Abstract preview

What stimulates business actors to promote othergusiness without monetary
rewards?
Exploratory narrative research on motivation factors

Competitive paper for the IMP2009 Conference
3 — 5th September 2009, Marseilles, France

Leena Aarikka-Stenroos
Researcher, Marketing, Turku School of Economics
Address: Rehtorinpellonkatu 3, 20500 Turku, FINLAND
Tel. 3582 4814 465 fax: 3582 4814 280 email:lasarékka.stenroos@tse. fi

Abstract

Business actors can promote others’ business kgrindf introductions, by providing positive word-mfouth and
referrals, by building positive reputation and bgias reference customers. The existing literaturesdchot discuss why
these ‘promoters’ facilitate others’ business withononetary incentives. The scattered prior litaratsuggests some
motivation factors such as reciprocity, social goliing and self involvement. In this paper we itignand analyze
various motivation factors that explain why ‘prom facilitate business between other businessractThe study
presents a data-driven categorization on motivatiactors on the basis of exploratory narrative r@sh. The study
contributes by identifying four motivation factaategories and numerous subcategories. The datawrfindings are
related to motivation and social psychology, wofevmuth literature, reference literature, and sdcénd industrial
network literature. The study offers a basis fattfar research in the area.
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1 INTRODUCTION

Business relations seldom start from cold calls @inect approaches but with assistance of otheinbss
actors who introduce matching parties, providetpasivord-of mouth statements and referrals, bpdditive
reputation and are also willing to be presentededsrence customers or reference partners (for pleam
Wheiler, 1987; Helfert & Vith, 1999; Salminen & Méf, 2006; Ritter, 2000). In these cases, othemless
actors with their relations and experience contdband facilitate the emergence of new businesdioak.
Concepts such as introductions, references, ré§erracommendations, word-of-mouth, reputation, and
testimonials are activities where external pronatkesrs’ business without monetary rewards.

Existing literature shows the variety of how busgactors can serve as ‘promoters’ and ‘faciligitdrhe
promoting actors can initiate international busidslis (2000) found that the most of initiatioimsforeign
market entry were facilitated by middlemen who lgtaiuthe potential transacting parties together iseaf
their existing relations. Batonda and Perry (2008)d that relationship development and especiaitiation
can be triggered and impacted by the externalgsgnithen business actors seek potential partndesnal
parties can be information sources, and also tiialicontact can be made through introduction kyated
third party.Similar kind of findings have been reported by Heimet al. (2005) who studied a case in printing
industry and discovered that some initiations carannched by mediators. Also Ritter (2000) seas dn
introduction by a third party or a reference camehpositive effect in emerging network relationsaiivela
(2007) found that managers proactively used thadyprelationships in creating new business becaasil
contacts provided a door-opening function andahdssessment of a possible partner.

The relevance of these kinds of external promateifsased on two main functions: promoters facditat
initiation and development of business relationghipsharing experiential information about businastrs
and by mediating contacts with others. The positivetribution of ‘promoters’ is based on connectsinand
credibility effect. Because of connectedness, exjstelations might have an effect on creating and
developing other relations (Hakansson and Snel@®@5; Ritter, 2000) and through mediation and aces
effects, promoters can use their relations in otdefacilitate emergence of new business betweberot
actors. Secondly, external ‘facilitators’ or ‘protacs’ are usually considered credible. Because trey
relatively external of the focal situation but pess experience and information, they are able ¢owige
objective views on the opportunities of new busindsor example, referrals and reputation origirfeden
relatively external independent sources, and thezehey are considered more credible and trustwdtan
firm-based promotional efforts (Grénroos 2000, literrl992; Wheiler, 1987; Yoon et al., 1993; Salemin
1996).

As a consequence of the information and existitegions that promoters possess, they are ableppost
the seller party in selling, prospecting and apgnd®y customer or marketing communication (e.g. a%et
al., 2004; Waller et al., 2001; Moncrief & Marsh&lD05; Salminen & Moller, 2006; Jaramillo & Mardha
2004). ‘Promoters’ can also assist and supportctigomer in information search and evaluation (e.g.
Johnston & Lewin, 1996; Nebus 2006), or other cerpdrts in finding and approaching potential pagne
(e.g. Ellis, 2000; Mainela, 2007; Batonda & Perd@32).

Promoting actors are labeled in the literatureradgbs (Smith & Laage-Hellman, 1995), mediatorgtéRj
2000), go-betweens (Uzzi, 1997), connectors (UzBualup, 2005), door openers (Halinen and Saln)120
Mainela, 2007) or relationship promoters (Walt&99). In B-to-C literature, these kinds of promgtactors
are for example various “reference persons” anddvedimouth-sources, such as market mavens andawpini
leaders (Feick and Price, 1987; Walsh et al., 20@*pmoting business actors can be persons or
organizations, and their activities can be basedsacial or economic-based relations. The most often
examined promoting parties are satisfied existingt@amers, but many other actors, like colleaguésgro
related firms and non-profit agencies can alsdifatz creation and development of new business.

It can be asked why external actors promote otHausiness by introducing, referencing and spreading
word-of-mouth. Previous literature has discussed teward systems can sometimes motivate actorsaies
their information and relations (Ryu & Feick, 200However, there are also other reasons than direct
monetary rewards to act this way. Reciprocity isnsas one motivation factor for example to sprearivof-
mouth (Payne et al., 2005; Wheiler, 1987) and atsnal control stimulates actors to share theircerpces
on good or bad performance of other actors (cf.|®&&n2005). Some ideas for motivation factors can b
found from existing word-of-mouth literature withBrto-C markets: word-of-mouth spreaders are fotmd
be motivated because of feeling duty to advisegyeng advising and rewarding the service provideogdey
& East, 2008; Walsh et al., 2004). Feeling compegeend enhancement of own personal reputation (&ars
Ou, 2001; Wasko & Faraj, 2005) can also stimulat®as.
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In this paper, the motives of network actors tonpote others’ business will be investigated furtfiére
purpose of the papes to explore and analyze the motivation factdrat tstimulate externals to facilitate
creating and developing business relations betwsbar actors without monetary incentives. This pape
concentrates only on the positive side of the phemn and on the motivation factors that stimudaters to
promote others’ business even if they do not gectimonetary compensation.

Through abductive narrative research the motivaféators are explored through narrative researahith
conducted among b-to-b professional service ingisstiThe study is data-driven, and through a detel
analysis we will discuss the motivation factorseafernal promoting actors. Existing literature ged as a
pool of impetus and a grounding of categorizatiomg,as a framework. Thus the role of theories isupport
identification of the motivation factor categoriésit the final categorization is driven from theada

The study usegrofessional businesservices as a research context, because extguteisvarious
promoter and facilitator roles in this kind of cexit Externals are information sources for buysisce
buyers of services utilize trustworthy informati@ources to reduce risk and uncertainty (for example
Lapierre, 1997; Day & Barksdale, 2003; Mitchell,989 Henthorne et al., 1993). Active push-marketing
marketing communication like advertising of professl services has been seen as a negative abton t
reduces levels of expertise and professionalisndf@n Barr & McNeilly, 2003; Thakor & Kumar, 2000;
Waller, 2001; Boles et al., 1997; Johnson et &98). Instead, word-of-mouth, referrals and intrithns are
important practices to gain new business (for exarigaller et al., 2001). Thus, external promotiregoes
are crucial especially for professional servicexaithey can be considered as neutral and “nonifmish
business facilitators. This attitude is assumegketapplicable to other business contexts and iridastoo.

The study aims to contribute by identifying and lgnag the motivation factors that stimulate busse
actors to promote other network actors’ busines® faper will utilize literature of several reséaereas:
motivation and social psychology, [IMP-literature,itedature concerning references, referrals,
recommendations, word-of-mouth, reputation and iservmarketing literature, especially professional
business services.

The structure of the paper is the following: firdte promoting actors and their motivation to préeno
others’ business without monetary rewards are ddfimnd reviewed in the literature. Secondly the
methodology and research design are presentedly;himotives of promoting actors are discussedubho
dialog between empirical data and relevant litemt®n the basis of this dialog, we propose neveceptual
categorizations for motivation factors and reldateein to existing literature. Finally, theoreticaintribution
and managerial implications are discussed.

2 THEORETICAL BACKGROUNDS

Although reward systems can sometimes motivatestboshare their information for potential custosne
(Ryu & Feick, 2007), still for example the existenof word-of-mouth indicates that there are aldwent
reasons to spread positive messages than directtamgrrewards. Actors invest their own reputation a
gained relationships when acting such a way (skesdon, 1998), so they need to have a strong riotiv
promote others’ business. There supposedly argaewven-monetary motivation factors that stimulattors
to promote others’ business by introducing, refeirgn and spreading word-of-mouth and positive rapor
although they do not gain clear monetary pay b&ckne non-monetary motivation factors can be idewatif
within various literature streams. Previous litarathas stressed reciprocity as a motivation fact@pread
word-of-mouth (for example Payne et al., 2005; W4reil987). Social controlling can be related te thpic;
people are motivated to build and spread reputdiiecause these kinds of activities control the riass
environment (Nunlee, 2005).

Some ideas for motivation factors can be found ftoenexisting word-of-mouth literature on b-to-aldn
to-b fields. Helm (2000) has studied customer raferand motives for recommendations. In B-to-Ckets,
market mavens spread word-of mouth because théwfdety to advise, they enjoy advising, they wemnt
reward the service provider, they are happy ab@iptoduct or are confirming their own choice @ythvant
to help the recipient of advice (Goodey and Ea®820Goodey and East (2008) mention that motivation
spreading word-of-mouth can also originate prodoeblvement, self involvement and self confirmation
word-of-mouth spreaders gain attention by havinghetbing to advice and assert superiority over the
listeners, or they are involved to provide knowkedggarding a particular topic. Walsh et al. (20@4)nd
three main motivation categories for market mavetividies: obligation to share information, pleasun
sharing information and desire to help others.tljirsbligation to share information is based oimking that
members of social networks increase one’s sendatgfof obligation to the community and help otheith
their better knowledge. Secondly, actors pass @orrimation because they find it intrinsically sayisfy or
because they want to share their joy about a ssitddsuy. Thirdly, some spread information to hetpers
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because it might be useful in reducing others’ pase risk or in saving others the costs of acoquiend
processing information; in such cases actors aifmetp others with their buying decision and to sthem
from negative experiences.

Another interesting field related to motives of aters can be found outside of marketing literature
Literature concerning experts’ motivation to shtreir information within open source projects aridual
communities surprisingly discusses on similar naiton factors. Hars and Ou (2001) discuss two tygfes
motivations that account for people’s participatioropen source projects: the first category inetuahternal
factors and intrinsic motivation such as the degfréeeling competence and self-determination. $&eond
category focuses on external rewards and expeatadef return such as direct or indirect monetary
compensation or other's recognition. Intrinsic mation occurs when the experts were motivated ley th
feeling of competence, satisfaction and fulfillmémat arises because the person can increase tfezenef
others and thirdly community identification, sinpeogrammers may identify themselves as part of the
community. (Hars and Ou, 2001). External motivatiaours when for example open source programmers ar
motivated by external indirect rewards, such aseimsing their marketability and skill base, selfrkeding,
such as to demonstrate their capability and skiliss and thirdly, peer recognition that is basedesire of
fame and esteem. Wasko and Faraj (2005) founceitpert individuals help strangers in electronionmeks
when they perceive that it enhances their professioeputations. They also found that advices and
information sharing occur without expectations etiprocity from others, because in network-based
interactions, the knowledge sharing may be germmdlithan dyadic, and thus direct reciprocity is not
necessary for sustaining collective action. Instélael reciprocity is more generalized in the netw@Vasko
& Faraj 2005).

Motivation to facilitate other's business can ats® linked to social capital (for example Nahapiet &
Goshal, 1998; Butler & Purchase, 2008), since fawan then be linked to use and renewal of soajaital.

In horizontal relationships particularly, people avbelong to the same situation and social group, ar
committed to giving favors to others by providindvice, assistance and information (Butler & Purehas
2008). In horizontal relationships, business ackeep in contact with actors at the same hiereathevel
because such contacts (previous work contacts,iquevfellow students) assist fulfilling current Wwor
commitments and offer an access to both resoamésnformation that can improve their current aion,
since these direct connections improve the effyjesf resource flows (Butler & Purchase, 2008).

Psychology considers motivation as one of the stibge phenomena such as mental representations
(Birnberg et al., 2007) and thus especially motbrapsychology and social psychology theories aawvige
more understanding on motives. Motivation psychgldheories address different aspect of motivation
(Birnberg et al., 2007)The level of aspiration theorgssumes that people are motivated by a desire to
experience feelings of success and avoid feelifhdgilare (Weiner, 1989). Success at a difficukias more
attractive that success at an easy task. (Birnbea., 2007).The goal-setting theoris related to level of
aspiration theory and both are based on Lewinld fieeory, which models individuals as desiringhtve
goals, choosing goals, and being motivated to rétaebe goals (Weiner, 1989). According to thesertas,
for example giving a referral could be considerschaask and motivation could then be related teques
aim to succeed in the given tagke cognitive dissonance theaysumes that individuals want consistency
between their cognitions and their behavior (Sha@d@stanzo, 1982) and in such case when they exyperie
cognitive dissonance; they aim to reduce this tenbly changing their cognitions, so that their d¢iigns are
consistent. For example individuals are motivatedetluce post-decision cognitive dissonance byeasing
positive cognitions about the chosen alternatived@creasing their positive cognitions about theated
alternatives in order to strengthen the alternatiiesen, rather than the rejected alternatifée equity
theory assumes that people are motivated to maintain anbalin exchange relationships, and assess this
balance by comparing their inputs and outcomesthers’ inputs and outcomes and assumes a difference
between what ought to be and what is.

Social psychology theories are concerned with hogividuals’ minds and behavior are influenced by
other people (Taylor et al., 2003; Shaw & Costari&282).Role theoryexplains and predicts how people
function in a social context. This theory assunmes individuals’ behavior is influenced by role exfations
and norms that concern how individuals in a paldicwle are expected to behave (e.g. as a supemisa
worker). Social identity theorguggests that individuals categorize their soei@ld into in-groups and out-
groups. They derive self-esteem from their soclahtity as a member of an in-group, and their cetfeept
depends on how they evaluate their in-group redaiivother groups (Tajfel, 1982). Social identiges from
a self-categorization process in which individugdsup themselves with others on the basis of siitiéa.
Social identification with a group influences, haw individual interacts with another member of ¢ineup,
interpret information about the group, and makegiews that affect the groups (Lembke and Wils@98).
The more an individual socially identifies with @aogp, the more the individual focuses on the grsup’
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outcomes instead of their own outcomes (Brewer9)8nd the more likely they contribute public gaodhe
group and behave more co-operatively (Wit and Will@92).

Emerging or
developing
business
relatio
X
Motiwation
prom(‘{te /
X
/
/
Promoter

Motivation factors in scattered litterature:

product involvement self involvement

self confirmation obligation to share information
reciprocality pleasure in sharing information
desire to help others social controlling

collective actions indirect monetary rewards

Figure 1 Motivation factors identified within liter ature

The various motivation factors can be driven frowm $cattered literature concerning the phenomertos.
main types of motivations are remarked and illdstian the figure 1. The diverse literature stressaious
dimensions of motivation factors. The promoters hhigr example be stimulated by positive emotiond a
satisfaction or by social obligations.
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Identified motivation factors:

* Motivation to develop markets: keeping competitgirarp, facilitating new entrances with
new offerings.

* Relational motivation towards the seller partyisattion, advocacy, goodwill, partnershig

e Collective motivation towards seller or buyer pargpcial control, reciprocality, socigl
reward, mentoring, involvement on the common toliag, duty to help peer

¢ Individual, self-interested motivation: indirect medary rewards, halo effect, sel
confirmation

Figure 2 Motivation factors to promote others’ bushess identified within the data

These identified categories (see the figure 2)daepened and illustrated in the following with erggai
illustrations and the narrower categories are psegdo
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4.1  Motivation to develop markets

The first main motivation category addresses toeltging markets: the promoters were stimulated by
motivations such as keeping competition sharp anilithting new entrances with new offerings.

Keeping competition sharp

Some promoters told that they wanted to keep catigpesharp and allocate work for new entrants, and
therefore they introduced new suppliers to potéctistomers. In the following, the promoter tellaynshe
referred a new translation agency to an advertisgency.

R was using quite a few translation agencies, winere over-employed. Many times agencies hadltthésn that
they could not serve them within required schedulés new agency S has good references and d tesources, and
because they entered to local markets, they oughet their fare share. They get to show, what teydo. This was
the idea in the light of | decided to recommend Bt

Some promoters wanted to control current pricesfamjlitating new entrances and competition. The
following citation describes how the senior desigmeed his status, relations and power to helgtaigents to
enter in design business, because according topim$on, the customer reached equal services arlpwice
when it started to use services of these new-comers

| told those representatives of the company torigebf that advertising agency. It costs too mukht's take this
student here and that student there. They havente&ee of concerns graphical communications, antisites and all of
that. They were kind of my own students, who tagk when they were about to graduate. And then taeged on.
Now they have their own offices.

Facilitating new entrances with new offerings

Sometimes promoters wanted to develop marketsdijtésing new entrances with new offerings. Inghe
cases, they referred new type of services prodbgedew entrants, since they saw that markets coséd
such services more. In the following an architea$ hecommended services of design oriented landscap
consulting in order to develop the markets:

Then he (architect) said that they had needed ghisice for long. Nobody had ever said that a senlike this
existed.

And as a consequence, the architect as a prometemmended these services of design oriented
landscape consulting further, and introduced the agency also for other similar design orientediress
actors on the field.

Motivation to develop markets-type of motivatiorctiars was strongly related to situations, where new
entrants were introduced to their potential custsnaed gained their first important customers, ttwd were
able to build their customer base.

4.2  Relational motivation and satisfaction towards sedlr party: satisfaction

The second motivation factor addresses to goodiarlavith the seller party: promoters are satisfidey
feel partnership or experience advocacy and gobtiwiards the seller party.

Satisfaction, advocacy and dedication

Satisfaction and advocate experiences stimulatedrsado enhance business of sellers with good
performance. In the following, the promoter was iraied to recommend an engineering agency on this ba
of continual satisfaction towards recommended agenc

There isn't a project of any kind, which would haane terribly wrong. Sure, if something would gl bthings
would be different.

This factor is noted also in the literature: sati¢ibn and desire to share with others the benefitsyed
has been seen as a motivation factor since Di¢h866). Word of mouth behavior has been seen asutr
and outcome of satisfaction perceived by the custpend literature widely see that customer satifa
induces customer behavior, such as free word-oftmadvertising, (Luo & Homburg, 2007). In professib
services satisfaction towards expertise, politen@ssctuality and ethics have motivated refereebr(dson et
al., 1998; Wheiler 1987).

Loyal customers are not always satisfied and vgllio be references or word-of-sources, but if tfesy
satisfaction, they are more willing to promoteftas citation illustrates:
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Recommendations are given out by the people whinatiearge of product development and managemeuit vath
whom we have succeeded.

Partnership

Motivation can also be linked to partnership and tillingness to develop the partner’s business but
partnership-motivation was not strongly indicatedhe data. However, for example Ruokolainen (2G&€s
that communicating the commitment of the referengstomer can be regarded as a signal for the other
players in the market to join in developing theibass of the company, for example start-up techgywlo
company.

4.3  Collective motivation towards seller or buyer party

Sometimes the motivation of promoters is basedatieativeness, and various reasons linked to cillec
motivation was distinguished: social control andagd, reciprocity, mentoring, liking and involventem the
common topic.

Social control and reward

Referrals can be seen as social contract —buyedrsedler both must perform and behave better, shmeg
have a common contact that spread positive evah&tfMoney 2002). Social controlling and rewardisig
potentially founded on collectiveness of busineswra. People tell success and failure stories taed
ultimate goal of sharing this information is to waabout failure or to cheer success (Coffey & Ashkin,
1996). By sharing information about past activitipsople give guidelines to others, and thus rejoutaan
even be seen as a social control mechanism, tigggindividuals and firms to choose successfudragand
to avoid unsuccessful and untrustworthy ones (Nyrl805; Larson, 1992).

Even if the previous literature sees reputation waman as control mechanism and this view stresses
especially social controlling with negative tonbst the findings of this study pointed out thempasitive
reward mechanisms. This stresses the positive siflfse phenomenon: instead of social control, thasi
social rewarding was an important motivation faaod the promoter wanted to improve business afract
that they themselves had founded sound, smoothdaeent and thus wanted socially reward them.

In my opinion it was a great idea that an interoail translation agency comes here and puts up siness. |
thought they were really nice and perky. | thoutitey had a fabulous idea and everything, so | théut should
compliment them to others. Nowadays we seem tordgtad news of companies leaving, so it's nicertoourage a
new company when it's starting up.

The social reward mechanism realizes also wheprh@oter appreciates the professional’s expertise a
with promotional activities wants to attend theicellent skills.

If a client asks me, who's a good industrial desigm good designer or who's up for making thisduret package or
whatever, | can count on this network and honestommend them. They're really the top. Cause sh&e thing in
recommending — if you recommend someone who'sdnfeou lose your own reputation. That's kind okey aspect
here too.

Involvement in the same topic or vision

Data indicated that community of experts or engapurs motivated promoters to promote business of
same-minded business actors, who shared the salmesvand visions. Individual values were usually
embedded to institutional or organizational valuesljvidual actors promoted a firm because theyresha
values with a particular individual within the firor the strategy and values of the firm were aliker
example designers wanted to promote design andrdesiented architect wanted to promote desigmoeik
landscaping agency.

Sometimes colleagues can also be these third pasti® work as recommenders, ‘cause at times they teke the
job themselves, for example ‘cause they're workorgthe competitor or something like that, whateweaty be the
reason. So once in a while they might recommend thal also. Designers seem to have this commesl bf
importance that designing is generally used. Soritit necessarily so dangerous, if you don’t haeetime or ability to
do it yourself, but instead it's nice to see thaleast someone else does. That's why it's ofsmimportant to have the
recognition of the experts of your own field too.

The promotion is not altruistic by nature; instgedmoting activities of actors tended to enhancartass
of same minded business people and networked cameplary suppliers, like the following citation shew

When someone in your network of acquaintances hasaged to get a good client as a web client, imalst
designing client or as an advertisement clientyttieen naturally try to sell it back to their owetwork.
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Reciprocity

Reciprocity was one of the major motivation factdReferrals for instance can be viewed as recipedca
favors from one colleague to another, where thereef according to the equity view of exchangegetgto
receive similar favor in the future from the reéatr In reciprocity there are no formal devicesrfoece each
other.

We helped this Irish consult to get in touch wiffinand these authorities in Oulu. Then later hektos for example
to talk to the marketing leaders of Europe at tteidad exhibition, which was a big exhibition. Theatvhere we got
access to these actors and got their e-mail adeéess

Reciprocity is also mentioned in the literatureyfi®aet al., 2005; Uzzi, 1997). Sometimes recipyosias
linked to favors between friends and acquaintances.

That recommendation was favor in return. If youegas hand today, it will pay back tomorrow. Okaye therson
knows yet another person and so on. Yeah I've aiaped the best for everyone close to me.

Sometimes the reciprocity occurred between relsgedice providers within the industry. In the foliog
case, a CEO from business bank describes how lancags, accountants and banks do informal co-dperat
since the members of “referral networks” promoteheathers business reciprocally.

When you get to think about a contact network tiike with the law firms and the account agencied #ire account
examination agencies, of course they are consgidosined. We draw up a well working connection thiam, with the
devious thought that their new clients would choases their bank. That's natural. It profits ushink everyone else
does it too. It's very common and it's a win wituation without a doubt. Both of the parties mest that way ‘cause
the initiative could come from either one of tha@iney get new clients this way too.

However, Wheiler (1987) found that reciprocity istimportant for referees themselves. This can be
understood following way: reciprocity is not a scifnt condition to refer and there is no automeagierral-
trade-offs, no referral for referral mechanismstéad, referrals and references are earned, whigrctiteria
concerning good performance, offerings and comiligifilare achieved

I'm do not recommend whoever, instead it works igedg that way that | recommend only the ones kier to be
the best. If | recommend something or someone,swiai’'good, it's horrifying.

Liking, chemistry

Wheiler (1987) found that the personal acquaintaisceot enough to guarantee receiving referrals,
because professionals making referrals to othefegsmnal place the greatest emphasis on expertise,
qualification, ethics and punctuality. However, ttaa of this study indicated that liking and gab@mistry
between the promoter and the reference/referredpsrtant and is linked to other motivation factdiking
is a basic motivation criteria but however it nebdéso other motivation factors. In the followirige liking
between the promoter and the promoted actor whksdito industry involvement and shared visions.

Also personal chemistry counts. | consider thishdect to be a great guy and so on. | believe thains both ways,
that both of us feel that we're alike and it's melous to do these kinds of projects.

Mentoring

The data suggests that also mentoring role inspirednoters. For example, more experienced actors
identified themselves with some less experiencédra@nd because their position was already estegalj
they wanted to support business of some new-conkensexample seniors promoted similar juniors and
advanced experts in a particular field acted astonerfor less experienced experts. Mentoring relghin
networks are mentioned by Uzzi (1997). In the folleg citation, mentoring was linked to shared uisiand
liking.

One architect got exited. Through him we've gonhpleof work. He has recommend us for example ® Dasign
Partners —exhibition. There he introduced us to enpeople. He has himself started up in a smally weodest company.
With this activity and passion to the job he happed up and now their firm is doing really welhd@ he even said
something like that he saw a lot of himself inasuse we also have this fire to this and we're sbdctive. In my mind
we sort of strive forward.

Similarly, communication agency’s representativeovetted as a referee described how she shared her
experiences further and referred the translati@negto an advertising agency because she hadiexped
similar difficulties when she started her busin€ssnpany S [translation agency] was a new actor amkets, and
| wanted to help them to get contacts. | know fparsonal experience, how hard it is to get new actstwhen you start
up. It would have been nice to have someone at gml& saying that ‘you're doing a good job and thatould
recommend you’. So, | thought | can recommend tohemthers. The challenge here in Turku area is ttateally hard
to get in when you're new. The contacts play arké&yaround here.

The mentoring was not usually based on reciproeitgl mentor-promoters didn't expect reciprocal favo
from juniors.

As a senior | was the one who had gathered thaigend got them work. That's how it goes, but ldmévyet found
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myself in a situation, where one of them would haaled me back.

Sometimes these mentors supported lacking markskillg of professionals. In the following narratjo
the CEO of an advertising agency describes how &g mwotivated to support the designer’s negotiations
concerning initiations, since he saw that the desigvas good in designing, but poor in marketing, the
CEO himself instead was used to negotiating andketiag.

Lauri is an extremely skilful industrial designdmt he’s in no means a sales person or a negotidter doesn’t
necessarily know how to bring up his expertise wegll. So we, as in | and Mika Kiiskinen, who'’s cuveative director
and my business partner — we were with him in alraesry business meeting that he went to in thenbew. Lauri is
this extremely nervous person, who almost can'd lzotoffee cup. Then again, cause | have yearsyaats negotiated
with all kinds of marketing leaders, it seems sartplme.

Duty, joy and privilege to assist “peer” in problemsolving due to expert and specialist skills

Sometimes the motivation emerged from duty or ypgsist less experienced actors in problem salving
Sometimes a question and advice-seeking behawor & buyer party triggered an opportunity to shevm o
expertise and therefore the promoter reactivelgepglithe advice-seeker who sought information otalsia
offerings and potential service providers. The dgtawed photographers, engineers, designers, CEOs o
banks etc. felt duty to assist a “peer” in probistving situation related to initiation.

| was selling this Elomatic to them and gave themes contact information. | asked them to call thezeause | think
they have the best know-how in this line of businesuse they have partly designed our oat milNtkia. Then they
had also one project in Russia, so | knew that theye skills and proposed it. | knew that there wést of work put in
to it, and that they had to speed it up in somegsi

In service industries particularly, customers whkwéhexperience and knowledge about the provider, ca
serve as mentors to other customers (Gremler & Brd999), and so the mentoring and duty to guide th
less experience buyers was also found from the data

4.4  Individual, self-interested motivation: indirect monetary rewards, halo
effect, self-confirmation

The fourth main category emphasizes the motiva@mtors that emerge from self-interested motivation
Even if sharing experiences was based on goodawdl reciprocity towards the information seekertw t
referred, the information sharing was not altragidiy nature. Instead, promoters gained different kif
compensations for their activities besides the mt@kreciprocal favors. The non-monetary incergiveere
such as self-confirmation and power establishnteaiy effect, and indirect monetary rewards.

Power establishment, self-confirmation:

One motivation factor was related to self-confirimat and expert power establishment. By acting
promoters and mediators, actors established tlogiep and legitimated their expert status, likeftilowing
remark from a promoter implies:

Of course, if | have some good contacts, | canlamidl also use them.

Access to information and the knowledge is relateg@ower, since it is achieved through positiond an
roles and it can be considered as a currency shabt given away (see Dawes et al. 2000). In timd kbf
cases the motivation was based on expert roleiffeging. Self-confirmation can be found from Didhte
(1966) who saw that the product experience conftimassource to reassure himself in front of others.

Power establishment can also be linked to otheivatiin factors: power establishment can be rel&ted
social rewarding. The following note from the selparty from banking industry shows how the promete
are sometimes proud when they are asked to beesenek customer. The person or organization can
appreciate this recognition and status, since ttricial position as a reference customer put tlireran
important role in the initiation.

Once in a while | say to a customer that 'by the/wi a situation comes up, can | mention that'yewa reference.

Normally they say ‘of course, of course’. Many loérh take it very personally and it's important term to be a
recommender.

Halo-effect, prestige

In some cases the promoter was motivated to prowibter business, since their own reputation was
improved or grown, if it was linked to the focalpanizations with good reputation and status. Incitegion
shows, how some “"customers” want to be referenstomers and they want to mentioned and linked to
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service providers with good reputation, since thain halo-effect and this linking shifts their oweputation
and business.

For example a designer agency normally thinks tieihg a referent benefits them ‘cause their nanmaesoup. |
know even a few agencies, who claim to be a custoh@admatic, although they haven't ever boughtense from us.
They do this just because they think that it lifsstheir image somehow. They can get new projeats their clients
because of it. They think that their clients thiin&t ‘there’s a forward striving, modern softwarsing corporation’, and
enhance their own image with that.

In literature are also some notions how existinyvnek relations signal for example quality (for exae
Turnbull et al., 1996) or position actors in thesingss networks. For example reference relatiotts méw
start-up firms or innovative firms might also gi@eustomer company an image of innovativeness biua
some industries and help a firm to positioning litss an innovative and creative (Gomez-Arias and
Montermoso, 2007).

Indirect monetary rewards

Sometimes promoters gain no direct monetary congtiemsbut some indirect monetary rewards; when
the promoters boost business of their close busiaet®rs, they might gain new business for therasdbter.

Sometimes, this motivation factor was linked toipeacity: the motivation was based on an assumption
that promoters gain new assignments, if they premattors with whom they co-work. Especially
complementary service providers and related netegbfkee lancer experts mentioned that if they renend
their colleagues services, they might also gaineskimd of assignment for themselves.

| have this photographer here that | know, this &blseger, who's a freelancer like me. He’s reglpd. He's the
one I've always recommended. We've usually workgdther. To a small actor like me it's really imfzott to have a
lot of contacts. When the business works throudtvarés, with a lot of subcontractors and freelarseyou can find
many adequate partners for different kind of priged’ou easily think that ‘use me in this assigrthrarthat’ we could
together pull this job’.

Being a reference customer, giving a testimoniateshent or recommending can also be motivated
because of an opportunity to promote themselvesekample, when a seller party presents their eefwss,
they at the same time present reference custonmeishess for various business actors and this free
promotion highlights the business of referencearust as well.

Clients surely do view reference customership pesitively. An entrepreneur is always proud ofies/own work.

It would seem very weird, if an entrepreneur wolilgvant to step up and make a scene of one-se#fy Tike to tell
about themselves.

Indirect reward can be related to reciprocal bénefiat are not clearly monetary, but they havee/éh
business, such as increased flexibility. For examphe members of referral networks and reference
customers may receive more flexible treatment.

| could put it like this: the benefit that we gginom reference customership) is usually the flidikyh which works
both ways. When we're flexible to them, they arasioJust trough this comes the gains. Being smioothe one way
and the other.

5 LINKING THE FINDINGS TO EXISTING THEORIES

The motivation categories presented in the previhapter were data-driven but the scattered theatet
background and various literature streams canrdedi in these findings. Theories and conceptuadizat
reviewed advanced understanding and analysis ahtitevation factors in business-to-business confexe
identified motivation factors can then be linked ttee scattered existing literature. For examplejngi
referrals and testimonies can be considered asctieduof cognitive dissonance; that is satisfied an
networked actors pursue to strengthen their peséititudes by testimoning and telling the positivigs
about the actors and solutions they are tied tontbteng stimulated more experienced business adtors
promote business of novices and this can be exlainith role theory. The identified categories and
matching literature and theories are linked inttide 1.

Table 1 The data driven categories linked to theoteal conceptualizations

Identified data driven categories Matching theorettal groundings
Motivation to develop markets: « Market mavens motivation in b-toc
»  keeping competition sharp fields: to share market plage
» facilitating new entrances with new offerings  information (Walsh et al. 2004)
Relational motivation towards seller party: « Satisfaction evoke word-of-mouth
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»  satisfaction (Luo&Homburg 2008) and

»  partnership willingness to be presented ps

» advocacy or goodwill; reference  customers  (Salmingn
1997)

e Promoting as an activity tp
strengthen positive attitudes and|to
confirm own choices (cognitive
dissonance Shaw & Costanzo 1982;
market mavenism, Goodey & Egst
2008)

Collective motivation towards seller or buyer party  Reputation (Nunlee 2005) or worgd-

»  social control of-mouth (Money 2000) as socigl

»  reciprocity controlling mechanism

»  social reward » Reciprocity as motivation between

> mentoring business insiders and experts (cf.

»  involvement on the common topic Wheiler 1987, Payne et al. 2005,

> liking Wasko & Faraj 2005)

> assisting the peer  Role theory: expert wants to presént
their experiences and present
themselves as experts; mentprs
facilitate novices business (cf. Shaw
& Costanzo 1982)

e Social identity theory — rewarding
the in-groups (cf. Tajfel 1982)

» Duty to advice in market mavenism
(Goodey & East 2008, Walsh et al.
2004)

Individual, self-interested motivation: » Self-marketing of experts (cf. Hafs
» indirect monetary rewards & Ou 2001)

> halo effect + Self-confirmation  in  marke}
> self-confirmation. mavenism (Goodey & East 2008)

6 CONCLUSIONS AND MANAGERIAL IMPLICATIONS

Contribution and theoretical implications

Previous literature acknowledges how various b@sirgetors in various situations are able to fatdit
creation and development of business between tbiliness actors (for example Ellis, 2000; Ritt€0®
through various practices such as word-of-mouttip@uctions and referencing (Salminen & Mdller, 800
Wheiler, 1987; Helfert & Vith, 1999). Previous liggure (for example Ritter 2000) has also outlipeditive
effects of relationships to other relationshipsriadic settings. However, prior research doesdigituss, what
stimulates the actors to act this way without manetncentives. This study contributed by explorthgse
factors and identifying four categories that mad#gapositive effects. Externals of business reafatibut
internals of networks and industrial communitiegilieate others’ business for various reasons: some
motivation factors are grounded on social triggetssh as social control or reciprocity. Anothernidfged
motivation factor group was relational, such ass&attion towards the marketer. Some reasons seéorieg
quite selfish, such as halo-effect based motivatioself-confirmation of the promoter. The findingisowed
that promoters have numerous non-monetary reasmngramote others’ business, and thus suggested
monetary compensations (for example Ruy & Feick7)@re not necessary. Instead, in business matkets
motivation to promote an industry’s business maigioate from various non-monetary or only indirgctl
monetary incentives. The monetary compensatioroimessituations can even lower the credibility amalst
harm the promoting network effects.

This study also showed that many of the motivataariors identified and discussed in market mavenism
literature in the b-to-c context (Goodey & East)20Walsh et al. 2004) are applicable to b-to-btexin

Recognition of promoters with various motivatiortfars without rewarding, is a contribution that dan
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applicable to various research contexts and conabpations, for example relationship initiationada
development, network formation and various strategituations such market entrances and
internationalization.

Managerial implications

Discussion and findings on motivation of the proenoactors provide a stable basis for managerial
implications on how buyers and sellers can takeaathge of promoters in their business. The paper
highlights implications for managers wishing to dieyp third party involvement as a marketing strateg
without monetary compensation.

The simple recognition of the role of the promatemitiation and development of business relatiops
is useful but if the managers know how to motiyaiemoters, these promoters become manageable &ssets
the firm.

Marketers should use their promoters tactfully, mkigey are pursuing new customers. It is important
understandhow to build promoting relationships and networRssiness actors are usually keen to develop
their personal networks ensuring that they are ydweell connected to useful and potentially usefuitacts.
Because horizontal relationship and social capital the groundings for promotional motivation, ngera
need to ensure that they have for example horikoatations outside of formal organizational stures.
These kinds of relations are maintained not oniy wianagers but also with other useful individwlshe
same hierarchical level, since relationships magimate from a common professional base or a common
work history. To develop horizontal relations witittors within similar and complementary business,
managers should attend professionally based sacialities to maximize the informal nature of these
relations. Knowledge of a friendship relationshgivieeen persons can be a great advantage. Thefkegnee
customers and other advocates should be activiatedgh reciprocal and other motivation mechanismos,
through monetary rewards.

Asking an existing client to refer the professiofiain to a potential client may be considered too
intimidating. However if the promoter is convindit information sharing and networking also adesrihe
development of existing relationships and valuabtiustry- or market-specific information is offered a
trade, the promoter may be encouraged to act oowits initiative. At its best, the promoter may heil
participating actors to take advantage of new mssiopportunities and enhancing relationships.

Compensation is one motivation tool but as impiareat of this study, this kind of monetary compeitsat
is not necessary because there are plenty of othgivation factors, as the findings of this reshaievealed.
Besides, the compensation can reduce the cregibiipromoters. Instead, marketers should motivh&e
promoters by stimulating them and giving motives ¢onversation and information and relation sharing
However promoters also could show resistance tketens’ attempts to utilize them, with may resalthe
opposite effect than the one intended. Therefoee glomoters should be intentionally motivated very
cautiously. Marketers could use especially expeinpters’ willingness to build their own expert uggtion:
by participating promoting nets, individuals ga@putation and become central to a larger networkdasstry
insiders in developing knowledge exchange amongarétmembers. Marketers should focus attentiorhen t
centralized individuals with experience by usingtination factors such as enhanced reputation. Aeroth
method to promote promoters participation is toali@y techniques that help build an individual’sutgpion
in the profession.

Especially interpersonal communication and mothgthas been relevant for choosing services, and
therefore marketers should have interest to aetitair promoters such as market mavens and exjerts
reach a wider market.

The following section provides examples of actestithat a firm might pursue in order to leverage th
motivation in such a way that encourages promoteréurther acquire and deliver information to other
network members. In order to activate a promoterdivation, a firm could create promotional matktireat
stresses the experts and industry insiders owmésssibecause this might build reciprocality. Anotuivity
is to ask promoters to explain the benefits of gighre firm’s products to others, and to share nigpkece
information with others. Marketers could stressfiéeding of how sharing information and relationdl ¥velp
other network members. Promoters could identifthiofirm those individuals that might be most assidy
the firm's offerings. Another tactic is to make proters part of a special group that receives ingmort
industry-specific information. This may activateeliags that because of their special status these fem
obligation to share information with others. Alggiprocal favours to promoters may generate gobduét
may transform into referrals and positive wom anillingness to be presented as reference customers,
referees and advocates. The firms wishing to takergtage of promoters must develop practices ttakiem
information and relation sharing enjoyable betwgmomoters and potential customers and provide
comfortable forums that encourage promoters taaetewith others. Seminars and events are goodipeac
in this. These kinds of promoters are slow to usé elatively uncontrollable, but therefore theg atso
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credible in the eyes of other business actors.

Future research

This research was exploratory qualitative researcimotivation factors in the b-to-b professionalvas
industries. It is recommended that future reseacetsider other industries, offering types and otmemtries.
Motivation factors identified within this researchn also be tested quantitatively in further steidie
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