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Abstract

Network pictures are perceived as providing a p&taf a company’s position within a network and as
providing managers with a framework for strategecidion making. This exploratory paper set out to
investigate the application of network picturesimdividuals from two companies involved in a busise
relationship. More specifically between companied between individuals, it examines the boundasfehe
network pictures, the lines of communication, trercpived relationship atmosphere and the impact of
environmental factors. Within the companies theviddials were found to have different network pret
which reflect their managerial level and functid¥e suggest that the boundaries of the individuzdsivork
pictures, their frequency of communication and gptions of the relationship atmosphere systemétivaty

with their managerial level. Systematic variatiatarred between the companies with regard to theeped
lines of communication and the relationship atmesgh
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Network Pictures: N
Building an Holistic Representation of a Dyadic Bumess-to-Business Relationship h
The Problem Companies Face
In order for firms to develop their inter-firm réiflanships they need to be able to identify key iecto their
business networks that can enable them to solveprtitdems. These problems may vary from working ou
who has the knowledge to help drive effective clesntp problematic inter-firm routines, to identifgi
individuals with the authority to approve signifitachanges in make/buy decisions. Identifying @gtavho
might be individuals or groups of individuals froem intra-firm or inter-firm context, can be chatymg.
One way that firms might seek to do this is throtigh use of shared network pictures. The purpbseio
research is to compare network pictures of indiaildrom two companies involved in a business i@iahip
in order to generate insights into how individustdve problems that span organizational boundaieksif
network pictures might be used to develop intentfielationships.

Theoretical Background

Ramos et al., (2005) describe network pictures as,
“a representational technigue that aims to captoreillustrate views that specific actors have of th
networked environment within which they operate.”

In this regard, the concept of network picturegehaimilarities with the discussions surroundirgnagerial
cognition in the strategy literature (see for exem@sborne et al. 2001; Porac et al. 1989), thargrational
behavior literature (see for example, Weick 1978l ¢he concept of network horizons in the induktria
purchasing literature (Gadde et al. 2003; Matts2602). Despite recent developments of the network
pictures concept (Ford et al. 2002; Henneberg .e2@06), there continues to be a degree of ambyiguit
regarding how and when network pictures might mastfully be applied. One approach to exploring the
application of network pictures is through fourtitist levels of network management identified by M5
and Halinen (1999). The first level to which netlwgictures could be applied is the industry levak this
level network pictures have been used to reprabentonfiguration of all actors carrying out valagding
activities within a given industry (for example,rBeet al. 2002). At the second level, network yoies have
been applied to represent the configuration ofra’é strategic positioning within its focal net (kteberg et

al. 2006; Oberg et al. 2007). At the third lewedtwork pictures could be applied to represent iaiye
decisions. This level takes the firm as the nedfusesources and activities and the network pictvoid
therefore be used to represent the configuratiomctifities carried out internally and externaiyentifying

the different types of exchange relationships whta core firm. At the fourth level, network pictareould be
applied to individual customer-supplier relationshi

While Leek and Mason (forthcoming) have examineal diilization of network pictures as a relationship
management tool from the perspective of a core, fitsmresearch to date has explored the differeands
similarities of network pictures developed by diffiet actors from both sides of a single inter-firm
relationship — the buyer and the supplier. We esgghat the examinations and comparison of network
pictures from actors on each side of a single dyaeliationship is likely to generate valuable itssgfor
relationship management theory. Using networkupéd at the individual dyadic relationship levetss
likely to generate insights into how actors underdtand the represent their position in the netwdéilirther,

by asking actors to draw and explain their netwpitures it is possible to capture the ‘storiesatth
accompany the representations. How each firm\wordtposition evolves through individual, intra ainter-
firm episodes that constitute what the relationstufuallyis (Ford and Redwood 2005; Kamp 2005), can then
be explored.

Understanding a firm’'s network position is impottas it affects its ability to develop current anew
relationships within the network, and in this wgyow. Indeed, as Ritter and Gémden (2004) explain, the
smooth running of a specific relationship will afféts outcome and this in turn will affect othestwork
relationships. For example, a problematic relatdm with one supplier may lead to a company givimye
of its business to another supplier.

Comparing the network pictures from a number ofiviiddials within both firms involved in a single
relationship should help us develop a richer andensomprehensive picture of the relationship. Hékan
and Ford (2002) suggest that multiple network pesiare necessary in order to enable managergéovdth
multilayered, multifaceted demands of the workforrel the business network. The call for the use of
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multiple network pictures is perhaps not surprisingen we consider inter-firm relationship dynamic\s\
comprise multiple individuals that operate andria¢ at different organizational levels and on r@inai and
inter-firm basis. Further, the activities of indivals within the firm are bound by both the fuoogl
divisions within which they operate and by the $fiecoles associated with each worker. The milittify of
these boundaries suggests that no one could heemplete picture of what is happening in a spedifier-
firm relationship. In this regard, we suggest thi@fanizational structures set boundaries arouadathount
and type of information that any one actor mightenabout a specific relationship. Hence, multipdéaork
pictures seem likely to provide a more completewad a relationship both within and between thenfir

Dimensions of Network Pictures

Using network pictures to identify and configurefiem’s network position within its focal network,
Henneberg et al (2006) identify eight dimensionsnefwork pictures. Leek and Mason (forthcoming)
interpret these dimensions at the individual, dyadiationship level (c.f. Moller and Halinen 1998ddeling
five dimensions (with sub-dimensions). For thepmse of this paper, the five dimensions are idiexalf
Environmental Forces, Actors and Boundaries, Facug\ctivities and Resources, Positioning, and Pssce
and Interaction (see Figure 4. below):

Figure 4, Dimensions of Network pictures at the Dydic Relationship Level
Source: Adapted from Leek and Mason (forthcoming)
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1) Environmental Forces R
The external environment includes aspects that aredsuthe visibility of the network picture, outsidee
boundary but whose influence may effect how thevaek picture evolves (Anderson et al 1994, Holmed a
Pedersen 2003, Henneberg et al 2006). Because aftéractive nature of the Méller and Holinen’999)
levels of management, it seems likely that the pdtwpictures that managers hold at the industryn fand
portfolio levels are likely to impact upon and imfotheir network pictures at the dyadic relatiopsewvel.

\

2) Actors and Boundaries

Henneberg et al.’s (2006) identify two sub-dimensiof actors and boundaries; depth and widbepth is
understood as the number of relationships a foealpany has involving the direct supply of goods and
servicesWidth is understood as the nature of relationships a@hfatcal company has with other companies
outside the formal product/service delivery syst@renneberg et al 2006). For our purposes, at the
relationship levetiepthis to be interpreted as the number of hierarcheadls within the dyadic relationship,
at which the focal individual has a relationshipaTis, the relationships between the individualdifferent
hierarchical levels within the core firm and thesfationships with individuals at different hierarcal levels
within the buyer/supplier firm. Theidth of a relationship is be interpreted as the nunabeelationships the
individual has i.e. the number of individuals andups the focal individual interacts with, both hiit their
own company and the supplier/buyer company. Thigagns the association between actors and boursdarie
of the perceived relationship.

Actors may be depicted as individuals or group#dividuals and may sometimes be described as fapeci
functions e.g. the design team. Essentially thendariesat this level encompass a specific relationshipitout
is acknowledged that relationships outside thatnbdary will have an impact as boundaries are aific

(Holmen and Pedersen 2003).

3) Focus on Activities and Resources

A network picture will include different types ottivities and resources (Hakansson and Johanss@®; 19
Hakansson and Snehota 1995). Resource ties suble astegration of information systems should dso
considered (Holland and Lockett 1997). Within atienship the actors’ network pictures will encosp#he
activities and resources and this can be usedatifyckhe structure and workings of the relatiopshie.
which group or individual is responsible for whitdsk. Most individuals in a relationship will prdida be
aware of these points but in a new situation, faneple, a new design task or work stream, thesecésmay
not be clearly understood by either customer anslipplier. This could create problems which a oekw
picture could possibly help identify and clarify.

The focus of the network picture will vary accomglito what is being investigated for example if ther a
problem with payment then the financial aspect beeothe focus.

4) Positioning/Centre

This is the perspective the individual will be gito base their decisions and actions on. The iitha@l may
be at the centre of the relationship in that theyrasponsible for its smooth running on a dayag-dasis and
whether the relationship should continue.

5) Process and Interaction

Here three sub-dimensions are identified: 1) tlmectibn of interaction, 2) time and task and 3atiehship
atmosphere. FirsDirectionality of Interactionsat the relationship level encompasses the flogoaids and
information and the processes that enable thisppén. For example, respondents might well idemiffo is
communicating with whom, how often, about what aod important is that communication?

The second sub-dimension of process and interadidime/Task Ganesan (1994) suggests that a network
picture can provide information on the duratiortha relationship. It is stated that certain adggitperformed

by a company may be accepted if the relationshihdst term but would be deemed unacceptable stibald
relationship be long term (Weick 1995). Howeverisitunclear how this information would actually be
depicted on a network picture. Thus, it seems Yikiblat information on the expected duration of the
relationship would be required to provide contekimBrmation for the interpretation of the netwaicture.
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ties between the companies were strong or weakn(@edter 1973) and consequently whether there was a
strong or weak degree of commitment. These pemeptdf power between companies are developed from
individual episodes. As the companies interact, mla¢ure of the interactions and the outcome of the
interactions will lead to the development of theception of power each company has and also whétleer
individuals involved will use it (Gaski 1986).

The five dimensions of individual network pictureffer a useful framework on two levels. Firstséems
feasible that these dimensions might prove usefydractitioners trying to understand and developnéer-
firm relationship. In this sense, the dimensiorightnprovide a framework for enquiry to drive infieaition
gathering and sense making.

Second, the dimensions of individual network pietuoffer an analytical framework for academics to
examine and compare multiple network picturesthis regard, the network picture dimensions mightibed

as a lens through which to scrutinize not only giures themselves, but also the stories suriiagnithe
drawings gathered from multiple respondents, in tiplel organizations, involved in a single business
network. This study adopts such an approach byyegpthe network picture dimensions as an anaytic
framework to five network pictures gather from adig inter-firm relationship.

Method

A multi method exploratory approach was taken ideorto examine network pictures at the inter-firm
relationship level. The research focuses on ttaiogiship between two engineering companies, Cognpan
and Company B. Company A is outsourcing work tanBany B. This is a new situation for Company A
who has not previously outsourced any of the wethting to this particular activity.

There are five main individuals involved at theeifiace between Company A and Company B relationship
three from Company A and two from Company B. Onehef individuals from Company B is in situ at
Company A. The five individuals were asked to prela network picture that depicted their percegtiof

the key people in the relationship, their role,luefce, and bearing on the business network being
investigated. Each respondent was accompanied t®search as they drew their network picture. The
researcher recorded the narrative which explaimediaterpreted the network picture. The researelsked
guestions where necessary for clarification ordm durther insight into the relationships. The manof all

the individuals concerned have been disguiseddtepir their identities (Table 1).

Table 1. Details of Respondents

| Respondent’s name | Job Title (and managerial level) | Company
| Gary | Director of Business Development | A
| Chris | Senior Purchaser | A
| John | Outsourcing Manager Engineer | A
| Tony | Work Stream Manager | B
| Mike | Director of Business Development | B

Past studies of network pictures (Henneberg €Qfl6; Oberg et al. 2007) have used a number oftrcmts
(actors, activities, resources, network boundamegyork power and network centre/periphery). Ehes
constructs have similarly been adopted by in thidys A series of individual in-depth interviewaue taken



| Abstract preview P

N

\

place at three months intervals over the coursth®frelationship (eighteen months). Each intervigvich
lasted one hour on average was audio-recordedandriinscribed. All interviews were recorded amalyzed using
the individual network picture framework (Eisenhia®91; Turner 1981). Analysis was carried oudEneously
with data collection creating an iterative prodestsveen interviews, literature reviews and analysis

Each month throughout the course of the relatignghe respondents have completed a questionnaire
investigating various facets of the relationshim@gphere; trust, commitment, cooperation and depeel

The questions examined these elements of the ae#lip atmosphere and power with regard to the
relationship with the supplier/buyer company.

Findings

In total five network pictures were collected; #afeom Company A (the customer) and two from Conydan
(the supplier). All network pictures were handvdnaby respondents. We have redrawn them in ‘MSWord
leaving out some details to protect the identitiethe companies and the individuals. Figures & present
the network pictures of respondents. This sedipiores the characteristics of the different nekwmictures
and examines the similarities and differences efgittures that represent different perspectivethefsame
inter-firm relationship. Gary, John, Chris, Toapd Mike have not seen each others network pictures

Figure 2. Gary’s network pictures
2a) First picture 2b) Second picture
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— Airframe Airframe —
Airlines manufacture manufacture Airlines
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Instrmn  Routine,
Company B Eng " company B Steve Tony |

Alternative |
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Agencies EKES
Some H&m Eng Technical

Company | Services | Publication Bradley
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Figure 2. shows Gary’s network pictures — Gary dtew separate pictures, one depicting the relalipns
between companies and functions in the networkuf€i®za) and the other providing a micro analysis,
including key individuals involved in the relatidip. @ One of Gary's pictures (Figure 2a) includes
customers, projects and functions and in this vimgludes some of the environmental forces thatdedsf
impact on the relationship. The other networkyiet(Figure 2b) includes the key individuals fromn@any

A (Chris and John) and shows their key lines of mamication with individuals from Company B (Mikedn
Steve). Gary does not put himself in the picturdeither does Gary emphasise the direction of
communications (thprocess and interactiodimension) but in both pictures actors and theurrutaries are
clearly identified.

Figure 3. shows Chris’ network picture. Chris,elikGary works for Company A but his position is a
functionally based (in purchasing). Chris’ pictfioeuses on the individuals he has frequent comcatioins
with. Chris also includes one person he does awe ldirect communications with but who can afféet t
person he does have communications with beingtatitemplete a task that he is in turn reliant upoarder

to complete some of his activities. Chris inclu@desmuch larger number of individuals in his pictaihan
Gary. Chris positions himself at the centre of gieture and names all the respondents includethen
research (Gary, John, Tony and Mike). Chris’ pietemphasises the flow of information.

Figure 3. Chris’ network picture
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John’s network picture (Figure 4) includes threspmndents (himself, Tony and Mike). John is thenGany
A’s relationship manager for this specific relaship. This perhaps explains his preoccupation with
functional basis of the groups or work streams tified for his own company (A) but the naming of
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appeared between the different functions or greugsch of which were put in boxes. In practia@hn]

(Company A) and Tony (Company B) sat opposite edhbbr in an open plan office. Tony was part of the
‘embedded solution’ in this inter-firm relationship

Tony’s network picture (Figure 5) does not nameltuss, Mike, (though his does show a heavy linédoB
management and he did confirm that this is Mike #medother directors at Company B). Tony, likei€hr
positions himself at the centre of the picture aliie Chris, is primarily concerned with the flovef
information and goods.

Figure 5. Tony’s network picture

John

My teams 0 Co. A. customers \

Co. B Accounts

+—> Gary
Chris

Co. B. management l/
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Co. B sites

Mike’s network picture (Figure 5) is similar to Jo& in that it reads horizontally (Gary’s and Chise
vertical, while Tony’s is a circle). Mike has ptsned himself top left, but draws two of Companis A
individuals at a higher level than himself (eveaubh their job titles might suggest they were otgnivalent
hierarchical position to himself. Mike's networkicfure not only does he include the people he’s
communicating with but also includes the people Wey are communicating with.

Figure 6. Mike’s network picture
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The time/task sub-dimension (pfocess and interactignhas particular significance for Mike's picture\.\
Mike’s picture includes Gary even though it wasvanaafter Gary had ‘left’ the business relationshipary
was promoted within Company A and moved to anodidsion at a geographically distant location. pigs
this, Gary was still included on Mike’s network fpice. Although Mike did not communicate very resgiyt
with Gary he did feel that Gary was a key line @frenunication. If Mike had a problem with any of terk
streams he could go to Gary who would advise Mikevbo to talk to, either escalating the problenithg
hierarchy or sometimes lower down the hierarchyatparticular front-line worker who had the skills o
knowledge to sort out that particular problem. Hearewithout Gary, Mike experienced problems in
identifying appropriate the individuals for specifiroblems solving tasks. Steve has been broughy Mike

to manage operations. Gary has not yet been replace

Although Mike is operating in a senior managemerte (like Gary), Mike’s picture is not presentedaat
strategic level network picture; Gary's is. Mikg¥cture concentrates exclusively on the Company A —
Company B relationship. Unlike Gary's picture, Milseems to give equal weight to interactions and
processes of both the operational side (delivesingoods’) and the financial side (getting paid f). This
business relationship is of strategic importance&Ctonpany B in that it makes up 25% of Company B’s
turnover. In his supporting narrative, Mike acknedded that he was uncomfortable with one compaimgbe
responsible for more than 20% of their turnover.

Table 2. presents a comparison of the five netvpictures across the five dimensions of individuetiwork
pictures. While the network pictures visually loe&ry different from each other, there are cle@aarof
overlap. Three dimensions seem to be of partidotarest;Actors and Boundaries, Process and Interaction
andFocus on Activities and Resources.

Table 2. A Comparison of the Five Network Picturesicross Five Dimensions

| Respondents
Individual Network Picture Dimensions | s | Joh | ch | T | Wik
ary ohn ris ony ike
. Industry yes no no Customers no
1 Environmental only
F
orees | Firm | yes | yes | no | | Not explicitly
| Projects | yes | yes | yes | yes | yes
| Width: (no. o individuals) | 6 | 3 | 20 | 3 | 6
2 Actors &
Boundaries Depth: (levels hierarchical 6 9 4 ) )
relationships)
[ What activities and Accounts Projects Accounts Accounts
3 Activities & resources are emohasised in Projects Relationship Projects Projects Projects
Resources the pictures P Relationship management Relationship Relationship
P management management management
[ Centre
4 Positioning Puts himself
of network picture owner Not at all Top right z: t:/vh:ehr?lt(he ) Centre Top left
firms
[ Directionality: (flow of goods 2-wa 2-way Uses arrows 2-way 2-way
5 Process & and information) Y (explicit) 1-way comms. (emphasised) (implied)
Interaction Got promated Continuous
— largely on Continuous Chris has had fé?;?oynshi Gary
] the back of his | and steady less contact . P included in
Time/Task 1 o o with John. -
handling of relationship with Mike as . the picture
’ . . Less with }
this with Tony time goes by . after he'd left
— Mike over
relationship .
time
Recorded in the narratives that surrounding the process of drawing the network pictures.
Relationship Atmosphere Trust, commitment, cooperation and dependence were measured at 3 monthly intervals
throughout the 18 months period of study (see Table 5)

Actors and Boundaries across the Five Pictures
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The respondents selected to draw the network gistoearly all include each other in their netwadtyses. A
The respondents at Company A (the larger compagginsmore concerned with hierarchy and reporting I
levels than individuals at Company B. However, d{iCompany B) repeatedly cited the problems he had
with identifying ‘problem solvers’ within Company when he was drawing his picture. He explained,

“even if you can find someone who recognizes tlblpm and even, ....[pause].. even agrers
your proposed solution, getting the authority —ethusually means identifying and contacting yet
another person — is near impossible....[pause].. iagcedibly time consuming.”

Another interesting feature of the network pictusethe number of individuals each picture ideasif(Table
3). For example, Gary and Mike can be considesdubtd the equivalent level of seniority and bathritity
six individuals, while John and Tony (John repddsGary and Tony to Mike), each identify three. isTh
suggests that the more senior the manager, theldrdieir view of the network (Méller and Halinef9p;
Moller et al. 2005). This is perhaps not surpgsend suggests that managers might generate valuabl
insights from viewing each others pictures, paléidy at a senior level (Leek and Mason forthconpings a
managerial tool, the sharing of network pictureghmihelp work towards solving Mike’'s problem of
identifying people with the authority to approveoposed solutions to process and interaction prab ldwat
the relationship is experiencing.

Table 3: The number of named individuals who the repondent communicates with in their network
pictures

Respondent Number of Named Individuals Number of individuals unique to their
in Network Picture network picture
[ Gary | 6 | 0
[ Chris | 20 | 14
[ John | 3 |
| Tony | 3 |
[ Mike | 6 |

The issue, raised by Mike’s narrative, in havinglpems identifying individuals to solve specifimptems,
might be indicative of the use of groups in thewwek pictures. Four out of the five respondentduded
groups in their network pictures (Table 4). Regpans tended to name groups when they had hadteepea
contact with a group, but not with the same indiald Or when, in the case of Mike, he was awar€afy
having direct contact with the group but he had exjterienced this himself. In this regard, groopa
provide a useful starting point to generate disomsand drill down in to greater detail when indivals
compare network pictures.

Table 4: The Number of Groups in the Individuals Néwork Pictures.

Respondent Number of Number of Number of Company B Number of
Groups in Company A Groups in Network Picture Other Groups
Network Picture Groups in in Network
Network Picture Picture
[ Gary | 9 | 3 | 2 | 4
| Chris | 1 | 1 | |
[ John | 7 | 3 | 4 |
1 mixed group
Tony 6 2 2 Co. Aand Co. B
[ Mike [ 7named | 0 | 7 |

Process and Interaction across the Five Pictures

1C
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The narratives surrounding the collection of themoek pictures identified three key areas that vidlials
were experiencing process and interaction problespscifically; who to communicate withhow best to
communicate with them and; how to manage effedtif@mation flows

\

Who individuals needed to communicate with in the éutlirm’ was often cited as an issue for the

respondents from Company B. These difficultiesensssociated with identifying who had responsipditd

authority for what. Mike and Tony both cited reehproblems they had experienced in raising pseha

orders for different work streams, from differeat8ons within Company A. Tony showed his frutsims
“Sometimes you wonder if the left foot knows whatright's doing...”

Similarly, how communications were best carried out was alscsamei of some considerable concern for
respondents. Respondents told us stories aboirabeessibility of key communications technologle to
complicated security procedures being in place.is Tdreated significant problems in information and
consequently work flows. Respondents cited exasnpfenot receiving communications about important
meetings and the lack of trust and anger that huplt between individuals because of these missed
communications.

We tried monitoring the relationship atmospheren®asuring each respondent’s perceptions of thésleye
trust, commitment, cooperation and dependence leattvee two companies over the first eighteen mooths
the relationship. The average scores for eactonelgmt are detailed in table 5. Interestingly, highest
levels of trust commitment and cooperation are ndmd equally between respondents at Company A and B
holding the least senior positions. At the setéwel it is Company B’s respondent that show’s liighest
levels of perceived dependence and commitmenty,GaCompany A’s most senior respondent but rexord
the lowest levels of commitment, cooperation angetielence. Gary ‘left’ the relationship becausevhs
promoted.

Table 5: The Average Level of Trust, Commitment, Coperation and Dependence amongst the
Respondents.

‘ Respondent | Ave Trust Ave Commitment Ave Cooperation Ave Dependence
(10-70) (11-77) (5-35) (11-17)

[ John | 50.923 | 47.231 | 25615 | 49.385

| Tony | 46.000 | 57.778 | 23.778 | 64.556

| Chris | 51.778 | 46.667 | 25.778 | 53.444

| Gary | 39.222 | 34.333 [ 19111 | 41.000

| Mike [ 39 | 62 | 26.00 [ 61

A further problem was the late communication obmfiation pertaining work requirements from Company
to Company B. The problem afformation flowresulted in the late arrival of information frono@pany A
and prevented the commencement of work at Companyl'tds put Company A’s project behind schedule
and risked A incurring significant financial penedt from their customer, due to late delivery.

Focus on Activities and Resources across the Fiskifes

The communications problems had implications far #cttivities and resources that were utilized by th
companies. There were problems with connectivitthe IT systems between Company A and Company B.
Company B had limited access to the Company A systecCompany B had only about four computer
terminals available to them which had access toGbenpany A communications system. Company B
employed thirty individuals and was looking to grtvis dedicated team to fifty. The restricted asaesde it
extremely difficult for the Company B employeesrémnain up-to-date with what is going on. Thesedss
were not brought into the network pictures visuallyt formed part of the accompanying narrativethode

of the respondents (Mike, Tony and John). The doofithe network pictures reflected the activitaesl
resources associated with work flows, informatiomé, and cash flows - getting paid for work done.

Conclusions and Implications
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Network pictures are perceived as providing a p&ctof a company’s position within a network and as"
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paper set out to investigate the application ofvodt pictures of individuals from two companiesahxed in
a business relationship. Applying network pictut@doth sides of a dyadic relationship generatdgable
preliminary findings that warrant further investiiga.

First, our findings suggest the importance of higrg in the way inter-firm relationships are pevesi and
understood. The respondents in our research aatipy at different managerial levels, within diént
functional areas. This is reflected in the deptd aidth of their network pictures. Further, oundings
suggest that senior managers may be more inclimedve a greater depth to their network picturethan to
obtain an overall picture of the relationship theed to talk to managers at a variety of levelss Tieans
they may perceive relationships in terms of groofgeople or functions rather than individuals. Daehis
strategic perspective it is possible that the semanager's network picture may broadly encompéass t
network picture of a manager at a less senior |é@ekxample, as with Gary (Figure 2) and JohgyFes 4).

It is also possible that the senior managers’ netvpictures may only minimally overlap, for exampées
with Gary (Figures 2) and Chris (Figures 3). Mamag# less senior levels dealing with a specifioction
tend to have network pictures which have less deptiyreater width. They tend to be less concewitdthe
overall view of how the relationship fits in witlng company strategy and are more concerned with the
smooth running of their function so they are relgtio a number of individuals and some groups amf
levels of management. There may be some degregeofap between the network pictures of managers in
different functions. From an academic perspecthis,leads to a number of questions relating tadégree of
overlap; how much overlap in terms of depth andthyids necessary between individuals at different
managerial levels in different organizations, toe telationship they are dealing with to run smiyottWhat
functions need to overlap and what degree of opdrktween them is necessary for the relationstap &ne
dealing with to be successful? From a practitiggeespective, posing such questions might lead gesdo
identify and solve inter-firm relationship problems

Second, our findings suggest that overlap betweelividual network pictures, both within the firm dan
between firms is relevant for different reasonsefap may be indicative of mutual awareness ofousri
aspects of the relationship. Overlap may be indieadf the existence of communication channels betwthe
individuals’ network pictures. Although there iseslap and a potential channel of communicatiorogsdnot
always mean it will be used, for example Gary’'saoek picture encompasses Tony but Gary does nogkygt
communicate with Tony at all. There may be a suttisthdegree of overlap and therefore a number of
communication channels which exist but the indigidumay not need to actually utilize them. Indiatiuthen
have to consider which communication channels & hsw often should they use them and what kind of
information should they convey?

Third, our findings suggest that network picturesas a valuable tool for identifying not only wheénteraction
points are, but where they are not — and by imfiinawhere they are needed. The network pictaféke less
senior managers’ functions are quite detailed winmety be indicative of the depth of knowledge thayéhin
that area. When utilizing the communication chasifew much of this information is transferred asros
functions and across management levels, what irgfoom is selected and what information is desetittdow
many communication channels are transferring in&dion into the decision makers? The information
transferred will be used to make various decis®mmst is vital the decision maker has sufficiergp@priate
information. There may be instances where theme lsck of overlap and a lack of potential commutidca
channel where there should be one ideally. Netwartures may be useful in identifying where thenewdd be
communication channels. It is assumed that infdonas flowing up the managerial hierarchy from thever
managers to the seniors to assist them in reldtipmeanagement decisions. The flow of informationvd the
managerial hierarchy also needs to occur to erithbleontract to be implemented.

In examining the network pictures from individualseach company, we compare individuals linkingtthe
companies looking at who was communicating with mhérom what department and at what level. We were
also able to identify who these individuals werenawunicating with in their own company (a crucialism® of
information). Chris (Company A) communicates wthike key individuals in the principle areas: Mike (Qmany

B) and John (Company A). Chris gathers substaatraunts of information which provides him with disiic
picture of the relationship which he can feedbagekis organizational hierarchy to Gary.
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Fourth our findings, that different individuals peive the relationship atmosphere differently, (x:)mdebaté\
as to whether it is desirable for individuals inxed in the relationship to share the same peragptid®erhaps *
such divergence is the sign of a healthy, dynamit developing relationship. Regularity of commuatiicn, I
managerial level and degree of day-to-day involugnseem to be influencing the individuals’ perceptof the
relationship atmosphere. It appears that the masafmr example, Chris, John and Tony, who workeaon
relationship daily and communicate regularly, hasimilar perceptions of the relationship. Their €los
involvement with day-to-day interactions providebadanced perspective of what is working well, wheéds
improving and what has gone wrong in the relatigmsHowever, the senior managers, Gary and Mikee laa
slightly different perspective. This may be dueldss day-to-day involvement in the relationship dess
regular communication about the relationship. Gualihgs suggest that they are more involved inradgons
between the organizations when something is goimgngvwith the relationship. This is likely to letmla more
negatively biased view of the relationship. Thewgyralso be a lack of acknowledgement from TonyjsCdmd
John to Gary and Mike when the relationship is gairll.

Diverging perceptions of the relationship atmospheright suggest that senior manager needs to Ise les
involved in the relationship in order for them t@ke objective decisions in their company'’s inter€sirther
research might examine the degree of disparityeicgptions of the relationship atmosphere, invastig how
disparity in individuals’ perceptions of the retatship atmosphere can be influenced, possibly tirou
increased frequency of communication internallyween managers and their seniors.

This research has examined the network picturéseoindividuals at Companies A and B. Further aede is
needed to determine whether the findings are aggkcto the individuals in the wider business nekw&aston
and Araujo 1994). Research then needs to investiyav the dynamics within companies A and B afteetr
interactions with each other. This would entail paming the dimensions of the individuals’ netwoiktpres
from several companies identifying the similariteesd differences and trying to use these pictuwadentify
and solve network problems. .

Network pictures whilst not a theoretical concepitself does provide a very useful tool for viduaxpressing
other academic concepts. The network pictures geoonly a very limited amount of information anérfore
need to be complimented by the use of additions¢arch tools including, in-depth interviews, in erdo
obtain a comprehensive understanding of the indal&l network pictures and it's context. There B n
standardized way of using or presenting networkupés. It is open to debate as to whether consigten
presentation of network pictures is necessary. &Visiiandardization would allow academics to readily
understand any research using network picturespitid also impose a framework on the individualggis
network pictures. This might restrict their lewal creativity and prevent the discovery of somesiiesting
findings.

Managerial Implications

While this paper has concentrated on network pgstfirom an academic perspective there are clearagesial
implications. Firstly, the methodological issuegarling the use of network pictures would requioens
clarification before being recommended to managsra tool. Network pictures could potentially beyweseful

to managers for identifying and explaining a varief problems. They could be used as an aid to mgaki
decisions and problem solving. They do not howeregresent a prescriptive toolkit. Network picgiguld

be utilized in one organization or more dependindl® problem. Whatever the situation it would keful for
individuals involved to draw their network picturaad then meet to discuss the dimensions of thveir and
each others network pictures, including asking thrmat relationships they were aware of, what refethips
they were unaware of and where additional linkshbwithin companies and between companies might be
useful. The exact information collected and thehwoes utilised would be dependent on the objectofethe
exercise. The knowledge obtained from the netwackupes would provide a basis for devising actidos
implement in the relationship and subsequentlyitidéesiduals could assess the effectiveness of ttierss. It
would be necessary to monitor the network picturesr time and determine whether and how they can be
changed as required. In this way, the need fatejpth, longitudinal research to explore the apptcaof
network pictures seems valuable.
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