extent that all have the missionroproving national economic and social welfare.
They also have similar institutional contexts, attthey are delivered to external clients; are all
financed through aid or concessional loans adnarest by government or multilateral institutions,
which have standardized rules and procedures; aadingplemented in the often harsh, even
dangerous, conditions of less developed countrseEh( as Afghanistan, Iraq, Colombia, and
Nigeria). In recent years, there has been a shifinding emphasis away from the provision of ‘hard
infrastructure’, such as roads and dams, to ‘softastructure such as community development and
governance. While the project cycle in this indyss very much shaped by funding rules and
specific client demands, it nevertheless exhibitatwhave been identified as the key features of
project business: temporary organizations, disoaoity in terms of client demand, a high degree of
uncertainty over project timelines and technicainptexity (Davies and Hobday, 2005). Supplier
firms, regardless of size, encounter difficultiesstaffing international projects with permanenthi
given the highly specialised technical qualificagcand prior international experience demanded by
funding agencies. As a result, they tend to relyremimeavily on a high proportion of temporary
employees. Hence a common (although slightly p&y@p descriptor within the international
development sector of such a firm is “body shop’hiM/ not all supplier firms are so-called body
shops, they share a common characteristic of bheayily dependent on attracting sufficient
numbers of skilled external contractors in ofteghly competitive circumstances

Figure 1: The IDP context

| Funding Body
/| (e.g. World Bank)

Field Site Host Government
Project Team & local agencies

”””””””””””” /Other international

Local Office firms/partners

Y4

Supplier firm

Independent
Consultant

........................




Abstract preview

Figure 1 depicts the typical IDP setting and theigea that featured strongly in interviewees’
accounts. Apart from supplier firms, perhaps thganrsation most often referred to is the funding
agency — and often was described as the “clien€ @uthe funding agency’s role in the tender
process. Another key player is the recipient govemnt (i.e. the government receiving the loan or
aid) and its related local agencies, that may pl@vproject staff (termed counterparts) to
complement those provided by the supplier firm.|d#og solid relationships with government
officials was seen as critical to the project'scass, but often an elusive goal to achieve forgetoj
sellers. The supplier firm may be part of an alba or consortium that will also have input into
project team composition, including their own indegent consultants and/or permanent staff. A
local office may be established near the field. Sitee supplier firm will also likely be partneredthv
a local consulting firm, as funding agencies hawkces to encourage such partnerships. This means
that the project team will involve internationahsuoiltants working alongside local colleagues.

Independent specialist consultants (whom we witréo asindependentgor convenience)
actively seek international project workit is essential to their livelihood. Asked whapégy of
people are attracted to such work, an intervievezearked that they could be divided into three
groups — what he referred to as the “3 Ms: missiesamercenaries and misfits”, though he then
added a fourth category: that of “escapee”. Theruntwee explained that he would see himself as
mercenary, though not driven solely by chasing ngdné rather enjoying the short-term challenges
international projects posed, and the fact thatshbaore” (i.e. domestic) work did not lend itself to
the same level of variety and buzz: “Like in Nigerf've been on a US$55 million micro-enterprise
program. Here in Australia, how often do you da®hd here was some consensus from our sample
of independentsabout this categorisation. Missionaries were mgaras people who placed
emphasis on “what they could put in” rather thamé&ivthey could get from” IDP work.

There were intangible aspects that contributed hg iiDP work was seen as attractive: the
degree of autonomy and independence that it ofterstbined with the sense of adventure, a way to
gain valuable work experience, or as a convenie @ experience a particular country or culture
However, the uncertainty of development projectds fature job prospects had an impact — moving
people from the missionary end of the spectruninéd of mercenary: “you have to find work ... you
have to eat” and therefore project workers geneféllow the work, not the company” and “are
loyal to themselves”.

As a supplier firm manager explained, developmenjepts have a focus more on inputs,
whereas commercial projects are more output drivee.focus on inputs means that key people are
critical to the success in winning IDP projectgeasally for so-called “body shops”. While Figure 1
places the independent consultant in a seeminglpheral position in the network milieu, our data
suggests the consultant has a more central roléadtiesir strong ties to various parties in the IDP
network which they use to further their own specdareer goals. In the following section, we draw
on the careers literature to explain how self predeon and concern for reputation and standing
influence what we describe as career network beliavand the effect this had on IDP outcomes.

Thelnternal Career, Career Identity and Career Networks

The term ‘career’ generally refers to the sequangaattern of jobs (and the associated attitudes an
behaviours) a person holds over his or her lifensfde relevant literature separates a career into
two parts: the internal and the external (see famngle, Schein, 1978). The internal career id sai
to reflect an individual’'s own subjective idea oapnabout work life over which the individual is
seen to have some directional control. The extetaeder takes an objective, organizational view
and refers to the social structure, such as c@a®is and occupational streams. Keegan and Turner
(2003) describe the external project career asnmelseg a spiral staircase, an image that they
consider captures the breadth of expertise and letip®, across multiple sites and appointments,
that is required in the multidisciplinary projectvronment, as opposed to the traditional corporate
ladder where one progresses up a more functiopedjalist silo.

5
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While we could identify elements of a spiral stase career pattern (the external career), it
was not surprising to finthdependentsactively managing their own careers given theatisauous
and uncertain nature of IDP work and the fact thatcontract non-permanent staff, they operated
outside the organizational setting of the firm. Kymponents of the concept of an internal career
include career anchors and identity, psycholodifalstages and career resilience (Schein, 1978).
Career anchors reflect an individual's aspirationstives and skills. Reinforced by experience and
learning over time, these anchors coalesce inteecadentity that shapes how a person evaluates
promotional opportunities and recognition, and nsada&crifices to further career ends (Noe, Noe and
Bachhuber, 1990). Managing one’s own internal qare¢he discontinuous, uncertain environment
of the IDP context accentuates ‘loyalty to onesédlfiis reinforces the individualism that managers
in supplier firms commented upon, using terms saghsolo players” or “free traders” to describe
independentsLikewise, ‘concern for reputation and standing eritical consideration in terms of
career identity — along with self-reliance, wasywetuch part of their professional image.

Combined with career identity, self-preservationswan explanatory factor in how
independentsoperated in the IDP setting broader project netwdrhe connection between
networking and career success has been well-rdszhrEor instance, Granovetter (1973) developed
the concept of weak ties from his investigatioroitite use of personal contacts or networks in job
seeking, though his conclusions have been someghestioned in other studies (Brown and
Konrad, 2001). In their review, Seibert, Kraimeddnden (2001, p.219) consider weak tie theory,
structural hole theory and social resource the@yeha common focus on “network properties as
representations of social capital” and how infoiorat resources, and sponsorship are “key
explanatory variables for the effect of social talppn career mobility”. Our sample ioidependents
used their strong and weak ties to others in thHe hiBtwork to access information about forthcoming
work, such as contacts inside supplier firms, paldirly with those responsible for business
development. Their connections were a valuableuresg as one interviewee explained:

We never burn our bridges because you don’'t know wdu’'re going to associate with
tomorrow to win a project. So that has huge impactshow we operate in the network
here.

To fully appreciate the value and utility of therexar network, we now discuss the relationships
between independents and others. Figure 2 is diBadpmlepiction of these various linkages.

Figure 2: Career Network
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As shown by the bold double-arrowed lines in Figiiiedependentsan draw on strong career links
with actors directly involved in the IDP network itfluence employment decisions. Given that the
formal employment contact is between the suppirer &ind the external consultant, the relationship
between these two parties provided considerablke ddlis centred on interdependent nature of the
relationship and data analysis revealed poweruresadependence, vulnerability, and loyalty as key
factors. At the IDP biding stage, the bargainiogver exhibited byndependentstems from three
bases: the ability to control a resource, technmaver, and expert power derived from their
specialist skill and knowledge. As Mintzberg (19&Xplains, to serve as a basis of power, the
resource, skill and knowledge must satisfy theofeihg conditions: be essential to the supplier firm
in short supply, and nonsubstitutable. Thostependentsvho have gained good reputations have
strong resource power: they can provide or withhloédr names to the supplier firm’s bid. Specialist
knowledge and technical skills that are in shogpdy enhance the independent’s bargaining power
as they are sought after by competing supplierdir®enior, very experienceddependentsvill
have built up a strong reputation with the fundagency, or local client (often a host government
agency) or both, through repeated ties, from a Epanning career in IDP project activity. In some
cases, their specific participation is a prere¢g it the supplier firm being awarded the tendérat

is, nonsubstitutability is formalised. A strong ¢aining position means some are free to pick and
choose project work, with a ‘take it or leave ippgoach, and the supplier firms are placed in a
bidding ‘war’ for these key individuals:

| have a network of about 12 different people whta# me to do work and basically ... all
my work now comes from email ... | don’t play the gant just say, this is my price
(independent consultant)

These are individual, independent specialists. Taeyot just on your bid, they're on
several other jobs; they've got several other comants §upplier firm manager)
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Consequently, these individuals are in a strongfipaswhen negotiating the terms of their fees with
supplier firms and often are able to dictate teamd conditions even after the commencement of the
project.

While the bidding process may tilt bargaining powefavour of at least the ‘inner circle’ of
experienced consultants, it also exposes themnsiderable uncertainty. The bidding system was
likened to a ‘lottery’ by one industry veteran: ancompetitive bidding process most bids will fail
since only one can win, and even then the projezy mot go ahead on schedule. Due to this
uncertainty,independentswill often simultaneously have their names asgediavith bids from
numerous supplier firms, usually for different mats. As two experienced interviewees explained:

[The project] timing keeps moving. So you keep sgyes to more people than you could
ever hope to do work for. That juggling becomesaissue and it can lead to difficulties
with the client in that you've said I'll be there tlo it but you haven't finished [the current
one] ... it is the nature of the work.

[l]n this competitive work you've always got to e three or four bids at any time if
you’re going to keep working ...

While someindependentamay have a degree of commitment to a particulgpleer firm, the
necessity to ensure a continuous stream of workezahthem to feel mixed loyalties, having worked
with different supplier firms “and been satisfiediwboth”, but are forced to place concern for self
above other considerations.

Not all independenthave the same level of bargaining power as thek the requisite
conditions required to influence the situation. yhack expertise, and/or their specific skills or
knowledge are not in such demand, so their powse acomparatively restricted, perhaps pushing
them to seek connections with more senior, expeemolleagues. Those permanently employed in
supplier firms may have established at least wigskwith more experienced consultants and thus be
part of the career network. Linkages between peemasupplier firm staff anoshdependentsnay be
further strengthened wheimdependentsdecide to join supplier firms as permanent staffen
becoming top managers in such firms. For examphe such interviewee explained: “I keep
relationships with all my former bosses [from pobjeork].

Supplier firms can be said to be resource depengasm independentsthus extending the
concept of client dependency to consultants as wasgllto buyer/client firms. This degree of
vulnerability necessitates relationship managerstaategies to lock in thosedependentsvho are
deemed critical to current and future work. Forregke, a supplier firm manager considered it
important to have “the network to get those pedip&t the client wants onside”. Many firms did go
to considerable effort to reuse talent on subsdqoejects so that these repeated ties strengthened
firm-consultantconnections. Constant contact was another tactiona former consultant now a top
manager in a supplier firm related:

There’s a core group of key people out there thatolw. | talk to them on a regular basis
because | know that if it [the bidding process]|sgedmpetitive, | will probably get them
exclusively. But if | can’t get them exclusivelyl] befinitely get them in my team.

The challenge of work continuity is met by firmstjng considerable effort into market intelligence,
so that they can ensure a steady pipeline of gsojbat fit the skills sets of existing staff, avigtain
sufficient early warning to contact desiralohelependentsahead of the competition. As part of the
networking activities undertaken in this discontins environment, firms build and maintain a
database oindependentsThis database does not just consist of CVs, lsat thhe unwritten, tacit
knowledge about which consultants are reliable tes@mbers, with interviewees unwilling to rely
on an independent consultant they did not alreadynk Data bases (or data banks) may also be
shared professional data bases which supplier finrttse network can access.
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Relationship with other consultants

The senior, more experienced consultants descebede form an inner circle aidependentsvho
are a tight-knit group with strong relationshipsttthave been developed over, in some cases,
decades. As one interviewee described it:

We are ... a small group of people that do it [IDPstdting]...we are incestuous mates,
enemies, highly competitive, strategic... All the gulgat we compete with in this area, all
the key people, we know personally... we've knownheaiher for 20 years.

In interviews, they would produce Palm Pilots otefmoks with names and contact details of their
“colleagues” and were open about their strongthes were strengthened through social activities —
or social episodes - outside the IDP context. Mapewas a way of ensuring support or project work
when required. The emphasis was on network maintendut it was also a way of keeping tabs on
what others were doing.

When in a position to influence project team conipws the personal knowledge of the
abilities of other consultants could be drawn upsren when these may be outside the close knit
inner circle of ‘mates’, as the following commdaytanindependeninterviewee reveals:

| knew of a Dutch consultant who specializes in lrbasiness enterprise stuff — really
good operator —I chose him because | knew he waseabloke.

Likewise, a decision to join a project team wouddifluenced by knowledge of those whose names
were already associated with the bid. For example:

| think I know who the Team Leader will be so icsdwell you can put my name up” but
there is no guarantee that I'll get the work. Abhdaesn’t worry me.

The use of the network was associated with the teemsure project delivery success so that
theindependent’seputation was preserved. Self-preservation wasltiving force, yet network
activity was underpinned by non-utilitarian behanigCova, Ghauri and Salle, 2002) so that
strong connections with critical actors in the adtant network were maintained.

Relationship with Funding Agency

From the supplier's perspectivedependentare key to commercial success, given that the figndi
agency and/or client rates the bid on the basteefttonsulting expertise that is put forward, as th
following comments indicate:

You have to have people who have got CVs [that] W approved [by the funding

agency]. Quite often now on projects, in evaluatandgs, the team will be upwards of 700
points out of 1,000 ... so you have to had reatlgdypeople with really good CVs that can
be marked highly.

[lln some cases, some people are just favouredumging agency] to be the person they
want to do [the project] through connections or tekar.

Sparrowe et al (2001) found power and influence ttu@etwork centrality was associated with
positive or negative job performance. The stremjtthe connection between ardependenand the
funding agency could be such that it protectedciesultant from job loss due to perceived poor
performance by the supplier firm, as one formeedor of a ‘body shop’ explained:

One of our greatest difficulties was where we thdugeople hadn't proved to be up to
scratch, but they’'d developed a very good relahgnsvith [funding agency] or the World

9
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Bank officer or, to some extent, the in-country pleoWhen you wanted to get rid of them,
it was almost impossible.

As one interviewee explained, connections with fngdagencies may result in work as an official
evaluator of a particular agency’s projects. Thiterds contacts inside funding agencies that may be
useful when the role of evaluator ceases — throngieased reputation and standing, and extended
connections to others in the IDP network due toluateon work at various project sites. These
additional contacts strengthen ties with the cametwork.

Relationship with the Project Team and Counterparts

Given the emphasis thetdependentplace on their professional reputations, it is suofrising that
project team composition was an important factor.

The reason | like to lead teams ...if you don't ldhd team, you end up working for
someone who's an idiot and you can’t control yownalestiny. As Team Leader you can
have some control over it.

Repeated project work with particular supply fir@so linksindependentgo other projects and
these contacts can be used in current team corigoositto replace project members who withdraw.
The fluid nature of team composition means tindependentsnay move between projects, thus
extending strong and weak ties to other consultastsvell as other parties as indicated in Figure 2

As mentioned earlier, a local consulting firm iseof part of the project milieu due to funding
agency requirements. The local firm is involvedréaruiting local consultants: as one interviewee
explained ‘we try to use local knowledge to hiredbconsultants’. Interviewees agreed that the
quality of local consultants was often very hight bbviously were being paid a fraction of the sate
of an international consultant.

the local staff are comparable to, you know, whengve got counterparts, or project staff,
the local staff are usually as good but being gaobably 10-20 percent of what the
Australians are being paid.

In this situation, international consultants argemted to be transferring expertise to their local
colleagues. This can be a double-edged sword:dhsuitant shares the knowledge but in so doing
may forego a distinct competitive advantage thay imdluence bargaining power in later project
negotiations. However, the trade-off is interactibat may lead to a strengthening of ties with
particular local organisations and government agsritbirough such personal contact. Even as weak
links in the career network, they can prove valaablindividuals as they proved information about
future projects, enhance reputation and standidglamns add to bargaining influence.

Conclusion

While we apply the usual caveats about making géisations from a small exploratory study, the
career network built by individuals has been a wisekplanatory tool to understand how IDP
networks are built, maintained and used in waysclwhnfluence, in positive or negative ways,
interaction between members and upon project owsorithe fact that project supplier-client
relationships and their social networks survivalafter the project is completed (Hadjikhani, 1996)
and the temporary organization “melts into air” (@¥e 2005a), has been previously discussed.
However, what our data analysis suggests is thaecaetworks may prove to be more stable and
more enduring than those between project supptidrciient. Firstly, in the IDP setting, as we have
indicated, individual external consultants forg®sg actor bonds with each other that last litgrall
career lifetime, does bind them together into airgscareer network, regardless of being
simultaneously competitors for IDP work, and coctied to rival supplier firms. As one experienced
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former independentnow in a permanent management position with glgapfirm, when asked
about IDP networks, commented: “It's a really coitgtied process of social interaction behaviour
and it’s built on long-term relationships and trastl intricate knowledge of each other”.

Secondly, the career network in which they are eldeé is a valued — even vital — shared
resource on which they livelihoods depend. Resotiesetherefore reinforce the actor bonds to build
and maintain a strong career network.

Finally, although it would appear that, at leasttfte ‘inner circle’ of senior consultants are
in a powerful position when negotiating work witbpplier firms, they remain in a vulnerable
position as external contractors. One of the dilemimdependentdaced was the potential of
disqualifying themselves from work in their homauntry, with offshore experience in a developing
country potentially not rated as relevant. Justhes skills that experts gained in a management
position at home did not necessarily qualify themdad the team on a development project, the
skills gained on a development project (such asagiag a cross-cultural team) were not always
regarded as relevant to the industry context atehdknother dilemma in terms of career outcomes
was that being on the ‘international treadmill’ toag potentially would result in them being cut of
from cutting edge innovations and changes in tfield of expertise — effectively ‘technically
redundant’, thus also reducing their effectiver@mssnternational projects. The bargaining power of
the international consultant was therefore seehaasg a ‘use by’ date, with distinct implications
for future career outcomes.

The above reasons may explain the stable and ewdoature of the career network. There
are some seemingly contradictory aspects which etgtain how a career network may be longer
lasting and more pervasive than an organisatiorevark. At an organisational level, the
connections appear to be what may be termed loaselgled; however, at the interpersonal level,
the connections may be particularly strong. Our@araf independent specialists could be said to be
‘playing both sides of the project fence’, movingtween being consultants for a supplier firm to
being consultants for the client. They also swittifirom external consultants to being permanent
staff, often at the managerial level; or left a@igr firm to become an independent consultant. All
these movements, while prompted by individual pedfservation, appeared to enhance the value of
the career network for its various members. Thassar networks demonstrate the strength of strong
ties.
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