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Abstract

This study is concerned with how views and perosgtiof individual managers manifest
themselves in organisational artefacts, such agnrdtion systems, processes, operating
and strategic plans, or organisational structusecifically, we are interested in the
inscriptions of the embedding relationships withm inter-organisational network. The
concept of ‘organisational network pictures’ is ided from the network marketing
literature. Furthermore, a two-dimensional operatlisation is proposed and applied to

an in-depth longitudinal case study. Implicationd &urther research are discussed.
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ORGANISATIONAL M ANIFESTATIONS OF

NETWORK PICTURES

Concept and Case Evidence

Introduction

This study is concerned with how the views and ggtions of individual managers
manifest themselves in organisational artefactetter words, we try to understand how
subjective sense-making and the inscribed orgaorsdtartefacts which are directing the
managerial activities of a company are linked ($ioir and Stubbart, 1985). Our focus is
on investigating the way managers get to grips ighcomplexity of being embedded in
a network of interacting organisations, resultimgstrategic decisions about complex
strategic marketing activities. This representsaaga of research which has recently
attracted considerable interest within marketireptly and beyond (Achrol, 1997; Achrol
and Kotler, 1999; Parolini, 1999; Castells, 200@s&d on the research tradition of the
IMP (International Marketing & Purchasing) Groupe wse the construct afetwork
pictures to conceptualise the process of individual senakimg for the understanding of
management practices in terms of how organisatioasage in networks, i.e. we focus
on sense-making phenomena specific to inter-orgtaigal exchanges (Holmen and
Pedersen, 2003). Network pictures are defined asntkental representations of the
network characteristics which individual manageescpive as important for their own
sense- and subsequently decision-making (Ford,&2@03; Henneberg et al., 200Qua
definitione, this means that there exists a significant chastween subjectively-held
network pictures, e.g. those of top managers, aganisational activities (‘networking’),

I.e. the implementation of managerial decisionsteract with customers, suppliers, and



other relevant actors (Meindl et al., 1994etworking can be understood as an
‘aggregated’ enactment of individual expressionsvitif and as such can be ‘attributed’
to an organisation. This is also how it is percdibg other network actors: ‘Company X
has increased the price for product A’. Most manag® activities affecting
organisational interactions are not (and mainlyncénbe attributed to individual persons
(and their underlying subjective way of sense-mgkirthey are enmeshed with the
structures and processes of an organisationalyemiihin which it is enacted (Weick,
1995).

While networking as a theoretical construct does ingply a reification of whole
organisations as ‘actors’ (Meindl et al., 1994), nevertheless implies that an
‘objectification” (in the sense of an inter-subjeet alignment or organisational
manifestation) of mental models or network pictunappens (Mouzas et al., 2007). This
results in certain activities to be enacted, iealised. As such, we posit that certain
network pictures can be associated with ‘orgarosat] i.e. they are structures or
imprints within the organisational make-up, proesssor culture of a company that
embed a specific view of how a company relatesthercactors in the network (Porac et
al., 1989). In the following, we will call these gamisational imprintsrganisational
network pictures. The resulting organisational structures are -calketefacts or
inscriptions, indicating that they are the tangible organisaiomanifestations of the
manifold subjective network pictures within a compa

Several questions follow from the assumption thighoisational network pictures exist,
I.e. questions on the level of process, outcome naanifestation. These are:

Process. How are (subjective) network pictures ‘amalgamatedan objectified and

potentially organisational network picture, i.emhdoes the process work? (Mouzas et



al., 2007). Is a single organisational network ynetthe results, or a multitude of
kaleidoscopic and contradictory ones?

Outcome: What do these objectified and organisational ndtvpactures look like, e.g. in

relationship to their subjective antecedents?

Manifestation: How are network pictures of individual manageisciibed as artefacts in
an organisation, i.e. embedded in the fabric aragany?

This study will deal with the third aspect, namdipw network pictures manifest
themselves in an organisation. As such, we areifgly concerned with the ways

strategic marketing options in terms of networkiage inscribed in the fabric of a
company. Initially, we will synthesise the existiigerature on sense-making in the
context of complex networks by introducing the agtoof network pictures. Secondly, a
discussion of the organisational manifestationsnefwork pictures as artefacts will
provide the foundation for the derivation of a tretwal framework of these

manifestations. Furthermore, the case example ofrilistries, a worldwide leader in
the warehouse truck market, is analysed with regatldis framework. Lastly, theoretical

implications will be discussed.

Network Pictures: Oscillating Concept between Managr and Organisation

Within the IMP group, the dictum holds that actsueh as companies cannot ‘manage
network’ but can only ‘manage networks’ (Ford et al., 2003). However, any camstr
that characterises such managerial networking igciwhich includes decision-making
and realisation of decisions as well as cognitsfgeats such as gaining an understanding
of the network, its actors and interactions; Halire¢ al., 1999) is based on subjective

cognitive structures, so-called schemata which lenagense-making’. Thus, it is



assumed that reality is, in a certain way, fundaaign mind-dependent. This view,
based on Kant's idealism, serves as a startingt pbiour theoretical discussion (Kant,
1781/1998).

The beliefs and attitudes which actors hold abdw@ tomplex inter-organisational
exchanges and interactions within which their managnt actions are embedded (and
which provides opportunities but also restrictidoistheir marketing options) have been
conceptualised as cognitive maps or ‘network pegufFord et al., 2003; Hodgkinson,
1997; Huff, 1990). These are subjective and dynaroignitive representations of the
network environment and what it ‘means’ for theiwidial managers. What is included
in such a network picture and what is not, how espef it are linked, where
‘boundaries’ are drawn, all these questions areipeo the subjective judgement of a
manager about what is important (Ford and Rama36)2®uch individual importance
can be judged to be general or specific, e.g. wéipard to context, task, or time.
Henneberg et al. (2006) have shown that differémicgires of network pictures exist,
depending on the individual's overall goal oriemat Furthermore, network pictures are
more than just pictorial representations of inteyamisational relationships but are
cognitive maps in the sense of multi-layered schanvehich are based on spacial
relations as well as textual connections (HennebetgRohrmus, 2006).

Each manager will have an idiosyncratic understemdif what a specific business
network environment means and how it affects aenaanagerial activities like strategic
marketing decision-making and decision implemeata{Holmen and Pedersen, 2003).
This idea is not specific to the IMP group but tenfound also in the strategy literature
on ‘cognitive strategic groups’ (Bougon, 1992; lsyland Schwenk, 1992; Reger and

Huff, 1993; Hodgkinson and Johnson, 1994)) as wsllin organisational behaviour



research (Weick, 1979; Daft and Weick, 1984). Imbming these different research
traditions, certain characteristic of network pret can be posited (Henneberg and
Rohrmus, 2006). Subjective representations willngeaover time, e.g. every time the
individual ‘learns’ something about the networkstiill have repercussions on her view
of the network (Ford et al., 2003). However, leagitself (i.e. interpreting network
stimuli and linking them to existing knowledge retjag the network) depends on the
held network picture which is the foundation of ssimaking. Thus, there exists an
epistemological ‘chasm’ within the cognitive cyctd belief, action, and reaction
(learning) (Neisser, 1967; 1976). In the complexldof business networks, individual
managers do not ‘act’ in the sense of strategiworking activities as an ‘expression of
their enacted will’. Firstly, decision-making istef social, i.e. group-based, as well as
formalised, e.g. channelled through due diligence regulationsigid decision processes
or systems. Secondly, the enactment of managee@abidns is frequentlylelegated.
Thirdly, marketing actions in networks depend tensodegree on other business actors,
e.g. are part of an inter-organisationdlationship such as collaborative NPD projects,
joint ventures and strategic alliances, and theecbye often not single-entity specific.
This leaves the conundrum that seemingly whole rosgéional entities such as
companies act (they ‘network’). However, their netlwng activities are based on the
subjective network pictures of the relevant decisizakers (e.g. top-management-teams)
(Hambrick and Mason, 1984). Thus, organisationalagking is not based solely on the
network pictures oifndividual actors but on theirsocial amalgamation into what we posit

to be ‘organisational network pictures’ (Mouzasaét 2007). At this point it is of no
importance whether such organisational networkupést are dominated by the view of

one or several persons, whether they are kaleigascor whether they represent the



common denominators between all relevant subjeatiesvork pictures (Ford et al.,
2003). For the purposes of our argument, it is omhportant to state that an
‘objectification’ is happening in the sense thatotlgh social interactions between
managers, an inter-subjective and somewhat shaal siew is formed (Weick, 1979;
1995).

It can be expected that these organisational n&twmtures are not explicit but they
have formed, often unconsciously, as part of méshismcial exchanges. However, they
leave organisational traces, i.e. inscriptions. iAgdhese inscriptions which are the
manifestations of the shared beliefs about thenleissi network do not need to be explicit
but they are, in line with our characterisationtttém as artefacts, impressed on many
different aspects of an organisation, especially tbose areas that are related to
interactions with the ‘outside’ (this can includi&assical marketing interactions with
customers but also those with suppliers, strat@gictners, knowledge providers, or
competitors). Inscriptions can both be part of aplieit decision (e.g. the strategic
statement of ‘we see ourselves in strategic cortnpetivith companies A and B’), or they
can be embedded implicitly within managerial dewisi that are not primarily linked to
‘networking’ activities but have an impact on théeng. the decision to cut sales force
budgets by 50%, resulting in the pruning of salessts/to some customer segments).
These organisational network pictures represeimbpaatification that can start in turn an
ossification process, based on the reinforcing relationshigvéet these manifestations
and further decisions that impact on the orgarusati perspective regarding its
surrounding environment (Porac et al., 1989; 19®mft and Weick, 1984).
Consequently, different perceived network elemégntanifestations and inscriptions)

within an overall and mostly complementary orgatisel network picture interlock



with each other and eventually influence most mariabactions by providing a subtle
but stable frame that guides and limits strategicision-making. As such, organisational
frameworks are also functioning as ‘sense-givingvides which encourage certain

subjective ways of interpreting network phenomena.

Organisational Network Pictures: Inscriptions and Manifestations

In the following, a descriptive research conceporgfanisational network pictures will be
developed. We provide a model of elements of neééwpicture inscriptions and
manifestations. Such inscriptions can potentialyeinbedded in manifold aspects of the
company, e.g. the way the budget is allocated, nisgdonal structures, ‘hard-wired’
interaction systems with network actors (e.g. EDJI@), sales force incentivisations.

Our model is an initial attempt to systematise ¢hemnifestations by analysing traces
they leave according to several criteria. The maglbhsed on two dimensions which are
not fully independent of each other. Firstly, wéimke the morphology of the inscriptions
and manifestations by ‘locating’ them within theganisation. This dimension must not
be understood as referring to a ‘physical’ location is concerned with the aspect of the
organisational entity in which the manifestatiosides (e.g. this can also be a process, a
textual description, a norm). Secondly, the coneaqes of organisational manifestations
are delineated, i.e. what kind of priming or fragimpact they have on networking
activities. We use an adaptation of the actor-agthesource model to incorporate the
way inscriptions and manifestations impact on oiggional networking (Hakansson and
Snehota, 1995).

Morphology of Manifestations



We posit that inscriptions and manifestations ofamisational network pictures are
possible in the following areas:

Systems. Hard systems (such as ICT) or soft systems (sudhcativisation systems)
often implicitly set limits regarding the interamti partners. For example, the system
configuration of a CATI system used by a call-centray only provide certain variables
to the agent. An agent with knowledge regarding ‘ttadue of a customer’ may vary
interactions accordingly, while one without thisokviedge will not be able to personalise
the interaction.

Processes. Systems may imply certain processes. Within thegs®, certain interaction
parameter, or decision-rules are embedded. These amy make sense for certain
marketing interaction partners or certain stratdgteractions and therefore delineate
certain acceptable managerial responses.

Budgets: Networking focus or emphasis can be guided thromgihgets. While budget
allocation is one of the main managerial decisiwhgh follows strategic intent, it also
contains some unexpected restrictions (e.g. wigfanek to the crowding out of options
which were not visible at the time of the budgetisien-making).

Strategy: Issues around how to segment supplier or custonaekets, and subsequently
where to target company resources immediately amdtty impact on the networking
activities and interactions which are prioritisethqd those which are consequently de-
prioritised). However, other strategic decision @#so ‘contain’ network manifestations,
e.g. decisions regarding joint ventures (Oberd.e2@06).

Organisational structure: How a company organises itself is an expressiononbt of
how it wants to internally transform resources &lgb of how it wants to interact with the

outside world (the ‘sorting’ decision within exclggn patterns; Alderson and Martin,
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1965; Hambrick and Mason, 1984). Clear organisationdicators of organisational
network pictures can for example be found in Kegdmt Management structures.

I nfluences and Consequences of Manifestations
Along the second dimension of the research moda&rgénisational network pictures,
three distinct aspects can be identified, basedamradaptation of the actor-activity-
resource model used to describe and analyse dgadioetwork interactions.
Inclusion/exclusion of interactions partner: this refers to whether or not certain
interaction links with partners are embedded in dhganisation (or more precisely, its
morphology) to the exclusion of other potentiaknaiction partners. This can be inscribed
in preferred interaction partner lists/preferregdier lists; sales people route planning;
contractual agreements (e.g. exclusivity rights); arket and  customer
segmentation/targeting models.
Impact on interaction mode: certain manifestations are prescribing an intevacthode
with exchange partners, i.e. an underlying ‘ratienhéor this interaction is stipulated.
This may include certain relational norms but atecommendations regarding non-
interactions. Examples of organisational manifgstat which are impacting on
interaction modes are Key Account Management/Kegp8uCentre structures; treatment
strategies as part of relational interaction systéke CRM; preferred channel interaction
strategies; KPI-based incentivisation of certaihas@our routines for touchpoint agents
and sales personnel; or marketing strategies regpdifferentiation from competition.
Allocation of resources: commitment of financial resources directly presesiltertain
interactions with external exchange partners (bedget above). As such, budget
distributions are showing commitment (or the ladkitp as well as a certain implied

network structure regarding important exchange ngast However, other resource
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streams such as prioritised information gatheraxgernal knowledge exchanges via joint
innovation management, or employee recruitmenbotplacement’ (e.g. in professional
services firms to generate new potential clientg® @n indication of the organisational
network picture.

Using these two dimensions of morphology and camseces, an organisational network
picture can be characterised as consisting of inec@ampany-specific elements which
can hold inscriptions of the implied network enwvineent in which the focal business is
operating and which impacts on its strategic optiand its networking capability. The
morphology and the consequences of manifestattoerefore provide a descriptive five
by three grid that can be used as the basis fonteot analysis of organisations. It forms
the basis of a ‘coding tree’ which provides acdesa structured understanding of the
organisational manifestations of network imprintsxda also their managerial

consequences. Using previous studies on subjeceeork pictures (e.g. Ford and
Ramos, 2006; Henneberg et al.,, 2006; Ford and Redlw®005), sub-dimensions in

terms of content themes were developed as auxiliyg for the data analysis. However,
the main construct dimensions for organisationalvaek pictures were used to structure

the findings.

Empirical Case Study Analysis Design

Before the concept of organisational network pesus exemplified by applying the two-
dimensional grid to the longitudinal case studydéading material-handling equipment
manufacturer, the empirical research design isriest

Research Design

12



The case study company, BT IndustriaB Bygg- och Transportekonomi), was analysed
with special reference to the time period 19964064 This time period was chosen as it
represents several crucial merger and acquisiticivites (operationalised as four
different phases) in which this company was invdlwehich dramatically shifted its
understanding of the network in which it was ddmnginess (Oberg et al., 2006).

Our main empirical sources consist of multiple im@wvs with twenty-one BT managers
which were done in 2003 and 2004, ranging from GIE@ President, Vice Presidents,
CFOs, division and country managers, but also idissellers, purchasing or business
planning managers.These interviews were conducted in the motherdengf the
managers, using semi-open question frames whichwvedl for clarification, follow-up
and additional questions to be employed. Furtheemprimary material was used,
including BT press releases and internal documents.

Based on the two-dimensional construct of orgamisat manifestations of network
pictures and the content variables derived fromifterent textual sources were analysed,
using content analysis which was employed by oyartpour construct components and
variables over the analysed texts (Hodder, 1994jperuan and Miles, 1994;
Krippendorff, 2004; Manning and Cullum-Swan, 199%bductive inferences were used
to link our research question and the constructragjmmalisation with the different
empirical sources (Dubois and Gadde, 2002). Us#figxive contrast and comparison
techniques as well as multi-rater assessments dllithand Johnson, 1994; Hodder,
1994; Huberman and Miles, 1994) allows us to redbeedata and present our findings

as synthesis and juxtaposition tables (Krippend@@04).

1 A complete list of interviewees can be found ine€p(2007).
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The qualitative assessment of the content analyass done independently by the main
researchers. Afterwards, themes, ideas, and spéaoifiings were compared by analysing
the overlaps as well as discussing the discrepadinfys. Specifically, we tested whether
our findings:
1. were directly or otherwise clearly linked to thegondive belief systems of top-
managers (Thomas and McDaniel, 1990; Lyles and 8okyn1992)
2. were presenting an expression of one of our maaiies categories (items which
span several categories were analysed and disctigseer to decompose them
into their specific components)
3. were mentioned by more than one researcher as peasgnt in the case study
material
Additionally, an independent judge was providedhwihe basic description of the
network pictures concept, and the different aspettheir manifestations to verify the
accuracy of the findings and guard against biashkyresearchers. The judge was then
asked to analyse the textual data for one randaelgcted time period and compare
these findings with the researchers’ results. Ptepwal reduction in loss (PRL) was used
to assess inter-judge reliability which was abovg, Q.e. satisfactory for exploratory
research (Rust and Cooil, 1994).

Focal Case Study Company
The focal company, BT Industries, is now the woiltkvieader in the warehouse truck
market. During the period 1996 to 2004, BT devetbfrfem a European truck specialist
with a limited product line to a leading world-widkill range material-handling
equipment manufacturer by ways of several mergads acquisition which saw BT

eventually become a subsidiary of Toyota IndustoypGration. For the purpose of this
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study, we will provide only a succinct overviewtbe actual case study. Further details
regarding the historical developments of BT canfduend in Oberg (2007), while an
analysis of the changing network pictures assatiai¢h the different M&A activities is
provided in Oberg et al. (2006).

The acquisition history of BT Industries involveaographical as well as product
expansions, and was aimed at addressing strategalapments among customers and
competitors. In 1997, BT acquired the US warehdusek manufacturer Raymond to
meet perceived globalisation trends among custaniers999 and 2000, BT Industries
acquired its previous ltalian co-operation part@asab, in reaction to competitors
offering both warehouse and counterbalanced trutk& acquisition was followed by
Toyota’s take-over of BT Industries, constructing canglomerate with several
overlapping product lines. The acquisitions raigedstions especially regarding how to
(re)organise marketing and sales, as the seveaatibrwhich were provided via various
sales channels also meant internal competitioninvitie group. At large, sales channels,
brands and manufacturing sites have been keptfasehibe acquisitions. Various actors
within the company group saw risks associated widrging units, sales channels, and
brands. They consequently advocated continuouspérdience while synergies of the

acquisition activities were isolated in the arepuafchasing and logistics.

Findings

In the following, the different manifestations afvia BT perceives to be embedded within
a network of inter-organisational relationships drgcussed. It needs to be mentioned
that such a discussion does not relate organisatinatwork pictures to individual

cognition. Although the level of the company is tmain descriptive perspective, this
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represents a simplification of the complex intamaw between managers which lead to
these manifestations (Mouzas et al., 2007). Indzidnhetwork pictures may actually
contradict organisational ones. Thus, the presenwbf our findings on company level
must not be misunderstood as a reification of ttyamisation (Meindl et al., 1994). We
will use four phases of the development of BT lasirate our findings.
We present our case in four distinct phases, eegtesenting a shift in organisational
network pictures associated with a major M&A adtiviThus, phase 0 is used as a
‘baseline’. Following on from this, differences ithe aspects of organisational
manifestations of network pictures are discussquhases 1 to 3.

Phase O: BT prior to 1997
Prior to the hectic M&A activities beginning in 1B9BT's organisational network
pictures were characterised by an understandintgpef as a rather peripheral player in
the network. BT saw the competitive landscape fatinig’ (less numbers of competitors
but with better capabilities; integrated brandshisT picture was inscribed in a
(marketing) strategy which ‘explained’ the valueating system according to demand
differences of key downstream players: BT aligneseli with specific customers and
their preferences (in the consumer goods indusing in specific areas (particularly
Europe) with a focus on warehouse trucks. The asgéional structure of BT, as well as
its distribution systems, were clear manifestatiohghis position within the network.
This can be juxtaposed with BT's understanding led nhetwork competences and
demands of its customers: these were perceivedatd integrated solutions across sub-
networks. BT understood this to mean cross-relatiameractions and processes which
BT at this point did not match. In this phase, B€used with its strategy and underlying

organisational network picture on ‘aspirational’ nguetitors, such as Linde and
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Jungheinrich, which had in BT’s opinion already iagkd more integrated systems and
processes compared to BT.
Based on a strategic network picture that saw Ba services provider within the value-
creating system, the importance of service inteyast plus rental interactions is
expressed by their contributing 70% of BT turnovEmnis also became inscribed in the
distribution system with many fully-owned or sengipgndent distribution and after-sales
service channels (contrary to some other markgept.
Aspects of BTs ownership structure also impactedame elements of its organisational
network pictures. The fact that BT had no debtsthatlliquid resources existed, together
with strategic profitability aims which were nothaevable via organic growth, caused
BT to perceive the network strategically in linethwmore ambitious aims. A ‘wider’
network picture is evident: new players becameré@sting (competitors or co-operation
partners in counterbalanced trucks) as well as meeractions (worldwide-offering
provision in an integrated, global system). Stratdg&A activities became the only
option for BT to enact its ‘wider’ network picturalso encouraged by the organisational
development of BT becoming more of a peripherair®ss in the portfolio of KF, the
investment vehicle owning BT in this phase (seéetah

Phase 1: BT after Raymond acquisition (1997-1999)
BT in phase 2 shows very different manifestatiofsgt® network pictures after the
acquisition of the US warehouse truck manufacti®a@ymond. This take-over allowed
BT to enact at least partially its network ambitidmow became a global and integrated
player in the warehouse truck industry. BT now s@elf as the worldwide ‘Number 1’

in one sector of the truck market, i.e. it had Imeea ‘core actor’ in the value-creating
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system. Changes linked to these new network ptor@nifested themselves quickly in
different aspects of BT’s network pictures.

In terms of systems the more central and globaitipasof BT meant that they now had
an expectation of being used as ‘preferred sugheith the associated key account and
key supply management processes associated. Themigestation of all things ‘global’
(e.g. International KAM) became visible in the gyas architecture of BT as well as in
the process chains of suppliers (BT and Raymorajiated their purchasing strategy and
processes with special emphasis on driving costenfloHowever, while this network
picture of integration became manifested on BT'sttgam-side of the network, the same
did not happen for the downstream-side, i.e. raggr@&ustomer interactions. ‘Old’
network picture structures (i.e. pre-Raymond actjorg are visible: Raymond and BT
divided customers by ‘continental responsibilitiebased on a network logic which
explained customer differences (need for ergonomincs quality versus need for price)
by juxtaposing Europe and the US. This meant tHait)-Brganisation based on on
regions followed, with BT ‘leading’ the Europearicef, and Raymond being responsible
for the US. Furthermore, combined NPD developmehivben Raymond and BT did not
succeed, ossifying an intra-organisational netwmdture of ‘two cultures’. This intra-
organisational perception was consequently mirrane8IT’s interactions with customers
which meant that often buying companies were nadereware of the fact that BT and
Raymond were now an integrated company.

Thus, while BT tried to achieve a ‘preferred suppktatus’ as a global player in the
market following from its acquisition of Raymondhet manifestations of organisational
network pictures show clearly that this ‘vision’ddnot become inscribed in BT's

processes, systems, nor in its strategy or orgammsadowever, BT still had the ‘wider’
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strategic network pictures as guidance for furthetivities which was based on seeing
the relevant network as the overall global trucklkeand not merely the warehouse
truck segment of it (see table 2).

Phase 2: BT after Cesab acquisition (1999-2000)
The acquisition of Cesab has to be seen as anstitigrdone by BT to enact its ‘wider’
organisational network picture. However, the speddrgeting of Cesab was a kind of
afterthought after negotiations with Toyota (antlentactors in the market) had failed.
Toyota was meant to provide BT with the worldwidmicterbalanced truck capabilities
in terms of customer base, offering spread, anbajlceach it needed to become a core
player in the market. However, Toyota declined @apon. Furthermore, BT was under
threat itself as it perceived that its positiorthie network could change dramatically as
KF, its owner, was actually thinking about disinveg non-core activities such as BT.
Nevertheless, BT’'s wider network pictures and i@nifestation in its strategy focused
still on global customers demanding a full complatnaf trucks from one supplier, i.e.
warehouse and counterbalanced trucks together, Thei€esab acquisition closed a gap
in BTs network picture manifestations by providitlige capabilities to fulfil these
demands. This was also driven by BT’s perceptisnnacribed in its strategy, that they
were (again) lacking behind Linde and Jungheiniighich had become full-offering
suppliers through the respective acquisitions dL5Bnd Steinbock).
The Cesab acquisition changed the network pictuaaifiestations in many different
ways: Firstly, it reduced the relevant direct caagien partners for BT (Clark and Hyster
as previous operational partners in the area oftesbalanced trucks had the respective
relationships ended). Cesab trucks were producetkruBT’'s brand. However, the

organisational structure of diverse but dependaidgssand services organisations was
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perpetuated by adding the Cesab sales organisasioa further channel. This meant
additional customer interaction systems as Cesab w@dlied on independent dealers.
Secondly, customers were still able to buy CesabBih trucks in a competitive sales
environment as the two brands (with their respectihannels and interaction systems)
were run independently, i.e. providing customersherceived alternatives. This meant
for BT that the company needed to manage netwoeckuqg manifestations of intra-
company competition. Thirdly, BT ‘exported’ its qlp-chain management best practice
to Cesab, i.e. it used its proven processes artdregsof buying in the warehouse truck
market also for its counterbalanced trucks (sele g

Phase 3: BT after take-over by Toyota (2000-2004)
With phase 2, BT had to some extent been ablelfibifs ambition to become of full-
complement global truck company, operating at tre of its value-creating system, as
the different aspects of the manifestation of timganisational network picture have
shown. However, another actor which was previonstye peripheral to BT’s network
picture became central in phase 3: Toyota, withake-over of BT. This was done with
the integration of the customer networks of BT @p& and US) and Toyota (Asia) in
mind. Thus, BT now had a totally new dimension @\®specially Japan) added to its
network picture. Furthermore, BT/Toyota had a clegr positioning in the global truck
market, as well as in most niche areas, througida product and channel portfolio.
However, the network picture manifestations shoat thwide-ranging independence of
BT remained with regard to its place within thewmtk logic of the value-creating
system. Toyota continuously refused counterbalaincek deliveries to, or product
system integration with, BT. This meant that BT tommed and in fact increased its use of

the Cesab brand (e.g. by introducing it to the Wgjain, upstream interactions were of
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importance, especially in terms of changes in f{fstesns and processes: because of the
dominant position of BT/Toyota, efforts were madedevelop more efficient interaction
modes with suppliers (e.g. lead buyer systems;elarglume supply structures by
continent). This also spilled over into an integmatof production systems between
Toyota and BT. However, the organisational netwpitture shows that downstream
customer interactions were not following this imtdgn. A ‘two brands/two channels’
strategy was evident, resulting from the orgaruseti divide which existed between
Toyota’s middle management and BT. This was appaf@nexample, with regard to the
BT sales channels (made up mostly of dependennhis@#ons) which Toyota believed
would threaten its preferred sales network strectie. independent dealers). While
some internal system integration happened (suatrass-supplying and re-branding of
offerings), this was not communicated to custonvengch still ‘faced’ two seemingly
independent companies, exemplified in their diffiiateraction channels and interaction

modes (see table 4).

Conclusion and Implications

The concept of organisational network pictures used in the case analysis by analysing
different facets of their manifestations by pha&gsne conclusions regarding the merger
and acquisition activities of BT in the period 198004 can be drawn from this analysis,
as well as some comments on the concept itselitamgerationalisation can be made.
Starting with the analysis of the hectic M&A actigs at BT, it can be shown that from
an early point onwards, the strategic orientatibrBd as exemplified in the strategic
manifestations was already fixated with a ‘widegétwork picture, while processes,

systems, budgets, or organisational issues rem&oedd to ‘narrower’ network picture
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logic. BT saw itself on the periphery of a globahnket of trucks, based on full-offering
customer demands, channel and supply-chain integraand a shrinking competitive
landscape. Its specific starting point in termsdekp after-sales interactions based on
dependent sales and service channels, with a fmtlEurope and a niche positioning in
warehouse trucks comprised of a much smaller nuwioectors, more limited interaction
modes and resource ties than its ‘wider’ orgarosaii network picture as envisaged in its
strategic manifestations. Over the course of thiéerdint acquisitions, new players,
interactions, systems, processes, and organishtispacts were one-by-one added and
aligned with this wider network picture, in orderdchieve finally a core positioning in
the global truck network where the strategic nekmaicture overlapped with the other
aspects of network picture manifestations. This vaakieved by including more
customers (in the US via Raymond), more offeringietg and supply-chain system
efficiency (via Cesab), and finally a truly glomabch (multiple brands, channels, and the
inclusion of Asia via Toyota).

However, the different facets of network picturenmfestations also clearly show that
there are still frictions in existence, as well @stradictions within BT. The hope to
become a ‘preferred supplier’ is an example of: tivisile on strategic level a consistent
and integrated full-offering interaction with gldbeey customers across continents is
envisaged, this is contradicted by organisatiorehifestations (e.g. SBU organisation by
continent; different channel systems for BT and diay, by process manifestations (e.g.
international KAM but brand-based interaction pss®s), and by system manifestations
(e.g. no brand-crossing NPD). While these alignsi@hbng all dimensions of network
picture manifestations exist to a somewhat largagree in the area of supply-chain-

management (e.g. by global purchasing integratiest-practice roll-out across different
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SBUs; supplier consolidation and bundling effortd)ey have not been achieved in
downstream interactions.

Analysing the usefulness of the concept of orgditeal network pictures, the M&A
activities of BT show that certain aspects of theatsgic intent inscribe themselves
before the action itself has been enacted. Thespecially true in terms of the strategic
aspects of network picture manifestation: the ‘rietndefinition’, the actor focus (e.g. in
terms of important competitors), the availability aptions (e.g. the pressure to use
funds). Thus, one can trace the success of thedatkestrategy in terms of its enactment
by juxtaposing the different aspects of the orgatiosal network picture construct.
Internal contradictions and a lag of manifestatiorsy. in terms of processes or
organisational structure, are indicators of posdrhortfalls.

Applying the construct of organisational networktpres to our case study shows that
while the concept and its facets can be clearlylaickover the data, this works best for
‘strategic’ manifestations and to some extent &sgrocess and systems issues, as well
as for the inclusion/exclusion of actors, and titeraction mode. Aspect of organisation
and budget, as well as resource tie-related issaes more difficult to extract. This hints
at the fact that these need more specific datacesur.e. beyond a general case study
description and analysis of M&A processes. Thusecstudy information which covers
these aspects may need to be collected specifitaysure a rich data source, covering

all aspect of network picture manifestations.
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Phase O (BT prior to 1997)

System

Process

Budget

Inclusion/
exclusion

Limited presence on
the US market and
difficulty grow there via
present representation
(subsidiary Prime
Mover)

Distribution systems to
provide counter-
balanced trucks only
available to BT in a
small number of
countries (Sweden and
UK via Clark
cooperation)

Industry logic of
systems as based on
warehouse trucks for
consumer goods
companies; and
counterbalanced trucks
for process industry

Perception of customers
having global purchasing
processes which are not
matched by BT

Strategy

Targeting strategy
focused on consumer
goods customers (in
comparison to some
main competitors such
as Kalmar which target
process industry
customers)

BT views itself as a
'service company' with
attached production
division in the network

Strategic focus on two
main competitors in
Europe: Jungheinrich
and Linde (both seen by
BT as full-range
suppliers of
counterbalance and
warehouse truck, thus
targeting process and
consumer goods
industry)

Competitor landscape is
shrinking due to
acquisitions by main
players; brand
landscape also shrinking
due to brand culls
Strategic intent: either
becoming a European
full-range supplier, or a
global warehouse truck
nicher

Organisation

Minor player in the US
via Prime Mover

Organisational
cooperation with other
KF-owned customers;
exclusion of interactions
with KF competitors

Emphasis on after-sales
service organisation

Interaction
mode

Closer interactions with
US customers via
proprietary system
perceived to be
necessary

Aggressive market
behaviour (‘corporate
raids') towards Raymond
places it in the
perception of the
network as a 'M&A
target'

After sales interactions
contribute 50% of
turnover; rental
interactions contribute
another 20%

Cash reserves at BT
made aggressive
acquisition search
possible

Operations in the US
would mean for BT that
they are now perceived
as a 'national’ interaction
partner

Tackling Raymond and
Crown as the main US
competitors head-on as
a means of expanding
business

Competition and
cooperation as two-
pronged interaction
approach, e.g. combi-
truck collaboration with
Raymond

Long-term sales
interaction with
customers via after-sales
as favourite strategic
interaction model

Large number of wholly
or partly owned service
and sales organisations
as semi-independent
service organisations

Co-operation with
counterbalanced truck
providers on certain
markets (Clark)

Allocation
of
resource

BT had no debts since
end of 1997. Therefore,
investment was 'needed’
and resources were
earmarked for this
purpose

Strategic profitability aim
was not achievable via
organic growth and
therefore focused on
M&A resource
availability

Table 1: Organisational Manifestations of Network Pictures, BT Phase 0

Physical production
investment focus in
Sweden, US, and
Canada

BT becoming a
peripheral business
within the ownership
organisation of KF
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Phase 1 (BT after acquisition of Raymond: 1997-1999)

System

Process

Budget

Strategy

Organisation

Inclusion/
exclusion

New increased size and
position of BT leads to
expection of becoming
‘preferred supplier' to
key customers

PrimeMover systems
(proprietary to BT)
sidelined by Raymond

Inclusion of Raymond
suppliers into supply
chain

Inclusion of Raymond
supplier with
renegotiations to obtain
better prices

Geographical expansion into

dominant niche through
warehouse trucks via
Raymond acquisition

BT's self-perspective as No.
1 in world market of
warehouse trucks
(previously saw itself as No.
3 in Europe)

Strategic decision not to
make Raymond customers
aware of the new link with
BT; the same happened in
some European countries
where BT customers were
not informed about
Raymond's integration

Strategic focus after
acquisition on expanding BT
customer base (and not
creating globally integrated
customer base)

Perceived next challenge in
network was linked to
becoming a truly global
player by satisfying all
customer demands, i.e. by
having counterbalance and
warehouse trucks all over
the world. First priority: to
become full range supplier
in Europe

Interaction
mode

Expectation that ‘global
interaction systems' are
now necessary for BT

Otherwise, interaction
systems did not
dramatically change

Initial attempt (later
abandoned) to provide
product and component
coordination with
Raymond (later, BT and
Raymond became again
independent offerings)

No ‘cross-marketing' of
SBU offerings allowed
(especially not between
US and Europe)

Expectation that new
'key supplier'
relationships will develop

Emphasis on
ergonomics and quality
issues in Europe, and on
price in the US

Integration attempts
seen to have failed due
to Raymond's resistance
to process alignment

Price renegotiations with
Raymond suppliers;
general supply-chain
renegotiations of
framework agreements

General purchasing
interactions with supply-
chain became more
price focused

Raymond as a new part
of BT was the more
profitable and faster
growing company

Strategic aim to become a
‘preferred supplier' with key
customers

Perceived interaction
demand of customers as
‘global’

Initial attempt to provide
integrated interaction by
product/component
coordination (later
abondoned and BT and
Raymond SBU strategy
became reinstated)

Customer interactions did
not change due to the fact
that no customer handling
integration between
Raymond and BT was
envisaged

Customer interactions were
expected to change due to
size/position of BT,
providing them with
‘preferred supplier' status

Purchasing interactions and
relationships were redefined
as part of strategic focus of
BT after acquisition

Main logic of network
associated with ergonomics
and quality of offering
considerations in Europe,
and with price in the US

Based on continent-based
understanding of network
logic, marketing and R&D
networking activities
different

Organisational material
flow not the main
consideration for
Raymond acquisition,
but customer locations
with the necessary
global organisational
reach for suppliers

No organisational
integration of Raymond
due to its 'independent
success

BT was meant to be the
integrating link between
organisational regions

International KAMs
introduced as new layer
in BTs organisation

Generally perceived
different ‘cultures’
between Raymond and
BT organisations

Allocation
of
resource

Marketing/product
systems for BT and
Raymond had separate
resource funds

Raymond becomes
dominant brand and
sales channel for US
SBU (Prime Mover was
integrated into
Raymond)

Raymond provide very
positive resource flow
but is seen by BT more
as a strategic investment

Resource allocation based
on quality considerations in
Europe, and on price in the
us

Separate strategic NPD
budgets

Resource re-allocation in
the US from old BT
business to Raymond
SBU in the US
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Table 2: Organisational Manifestations of Network Pictures, BT Phase 1

Phase 2 (BT after acquisition of Cesab: 1999-2000)

System

Process

Budget

Strategy

Organisation

| n Cl us | o n/ System development to Toyota refused to KF was not profitable Perception by BT that the Decision to acquire
deal with provide counterbalanced and therefore wanted to customer network of the organisational
eXCI us | on counterbalanced and trucks to BT; BT decided exclude non-core material-handling industry supplement in the form of
warehouse trucks to provide Toyota with activities from its demand a full complement Cesab to become a full
warehouse trucks portfolio, including BT of trucks from one supplier offering provider was
anyway preferred to other
organisational networking
alternative (e.g.
cooperation approaches
by Toyota and by Clark
had been made)
Fear by BT that Cesab KF divested BT shares, Previously, BT SBU Europe
could cease its previous thus BT was seen to be worked in this area via own
cooperation and process for sale production capabilities and
integration with BT via as distributor of
being acquired by counterbalanced trucks for
competitor other companies (Hyster,
Clark, Dockstocker)
Via acquistion of Cesab Strategic intent of Cesab
cooperation with Clark acquisition based on
and Hyster is ended complementing offering
portfolio by bringing
counterbalanced truck
production in house (and
therefore open the BT
network to new customers
and segments)
Perception by BT that Linde
and Jungheinrich have
already made that step to a
full-offering provider
(through Steinbock and
STILL acquisitions)
: BT tried to ‘educate’ Integration of branding, e.g. Cooperation main option
I nteraction Cesab about purchasing BT brand/logo was used on but failed to find
mo d e process to align efforts Cesab counterbalanced cooperation partner for
truck (except for Italy and counterbalanced trucks.
other countries where Organisational acquisition
Cesab survived as a brand) became preferred to other
organisational interaction
modes/networking
solutions
Further brand reduction by Independent sales
BT trucks partially replacing organisation of Cesab
Clark and Hyster trucks (dealers) are kept
which were previously
distributed via BT
Some countries experience
customers having to choose
between BT and Cesab
trucks competitively as both
are available through
different selling channels
Purchasing relationships
with Cesab suppliers were
redefined through
dissemination of 'best-
practice' BT approach to
supplier interactions
AI | ocat | on Cesab with own Two-step process of Board of Cesab replaced
budgets for sales acquiring Cesab with primarily BT people
Of systems and sales
management through
resource independent dealers

Table 3: Organisational Manifestations of Network Pictures, BT Phase 2
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Phase 3 (BT after take-over by Toyota: 2000-2004)

System

Process

Budget

Strategy

Organisation

Inclusion/
exclusion

Due to Toyota
continuously refusing to
provide BT with
counterbalanced trucks,
BT continues with
Cesab in Europe on
systems level; Cesab
trucks are also
introduced in the US

Toyota acquisition of BT
focused on incorporating
existing BT customer
networks in warehouse
trucks, especially those in
the US and Europe

Toyota focused on strategic
market share target in a
global market for trucks

BT clearly preferred Toyota
as a buyer due to market
synergies and perceived
continuous independence,
compared to alternative
take-over attempts/bidders
which were in the market

Toyota middle
management opposed
integration of BT by, for
example, shared product
sales channels, due to a
perceived negative
impact on the existing
Toyota distribution
network. Therefore, no
organsiational integration
happened

Interaction
mode

Lead buyer' system to
disseminate best-
practice purchasing
between SBUs and
sub-brands

Integration of systems
between BT and Toyota
only by continents

Toyota production
system used at BT's
production plants

Introduction of best-
practice processes for
purchasing

Two indepdendent
customer interaction
processes and channels
by brand

Purchasing modes are
redefined by SBU (i.e.
continents) by identifying
mutual suppliers of BT and
Toyota and consolidation
into large volume supply
interactions

Introduction of a 'lead buyer'
concept, based on the
combined experiences of
BT, Toyota, and Cesab

Customer interactions based

on a two brand strategy:
Toyota and BT (internal
slogan: Two brands, two
channels), implying a
desired intra-group
competition

Toyota aims at
implementing (learning) BTs
after-sales

BT and Toyota sales
channels remained
organisationally separate,
especially in Europe

BT continues with owned
sales organisations, while
Toyota uses independent
dealerships

However, cross-supplying
was made without
allowing the customers to
realise this

Second integration wave
meant centralised
management for Europe
in Brussels

Allocation
of
resource

BT and Toyota brands
and channels with
quasi-independent
systems and system
budgets

BT delivering trucks to

Toyota but not the other way

around with budget
imbalance and transfer
costing implications

Table 4: Organisational Manifestations of Network Pictures, BT Phase 3
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