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Abstract

This research set out to explore the nature onlessito-business (B2B) relationships
in the UK higher education postgraduate sector. eMspecifically, it sought to
address the strategic issue of how relationshipsdsn a UK business school (in this
case, Nottingham Business School) and its corpalétats could be organised and
managed effectively over the longer-term in orderptovide, maintain or, where
appropriate, enhance the mutual satisfaction gbaflies concerned. It is argued that
such research is relevant and timely given thaémae generated from commercial
activity (third streamincome) is considered increasingly vital to UK iness schools
as they attempt to remain financially solvent itmaghening market that is faced with
the additional threat of longer-term reductionddigher Education Funding Council
grants (Watlinget al.,2003; Prince, 2004; Prince, 2007).

It is not only commercial activity that would appe be a relatively under-

developed activity in most new universities (Prin2@04). B2B literature shows little

or no research into business relationships withan WK corporate education sector
(Murray and Underhill, 2002). Additionally, Ellisnd Mayer (2001) and Wright

(2004) are typical of those calling for more resbaacross different B2B sectors.

Having scoped the research problem (Document 1)iaddrtaken a critical review of
the B2B relationship marketing literature (Documel)t exploratory qualitative
research in Document 3 focused on NBS lecturerk vésponsibility for managing
both open and client-specific postgraduate prograsar/hilst previous commercial
experience and academic expertise were thouglenib Weight and respectability to
the client manager’'s position, social and interspaal aspects were felt to exert a
greater influence on the relationship. However,uaber of barriers are likely to
hinder the successful development of commercialticiships. Some of these are
external (e.g. sudden and unexpected adverse gradinditions or a more general
economic downturn), others are more or less séltied (e.g. lack of senior
management support or a tendency to overload ikatahanager job role). Client
managers were also more likely to adopt a positttieude to business development if
they were rewarded appropriately.

Document 4 enabled some of these issues to beregplorther through quantitative
survey-based research that benefited from the smatuof a number of corporate
clients as well as client managers from other higdtkication institutions. An initial
review of the B2B relationship marketing literatunad identified a number of
dimensions that were thought vital to relationstiggmation and development:
attraction, atmosphere, social bonds, trust andnttment. Of these, social bonds
were thought to have the greatest impact. Howelierresearch suggested that it was
actually the attraction dimension that figured mesbminently, with all parties
appearing to value intuition (or ‘gut feel’), pemsd chemistry, a sense of humour and
a charismatic personality as core ingredients liatiomship formation. Interestingly,
closer economic ties were considered more reletramt social bonds. The research
also tackled a number of issues ranging from thategic development of the
relationship portfolio through to operational medtesuch as whether appropriate
incentives (financial or otherwise) should be ag#této client managers. Whilst it was
reassuring to note that half of the respondentge\e®d senior managers provided



reasonable support and investment for commerdialioaships, this support did not
necessarily extend to financial and other incestiee client managers themselves.

From the outset, this study was designed to coeclwith an exploration and
reappraisal of the strategic relevance to a UKrmss school of the Key Account
Management concept. Thus, Document 5 focused oreteeance of the concept for
Nottingham Business School, as seen through the @ythe academics adjudged to
be occupying key account management roles. Onaite df it, many of the elements
of KAM appear to have the potential to be adaptedfit a business school
environment. Nevertheless, this study suggeststiiealk AM journey is likely to be a
long, arduous and challenging one. Indeed, KAMasents a bold strategic move for
an organisation like Nottingham Business School amlld require significant
investment in both people and support systems dieroto flourish. Unfortunately,
there is no guarantee of a short-term return oh ithestment. Equally, when the
potential barriers to KAM implementation are comsit - particularly the longer-
term problem of encouraging commercial flair ansledeping business acumen in an
entrenched academic culture - the task confrorg@mor managers would appear to
be a challenging one. Consequently, it would besunprise to see a KAM strategy
overlooked in favour of a simpler, more cost-effextlternative.
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Doctorate in Business Administration
Document 1: Definition and mapping of research qué®ns

‘So, You Think You've Got a Relationship?’
A Reappraisal of the Nature and Intensity of Relatiships between UK
Business Schools and their External Corporate Clisn

Problem description/organisational context

The aim of this research is to explore the naturébusiness-to-business (B2B)
relationships in the UK higher education postgraelusector. More specifically, it

will seek to address the strategic issue of hoatigiships between a UK business
school and its corporate clients can be organisednaanaged effectively over the
longer-term in order to provide, maintain or, whappropriate, enhance the mutual

satisfaction of all parties concerned.

The research will comprise an extended and systematploration of the

expectations and experiences of those individuélimbusiness schools tasked with
managing external corporate client relationships ioad terms, the ‘key account
managers’) and the corporate clients themselves sploasor selected employees to
attend postgraduate programmes of study. It issaigeid that the research will also
surface comments and suggestions about how suchr82Bonships can best be
organised and managed in the future. This wilkuim, facilitate a reappraisal of the
strategic relevance of the Key Account Manager ephcwithin an academic

environment.

Rationale

The exploration of B2B relationships within the Uigher education postgraduate
sector substantially meets the criteria laid downHisher (2000) for testing the
suitability of a chosen research topic. For exarpléerms ofinterest and relevance

the case is argued below from both a personal egahsational perspective. Equally,

as will be touched on in the overview of the relaship marketing (RM) literature,



and more fully addressed in Document 2, the conoERIM is a topical one that has
generated substantial debate from both academésnanketers about its conceptual
underpinning and practical application. In crudem® RM could be regarded as a

‘hot’ topic.

As far asdurability is concerned, it is felt that the research topitt wetain its
currency in the longer-term by virtue of the fabatt an organisation such as
Nottingham Business School is, in effect, force@ngage in some form of on-going
dialogue, however minimal, with its corporate ctenSuch dialogue would be
expected to continue irrespective of any major geanin the strategic direction or
policy of the Business School. It could also beuard that, regardless of such
developments, the data generated in this largghjoeatory study are likely to be of
equal value whatever the initial objectives of tegearch. This approach accords with
the notion of thesymmetry of potential outcomes outlined by Gill and Johnson
(1997).

In terms of the remaining criteria, the wide-ramgsctope of B2B relationships and
the extensive nature of the B2B literaturespurces)both offer the potential for an
appropriatebreadth of research question® be developed within the topic area, as
will be discussed in more detail later. Equallyisitfelt that the topic is sufficiently
broad and rigorous to accommodate both the criteabtopic adequacyand the

degree of methodological pluralism demanded byDiBA programme.

It is acknowledged that adequatecesscan often be problematic for the academic
researcher. However, the fact that the author ith ko full-time employee of
Nottingham Business School and a Course Leadenenpbstgraduate area should
guarantee reasonable access to appropriate respsndehe Business School and its
major corporate clients. Furthermore, should theystadopt a comparative approach,
the issue of gaining access to another academtiiuiin would, again, not be
considered unduly problematic given the fact that $tudy does not intend to report
any financial data or, for that matter, disclosg ather data that might be considered
commercially sensitive or likely to compromise aocgmpetitive integrity of that

institution.



Nevertheless, despite the relatively unproblenaditire of access anticipated in this
study, it is expected that issues relating tontiero-politics of organisations may still
be encountered. According to Fisher (2000), in agdeng any business issue the
researcher runs the potential risk of becoming kkaug in the management debates
and politics that surround it. Although attempts ¢ made to avoid these pitfalls
there is no absolute guarantee that the reseangherot fall foul of them. However,
far from being a disadvantage, this may provide tbsearch with a degree of
unpredictability and, hence, excitement that aceavith Fisher’s call for a balance to

be struck betweensk and safety

Qutcomes

Organisational

In terms of justifying the research from an orgatiaal perspective, evidence would
suggest that competition within the corporate etionasector is intensifying and that
business schools need increasingly to focus on waysleveloping long-term
relationships with key organisations that more gmpadly meet the needs of the
business world (Murray and Underhill, 2002: 4).l&a either to identify business
needs correctly or to understand how B2B relatigpssishould be organised and
managed is likely to impact significantly on bothetlong-term reputation and
commercial viability of UK business schools. Arglyakall business schools should
be looking to increase the amount of commercialiness done with external
corporate clients, particularly in view of the doming uncertainty surrounding the
long-term funding of undergraduate programmes. iNgitam Business School, for
example, is targeting a revenue increase of 148 icorporate business in 2002/3. In
the light of such developments, it is felt thasthesearch will contribute to providing
a richer and more meaningful insight into the fextand issues that dictate whether
business school-corporate client relationships flalirish or decay and what can be

done to get the best out of them for all concerned.

More specifically, this research will provide thediness School with an insight into
the nature of business school-corporate clientiogiships in ‘open’ programmes - in
other words, those programmes that accept studieots any organisation or

background as long as the minimum entry requiresnarg met. Whilst, at the present



time, a form of Key Account Management does existrhost company-specific (or
‘closed’) programmes, no such formal system exX@tsopen’ programmes. Hence, it
is considered both commercially significant anddiynto understand the particular
circumstances under which such relationships fdbudespite the significant potential

for mismanagement and miscommunication to occunany levels.

Personal

On a more personal level, research into aspecB28f relationship marketing will
complement work done previously by the author astelis level, where the main
focus was on exploring business-to-consumer (B2Gionships. The current study
therefore brings with it the opportunity for thettaor to develop a more holistic view
of the strategic relevance of relationship marlgetim commercial organisations. The
following is a brief summary of the additional pemal benefits thought likely to

accrue from engaging in research connected witiDBw:-

» It will actively engage the author in ‘cutting edgearketing thinking

» The DBA has a strong marketing practitioner ‘edipat accords with the author’s
own view of the practical nature and relevance afkating

 The nature and staged structure of the DBA progranwill offer the best
opportunity and incentive for the author to deliyaiblishable material in the
short to medium-term, in much the same way as wpsrgéenced during the MSc
Marketing Management

» The fact that the DBA can be completed within @&édyear period provides clear

targets and a definite completion date. This vatlas a strong motivator.

Contribution to academic debate

As far as contributing to the broader academic tdebancerning B2B relationships,
both conceptually and operationally, this studyiikely to provide welcome and
timely data relating to an area of marketing thehains largely under-researched.
Indeed, there is a growing call for researchersiriderstand in greater depth the
different B2B contexts in which relationship maikgt and Key Account
Management approaches appear to flourish or flauade for a wider application of
empirical research across different B2B sectorkss(Bhd Mayer, 2001: 217/218).



Overview of the relationship marketing literature

Relationship marketing (RM) involves a significasttift away from the traditional

marketing preoccupation with single transactiongai@s a focus on developing and
maintaining long-term relationships with customeksguably, it represents a marked
change from what has traditionally been charaadris the marketing literature as
confrontational and adversarial customer-suppligzoenters to a more interactive
and cooperative approach (Buttle, 1996: 12; Grdé&97). Defining RM, however,

has proved to be somewhat difficult despite thenditin the topic has received for

more than two decades. Indeed, Buttle (1996: 13)nsarises the situation perfectly:-

“RM is a term which has yet to acquire uncontesttedus and meaning.”

Although a universally accepted definition of RMymaot exist, it is still possible to

identify broad conceptual categories that recuh@literature. This has been done in
a simple yet effective way by Harker (1999) whosdxa on an analysis of some 29
definitions of RM, suggests that the following ceptual categories might provide

the primary constructs of any future definition:-

Creation

- an attempt is made to attract customers and distab relationship

* Development

- once established, relationships are enhancedsarehgthened

« Maintenance

- an effort is made to sustain stable and lastielgtronships

* Interactive

- relationships thrive on mutual exchange and cerapon

e Long-term

- companies look to retaining customers on a peenabasis



* Emotional content
- relationships rely on trust, commitment and foi&nt of promises
*  Output

- relationships should lead to rewarding and pralfile outcomes

The topicality of the RM debate might lead one &swume that the concept was
breaking new ground. However, relational exchargyaraintegral part of commercial

life is not new - indeed its history can be trabagk thousands of years. RM may be
a new term but ‘an old phenomenon’ (Gummesson, ;1@immesson, 1999). In a

seminal paper assessing the changing role of magket the organisation, Webster

(1992) suggests that even before the marketing (on>dPs) took hold in the early

1960s marketing was seen more as a set of sodat@nomic processes. Indeed, it
has been argued that marketing has always beerdeshas a very human activity

(Petrof, 1997).

The number and nature of the relationships thaarasgtions experience are many
and varied: first, there are external relationshifit consumers - otherwise known as
business-to-consumer or B2C relationships. Sectivade will almost inevitably be
external relationships with other organisations hswas suppliers and clients -
otherwise known as business-to-business or B2Bioakhips. From the outset, it has
been clear in the relationship marketing literatilna ‘firms are linked together in a
dense network of co-operation and affiliation’ (Racdson, 1972, cited in Blois,
1998: 267). Finally, internal relationships witlaf§tshould not be overlooked since
everybody in the organisation has the potentialilpact in some way on the
company-customer relationship - in other wordsyeweember of staff is part-time
marketer(Webster, 1992; Gummesson, 1994). Given the niigitip of relationships,

a comprehensive understanding of relationship chawatics is arguably crucial. As
Buttle (1996: 7) observes:-

“It is evident that customers generally seek qualivalue and convenience in their
transactions with suppliers. What is not clear isatvelse customers would expect if they
were to enter into a long-term relationship.”



An overview of the nature and characteristics of B2elationships

Much B2B research has attempted to examine theispremture of organisational
relationships. Haskell and Pole (2002: 3) is a wissfarting point for identifying
suitable sources in the literature, although theiyegrightly observe that much of this

work tends to focus on technical industrial markets

Broadly speaking, a consistent theme emerging ftbm literature is that B2B
relationships are complex and multi-faceted. Thaceptualisation of relationship
complexity owes much to the work of academics sagtMorgan and Hunt (1994)
who are primarily concerned with identifying the teleninants of trust and
commitment in buyer-seller exchanges. Equally, pieneering research of the
Industrial Marketing and Purchasing (IMP) group Haslped immeasurably in
underlining the importance of networks and intacactn the industrial sector. A key
assumption implicit in Morgan and Hunt (1994) iatthny of the relationships has the
potential to impact on long-term commercial succaes$ailure. Additionally, each
relationship is the result of a specific set o€amstances that will require handling in
a unique manner. In the specific case of a busessol and its corporate clients, the
number and complexity of the relationships can bensin Appendix 2a. It is
interesting to note for the purposes of this stdmbyyever, that business schools have,
to date, appeared to concern themselves purely witbatisfactory relationship
outcome between the immediate service provider (he lecturing staff) and the
student - in other words a B2C relationship. Thisvidenced by the increasing use of
module and programme evaluation sheets (or ‘happgets as they are sometimes
irreverently termed). This somewhat narrow focusrelationships can be seen in
Appendix 2b. There is obviously much to be donéemms of understanding some of

the other relationships that exist.

Again, underlining the complexity of B2B relatioms$, Bonoma and Johnston (cited
in Brennan and Turnbull, 1999: 11) talk of the imtpace of buying ‘episodes’ in the
development of buyer-seller relationships:-

* many organisational buying episodes take placehé dontext of longer-term

buyer-seller relationships



» individual buying episodes will be influenced byethistory of the relationship,
and will in turn influence the development of tle¢ationships

* in many cases it is the buyer who initiates theda&tion, and the seller who
responds

* in general, buyers and sellers in industrial marketeract with each other in a

complex fashion

Whilst not sector-specific, the above overview douwgain, be easily applied to the

example of business school-corporate client retati@ps.

One further approach to conceptualising the natfrd82B relationships that is
arguably worth considering at this point is thatHdkansson and Snehota (1995).

They propose four main structural characteristiagkationships:-

e continuity(i.e. stability and length)
» complexity(i.e. number of people involved in the process)
« symmetryi.e. balanced resources, power and skills)

» informality (i.e. reliance on informal bonds between actors)

Whilst the composition and structure of the collextdecision making unit
(complexity and issues relating to the balance of power latiomships $ymmetry
have received much coverage in the literaturedéterminants of the informal bonds
between actors that lead ultimately to the fornmatib the commitment necessary to

maintaining the relationshipnformality) have been largely under-researched.

There would seem to be some overlap here betweeroticept of informality and
atmosphere a concept referred to often in IMP-inspiredrhieire. Ropeet al (2002:

9) offer the following comprehensive definition:-

“Atmosphere concerns the feelings that one party toavards the other. It evolves from an
accumulation of every interaction or communicatibat party has with, or receives about,
the other. It defines the tone in which transacti@me conducted. It reflects the view one
party holds of another, thus conditioning the wageoparty enters into subsequent

transactions.”

1C



Appendix 3 provides an initial attempt to concefitigathe likely factors impacting on
relationshipatmosphereThe concept will be explored in more detail incDment 2.
However, it is accepted that B2B relationships &e more complex than a
consideration of atmosphere alone. Zineldin (cite®Roperet al, 2002: 4) suggests
that ‘quality of atmosphere’ is one of five dimemss of relationship quality in
business markets: the other dimensions being gualibbject, process, infrastructure
and interaction. These are all issues that are hyoof further investigation in
Document 2.

Whilst exploring the nature and quality of B2B tedaships, it is also difficult to

ignore the issue ohdaptation According to Brennan and Turnbull (1999: 13)
adaptation is ‘the degree to which the firm shaddpt its standard methods of doing
business for any individual customer’. Arguablyisiinconceivable for any business
school not to be involved in some form of adaptaid its product/service offering.

Adaptation, in this sense, may refer to more therply changes to the content and
delivery of the requisite training programmes.sljust as much a matter of how the
physical relationship between the parties is mathaged enhanced. Again, these

themes will be explored in more detail in Docum2nt

Research questions

The specific research questions for each of thenrajsearch-based Documents are
listed in turn below. Each section will be acconipdrby a brief explanation of how
the research questions from the one Document grecéed to feed into subsequent

Documents. See Appendix 1 for an initial attemphapping the research questions.

Document 3

This Document calls for the researcher to adogteeian interpretative or action
based methodological approach. In its capacithaditst of the major research-based
Documents, it allows the surfacing of issues likilybe pertinent to both the design
of the subsequent stages of the research and titetredopment of a richer and more
detailed picture of the way in which B2B relatioipshin the UK postgraduate sector
are currently managed and how they might be furtfemmeloped. At this stage, the

research questions are as follows:-

11



* What are the qualities and characteristics thateneakeffective B2B relationship
in the UK higher education postgraduate sector?

* In what ways are these qualities/characteristioslai or different for all parties
concerned?

* How can relationships be improved to the mutuastadtion of all parties?

Document 4

This Document calls for the researcher to adopt oaitigistic or ‘scientific’
methodological approach. Following on from the fimg$ of the interpretative study
in Document 3, it will allow the researcher to detme more precisely any trends
emerging in the way in which B2B relationships witlthe UK higher education
postgraduate sector are currently managed ancetdifig any significant correlation

between particular variables. At this stage, tlseaech questions are as follows:-

« How far does the relationship meet/exceed the dapens of all parties
concerned?

* Which particular aspects of the relationship do tespective parties consider
more important?

* Which particular aspects of the relationship akelyi to lead to the long-term

success of a B2B relationship in the UK higher etioa postgraduate sector?

Document 5

This Document calls for the researcher to explom r@port on a separate but major
aspect of the overall research topic. It is norynakpected that work done in the
previous two Documents will be built on, but notmgardar methodological approach
is prescribed. At this stage, it is expected thatrequirements of this Document will
best be addressed through the adoption of an metatjve approach, since it is the
researcher’s intention to explore and reapprassstiategic relevance to UK business
schools of the concept of Key Account ManagemeriMIK based largely on the
issues and themes that will have emerged from ésearch conducted during the
preceding Documents. Equally, it is felt that btite scope of the KAM concept and
the fact that it represents a new area of inteoeite researcher make it unlikely that

anything other than an exploration of the key themed issues of KAM within the

12



sector can be achieved, given the time scale anidetl resources available to the

researcher. At this stage, the research questrerssgollows:-

 How appropriate is the concept of Key Account Marmagnt (KAM) to the
organisation and management of business schoob@gpclient relationships in
the UK higher education postgraduate sector?

* What are the characteristics of successful KAM inithe sector?

* How is the concept of KAM likely to develop intoetfiuture within the sector?

Research methodology

Considering methodological approach

Two broad methodological approaches dominate tkeareh literature: positivism
and interpretavism or phenomenology. Although hgitthosophies are not necessarily
mutually exclusive (Saundeeg al 2000: 85), they nevertheless have a significant
impact on the way the researcher approaches acpr&asterby-Smittket al (1991

21) give three reasons why an understanding ofaresemethodological issues is

useful:-

» Choice of research philosophy will help clarify tfesearch design or provide the
overall configuration of the research - in otherd® it will assist in determining
what kind of evidence is gathered from where and hds interpreted

» Knowledge of philosophy can also help the researitheecognise which research
design(s) will work and which will not

» The researcher can also identify research deshgisntay be outside of his/her
experience. These can then be adapted to the aimmstof the particular issue

being investigated.

The adoption of a positivistic approach

As stated above, Document 4 requires the researchexdopt a positivistic or
‘scientific’ approach. In positivistic research,etlresearcher tends to adopt the
philosophical stance of the natural scientist wkbtelves that the social world exists

externally and that its properties should be meskthrough objective methods rather

13



than being inferred subjectively through sensatrefiection or intuition (Easterby-
Smith et al, 1991: 22). Consequently, data should be coliteted analysed in a
detached, objective and value-free manner, withréisearcher neither affecting nor
being affected by the subject of the research (Regiet al, 1998: 33). In addition, a
highly structured approach is considered imporitamtrder not just to respect the best
traditions of scientific investigation but alsoftxilitate replication of the research by
others (Saundert al, 2000: 85). Central to this structured approacthé choice of
research method is the formulation of a hypothéis& is subjected to rigorous
testing. Through a process @éductiona judgement can then be made as to whether

the hypothesis is proven, disproved or needs tnddified.

Although, at this time, no specific hypothesis fiat been formulated for Document
4, it is expected that the outcomes from the reseaonducted in Document 3 will
help point to a clearer understanding of the redaitnpact of, and possible interaction
between, the different relationship variables tbasiness school staff and their
external corporate clients view as important. b very least, the research objectives
stated above will enable the researcher to determimether the relationship
meets/exceeds the expectations of all parties coedewhich particular aspects of
the relationship the respective parties considaenmoportant and which are likely to
lead to the long-term success of a B2B relationshigghe UK higher education

postgraduate sector.

The adoption of an interpretative or phenomenologi@pproach

Documents 3 and 5 will be adopting an interpregativ phenomenological approach.
The development of phenomenology stems from the Wit the world and ‘reality’
are not objective and exterior rather they areadlycconstructed and given meaning
by people (Husserl cited in Easterby-Snathal, 1991: 24). The social scientist is
concerned with attempting to understand the coostms and meanings people put
on their experiences. Phenomenology appeals teetlwho feel that the ‘social’
context of business research is too complex to Iesadf to theorising in the same
way as the physical sciences. Indeed, most busic@#exts are not just complex
they are unique because the subjects under inaéistigare essentially situation- or
company-specific. They are the function of a patéic set of circumstances and

individuals. Rich insights into these situationsynie lost if the research is reduced

14



entirely to a series of ‘law-like’ generalisatiof@&undert al, 2000: 86). Equally, it
could be argued that the phenomenological researchemore interested in
discovering the details of a situation in order ttaderstand the reality or perhaps a
reality working behind them’ (Remengt al, 1998: 35).

Broadly speaking, a phenomenological or interpnsgastance assumes that the
researcher will adopt aimductiveapproach to the analysis and interpretation of the
data generated: in other words, thelomiding as opposed to theotgsting(Saunders

et al, 2000: 87/88). The key characteristics of ada@ptminductive approach can

best be summarised as follows:-

The purpose of the research is to gain an undelistgnof the nature of a

particular problem by exploring the richness of gioalitative data gathered

* The researcher is particularly concerned with tbatext in which the events
being researched are taking place

* The researcher attempts to make sense of therdatder to formulate theory

» A small sample is felt appropriate since conclusigenerated are deemed to be
situation-specific. The researcher is less concewith the need to generalise

* Induction allows greater flexibility in terms ofsitchoice of research methods.

This, in turn, may enable a number of alternatheoties to be examined during

the course of a project.

The appropriateness of an interpretative and imdeicapproach can be clearly
illustrated by considering the specific researchectives for Document 3 (stated
above) where the intention is &xplore and better understandhe qualities and

characteristics that make an effective B2B relaiom whether these
qualities/characteristics are similar or differefor all parties concerned and to
identify ways in which B2B relationships might bengroved to the mutual

satisfaction of both parties. Far from theory tegtithe intention is to help build a
better theoretical and conceptuahderstandingof the nature and scope of B2B

relationships in the UK higher education postgraelsactor.

15



A case for methodological pluralism?

The choice of which research philosophy to adopibisso much a case of which one
is ‘better’, rather which is more appropriate fothbthe research topic in question and
the beliefs of the researcher. The practical readitthat research rarely falls neatly
into either the positivist or phenomenological campusiness research may often be
a mixture of the two depending on the scope anddheof the research topic. Indeed,
Remenyiet al (1998: 37) suggest that the two research appesashould be viewed
as being in a ‘dialectical relationship’ that witovide a set of tools or directions
which the researcher may draw on as and when apat@plt is encouraging to see
that further support for this position is to be riduwithin the marketing literature.
Marsden and Littler (1996) propose that the prudearketer should be actively
encouraged to derive insights and knowledge frorffergint perspectives and

methodological approaches

Research strategy

Research strategy involves thinking not just alibet most suitable method(s) for
answering the given research objectives but alscoportunity to consider the
source(s) most likely to produce the best data&ffect, choice of research strategy is
concerned more with the effectiveness rather thanefficiency of individual data
collection methods (Saundees al, 2000: 92) and is influenced significantly by the
overarching methodological approach. However, whilsis acknowledged that
research methods are not necessarily mutually sixeluto either methodological
stance, experiment and survey are essentially wfalise positivist researcher. Here,
the emphasis is very much on hypothesis testiraugir the collection and analysis of
quantitative data. On the other hand, case studyingled theory, ethnography and
action research are arguably the preserve of ttegpiretative researcher where the
aim is to gather data in a more direct and persomahner before attempting to

generate theory.
Case studyhas been chosen as the most appropriate reseathgg for this

particular project for a number of reasons thatl Wwé discussed shortly. Robson

(1993: 5) defines case study as:-
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“...a strategy for doing research which involves anpérical investigation of a particular

contemporary phenomenon within its real life cohtesing multiple sources of evidence.”

Although, as a research tool, case study is argusbiklevance to both positivist and
interpretative researchers, it is thought partidylappropriate for this project given
its capacity to provide rich data about an indiaklicompany or event. It should be
stressed, however, that the use of case study mahappeal to some on account of
its perceived lack of ‘scientific’ foundations. Hewer, case study is more than a mere
description of a business context, it can alsoasgmt a worthwhile way of exploring
existing theory. Indeed, a well-constructed caselystcan enable a researcher to
challenge existing theory and may even provide arcgo of new hypotheses
(Saunder®t al, 2000: 94).

Specifically with Robson’s definition afase studyn mind, the overriding aim of this
project is to gather data (i.empirical investigatiopabout the nature and current state
of B2B relationships (i.ea particular contemporary phenomer)an one or more UK
business schools (i.eeal life contextthrough a logical and systematic programme of
research that will include surveys and interviewighvkey personnel from one or
more business schools and selected external coepdrants (i.e multiple sources of
evidencg Perry (1998: 786) offers further support for tbee of case study

particularly in postgraduate research.

Another issue to consider is whether the reseasclexploratory, descriptive or
explanatory. Anexploratory study is useful for helping to clarify or undersiaa
research problem. According to Robson (1993: 48)|agatory studies are a valuable
means of finding outwhat is happening; to seek new insights; to asksjions and
to assess phenomena in a new ligt.tescriptivestudy aims to portray an accurate
profile of persons, events or situations (Robsd@931 4) and is often seen as an
extension of, or possibly forerunner to, exploratogsearch (Saundeed al, 2000:
97). Anexplanatorystudy, on the other hand, attempts to establisheapthin causal
links between variables (Saundetsal, 2000: 98). It is interesting to note that the
scope of this particular DBA project is such thapermits the use of all of these

approaches, albeit at different times.

17



In Document 3, for example, the intention is todwcet a largelyexploratorystudy in
order to understand better the nature and chaistatsrof B2B relationships within
the UK higher education postgraduate sector. énscipated that, for Document 4,
this will lead to the development of a conceptuanfework that will begin to
describe how the various B2B relationship compamemight combine to determine
the success or otherwise of relationships in the hidgher education postgraduate
sector. In other words, this will provide the codteithin whichexplanatoryresearch
can take place in order to test for significantrelation and/or causal links between
variables. Document 5 is expected, at this stagdet largelyexploratory although
perhaps veering towards theescriptive depending on the richness of the data
generated. The intention is, by the end of Docurbei be able to provide a detailed
picture of how the Key Account Manager (KAM) conteép currently being used
within the UK higher education postgraduate seatat to establish what future form

effective KAM might adopt.

Research methods

The task of choosing appropriate data collectiothoas represents thactical level

of the research planning process (Sauneeral, 2000: 92). Choice of appropriate
methods depends largely on the methodological stand research strategy adopted
from the outset. Whilst acknowledging that datdemtion methods do not necessarily
fit conveniently into neatly labelled boxes, a piwstic approach generally favours
the use of botlstructuredquestionnaires and interviews because of theia@gpto
generate large amounts of quantitative data inaively standardised format. This
facilitates both statistical interpretation andliegtion of the research by others at a
later date. On the other hand, an interpretatiamcgt tends to favour the use of
participant observatiorsemi-structurecandunstructuredinterviews because of their
flexibility and capacity to generate rich data therthances understanding of a

particular event or situation.

Specific research methods for Documents 3 and 5
In both Documents 3 and 5, semi-structured, faede interviews are likely to be
adopted. Whilst the researcher will develop adfshemes and questions that need to

be covered in each interview (in other wordsirderview agendhpit is acknowledged
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that the questions and issues raised may vary iintgnview to interview, depending
on the particular nature of the organisation bemgestigated and the role/job title
each informant holds. It is likely that certain gtiens will be omitted in some
interviews and others introduced as necessaryderdio explore or probe relevant
issues as they arise. This is arguably part andepaf the evolutionary nature of
research. Equally, from a personal perspectivey flegibility is part of the appeal of

adopting the interview method.

However, the use of interviews is not straightfamdvaAlthough interviewing is often
claimed to be the ‘best’ method of gathering infatimn, its complexity can
sometimes be underestimated (Jones, 1985; Eas®eniiir et al, 1991). This
complexity is due partly to the fact that an intew s a social interaction with all the
inherent problems of meaning and significance thdividuals attach to their words
and actions (Jones, 1985). Another problem is thad matter how thorough and
professional - an interviewer will bring preconasivideas and frameworks to the
discussion that, in turn, could bias the outcoméhefresearch. As Jones (1985: 47)

comments:-

"... there is no such thing as presuppositionlessaes.”

A more detailed justification of the use of sermmisstured interviews will be

presented at a later date.

Specific research methods for Document 4

Document 4 will necessitate the use of data catlacinethods more suited to the
positivistic or ‘scientific’ nature of the task. Asuggested above, experiment or
survey research using questionnaires are the useiddods of gathering quantitative
data. In business research, however, the scopssiiog experiment may be somewhat
limited, being confined to such things as test ratirly and the trialing of advertising
and packaging concepts in a focus group settingueSuesearch through the use of
guestionnaires is much more prevalent in businessarch. The teruestionnairas
generally understood to include all techniquesashaollection in which each person
is asked to respond to the same set of questioaspredetermined order (deVaus
cited in Saunderst al 2000: 278). This definition indicates a degredlexibility in

18



the way in which respondents can be interviewetthénsense that the questionnaires
can be either self-administered or interviewer-adsteéred and conducted either in

person or impersonally by post, e-mail or telephone

At this stage, the specific survey design for Doenm4 has not been decided.
However, the notion of self-administered questiorsavia post and/or e-mail is
worthy of further investigation in terms of theesiaf sample that can be accessed and
the relative ease, speed and convenience with wddté can be obtained. Equally,
Dillman (cited in Saunderst al, 2000: 285/6) talks of grouping the data that lban

collected through questionnaires into four distiypes:

» attitude (how respondenfiselabout something)
* Dbelief (what they think obelieveis right or wrong)
* behaviour (what peopldid in the pastdo now orwill do in the future)

« attribute (what qualities or characteristics resj@ns bring to a situation).

As already outlined above, the research objecfoe®ocument 4 seek to determine
whether the relationship meets/exceeds the expmusabf all parties concerned,
which particular aspects of the relationship thepeetive parties consider more
important and which are likely to lead to the ldegn success of a B2B relationship
in the UK higher education postgraduate sector.etithis framework, it would

appear that the most fruitful line of questioningght be to elicit responses from all
parties relating primarily tattitude and behaviourwith the possibility of including

some questions that would elicit responses reldtiripthbeliefandattribute

Specific details of the survey design will followaalater date.

Research time scale

The research related to this study is expectedk®e &t least two years. However, the
structure of the DBA programme means that the reBe@an be carried out in a
staged manner. The anticipated staggering of thmuDents can be seen in the Gantt

charts provided in Appendices 4a, 4b and 4c.
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Appendix 1: Mapping the research questions

How can relationships between a |
business school and its corporate clients
be organised and managed effectively?
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Document 3
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make an effective B2E
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higher education
postgraduate sectc

In what ways are thes
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different for all parties
concerned?

D

How can relationships b
improved to the mutu
satisfaction of all parties?

Document 4 <

How far does th
relationship
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expectations of al
parties concerned?

. B

Which particular aspec
of the relationships do th
respective parties considg
more important?

14

Document 5 <

I Account l\/lan_ager tg
the organisation and

D

Which particular aspec
of the relationship are
likely to lead to the long-{
term success of a B2l
relationship in the UK
higher education
postgraduate sector?

WJ

How appropriate is th
concept of Key

management 0
business schoolt
corporate client

relationships in the
UK higher education
postgraduate sector?

What are the
characteristics 0
successful Ke
Account Managemen
within the sector?
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Appendix 2a: Mapping the complexity of business sawl-corporate
client relationships
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Appendix 2b: Identifying relationship satisfaction measurement in
business school-corporate client relationships
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Appendix 3: Potential factors impacting relationshp atmosphere
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(Adapted from Ropeat al, 2002)
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Appendix 4a: Overview of research activities in 208
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Appendix 4b: Overview of research activities in 200

Jan.

Feb.

Mar.

Apr.

May

Jun.

Jul.

Aug.

Sept.

(0]

t. Nov.

Dec.

Document 3

Reading/

v

making notes

Conducting further

interviews

Writing up
Document

v

Document 4

Reading/
making notes

\ 4

Research
design

v

Pilot testing
guestionnaire

Conducting further
interviews

\ 4

Analysing/interpreting
data

Writing up
Document

v

Document 5

Reading/

making notes

v

29




Appendix 4c: Overview of research activities in 200
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Doctorate in Business Administration
Document 2: Critical literature review and initial conceptual

framework

‘Business relationships
under the microscope?’

A critical review of the nature and relevance ofibess-to-business
relationship marketing in the UK higher educati@stigraduate sector

Introduction

The overarching aim of this critical literature i@w is to examine the nature and role
of business-to-business (B2B) relationships and riddlevance of B2B marketing

theory and concepts in the context of the UK higb@ucation postgraduate sector.
However, in order to do this, it will first be nesary to revisit the broader topic of
relationship marketing (RM) in order to evaluate tlurrent state of academic debate

and conceptualisation. Specifically, this revievil agek to:-

» determine the precise nature of RM (i.e. to additesd/NVhatis it?’ question)

» explore the fascination of organisations for RM &ndstrategic relevance (i.e.
to answer the question aVvhyRM?")

* understand the specific business contexts in wikdh is considered an
appropriate strategic option (i.e. th€here?’and‘When?’dimensions)

» consider some of the key issues relating to thdemepntation of RM (i.e. the
practicalities ofHow?’)

» evaluate where current conceptualisation leave®organisation such as a

business school and its dealings with commerciahtd (i.e. théSo, what?)



Having reviewed the topic of RM in this way it wilk possible to draw together the
main threads of the debate into a broad concepfaamhework that will both
supplement the original research direction outlim@®ocument 1 and act as a guide
to future research activity that will be undertakereach of Documents 3, 4 and 5.
However, it should be noted that neither reseabghiotives nor their implications will
be addressed specifically in Document 2. Ratharpraprehensive explanation and
rationale for each subsequent stage of the resealidhe provided in the appropriate
Document. However, in summary, it is reasonabledémtify that, at this stage, the
research will be seeking to gauge the expectatiand experiences of those
individuals within business schools tasked with aging external corporate client
relationships (in broad terms, the ‘key account agens’) and the corporate clients
themselves who sponsor selected employees to apestgraduate programmes of
study. It is envisaged that the research will alsdace comments and suggestions
about how such B2B relationships can best be csgdnand managed in the future.
This will, in turn, facilitate a formal appraisaf the strategic relevance of the Key

Account Manager concept within an academic enviremm

The choice of the UK higher education postgradsatgor as the research context for
this study is largely justified on the basis thiatsi acknowledged to be an under-
researched area of marketing. Indeed, it will gmeavay to meeting a growing call
for researchers to understand in greater deptidiffierent B2B contexts in which
relationship marketing and Key Account Managememreaches appear to flourish
(or flounder) and for a wider application of emgai research across different B2B

sectors (Ellis and Mayer, 2001).

This critical review of RM literature will attempb steer a course through what is
readily acknowledged as an extremely large anduskffbody of work. It would

perhaps be unreasonable, within a single reviewuch limited length, to expect a
comprehensive and faithful coverage of every siiggae raised in debate in multiple
business contexts over a period of some 30 yearthi$ respect, the review of any
one school of thought or body of work cannot beeexgd to provide the final word

on the matter. Rather, the reader is asked togedwhat might, at times, appear to be

the somewhat naive - but well-intentioned - musimgsa fledging researcher
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embarked on a voyage of academic (self-) discowny enlightenment. Equally,
one’s commercial and/or academic background mayitaidy mean that certain
perspectives on the nature and dynamics of rektips are considered more readily
accessible than others and, consequently, moretlginelevant. Thus, a degree of
judgement has to be exercised when selecting thodes of literature on which to
focus the discussion. This study could conceivdidye encompassed a review of
such broadly relevant areas as Actor-Network Thespocial psychology, supply
chain management, selling and sales managemeatada&t marketing, competitive
strategy and micro-economic theory. However, foe hurposes of this review,

discussion will concentrate on the following:-

* RM conceptualisation

» ‘Classic’ organisational buying behaviour (OBB)

» services marketing (interactive marketing)

» buyer-seller relationships (classic ‘dyadic’ redathips)
* networks as markets (NW approach)

* Industrial Marketing and Purchasing group (IMP)

» Key Account Management (KAM)

This review will conclude with an attempt to detérenthe extent to which B2B
theory and concepts are applicable to the developnad management of
commercial relationships in the UK higher educapostgraduate sector. However, it

is first necessary to build a clear picture of phecise nature of RM.

What is RM?

The concept of RM is unmistakeably a topical on&t thppears to have generated
substantial debate in both academic and marketnagtiponer circles, not least
concerning the precise status of its conceptuatiomdning and the implications of its
practical application. The volume of books, acadefurnal articles, conference

papers - and even conferences - devoted to RMsilfyt to the strength of interest in



the area. In crude terms, RM could be regarded‘astdopic’ (Brennan, 1997: 774)
or to have entered the ‘rhetoric of managementoidl1998: 256). Gummesson
(1999: 245) provides further support for the ideattRM is a fertile marketing

‘growth area’:-

“...there is a rich literature searching for an RMeidtity. The growth rate is currently

exponential.”

Blois (1998) claims that the principal reason foistemerging interest in RM - as
with interest in other ostensibly simple marketim@nagement tools such as the
product life cycle concept - lies principally insitntuitive feel. Certainly, on a
personal level, we are all familiar with ‘relatidngs’ in our everyday lives and, so, it
is perhaps not unreasonable to expect the relfijpmeetaphor to graduate to the
commercial lexicon. However, as will become cleatel in this critical literature
review, the use of such a deceptively straightfodmaotion as ‘relationships’ in a
commercial context may well mask significant preaitiproblems for organisations

when they attempt to implement RM.

In challenging the validity of RM, Blois (1998) ques whether the deceptively
simple appeal of the many benefits that can actougn organisation entering into
long-term relationships with customers might be efelassertions propounded by
academics rather than borne out in reality. By shene token, whilst it may be
generally accepted that relationships should bg-term in their nature, the economic
argument to justify pursuing such a strategy ign'tlfor circular?) in the sense that
long-term benefits can only accrue if substantiatestment is made in the
relationship in the first place (Blois, 1996a). ther support for this position is
provided by Cann (1998) and Rao and Perry (2002) wlaim that, whilst the

benefits of long-term relationships are generalgllwecognised, theory is not always

put into practice.

Now, at first sight, the topicality of the RM debanight lead one to assume that the
concept was perhaps breaking new ground. However, notion of relational

exchange as an integral part of commercial lifadsa new one - indeed its history
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can be traced back thousands of years. RM may bweva term but an old
phenomenon (Gummesson, 1997; Gummesson, 1999)Il¥.dnéehis seminal paper
assessing the changing role of marketing in tharasgtion, Webster (1992) suggests
that even before the marketing mix (or 4Ps) toold las the predominant mode of
marketing thought in the early 1960s marketing wiasved largely as a set of social
and economic processes and - hence, by implicatibnilt up on the notion of
relational exchange. Indeed, it is argued by soha¢ marketing has always been

regarded as a very human activity (Petrof, 1997).

At this point, it is also worth noting that the engieg focus on ‘relationships’ has not
necessarily been unique to marketing. There iseenid to suggest that marketing’s
flirtation with the notion of relationships is cameent with a growing interest in the
issue of co-operation between economic actors ion@wics, sociology and
organisation theory (Mattsson, 1997: 447). Nonetb®l despite sustained academic
debate around its conceptualisation and commeugiglicability, the matter of
actually defining RM has proved, surprisingly, te bomewhat more complicated
(Mattsson, 1997; Blois, 1998; Gronhagigal, 1999; Rao and Perry, 2002). To some,
RM is an ‘ambiguous’ term (Gronhawg al, 1999; Lindgreen and Crawford, 1999)
because it means different things to different peapdifferent contexts. Equally, the
concept of relationships could be ‘misleading’ andppropriate to the kind of
situations that marketers normally address becausder certain circumstances,
business transactions may not necessarily reqlmse contact between buyer and
seller in order to succeed (Rosenfield, 1999). Righinbe a useful label in terms of
consumer marketing but is an inappropriate desorippf what happens in, for
example, business markets because of the actiteipation of customers in the

process (Ford, 1997: xv).

Indeed, Buttle (1996: 13) encapsulates perfectly groblems surrounding the
definition of RM:-

“RM is a term which has yet to acquire uncontesstatus and meaning. For some, RM is
simply transactional marketing dressed up in newthds; for others, it represents a

significant change in the practice of marketing.”
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However, for the purposes of attempting to defild, Ehe following (or more recent
variations on a theme) is normally adopted as stentard’ definition by leading RM

authors:-

“Marketing is to establish, maintain and enhancdat®nships with customers and other
partners, at a profit, so that the objectives & farties involved are met. This is achieved by
a mutual exchange and fulfilment of promises. Stethtionships are usually but not

necessarily always long term(Gronroos, 1994a: 9)

It is worth pointing out, however, that this defioh has been modified more recently
with the insertion, into the first line, of the wvdwsr “...and, where necessary,
terminate...”. This, in turn, has been attributedaimnroos - although, strangely, it
would appear that all references to this modifiedirdtion do not in fact lead the

reader to discover a definition that actually corgahe additional words! Be that as it
may, the amended version has presumably becomeoifiasie in order to

accommodate the fact that not all relationshipsnacessarily considered profitable or
need be long-term in nature. Indeed, arguably, eonegs should not hesitate to

terminate unprofitable relationships where necgssar

Another way of approaching the problem of definR§l has been to suggest that,
rather than attempting to be too prescriptive aaataw in focus, there is possibly a
case to be had for a more open-ended definitianiticarporatesny activity directed

towards establishing and maintaining successfutioelal exchanges. This would,

thus, make RM applicable to most marketing contexts

“Conspicuously missing from all extant definitionf RM is the specific recognition that
many instances of RM do not have a “customer” as of the exchange participants.”
(Morgan and Hunt, 1994: 22)

Although a universally accepted definition of RM ynaot exist, it is nonetheless
possible to identify broad conceptual categories thcur in the literature. Typical of
this approach to ‘deconstructing’ RM is the framekvof core features proposed by
Holmlund and Tornroos (1997: 305/6). In short, tregim that relationships are
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highly context dependerdand are governed bmutuality and interaction over the
long-term However, a more comprehensive - yet elegantlyplm approach to
deconstructing RM is offered by Harker (1999) whased on an analysis of some 29
definitions of RM, suggests that the following ceptual categories might well

provide the primary constructs of any future déimi:-

» Creation
- an attempt is made to attract customers and distab relationship
* Development
- once established, relationships are enhancedsarehgthened
* Maintenance
- an effort is made to sustain stable and lastielgtronships
* Interactive
- relationships thrive on mutual exchange and cerafion
* Long-term
- companies look to retaining customers on a peenabasis
* Emotional content
- relationships rely on trust, commitment and folént of promises
¢ Output

- relationships should lead to rewarding and pralfiie outcomes

Despite what, on the face of it, might appear te@®mewhat academic - and possibly
sterile and counter-productive - arguments oveindef RM, marketing practitioners
and academics alike have nevertheless been luréd byany charms. At this stage,
therefore, it is considered appropriate to exarttieereasons why some organisations

have opted for pursuing RM as a strategy.

Why the fascination for RM?

The very essence of the competitive commercial renument dictates that

organisations will inevitably be affected in somayby the complex interaction of



environmental pressures in their broadest sengeshcalledmacro-environmental
factors), other organisations and groups (in otthwrds, the competitors and
customers that operate in thcro-environmentand people themselves (working in,
or on behalf of, the respective organisations).uafdy, it is largely as a result of the
rational approach to strategy formulation and impatation that has dominated
management thought and action over the past theeadés that organisations have
attempted to predict the precise nature and likepact of this complex interaction of
forces on commercial performance - not least, ftbenperspective of understanding
how people and organisations interact. This istraaghtforward issue, especially if it
is accepted that it is not the organisations théraseghat make commercial decisions
and build relationships it is the people (i.e. $keff) who actually do this in the course
of their dealings with customers (Blois, 1997, 19%8onsequently, if it accepted that
the fate of the majority of commercial relationghiis likely to rest largely in the
hands of ordinary employees this, in turn, will @aage organisations to scrutinise
peoples’ behaviour more closely and to understhadmpact that the combination of
behaviour and peoples’ interpretation of eventsdaasions can have on relationship

development (Blois, 1998).

From the earliest academic writing on businesstiogiahips, it has been clear that
‘firms are linked together in a dense network ofoperation and affiliation’
(Richardson, 1972 cited in Blois, 1998: 267). lodu terms, for example, there are
externalrelationships with consumers - otherwise known @sness-to-consumer (or
B2C) relationships. Second, there will almost itegvlly beexternalrelationships with
other organisations such as suppliers - otherwis®vk as business-to-business (or
B2B) relationships. Then, finally, there argernal relationships with staff, which
have become an increasingly important strategiceonfor organisations as they
slowly begin to embrace the concept of internalkating. In short, the main thrust of
internal marketing is that the same effort showdelxpended on marketing to the
internal customer (i.e. the staff) as is expended on gk&ernal customer, since
everybody in the organisation has the potentialinipact in some way on the
development and maintenance of the company-custowlationship. The main
implication is obviously that every member of staffn whatever capacity - who

comes into contact with the customer could condsywae regarded as @art-time
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marketer(Webster, 1992; Gummesson, 1994) with a respditgifiir contributing to
the company’s overall customer-orientation. In tigif this, it may be valid to
consider that the job of marketing should not e»wad exclusively as the preserve of
full-time, professional marketers working in the rketing department. This has

obvious ramifications for marketing practitioners.

The identification of the range of potential redaships that organisations experience
owes much to the influential work of American aaades Morgan and Hunt (1994).
Figure 1 illustrates these relationships clearlg anccinctly.Supplier partnerships
occur with companies providing goods and component$hose providing services
e.g. advertising and specialist promotional agendie addition, organisations have
numeroudateral partnershipsvith competitors, government (both local and rzip
and non-profit making organisations such as tradens and charities. The existence
of buyer partnershipsuggests that organisations need also to thinkaader terms
about the buyers of its products. These buyers mayalways be the individual or
company that makes the initial purchase. The raedtuser may be some distance
removed. Finally, there are the variomsernal partnershipseither with individual

employees, departments or business units.

As for applying this approach to the UK higher emtian postgraduate sector, a
detailed description of the complexity of relatibips between a business school and
its corporate clients was given in Document 1. Helhe complexity was largely

accounted for by the fact that transactions mayobetween many different parties -
not just between the student and the lecturer. tRerpurposes of comparison, a

diagram of the many potential relationships cafolbed in Appendix 1.

11



Figure 1: The relational exchanges in RelationshiMarketing

Supplier partnerships

Goods Services
suppliers suppliers Lateral

partnerships
Business _
units \ / Competitorg
Employee: Eocal Non-_profit
firm rganisatiopts

Functiona /
department / \
Internal
partnerships ntermediate Uttimate
customerg customerg

Buyer partnerships

Source: Morgan and Hunt (1994)

Given the multiplicity of relationships that an argsation has to contend with in the
course of its commercial activities, a comprehemsimderstanding of relationship
characteristics arguably becomes crucial. Thisspgeeially true if it is accepted that
relationships are intrinsically dynamic and willactge over time (as they do in our
own personal lives). In this respect, thereforgaarsations have been largely forced
into attempting to understand more about relatigpssin other words, it is eoerced

fascination.

Equally, organisations have possibly become moterested in issues such as RM
because of its perceived usefulness in terms aflibgi and protecting company

reputation and creating sustainable competitive anthge in a competitive

environment where technological and product-relagetvantages are becoming
shorter-lived. Thus, RM finds itself catapultedthe level of strategic importance.
However, at this point, it is worth exploring in readetail the specific characteristics
of RM that have motivated organisations to consitlexs an appropriate strategic

option because, although an organisation may beimoed that it has satisfied the
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customer in the short-term, it may be an altogetmder task maintaining and
developing the relationship in the longer-term andomething that has to be worked
at. As Buttle (1996: 7) observes:-

“It is evident that customers generally seek quyalivalue and convenience in their
transactions with suppliers. What is not clear isatvelse customers would expect if they

were to enter into a long-term relationship.”

Arguably, the single most radical feature of RM t- laast from a marketing
perspective - is that it involves a dramatic chamjeemphasis from the single
transaction to a continuing relationship with thastomer. Concern over the
potentially exploitative nature of traditional matikg - with its emphasis on the
single customer transaction - has been much ireeci in the RM literature (Levitt,
1983; Webster, 1992; Gronroos, 1990; Gronroos, 4P9By the same token, it
represents a significant change from what hastioadilly been characterised in the
marketing literature as confrontational and adweaba&ustomer-supplier encounters
to a more interactive and cooperative approachti@ut996; Gruen, 1997). As a
result, RM is likely to have significant strategmsplications for companies, not least
in organisational terms. Gronroos’ (1996) view, atample, is that the relational
approach is essentially a resource-based one iohvfar greater emphasis is placed
on managingthe relationship with the customer (see AppendixHence, a more
intimate level of service is likely to accrue thara product-oriented company. In this
respect, some would claim that RM offers companiesique opportunity to get to
know their customers better (Stacey, 1993). Thediffgrences in approach resulting

from this shift of emphasis are summarised in Tdbsee below).

Equally, it is now commonly accepted that customams becoming increasingly
sophisticated not just in terms of their tastes dsb in terms of their expectations.
Consequently, RM has emerged partly because progluatity itself is no longer

considered sufficient to enable a company to saitsf customers. Indeed, product
quality is possibly something that is readily inet& by competitors and offers little
guarantee of creating sustainable competitive adgen(Palmer, 1996; Buttle, 1996).

Companies are therefore increasingly looking t@o#spects of the product offering -
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notably the service dimension - to create a cortipetedge (Gronroos, 1996; Rosen
and Surprenant, 1998).

Table 1: Comparison of transactional and relationship focus

Transactional focus Relationship focus

« Orientation to single sales « Orientation to customer retention

« Discontinuous customer contact | « Continuous customer contact

 Focus on product features » Focus on customer value

* Short time scale  Long time scale

« Little emphasis on customer serviges High customer service emphasis

« Limited commitment to meeting « High commitment to meeting
customer expectations customer expectations

« Quiality is production’s concern * Quality is the concern of all

Source: Adapted from Payeeal.(1995)

However, we should not be fooled into thinking ttreg fascination with relationships
is motivated purely out of concern for the custam@rganisations are obviously
increasingly aware of the financial significance ehtering into long-term
relationships and improving customer retention. Mwf the initial impetus for
focusing on, what Gronroos (1994a) catlsstomer relationship economibas been
provided by classic research conducted by Amergzarsultants Bain & Co. into the
impact of reductions in customer defections on {tergn corporate profitability.
Reichheld and Sasser (1990) reported that, on g&eea 5% reduction in customer
defections can boost corporate profits over a yiwar period by 25%-85% across a
range of business sectors. Their research acdegitsvhilst not all customer business
is necessarily profitable in the early stages @& thlationship attention should be
focused on the value to the company of the custsnbeisiness over the customer’s
lifetime - hence the notions alstomer lifetime valuandcustomer relationship life
cycle(Gronroos, 1994a). It is arguably the financiaparative that seals RM’s fate as

a strategically important concept
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However, in order to appreciate more fully theteigc implications of pursuing RM,
it is considered useful to evaluate how RM has gexkin different business contexts

and how it has been applied.

The contexts in which RM is applicable

Whilst RM may well be a ‘hot topic’ that has encaged wide-ranging academic
debate, it can be argued that both the concepdtialisand development of RM have
been hindered rather than helped by the emergehdesergent schools of thought
(Gronroos, 1994a; Buttle, 1996; Coviedibal, 1997). The following ‘schools’ can be

detected in the literature:-

the Nordic school - which has tended to focus pmadantly on the strategic

issues surrounding service quality and serviceipi@v

» the North American school - which has largely tehtte explore the fundamental
determinants of the classic dyadic relationshipveeh buyer and seller. Typical
of research from this ‘school’ is the attempt to dabthe role of trust and
commitment in relationships

» the Industrial Marketing and Purchasing (IMP) greugho since the 1960s have
concentrated largely on interaction and networkisdustrial contexts

» aloose affiliation of European and Australasiaad&enics - who have focussed on

matters relating largely to the conceptualisatibRMl theory.

The following section aims to outline the contribut of these ‘schools’ and identify
the circumstances in which RM has emerged as samiidusiness approach. To help
in this task, a framework first proposed by Cowelt al (cited in Brodieet al, 1997)
has been useful in lending structure to the debateording to Brodieet al, this
typology represents an interesting attempt to wstded developments in RM (i.e. the
strands of research) and the use of terminology. @Gonfusion over terms and

activities encompassed by RM). In short, four typesharketing are identified:-

» Transactional Marketing

- Transaction marketing
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» Relational marketing
- Database marketing
- Interaction marketing

- Network marketing

In essence, the typology depicts the full rangered&tionship proximity that is
possible between organisation and customer ranffimg the impersonal, single
transaction (i.e. traditional transaction markeXintprough to situations where
organisations enjoy a high degree of closenessmandal trust and transact with each
other on an on-going basis in what amounts to flm#bn or network of companies
(i.e. network marketing). Now, before going furthieris worth clarifying that, in this
study, the typology is being used purely as a mednproviding a structure for
discussion. It should not be assumed that therdiftetypes of marketing are being
claimed as mutually exclusive. Indeed, it is inttirgg to note that, in using the
typology for their own research, the two main isster Brodieet al (1997) were to

establish whether:-

« different types of marketing are practised in déf# business sectors

“...are service firms necessarily dominated by trecpece of Relational marketing
activities?”(Brodieet al, 1997: 386)

» whether there has been a paradigm shift (or whetimefact, all four types of

marketing could be practised simultaneously)

“...might it not be argued that Transactional andaf@ehal marketing are not
mutually exclusive, but are part of the same pagradia paradigm which allows for

both perspectives to coexistBrodieet al, 1997: 389)

Transactional marketing has already been addresséuis study in the course of
setting the context for the emergence of RM, anavidlonot figure in the following

discussion. Equally, whilst it is acknowledged tHatabase marketing is - in the right
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hands - an effective marketing tool in helping tanage and exploit an organisation’s
customer base, it could be argued that exponentitabase marketing - as indeed
may be the case with all impersonal forms of mamgetommunication - are only
giving the impression that the organisation is en¢einto a more personal and
meaningful relationship with the customer. In rgalsuch dealings may amount to
litte more than an illusion being performed on thastomer (Harden, 2002).
Consequently, the topic of database marketingmatlfigure in the following critical
review of the relevance of RM in different businesstexts. The review will proceed

initially with an examination of research in thelfl of services marketing.

Services marketing (interaction marketing)

From the perspective of the Nordic school, the nramtivation for much of their
research has derived from an interest in the wieplisode that is the company-
customer service encounter. In particular, theyehattempted to focus on the issue of
service quality. Now, by its very nature, the cqtcef the service encounter implies
that an organisation will almost inevitably becormeolved in some kind of
interaction with the customer. This interaction maty may not continue into the
longer-term based on the outcomes of each interacburing a company-customer
encounter both the seller and the buyer participatea complex sequence of
interaction, during which the seller attempts ttedmine exactly what will satisfy the
buyer. This is made more complicated by the intaleghature of services and the fact
that the service the customer wants is normallyiraensely personal one that is
subject - at least in terms of personal taste amdepence - to a good deal of
unpredictability and change. Equally, serviceswdlia bundle of consumer benefits
through the experience that is created by the sergrovider at the point of
transaction. In reality, the different parts of thendle come from a variety of sources

at once (Bateson and Hoffman, 1999).

The classic way of representing this is the mod@iskeovuctiondeveloped by Langeard
and Eiglier (see Appendix 3). The consumer cannfleenced by both visible and
invisible parts of the organisation and, indeed, dilger customers. Equally, the
servuction system model not only shows the different elemesitsthe service

experience, but also shows how the experienceeatenl. In a university business
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school, for example, the invisible part of the arigation will be everything that takes
place away from the actual physical learning emrment e.g. the technical and
administrative support behind-the-scenes thatifates a particular programme of
study. Without the appropriate staff and organsygstems the front of house service -
in other words, the delivery of the programme -Idawt be sustained. In this model,
it is also suggested that other customers may exsat an influence on the service
being provided. This has obvious implications forservice provider such as a
business school insofar as one customer may seekluence the views of another
based on the quality of the service they have veceiln short, underpinning the

servuctionsystem model is the notion of the ‘critical inaitfe

These critical incidents are specific interactitetween customers and service firm
staff that are either especially satisfying or esglly dissatisfying (Bitner, Booms and
Tetreault, 1990). Incidents occur each time serpic@iders and customers encounter
each other. However, whilst most of these incidenight be fairly inconsequential
and have little, if any, effect on the customehess might grow important enough to
become critical to the success of the encountdm@a 1998). In reality, at each
critical incident, the customer has an opportutotgvaluate the service provider and
form an opinion of the service quality being off@r@almer, 1998). This process of
evaluation must inevitably play a role in determmthe long-term development of a

commercial relationship.

The nature of these company-customer exchanges gaeein the services marketing

literature to the notion of thiateractive marketing functignvhich is explained as:-

“...the marketing impact on the customer during thensumption process, where the
consumer of a service typically interacts with eyst, physical resources and employees of
the service provider.(Gronroos, 1994b: 353)

Whilst, at first sight, this concept sounds a colimgeone - and is broadly in keeping
with the move towards greater customer orientatientified earlier in this review - it

poses the immediate organisational problem of whiepartment should be tasked
with operating this integrative function. Marketevsuld understandably claim that

this falls within their traditional domain. HoweyeGronroos (1994b) goes on to
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mount a stinging attack on the typical marketinggadément as being increasingly
isolated and out of touch. As such, he believes ithevould find it impossible to

accommodate such an integrative approach.

The interactive nature of the company-customerticgiahip, as viewed by the
services marketers, is not dissimilar to the apgrcadopted by the North American
‘school’ with its focus on the buyer-seller (or dy@ relationship. However, whilst
the main vehicle for research has obviously beenititeraction between the two

parties, the underlying motivation has been someuwiff@rent.

Dyadic buyer-seller relationships

The North American ‘school’ has tended to focustloa particular dynamics of the
buyer-seller relationship in a bid to identify tipeecise factors that lead to the
development and maintenance of successful long-tefationships. Although many
contextual factors undoubtedly contribute to theerall success or failure of
marketing relationships, two factors in particul@ve provoked substantial academic

debate: commitment and trust:-

“In short, commitment and trust lead directly tooperative behaviors that are conducive to
RM success.(Morgan and Hunt, 1994: 22)

Morgan and Hunt (1994) provide a wide-ranging aatharitative review of the key
literature from the fields of social exchange armghaisational and buyer behaviour in
order to better understand the role and natureofngsitment and trust in RM. They
contend that commitment results from an exchangm@abelieving that an ongoing
relationship with another is so important as toraar maximum effort at maintaining
the relationship. By the same token, trust is dmidexist when one party has
confidence in the other’'s reliability and integritfCommitment and trust are
considered important because they encourage meskébe work at preserving
relationships with customers and look to the lortgem benefits of staying with
customers, whilst discouraging exchange partneosn fracting opportunistically
(Morgan and Hunt, 1994). Indeed, Morgan and Huntogoto regard them as key

mediating variables (or KMVs) because they areebvelil to be influenced by a
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number of antecedents whilst influencing, in tumnnpumber of potential outcomes.

Appendix 4 illustrates the relationships betweeséwariables.

Superficially, Morgan and Hunt's KMV model appedcs provide an attractively
simple and intuitively logical vision of how markag relationships develop. Indeed,
Morgan and Hunt's subsequent work offers broad sripjor the model. However,
their research should be viewed in the context @hdp purely exploratory and
conducted within the somewhat ‘narrow’ field of 0& tyre dealers, which obviously

raises concerns over the generalisability of tha dad the conclusions.

Equally, the KMV model could be regarded as an sivgplification of what is

generally considered to be a complex psychologpracess, much of which is
obviously subjective and unique to each individualdeed, the building and
maintenance of lasting customer ties is generaknawledged in RM literature as a
difficult marketing challenge, even in situationfieve a relationship is considered
‘feasible’ (Jackson, 1985). There is also a damgehinking that relationships only
revolve around trust and commitment. Although traistt commitment are held by
many RM authors to be essential ingredients in latiomship (see, for example,
Doney and Cannon, 1997), the irony is that they mal end up having a

destabilising effect:-

“...perversely, commitment and trust also bring utaity.” (Blois, 1996b: 186)

By the same token, it is suggested that such awarrew might actually lead one to
“ignore the rich diversity of relationships whicltronly exist but are appropriate in
different contexts” (Blois, 1998: 268). So, ratliean restrict our field of vision, we
should in fact remain open to the full range ofembial influencing variables whilst, at
the same time, also taking into consideration #miqular contextual dynamics of the
business environment. This is important becausenuwngial relationships do not
occur in isolation but are necessarily affected tbg environmentin which the
transacting organisations operate (Andersbal, 1994). Indeed, the issue is not so
much whether a relationshiper seexists rather to understand thature of the
relationship. Equally, inter-organisational relagsbips are complex and multi-faceted

because they are not just important in themselwgsake also predictors of likely
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future transaction behaviour (Turnbatlal, 1996). Given this complexity, it could be
argued that there is a pressing need to look begfumdbvious and avoid slipping into
what has been referred to as ‘dyadic atomisati@ntype of reductionism (Anderson
et al, 1994: 13) where an unnecessarily simplistic viswiaken of an inherently

complex and abstract concept.

Another way of looking at this issue is to draw iatidction between the so-called
primary and secondaryfunctions of a relationship. The former relate hings that
take place within the relationship, the latter t@lto factors that occur outside the

focal relationship (and will be explored furthertie section on ‘networks’):-

“Relationships are dyads, but the existence ofdbeondary functions means that they are

also parts of networks.(Andersoret al, 1994: 3)

It is also relevant to note that the traditionadus in organisational buying behaviour
(OBB) literature has tended to be on studying eiscrbuying and purchasing
decisions (Campbell, 1996). According to Ford (1)99he ‘classic’ approach to

business marketing is flawed for a number of reasbiust, it is guilty of perpetuating

the separate analysis of the marketing and punmehaprocess. Second, it has
concentrated on the single purchase as its umihalysis. Finally - and perhaps more
tellingly - it has carried over the view from conser marketing literature that buyers
were individually insignificant, passive and paftaorelatively homogeneous market.
Interestingly, Sheth - one of the foremost acadsnni¢he field of OBB research - has

himself recently begun to question the relevancdassic OBB theory:-

“We need to learn new concepts, methods and the@ppropriate for the new world of
OBB” (Sheth, 1996: 12)

For a more detailed guide to the main themes anggsemerging from ‘classic’ OBB
literature, the reader is referred to the AppendiSheth’s challenging and thought-
provoking paper, which contains a comprehensive antioritative overview of the

key OBB literature covering a period of 25 years.
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The move towards a more holistic approach to cemsig commercial interaction
inevitably brings the discussion round to a consitien of the work of the
‘interaction as networks’ researchers: in otherdsopr consideration of the relevance

of network marketing theory and constructs.

The ‘networks as markets’ approach

In strategic planning literature, the classic viefsthe environment has tended to be
that, although there is inevitably a significantpmet on the organisation from
environmental pressures, there is neverthelessteati demarcation between it and
the firm (in other words between tmeacro and micro environments). Whilst this
perspective may well be suited to a rational plagmnodel, it is problematic from a
general RM perspective, not least by virtue of faet that an organisation’s
environment is normally considered to be sociatigstructed, being shaped over time
by a continuous cycle of interaction between peaplaresenting their respective
organisations. In this respect, the socially camséd nature of the business
environment makes it easier to understand the @stein dyadic relationships of
researchers such as Morgan and Hunt and Doney ando@. However, whilst there
is undoubtedly a degree of overlap with researatedm ‘pure’ dyadic relationships,
the focus of network marketing is not on theseti@tahips in isolation rather on their

role within the broader network of interacting messes:-

“Emerging practice strongly suggests that to untkens these business relationships, greater
attention must be directed to the business networkext within which dyadic relationships
take place.”(Andersoret al, 1994: 13)

Equally, it is the complex nature of the interactioetween people in organisations
that sometimes obscures the precise dividing lieevéen an organisation and its

environment. The ‘networks as markets’ literatgrguite clear on this point:-

“...a network perspective better captures the notiwat the boundary between the firm and

its environment is much more diffuséAndersonet al, 1994: 4)
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On this particular point, it is appropriate to ndteat the diffuse nature of this
boundary seems to pose few problems for the net{ldwi) researcher because the
focus of research is ultimately the network andthet organisation or the individual
relationship (Easton, 1992). However, the fact thB&/ marketing intrinsically

involves many and varied relationships between risgéions in the network is

potentially problematic for business managers:-

“The inherently ambiguous, complex, and fluid natof business networks place unfamiliar

and often perplexing demands on managefAfhdersoret al, 1994: 12)

Now, before discussing NW marketing further, ipeshaps useful to attempt to define
the concept of a ‘network’ because there has bea#goism in the NW literature that
“neither RM nor NW definitions are internally honewgeous and consistent”
(Mattsson, 1997: 448). A business network can liee® as:-

“...a set of two or more connected business relatigpss in which each exchange relation is
between business firms that are conceptualised @kective actors... Moreover, two
connected relationships of interest themselvesbeaboth directly and indirectly connected
with other relationships that have some bearing them, as part of a larger business

network.” (Andersonet al, 1994: 2)

In terms of the differences between the RM and Ndgr@aches, Mattsson (1997) - in
providing a comparison of RM and NW definitionsra@s the conclusion that RM
definitions are largelymanagement-orientedn other words, definitions frequently
mention RM as either a management process or as @& smanagement actions that
are implemented in the course of developing andtaming long-term relationships.
On the other hand, NW definitions tenddescribemarket processes as interactions
within relationships and market structures as neivaructures (Hakansson, 1982;
Mattsson, 1997). In short, Mattsson claims that Béfinitions areprescriptiveand

NW definitionsdescriptive-

“The focus is more on relationships as they arentaa they should be.(Mattsson, 1997:
449)
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Another way of looking at this would be to suggistt RM perhaps has a ‘normative
objective’ whereas in NW the existence of relattops has been ‘inductively’
derived (Mattsson, 1997: 450). It is fair to addwever, that this does not mean that
NW is without any kind of normative implicationsimply that they derivas a result

of the approachrather than drive it (Easton, 1992). In this regptie NW approach
has much in common with the original Industrial keting and Purchasing (IMP)
group research, which will be discussed in moraitlét the next section. However,
suffice it to say at this stage that the IMP hasnbleeavily criticised in some parts for

describing too much and prescribing too little (@ran and Turnbull, 2002).

According to Easton (1992), the NW approach conegres number of elements. First,
as was seen above, networks can be viewed as afwelationshipsand, second, as a
dynamicprocess However, networks are also abstriuctureand the relativgosition

of organisations within that structure. Indeedyeéhis much debate in NW literature

concerning the structural dimensions of networks.

Whilst there are numerous interpretations of thetagctural dimensions, a network is
typically reckoned to comprise three fundamentgatita that operate at, what could be
called, the strategic level. Within each of thesatsgic layers there may be different
activities and processes in operation at any ane tiin other words, operating at the
tactical level. The three strategic layers are @espely aproduction networKayer, a
resource networkkayer and asocial networklayer. In other words, for a network to
function, it is assumed that there must be anainiiase level of resource allocation
underpinning the existence of an organisation ie tletwork. This, in turn, is
necessary to provide a framework for, and to fatéi the process of, production.
Furthermore, there must be an object or outlethixhvthis initial resource allocation
can be applied and a social infrastructure withimclw both it and the process of

production can be given meaning (Holmlund and Taway 1997).

If we accept that “relationships constitute theecaspect which connects actors,
resources and activities in a business network’Ir(lond and Tornroos, 1997: 304)
then another way of looking at the structural disiens of a business network might

be to summarise the three layers as:-
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e Structural

- Links

- Ties

- Connections

- Institutional bonds
 Economic

- Investments

- Economic bonds
» Social

- Commitment

- Trust

- Atmosphere

- Attraction

- Social bonds

(Holmlund and Tornroos, 1997)

These elements will be explored more fully towatts end of this review when the
outline conceptual framework that will guide suhsenf DBA research activity is

presented and defended.

In terms of the practical implications of businestworks, within each of the three
strategic layers there are reckoned to be threestgb actor operating: firm actors,
resource actors and human actors (Holmlund andrdosn 1997). In other words, for
any given commercial transaction, certain compawidisinteract, specific resources
will be allocated to the task in hand and spedifidividuals will be called upon to
participate in servicing the relationship with théeracting organisation. Whilst there
may be a temptation to trivialise such matters bsedhey are operating purely at the
operational level, these actors are nonethelessrtamt for a number of reasons, not
least of which because they perform and control dag-to-day activities in the
network and develop relationships through exchaaggvity. They also possess
differential knowledge about these activities, ttesources used in carrying out
exchange activities and experience of the otharsadh the network (Hakansson and
Johanson, 1992). This experience and knowledgeeés@urce that can only be built

up over a period of time.

At first sight, whilst it might be thought that theherent complexity of business

networks might prove to be their undoing they cand do, manage to function
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effectively over the longer-term. Hakansson andadsbn summarise the fundamental

forces that contribute to their continued existeas¢ollows:-

* Functional interdependence
* Power structure
» Knowledge structure

» Intertemporal dependence (i.e. a product of ‘hysjor

These factors (as will become evident in the nexdtisn of this literature review)
broadly overlap with the main thrust of researatmirthe Industrial Marketing and
Purchasing (IMP) group. This provides a convenigrhkt into a critical evaluation of
some of the key IMP findings.

The Industrial Marketing and Purchasing group

It is perhaps fair to say that the IMP group hakieaed some prominence in
academic and management circles over the past desaes, largely by virtue of its
research into the less glamorous area of indusinatketing - much of which
obviously takes place well away from public scrytinand its attempt to build on
some of the classic organisational buying behavi@BB) theory and models. The
significance of the IMP contribution should be seerthe context of the growing
theoretical and empirical research base in B2B igdlggTurnbullet al, 1996: 44). A
number of useful synopses of the way in which IMBearch has developed can be
found in the literature (for example, Easton, 1982ennan and Turnbull, 1999).
However, the IMP group has sought essentially ailehge the notion that selling and
purchasing should be studied separately (as irsicla@BBB research), arguing that
these activities actually take place simultaneouslsing the process of interaction.
Equally, the findings from early IMP research has@enfounded the notion that
commercial exchange between two organisations isduxted largely on a
transactional basis, showing instead that manyhekd transactions are indeed
conducted in the context of enduring businessicglahips within which mutual trust

and adaptation are commonplace (Brennan and Tuy20012).
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It is the very combination of such variables asltmg-term nature of the majority of
industrial relationships - and the level of muttralst and adaptation involved in the
many buying episodes that occur - that has coneto the overall fascination of the
IMP group with the issue of relationship complexitydeed, this complexity has been
evident in B2B conceptualisation for a long timer Example, in the 1970s, Bonoma
and Johnston (cited in Brennan and Turnbull, 1999: were outlining the complex

nature of buying episodes in the following terms:-

* many organisational buying episodes take placehé dontext of longer-term
buyer-seller relationships

» individual buying episodes will be influenced byethistory of the relationship,
and will in turn influence the development of tieéationships

* in many cases it is the buyer who initiates theda&tion, and the seller who
responds

* in general, buyers and sellers in industrial marketeract with each other in a
complex fashion

In reality, it could be argued that both the intéi@n and IMP approaches have
emerged very much as a reaction to previous rdsegditions, in the sense that they
have both chosen to take tredationshipitself as the unit of analysis rather than the
individual transaction - as in traditional OBB raseh (Turnbullet al, 1996). Equally,
the emergence of the IMP group has perhaps as nockho with general
dissatisfaction over the limitations of the tramlital marketing mix management
approach and its inappropriateness for certain atigudx contexts:-

“ ...the marketing function must be at least as comeg with inter-firm relationship
development and management as with conventionatetiag mix management(Brennan,
1997: 760).

Concern over the shortcomings of the marketing m@&nagement approach was also
instrumental in much of the Nordic school’'s eaggearch output, with criticism of
the somewhat limited empirical grounding of mankgtmix theory (with its roots in
microeconomic theory), the ‘list-like’ nature ofetlPs (with the obvious problems

inherent in any attempt to provide a definitive gmdctical taxonomy) and the almost
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mechanistic ‘toolbox’ approach of 4Ps applicatigmiarketers (Gronroos, 1994b). It
is not difficult to find similar sentiments express elsewhere in RM literature.
However, perhaps one of the most graphic expressibrihis collective marketing

angstis provided by Wilkinson and Young (1994) in theupport of the adoption by
marketers of a more integrated relational appr@sch means of moving away from

traditional marketing mix management thinking:-

“This integrated relationship orientation is not @mpassed by some extension of the
marketing mix paradigm, such as adding another Ppieople or politics, or by a more
sensitive application of the existing elementshefrnix. It calls for us to stop ‘P-ing’ on the
customer and to focus instead on interacting anopesating with them.” (Wilkinson and
Young, 1994 cited in Ford, 1997: 94)

The other obvious parallel between the IMP work #mel approach of the Nordic
school lies in the focus on the interactive natfréhe exchange process between two

parties:-

“...the process is not one of action and reactions ibne of interaction.(Ford, 1997: xi)

More specifically, it is suggested that there areimber of common threads between
the two approaches: first, both parties are comzkerwith the development of
relationships over time. Second, these relatiorssimpgolve a chain of interactions.
Lastly, these interactions comprise a sequencetsfand counteracts (Holmlund and
Tornroos, 1997). Gronroos (1994b) goes so far asigmest that the interaction and
network approach of industrial marketing and serviearketing involve an interactive
process in a social context where not just relatigm building is a vital cornerstone
but also the ‘management’ of those relationshipsweéler, it is worth identifying
that, on this particular point, Mattsson (1997)uag that the network (NW) approach
has little or nothing to do with the process of fragement’ at all, rather the process

of describing what is happening.
Equally, there are those who would argue that trapdexity of the interaction and

network approach that is generated by the sheerbeunand nature of the

relationships goes beyond that experienced insesvnarketing:-
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“The network approach... deals primarily with very ptw/multifunctional relationships
that furthermore are considered to be embeddedvirela of interconnected relationships in a
network.” (Holmlund and Tornroos, 1997: 304)

Such a sentiment finds a good deal of support mesinfluential academic circles

(Turnbullet al, 1996; Ford, 1997). However, in terms of appitatgathe broad scope

of IMP research, it might be helpful to refer tokddasson’s original conceptualisation
of the complexity of relationships in an industr@ntext. Figure 2 encapsulates
concisely the interplay between the relationshipaldes.

Figure 2:

The ‘classic’ IMP interaction model

Environment
Market structure
Dynamism
Internationalization

Position in manufacturing channel
Social system

Atmosphere
Power/dependence
Cooperation

Closeness
Expectations
Product/service
Short } Information Exchange
Organisation term { Financial } episodes,”” Organisation
Technology Social Technology

Structure
Strategy

Structure
Strategy

Interaction process

Individual
Aims
Experience

Individual
Aims
Experience

Long {Institutionalization} Relation-
term [ Adaptations ships

Adapted from Hakansson, 1982

An explanation of these variables inevitably leas a consideration of the
practicalities of introducing RM into a B2B contefince its inception in 1976, the
IMP group has largely been concerned with attergptonclarify the precise nature
and characteristics of industrial relationshipshwé view to the findings being

disseminated among business managers. In otheswbrs purpose of the IMP group
has been:-
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“...to try to understand the patterns of meanings &mel beliefs which guide managers in

their interactions with others.{Turnbullet al, 1996: 59)

Whilst in some academic quarters (notably Turnbtigre may still be qualified
optimism about the work that the IMP group had &iido, others are not so positive.
This is largely in view of the limited amount of Mwork that has had any overt
practical application. Gemunden (1997) offers saetieng insights into the output of
the IMP group in reporting that nearly half of thdP conference papers between
1984 and 1996 do not contain any meaningful dagdysais that could have a useful
managerial application (Brennan and Turnbull, 20@2¥nnan and Turnbull go on to
mount a scathing attack on IMP researchers suggettat they are not in touch with
business realities and that they have failed tqkesce with the rapidly changing
business environment. Consequently, their modelemger make sense. Equally, the
work of the IMP group is challenged as mere sophish the sense that it may have
missed out on the opportunity to ‘sell’ its ideasnanagers because of the pursuit of
some kind of unattainable management ‘truth’. @ryprsely, it may well be because
the IMP group has not been sufficiently sophistid aeeds to sell its ideas in a more

convincing manner (Brennan and Turnbull, 2002).

In a similar vein, Brennan and Turnbull (2002) ofta interesting hypothesis that
may to a large extent account for why the IMP gréwgs so far failed to get its
message across. In short, it is arguably downrt@atier of poor ‘technology transfer’
- in other words, an inability among academicsrespnt a convincing business case
in terms that practitioners can relate to and fwrdgidence in implementing. Brennan
and Turnbull support their argument by offering theample of a single university
and the many barriers - both cultural and persenidlat may prevent technology
transfer between it and a commercial organisatiaihese problems are magnified to
take account of the many researchers - and theiadate backgrounds - that make up
the IMP group then it is not surprising that idesr®d recommendations are not
successfully transferred. However, in fairnesdqioIMP group, Brennan and Turnbull
guestion whether this failing is perhaps more symatic of a wider academic

malaise:-
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“...the managerial irrelevance of IMP is but a micostn of the greater managerial

irrelevance of scholarly research in marketindBrennan and Turnbull, 2002: 600)

Nevertheless, to provide some sense of balanch,@iticism needs to be seen in the
context of the IMP group’s stated remit describeand not to prescribe. The IMP
group has never overtly claimed any normative ‘higbund’ in its research. In this
respect, people are perhaps judging its contributiofairly. The following section

seeks to assess the implications of pursuing doedd strategy in a B2B context.

An appreciation of the key themes emerging from IMBesearch

Although there are many comprehensive and authivgtareviews of the key
components of IMP research available in the litemgtthe following framework is
considered useful for discussing the practicaldéssof RM implementation, each of

which will be explored in turn:-

» Pattern of dependencies

» Evolution over time

» Adaptations

* Inter-organisational person contact
(Turnbull et al, 1996: 45).

Pattern of dependencies

In terms of patterns of dependency, Campbell (19@@)gests that there are three
broad types of relationshipndependentdependentand interdependentThese are
influenced to a large extent by the nature of tlusidess environment in which
transacting organisations find themselves. For @@nin a competitive marketplace,
they will naturally tend to veer towards mutual epeéndence. On the other hand,
however, organisations will often be forced inte@operative arrangement if they

become dependent on each other for survival:-
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“The basic assumption is that organisations use lati@nships in order to gain access to the
resources which are vital to their continuing eaiste.” (Easton, 1992 cited in Ford, 1997:
103)

The topic of co-operative business relationshipgmited in some academic quarters
to have been one of ‘most pervasive topics’ (thelyHGrail'?) of marketing
discussion during the 1990s. Indeed, some woulslogiar as to say that co-operation
is an important antecedent of commercial succeatm@, 2001). However, it is
important to understand exactly what is meant bgraplex phenomenon such as co-
operation. On the one hand, Palmer provides ayfattaightforward working

definition:-

“A co-operative marketing relationship is definedas a mode of exchange between
organisations which has the intention of moving ltasis of the parties’ dealings with each

other from transactionary to relational.(Palmer, 2001: 762)

However, such a definition could easily be chalehgn the basis that it remains to
be seen whether the intention of building the reteship is altruistic or not - and
whether it is aimed at producing “superior mutuaicomes with expected reciprocity
over time” (Anderson et a] 1994: 10). It may well be the case that therstexa
degree of conspiracy or collusion on the part & #dtonomic actors to create and
maintain a protected market with a degree of molyopower (Palmer, 2001).
Equally, there is always the possibility of oneotiner parties acting ultimately in an
opportunistic fashion even though the original iegsion may have been given of
establishing a close and ‘cosy’ relationship. Bl¢l998) makes the pertinent
observation that it is virtually impossible to judthe quality of a relationship without
knowing more background information about thingshsas the contractual terms that
apply in any given situation. Although, at firsgist, it might appear that the two
parties are engaged in a mutually beneficial aearent, the reality may be that one
of the parties is essentially ‘locked in’ to thdat®nship by means of a legally

binding contract.

It is perhaps also appropriate to question the waywhich academics have

traditionally conceptualised business relationshgss either competitive or co-
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operative. For example, a more extreme viewpoiat tias been expressed in recent
relationship marketing literature is that co-opemtand competition should not
necessarily be regarded as opposites. Rather theylds be viewed as separate
dimensions of business relations (Wilkinson and nfpul1994). To illustrate this
point, Wilkinson and Young propose a matrix thatsiso-operation and competition
to derive a better understanding of relationshge$y The matrix comprises four types

of inter-firm relationship:-

» Low co-operation/low competition
- little interdependence
* Low co-operation/high competition
- both parties self-interested/relationship wiltimately end
» High co-operation/high competition
- moderately high levels of conflict/some oppowtinibehaviour
» High co-operation/low competition

- stable relationship/ long life expectancy

The culmination of Wilkinson and Young’s paper I tcontention that traditional

approaches and terminology used in describing basimelationships - that are, for
example, borrowed from the fields of competitiveastgy and economics - could be
replaced by something that better represents tlygiamic and complex nature. They
propose instead the adoption of the metaphor ofelarheir choice is partly justified

on the basis that dancing captures the centrabmati co-operation and is very much
a processual way of looking at things as opposeleanore traditional structural way
of defining relationships. Equally, there are afinite number of types of dance and
these different dance types reflect the varietgabrdination and co-operative tasks
required in industry.

In connection with the issue of co-operation ialiso important to consider the notion
of power balance or the relative size of organiseti This is considered by many
academics to be a big issue (Brennan, 1997). Obljpthe greater the difference in
size between organisations the greater the prageiesione of the parties to engage
in opportunistic behaviour. This type of behaviosimacks of the traditional
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adversarial approach to doing business in B2B nmarka one sense, a lack of
opportunistic behaviour is to be welcomed sincentourages the development of
long-term partnerships. However, where one orgéoisavields monopolistic power

over the marketplace there is a greater tendencgrigaging in actions that may be
harmful to the long-term development of mutuallynéfcial relationships. For

example, in terms of relationships between a bgsisehool and its corporate clients,
the issue of power balance may manifest itselfhim simple fact that the business
school is the sole or major provider of particulaining programmes in the local

region. Thus, the relationship may be forged outeafessity rather than design.

Evolution over time

The time dimension of relationships also raisesi@lyer of practical issues. On the
one hand, Turnbukt al (1996) point out that organisations obviouslyché focus
on the short-term management of relationships the.operational). Failure to do so
will undoubtedly impact on short-term commerciatfpemance. On the other hand,
however, there is possibly a more pressing neetbtsider the long-term (i.e. the
strategic) development of the entire portfolio efationships (Blois, 1996a; Turnbull
et al, 1996; Ford, 1997). In this respect, decisioné méed to be taken concerning
the nature, number, strategic ‘fit' and commereiability of all relationships and to
determine the best approach to each relationshipeiportfolio (Brodieet al, 1997).
This underlines the complexity of relationship &gy with its dual focus on the
management of individual relationships and therretated portfolio (Turnbulkt al,
1996). Not surprisingly, such a focus on the sgiatenanagement of the range of
relationships has given rise to the concept refationship portfolio analysis
(McDonald, 2000) as managers face the task of ngetth maintain a balanced

approach to the portfolio of relationships (Wilkimsand Young, 1994).

However, although, at first sight, the notion ofasing the relationship portfolio
would appear to make good sense from both a rdteoma strategic perspective, it
unfortunately raises problems of how exactly to sue@ the performance of each
relationship. One approach might be to look atti@ighip strength According to

Donaldson and O’'Toole (2000) relationship theotiesd to focus on economic or

behavioural explanations: the economic perspedbiemg concerned with agency
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theory and transaction cost economigs®. price, power, risk avoidance and
opportunism)and the behavioural perspective being concerneld kigtory, social
structure and interdependendee. trust, commitment, co-operation, mutuality,
equity). They label the former approach tkententperspective and the latter the
social processperspective. Given this, Donaldson and O’'Toole arthat the two

perspectives could be combined to provide a useéasure of relationship strength:-

“By combining belief and actions components of datrenship, a construct labelled
‘relationship strength’ is developed to discrimiadietween relationships on the basis of the
variable set that dominates the content-procesh®txchange.(Donaldson and O'Toole,
2000: 493)

The paper culminates in Donaldson and O'Toole psoppa simple matrix to assist

managers in the task of relationship analysis:-

“The relationship matrix provides managers withaolt for analysing relationship strategy,
not dissimilar to the Boston Box matrix. Each redaship type may require a different

management approach(Donaldson and O'Toole, 2000: 501)

Whilst this matrix undoubtedly represents an irgéng and welcome development, it
arguably suffers from many of the problems attedoluto the Boston Matrix. In short,
it suffers from a lack of precision in terms of filng the exact position of a
relationship in any of the quadrants because tble ¢d interpreting the parameters
will inevitably call upon the manager to exerciseuam subjective judgement.

Evaluating the performance of relationships is tinagght with problems:-

“Performance evaluation in a relationship is alselative rather than absolute. It depends on
the expectations and comparisons available to thiogelved and these are provided by

history and the environment(Wilkinson and Young, 1994 cited in Ford, 1997) 95

Equally, not all relationships are necessarily leglih the same direction or start at
the same time - so again, there is possibly no Wwagt of managing relationships
(Wilkinson and Young, 1994). This raises obviousaarns for an organisation such

as a business school that invariably finds itsétfivan inherently large and piecemeal
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portfolio of corporate clients, each of differingnportance to its long-term
commercial success. In other words, which relahgssare strategically important
for the business school? Which relationships needaging to get the best from
them? How best to manage these special relaticships issues such as these - and
many more besides - that will provide the basisti@r research that will follow in
Documents 3, 4 and 5.

Another criticism is the fact that relationship Bsé&s (as part of portfolio
management) may or may not happen for two reasfinss, managers may be
reluctant to categorise relationship types andprsgcportfolio management involves
choice (Turnbullet al, 1996). Although both of these fears may be lgrgeational
they nevertheless represent genuine human wealsnessthe basic interpersonal
level. Equally, these shortcomings may more nonymadanifest themselves in two
common self-delusions: first, the belief that atieinship is actually closer than it is
in reality and, second, that relationship managensesimply being nice (Turnbudt
al., 1996: 53).

Adaptations

There are frequent references in IMP literaturéhtoneed for organisations to adapt
the way in which they respond to customers in tieegss of building and maintaining
a relationship. Adaptation is generally consideaatecessary management tool given
the dynamic nature of both the macro and micrortassi environments (Brennan and
Turnbull, 1999; Brennan and Turnbull, 2002). Inshadaptation can be defined as:-

“...the degree to which the firm should adapt itsnstard methods of doing business
for any individual customer.{Brennan and Turnbull, 1999: 13)

Adaptation could occur, for example, in a numbekey areas within the business.
From the first stage of IMP research, HakannsoBZ)9uggested that adaptation can
be found in areas such as product specificationdymt design, manufacturing
processes, planning, delivery procedures, stockigpland administrative procedures
and financial procedures. On this point, howevers ipossible to criticise the early

IMP research as being too focussed on manufactuindgstry. Certainly, the
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framework of adaptation categories proposed by Hiakan (1982) may be somewhat
restrictive because it fails to take account ofdexcsuch as service design and service
delivery (Brennan and Turnbull, 1999). In other dgmrthe framework fails to take
account adequately of the growth in importanceéhefdervice sector over the past two

decades.

Further support for the notion of adaptation isvided by the fact that each dyadic
relationship is embedded in a wider organisatioedlvork. At the very least, this will
have a strategic impact on organisations in thees#imt they will need to review each
customer’s specific needs and interests, assesgsissuch as their managerial
orientation towards partnerships and whether thigntation has been realised
throughout the company. Equally, it is important rewiew how this fits with
organisational requirements (Brennan and Turnd999). The issue of exactly how
far an organisation will need to adapt its appraach given relationship will provide
ample opportunity for research in Documents 3, d @ras the focus of investigation
turns specifically to UK business schools and timeamagement of corporate client
relationships. Equally, it will be relevant to irstiggate the degree to which corporate
clients themselves feel that their relationshiphvatbusiness school might have been
adapted to suit their particular needs and how nfiucher the relationship is capable

of being adapted in the future.

Inter-organisational person contact

For effective analysis of inter-organisational tielaships, it is necessary to identify
their precise nature. On the one hand, if we aractept that marketing is social

process (Webster, 1992; Gronroos, 1994b) then we hbso to accept that it is not
organisations themselves that have relationshigieerahe people in them i.e. the
employees. Blois (1997) is typical of academics whpport this notion by suggesting
that trust - as a fundamental building block oftieinships - is a construct important
to individuals and operates on an interpersonatlle€onsequently, if trust does
develop between individuals then, ultimately, threspective organisations may well
enjoy the benefits of satisfying and long-lastirmgnenercial exchange. However, the
onus for developing the relationship and the refeship outcomes derive primarily

from the individuals themselves. Equally, for redaships to beactive transactions
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and/or the exchange of information need to takeepldn this respect, the social

aspects (e.qg. trust, commitment and reciprocitg)cansidered important:-

“The relational exchange partners must both (al§ something for each other. If not, the

relationship will sooner or later terminate(Gronhauget al, 1999: 177)

On the other hand, there is an argument to sudbastit is the organisations that
provide the context and the opportunity within whec mutual understanding can be
reached between people. In this sense, the redaijprrould be said to exist only by
virtue of the effort that individual employees ewgein the pursuit of their work-
related tasks (Gronhawg al, 1999).

However, neither of these positions is necessanilfually exclusive because they
both rely on the existence of certain links bmndsbetween the organisations and
people involved. These links can be referred teitger structural or social bonds. A
comprehensive discussion of the nature of both $arah be found in Permt al
(2002). In fact, definitions of these two typesboind are not difficult to find in B2B
literature, but the following is considered an esaity concise working definition of

structural bonds

“...structural bonds are forged when two organizai@dapt to each other in some economic

or technical way such as product or process adjestsi..”(Rao and Perry, 2002: 600)

Rao and Perry (2002) go on to suggest that thesettaee broad categories of
structural bond: adaptations of product and/or @sses, financial exchanges and
information exchanges. In other words, these ageséiny factors that contribute to the
basic infrastructure that underpins the more peidsand social side of the
relationship. However, it is also worth considerihgt these structural bonds may not
necessarily represent a management panacea bduathsparties may have vastly
differing ideas about what they want from the lielaghip (Blois, 1998). Equally, in
the longer-term, a structural bond may well sergetie an organisation into a
relationship that becomes stale and counter-progucEqually, a structural bond
such as investment in information technology matyalty only serve to weaken the

social bonds that participants enjoy (Pegtyal, 2002). In this respect, Gronhaag
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al. (1999) may be quite right in their observatioattstructural binds are possibly a

two-edged sword.

In contrast, howevesgocial bondsould be defined as:-

“...investments of time and energy that produce p@sinterpersonal relationships between
the partners, although these can range from formajanizational contacts through to

informal, personal ones.{Rao and Perry, 2002: 600)

Rao and Perry (2002) identify three types of sobiahd: trust, commitment and
interdependence, each of which will be discussedhare detail. However, before
doing so, it is also worth pointing out that Raal &erry provide an excellent review
of papers in which social bonds are either mentdsreefly or discussed more fully.

In a sense, social bonds are important becauseatieegbout achieving a comfortable
match between both parties’ expectations at a patdevel. The better the personal
fit’, the stronger the social bonds become (Cah®98). Equally, the greater the
customer’s satisfaction from each transaction autgothe greater the potential for
strong social bonds to emerge (Turnketllal, 1996). However, the importance of
social bonds arguably varies depending on theasideculture of the organisation. For
example, in smaller organisations, norms/procedilraisgovern relational exchanges
may be implicitly understood because employees hayeater propensity to become
involved in the day to day running of the busin@Ssonhauget al, 1999). In larger,
more impersonal companies, on the other hand, theses/procedures may need to
be overtly stated in the form of codes of condifcive accept that organisations and
people are “embedded in a cultural context” then dharacteristics of the particular
cultural context “may significantly influence thepectations and behaviour of actors”
(Gronhauget al, 1999: 179).

The nature of inter-organisational person contaciveniently brings the discussion
round to a consideration of the role and usefulrisKey Account Management
(KAM) in the broader context of managing relatioipshbetween an organisation such

as a business school and its corporate clients.eMery it should be borne in mind
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that the purpose of this discussion is purely tentdy the existence of a body of
literature relating to KAM. A specific in-depth amdtical review of the concept will
follow in Document 5, where both its practical abitity and future relevance will be
evaluated in a UK higher education context. In sHawever, there is some evidence
in recent RM literature to suggest a need for iaseel awareness and understanding
of KAM and its practical application within the Ul€orporate education sector

(Murray and Underhill, 2002). More specificallygthgo on to suggest that:-

“KAM is clearly under-researched and key accouritractiveness’ analysis under-used by

companies."(Murray and Underhill, 2002: 6)

Key Account Management (KAM)

The concept of KAM has partly emerged as a reduhefact that most organisations
inevitably finish up with a large portfolio of caymte customers, not all of whom are
necessarily vital to the long-term survival of tbejanisation. Consequently, what
needs to be determined is arguably who the mosbiitapt customers are in the
longer-term - in other words, theey accountsA simple way of looking at key

accounts is perhaps to say that they are:-

“...customers in a business-to-business market ifieditby selling companies as of strategic
importance” (McDonald, 2000: 18)

However, this instantly raises the problem of definwhat is meant by the notion of
‘strategic importance’, because this can obvioumsban different things to different
organisations. For example, from the perspectivead/K business school, one
organisation might measure ‘strategic importanoeterms of impact on profitability,

whilst another might consider it to revolve arowadporate reputation and credibility

in the local region.

Elsewhere, in the literature, there is evidenceuggest that the emergence of KAM
may also be due in large part to issues such aketmamaturity - where organisations
are understandably feeling the need to fight hatal&eep their good customers - and

increased customer sophistication and power - lierotvords, circumstances under
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which customers may increasingly decide to ‘votéhwtheir feet’ and take their
business elsewhere if they perceive themselve® tm [a strong bargaining position
with suppliers. However, one should also not owklohe fact that the roots and
cultural heritage of KAM lie very much in the momaditional area of selling and
sales management (McDonald, 2002) where organisatitave become used to
selling to, and servicing, large customer accodatsmany years. However, it is
appropriate to point out that the traditional engieof sales managers has been
predominantly on short-term outcomes - in otherdsprsales volume and margin
increases from major customers who are likely spoad to price discounts and other
short-term incentives. Now, whether those peom&dd with servicing key accounts
in organisations such as UK business schools #gtdallook beyond the short-term
is a fascinating issue, details of which will be@atearer during the course of future

research.

In theory, the focus on an organisation’s key aot®unot surprisingly leads to the
need for constructing some kind of framework orcess within which these key
accounts can be managed, hence the emergence aotivept of Key Account

Management (KAM), which can be defined as:-

“...the process of allocating and organising res@agdo achieve optimal business with a
balanced portfolio of identified accounts whose ibess contributes or could contribute
significantly or critically to the achievement obrporate objectives, present or future.”
(Burnett, 1982 cited in McDonald, 2000: 19)

However, as has been previously mentioned, theematt creating a balanced
portfolio may be harder to achieve in reality ooa@mt of management unwillingness
or inability to exercise choice in relationship teas. Equally, organisations may not
have the systems in place to identify which custsnt@ do business with (McDonald,
2002). Organisations may also tend to overestinthee degree of closeness
experienced in a relationship. McDonald (2002) waai the inherent danger in
seeing sophistication and closeness in relatiosshfpthe only formula capable of
guaranteeing KAM success. Successful exponentsAd iKhay well resort to a host

of other measures by which to deliver good KAM picc Indeed, as Blois (1997)

suggests, relationship quality - although it sholbdd pointed out that he offers no
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specific explanation of what this term means - figero determined by the way in

which matters outside of any contractual obligatoa dealt with.

At this point, it is worth considering the contrilmn of the key account manager to
the process of ensuring relationship quality. Itairguably this individual who is
responsible for the ultimate success of the reiahgp between an organisation and its
major customers. Blois (1997) offers some insight the qualities and characteristics
that make a good relationship manager, not leasthidh is reckoned to be a degree
of entrepreneurial flair. In other words, the raship manager is a proactive
individual constantly attempting to deal with theeoational challenges of maintaining
relationships in a creative and dynamic way. Howedespite what, on the face of it,
appears to constitute a commonsense way of appngadhe management of
commercial relationships, Blois (1997) warns adaioser-reliance on any one

individual:-

“...unless steps are taken to create and constaeilyforce a strong culture appropriate for
managing relationships then those relationshipg thaexist will be in danger of becoming
fief’ like” (Blois, 1997: 380/1)

By the same token, there is increasing supporenRM literature for the view that
the danger of relationships built on strong perbooatacts is that they can eventually
‘fade’ away (Gronhauet al, 1999; Haskell and Pole, 2002).

However, it is not the scope of this particularieew to explore the qualities of an
ideal key account manager in detail. A broaderupictof these characteristics will
emerge during the course of Document 5. Equallyis ianticipated that further
research will provide both timely and commercialiyevant insights into the precise
nature of the social bonds that are inherent iati@iships between key account
managers and their clients. Indeed, it is to thbjest of the outline conceptual
framework that underpins this further research ttégntion now turns in order to

conclude this critical literature review.
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Outline conceptual framework

One thing that emerges strongly from a review ef B2B and IMP literature is the
way in which researchers have attempted - and,ethdare still attempting - to
identify the key variables in relationship devel@rhand management such as trust,
opportunism, co-operation and conflict (Brennan,97)9 Arguably, it is the
complexity of the interplay between the many stitadt determinants of relationships
that continues to fascinate and beguile researchersexample, as early as 1982, at
the conclusion of the initial stages of IMP resbatdakansson proposed the classic
IMP ‘interaction’ model that was mentioned earlierthis review. Underpinning this
model was a clear attempt to describe how the waremvironmental, organisational

and inter-personal factors combine to determiratimgiship outcome.

By way of comparison, typical of more recent attésnfo identify the relational
dimensions underpinning business networks is méwork proposed by Holmlund
and Tornroos (1997):-

e Structural

- Links

- Ties

- Connections

- Institutional bonds
e Economic

- Investments

- Economic bonds
e Social

- Commitment

- Trust

- Atmosphere

- Attraction

- Social bonds

(Holmlund and Tornroos, 1997: 307)

Whilst most of the above dimensions have alrea@ylexplored in some detail in this
critical review, it is appropriate to acknowleddtt the notion oatmospheréias not

so far been addressed specifically. It is argued #imosphere is a fundamental
building block of successful relationships: for exade, Zineldin (1998) proposes that

‘quality of atmosphere’ is one of five dimensiorfsrelationship quality in business
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markets - the other dimensions being quality ofeobjprocess, infrastructure and
interaction, which coincide broadly with theructural and economicdimensions

given above in the Holmlund and Tornroos framework.

However, before presenting the conceptual framevarkhis study, it is necessary to
clarify what is meant by the notion atmosphereThe traditional IMP approach has
been to define it in terms of the perceptions altoaitstate of the relationship held by

both parties:-

“...the detailed interaction process is subject te flerceptions of both parties of the overall
state of relations between them - power-dependandeconflict-cooperation.'(Hakansson,

1982: 16)

However, this definition probably reflects Hakanssoview of the economic origins
of the construct, with its focus on the economid @ontrol dimensions of power-
dependence and conflict-cooperation. In summariiegkey aspects of relationship
atmosphere, however, McDonald (2000) goes beyasddhus on the economic and
control dimensions alone to incorporate the additicelements of trust/opportunism
and social distance. In other words, atmospherargsiably also concerned with
matters of a more personal and subjective nattileaat from the perspective of the
participants in the exchange process. Howeveth®purposes of this study, it is felt
that a more comprehensive and more appropriateitlefi is that provided by Roper
et al (2002: 9):-

“Atmosphere concerns the feelings that one party toavards the other. It evolves from an
accumulation of every interaction or communicattbat party has with, or receives about,
the other. It defines the tone in which transacti@re conducted. It reflects the view one
party holds of another, thus conditioning the wageoparty enters into subsequent

transactions.”

Underpinning this definition is the notion that asphere is perhaps more concerned
with the intangible or ‘softer’ aspects of the relationship - in otheords, the
perceptions, thoughts, attitudes, opinions and mm®tof the participants themselves

- rather than the more tangible or ‘harder’ aspestish as financial investment,
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organisational infrastructure and the formal rutEmventions and etiquette that may
govern the physical process of interaction. In thispect, we are dealing with issues

that are largely personal and subjective and, thargler to access and interpret:-

“...what has been written on the subject of Atmosphierlargely descriptive, lacking in
clarity and contains a focus on the objective atped a business-to-business relationship
(reflecting the economic origins of the constructther than on the more emotional

dimensions that the term implie{Roperet al, 2002: 7)

It is arguably the intangible nature of relatiopshatmosphere that has posed
difficulties for researchers in terms of conceptiay the interrelationship between
the key emotional constructs and the measurementheif relative importance

(Sutton-Brady, 2001 cited in Ropet al, 2002). In turn, this may have prevented
researchers from going beyond the provision of lEingt more than the most basic of

taxonomies.

Another possible difficulty associated with theaingibility of relationships is that a

degree of relationship instability might arise klgg as a consequence of the
uncertainty generated by the unpredictable nat@renah inter-personal exchange
(Blois, 1997). It is, thus, increasingly importantidentify those aspects within the
interaction process that might contribute to tleistionship instability. Consequently,
this study represents a welcome opportunity to titalle a more in-depth analysis of
the emotional or ‘softer’ side of B2B relationshiggguably, this is inevitable if the

element of personal interaction is considered fomef#tal to the whole process of

relationship development:-

“A relationship must ultimately depend on the iaietion of the individuals who participate.”

(Campbell, 1996: 54)

Further support for such an approach can easilyfdoed. For example, it is
considered difficult to judge the quality of a taaship without knowing more
background information about specific factors sashparticipant explanations. In
other words, it is difficult to prejudge the liketgsponse in any interaction because

both parties havexpectation®f the criteria that would determine what consgituan
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appropriate or suitable exchange. In this respissies such as trust and ‘goal

interdependence’ become crucial (Blois. 1997; 1998)

Furthermore, if we are to accept that organisatamesbecoming increasingly serious
about RM, then it would suggest that they shoulédpeally keen to evaluate carefully
all investments made into relationship developm#Vtilst it is acknowledged that

the financial costs that are incurred when buildimgl maintaining relationships can
be more easily identified and evaluated, it shautlbe forgotten that there are many
‘social’ costs that also need to be consideredednd these ‘social’ costs may well
outweigh the financial ones (Blois, 1998). For therposes of this study, it is

speculated that the intangible aspects of a relstiip may, on balance, be more
important in terms of contributing to the succekdvelopment of relationships than

the tangible aspects. As Cann (1998: 394) suggests

“When selling a tangible product in the businesshitsiness arena, the vendor often finds
that the services provide in conjunction with threduct are considered more important by

the customer than the product itself.”

In talking about the services provided around #egible product, it is difficult to

ignore the thought that she is perhaps referringyjto the intangible aspects of the
relationship as much as anything else. By the staoken, relationship atmosphere
may also play a key role in the process of addadgesfor the customer (Cann, 1998).
However, there is ample warning in the RM literatthrat, in order to get closer to the
customer and nurture genuine co-operative relatipss relationship managers may

expect to have to work hard at keeping the custdrappy:-

“Cooperative customers require a lot of attentidiey need reassurance that their decision
to concentrate their purchases and put their faithone or two suppliers is correct.”
(Campbell, 1996: 57)

Now, important though the intangible aspects ofitess relationships are, it should
be noted that the tangible aspects will not berngdan this study. Rather the research
will attempt to explore the nature of the role geyby all of the dimensions listed by

Holmlund and Tornroos (1997). It is also entireysgible that other dimensions may
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emerge during the research process. The initiatemmal framework provided below

encapsulates succinctly the main focal areas tordéuresearch in this study. In short,

the main thrust of the investigation - at leastha initial stages - will be targeted at

the lower part of the framework, in other words seeial dimensions of commitment.

trust, attraction, social bonds and atmosphere.

Figure 3: Initial conceptual framework

mro—oz>»-]

mro—oz»-=z—|

Structural dimensions

Ties

Links

Connections

Economic dimensions

Investments

Institutional
bonds

Economic
bonds

Supplier Client

Commitment ~ Atmosphere

Social
dimensions

Social

Trust Attraction bonds

Adapted from Holmlund and Tornroos (1997: 307)

An overview of precisely what each stage of theeaesh is expected to achieve is

given below.

Document 3

The adoption of an interpretive approach in theahstages of the research will allow
the surfacing of issues likely to be pertinent tthbthe design of the subsequent

stages of the research and to the developmentioh@ and more detailed picture of
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the way in which B2B relationships in the UK postdmate sector are currently
managed and how they might be further developedstAted in Document 1, the

research questions are as follows:-

* What are the qualities and characteristics thataraak effective B2B relationship
in the UK higher education postgraduate sector?

* In what ways are these qualities/characteristigslai or different for all parties
concerned?

* How can relationships be improved to the mutuastadtion of all parties?

The intangible issues listed in the above concéfftamework will obviously provide

the initial framework for an interview agenda.

Document 4

The positivistic nature of this stage of the studl} allow the researcher to take the
themes identified in Document 3 and to test themxto which the views, opinions
and feelings expressed are shared by respondemsé&rlarge sample of corporate
clients who currently enjoy a relationship with & Business school. This will enable
the researcher to identify any trends emergindnénway in which B2B relationships
within the UK higher education postgraduate seet@ currently managed and to
identify any significant correlation between pautar variables. As outlined in

Document 1, the specific research questions waluide the following:-

» How far does the relationship meet/exceed the dapens of all parties
concerned?

* Which particular aspects of the relationship do tbspective parties consider
more important?

* Which particular aspects of the relationship akelli to lead to the long-term

success of a B2B relationship in the UK higher etioo postgraduate sector?
Document 5

This Document will allow the researcher to expl@med reappraise the strategic

relevance to UK business schools of the conceliegfAccount Management (KAM)
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based largely on the issues and themes that wi#t kanerged both from the research
conducted in the preceding Documents and the lirotrarview of KAM literature
provided earlier in this critical literature revievis outlined in Document 1, the

research questions are likely to be as follows:-

 How appropriate is the concept of Key Account Maragnt (KAM) to the
organisation and management of business schoob@igclient relationships in
the UK higher education postgraduate sector?

* What are the characteristics of successful KAM inithe sector?

* How is the concept of KAM likely to develop intoetfiuture within the sector?

Whilst the concept of KAM has received obvious r@iten in relation to the areas of
sales management and supply chain managementishetd a need to understand
more about its potential applicability in other imess contexts. Indeed, broad support

for such a notion is proffered by McDonald (2000) B viewing KAM as a:-

“... still nascent domain will develop even soundaneeptual underpinning.”

Conclusion

As was identified in the introduction, the overanghaim of this critical literature
review was to examine the nature and role of bgsite-business (B2B) relationships
and the relevance of B2B marketing theory and gotscan the context of the UK

higher education postgraduate sector.

Although the review has covered much ground andd¢@mssequently, had to exercise
a degree of selectivity about the concepts andesssliscussed, some tentative
conclusions can nevertheless be drawn. First,stheeiis nowhetheran organisation
has a relationship rather whigipe of relationship is appropriate (Ford, 1997; Blois,
1998). Second, if we accept that business reldtipashave the potential to be multi-
faceted and complex (Holmlund and Tornroos, 19818 interplay between the many
factors that determine the precise nature of angredationship provide a significant
challenge for the researcher. Third, this challesgaade all the more demanding by

virtue of the fact that business relationshipsiaeitably the by-product of a unique
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set of contextual dynamics and, as such, consttwt&erse range from those where
customers are not conscious that a relationshigtet those where a relationship is

recognised by both buyer and seller (Blois, 1998).

Where does this leave organisations such as UKnéssi schools and their
relationships with corporate clients? In shortthié long-term future of RM is to be
secured, the challenge for organisations such abusfhess schools may well be to
become convinced of the commercial wisdom and eaxles of a detailed

understanding of the nature of business relatigusshilowever, in order to do this, it
is necessary to gauge the perceptions, attitugsioas and feelings of those parties

directly involved in the exchange:-

“The appropriateness of relationship marketing camy be discussed by understanding the

customer’s viewpoint.(Blois, 1996a: 162)

The following Documents will pick up this challenged take the debate forward.
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client relationships

Appendix 1: Mapping the complexity of business sclud-corporate
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Appendix 2: Resource-oriented marketing perspective
a relationship marketing approach
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Appendix 3: The servuction service model

The Servuction System

Source: Langeard and Eiglier (cited in Batesontafiman, 1999)
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Appendix 4: The KMV model of Relationship Marketing
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Document 3: An interpretative report of a piece otcase-based
research

‘Key account managers
under the microscope: the
business school perspective’

An exploratory study of the dynamics of client mg@@ent in the UK
higher education postgraduate sector

Introduction: revisiting the initial conceptual fra mework

As identified in the review of business-to-busin€gB2B) and Industrial Marketing
and Purchasing group (IMP) literature in Documemte®earchers are still attempting
to understand the key variables (or structuralrd@teants) that impact on relationship
development and management such as trust, oppsmuymio-operation and conflict
(Brennan, 1997). It is the complexity of the inlagpbetween the many structural
determinants of relationships that continues tcifege and beguile researchers. This
complexity is illustrated in the initial conceptdehmework that was presented at the

end of Document 2 (see Figure 1 overleaf).

The fundamental assumption underpinning the coome¢gtamework is the notion
that business relationships are as much to do tivéintangible social dimensions or
‘softer’ aspects of the relationship - in other d&r the perceptions, thoughts,
attitudes, opinions and emotions of the participahemselves - as with thangible
or ‘harder’ aspects such as financial investmergawoisational infrastructure and the
formal rules, conventions and etiquette that govleenphysical process of interaction.
Consequently, we are dealing with issues that mf@yhpersonal and subjective and,

thus, harder to access and interpret. It is arguiel intangible nature of relationships



that poses the greatest difficulties for reseascherterms of conceptualising the

interrelationship between the key emotional comssr@nd the measurement of their

relative importance (Sutton-Brady, 2001 cited irpBiet al, 2002). In turn, this may

have prevented researchers from going beyond theéision of anything more than

the most basic of taxonomies.

Figure 1: Initial conceptual framework
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Another problem associated with relationship inthitity is the potential instability

caused by the unpredictable nature of inter-petserehange (Blois, 1997). It is,

thus, important to identify those aspects withie thteraction process that contribute

to this instability. Consequently, this study reymets a welcome opportunity to

undertake a more in-depth analysis of the subjectiv ‘softer’ side of B2B

relationships. This is considered inevitable if #lement of personal interaction is

viewed as fundamental to the whole process oficglahip development:-



“A relationship must ultimately depend on the imatetion of the individuals who participate.”
(Campbell, 1996: 54)

Furthermore, if we accept that organisations amoimng increasingly serious about
RM, then it would suggest that they should be dguliken to evaluate all

investments made into relationship developments&hevestments include the many
‘social’ costs incurred in building and maintainingmmercial relationships. Indeed,

these ‘social’ costs may well outweigh the finahoiaes (Blois, 1998).

This Document calls for the researcher to adoptird@rpretative methodological
approach. As the first of the major research-b&ecuments, it allows the surfacing
of issues likely to be pertinent to both the desifthe subsequent stages of the DBA
research and to the development of a richer anc rdetailed picture of the way in
which B2B relationships in the UK postgraduate seere currently managed and

how they might be further developed.

Revisiting the research guestions for Document 3

The research questions originally envisaged for ubment 3, at the outset of the
DBA, have subsequently undergone a slight revisidms is partly a reflection of the
evolutionary nature of the research process itetf the growing confidence of the
researcher in the overall direction of his DBA w@sh. It is also partly in order to
establish a clearer distinction between the aimDotuments 3 and 4. Whereas
Document 3 was originally intended as an opporyutot compare and contrast the
views of people on both sides of the relationstepMeen a business school and its
corporate clients, it will now focus solely on teeperiences and opinions of business
school ‘key account managers’. The issues and thehad are surfaced in this study
will, thus, provide the framework to be rolled auter Documents 4 and 5 that, in
turn, will enable a systematic and comprehensivaluadtion of the process of
relationship management from the perspective ofh bbtsiness school client
managers and their corporate client contacts. Gitren change of emphasis in

Document 3, the specific research questions areasfwllows:-



* What are the qualities and characteristics thatareak effective B2B relationship
in the UK higher education postgraduate sector?

* What are the barriers likely to hinder the sucadsévelopment and management
of B2B relationships in the UK higher educationtgoaduate sector?

 How can the process of developing and managing B2&ionships in the UK

higher education postgraduate sector be improved?
The following section comprises a detailed explmmatand justification of the

methodological approach thought most likely to gatee the best insights into the

issues raised by the above questions.

Methodological choice and its implications

Methodological choice is likely to have a signifitampact on the way the researcher
approaches a project. Easterby-Snethal (1997: 21) give three reasons why an

understanding of research methodological issuesdful:-

» Choice of research philosophy will help clarify ttesearch design or provide the
overall configuration of the research - in otherd®) it will assist in determining
what kind of evidence is gathered from where ana has interpreted

* Knowledge of philosophy can also help the researttheecognise which research
design(s) will work and which will not

* The researcher can also identify research deslgatsmay be outside of his/her
experience. These can then be adapted to the amnstof the particular issue

being investigated.

According to Goulding (1999), choosing a methodglag a time-consuming,
personal and reflective process, requiring an eteln of one’s self in terms of
convictions, beliefs and interests. It also requia@ honesty about those beliefs and
about what we know, what we think can be known ho@ we know. In short, the
key methodological issues are about wteslity is and how weknow reality. To
couch this in philosophical terms, there are funeiat@l ontological and

epistemological matters to be resolved.



According to Bryman (2001: 16), ontology is comwst with the question of
“...whether social entities can and should be cormrgdebjective entities that have a
reality external to social actors, or whether thegn and should be considered social

constructions built up from the perceptions andaxt of social actors.”

This gives rise to two broad ontological positionbjectivismand constructionism
(Bryman, 2001). Put simplygbjectivismis an ontological position that implies that
social phenomena are external facts beyond outhraad influence. For example,
although the notion of corporate culture could égarded as being determined by a
set of shared values and customs that are soaigherated by managers and
employees, the entity nevertheless may still appeardividuals as a tangible ‘thing’
and having a life of its owrConstructionismhowever, is an ontological position that
asserts that social phenomena and their meaninge @bout as a result of the
interaction and intervention of the social actdremselves. The implication here is
that social phenomena and the categories that @e&spploy to help them understand
the natural and social world are not only the potsliwof social interaction but that
they are in a constant state of flux and revisiryhan, 2001). Indeed, the nature of
reality is further complicated by the fact thatiinduals may experience multiple
realities and multiple selves (Goulding, 1999; dait,T2003), and these multiple
‘representations’ of reality will undoubtedly imgaon the way in which people
interact and construct the world around them. Furttore, language adds to this
complexity, because there is no one word or stingords that is likely to be able to
capture and portray reality in a unique and satisfy way. What we have to accept

is that there are many interpretations as to wbastitutes reality (du Toit, 2003).

Bryman (2001: 11) suggests that epistemology coiscdre question df...what is
(or should be) regarded as acceptable knowledge idiscipline. A particularly
central issue... is the question of whether the $oald can and should be studied

according to the same principles, procedures aho®ts the natural sciences.”

This gives rise to two broad positiormositivismandinterpretivism(Bryman, 2001)
Put simply,positivismis an epistemological position that calls for tplication of
the methods of the natural sciences to the studgooial reality. According to
Milliken (2001), historically, there has been greatphasis placed on quantification



in the sciences such as mathematics, physics aewhistny - in other words, the
‘hard’ sciences. In these physical sciences, therestrictly formalised procedures for
establishing and testing hypotheses. The sciemitfaur of such an approach tends to
be judged by the degree of replication and gersadaility of the findings (Goulding,
1999). A more in-depth treatment of this positiafl ne provided in Document 4.

Interpretivism on the other hand, stems from the view that thddrand ‘reality’ are
not objective and exterior rather they are sociatipstructed and given meaning by
people (Husserl cited in Easterby-Sméhal, 1997: 24; Goulding, 1999; Milliken,
2001). The social scientist is concerned with aptemg to understand the
constructions and meanings people put on theirreeqpees. However, an unfortunate
ramification of this is that the social science® aften regarded - somewhat
pejoratively - as ‘soft’, as a means of indicatitigeir imprecision and lack of
dependability (Milliken, 2001). Nevertheless, imeativism appeals to those who feel
that the ‘social’ context of business researclwisdomplex to lend itself to theorising
in the same way as the physical sciences. Indeest business contexts are not just
complex they are unique, because the subjects unsestigation are essentially
situation- or company-specific. They are the fumctiof a particular set of
circumstances and individuals. Rich insights irtese situations may be lost if the
research is reduced entirely to a series of ‘|l&#*lgeneralisations (Saundess al,
2000: 86). It could be argued that the interpre¢atesearcher is more interested in
discovering the details of a situation in order tilmderstand the reality or perhaps a
reality working behind them” (Remengt al, 1998: 35). As such, Goulding (1999)
suggests that perhaps the first requirement ofabogtience is fidelity to the
phenomena under study rather than to any set dfadetogical principles, regardless

of how strongly supported by philosophical argument

Applying an interpretivist epistemology to the wbrbf business, there is much
evidence to suggest that qualitative research tqaba are becoming increasingly
useful, particularly in marketing. According to Bgret al, (2000), qualitative
methods provide marketing researchers with insigtet phenomena at a depth that
cannot be achieved with quantitative data. Theth&rsuggest that such methods are

also indispensable whenever a marketing reseamchestigates an unknown domain



or one that has received relatively little attentiblackley (1998: 126) is typical of
those extolling the many virtues of an interpre®tpproach:-

“The value of this approach for qualitative markegiresearchers lies in the emphasis it
places on the developing interpretative skills aedsitivity of the researcher, the
preservation of the integrity of what is meant g tesearch subject, and the richness of

interpretation it can bring to the research tasknwdiking sense of qualitative social data.”

By way of example, Gilmore and Carson (1996) suggest such techniques are
ideally suited to the services sector, given theaglyic nature of the service delivery

and that services are delivered mostly through huimtraction.

However, the choice of a constructionist ontolobicand an interpretivist
epistemological position is not without its probkenThis is largely due to the fact
that there are different ‘schools’ of thought thedn be identified under the
‘constructionist’ banner such agmbolic interactionisnwith its focus on the ways in
which people develop their concept of self throtigh processes of communication.
Symbols such as words, gestures and dress alloplepéw interpret and understand
the expectations of others) amditical realism (with its focus on attempting to
identify the underlying social mechanisms or stnoes that govern and influence the

way in which people interrelate and make senshaif social milieu).

Whilst there may indeed be a number of recognisgelpretative approaches, each
with its own philosophical assumptions and reseatcategies, a degree of overlap
nevertheless exists. This overlap is provided leywiry material generated during the
process of communication itself - i.e. the wordstloé informants gathered in the
course of interviews or observation (Goulding, 1999 is not the specific task of this
Document to provide an in-depth critique of eachstnuctionist variant. However, it
is nevertheless important to identify the particuépistemological position that
resonates most closely with the intended naturthisfstudy. In short, this study is
influenced substantially by the epistemologicaluangnts advanced by researchers
and academics writing under the banner of ‘socialstructionism’, which will be

discussed in more detail in the next section.



Characteristics of social constructionism

As was discovered in Document 2, when criticallyieaing marketing literature, the
business of defining RM is fraught with problemargely because academics have
chosen to interpret the concept in different waiysnany respects, the same is true of
social constructionismvhere no single ‘catch-all’ definition is readifljscernable in
the literature. Despite the one label that appesrsthe literature, social
constructionism is not ‘one thing’ (Hosking and Ba2001). Hackley (1998) suggests
that it constitutes a broad church in social redeandeed, the term embraces many
different philosophical traditions and is constgndvolving (Hosking and Bass,
2001). However, as with RM, it is nonetheless gaestio identify a number of broad
assumptions about social constructionism that plea useful way forward in terms
of determining the appropriateness of the conceptitie researcher. According to
Burr (1995), there are four key assumptions thateap to underpin the approach
adopted by those academics and researchers whbectosely grouped under the

‘social constructionist’ banner:-

1. A critical stance towards taken-for-granted knovledge

Burr (1995) suggests that researchers should hicatriof the idea that our
observations of the world around us are able tceakvts nature to us in an
unproblematic or ‘scientific’ way. Aealist perspective represents a striving for unity
and solidarity, where what is known derives frompenmenting with external
phenomena (du Toit, 2003). $ocial constructioniston the other hand, would deny
that our knowledge is a direct perception of rgalih other words, the notion of
‘truth’ is rendered problematic because there @andsuch thing as an objective fact.
The social constructionist, thus, could be saidhtive on a state of ambiguity and
creativity (du Toit, 2003). In addition to beiranti-realist a social constructionist
stance isnti-essentialisto the extent that, if it is accepted that theiaowgorld is the
product of social processes, it follows that theamnot be any given, determined

nature to the world or people:-

“There are no ‘essences’ inside things or peoplat tmake them what they are(Burr,
1995: 5)

1C



In brief, then, the researcher should challengevié® that conventional knowledge

is based upon objective, unbiased observationeoibrid:-

“...social constructionism cautions us to be evepgtisus of our assumptions about how the

world appears to be.(Burr, 1995: 3)

2. Historical and cultural specificity

The very ways in which we interpret and make sewfsthe world around us are
historically and culturally relative. In a sensieey are not only specific to particular
cultures and periods of history, but are produdtthat culture and history, and are
dependent on the particular social and economiangegments prevailing in that

culture at that time:-

“...we should not assume that our ways of understandre necessarily any better... than
other ways.”(Burr, 1995: 4)

The way in which we attempt to understand the waddnes not from objective
reality but from other people, both past and prededeed, we are born into a world
where the conceptual frameworks and categories ailseddy exist (Burr, 1995), and
it is language above all else that helps to frammerespective cultures. Arguably, a
person comes to know him or herself through thguage of their culture (du Toit,
2003). Language is both the cornerstone of thealisation process and the very
medium through which people attempt to make sehsieeoworld around them. This
process of sense-making and, indeed, knowledgdianeia transmitted through the
use and application of language (du Toit, 2003)e@ithis, it could be argued that
language is therefore a necessary pre-conditiothfmrght as we know it - and, thus,

takes a diametrically opposed view to Piaget (g, B995).

3. Knowledge is sustained by social processes

A social constructionist stance accepts that oawkedge of the world around us is

shaped by our daily interactions with others:-
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“...our current accepted ways of understanding theldvas a product not of objective
observation of the world but of the social procesaad interactions in which people are

constantly engaged with each othefBurr, 1995: 4)

Whilst, traditionally, psychology and sociology leaput forward explanations of
social phenomena in terms of static entities sushparsonality traits, economic
structures, models of memory and so on, the exptanaoffered by social
constructionists is more often in terms of the dyitanature of the process of social
interaction. In other words, the emphasis is marg@mcesseshan structures (Burr,
1995). Devins and Gold (2002) suggest that theasaaieraction - or relationship -
between people is the vehicle through which vat@se alive. Indeed, in the normal
day-to-day relational process, meaning becomes edaok in ongoing ways of
talking, which in turn may become accepted versmin®ality in a particular context.
In the business world, for example, this could retethe development of a set of
shared corporate values and, even, a corporateidgeg(or ‘corporate speak’). In
effect, this becomes the lingua franca that bihdscompany employees together both
socially and formally. The important point herehat, without the existence of two or
more people who are mutually aware and have a rhetamon interest, social
constructionism can have no meaning. What we wdnddleft with would be a
situation that is constructed in a purely privabgmtive way (Hackley, 1998) and,

thus, not accord with a social constructionist tgpislogical position.

4. Knowledge and social action go together

If it is accepted that the knowledge we have of wmrld around us is ‘socially
constructed’ then we have to accept, in turn, thistence of an infinite number of
possible ‘social constructions’ of the world ance thealisation that people will

respond very differently to different situationdao the actions of others:-

“...each different construction also brings with dt; invites, a different kind of action from
human beings... descriptions or constructions ofwbdd... sustain some patterns of social

action and exclude others(Burr, 1995: 5)
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Each time people interact in this way, they cordthetween themselves a view of
the world that results in a unique response ooactAnd, as our perspectives of the
world around us change, so do our correspondirigrectdu Toit, 2003). As Hackley
(1998: 125) observes:-

“The social constructionist approach takes subjeetireports of events, emotions and

cognitions to be multifaceted constructions whiah be interpreted on many levels.”

It is the challenge of making sense of this dynamiand unpredictability that
characterises the social constructionist stanceveder, whilst the entire process of
social interaction and social change is no doubgm#at interest to some social
constructionist researchers, there is an overwmgjrténdency to focus on language.
The ‘performative’ role of language is of partiaulaterest because of the power that
it has to influence how we perceive the world amaviwe attempt to behave and
influence those around us. In this respect, languamuld be regarded as a form of
social action. In other words, when people talk gach other, the world is
‘constructed’ (Burr, 1995). In a business contdrt, example, Devins and Gold
(2002) recognise the importance of talk, dialogné mterpersonal communication in
the development of tacit knowledge in managersthat engagement in the process
of personal and professional development. Thugicagalconstructionist perspective
would imply that people like management consultastieuld review their use of
language and revise their role to become a ‘helpeco-producer rather than adopt

the traditional role of ‘expert’ (Devins and GoRk{02).

One final consequence of adopting an interpretieépistemology is that the
researcher will generally approach the analysis amtdrpretation of material
generated by the chosen research method(s) indiyctivn other words, favouring
theory building over theory testing (Saunderset al, 2000: 87/88). The key

characteristics of adopting amductiveapproach can best be summarised as follows:-

» The purpose of the research is to gain an undelisignof the nature of a
particular problem by exploring the richness of ¢jualitative data gathered
* The researcher is particularly concerned with tbatext in which the events

being researched are taking place
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* The researcher attempts to make sense of therdatder to formulate theory

* A small sample is felt appropriate since conclusigenerated are deemed to be
situation-specific. The researcher is less concewith the need to generalise

* Induction allows greater flexibility in terms ofsitchoice of research methods.
This, in turn, may enable a number of alternathweoties to be examined during

the course of a project.

These characteristics are entirely consistent wiéhresearch focus of Document 3,
where the intention is purely #xploreand gain detter understandingf the nature
and qualities of effective B2B relationships in K higher education postgraduate
sector and the barriers that potentially hinder theecessful development and
management of such relationships. Far from theestirtg, the intention is to help
build a better theoretical and conceptualderstandingof the way in which B2B

relationships operate.

Having spent some time addressing the aims ancttblge (i.e. théwhat’) of this

study, attention must now turn to aspects of retestrategy (i.e. thtow’).

Research strategy

Research strategy involves thinking not just altbet most suitable method(s) for
answering the given research questions but alsompportunity to consider the
source(s) most likely to produce the best dataffiect, choice of research strategy is
concerned more with the effectiveness rather thanefficiency of individual data
collection methods (Saundeet al, 2000) and is influenced significantly by the
overarching methodological approach. However, whilsis acknowledged that
research methods are not necessarily mutually sixeluto either methodological
stance, experiment and survey are generally redaede tools of the positivist
researcher, the emphasis being on hypothesis dettimugh the collection and
analysis of quantitative data. On the other harmaksecstudy, grounded theory,
ethnography and action research are generally dedaas the preserve of the
interpretative researcher, where the aim is toagatata in a more direct and personal

manner in a bid to generate theory inductively fritve data.
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Robson (1993: 5) defines case study as:-

“...a strategy for doing research which involves anpérical investigation of a particular

contemporary phenomenon within its real life cohtesing multiple sources of evidence.”

Although, as a research tool, case study is argushielevance to both positivist and
interpretative researchers, it is thought partidulappropriate for Document 3 given
its capacity to provide rich data about an indigiompany or event. Besides, Perry
(1998) offers strong support for the use of caselystin postgraduate research. It
should be stressed, however, that the use of dasly smight not appeal to some
researchers on account of its perceived lack eéndigic’ foundations. Nevertheless,
case study is more than a mere description of aéss context, it can also represent
a worthwhile way of exploring existing theory. Itk a well-constructed case study
can enable a researcher to challenge existingytleewt may even provide a source of
new hypotheses (Saundetsal, 2000).

Specifically with Robson’s definition of case studymind, the overriding aim of this
Document is to gather data (iempirical investigationabout the nature and current
state of B2B relationships (i.e particular contemporary phenomenowithin a
major UK business school (i.eeal life context through a systematic programme of
research that will involve depth interviews withykpersonnel from the business

school (i.emultiple sources of evidence

Another research strategy issue to consider is lvelnethe research is to be
exploratory, descriptive or explanatory. &rploratorystudy is useful for helping to
clarify or understand a research problem. Accordiog Robson (1993: 42),
exploratory studies are a valuable means of findinty‘'what is happening; to seek
new insights; to ask questions and to assess prar@in a new light.” Adescriptive
study aims to portray an accurate profile of pessavents or situations (Robson,
1993) and can either be seen as a natural exterdioor even precursor to,
exploratory research (Saundetsal, 2000). Anexplanatorystudy, on the other hand,
attempts to establish and explain causal links betwvariables (Saundeet al,
2000).

15



Document 3 is essentially agxploratory study, because the aim is to begin the
process of understanding better the nature andacteaistics of B2B relationships

within a UK higher education postgraduate context.

Research methods

The task of choosing appropriate data collectiothods represents thactical level

of the research planning process (Sauna#ral, 2000). Choice of appropriate
methods depends largely on the methodological stand research strategy adopted
from the outset. Whilst acknowledging that datdemtion methods do not necessarily
fit conveniently into neatly labelled boxes, thespiwist researcher would normally
favour the use of eithestructuredquestionnaires astructuredinterviews because of
their capacity to generate large amounts of quativé data in a relatively
standardised format within a relatively short spadetime. This facilitates both
statistical interpretation and replication of tlesearch by others at a later date. On the
other hand, the interpretivist researcher tend$atmur the use of tools such as
participant observationsemi-structuredinterviews and unstructured interviews
because of their flexibility and capacity to generaich data that enhances
understanding of a particular event or situations 8uch, the interview fits
comfortably within a social constructionist epistdogy. By way of example,
Holstein and Gubrium (1995) see the basic procdsiterviewing as one of
prospecting for information. It is essentially aegufor the ‘true’ facts and feelings

lying within - in other words, a kind of search aidcovery mission:-

“...all interviews are interactional events. Their matives... are constructed in situ, a

product of the talk between interview participahtd-olstein and Gubrium, 1995: 2)

The appropriateness of interviews as a reliable effettive data collection method
has received much coverage in the social scieressarch methodology literature.
Indeed, it is suggested that interviewing is verycin the universal mode of
systematic enquiry. In short, we live in the ‘intew society’ (Silverman, 1993).
According to Briggs (cited in Holstein and Gubriur895) some 90% of all social

science investigations exploit interview data.
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Research method chosen for Document 3

In Document 3, the chosen method of data colledsotihe semi-structured face-to-
face interview. In practical terms, the researctigtecomprises four depth interviews
each lasting up to 45 minutes with a business datioployee recognised as having
some kind of key account management responsibéitthough any of the business
school key account managers potentially had theppity to take part in this stage
of the research, it was felt - at least initiallthat, given the slightly sensitive nature
of the issues under investigation, some colleaguight not necessarily be willing to
take part. Equally, the process of accessing willimdividuals and setting up the
actual interviews, even within one’s own organisatiis often a very frustrating and
time-consuming process. As a result, approache® weade initially through a
‘friendly’ intermediary, who then used his/her indhce to secure the appropriate

interviews. Consequently, this helped to speecdigdart of the research process.

On account of the interpretative nature of Docum&nand the fact that this is an
exploratory study only, it was not thought necegdar secure a large sample of
respondents. Rather, the main concern of this study to begin the process of
surfacing themes and issues that can be followeahdpbuilt on in later stages of the
DBA. With this kind of research, what matters m@r¢he richness and sufficiency of
the material generated by respondents. Given llowever, and in view of the small
number of people taking part in this stage of tkeearch, each interview was
recorded (with the consent of the respondent) ideorto allow for subsequent

transcription. An example of the transcripts cariduand in Appendix 3.

However, in reaching this choice of data collectioaethod two key assumptions have
been made. First, both parties in the interviewcpss are necessarily and
unavoidably active For example, each is actively involved in the gass of
‘meaning-making’. Here, it is understood that megnis not merely elicited by
asking the right questions nor necessarily explitithe replies of the respondent,
rather both parties are actively engaged in thegs® of interpreting and assigning

meaning during the course of the interview encauidelf:-
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“Respondents are not so much repositories of kndgde treasuries of information awaiting
excavation - as they are constructors of knowledgeollaboration with interviewers.”
(Holstein and Gubrium, 1995: 4)

Further support for the notion of the active inteww comes from Shotter (2001: 334).
He suggests that rather than seeking value-neutrafretical knowledge of the
structure of a shared situation (e.g. an intervias/a passive object of thought whose
meaning and practical implications we attempt ttenppret in a disengaged and
detached way, the very nature of the shared situdiis ‘being’) as an active object
of thought should enable us to “hear the voice” ‘@® the face” of social situations.
In other words, what is involved is arriving atraly shared meaning of a truly shared
situation or circumstance. As such, this represantsuch more responsive - or,
according to Shotter, relational - approach to itmerview situation that should

enable the researcher to see better the “connsttion

Second, much is made in the social sciences rds@aethodology literature of the
fact that the information held by the respondentiicontaminated’ and that the chief
responsibility of the researcher is to exercisee garthe type of questions asked in
order not to bias or contaminate the informatiordeled, the trick is supposedly to
formulate questions and provide an atmosphere @weluo open and undistorted
communication between the interviewer and the nedpnt. However, in choosing
the interview as a data collection method, theaammnstructionist viewpoint is that
contamination results as a necessary by-productthef interview setting, its

participants and their interaction:-

“Construed as active, the subject behind the respon not only holds facts and details of
experience, but in the very process of offeringnthg for response, constructively adds to,
takes away from and transforms the facts and detaiiterviews are conversations where
meanings are not only conveyed but cooperativelyt lup, received, interpreted, and

recorded by the interviewer(Holstein and Gubrium, 1995: 8-11)

The social constructionist revels in the diverstyd unpredictability of the active
interview. In a sense, the interview and its pgstiots are constantly developing, akin

to an interpersonal drama with a developing ploblgkein and Gubrium, 1995).
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However, whilst acknowledging this diversity andptedictability, Easterby-Smitat

al. (1997: 75) nevertheless warn against “the darmgeassuming that a ‘non-
directive’ interview, where the interviewee talksedly without interruption or
intervention, is the way to achieve a clear pictofé¢he interviewee’s perspective”.
All that is likely to happen is that the interviesveemains unclear about the issues
that the interviewer is interested in and the gpomding data will be difficult to
interpret. Thus, the interview needs some kind taficture in order to derive the

maximum benefit. Structure is provided by meanarointerview guide or agenda.

The interview guide typically comprises a list bétnes and questions to be covered
in the interviews and can easily be generated Appendix 1). For this study, the list
of themes is based partly on the research questimmselves and on some of the
themes that emerged from the literature review acuinent 2. However, despite the
pivotal role of the interview guide, it is neverlées acknowledged that the questions
and issues raised may still vary from interview itderview, depending on the
particular nature of the organisation being ingzded and the role/job title each
respondent holds. Certain questions may be omittesbme interviews and others

introduced, as necessary, in order to explore abgrelevant issues as they arise:-

“The use of the interview guide may vary from amerview to the next, becoming the crux of
the interview conversation on some occasions andally abandoned on others as the

respondent (with the interviewer) stakes out andeligs narrative territory.” (Holstein

and Gubrium, 1995: 77)

This is part and parcel of the evolutionary natafeesearch and, from a personal
perspective, such flexibility adds to the appeal aofopting the semi-structured

interview method in this Document.

An additional device used to enhance the struatfiréne interviews in this study is
the notion of the ‘critical incident’. Critical imdent technique (CIT) is an approach to
data collection that has received much interestesiits introduction in the 1950s.
According to Easterby-Smitht al, (1997), CIT is a method that is particularly wusef
for teasing out information that might not be exsed easily or readily by

respondents in the normal course of conversatidim. €&n be used as a form of

19



content analysis to classify critical incidents oarratives for the purpose of
uncovering emergent themes (Wong and Sohal, 2603)ever, CIT should not be

regarded as a rigid set of rules, rather a lineqoéstioning that aims to elicit
narratives from respondents about a particulavictiogether with details of critical

aspects such as motivations to action, specifivides and the outcomes (Stokes,
2000).

Although the method was introduced by Flanagarmén1950s, from an ‘objectivist’
standpoint, as a means of bridging the gap betweerobservation, recording and
interpreting of the reasons behind actions, thartiegie has subsequently been used
successfully by qualitative researchers, partidyler personal interviews, where the
intention has been to determine more clearly thsors behind significant actions or
events that have occurred in the workplace. Inc¢bigtext, CIT has the added benefit
of allowing the researcher the opportunity to asllofv-up and probing questions in
order to arrive at a better understanding of thentexand actions being investigated
(Wong and Sohal, 2003). The popularity of CIT hasgeély derived from its
flexibility, and the technique has been interpreitednany different ways over the
past fifty years. Indeed, Edvardsson and Roos (R@0Dn to offer a useful taxonomy
that incorporates the many variants of CIT disddenin recent research in the social
sciences. However, despite the number of varidhescommon denominator is that
they are all based on the respondent’s abilityetall and make judgements based on

remembered, perceived incidents (Edvardsson and,R661).

Not surprisingly, CIT is a method that is increatyn attractive to marketing
researchers (Burret al, 2000). For example, the technique has been ugedsively

in the fields of service quality and service mamaget, where critical incidents are
defined as those events or occurrences that taae ph the process of interaction
between service provider and customer that therlagmembers or perceives as
unusually positive or negative when asked abouintlifeockshin and McDougall,
1998; Edvardsson and Roos, 2001; Wong and Soh@s)20

In terms of this study, CIT is acknowledged as afuismeans of exploring the

reaction of individuals to issues that affect eittiee successful development of the
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relationship or its eventual termination (Edvardssand Roos, 2001). It is also
interesting to note that the technique appearsite bheen used very little in the study
of B2B relationships. This may well be because suelkets have traditionally been
characterised more by output concerns (eat was providedrather than process or
relational issues - in other wordsow it was providedLockshin and McDougall,
1998). As has been previously discussed, the reflseisr Document 3 focuses
predominantly on process or relational issues. Ttinesadoption of CIT appears to be
entirely appropriate. On a more practical levelvbeer, CIT was considered a useful
device for both capturing the initial interest béttarget respondents in the bid to seek
their agreement to be interviewed and also to pev¥hem with an overview of the
anticipated direction of the interview - at the wégast, a matter of common courtesy
(see Appendix 2). Furthermore, it was felt thastdevice would also encourage
respondents to express interesting events and me&di.e. ‘to tell a story’) in their

own words:-

“Introductions and requests to participate shoutdagegically convey the topic areas to be
explored and the positions from which the explomtimight embark. The researcher’s
objective is to provide initial contexts for howethespondent might possibly engage the

interviewer's enquiries."(Holstein and Gubrium, 1995: 76)

Despite the many positive aspects of CIT, therenakertheless pitfalls and problems

that the researcher needs to be aware of. Thekeomilbe considered.

Issues of validity and interpretation

The use of interviews is not straightforward. Alilgh interviewing is often claimed

to be the ‘best’ method of gathering informatiots, complexity can sometimes be
underestimated (Jones, 1985a; Easterby-Satitl, 1997). Whilst most researchers
recognise interviews as social interactions, th@as®ciences research methodology
literature appears to be more concerned with maxngithe flow of valid reliable

information, while minimising distortions of whahe respondent knows (Holstein
and Gubrium, 1995). In other words, researcherd tenbecome obsessed with the
need to avoid bias creeping into interviews. Thisturn, raises the issue of research

validity and reliability, something that is of parlar concern to the positivist
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researcher. The underlying view is that the inemér has merely to ask the questions
properly and the respondent will provide the reegiinformation (Holstein and
Gubrium, 1995).

However, if it is accepted that each interview isique - the product of an
unrepeatable social interaction - then the relewasfcthe notion of reliability can be
questioned. Interviews fundamentally shape the famd content of what is said
(Holstein and Gubrium, 1995). No matter how thotougnd professional, an
interviewer will bring preconceived ideas and fraveks to the discussion that, in

turn, could bias the outcome of the research. Aegd¢1985a: 47) comments:-

"...there is no such thing as presuppositionlessanese”

As far as the use of critical incident techniquéT(ds concerned, problems of bias
are difficult to avoid. This is largely because Gélies heavily on the memory of the
respondent. It is argued that the characterisficsitical incidents will influence how
they are stored in the respondent's memory and hbgy are remembered
(Edvardsson and Roos, 2001). Respondents may chmoseall situations in a highly
subjective and personal way. Equally, the memorgwants will be affected by the
passage of time, resulting in the story tellingngeembellished or certain details
being overlooked or selectively edited. Buetsal (2000) provide a useful summary
of the problems relating to this very process, Wwhibey termself-disclosure For
them, self-disclosure is governed by a number of dearacteristics relevant to the
respondentinformant factorge.g. gender differencesarget familiarity or similarity
(i.e. whether the respondent knows the interviepensonally and/or feels empathy
towards him) and thalisclosure topic(i.e. the sensitivity and the interest of the
respondent to the interview topic itself). These al factors that the responsible
interviewer cannot afford to overlook or take lightn effect, the emerging lesson is
that interviewers are deeply and unavoidably ingtéd in creating meanings that
ostensibly reside within respondents (Holstein @udrium, 1995).

In light of the above, one criticism of CIT is thitfails to capture the range and

frequency of ‘similar’ incidents. But, as McNeilé@Pedigo (2001: 46) observe:-
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“...such criticism betrays the bias towards quantitatresearch in business studies and fails
to appreciate the uniquely rich and complex infotimawhich CIT yields, the distinctly
individual tone which it captures, and the emotiozantent which it reveals as each

respondent tells that particular ‘story’ which logrfargest in his/her psyche.”

In defence of CIT - and qualitative research teghes generally - McNeil and Pedigo
(2001) claim that it is through the words of busimenanagers themselves that we are
able to develop a very real sense of what it ise@ manager operating in a dynamic
commercial environment, struggling with challengingy-to-day issues. Stokes
(2000) endorses this sentiment on the back of Wwis wse of CIT in researching the
marketing processes and techniques used by managenstrepreneurial small to
medium sized organisations. Equally, there is angpipport for claiming that the
richness and depth of the data - and the processiggons - uncovered by CIT more
than outweigh its weaknesses in terms of religbiind validity (Lockshin and
McDougall, 1998; Wong and Sohal, 2003; Mal&tlkal, 2003).

Another criticism is that the use of CIT alone islikely to provide a sufficiently
thorough description of the underlying cultural @sg that govern any given incident
or event (Mallaket al, 2003). However, in Document 3, it is readily acWwledged
that CIT is only one way in which recollections gmekceptions about events can be
gleaned. Once CIT has performed its useful ‘icetirga role at the start of each
interview, the discussion of relevant themes asdds will be developed by the use
of the kind of probing questions more typical ofrmal interview protocol. CIT is
also acknowledged as a foundation for subsequeanitgative research (Burret al,
2000). In this respect, some of the issues andekelmat emerge from the use of CIT
in Document 3 can be revisited in more detail amdye importantly, investigated

from a quantitative perspective in Document 4.

However, perhaps the strongest defence that thegpnettative researcher can mount to
accusations of a lack of scientific rigour is tooptlan honest and open approach to
the handling of both research methodological issaras the interpretation of data.
This is conveniently summed up by the need forrésearcher to embrace the notion
of reflexivity. As Hackley (1998: 129) observes:-
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“The researcher’s task therefore is not to aspwean idea of quasi scientific objectivity, but
to attain an order of researcher reflexivity. Refl@ty is a necessary feature of qualitative
research... The social constructionist researchemcaiustify airbrushing him or herself out
of the picture but neither can they discard as reduheir own influence on the interview.
Nevertheless, this reflexivity consists more in aknowledgement of the researcher's

presence in the research process than in recurdi@gjarations of prejudice.”

Such honesty and openness about the limitatiortsotif the chosen data collection
method and the potential impact of the interviewareach respondent discussion
inevitably needs to be carried through to the retage of the research process: the

analysis of the material generated.

Approach to data analysis

Qualitative material is acknowledged as providingch and full understanding of a
particular context or situation (Saundetsal, 2000). This results in a “thick” or
“thorough” description of the situation (Dey, 19%8pbson, 1993). However, the use
of qualitative data has implications for both itlection and analysis (Saunderst
al., 2000). Whilst analysis of quantitative researelm generally be carried out in a
standardised way, the same is not necessarilyofrgealitative material. Qualitative
data analysis is a more personal activity (Jon885h) requiring the researcher to

exercise a degree of judgement over how to extn@cbest from the data:-

“The analysis of qualitative data is a process adking sense, of finding and making a
structure in the data and giving this meaning aighiicance for ourselves, and for any

relevant audience.{Jones, 1985b: 56)

A logical and systematic approach needs to be adofit criticism of excessive
subjectivity and methodological weakness is to\mded. Failure to manage the data
efficiently means *“failure to analyse the data efifely” (Dey, 1993: 57). In
guantitative research, much importance is attacbemplication. In other words, if
other researchers were to adopt the same methddsskrthe same questions, similar
results can be obtained. However, in qualitativseagch, there is no such certainty.

Whilst replication is not considered such an imaottissue, given the volume and
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complexity of the data and the fact that a highrde@f subjective judgement needs
to be exercised, the researcher nevertheles$iasilto show that the data analysis has

been subjected to an appropriate level of rigour:-

“The results of most qualitative analysis mostlwéao be taken on trust... In place of
‘external’ replication by other research, then, thaalitative analyst must perforce rely on

‘internal’ replication of his or her own research(Dey, 1993: 221)

In broad terms, there are two ways of approachiveganalysis of qualitative data.
Quantifying methodattempt to turn the qualitative data into numdritata through
the use of tools such as content analysis or repegrid techniqueNon-quantifying
methods such as cognitive mapping and grounded theoffer a number of
essentially non-numerical ways of interpreting ttada (Hussey and Hussey, 1997).
These approaches are not mutually exclusive, boeéids to be acknowledged that
each is attempting to do something different with tata generated. This Document
adopts anon-quantifyingapproach, because it is the issues that are raisddthe
underlying perceptions of the respondents thatcaresidered more important and
insightful than the frequency with which issues egeeor the degree of commonality

between respondents. Support for this approactiésed by Miles and Huberman:-

“We argue that although words may be more unwidlign numbers, they render more
meaning than numbers alone... Converting words inimbers and then tossing away the

words gets a researcher into all kinds of mischi¢Miles and Huberman, 1994 56)

However, the selection of a non-quantifying apploateans that the researcher will
be called upon to impose some kind of systematiclagical framework to managing
and making sense of the material generated. Fdelypasuitable approaches or
frameworks are available in the social sciencesaieh methodology literature, as

will be discussed in the next section.

Categorising the data

The way in which the data are initially sorted ategorised provides a conceptual

framework through which the action or events canemelered intelligible:-
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“Without classifying the data, we have no way obwimg what it is we are analysing. Nor

can we make meaningful comparisons between diffbitnof data.”(Dey, 1993: 40)

However, categories need not be chosen before naf/sis begins. It is equally
possible for this to occur as the process of amaiyself is unfolding. But, it does
raise the issue of how much the researcher shoakk €0 impose his/her

preconceived ideas and categories on the datasasialy

“...though some categories may be established inrathahese may still need confirmation
in the data, while other categories or subcategorimay be derived from distinctions
suggested in the data... Categories should not besetp on the data arbitrarily; the
categories adopted should reflect the datdDey, 1993: 97/98)

Easterby-Smittet al (1997) offer a ‘broad brush’ 7-stage approacthtanalysis of
qualitative data, which - although relying signéidly on the researcher’s intuition -
nevertheless goes some way to deflecting poteatiitism of a lack of analytical
rigour. Equally, the approach they offer is entirelonsistent with the notion of
researchereflexivity discussed earlier in this study and which was feltbe an
important tool in the interpretative researchermaury. The starting point in the
process is theamiliarisation stage. Here, the researcher reads and re-reads the
transcripts in order to allow some first thoughtstbe issues to emerge. The second
stage is one offeflection This involves an initial assessment of how usdfiel data
appear to be and how far they match original exgisgts. Indeed, it may emerge that
some issues assume a greater importance, wheleas obay be played down by
respondents. Equally, completely new issues canrgamthat the researcher may
never have considered and, as such, might be woftliyrther investigation. Once
this period of reflection has been completed, #searcher can then move onto the
stage ofconceptualisationHere, an initial list of themes or categoriessprd in the

transcripts can be drafted.

As far as this particular study is concerned, ttheption of this approach led to a list
of some 70 themes or categories being identifigdily (see Appendix 4)However,
it is worth reflecting that a humber of the categemnwere actually suggested by the

literature review in Document 2. These themes waken forward to Document 3
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and provided the basic building blocks of the iviEw guide discussed earlier.
However, the list of themes generated by the liteeareview was never considered
exhaustive. It was always the intention that theeaecher would be open and

sensitive to any additional themes that might emelgying the interviews.

Assigning the data to categories

Having decided on a suitable approach to categmisahe next stage in the process
is that of sifting through the data in order taalt relevant ‘bits’ or ‘units’ of data to
the appropriate categories. A ‘unit’ of data carebg number of words: a sentence, a
string of sentences, a complete paragraph or stinee ohunk of textual data that fits
a category (Saundeeg al, 2000). Easterby-Smitat al (1997) refer to this stage of
the analytical process aataloguing conceptdere, the researcher attempts to assign
units of data to a particular category in whataisthmount to a process of labelling.
However, it needs to be stressed that a downsidbi®fabelling process is that, in

assigning units to categories, the full richnessashe data may be lost:-

“Whenever we divide data into bits, meaning is lostause the data is abstracted from its
context.” (Dey, 1993: 117)

Traditionally, some researchers have opted to ¢pergard indexing system in order
to facilitate cross-referencing of themes. The entrrfashion, however, is for some
researchers to harness the power of computer degtadaftware packages such as
NUD*IST in order to make the task of processingtb&ime of qualitative data more
manageable. As far as Document 3 is concernedstdecided to complete this stage
of the process on computer, but using the stanbiedosoft Word word-processing
package (see Appendix 3 for an example of an atettaanscript). This was done
essentially in order to retain a degree of ‘closshdo the data that was not felt
possible with other methods of qualitative datalysis. Equally, it seemed a suitable
method given the exploratory nature of the resesr@ocument 3. Nevertheless, it is
felt that a software package such as NUD*IST cadthe into its own in Document

5, where the volume of qualitative data is expettelde that much greater.
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The fifth stage in the process outlined by East&hyth et al (1997) is that of
recoding Here, the researcher may feel that either tooymeodes have been
produced, in the first instance, and that therena$ really sufficient difference
between some of them to warrant being treated atgqror else the initial codes are
too restrictive and do not allow sufficient insighihto major themes. This process of
refinement is also referred to daddering with codes being either enlarged or
collapsed into more general ones. In this study, ewample, the initial code of
‘customer-centric’ was enlarged by the additionlistening’ as it became apparent
that, although there were a number of ways in whkigph account managers could get
closer to the customer, being customer-centric laggely underpinned by the act of

actually listening to what the customer is saying.

Stage six is one dinking, where the researcher attempts to identify posdibks
between codes in order to make sense of the dattatart to tease out a ‘story’. In
this study, once the initial categories had beemtified, there was an attempt to
group categories under significant sub-headingsh sa& ‘problems with running

programmes’ and ‘social aspects’ (see Appendix 5).

Stage seven involves the researcher in the pramfess-evaluation Here, progress
made to date with the data analysis can be comp&yeéxample, with the original
research questions and with what the researcheadirknows about the issues under
investigation. At this point, a degree of judgemamnariably needs to be exercised
over which elements of the data are to be takemat into the writing up or ‘telling
of the story’. This is partly due to the amount ddta generated, but also partly
because the researcher may find certain issuemadtigely more interesting and
relevant than others. For this particular studywis felt helpful at this stage to
transfer specific units of data to separate Micfo8dord documents in order to
provide, in effect, a set of working notes to faate the process of writing up (see
Appendix 6). An explanation of the choice of isstleat will form the backbone of

the writing up will be left to the next section.

The approach discussed above is very similar togdmeeral analytical procedure
outlined by Miles and Huberman (1994). In this madare, again, a structured and

sequential approach is taken to data collection emding. Through a process of
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coding and re-coding, initial themes are identifiemtouped according to their
relationship and then reduced. In so doing, sigaift themes are allowed to emerge.
However, despite the degree of structure outlinetth@ general analytical procedure

it is worth noting that Miles and Huberman (1994. s8ill see a role for a more
intuitive approach to data analysis and “assumetkintaugh continued readings of the
source material and through vigilance over onegspppositions, one can capture the
essence of an account”. In combining the two appres the researcher retains the
ability to modify or add categories, as and wheoessary, depending on the themes
that emerge from the data. The option of being ablesupplement theeneral
analytical procedurewith an intuitive element (Miles and Huberman, 4p& felt to

be beneficial to the outcomes of this particulacoent.

Having explored aspects of the researcher’s apprta¢he problems of qualitative
data analysis, the remainder of this paper will rmvgiven over to considering the

main themes that emerge from the four depth intersi

Analysis of the material

The flexible nature of the semi-structured intemgeconducted in this study resulted
in some seventy themes emerging from the initialysis of the discussions with
respondents. However, the sheer wealth of matgegakrated is in many respects
something of a two-edged sword in the sense thehinethemes, whilst being
intrinsically interesting, are nevertheless noedily relevant to the specific research
questions guiding Document 3. Thus, a degree dadcteity has been adopted in
determining which themes to focus on. Equally, tiadure of qualitative material
poses problems for the researcher in terms of vendth present the raw data first,
followed by analysis and discussion - as is nornakpected in a ‘scientific’ or
positivist treatment - or whether to offer a congalrpresentation and analysis of data.
A strong argument in favour of the combined apphnoas that it avoids the
unnecessary duplication of material. It also emalilee researcher to develop the

discussion around each theme at the specific pluattit emerges in the writing up.

For the sake of clarity and structure, the follogvinoroad headings will be used to

discuss relevant themes:-
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« the importance of client management

* problems with running programmes

* business relationship characteristics

» techniques for building effective business relagiups

¢ the importance of the inter-personal aspects ahless relationships

The following analysis and discussion of themed algo benefit from the structure
offered by the initial conceptual framework statdthe outset of this Document.
Broadly speaking, the discussion will move fromoaus on some of the structural
and economic dimensions, as laid out in the ind@iceptual framework, through to
an exploration of the inter-personal, social dimems. However, it should be noted
that it is often difficult to divorce consideratioof some of the structural and
economic dimensions from the inter-personal oraodihis is largely because the
inter-personal or social aspects would appeardg ah important part in the effective
operation of most relationships, at least as fathasrespondents taking part in this

study are concerned.

The discussion will conclude with an evaluationtioé extent to which the original
research questions have been answered, followsdryg tentative initial conclusions
being drawn and useful pointers given for the diogc of further research in

forthcoming DBA Documents.

Client management

Client management is very much regarded as an appty to build bridges with

corporate clients. Whilst factors such as price plade are no doubt important to the
decision by corporate clients as to which trainprgvider to adopt, the manner in
which the relationship is managed is potentially teciding factor (Respondent A).
On the face of it, there is evidence to supporicthéen that client management is seen
as fundamental to the way in which relationshipsveen a business school and its

corporate clients are conducted:-

“I think it's a good use of time because that’s witee Corporate Business Unit is all about.”
(Respondent A)
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Respondent D talks of a flashpoint that rearetiesd with one particular in-company
programme where the client had become dissatisfifu the amount of time it was

taking for the Business School to return markedesti assignments. The company’s
experience on another programme was markedly diffewhich tended to accentuate
the feeling of dissatisfaction. However, once thevgance had been aired, the matter

was resolved speedily to the satisfaction of attips:-

“...but, if we didn’t have that relationship... andwe didn’t have that client management...

it probably could have been a different scenariRespondent D)

The amount of time and effort invested by key actouanagers is justified largely
on the basis of the potential future business tteat be generated from strong
relationships with the right corporate client. Fexample, Nottingham Business
School is aware of the strategic importance of mgvinto the less well-developed
parts of the burgeoning European Union that is etgueto come as a result of its
new-found relationship with a major Danish custorfi®espondent B). This customer
enjoys a rapidly developing international preseted could see the Business School
ultimately entering lucrative Eastern European Asthn markets on the back of the
strength of this relationship. Equally, closer twrte, the consolidation of the current
in-company management degree programme, that lesroening for a number of
years now, will also enable the Business Scho@dk to develop the programme in
different sectors, thereby expanding the total neimif students taking the degree

(Respondent C). Client management, if practiseecéffely, is key to this expansion:-

“...getting interest in the programme... if you gettthp-front and do it in a way where they

understand exactly what they’re buying into, thet seill fall into place.” (Respondent C)
However, there is some concern about what conssitatfective client management.
Whereas some may consider it to be simply managmaeffective relationship with

an immediate contact in the client organisatiomaty have wider ramifications:-

“I think some [key account managers] are very... hayet a long and successful
relationship... and they do have a dialogue and tiadlyto the client etc. But, I'm not sure
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they're actually client managing, because clientnagement is all about getting to the top

people not just your training manageRespondent A)

The amount of time spent on client management samarkedly. For example, when
a programme is first validated, around 80% of thg &ccount manager’s time can be
spent on devising the programme and looking abgherational aspects (Respondent
B). Respondent A also claimed that some 30% oftinex was taken up specifically
by bridge building activities, over and above tlmemal client management tasks she
would normally be expected to perform. However, tivae devoted to client

management may decline as a programme develops:-

“I think, once the relationships are up and runnjndpat particular component [client

management] will take less time than at prese(fRespondent A)

It would also appear that the amount of time spentlient management differs from
organisation to organisation. Some clients demalod af time and attention whereas
others may make relatively few demands on the tlimanager. Respondent D
suggests that this may be due, in part, to thenisgtional culture of the respective
clients and the kind of person they employ. Shesgme to name a major financial
services provider as an example of the former aladge regional water company as

an example of the latter.

Given the large amount of time that normally appaarbe devoted to managing large
clients, each key account manager can realistically operate with a small number
of clients. For example, the two clients that Regfamt B handles are “not bog
standard programmes”. Thus, it would only be pdeditr Respondent B to consider
taking on the management of a small, undemandimgrb programme like the
Certificate in Management in addition to her cutrezsponsibilities. Respondent D
talks of being involved in programmes that accofant some 400-500 students in
total. This undoubtedly raises concerns over theklead of individual client
managers and their ability to cope with the inciregly demanding burden - and
resultant stress - placed on them by the Busines®db In addition to workload
issues, further stress is experienced by some &eguat managers (Respondents A

and C) by the volatility of certain client relatsiips: it seems that some relationships
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change on a regular basis and this forces key atecnanagers to have to establish
contacts with new people. Respondent C cites thgh hurnover of graduate

recruitment managers as a particular problem. la organisation there have been
five different graduate recruitment contacts in plast five years... nearly one a year.
The whole process of client management thus becomues more demanding than it

needs to be:-

“...you get a new contact and start all over again, Sat is very draining.”(Respondent
C)

However, relationship volatility is only one of amber of frustrations attached to the
job of client management, some wholly outside thetiol of the Business School and

others entirely avoidable, if effective client mgeanent techniques are exercised.

Problems with running programmes

External factors

The external problems that occur, over which theiBess School has little or no
control, are things such as economic factors. Tiublpms are exacerbated when
dealing with corporate clients because trainingdatsl are very much subject to cut
back in adverse trading conditions. Respondento€ ekample, talks of one major
corporate client, who had originally promised l@dsents for the in-company
management degree programme, withdrawing all stadsnthe last minute because
of poor company sales figures. Equally, Respondentites the case of a new
programme developed by the Business School whichk &ected to launch in
January 2004 but had to be postponed due to pombers. It is hoped that this
programme will go ahead in September, althoughetitan be no absolute guarantee

of this happening.

Received wisdom would suggest that an effectivati@miship with a major corporate
client has the potential to satisfy both partien.t®e one hand, it is expected to lead
to repeat business with that client - and the mhistpossibility of increased student
numbers - whilst, on the other hand, it offers toeporate client the opportunity to

enjoy a tailor-made in-company programme, subjéesiausly to sufficient numbers.
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However, whilst this would undoubtedly be the predd position from the Business
School’s perspective - providing clear lines of coomication and straightforward
organisational structure - the practical realti€duasiness sometimes mean that the
client manager is left with the unenviable tasksbbpping around at the last minute
trying to persuade multiple clients to send smalimbers of students on what
effectively becomes an ‘open’ programme or findalgrnative work placements for
those students already recruited onto a programoeh @3s the in-company

management degree:-

“So, we could end up in order to satisfy the nemdlie number of placements for the number

of students that we have taken having to go baekmmre complex structure(Respondent
C)

Respondent B talks also of language and geogrdptiiffarences as other major
factors over which the Business School has litteno control. The increasing
internationalisation of corporate education medwas Business Schools must be seen
to be operating on the international stage in otdesoth promote and protect their
reputation. Dealing increasingly with internatiomairporate clients, thus, calls upon
client managers to develop a whole new skills et Jeast of which is understanding
the language and culture of the corporate cliemdsie country. This can obviously
add extra pressure to an otherwise demanding jolweier, it is interesting to see
how resourceful a Business School can be in addgessich a problem. Respondent
B talks of dealings with a major client in Denméikving been facilitated initially by
the welcome presence of a fluent Danish-speakingli#ioman (with local East
Midlands connections!) in the Danish target orgatis. However, this individual is
soon to join the Corporate Business Unit as a cowyysponsored Lecturer. This is
seen as a move that will further strengthen refatibetween the two organisations

and overcome any potential communications problems.

A further complication for key account managers kimg in an educational
environment is that they invariably have to contemidh multiple relationships.
Rather than dealing with a simple dyadic buyereseielationship, as discussed in
Document 2, the key account manager often facesmplex and perplexing network

of relationships. Indeed, this complexity was poesly highlighted in the Appendix
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to Document 1. Respondent B, for example, talksn&f programme, for which she is
responsible, where she is involved in discussiomd dealings not just with her
immediate contacts in the client organisation bithwumerous people internally in
the Business School (such as lecturers, subjeifieverand QA people) and also with
other parties such as BPP and external examindéus.complexity of dealing with

multiple relationships undoubtedly adds to the idifity of communicating and

effecting change and, surprisingly, may even leaa tertain unwillingness on the
part of the key account manager to innovate beybadninimum level necessary to

sustain the relationship:-

“...if you try to change something you've got a rangfepeople to try and buy into.”

(Respondent C)

Finally, there is also the relationship with theudsnt, which should not be
overlooked. Many client managers will come intcedircontact with the students that
corporate clients send on programmes both in anirastnative and mentoring
capacity. However, Respondent D talks of the pleadhat can be derived from
seeing students develop over a period of time amd this student contact can
actually counter-balance the time otherwise spenthe more boring administrative
aspects of managing the client relationship. geghaps worth reflecting that students
can have both a positive and negative short-tefecedn the relationship between a
Business School and a corporate client based jaayethe feedback given directly to
line managers. Equally, there is always the podsibihat, in the longer-term, a
student might look favourably on enlisting the $e#g of the Business School
irrespective of whether he or she is still withithaiginal employer or has moved on

to another organisation:-

“...but, also, making sure that the students havdr upositive experience that they want to

recommend it.(Respondent C)

Internal factors
In terms of those factors over which the Businesho8l has some control, the
potential damage inflicted by certain individuals @ relationship are talked about by

all respondents. Generally, such problems are dabgedifferences of opinion or
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personality clashes which inevitably result in gtient asking for somebody else to
take the programme over (Respondent A). Resporigléaltks of the evident dislike
of the Danish client for one particular member loé Business School delegation
present at early meetings. So, it became clear fiteenoutset that this individual
needed to be replaced as a matter of urgency.tGlislike of individuals would also
appear to extend to the lecturing team employed gmnogramme (Respondent D),

thus adding to the problems faced by the clientagan-

“...a problem from time to time is that certain deligrs are not acceptable on certain

programmes.”"(Respondent B)

Equally, there are times when it becomes clear énios managers within the
Corporate Business Unit that a particular individiss no longer managing a
relationship effectively or developing the businsssisfactorily. Thus, a change of
client manager is inevitable (Respondent A). A ¢gbiexample is the in-company
management degree, where a valued and respectedanefithe Corporate Business
School was brought in to transform the fortuneshef programme. She was able to
sell it into a major financial services providedagive the programme a much-needed
boost in fortunes. However, the task of steppirng i@any programme management
role at a late stage is not straightforward anlikedy to put the client manager in a

difficult position:-

“...the difficulty is, if you're stepping in at a dain point, you don’t know what's been said

beforehand."(Respondent C)

The problem of stepping in at a late stage is &urtexacerbated by the fact that
resourcing is generally an issue in the Busineso@c Complications such as the
long-term sickness of a Business Development Managece November 2003

(Respondent B) and maternity leave (Respondentet® wotable examples provided
by respondents. Such eventualities have to be edvby existing personnel who
appear to be already overstretched. An interessisige emerging on the back of this
is that it is felt that the Business School coutdndore to develop its client managers

so that they can manage business relationships efifaetively (Respondent B). Part
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of the problem may reside in the fact that thentlimanagers are academics and,

consequently, lacking in business acumen:-

“...the Corporate Business Unit has academics whoctiemt managers, who are excellent in
their areas of expertise but... really don’t have@eabout the commercial world... or even

don’t know what the margins on some of their cemre.” (Respondent A)

Respondent D broadly supports this point, but goeso suggest that the problem is
magnified by the fact that the university is tryitigoperate like a normal business,
yet is struggling to cope with the bureaucraticdinres and processes that typify an
academic institution:-

“We try to be a business, in a business world, Watre still conforming to public sector

academic structures which just don't fitfRespondent D)

For example, the standard academic calendar mémtsecturers tend not to be
around for much of the summer. Consequently, diemight not appreciate fully the

difficulties experienced by the key account manageyetting academic colleagues to
deliver programmes or mark student assignmentskiyui€he fact that clients often

lose sight of the fact that programmes need toespond with academic term times
can cause friction. However, the Corporate Busitfssrealises this and is operating
increasingly across the calendar year, so muclhaoctient managers are now hard

pressed to identify the precise dates of acadesmic time (Respondent D).

Respondent A goes on to suggest that there is taarieent management than simply
having good relations with your immediate contactthe client organisation. It is
important not just to make a good impression b&m &b deliver and to find out what’s
happening in the client’s business. Warwick andn@ieid are cited as examples of
Business Schools operating in such a holistic \Reubt was expressed as to whether
client managers in Nottingham Business School ceufdilate such an approach to
the job.

Another aspect of the client manager role in amegac environment is that it makes

multiple demands on people. Not only are they etqubto perform all of the duties of
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a client manager, but they are also expected fid futange of academic obligations.
In one sense, this can be viewed as a positivecagihehe job and can make for a

good deal of motivation:-

“...a very varied role, actually. It's a real crosgdion of things... a sort of anything.”
(Respondent A)

However, the sheer variety of tasks and roles ead [to frustration - and, even,
resentment - particularly if the same individuaslftaken advantage of on account of

their abilities and goodwill:-

“So, you end up in a situation where the same petpt are good at client relationships are

put on... every time.(Respondent B)

At certain times, too, the workload appears to lghlli administrative, whether this
involves the validation of programmes (RespondejttBe redesigning of course
content and course committee work (Respondent 5inkess development activities
(Respondent B), the training of new people intartbeurse leader role (Respondent
C), the business of mentoring students and co-atiig all of their activities
(Respondent C) or the development and co-ordinatfgrians for the launch of new
initiatives (Respondent A). Whilst it is acknowlediythat all this has to be done, it
nevertheless puts added pressure on the key acemmggers and may prevent them
from spending as much time as they would like agirtmain task: managing client
relationships. It is interesting to note that besm development issues emerged at
regular intervals in discussions. It would appéat &ll respondents are well aware of
the need continually to develop business with caigoclients. However, it may well
be that the drive for incremental business - arel éhhanced reputation that can
accrue from a healthy portfolio of products anemis - may well add extra pressure
to an otherwise stressful job. By way of examplespondent A talks of the imminent
launch of a major new initiative as “...quite a nemsquct for us, so waeedto make

it work” and “...we want to ferment and grow thisagbnship so that we get further
business from this client.” She gave the impresdivet she felt it increasingly
necessary to deliver results in terms of businesgldpment. Inevitably, however,

this raises the issue of incentives (ResponderdaadBC). Indeed, Respondent C was
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quite strong in her demand for some kind of rectigmifor the hard work that goes

on:-

“If you could argue that we should be involved mdresn it needs to be acknowledged that
that takes time and some time needs to be set asidef your annual hours to say that's
what we would be doing... There is nothing in my rd&/@ackage to incentivise me to... get

two or three cohorts of... student§Respondent C)

However, Respondent C finishes by observing, somaéwiyly, that anybody who is
good at selling programmes into businesses isiwes®arily going to come and work
for the levels of salary that are paid in academstitutions. This may well be a
hitherto little recognised barrier to the Busin8s$fiool establishing an effective client

management structure and is worthy of being folldwp in future Documents.

Business relationship characteristics

The key characteristics underpinning business ioglsthips have been researched
comprehensively by the IMP group. These charattesiswere summarised in
Document 2 apatterns of dependencgvolution over timeadaptationsand inter-
personal contacand will be referred to in more detail in the remder of this study,
albeit within the framework outlined at the begmpiof this analysis and discussion

section.

In terms of patterns of dependency, it would appeam the discussions with
respondents that the key to the successful deveopwf the relationship may lie
very much in the hands of the corporate clientottmer words, the power balance is

generally weighted in their favour:-

“...at the end of the day, the reality is they hake power. They've got the money.”
(Respondent C)

However, the situation isn’t just one of simple eomics, it is also about

personalities, especially when client managers bawvkeal with forceful and assertive

individuals in the different client organisatiortor example, some individuals will
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seek to exert power over the content and commuaitatvolved in a programme to
the extent of wanting to approve almost every sindétail before it goes ahead
(Respondent A). Respondent A goes on to use time ‘®ontrol freak’ to describe
such an individual. Others might seek to imposér tivél on the choice of deliverer
(Respondent D) or, even, Business School clientagamn using the threat of the

ultimate financial sanction as a weapon:-

“The upshot was, if you don’t get this person oetre pulling the business.(Respondent
C)

The behaviour of such individuals has neverthetedse accommodated not simply
because of their position in their respective oig@ions - very often these people
will be Directors or senior managers with majorluehce over HR policy - but

because they are the key decision maker in theepsoof deciding to use the Business

School:-

“...he is the major decision maker in terms of whethé programme goes ahead or not.”

(Respondent A)

Equally, key account managers would appear to acxegertain amount of power
play as part of the package, so to speak, in theesthat it is acknowledged that the
organisations they deal with are “like any businegsy’re not into charity”
(Respondent C). However, sometimes it is the prtspé the future benefits that
could accrue if the relationship goes well thatpketio soften the blow in the short-
term. In other words, this “dynamic aggression” ¢@nused to benefit the Business
School (Respondent C). For example, although thef chpresentative of the large
Danish organisation may have been demanding iedhly stages of the relationship,
he now appears to be convinced that the Businekeobés the right partner with

which to be doing business over the longer-ternsfiRadent B).

A sense of powerlessness in the relationship mayrag, for example, the Business
School has to go cap in hand to a corporate cireotder either to fill empty spaces
on programmes or to engineer work placements fodestts already enrolled on

programmes:-
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“...we need them to take our students. So, we halie t®en to be accommodating as much

as possible.”(Respondent C)

Once an organisation comes to the Business Schemsie in this way, it may result
in added pressure being put on course fees andsgpri@espondent C talks of a recent
situation where, although both parties felt theyl ludotained a mutually beneficial
outcome in terms of maintaining both the Businedso8I's in-company management
degree and the financial service provider's owndgede management recruitment
scheme, it hasn't prevented the client from takadyantage and demanding to

negotiate on price on the strength of the studentlrers being taken (Respondent C).

Respondent A echoes this concern by citing an elawipa major corporate client
that has recently come to Nottingham Business Sciiter a negative experience at
another educational establishment. Even so, it seidnat the corporate client still
feels it can dictate what happens in the NottinghBnsiness School programme
because of its previous experience. Such develofnoenld lead to a certain amount
of frustration and, even, hostility towards thesnli, especially if it is felt that all of
the concessions (@daptation$ are being made on the part of the Business School
Respondent A offers the example of a situation whemarticular corporate client
was traditionally in the habit of expecting the Biess School to arrange things like
hotel accommodation and transport for its delegattieer than going through its own

administrative channels:-

“We are giving more than we need to... | am aware, tiram my experience of being on the

other side as a purchaser, you don't get thesegthin(Respondent A)

In some respects, this frustration is exacerbatethb fact that some organisations
involved in complex multiple relationships seem riotshare the same sense of
importance or commitment towards certain aspectselaftionship maintenance as
other parties. The perception is that because thegmmisations regard themselves as

“the client” they can do almost what they like (Besdent B):-

“[Named organisation] don’t seem to have any resdec any of our systems or procedures

full-stop.” (Respondent B)
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Fortunately, despite the somewhat negative issae&sed above, the key account
managers interviewed feel that another factor trates most relationships with
corporate clients is essentially the belief that thlationship is mutually beneficial

and leads to a ‘win-win’ situation. As Respondentl#serves:-

“...you can't just keep taking even in a businesstrehship... it's going to be a two-way

thing.” (Respondent A)

By way of example, Respondents A and D talk abbatrtrelationship with their

clients and the “supportive behaviour” that theyenoth experienced:-

“...it worked because we were both in it to makeesss of it."(Respondent A)

Both respondents explain how the relationship hadetbped rapidly because the
parties involved seemed to ‘hit it off’ almost imdiately. Respondent C adds weight
to this by suggesting that the in-company degremmmme represented an ideal
solution for the financial services provider, besmit would help to support its own

graduate recruitment programme. Equally, from thsiBess School perspective, the
deal would secure additional student numbers olintdftempany degree together with
offering the possibility of work placements for ethstudents already on the
programme. Respondent B talks in a similar way albmur dealings with a major

public sector organisation, where both partiedliaacknowledge that they need each

other, despite the occasional strains in the wratiip.

A key indicator of the pivotal role of mutuality inusiness relationships in the UK
higher education postgraduate sector is providedhbylength of time over which
some relationships have existed. Respondent D,ekmmple, talks of how the
relationship with a major financial services prarichas lasted well over ten years.
During this time, the relationship has evolved imumnber of ways (i.eevolution over
time) as, on the one hand, the client has graduallyrbecinterested in different
programmes offered by the Business School andhemther hand, individuals have
come and gone, resulting in a degree of relatignsigheaval. However, without
some recognition on either side that it is in thierests of both parties to maintain and

develop the relationship, it would no doubt havelexhlong since. This example is
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not unique. All respondents offered further exarmmptd successful relationships
lasting in excess of two years. However, Respon@enffered one example where
the relationship with the client had only lasted fioe duration of one programme.
Although the main cause of termination was econathifftculties experienced by the

client, there had quite clearly not been enoughodppity to build the solid

foundations of a future relationship. RespondeshBws, on the other hand, how the
effort expended on building up initial contactsiwihe major Danish client now look

likely to pay handsome long-term dividends.

Given that the way in which a relationship evolmer time is partly due to the
variousadaptationsthat are made to it, it now makes sense to congid@more detail

some of the techniques that can be used to develatonships.

Techniques for building effective business relatsinps

Perhaps one of the most important ways of building relationship is by being
customer-centric or “client-centred” (Respondent H)is means not just recognising
the importance of the customer, but actually kngwsomething about the client’s

business (Respondent B) and listening to whatthas the client wants:-

“By listening to the client you can pick up on soah.” (Respondent C)

Respondent C goes on to suggest that a good redat “will be 80% listening and
20% talking, to really get to grips with what thegnt and why they want it”. A good
deal of the key account manager’s time may, thesgent on trying to identify what
the customer’'s needs are and putting together &agacthat meets those specific
needs (Respondent B). This is worth doing, becauseuld appear that the best
results come from those relationships where kepaticmanagers have successfully
managed the client's expectations (Respondent B) ot rushed them into a
programme without them really understanding whaéythwere buying into
(Respondent C). Respondent B goes on to illustrégesituation by explaining how a
recent addition to the Business School's clienttfpbo had terminated its
relationship with another educational establishnimEtause it wasn’t perceived to be

particularly corporate-oriented. The client wasectpd to buy a ready-made, off-the-
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shelf package that ultimately did not meet its fperequirements. Added to this, the
business school in question was adjudged to bereihwilling or unable to adapt its
offering. Consequently, the client switched to Mmgham Business School where it
perceived the approach to be entirely different.alrsense, what underpins this
example is the notion of transparency. Whethes tteigarded as a matter of simple
common courtesy, or whether it is seen as pati@ptrocess of treating others as you
would like to be treated yourself, the fact of thatter is that openness and honesty

on either side makes for the emergence of trustarrelationship:-

“...if you get that up-front and do it in a way wheieey understand exactly what they're

buying into, the rest will fall into place.(Respondent C)

To illustrate this notion of transparency, Respand® mentions a problem with an

executive development programme, where the delivere a particular module

requested the purchase of a book for the studéstsoat notice. Whereas other client
managers might normally right off the cost of buyithe book (and the Corporate
Business Unit profit!) as an essential part of keghe client happy, she was open
and honest in her approach to the client and stuéd simply that the £500-£600 for
the purchase of this book had not been factoreal i course budget. The book
would obviously be a useful addition to the modudet the decision was ultimately
the client’s. If the client felt the purchase oéthook were important then they would
be expected to fund it themselves. Ultimately, ¢hent decided to go ahead with the
book purchase and Respondent A now feels thatetla¢ionship has benefited from

this transparency.

Honesty and transparency are also something thyatakeount managers would
expect to find in their clients. Respondent D,dgample, mentions by name the main
contact in the financial services provider as sameohom she considers to be “very
honest”. Respondent C shares the view that thisvithehl's approach to the

relationship is refreshing, because “J calls a spadpade” (Respondent C). Viewed
in this way, client honesty is an appealing quakiyd something key account

managers would respond to favourably.
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The process of being customer-centric also seemesstive partly around making the
client feel special or important (Respondent D)sfptendent B mentions the ‘special’
arrangements that are made to accommodate the Dajosh client on his visits to

the UK. Rather than be put up in a standard hblstays in one of the more up-

market establishments in the Lace Market area dfidggham. In other words:-

“...they are the client and they do want to be loo&édr... and they don’t want to be treated

just like a normal student.(Respondent B)

Equally, it is about adopting a more proactive apph to relationships and accepting
that they will not necessarily develop effectively their own and that it's more of “a
proactive role in terms of developing positive tielaships up-front” (Respondent C).
A lot of effort is, therefore, channelled into idiéying potential problems before they
occur (Respondent B), whether this be the carefaching of lecturers to modules
and programmes (Respondent D), bringing in subgpecialists to influence the

design of programmes (Respondent B) or the rapittking of individuals that the

client takes a disliking to (Respondent B).

This kind of proactive approach requires the clieatnager to be well prepared and
appears to be particularly important in the eatgss of relationship development.
For example, some respondents talk of the needdw lbasic things about the client,
such as which words or themes to use and whiclvda@ avith the individual(s) that

you will be meeting (Respondent A), the culturettté organisation (Respondent A)

and “finding out where their business is going” $Bendent B). In effect, it is about:-

“...knowing what pleases them and what doesn't andtwiakes the relationship at the end

of the day.”(Respondent A)

It is interesting to note that, as part of the pszcof “finding out where their business
is going”, Respondent B mentions that she has lméted across to Denmark in
order to sample the company culture and to check tba facilities for the

forthcoming modules that are going to be delivare®enmark. This is regarded as
an invaluable opportunity to get closer to the costr and cement the good work

done in the meetings that have already taken phattee UK.
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Before moving on to consider the more social oeriersonal aspects of the
relationship, there are two further issues that lemgount managers consider
important to the successful development of clieafatronships: flexibility and

delivery. In reality, flexibility is part and parcef being customer-centric, in the

sense of making personal adaptations to the custasn@nd when necessary:-

“...being flexible as an individual to adapt to diff@at peoples’ styles that you come across.”
(Respondent C)

However, flexibility does not mean giving in to tloéient at all costs and at all
opportunities. A reasonable balance must be maiedhiotherwise a ‘win-win’
situation cannot be achieved. For example, Respanl¢alks of a situation where a
previous programme leader had made too many cadonocss$o the client over a
period of time. Once this happens, it is very diift to restore any kind of balance in
the relationship and a ‘win-lose’ situation ensuElse example discussed earlier of
the £500-£600 additional costs for a book that was factored into the original
course budget shows that the new client managestakmore balanced view of

things:-

“| try to be assertive, but also extremely flexibléRespondent A)

Finally, the notion of delivery is frequently memted by respondents. For them,
delivery means quite simply doing what you prontse&o, when you promise to do
it: “it’s non-negotiable” (Respondent A). AgainjgHits conveniently with the need to
be customer-centric. In just the same way as youldnt expect to leave a message
for somebody and not have them come back to yoenwhe client says he wants
something then he or she expects it to be delivéRaspondent C). This normally

calls for a rapid response from the client managel, by and large, this happens:-
“...the response is always immediate and we gegthidone.”(Respondent A)

Respondent B provides the example of feedbackwhaatposted to the Danish client
in order to arrive by the date promised. Howeveonically, the feedback was

handwritten and, thus, practically unintelligible the Danish students. This could
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have been a potentially damaging incident - espgdia view of the fact that the
relationship with the Danish client is very muchitsiinfancy - but, the situation was
rectified quickly. Notwithstanding the initial lacsf clear feedback, the client was
nonetheless happy that the marks for the studesigraments had been received by
the deadline promised. Things can obviously be maohse, as in the case when
people promise too much and can't deliver. Thipasticularly true of the situation
where a new client manager takes over and hasdo yp the pieces from the
previous incumbent. A good deal of frustration niilga experienced as the individual

tries to ease into the job and get up to speed:-

“...and, then, of course, you're left with the bundtepick up and manage and overcome and

manage expectations beyond i{Respondent C)

The importance of the inter-personal aspects of imess relationships

Respondents generally paint a warm and glowingupactf most of the relationships
that they are involved with. From the interviewtisseems clear that this is largely due
to aspects of social dnter-personal contacwith clients. For example, the key
decision maker of the Danish client [referred tcAg®pted for Nottingham Business
School not simply because he was happy to buywiat it had to offer but because
he liked the people he met (Respondent B). RespuriBlesuggests that the key to
growing the business is actually through the refeship with A. Equally, as has been
mentioned already, both Respondents C and D seemuiely to strike the right
chord in their relationship with J, the key contéem the major financial services

provider:-

“...it was literally outside over a cup of coffee aridarette.” (Respondent C)

She goes on to suggest that “if she [J] didn’t §oai, she would not want to work
with you” (Respondent C). In a similar vein, Respent B, in talking about the major
public sector organisation that she is involvechwitiaims that despite the occasional
stresses and strains, she enjoys a very goodomretaip with her key contact: “We do
have a laugh and a joke about it” (Respondent B).
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In just the same way as in a personal relationsiigeems that, once the initial
problem of establishing personal compatibility bagn resolved, the relationship can
then develop reasonably quickly. So, personal chymniwould appear to play a
substantial part in this process. Personal cheynibswever, is a somewhat elusive
concept and essentially comes down to a questigregonal intuition. Commenting
on recent developments with the Danish client, Bedpnt B suggests that something

just felt right about the relationship from thersta

“...it was just the feeling that you got.(Respondent B)

However, there is no right to expect to find thatgonal chemistry from the outset of
every relationship: “Sometimes people just dont ihioff” (Respondent A). For

example, Respondent A talks at some length of antcplar client contact that she is
currently dealing with on one of her programmesisTgrogramme sponsor would
appear to be “quite a difficult person to deal Wi(Respondent A). Respondent A
finds him, by nature, a pessimistic individual &eéls that she is going to have to

work at the relationship with him over the longerrh:-

“I think it's going to take a lot of effort and loah’t think charisma or personality is going to

be the answer.[Respondent A)

Respondent C argues that the key to successftioredaips may be “working hard to
establish rapport with people.” It is interestimgnipte that Respondent A has recently
been invited to a dinner that the client organatihosts for its delegates.
Traditionally, this dinner has been ‘closed’ to negentatives from the Business
School, but Respondent A feels that it is not cayhonour to be invited but also
recognition that the relationship is starting teelep along the right lines.

It is worth reflecting, too, that this process etermining whether personal chemistry
exists between the two parties is probably infleeshsubstantially by the personalities
and general approachability of the individuals teelmes. Respondent B suggests that
the Business School needs to make sure that the pepple are put in front of the
client. This presumably applies just as much todient manager as to the lecturers

who deliver the modules. Equally, Respondent A &sitai being a “very optimistic”
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individual, whilst Respondent D claims to enjoy lileg with the “client side” of

things. Then, on the client’s side, if you comeoasrpeople like J - with her positive,
‘can do’ personality, infectious appetite and thicg action - and A from the Danish
client, it is not too difficult to see that any agbnship involving these particular

individuals might be predisposed to developing nearecessfully than others.

Once the initial stages of a relationship have besgotiated, and the initial personal
intuition and chemistry have done their job, théeptial would then appear to exist
for trust to be gradually established. It is enegimg to see that, from the small
number of interviews conducted, the concept ofttizidield to be an important inter-

personal facet of relationship development:-

“...we trust each other for the common positive omtea. trust also in terms of
confidentiality, which is non-negotiable...But, Irtkiyou've got to demonstrate that...”

(Respondent A)

Respondent B is convinced that because A [Danigmttifelt instinctively that the
initial meetings with both her and her colleagueshie Corporate Business Unit had
been so positive - and that the relationship heahighdy built up with Respondent B
was strong - that he didn’t really want to seerttenagement of the programme pass
to anybody else. Equally, Respondent C talks glglyimf Respondent D and how
she was able to turn the fortunes of the in-comparanagement degree around
because J [financial services provider] had greapect for Respondent D and was
keen to look at ways in which both parties coulddig from the opportunities
presented by the in-company degree. Trust may weilelop naturally as a
relationship builds, but it might also have someghio do with the background and
experience of the client manager themselves andthisnis perceived by the client.
Respondent D suggests that whilst corporate client®ubtedly value the academic
expertise of academics, they are keen to buildaioaship with someone who can
translate academic knowledge in a way that theyir@npret and use. Support comes

from Respondent C, in forecasting the future paaeof the in-company degree:-

“So, | think you need a... person, really, that had g private sector mentality with an

academic head on his shoulder§Respondent C)

49



Respondent A attributes her limited success with‘bessimistic” client partly to her
commercial background and the fact that she hasntadear in dealings with the
client that, whilst she is flexible and sympathdticthe client's needs, she too has
business objectives to meet and has limits beydmidhashe is not prepared to go. In
this way, both parties learn to trust and respectheother. And, as a result, the
relationship may become much more satisfying andemotensely personal. For
example, as both parties relax in each other’s emypthere may eventually be a role

for more personal touches such as humour:-

“I think that comes with time. | don’t think yourcaeally go into a meeting and have that as
your criteria to start with... | think it's somethintbat builds up along the way. And, | think

that's important in terms of... the duration of tiedationship.” (Respondent A)

Conclusions and themes for further research

Having completed the task of making sense of sorehe key strategic and
operational issues that academic client manage#s foacontend with in their jobs, it
is time to draw some initial conclusions from thedy and offer some suggestions as
to how the remaining DBA Documents might developnirhere. However, before
going any further, it is important to declare ttdue to both the exploratory nature of
this study and the fact that it represents the siand opinions (albeit detailed) of just
four key account managers, it is difficult to dramything other than tentative
conclusions at this stage. Equally, it is importemtbe aware that, in view of the
limitations inherent in the study’s research desamgdiscussed earlier in the relevant
sections covering research methodology and reseaethods, no claims can be made
as to the generalisability of all or any of thediimys and/or conclusions other than at
the level of the Nottingham Business School. Counsatly, there exists plenty of
scope for replicating this research at other bssirsehools in the UK, irrespective of

size and status.

In order to provide both a suitable structure famduding this paper and an
opportunity for seeking closure it is felt appr@pe to revisit the original research
questions adopted for this study. Broad conclusiand suggestions for further

research will be discussed under each originabrekequestion:-
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* What are the qualities and characteristics thdtenaa effective B2B relationship

in the UK higher education postgraduate sector?

As previously discussed, a number of qualities emaracteristics are thought likely
to have an impact on the successful outcome, @raike, of a relationship between a
corporate client and business school key accounmager. Although previous

commercial experience and academic expertise asaght to lend weight and

respectability to the client manager’'s positionjsitarguably the social and inter-
personal aspects that exert the greater influencte relationship. For example, the
more successful relationships tend to derive fratmasons where client managers
perceive there to be a strong sense of personahistrg between both parties.

Equally, where client managers show flexibilitytexms of approach and attitude, a
willingness to respond quickly to the client anddiliver on their promises, clients

tend to react favourably in terms of letting thiatienship develop to the next level.

However, it must be borne in mind that the viewpregsed in this study are solely
those of the client managers. Documents 4 andI5ve@d increasingly to canvass the

opinions of some of the clients themselves.

* What are the barriers likely to hinder the sucads$tvelopment and management
of B2B relationships in the UK higher educationtgoaduate sector?

It would appear from this study that there are pt#dly a great many barriers that
could hinder the successful development of a wiatiip. As previously discussed,
some of these barriers are external to a busingssokand include such things as
sudden and unexpected adverse trading conditioperiexced by the corporate
client, or a more general economic downturn. Howeather barriers are more or less
self-inflicted. Such barriers might be organisasibin the sense that they might relate
to a university attempting to operate like a prapesiness but still being restricted by
traditional academic systems and mechanisms suchalaation and assessment
procedures and academic year calendars. Equallg\rer, some barriers derive from

inter-personal issues such as allocating the wpmrgon to manage a particular client
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or not identifying poor performing client managsmoner before irreparable damage

is caused to a relationship.

However, once again, it must be borne in mind thatviews expressed in this study
are solely those of the client managers. Documéraed 5 will need increasingly to

canvass the opinions of some of the clients therasel

* How can the process of developing and managing B2&ionships in the UK

higher education postgraduate sector be improved?

It is possible to identify a number of areas whenprovements can be made by a
business school to the way in which relationshigs developed into the future. As
previously discussed, these range from those tirate dealt with at an institutional
level to those within the sole power of the indivadl For example, in terms of
institutional actions that can be taken, businetd®als might need to review the
number of client managers recruited and/or limé ttumber of major clients that they
have to deal with. In this way, more time can bensleveloping the most profitable
clients whilst reducing the current stresses amdirst that result from a poorly
balanced workload. Equally, client managers migldph a more positive attitude to
business development if they are rewarded appitepyial his may either come from
enhanced salary levels or some kind of performaelzed incentive scheme.
Additionally, enhanced client manager motivationl gersonal effectiveness is likely
to accrue from staff development activities thatrenaccurately reflect the demands
of the role of client manager. On a more persogatl, client managers can seek to
become more professional and business-like in #ygaroach to the client and foster
a greater honesty and openness in relationshipacdions than might currently be the
case. Equally, client managers are urged to adopira customer-centric approach to

the client in order to be better able to responithéoneeds of the client.
However, once again, it must be borne in mind thatviews expressed in this study

are solely those of the client managers. Documérasd 5 will need increasingly to

canvass the opinions of some of the clients therasel
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Appendix 1: Exploring business school-corporate
client relationships: interview agenda

Interviewer: Gary Harden (Senior Lecturer, Nottingham Business School)
March 2004

Part A

1. Introduction ( or ’icebreaker’)

- Discussion of interviewee’s job title
- Role in the organisation
- Typical daily tasks

- Personal input into the relationship between NBS #re corporate

client

2. Positive ‘critical incident’

- Pick up on issues raised by the positive ‘criticadident’ feedback

supplied in advance by interviewee

- How has the situation progressed since the ‘cliticeident’

identified?
- What specific actions have been taken to build¢hetionship?

3. Negative ‘critical incident’

- Pick up on issues raised by the negative ‘critioaident’ feedback

supplied in advance by interviewee

- How has the situation progressed since the ‘cliticeident’

identified?
- What specific actions have been taken to mendela¢ionship?

4. Critical success factors for a good B2B relationspi

- What factors are considered crucial for buildingl anaintaining an

effective B2B relationship?

5. Barriers to effective B2B relationships

- What problems get in the way of effective relatiwps being

developed?
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Part B

6. Patterns of dependency

Is the relationshindependentco-operativeor inter-dependert

What about the nature of the power balance ingfsionship?

Do both organisations see the relationship as besingtegically
important?

How does the organisation choose which organisatimn have a
relationship with?

7. Evolution over time

How long has the relationship existed?

How much time and effort has been expended in ramimy the
relationshipANB May be impossible to obtain a monetary value!)
How is the relationship monitored?

8. Adaptation

What changes (or concessions) have you had to toake other party
in order to keep the relationship alive?

To what extent has adaptation occurredstiactural bondsor social
bond®

. Inter-personal contact

Which particular inter-personal aspects of theti@teship have been
vital in keeping the relationship alive?

Part C

10. Future trends in the relationship

Gary Harden
March 2004

How will the relationship develop in the future?
Why will this be the case?
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Appendix 2: Exploring business school-corporate
client relationships: interview briefing document

Interviewer: Gary Harden (Senior Lecturer, Nottingham Business School)
March 2004

Thank you for agreeing to help me with my doctoesearch.

In order to provide a focus for the forthcomingeinview, | would appreciate it if you
could spare a little time to complete the followihgo tasks in advance of our
meeting. As you will notice, | am interested in d®ping the interview discussion
around the notion of ‘critical incidents’ that cdie remembered in relationships
between Nottingham Business School and some afoitgorate clients. Wong and
Sohal (2003) define a critical incident‘asservice encounter between a customer and
a contact employee resulting in distinct satisfactior dissatisfaction with the
encounter!

| would be grateful if you could e-mail your comigdd replies to me at
gary.harden@ntu.ac.d¢ some stage before we meet.

Task 1

Think of a particular relationship between the Bess School and one of its
corporate clients for which you are/were respoesilfllease describe, in your own
words, one ‘critical incident’ (or event) where yéeit particularlysatisfiedwith the
outcome. What was the ‘critical incident'’? What wase outcome? What
organisational factors (if any) contributed to thissitive outcome? What personal or
inter-personal factors (if any) contributed to tpésitive outcome?

Please insert your comments in this space

Please turn over...
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Task 2

Think of a particular relationship between the Bess School and one of its
corporate clients for which you are/were respomsilfllease describe, in your own
words, one ‘critical incident’ where you felt paudiarly dissatisfied with the
outcome. What was the ‘critical incident'? What wase outcome? What
organisational factors (if any) contributed to thisgative outcome? What personal
factors (if any) contributed to this negative oun&y

Please insert your comments in this space

Thank you for your time.

Gary Harden
March 2004
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Appendix 3: Interview BS1: 18" April 2004

GH: The first thing I'd like to find out more about is your job, your job title and
the kind of things you do on a day-to-day basis.

BS1: My job title is [job title]. | work in the Cporate Business Unit... a very varied
role, actually. It's a real cross-section of things sort of anythingiMultiple

demands of job rold)do anything from lecturing on organisational sga on the

(...) module and | do some of the personnel, recresitnand selection, career
management and succession planning workshopsetat cianagement. There are a
couple of organisations: one is an executive progna, which I've taken over from a
colleague, which is at the very early stages... aljhauy colleague did a lot of the
up-front work. But, because of the relationshimd &don’t know whether this is
historical or whatever or a clash of personalitifse client actually asked for
somebody else to take the programme @Revblems with NBS KAM) | was asked

to do that. It is an executive programme... some quitkdle to senior managers and
directors on that particular programme. It's a B®2rionth programme... and all the
client managemer{lob descriptors)t’s an interesting programme because we're
trying to build bridges..(Aims of client managemenénd there are some new
players. So, that's very, very interesting from pgyspectivéMultiple demands of

job role) And, there’s another programme with the publict@e which is not up and
running yet (a ...). That was due to be launchedhitudry, but because we didn’t get
the numbergProblems with running programmehat was postponed and, hopefully,
that will go ahead in September. But, I've alsorbewolved with the launch of the
[named initiative] ever since | came here 18 mouiiys and that was everything from
running focus groups to getting involved in thenlal, which is one week away
today, with two heavyweight speakers talking adeatership. We’ve got a great
team(Team ethic)but I've been responsible for co-ordinating tisirand working

with people... everything from flowers to corporatégto donations to the speakers’
charities to securing the speakers. The brochuseandaghtmare, working with
various people... but, it has been very interestingll comes to fruition next week...

GH: You mention client management. What percentagef your job is spent on
client management?

BS1: At the moment, | would say that the majorityry time... | would say certainly
40% odd has been spent on this launch and clienageanen{Time spent on client
management) because of building bridgé3ob descriptors)is taking quite a lot of
time and | would say that would take another 30%me spent on client management)
and then the remainder for lecturiffgcademic role)

GH: How do you feel about the amount of time spern client management? Do
you think that 30% is a good use of your time? Ordo you feel you need to spend
more time on client management?

BS1: I think it's a good use of time because thatwt the Corporate Business Unit is
all about(Importance of client managemeritpnly have that one major client at the
moment, but it is a major player... and becauseaibsut executive development and
it's an area we’re just moving into now. This idtgua new product for usNew
developments for Business Schosip) we need to make it wofk/ork-related
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pressures)lt is a good investment in timgmportance of client managemeritthink,
once the relationships are up and running, thaiqo#air component will take less
time than at the momefitime spent on client management)

GH: You say ‘building bridges’, so it indicates thd the client you are dealing
with is not new to the Business School. How long bdhe relationship been there?

BS1: As far as | know, at least a couple of yearsaybe a bit longer. Certainly, | am
aware that the client has been working with theilBess School for the last couple of
years(Relationship length)

GH: Let's move on to these critical incidents that asked you to look at... and
you've whetted my appetite. Can | focus on the pasie one first? | was
interested that one or two things came up here thdtd like to know a bit more
about. You talk about there being ‘supportive behaiour’ between the
programme co-ordinator and yourself. What's this ‘sipportive behaviour'?
What aspects did you consider to be ‘supportive betviour’?

BS1: The fact that we both wanted the same outqdhueuality). It's very difficult to
be specific about what behaviour because it hapaetie timg Spontaneity of
relationship behaviourput historically there was an issue with the paogme co-
ordinator on the client part... The HR Director i §ponsor of this corporate-wide
programme, so, it's very high profile... there werensassues between the
programme sponsor and the co-ordinator... and tltidual has now been side-
lined and somebody else has come on bfatdrnal conflict in client organisation)
On the part of the university... and | don’t know e that is linked in with the
programme co-ordinator on the client’s part... with to-ordinator on our part also
there were some differences of opinion or areafissiatisfactior{Problems with

NBS KAM)... it could have been interconnected. So, thing® ot gone
particularly right(Poor relationship historyso, when | took over the programme,
which was only in January, | was still working wittethenco-ordinator from the
client and I'm still working with my colleague ihe& Business School... and then
there were some changgselationship volatility - personnel turnoveagain and the
co-ordinator on behalf of the client was changed,;rm now having to build a new
relationship with that individugTime spent on client managemer8p, we’ve both
come into the situation with baggage and awaretttiagjs have not been as the
programme sponsor wanted thé@rganisational baggagelhe programme sponsor
was not very impressed, | guess, with whatever...thdrat was us or whether it was
them, I’'m not sure or combination of both. So, veel ho get one another... we were
very aware of this situation. Plus, this progranmspensor is quite a difficult person to
deal with(Personal characteristics of clier®nd, every module on this programme
has a module sponsor which is also a Board Diréataitiple relationships)so we
have to run everything past the programme sporrgbgat that person’s approval
(Power balanceWe then have to meet with the module sponsor, iwlaéso a Board
Director, and get their input and their OK. Sos juite delicate and there’s a lot of
dialogue that has to go @hlultiple relationships - time spent on client mgament)
And, we want it to worKWork-related pressureThis new individual wants the
programme to work because he’s new into the (®tgf-interest) We want it to work,
because we want to ferment and grow this relatipnst that we get further business
from this client(Work-related pressures)
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So, going into the meeting with the module sponsoyrcolleague on the client’s part
had not met this individual before. | had not nies$ individual before. They're
obviously a senior person... they’'ve got their omews... we went in there... and
sometimes, the information we had not discussedrble&ind but it was really
responding to things on the haafck of preparation - spontaneityAnd, sometimes,

it did involve a little bit of bluffing on both pts, but it worked because we were both
in it to make a success of(ltlutuality)... and that was the kind of supportive
behaviour(Positive relationship outcome)

GH: So, an almost unwritten understanding betweengu (Mutuality) that you
both needed a good outcome? And you both helped &aather?

BS1: Yes, totally.
GH: You then go on to say ‘evidence of good teamwir..

BS1: Yes, that was good teamwdilkeam ethicand it wasn’'t something that we
discussed beforehand. We knew what we wanted tewaetiMutuality - self-

interest) We did say that we both want a good outcome leutlidn’t specifically
discuss that we would do a), b) or c) or take sutdctic, it was just on the spur of the
moment(Spontaneity) It worked very, very well.

GH: Was that different from normal? Would you normally expect to talk to
somebody before going in and agree a game plan?

BS1: I think, typically, you would ask the persdroat the manager, the Director you
were going in to see... what were the characterigtiest foibles, what you should be
aware of, what you should perhaps be avoiding, whatshould be focussing on. So,
yeah. The more you know, the better. And, sometiitiegust as simple as certain
themes, certain words that you need to ayhieled for preparation). or that you

need to bring up in the conversation to establislh tappor{Relationship building
techniques)

GH: Is that very much a personal thing then that yo would need to avoid odd
personal foibles of the person you were talking tor would it be the culture of
the organisation that you were dealing with, the ampany-speak as it were?

BS1: The culture... and that comes from my corporatkground and dealing with
all levels... senior levels... and knowing what pleasesn and what doesn’t and
what makes the relationship at the end of the(bieyed for preparation - relationship
building techniques)

GH: You go on to say that it is about ensuring thesuccessful outcome for both
parties - so obviously that's your starting point h the sense that you recognise
the views of both parties - do you really think thais an important part of the
relationship, that there is a successful outcome ftoth parties?

BS1: Certainly, if you want money at the end of dag and if you want to continue
businesgMutuality).

63



GH: What's the reality of the situation, though? Doyou very often get this
mutual outcome?

BS1: I think you have to work at it, although wi#bme individuals you’re never
going to crack it because... sometimes people just ¢ it off (Mutuality -

personal characteristics of client - lack of peesamemistry) But, you make every
effort by doing some background, doing some homkwawing some research about
the culture of the organisation about the peop¢ ybu're going to be dealing with so
that you go in as prepared as possibleed for preparation)

GH: Now, this meeting took place fairly recently. Hbw have things progressed
since?

BS1: We are due to run the workshop in a coupleask’s time. This particular
Director, who is the module sponsor, is coming glonit’s a two day module... but
they’re coming along to the first morning to intume the programme - which is
excellent, because that’'s great for the organisatia the delegates and it shows that
senior people are interestéekenior management suppori)and the way that the
programme is defined, the module sponsor hostaradion the first evening. And,
that’s going ahead... and that's excellent. And welgeeed that | will provide
feedback to... you have to do that as a matter ofssoanyway to the sponsor but, if
necessary, | would phone them. And, also, | thiibkt &f a success because, whereas
previously the dinner is purely for the delegate® actually been invited to that
dinner by the client co-ordinator, which | thinkait of a success... a bit of a result
(Sense of personal achievement)

GH: In a very short space of time it shows that its definitely heading in a
positive direction.

BS1:I think, for me, it's very pleasin{Sense of personal achievemebgcause |
think it suggests trugfirust)... and because obviously it's confidential... it's the
organisation even though it's going to be in a ul@staurant, they’re going to be
talking about particular issues. | know we’ve sigeconfidentiality agreement
(Legal bonds} that's part of the process - but, | think to beifed into such an
intimate gatheringSocial aspects) think it's a good way forward at an early stage
the new regime.

GH: Now, the negative incident you talk about... presmably that's what came
before this positive incident, if | get the situain right? Perhaps you could just
explain one or two more things about why the situan was bad... and | notice
you using words like ‘hidden agenda’ and ‘previousinsatisfactory history’ and
these kinds of things. Can you just explain a litd bit more about this ‘hidden
agenda’ thing... it's quite intriguing?

BS1: Right, OK. This was a meeting with the prognasponsor, the HR Director.
And this is on the back of, suddenly, in Januawa$ asked to take over this
programme because of the historical factor... dis&attion(Relationship history -
problems with NBS KAM) And, | guess this individual is quite powerfulterms

of... well, I don’t know whether he actually contrel$udget because | think it is
cross-charged to the different divisions, but hihvésmajor decision maker in terms of
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whether this programme goes ahead or(Retsonal characteristics of client - power
balance)And, ultimately, he’s the major decision maket@s/hether we get the
repeat business... and that's what we want at thegtiee day(\Work-related
pressures). and he was not a happy person. He is, | thinkydiyre, a pessimistic
individual (Personal characteristics of client)and this is a personal view based on
my, | suppose, limited exposure but consistentntp now. If the glass is, you know,
half full or half empty, it's always going to belhampty. And, this was something
actually quoted to me by the previous co-ordin&fganisational baggage —
negative relationship behaviou§o, there was a lot of information - actuallyijtgu
negative information - both from my colleague & Business School, who hadn’t
met him before but who had heard about fiiaggage - hearsgyand also from the
organisation’s representative before we went totriieg individual. This individual
was not happy with what had happened previouslly tbathin the company and
within the Business School. So, my first meetingsva kind of... right, I've been
thrown into this, I've got to meet this individudhaven't heard great things in terms
of striking... you know, this person being an inclddipositive individual to get on
with. And, then of course there was the insistettee person insists always to meet
the deliverer of each modu{édded frustrations in relationship - multiple
relationships)And, just to compound matters, the deliverer ttegt phoned to say
that they were not well. So, | go to the meeting.y.first meeting with this

individual to say, by the way the person you warttetheet... couldn’t make it. So,
as far as he was aware, the feedback they gowaftds was a bit of a waste of time
because it was all very well, but he wants to nieeindividual(Personal
characteristics of client - power balancgp, we did the best we could to reassure and
try and start the relationship off but it was towgling. I’'m not sure that... it wasn’'t a
disaster because | did go... because, again, thigduodl! likes to have papers
prepared... information... he likes that beforehand lamatl responded to thétleed
for preparation)So, | had done everything within my power, babuld not produce
somebody who was ill and in another part of thentgu.. though I failed in that
respect. But, it was OK. But, | know from feedbattigt he wasn’'t happy because he
didn’t get what he wanted out of that meetiRgwer balance)The subsequent
meeting went a lot better... and, this is not a pembo says things just for the sake
of it, but comments like: ‘Nice to see you againbsked me greatlgRelationship
building techniques - social aspect&nd, I'd like to think that he did really want to
say that. And, as long as we keep... it's very, vetrgent that we have to keep this
individual happy(Personal characteristics of client)so, the fact is that that meeting
didn’t go swimmingly or as | would have liked it..uty) subsequently, if | need to
correspond with this individual | do so immediatéRapid responseAnd, because
they’re not located too far away, | even sometigeand hand deliver things at
reception to make sure that they get th@&elationship building techniqued)am
keen to build up this relationship because, palilyc it's a very nice thing to do
(Work-related pressuredy’s early days...

GH: That sounds interesting. | think there’s a lotof frustration coming out in
what you say about the previous client programme cordinator being unwilling
to challenge or take any risks about comments madwgy the programme
sponsor... why was that? Was it just the individual?

BS1: I don’'t know... it could be baggage... it couldtistory, but it was very much
trying to please this individuéaNeed to please senior managemelrthink this
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individual has now been side-lined and, lookingkbacow, | think they were in a
situation where they were quite afraid, scared... radyddlied, | don’t know(Internal
conflict in client organisation)Well, when people are in that situation they’'o¢ n
going to put their head above the pargfetf-interestpecause, dealing with this
new co-ordinator, it was an entirely different thif?ositive feelings)They do
challenge, but they do so in a positive... you caallehge in a positive way
(Personal characteristics of client - relationdtigding techniques)And, | think that
the programme sponsor does want to be challengedh® other person was very
much a ‘Yes’ person and anything to please. | thirdy were so afraid... obviously
because of things that had happened in the past..] dod’t have all the information
as to what happened there, but that had an indeeelifect on my first meeting with
him... it was an interesting tim@ersonal challenge)

GH: It also sounds like it was difficult to set themeeting up anyway, with
cancellations and changes? Is that a regular occugnce that you're up against?
Is that just the practical realities of dealing wih the business clients?

BS1: It's always going to happen because thags tiiat's business. But, with this
individual, you're never sure whether somethingyng to go ahea@dded
frustrations) And, again, we were trying to be flexible by sayi‘Look this deliverer
is ill... they cannot travel... would you be preparecave a telephone
conversation?’ And, on two occasions, this progransponsor said: ‘Yes’ and on
two occasions they cancelled at the last mifgggsonal characteristics of client)
And, finally, we did manage to get the two togetheaind, | was there as well. Yes,
this was part of the frustration.

GH: Why do you think there is the problem of cancdhtions and being messed
around? Is it because business is like that or i¢ & power game, perhaps? Is
there some kind of politicking going on with thosecancellations?

BS1: | couldn’t say the latter for sure, but pobgibdon’t know. But, in business, the
reality is that things do crop Ypractical realities of business)and the more senior
the individual is the more their time is. It waspdrticularly helpful.

GH: Do you think it's a kind of power balance thing... you know, where two
organisations come together there may well be oneganisation that holds the
cards, if you like... that is the stronger partner?

BS1:It can be, but | don't think | could comment atstiparticular stage on this
particular point. But, in this situation, they hatee keys in many respects because the
previous programme was run by another Businessdb¢Rower balance)For one
reason or another they changed their programmerteed¢o Nottingham Business
School and we’re very, very keen to develop thairesg\Work-related pressure)
because of the product portfolio... and the clightstige) And, | think, my
predecessor bent over backwards sometimes particuiderms of budgets and did
things that I've change(Flexibility) because | am aware that, from my experience of
being on the other side as a purchaser, you den'thgse thing8Unfair demands by
client). And, really, we are giving more than we nee{tbn-lose?) And, some
examples of that were that the client... and agamishdown to the co-ordinator, |
think... would always get the Business School torageathings like hotels... not just
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to book the hotel and rooms, but rather than tihegag¢es going through their business
administration, they would be using (i$nfair demands by clientAnd, there wasn’t
a charge being made for this. If we're going tdroéy commercial, when we do
additional admin we charge for thaeed for transparencyAnd, one incident, again,
recently with a module running in a couple of wesetitne, the deliverer wanted a
book for the two days which wasn’t mentioned irgoral conversations with my
predecessor... and it would have meant an additioveatd six hundred pounds. My
predecessor, who | went back to, ummed and aaledad: ‘Well, we could pay for
it.” (Flexibility) “Yes, but it's not been factored in but our opsare a) we say that
yes you can have this book but you will have to galya and it's going to be £500-
£600 or we pay for it.” And, | did go back and dbsd that: ‘The ball is in your court.
The deliverer is saying that the book would be wisefit it's going to cost £500-£600
extra. This wasn't originally factored into theabtWhat would you like to do? It's
going to cost you £500-£60Q Transparency - relationship building techniquasd,
they’ve actually come back and said: ‘Yes, we'lypar it.” This is perhaps because
my background is a truly commercial backgroiRdrsonal characteristics of NBS
KAM) ...

GH: So you feel that the criticism of the previousncumbent in the job was
perhaps that they didn’t have the commercial backgound and perhaps giving
away too many things?

BS1: | wouldn't say a ‘criticism’, | think, becautieere was a real keenness to grow
this business and to get this business... | thinkteasnuch flexibility (Flexibility)...
and, | think almost once you start that it's veaydto then go badklexibility). If

you get someone new coming in, | think it's a lasier. | wouldn’t criticise because
they’ve done all the work.

GH: But, you would feel that making concessions ia very important part of the
relationship?

BS1:What do you mean by that?
GH: Offering extra things to another party.
BS1: I'm not clear what you mean by that?

GH: Well, you were talking about the book obviouslyfor £500-£600... that's a
very big concession to make towards keeping the eglonship going, but
obviously it seemed to me that you weren’t againshaking concessions of one
kind or another in order to keep the relationship @ing?

BS1: Yes... | wouldn’t be against it but there israiti(Flexibility)... and, | think, for
me, because they have not behaved perf€tthnsparency)l think there’s a limit to
what you go to. It's alright if... you can’t just ke&gking even in a business
relationship... it's going to be a two-way thifigutuality). And, enough is enough...
we’ve go to make profits at the end of the @ajork-related pressures)

GH: Now, have you actually said that, in so many wads, to them or just
indicated by your approach that you're a fairly as®rtive individual?
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BS1: | try to be assertive, but also extremelyifdex(Personal characteristics of NBS
KAM - flexibility) ... and very client-centre@Relationship building techniquedjut

the response is always immediate and we get tldoge(Rapid response)f you

need to do something, you get it done... you respanckly, so that way, hopefully,
they come to trugfTrust)you etc... and they know that, if you’re going to cobaek
to them and say: ‘Look. £500 or £600 extra’... itechuse you know you have
checked everything.

GH: Now, these two critical incidents that you've &lked about, how many people
were present, just to clarify this? Was it just twopeople or...?

BS1:Right. The positive one, there were three of ug A@gative one, there were
three of us initially, then four of us when we filgagot the deliverer there.

GH: Do you find bigger numbers of people get in thevay of forging a good
relationship with the person that you do most busiass with? Or, do you feel
there is safety in numbers?

BS1: | don't feel anything about... it just dependsetfier the right people are there.
It doesn’t matter if that's one person or seveedge(Number of people present)
With the positive... with three of us, it was no plerh at all because the right people
were there... the module sponsor, the co-ordinatomaysklf. And, equally, | think,
with the other meeting - although it didn’t turnt@s well - the right people were
there(Number of people present)ve got no... as long as the right people are there
don’t think it's an issue in terms of numbérsumber of people present)

GH: How do you keep the contact going? Is it mostiy phone or is it by e-mail?
Or, do you get a chance to do person-to-person?

BS1:Mostly, in between, we do meet regulafiBelationship building techniques)
with the co-ordinator, but in between times it wibelther be phone or e-mail
(Frequency/method of contac§o, | will speak to them... I'll be in contact withhem
every single week.

GH: So, you feel that's an important part of estalkhing a relationship and
maintaining it, just to keep the contact going?

BS1: Yes.

GH: Right. | think that’s probably as far as the two critical incidents are
concerned, so I'd like to move on and just broadethe discussion, if | may...
keeping an eye on the time obviously. | think I'vegot a lot of good feelings here
about what you think is important for building good relationships. | just wonder
whether you could actually clarify a few issues thayou think are important in
building a relationship... well, critical success fators, almost, in a good
relationship?

BS1: Delivery... rapport... humour... and value-for-monggy that your client feels
they are getting value-for-money... trust...
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GH: You say ‘humour’... I'm interested in moving into that for the moment and
expanding on that one. | like humour... | think it's great and works very well,
but I've run up against one or two situations whereit's not gone down very
well... it has a negative effect to the one | desiredVhat are your feelings on
that?

BS1: I think that comes with time. | don’t thinkyean really go into a meeting and
have that as your criteria to start with... it's gpito be a humorous meeting because
it won't be... and, | think it's something that buildp along the wayRole of

humour) And, | think that's important in terms of... therdtion of the relationship
(Role of humour).. if you could get that at some point, you knowttitia...

GH: When you feel both parties know each other... prperly?

BS1: ...you do establish a common languégersonal chemistrya common critical
incident(Mutuality) that you've gone through yourselves...

GH: So, there’s humour between you and the programma co-ordinator then?
BS1: And, actually, the module sponsors...
GH: ...the ‘half glass empty’?

BS1:No, no. The programme sponsor, I'm not sure yets.atirly days. There are
hints but | would not care at this stage to knovethler they are genuine or sarcastic.

GH: You mention ‘delivery’ as well. What do you mea by ‘delivery’?

BS1:If you say you're going to do something, you ddAibsolutely crucial... it's
non-negotiabléKeeping promises)

GH: That's not just from your side presumably? Youexpect the other party to
deliver as well?

BS1: Very much s@Mutuality - transparency)

GH: OK. You talk about ‘trust’ and ‘commitment’. Wh at’s your interpretation
of the word ‘trust’?

BS1:Well, trust... | think I've demonstrated in the posdicritical incident, we trust
each other for the common positive outcome... trusi al terms of confidentiality
(Trust), which is non-negotiable. That's almost unsaidt, Bthink you’ve got to
demonstrate thgRelationship building techniques - transparencygnd, even if you
think some of the practices are dreadful, you kbepe to yourself... and you
perhaps share them with a colleague here at the&sSchool? You DON'T!
(Discretion)And, that's the way that you establish - one ofdlpects of establishing
trust - that you almost have this... and, it may regbnuine... respect for the
company, the organisatigiscretion)..

GH: But, it's seen to be, for the purposes of thealationship?
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BS1:And, that's almost kind of like not really ‘trugfTrust)... but it is trust as far as
the relationship is concerned. They know that y@uot going to rubbish their
company... they will probably sue you anywdyegal bonds)Yeah... but, | think
being invited to the dinner, for example, thatfoe demonstrates a great deal of trust
(Trust)... trust in me in terms of delivering and what | méa deliver, but trust in
terms of perhaps some of the discussions thatang go occurDiscretion)

GH: Well, all these things obviously are very impotant to a relationship, but

there are times when the relationship doesn’t worlout. So, what are the barriers
then that get in the way of these wonderful relatinships developing? You say
that ‘trust’ should be there, ‘commitment’ should be there, ‘good delivery’...

what practically does get in the way?

BS1: Personal agendas... personal age(iiasgage) If somebody wants something,
it might not be the best thing for the organisatiom, because they have got some
kind of personal goal - the results of which wirefit them individually - they may
not take risks or opt for the best thing that'sngpio develop the delegate, they will
go maybe sometimes for the safest things becaeg&dteither afraid ofSelf-
interest)..

GH: Personal agendas... it's obviously a very persohdhing. Are there times
when the organisation gets in the way and frustratethe development of a good
relationship?

BS1: | don’t quite know what you mean by that?

GH: Are there organisational barriers like... demandson the organisation in
terms of extra money... you mentioned the £500-£60(pnds earlier on for the
book... are there difficulties in communication betwen the two organisations...
any sort of organisational barrier that gets in theway... anything that’s not
personal?

BS1: Well, it is kind of linked to personal but agave have to get the content agreed
by the programme sponsor... and one example waswnorkshop we wanted to
use a couple of case studies... and because the pnograponsor had been at a
previous conference where there had been a sptdkieig about [case study
organisation] and it had not gone down well... anddid: ‘No! | don’t want

anything to do with [named industry]’. So, that veabarrierBarriers - personal
characteristics of clienfecause it was actually probably a very good ilaigin...

and very topical... but, no. Or, anything that's ne¢1s as a succe§3arrier)... that's
the barrier.

GH: | would have thought that in looking at negative things you can learn a lot
more?

BS1: Indeed.
GH: But, again, you say this is quite closely linke to personal agendas?

BS1: | can't think of... maybe it's too early in thpsrticular relationship.
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GH: In terms of communication, is it easy to commuitate with the people that
you need to talk to or do you have to go through €ferent people before you get
access?

BS1: The previous co-ordinator was a real contedll(Personal characteristics of
client)... even so much as joining instructions had to belode by this individual
and commented on... and altered... the slightest Itilegt.. talk about trusfTrust)
And, real control there... and that got in the waytaialy (Barriers) That caused
delays. And, getting in touch directly... sometimes hot aware... can | get in touch
directly with this programme sponsor? Should 1d@H need to check with you
now? The new person is much more relaxed... you kit®srearly days and we're
still building that up... | wouldn't be afraid abomfit wanted to send an e-mail
directly, | think I would... whereas before | wouldfvecause... and, there is an
organisational barrier in terms of getting holdleé programme sponsor would be
very difficult and it's probably done via the codimator(Barriers).. | know my
routine... I've always been told what my routine ist.isia fascinating organisation!

GH: I'm getting the distinct feeling here that the inter-personal contact is a very
big issue not just for you but obviously for the wa this relationship is working?
Is that fair to say of most relationships?

BS1: Yes, totally. That's what makes or breaksti@teships(Social aspects). makes
or breaks any good relationship... at the end ofitne

GH: So, it wouldn’'t matter how strong the financial incentives on either side
were, at the end of the day it comes down to persaihcontact?

BS1: It might be an initial thing... that might beetbriteria by which a decision is
made(Financial criteria)but that won’t necessarily make a good dealsrittirety,
because the business that we're in, they buy acgervyou can't just sign a... well
they do sign a contra¢tegal bonds)but you have to continuously work with these
people to develop every single module over the 32abnthgImportance of client
management)So, | think it's... | think the stakes are raiseddngse of that... and it
makes the relationship actually more important.tBe,deal might have been done
because the place... and the price was right... andsua those were the factors,
but in terms of continued business... | think thetreteship is the deciding factor
(Importance of client management)

GH: At the end of the day, you say delivery is verymportant... and you won'’t
get the delivery without the people showing the rigt kind of motivation and
commitment?

BS1: And, the dialogue and conversation that yorehs important because that
helps you to actually tweak things... and to make shat what you're designing and
delivering... and the liaison with the deliverékéultiple relationshipsjs absolutely
what is required...

GH: Can | just go back a moment and think about howthe Business School
finished up doing business with this particular coporate client. Did it just
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happen or was there some strategic decision takehat it would be good to do
business with this particular company?

BS1: I don’'t know that... it's before my time... I've gnbeen here for eighteen
months.

GH: Could you answer anything about how the Busines School goes about
choosing its portfolio of clients? Does it have arategy... does it have a definite
strategy for choosing its corporate clients or doe# just take business from

where it can get it?

BS1: It does have a strategy, but I'm not sureusitess if you ever choose
Relationship strategy) think when you are exceeding targets and wlmnperhaps
reach saturation point then maybe you choose.d&utng as the services that you
are providing are part of your strategy and, unseskent is really bad news, | don’t
think choice comes into {Relationship strategy)

GH: | was just wondering because I've been reading lot about portfolio
management and the fact that you’ll probably finishup with some clients that
you don’t want to do business with really, but becase you've got no extra clients
to work with you've got to keep going with those. ljust wonder whether the
Business School were in such a position that it haal large number of clients in
the portfolio that it could pick and choose, and wald seek actively to move away
from some parties and encourage others, so there waan active portfolio
management going on...?

BS1: I think there is some portfolio managementdom’t think at this stage... the
Corporate Business Unit would turn anybody dagwelationship strategy - portfolio
management). so, again, the relationships are managed... erganisation has a
dedicated client managérelationship building techniques)and at this stage it
wouldn’t turn any business down, but it would beyvelear about the products and
services... there’s a clear strategy about that, avbat we offer, what we're good
at, what we're nofRelationship strategy.)

GH: So, would it be fair to say that it's revenue hen that is motivating most of
the relationships as opposed to any other kind otrategic consideration?

BS1: That's a very interesting question because...|aoa’t know how to answer
that because... the Corporate Business Unit has adaslerho are client managers,
who are excellent in their areas of expertise toain my observations, really don’t
have a clue about the commercial world... or eventdardow what the margins on
some of their clients ar@roblems with NBS KAM).. so, | can’t answer that
guestion.

GH: Well, maybe I'll come back to this in a year orso’s time when I've done
further work on this because my initial feeling is...it's similar to you that there
are some people there who don’t manage the portfoliin as business-like a way
as they could do... this is what the literature is sggesting as well... it might be
time to step back from this and look at different vays of managing the portfolio
of clients?
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BS1: I think some are very... have got a long andessful relationship... and they
do have dialogue and they talk to the client etit.I'on not sure they’re actually client
managing, because client management is all abotngé¢o the top people not just
your training managegiProblems of defining client managemeimeating a good
impression, delivering and also finding out whaigppening with their business...
and then trying to get further business as a re$uhiat... and, I'm not convinced that
happengProblems of NBS KAM)And. | may be speaking out of turn, but I'm not...
and, even questions that I've asked: ‘Well, whttis margin on this programme?’...
I've not been able to get that answer directly, iehs... and even so much as the
book incident... and | got a response to that: ‘Wale done some calculations and
this is what | believe is our profit on it and weutd actually afford to pay for that'.
But, that's not business... it's not factored in. Meauldn’t find Warwick doing

that... and you certainly wouldn't find Cranfield... vkamg this way(Problems of
NBS KAM). And, I've been a purchaser... | know! | know theyndlavork that way
(Personal characteristics)

GH: Well, I must come back to this. It's a fascinaing subject. In two Document’s
time | will, 1 think. I've started to become absorbed with this. And, like you, I've
been in business as well... | can see both sidesiud fence. OK. Let’s just try and
bring things to a close because time is almost uphis relationship that you're in
then with your executive client... how do you see developing into the future?

BS1: I'm very optimistiqPersonal characteristic#jat | will build up a good
relationship... certainly with the co-ordinator... it'sigg very positively. So far, I've
worked with two of the module sponsors, which ame&ors on the Board... that's
been absolutely fine. | need to concentrate myresfion the programme sponsor...
and this individual is very hard to get... you kndwhink it's going to take a lot of
effort and | don’t think charisma or personalitygising to be the answépPersonal
characteristics of client) think delivery and satisfaction at the endtu# tay are
what makes... is really what is going to ‘satisfyistimdividual. And, | don’t think
we’re going to know that until really towards thedeof the programme... and that’'s
down to the feedback of the delegatesiltiple relationships)because it's what they
say to their people which will then get perhapkddlabout at the senior board level
(Senior management support)

GH: So, as you go up in the organisation, people beme then more outcome-
obsessed rather than the nice, personal... inter-pepsal communication?

BS1: No. Not entirely. | think that’s a large partand that should be part of every
business otherwise why are you spending x thousainpisunds on the programme
(Importance of outcomesYou have to think about the outcomes. But, abtuéal

think it’s linked into the individual... but, it's wh most people... and my experience
even of this organisation with the senior peopja(afrom the programme sponsor)
has been that you can build your relationgRplationship building techniquesfhis
individual, for whatever reason, is a tougher outriack... maybe because they are
the programme sponsor they need to have a succasd.maybe they’ve got things
going on as to why they won'’t take any risks... ang/Ineabless every single
module...

GH: We're back to personal agendas again, aren’t we
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BS1: You can't get away from it at that level.

GH: Well, thanks very much for spending the time tatalk to me. It's been a
wonderful insight into what goes on. | think | knowa bit more now about what's
happening in this long relationship.

BS1: Thank you.
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Appendix 4: Initial themes emerging from transcripts

Multiple demands of job role

Academic role

Job descriptors

Client management

Problems of defining client management
Aims of client management

Importance of client management

Time spent on client management

Need for preparation/lack of preparation
Work-related pressures (NBS demands)
Internal QA procedures (validation)

New developments for NBS

NBS relationship strategy

Portfolio management

Importance of outcomes

Financial criteria

Prestige (reputation)

Problems with running programmes/barriers
Problems with NBS KAM

Multiple relationships

Number of people present in meetings
Relationship volatility (personnel turnover)
Poor relationship history (baggage/hidden agendasgay)

Internal conflict in client organisation
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Legal bonds

Power balance

Unfair demands by client

Team ethic (both internal and external)
Added frustrations

Practical realities of business
Relationship length

Mutuality

Win-win (or win-lose?)

Positive relationship behaviour
Senior management support
Negative relationship behaviour
Relationship building techniques
Trust

Discretion

Frequency/method of contact
Need for transparency

Offering VFM

Social aspects

Personal chemistry

Rapport

Personal characteristics of client
Need to please senior managers
Self-interest

Personal characteristics of NBS KAM
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Flexibility

Rapid response

Delivery (keeping promises)
Humour

Sense of personal achievement
Personal challenge

Resourcing issues

Incentives

Personal development issues
Language/cultural barriers
Factors relating to organisation size
Close bonds

Personal intuition

Spotting key decision makers
Personality

Experience

Being customer-centric
Understanding customer needs
Listening

Proactive

Organisational systems
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Appendix 5: Grouping/recoding of initial themes

Multiple demands of job role

Academic role

Internal QA (validation)

Job descriptors

Client management
- Problems of defining client management
- Aims of client management
- Importance of client management

- Time spent on client management

Work-related pressures (NBS demands)

NBS strategic and operational issues
New developments for NBS

NBS relationship strategy

Portfolio management

Prestige (reputation)

Importance of outcomes

Financial criteria

Resourcing

Incentives

Personal development issues

Problems with running programmes/barriers
Problems with NBS KAM
Multiple relationships

Number of people present in meetings
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Relationship volatility (personnel turnover)

Poor relationship history (baggage/hidden agendasgay)
Internal conflict in client organisation

Organisational systems

Legal bonds

Added frustrations

Practical realities of business

- Language/cultural barriers

Relationship characteristics
Relationship length
Mutuality

- Win-win (or win-lose?)
- Team ethic (internal and external)

Positive relationship behaviour
Negative relationship behaviour
Power balance

- Unfair demands by client
- Factors relating to organisation size

Senior management support
- Need to please senior managers
- Spotting key decision maker(s)
Relationship building techniques
Trust
- Discretion
Frequency/method of contact

Need for preparation/lack of preparation
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Need for transparency
Offering VFM
Social aspects
- Personal chemistry
- Personal intuition
- Rapport
- Close bonds
- Personal characteristics of client
- Self-interest
- Personal characteristics of NBS KAM
- Humour
- Personality
- Experience
- Sense of personal achievement
- Personal challenge
Flexibility
Rapid response
Delivery (keeping promises)
Being customer-centric
Understanding customer needs

Listening

Proactive
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Appendix 6: Example of notes for writing up

Building techniques

Need for preparation

... and sometimes, the information we had not disdig&forehand but it was really
responding to things on the hoof (BS1)

The more you know, the better. And, sometimesjuts$ as simple as certain themes,
certain words that you need to avoid (BS1)

knowing what pleases them and what doesn’t and mila&es the relationship at the
end of the day (BS1)

But, you make every effort by doing some backgrouwiaing some homework, doing
some research about the culture of the organisationt the people that you're going
to be dealing with so that you go in as preparegoasible (BS1)

to come along and have a look at the [company nameshises and get a feel for
what his organisation was all about (BS2)

and we do spend a lot of time and effort on finddug where their business is going
(BS2)

Transparency

‘The ball is in your court. The deliverer is sayitingit the book would be useful but
it's going to cost £500-£600 extra. This wasn’gorally factored into the total. What
would you like to do? It's going to cost you £50808." (BS1)

and getting the interest in the programme becatigey get that up-front and do it in
a way where they understand exactly what they’sgrtguinto, the rest will fall into

place (BS3)

it was when companies had been rushed into theagmoge without them really
understanding what they were buying into (BS3)

because, at the end of the day, that's the complekit... you've got students that
you've recruited into a programme and you make apréront that they know that
there’s no guarantee they’ll ever be placed (BS3)

Flexibility

I think was too much flexibility{Flexibility)... and, I think almost once you start that
it's very hard to then go back (BS1)
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I think, for me, because they have not behavedeptyf (BS1)

and being flexible as an individual to be abledayat to different peoples’ styles that
you come across (BS3)

| try to be assertive, but also extremely flexifB&1)

Client-centric

and very client-centred (BS1)

They do have a current relationship with [namedersity], who deliver an MBA for
them, and part of the problem with that is the fhat they are not particularly

corporate-orientated (BS2)

The social aspects and, | think, also the view tthey are the client and they do want
to be looked after... and they don’t want to be &dgutst like a normal student (BS2)

because it is a very precise, specific type ofifjoation and is devised specifically to
meet the [company name] requirements (BS2)

and the amount of time and effort we spent talikang trying to identify what their
needs were and putting that into a package thatmeétspecific needs (BS2)

A is one of those who comes over to the UK and @ox@ect to be treated properly
(Understanding customer needsand, he wouldn’t expect to be put in the Travel
Inn, he’'d expect to be put in Hart's (BS2)

and part of that client relationship is managingitiexpectations (BS2)

know something about that client’s business (BS2)

doing a review of what they think is good and whg avhat they think can be
improved... and why and how (BS3)

It's more of a proactive role in terms of develappositive relationships up-front
(BS3)

it was when companies had been rushed into thegmge without them really
understanding what they were buying into (BS3)

I think it's definitely listening to the client (B33

I think a good relationship will be 80% listeningda20% talking, to really get to
grips with what they want and why they want it... Battyou can respond and not be
a talker (BS3)

By listening to the client you can pick up on soamBS3)
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Rapid response

the response is always immediate and we get tlioge (BS1)

Delivery

If you say you're going to do something, you dAibsolutely crucial... it's non-
negotiable (BS1)

As promised, the feedback was posted throughhalassignments went back and
they received them on Friday... fantastic, everyttsimmy time (BS2)

and he was happy that he’d had marks in advancg)(BS
and making sure that you do deliver what you sayngogoing to deliver (BS2)

‘At the end of the day, I'm a client... and, if | sawant something, | expect you to
meet and deliver it (BS3)

and, | don't expect to leave a message and not $@webody come back to me,’
(BS3)

because they are messing us about with their ieterdates for this current year
(BS3)

You do get people promising things that they doedlise sometimes what they're
promising... and, then, of course, you're left witle tbundle, to pick it up and
manage and overcome and manage expectations be\&38B)

Trust

we trust each other for the common positive outcomeust also in terms of
confidentiality(Trust), which is hon-negotiable. That's almost unsaidt, Bthink
you've got to demonstrate th@elationship building techniques - transparency)
and, even if you think some of the practices aeadful, you keep those to yourself...
and you perhaps share them with a colleague héhe &usiness School? You
DON'T! (Discretion)(BS1)

but trust in terms of perhaps some of the discuassibat are going to occur
(Discretion) (BS1)

but, from A’s point of view, he didn’t want it taags on to anybody else because of
the relationship that has already been built up2(BS

It would be very difficult to go out there and justruit a sales person... yes, they
could go and make contact with organisations bey thould only be able to go so far
because of the nature of management developmergedts a lot more in-depth
conversation... and, | think, that doesn't... that grolus|ds as a result of the
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relationships that you've managed... out of the elgmee of dealing with certain
clients (BS2)

J had respect for R (BS3)

Organisational structure

the relationships are managed... every organisasra dedicated client manager
(BS1)

Proactive

the relationship had worked particularly well teidify what the potential problems
might be (BS2)

from a Corporate Business Unit perspective... thatavastical moment when C
realised that this person wasn’t going to be ingdlin this particular programme,
because if he was... he was going to jeopardis®jttitat situation had to be dealt
with (Proactive - rapid response)and, that was dealt with after the meeting... no,
they wouldn’t be going to Denmark... (BS2)

we’re doing a review of the whole programme... e\v@gakeholder that's involved in
the programme (BS3)

But, the longer-term issue is that you've still gmfocus on those students having a
positive experience (BS3)

your subject specialist could be brought in as weeihfluence the design and the
outcome of the programme (BS3)

it’s almost like brushed under the carpet and ftiego(BS3)

Incentives

and maybe there needs to be more incentivisatiterims of growing the business
(BS2)

If you could argue that we should be involved mdinen it needs to be acknowledged
that that takes time and some time needs to besgi out of your annual hours to
say that's what we would be doing (BS3)

there is nothing in my rewards package to incesgivine to - as C wants me to - to get
two or three cohorts of [named degree] student8)BS

anybody who is a good seller is not going to come\&ork for the levels of salary
we offer (BS3)
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Document 4: Structured and survey-based research

‘Business relationships
under the microscope: the
Investigation continues...’

Further exploration of the dynamics of businesatr@hship management
in the UK higher education postgraduate sector

Introduction

Document 3 was essentially concerned viidginningthe task of making sense of
some of the key strategic and operational issudswiiich academic client managers
(the ‘key account managers’) have to contend aisgfaheir working day. Although

the outcomes of the initial exploratory study weeeessarily tentative and in no way
generalisable - representing the views and opinidnfgst four key account managers
from a single higher education provider - they haewertheless proven extremely
useful in generating ideas as to how the researchd current study (Document 4)

can be developed.

The conclusions from Document 3 broadly suggedtatld number of qualities and
characteristics were thought likely to have a digant impact on the successful
outcome, or otherwise, of a relationship betweetbmporate client and a business
school key account manager. For example, previmmneercial experience and
academic expertise were thought to lend signifieagight and respectability to the
key account manager’'s position. However, resporsdesgtre also keen to stress the
importance of the social and inter-personal aspefcthe relationship. For example,
the more successful relationships tended to defigen situations where client
managers perceived there to be a strong sense rebriaé¢ chemistry between

themselves and the client contact. Equally, whaexe &ccount managers perceived



themselves to be operating flexibly, adopting a itpes attitude towards the
relationship, a willingness to respond quickly te tclient and to deliver on their
promises, clients tended to react favourably anthibited a greater level of

commitment to the relationship.

Nevertheless, despite the many instances of pdrsonamitment to the relationship
on a social level, key account managers identfiedimber of potential barriers that
could hinder the successful development of a wlatiip. In brief, many of these
barriers areexternalto a business school and include such things ddesuand
unexpected adverse trading conditions experiengeithd corporate client or a more
general economic downturn. However, other barrgges more or less self-inflicted.
For example, although a university might considgelf to be operating just like any
normal commercial entity, it is nevertheless caxisgd by traditional academic
systems and procedures (such as validation andsassat policies) and the length
and nature of both the academic working day anddexoéc year. In such
circumstances, there is more than likely to be snmich between the time the client
ideally wishes to begin a programme of study anémthe business school is able
either to provide sufficient staff cover or to hasencluded the necessary internal and
external validation procedures. Other problemsvdefiom, for example, allocating
the wrong person to manage a particular client wenenot identifying poor
performing key account managers sooner beforedredppe damage is done to the

relationship.

In terms of casting an eye to the future, it isgilge to identify a number of key areas
where improvements can be made by a business s¢botble way in which it

maintains and builds its relationships with corper&lients. These range from
changes that can be made at an institutional levislose that are solely in the power
of the individual key account manager. For examipléerms of institutional actions,

business schools could look to review the humbealieht managers recruited and/or
limit the number of major clients that each one twmsleal with. In this way, more

time can be spent developing the more profitablentd whilst reducing the current
stresses and strains that result from an unevealbnbed workload. Equally, client
managers might be more willing to adopt a posiatttude to developing business

relationships if they were rewarded appropriatefhis may come from either



enhanced salary levels or some kind of performaatzged incentive scheme. Greater
key account manager motivation and personal effecéss may also accrue from
staff development activities that are more clogalgeted at enabling individuals to

manage their business relationships more effegtivel

Finally, on a more personal level, the researcibatument 3 suggested that key
account managers needed to become more professiadabusiness-like in their

approach to the client and foster a greater honasty openness in relationship
transactions than might currently be the caserunsntal in this process is the need
to adopt a more customer-centric approach to catpatlients in order to be better

able to respond to the needs of individual custgmer

The above tentative conclusions from Document 3Helped to shape the research

questions for this particular study. These will nogvconsidered in more detail.

Research gquestions for the current study

In the light of the above discussion, the reseguastions for Document 4 have been

modified as follows:-

¢ Which particular aspects of the relationship do hil§iness school ‘key

account managers’ and their corporate clients densmportant?

¢ How far do current relationships meet/exceed thpeetations of both parties?

¢ How can future relationships in a UK higher edumattontext best be

managed?

It will be noted that the above research questamasnot significantly different from
those in Document 3. The main reason for this @& the research in Document 4 is
not necessarily intended to break new ground. Raths part of an evolving
programme, it represents an opportunity to roll thet investigation to other business

schools in order to determine the extent to whithwiews and opinions expressed by



the individuals interviewed in Document 3 are reg@led by other key account
managers. Equally, the intention is to canvassvitws and opinions of some of the

corporate clients themselves - something thatddibematerialise in Document 3.

Finally, given the evolutionary nature of the ragsbaacross the entire DBA process,
it is also felt appropriate to revisit the concegptiramework originally outlined in

Document 2. This will serve to reinforce the inteddocus in Document 4 on the
social dimensions of business relationships in ligher education postgraduate

sector. The conceptual framework can be seen ur&it) below.

Figure 1: Initial conceptual framework

Structural dimensions

L Economic dimensions

T

A Connections

('\3‘ Ties Investments

| Links Institutional :

B bonds tIfco(r;omlc

L onds

: \4 /
Supplier Client

0 !

N

T

A Commitment  Atmosphere

lc\la o Social
Trust i ocia dimensions

I Attraction bonds

B

L

E

Adapted from Holmlund and Tornroos (1997: 307)

As previously discussed, the overarching approagingotaken by the researcher
represents a welcome opportunity to undertake ahmeeded analysis of the

subjective or ‘softer’ side of business-to-busind®2B) relationships. This is



considered inevitable if the element of person&drection is viewed, as it is in the
marketing literature, as fundamental to the wholeocess of relationship

development:-

“A relationship must ultimately depend on the iattion of the individuals who
participate.” (Campbell, 1996: 54)

As can be seen from the conceptual framework,dbeeis under investigation are the
‘softer’ ones such as trust and commitment andnttaey factors that govern the
general atmosphere of the relationship, not ledstwbich are the degree of
attractiveness felt by both parties and the sdwisds themselves. As organisations
become increasingly serious about relationship starg (RM), this suggests that
they should be prepared to evaluate investments made into building successful
relationships. Such investments include the mamgi&’ costs incurred. Indeed,

these ‘social’ costs may well outweigh the finahoiaes (Blois, 1998).
The following section goes on to consider the metthagical approach adopted for
the research in Document 4 and the philosophicdlpeactical implications generated

by this choice.

Research methodology

Two broad methodological approaches dominate tlBeareh literature: positivism
and interpretivism (or phenomenology). Althoughibapproaches are not necessarily
mutually exclusive (Saundees al, 2000), they nevertheless have a significant irhpac
on the way the researcher approaches a given pr@asterby-Smitret al (1991)
suggest three reasons why an understanding ofrofse®ethodology is useful: first,
choice of research philosophy helps to determiree dierall research design. For
example, both the identification of the initial easch problem and the wording of the
subsequent research questions are noticeablyeatitfén nature and tone between the
philosophical stances. Second, knowledge of rebepindosophy will also help the
researcher recognise which research design wilkbs/ to work and which will not.
For example, a series of highly structured expemnismevill be more likely to reveal

causal links between a set of variables than alsmuahber of unstructured depth
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interviews. Finally, the researcher can identifye@rch designs that may be outside of
his/her experience. These can then be adaptee tootistraints of the particular issue

being investigated. For example, the use of a figtrtuctured questionnaire may, by

its very nature, be alien to the interpretivisteasher. However, the use of such a
data collection method could provide easier antefasccess to a broader spread of
views and opinions than would otherwise be the e@tie conventional interpretivist

data collection methods.

Ontological position

In order to appreciate more fully how choice of eygeh can affect research design it
is necessary to consider in more detail the issafesntology and epistemology.
According to Bryman (2001: 16), ontology is conaxnwith the question of
“...whether social entities can and should be cormrgdebjective entities that have a
reality external to social actors, or whether thegn and should be considered social

constructions built up from the perceptions andaxt of social actors.”

Two broad ontological positions are identified inetliterature:objectivism and
constructionismBryman, 2001). In short, objectivism is an ongpt@l position that
implies that social phenomena exist beyond thehread influence of individuals.
For example, although the notion of corporate calia largely determined by a set of
shared values and customs that are socially gexegt company management and
employees, individuals nevertheless still percéives a tangible ‘thing’ that has a life
of its own. On the other hand, constructionismrisoatological position that asserts
that social phenomena and their meanings come asoat result of the interaction
and intervention of individuals. The implicationrles that social phenomena and the
categories that people employ to help them undedsthe natural and social world
are not only the products of social interaction that they are in a constant state of

flux and revision (Bryman, 2001).

Epistemological position
As for epistemology, Bryman (2001: 11) suggestg th@oncerns the question of
“...what is (or should be) regarded as acceptable videdge in a discipline. A

particularly central issue... is the question of Wiegtthe social world can and should
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be studied according to the same principles, procesl and ethos as the natural

sciences.”

This gives rise to two broad positiormositivismandinterpretivism(Bryman, 2001)
In research of a positivist nature, the researd¢beds to adopt the philosophical
stance of the natural scientist who believes thatsibcial world exists externally and
that its properties should be measured throughctibbge methods rather than being
inferred subjectively through sensation, reflect@mnintuition (Easterby-Smitet al,
1991). Data should be collected and analysed iatactied, objective and value-free
manner, with the researcher neither affecting rndp affected by the subject of the
research (Remenwt al, 1998). In reality, positivism is an epistemoladiposition
that calls for the application of the methods c# timatural sciences to the study of
social reality. According to Milliken (2001) thereas traditionally been a great
emphasis placed on quantification in the sciences s mathematics, physics and

chemistry - the so-called ‘hard’ sciences.

Central to this structured approach is the formaabf a research hypothesis that is
subjected to rigorous testing. Through a processxp&rimentation andeductiona
judgement can be made as to whether the hypotliegisoven or needs further
modification. A strictly formalised set of rulesdaprocedures exists for establishing
and testing such hypotheses. Scientific rigoundged, in part, by the extent to which
the research process conforms to these establislesdand procedures. Another way
of looking at this issue would be to suggest th@aergific rigour is judged by the
degree of replication and generalisability of tasearch findings (Goulding, 1999). In
simple terms, scientific rigour may simply boil dewo whether a researcher can

convince others of his research methods and firsding

“Will the research stand up to outside scrutiny awdl anyone believe what | am saying
about it?” (Easterby-Smitlet al, 1991: 40)

This, however, gives rise to a degree of criticisuelled at those adopting a positivist
stance in that the over-reliance on ‘scientificstrmments and procedures may only
serve to mask any connection between the reseatthweryday life - in other words,

ignoring the fact that people cannot help but prter and influence the world around
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them (Bryman, 2001). Equally, the analysis of ieladhips between variables creates
a limited and abstract view of social life becatlee process is conducted in isolation

of the way people actually live their lives (Bryma&®001).

It is also worth noting that, whilst the testing @fie or more hypotheses may be
central to the hypothetico-deductive (or explanatmpproach) the role afescriptive

research should not be underestimated:-

“Descriptive research deals with questions of whtd@hgs are like not necessarily
why they are that way.(de Vaus, 2002: 18)

Good description is important and can often provide basis for sound theory
generation. If we fail to describe situations @uiss accurately or thoroughly then

subsequent attempts to explain them might be ndsgdléde Vaus, 2002).

By the same token, it is possible to justify thatagtitative research does not
necessarily need the formation of a specific hypsithfor subsequent testing in order
to yield insight into a research context. As Bryn{2@01) suggests, the sum total of
the researcher’s understanding of a particularissay only amount to a loose set of
concerns in relation to which the researcher ctlleata. This is indeed the case in
this particular research study. Although the figdiirom Document 3 have identified
some interesting issues, from a small humber giacedents, it is now necessary to
widen the sample of people taking part in this aesle to determine whether all or
any of the issues raised are relevant to otheoregmts occupying a similar role in
their respective organisations. However, despitadhening the number of people
participating in this research, it still needs te acknowledged that the findings
generated will not necessarily be any more gersablie than those in Document 3.

The precise reasons for this will be explored nially later.

One final caveat is that Document 4 calls on tlseaecher to engage in what could be
termed an ‘apprentice’ piece. As such, it is natessarily expected that a hypothesis
be subjected to rigorous testing. Rather, the rebea needs to be seen to be
engaging in a developmental process, but one thatrtheless attempts to adhere to

the best traditions of positivism. In reality, thahe developmental aspect of this
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Document means that the quantitative results geseday the questionnaire do not
need to be free-standing or culminate in the deraknt of a specific theory. The
research can simply be designed as the descriptage of a longer-term research
project. In this instance, the questionnaire isgiex] to provide an indication as to
whether those issues raised by the initial qualiainterviews in Document 3 do in

fact resonate with other key account managersfiardnt academic institutions.

The way is now clear to consider the specific deddlection issues relating to

Document 4.

Data collection methods

Broadly speaking, there are four types of quamgatdata collection method:
interviews, questionnaires, tests/experiments drsgmvation (Easterby-Smitst al,
1991). The fact that most of these methods areicgipé to both quantitative and
gualitative research possibly only serves to bher distinction between quantitative
and qualitative data collection techniques (EagtSimith et al, 1991). However, in
guantitative projects, the researcher is moreyikeluse highly structured interviews
in order to engage in a degree of statistical priation of the phenomena under
investigation. Likewise, observations of events t@nrecorded for later statistical
analysis. Experiments, for example, would inclutdnds such as psychometric
testing and other procedures for assessing pergomiaits. In business research,
however, the scope for using experiment may be sdraelimited, being confined to
such things as test marketing and the trialingdveatising and packaging concepts.
A more detailed discussion of questionnaires wellgoovided later in view of the fact
that a questionnaire was chosen as the preferread a@dlection method for this

particular research study.

However, despite the variety of data collection mods open to the positivist
researcher, the common denominator is that ahefmethods set out toeasurehe

phenomena under investigation. Bryman (2001) suggisit there are three main
reasons why people are pre-occupied with the is§uaeasurement in quantitative
research. First, measurement allows the possibditydefining fine differences

between people in terms of how they feel or reathé particular characteristic under
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investigation. Second, a device for measurement@isvides a consistent instrument
for gauging these differences. Finally, measurenpgovides the basis for a more
precise estimation of the degree of relationshifwben variables or concepts. In
reality, the notion of measurement is fundamemtahé process of supporting a claim
for scientific rigour. Looked at in this way, measoment becomes a kind of ‘comfort
blanket’ for the positivist researcher. Howevels tfeliance on measurement is not
without its problems. Critics of quantitative resgawould go so far as to suggest
that the measurement process itself may, in facly promote an artificial and

spurious sense of precision and accuracy Brymaf1(20As has been previously
discussed, measurement may only serve to divoepltbnomena under investigation
from their social reality. Equally, a strict ‘scidit’ approach may ultimately have a

constraining effect on any research study:-

“Quantitative survey research is sometimes portchgs being sterile and unimaginative but
well suited to providing certain types of factuafarmation - the hard evidence(de Vaus,
2002: 5)

Questionnaire design

Survey research using questionnaires is perhapsntbst common method of
gathering quantitative data. For example, the usquestionnaires is prevalent in
business research where customer views and opiai@sought on matters such as
satisfaction ratings and brand loyalty. The teuestionnaires generally understood
to include all techniques of data collection in @etheach person is asked to respond to
the same set of questions in a predetermined ¢deevaus, 2002). However, there is
a degree of flexibility in the way in which resp@mds can be interviewed in the sense
that the questionnaires can be either self-adneirgdt or interviewer-administered or
conducted either face-to-face (or by telephonegorotely by post or e-mail. The size
of sample that can be accessed and the relativee speed and convenience with
which data can be obtained make a self-administepggstionnaire an attractive
proposition. The biggest downside of this approdciwever, is that self-administered
guestionnaires are notoriously difficult to mandge virtue of the fact that the
researcher may be operating at some distance fremintended participant. This
tends to result in lower response rates than ieare$ using interviewer-administered

qguestionnaires.
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This flexibility also extends to the type of questthat can be incorporated in the
guestionnaire. Easterby-Smiét al (1991) distinguish between two broad types of
guestion: those intended to establfabtual answers and those that are designed to
identify opinion Factual questions would be designed to estabiisigs such as age,
gender and occupation. However, the biggest probhéth factual data is that it
possibly only provides a superficial picture of thieuation under investigation. On
the other hand, opinion questions would be moreceored with what respondents
actually think about a particular issue. Anothestidction that could be made is to
talk in terms of ‘closed’ and ‘open’ questions. Teemer would be designed to elicit
a simple answer that could subsequently form pladetailed statistical analysis. The
latter would comprise questions requiring more thaimple monosyllabic response.
The downside here is obviously that data generdayedpen’ questions does not lend
itself so readily to statistical interpretation.\mever, it should be noted that these two
types of question are not mutually exclusive. Iralitg, the vast majority of

guestionnaires comprise a mixture of the two.

A further refinement of the closed question apphpathat ultimately provides a
greater discrimination than is otherwise possibte straightforward ‘Yes/No’
responses, is the use of scales. These scalesludf@mterviewee a choice of options
for response. The most common type of scale usegdmarchers is the Likert scale.
This normally boasts a range of options from ‘SglgrAgree’ to ‘Strongly Disagree’.
The respondent simply has to circle or tick theimpthat best matches how he/she
feels towards a particular statement or issue. Assalt, the researcher can identify
the depth of feeling from respondents. Incidentalys technique is widely used in
higher education for obtaining student feedbackba@th modular and programme
level. Equally, the technique is much used in miamkeresearch where it can provide
useful insights into, for example, the degree gRlty felt by customers towards a
company’s brands or how satisfied they are withdpods or services that have been
consumed. Whilst it is not the only scaling meththay researcher’s familiarity with
the technigue made it a natural choice of dataectin method for this study,

especially given a general unfamiliarity with undéing positivist research.

The self-administered questionnaire in this studiyprises a set of attitudinal scales.

It is designed such that it can be answered ineeiffaper-based form or in an
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electronic version that can be e-mailed back feesier response. However, a web-
based version was not considered largely due te toressures and the limited
technological abilities of the researcher. Howewar,reflection, a custom-designed
guestionnaire, courtesy of a software package aadWicrosoft SNAP for Windows,

is possibly far more customer-friendly, easier ¢onplete and - more to the point -
easier to return. This last point should not berlooked, particularly in view of the

fact that the typical key account manager targétedhis research is known to be
over-worked and time-impoverished and will tendetave to one side the completion

of any task that, at first sight, might appeardok too difficult and time-consuming.

Originally (see Document 1), it was anticipatedt thacument 4 would approach the
business of data collection by looking specificalty

« attitude (i.e. how responderfeelabout something)

» Dbelief (i.e. what they think dvelieveis right or wrong)

* behaviour (i.e. what peoptid in the pastdo now orwill do in the future)

» attribute (i.e. what qualities or characteristiespondents bring to a situation).

Although it was felt that the easiest and mosttfialiline of questioning might be to
elicit responses relating primarily #dtitude andbehaviourit would still be possible
to include some questions that would elicit respsnselating to bottbelief and
attribute However, as with all research conducted overreogef time, a degree of
evolutionary change has been inevitable. In st@sed largely on the findings from

Document 3, the questionnaire has evolved to egplue following issues:-

» the emotional side of forming relationships (aéective aspects) that governs
the way an individual feels about a business partne

» issues likely to impact the duration of the relasbip (i.e temporal aspects)

» the practical implementation of relationship manket (i.e. instrumental

aspects)

Equally, the researcher is not only interestedhe personal aspects of business
relationships (i.e. the perspective of the key aotananager or key client contact)
but also how individuals view the approach of thesspective organisations to

managing relationships (i.e. the organisationasjpective). On this point, however, it

17



should be noted that, in attempting to investigdie organisational ‘perspective’,
there is no intention to impute to the organisatmy sense of ‘personal’ feeling or
emotion (in other words, the organisation is nohsidered to have undergone a
process of anthropomorphosis) nor is it the intentio claim that that there is
necessarily any such thing as a consistent anchedtorganisational view. However,
it is nevertheless perfectly possible for employeeger a period of time, to
experience the shared values of an organisationt@mtttermine from discussions
with senior managers what the typical ‘organisalbnesponse is likely to be to a
given aspect of relationship formation and relatlgp building. In so doing, the

similarities and differences between the two per8pes can be surfaced.

One further caveat that needs to be stressedtishieause the focus of this study is
on the views of key account managers and their idiae client contacts, it
consequently fails to take account of the views apadhions of senior managers.
Thus, the research is limited to what ‘frontlin&afé think about themselves - and the
way in which they construct their own reality - amthat they perceive to be the
behavioural response to relationships typically ilexéd by their respective

organisations.

The process of moving from abstract concepts tthiet where a questionnaire can
be developed can be referred to'descending the ladder of abstractiofde Vaus,
2002: 48). It involves moving from the broad to #pecific - in other words, arriving
at a set of specific measures or indicators thltemable a concept to be investigated
thoroughly. Now, if a measure is a means of engbtire collection of data in a
quantifiableformat, an indicator could be interpreted as sbingtthat already exists
(or can be devisednd is employed as though it were a measure ofabstract
concept under investigation(Bryman 2001: 67). In marketing terms, one such
example of a set of measures that has acquiredr@el®f common currency would
be the SERVQUAL model, which sets out to measue dbpth of feeling that
respondents have to various aspects of servicetyualdeed, the SERVQUAL
framework has arguably been much used and abusedeXample, it is all too
common for undergraduate students to latch ontartbéel and proceed to construct
their dissertations around it without due regardtsaunderpinning conceptualisation

or without sufficient critical evaluation of its efsiiness.
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On the one hand, the use of an existing set of uneass widely recommended in the

social sciences research literature:-

“Where possible it is best to use well-establishmdicators. Rather than ‘reinventing the
wheel’ why not take advantage of the expert worktbér researchers?(de Vaus, 2002:
50)

On the other hand, however, it is equally possiblaise alternative methods: for
example, talking to ‘informants’ from the group Ibe researched (de Vaus, 2002).
This was indeed the approach adopted in the cumesgarch project. The easier
option might well have been to adopt an existing afemeasures or indicators.
However, this was decided against for a numbereakons: first, the focus of the
research is considered unique and deserves to estigated in an appropriate
manner. Second, it may be harder to adapt exiseitg of measures to the research in
guestion because the original measures and ind&catere no doubt developed for
quite specific reasons and in quite specific bussneontexts. Third, the natural
evolution of the research across the entire DBAgutanakes it more natural to build
on the ideas generated from previous stages ofrakearch. Finally, it could be
argued that the current study is not ‘reinventing tvheel’ since the issues are those
raised by key account managers. It is the key adamanagers themselves who could
be construed as ‘experts’ in the field. The issihes they feel are important in their
jobs are arguably the best indicator of the howy therceive their role. Such an
approach thus contributes significantly to the psscof assuring thiace validityof

the resultant questionnaire - in other words, earifig whether the instrument or its
items are plausible (Easterby-Sméthal, 1991).

However, irrespective of the source of indicatarsneasures, it could be argued that
the more important issue is that of temberof indicators or measures to be used in
the questionnaire. In short, there is no simplenvango the question of how many
indicators to use. Indeed, they may range from allsself-contained set that are ideal
for measuring simple concepts to multiple measwigsre the issue or issues under
investigation are more complex and need teasingAyuexample of this complexity

is provided by attitudes and opinions. It is félat these are often best measured by

adopting a number of questions that attempt touraghe scope of the concept being

19



investigated (de Vaus, 2002), or, as de Vaus goew® gay:“it helps to get at the
complexity of the concep(tde Vaus, 2002: 180). Certainly, in situations vehthere

is no agreed way of measuring a concept it mighhéeful to develop a range of
indicators to assess the depth of feeling. Intamgide Vaus suggests that the use of
multiple indicators can also help to minimise thendk of distortion or
misclassification that can result from the analysissingle item measures and
increase the reliability of the research. This pas supported elsewhere in the

literature (see Bryman, 2001).

Once a set of potential measures or indicator$bas identified, the first draft of the
guestionnaire can then be constructed. It is ndynaaicepted protocol to subject the
resultant questionnaire to testing in order to cdekle most suitable items for
inclusion in the final version. This testing can @ene in a number of ways. The
easiest way is arguably the ‘test-retest’ routirfeeseby the original respondents are
retested to determine whether there is any sulistafitference in the way in which
questions have been answered. However, from aigabperspective, this is seldom
possible and is a reasonably arduous and time-otinguprocess. What is more
likely is that the scale is subjected to statigtieating via a software programme such
as SPSS. A typical approach would be to com@utmbach’s alpha coefficienThis
looks at the consistency of a person’s responsamoitem compared to each other
scale item (de Vaus, 2002). If results of more ti@an are obtained the scale is
generally considered to be reliable. However, ab wil statistical tests, a degree of
circumspection needs to be exercised because ti@yebe other qualitative factors
influencing the respondents’ answers that needetdabtored into the evaluation of
the questionnaire’s reliability. For example, thember of items to be tested is further
affected by practical considerations such as tleeadvlength of the questionnaire and
the method of administration (de Vaus, 2002). Bgualhere research in a particular
context consistently showsronbach’s alphdess than 0.7 then that lower figure may
be deemed acceptable. However, it is interestingdte that, when subjected to
statistical analysis, the scales used in this @adr study achieved &ronbach’s
alpha score of 0.831, suggesting that the instrument nebable. A summary of the

reliability computations can be seen in Appendix 5.
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In order to subject a research instrument to furthee validity testingpiloting is an
acknowledged way of helping to eliminate unnecesgaestions (de Vaus, 2002) and
identify potential problems or inconsistencies wighther the instrument or its
administration. In this particular study, the firdtaft of the questionnaire was
circulated to colleagues in the Marketing and Rdiam at Nottingham Business
School, with the request not just to complete theestjonnaire but to provide
comments on both the content and style adopted. duesstionnaire was also
circulated to both of the researcher's DBA supemgdor their scrutiny. Overall, the
process was extremely helpful for shaping the fwesion of the questionnaire in
terms of identifying specific issues such as anasmmal lack of clarity with
instructions, ambiguous wording in some statemanis$ other items that could be
deleted in order to make the finished version ef lmestionnaire more compact and
more user-friendly. However, the process did takdotalonger than originally
envisaged, due in large part to the various pradesas demands of the people
involved and the fact that the pilot testing tod&ge at a busy time of the academic
year (in the run-up to Christmas) when assistandgis kind of activity may be low

on colleagues’ priority lists.

The final research instrument developed for thigdgtconsisted of seventy three
statements (or items) that were originally derifen the comments of respondents
taking part in the research for Document 3. A sumynud the themes that emerged
can be found in Appendix 1. These comments wereesnukently moulded into three
broad areas, which - as previously identified - #ne affective temporal and
instrumental relational attributes. Further detais be found in Appendix 2. It is
interesting to note, however, that these three gga@f relational attribute have been
further sub-divided into personal and organisatiamarder to reflect the previously
stated aim of this research of attempting to gdaaib the personal perceptions of key
account managers and the way in which they belibe& respective organisations

respond on relationship matters.

Additionally, it should be noted that the above s@rhat simplistic grouping of
relational attributes should in no way be regardsdrivialising the construction of
the guestionnaire nor should it be regarded as imggke range and complexity of

the issues under investigation. In fact, furtheplesation of the themes raised in
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Document 3 have suggested that there are a dofferedi concepts that underpin the
development of the items in this questionnaire.seheoncepts are as follows but are

not necessarily in any priority order:-

* intuition (i.e. personal instinct or ‘gut feel’)

e social aspects (i.e. the informal contacts in tHationship)

e trust and commitment (i.e. how respect for eaclypdevelops)

» personality traits (i.e. the personal charactessthat help create the right
atmosphere for the relationship)

e response approach (i.e. the ways in which the iddal responds to the
customer’s needs)

» corporate traits (i.e. the particular ‘personalardcteristics of organisations
that can be discerned through experience)

¢ relationship outcomes (i.e. the mutually beneficiatcomes that both parties
are seeking)

« relationship behaviour (i.e. instances of eithesifie or negative behaviour
in a partner that have the potential to impactréiationship)

» preferred contact methods (i.e. the methods tlthviohuals and organisations
favour in the process of building relationships)

e staffing issues (i.e. problems of balancing workloand the different
demands of the key account manager role)

» strategic approach (i.e. whether the organisaoperceived to be taking a
co-ordinated approach to the management of itioslglips)

» organisational support (i.e. key account managensémictures, personal

rewards and personal development opportunities).

Each of these concepts will be discussed in matalde the section on data analysis.

The resulting list of items was built into a fiveipt bi-polar Likert scale with
response options ranging from Strongly Disagreaq1Strongly Agree (5). Although
it is acknowledged that the adoption of a sevemipbi-polar scale might offer a
greater degree of precision for responses, itvenleeless a concern that respondents

may find it difficult to differentiate sufficientlypetween degrees of response if there
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are too many options. Consequently, a five-poiatests considered sufficient in this
instance, particularly given the exploratory natofehe research. As de Vaus (2002)
suggests, a five-point Likert scale is flexible egb that it can be collapsed down at a

later stage to two or three categories if necessay Appendix 3).

Approaching the design of the questions requirg®@d deal of thought for many
reasons. Not least among these is the need fogukstions to bexhaustive(or
inclusive) in the sense that the range of items prises issues on which all
respondents will feel able to express an opiniaraddition, the questionnaire needs
to beexclusivein the sense that each respondent can provideom@yanswer to each
question. A useful checklist is provided by de V#2802: 97). However, it is only
when the questionnaire is piloted that the researchn be certain whether it meets
both of these tests. One further requirement sugddsy de Vaus (2002) is the need
to balance the categories. In other words, thetmuesire needs to be designed so
that respondents have an equal choice of optiorhidose either side of the neutral
category (in this case ‘Neither Agree nor Disagreeln self-administered
guestionnaires, de Vaus (2002) suggests thatigsgable to offer the middle position
in order to avoid forcing people to express a l@failommitment to an item that they

may not have.

Due consideration was also given to the phrasingth® items used in the
guestionnaire. A potential problem with Likert sgsis that if all items are phrased in
the same way respondents might, for example, bptesito tick the ‘Strongly Agree’
or ‘Agree’ boxes on every occasion without realynsidering their answers. In this
instance, the respondent’s inertia may signifigabths the outcome of the research.
Equally, there could be a danger of taking too tpasia stance to the research by
phrasing items in such a way that the only possiiswer is ‘Strongly Agree’ or
‘Agree’. Thus, in order to counteract these proldethe phrasing of the items needs
to be varied throughout. A simple way of doing tisigo introduce occasional items
that the respondent will need to disagree witherathan express constant agreement.
Thus, some of the items used in this research shmbyrporate negative statements.
The intention was deliberately to cause the respontb stop and think carefully
before answering. Now, to a large extent, the diskeoword ‘not’ is frowned upon in

the social sciences research literature becausmaly only serve to confuse
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respondents. However, as Bryman (2001) suggestsigheof negatives in Likert
scales is sometimes difficult to avoid because résearcher is likely to want to
reverse the direction of the questions in orderdntify respondents who exhibit

certain response sets.

A copy of the final version of the questionnaire ¢e found in Appendix 3.

Additional problems with data collection

De Vaus (2002) summarises the problems that thearelker is likely to face as

follows:-
» technical
e practical
» ethical

A good many technical problems have already besnudsed as they relate quite
specifically to the design of the questionnairewidger, an additional technical issue
that needs to be considered is that of sampling. Sdmple in this particular study
was originally envisaged as ideally comprising softe respondents (both ‘key
account managers’ and corporate client contactsn feach of four or five UK
business schools. In short, it was hoped that ar&m100 people would take part in
the research. However, one of the particular @moisl with cross-sectional research is
arguably accessing an adequate sample within agieeod of time. Thus, the task
of the researcher becomes one of attempting towiliohg UK business schools and
persuadinggompliantkey account managers and their corporate clienpgtocipate.
This process inevitably results in the use of a-reordom, convenience sampling

approach.

Whilst it is acknowledged that the use of a nordmn convenience sample will, to
some extent, affect the degree géneralisability of the research findings, it is
nevertheless still regarded as a useful methodbtdiming data speedily and cost-
effectively. Equally, in the early stages of explary research, such as testing
guestionnaires, non-random samples are consideatisfastory (de Vaus, 2002).

Furthermore, Remenyit al. (1998) suggest that such samples are extensigely in

24



universities or business school research, wherk ddvantage can be taken of

business executives attending courses at the firee sesearch being conducted.

In terms of this particular research study, a psab@ontact in each of the selected
UK business schools was approached to act as archs#acilitator’. This contact
was asked to invite others to participate in treeagch in a form oénowballing It
was hoped that this process would further helprtsuee a speedy response from
participants. Remenyt al. (1998) support the view that often this form cfearch is
the only way in which a researcher can gain acteappropriate respondents: in the
case of this study, the researcher is obviouslyngctemotely from the chosen
business schools and is therefore totally relianthe goodwill and willingness of the
personal contact to involve colleagues in the nesedqually, the researcher will be
heavily reliant on the goodwill and willingness kdy account managers to provide

access to the corporate client contacts that teaywlith on a regular basis.

However, de Vaus (2002) goes on to suggest thatesmsearch is not all that
interested in identifying what proportion of theppdation responds in a particular
way. Rather, it is more a matter of obtaining assidf the range of responses or ideas
that respondents have. In this particular resestutty, the issue of sampling assumes
less importance since the main focus is on eligitime views and opinions of key
account managers rather than achieving some kincri€al mass’. Further support
is available to suggest that sample size is noessarily considered crucial for
guantitative research (Meier cited in Broderiek al, 2004). Equally, there is
evidence in the literature to support the view tbatall scale surveys in social
research frequently involve between 30 and 250scé83enscombe cited in Broderick
et al, 2004).

In terms of more practical issues, there is alsopifoblem of the potential imbalance
between the volume of data generated by key accmamagers and by corporate
clients. It is anticipated that key account manageay be more willing to complete
the questionnaire than they are to involve theipomte client contacts. The reasons
for this may be many and varied but could inclulie,example, personal inertia, a
fear of ‘burdening’ their client contacts or, pddgj even an unwillingness to invite

feedback for fear of it being negative. Howevers ihot within the scope of this study
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to elicit any information concerning the motives oéspondents for either

participating or not in this study.

Other practical issues stem largely from the choicesing e-mail for distributing the
guestionnaire. Whilst it is accepted that thereimlmer of sophisticated questionnaire
design programmes available to the researchereffample, SNAP for Windows),
technical advice sought early on from both univgrschnicians and colleagues who
had used such packages suggested very stronglydivan the limited amount of
time for conducting this research and the limiteghnical questionnaire design
expertise of the researcher, a simpler approachldioe adopted: namely, developing
a Word-based questionnaire that could be distribuia e-mail. By doing this, it was
felt that a suitable covering letter could be s#rthe same time in order to clarify the
research purpose and provide a more personal toutte recruitment of potential
respondents. An example of the covering letter tas sent can be found in
Appendix 4. However, such an approach is not witlitsuproblems, not least because
the questionnaire needs to be designed in suchyathed it can, first of all, be
accessed by the recipient and then that it alldvesntto complete the questions as
intended. Given the range of computers availab&ach with their own uniquely
configured operating system - and given the vargiegree of computer literacy to be
expected in respondents (even among professional@such as university lecturers)
the questionnaire design needs to be sufficienthyust whilst still retaining an overall
simplicity and elegance. In this respect, it i®dlmportant to take great care with the
explanatory text provided. For example, instructioeed to be completely clear and
unambiguous. It was brought to the researcherantitin almost immediately after
the first batch of questionnaires had gone out thate was still a problem with
interpreting the instructions for returning compkeguestionnaires. Fortunately, since
this problem occurred at a very early stage ofdata collection process, suitable

changes could be made to the instructions.

In terms of ethical matters, de Vaus (2002: 59)gssts a useful guide for how to

proceed. In brief, it is suggested that all redeaeds to consider the following:-

* voluntary participation

26



e informed consent
e no harm
» confidentiality

* privacy

The above issues are conveniently underpinned @éynttion of research etiquette.
For example, when using a contact at another usityerit is both a matter of
courtesy and etiquette to seek permission forelearch to go ahead. This may either
require approval from a departmental head or evanesne more senior in the
organisation. The time lag between initiating tesponse for participation in the
research and actually obtaining permission to prdaeay be frustratingly slow. This
problem is magnified by the fact that the reseascheing conducted remotely via a
number of intermediaries, as has been previousiyudised. This will inevitably result
in increased difficulty in obtaining timely resp@&ss Equally, canvassing the views of
the corporate clients themselves is not expectethetcan easy task because the
researcher is not just reliant on the initial intediary but subsequently on the good
offices and goodwill of the respondent themselvesléciding when, or even if, the
questionnaire should be completed. This adds tdrthetration and uncertainty over

obtaining adequate response rates.

An additional issue worth considering is that, althh anonymity can be promised to
respondents, the very fact that the questionnaitdsbe returned by e-mail means
that their provenance can easily be identified. diguthe only form of inducement
that can be offered to potential respondents isttiey can be shown a summary of
the eventual findings of the study. This means tha¢cord needs to be retained of

who has requested such information.

Finally, in addition to all of the problems discedsso far, the researcher’s limited
experience of quantitative data analysis need®ttaken into account. However, the
specific issues surrounding the approach takemta dnalysis in this particular study

are discussed in more detail in the next sectighiefDocument.
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Approach to data analysis

The analysis of quantitative data poses a humbeahalflenges from the outset. As

Diamantopoulos (2000: 77) suggests, somewhat teimgokeek:-

“Your data are now sitting restlessly in the depthfsyour computer's memory, eagerly
awaiting your instructions to reveal their secre¥our problem at this stage is to decide

exactly what instructions to give, in other word$at analysis to undertake.”

In short, the researcher needs to consider thewlp issues:-

+ the number of variables to be examined
* the level of measurement of the variables
» whether the data are to be used for descriptiveferential purposes

e ethical responsibilities
(de Vaus, 2002: 203)

Number of variables

In terms of the number of variables to be examiried,researcher has a choice: for
example, the most straightforward option would beconductunivariate analysis,
where each variable is tackled individually ancempts made to clarify the reasons
for the results obtainedivariate analysis is concerned with the analysis of two
variables at a time in order to uncover whether \thgables are related (Bryman,
2001). The researcher’s task is therefore to sefmckvidence that the variation in
one variable coincides with the variation in anothieshould be noted, however, that
any resultant relationships should not necesshélinterpreted as suggestingausal
link. Further exploration would need to be carrieat to determine whether any
causality existsMultivariate analysis, on the other hand, involves the investigaof
three or more variables at any one time, agaiorder to identify where relationships

may appear to occur.

This particular study opts predominantly for uniase analysis followed by some
tentative steps towards bivariate analysis. Theaedor remaining largely at the

univariate level is that there are no specific higpses to be tested (as discussed
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previously). Rather, the research is more intedeisteestablishing the extent to which
the ideas expressed in Document 3 are endorsedrbgrinumbers of key account

managers.

Level of measurement

In addition to concerns over the number of varialitebe investigated, the researcher
also needs to take into account the level of measent. Distinct differences in the
level of measurement depend very much on the @igiacisions taken at the stage of
designing the data collection method(s). In braadhs, these range from the use of
nominal data (lowest level) through ordinal (or kisug data) through to interval or
ratio data (the highest level) (Diamantopoulos,®@0fe Vaus, 2002: 204). However,
there are other issues that have a part to plaganding on the level of measurement:
namely, the more powerful and sophisticated ar@dytitechniques are only
appropriate for interval level data. Equally, highevels of measurement provide
more information. However, de Vaus (2002) questiovisether this amount of
information is always necessary. Equally, respotsiemay not be able to provide
accurate information either because they don’t haee because they may not want

to divulge personally sensitive data.

In this particular study, since the data obtainasl tome from the use of Likert scales,
this means that the analysis needs to adopt acallythethods that are generally
considered suitable for ordinal (or ranking) ddtmwever, much of the research
methods literature suggests that the statisticdinigues most frequently employed
are those based on random sampling ugiagametric methods (Diamantopoulos,
2000). Such methods are based largely on compngatiovolving the statistical
mean With ordinal data, however, the mean is not aiaarly relevant measure
because the response options relate to discrezgarés. A respondent either agrees
or strongly agrees with a statement. It is impdesib determine the exact extent to
which he or she agrees. As a result, other methedsl to be employed that take
account of statistical measures such asmkdianandmode In other words, ordinal
data require the application nbn-parametricmethods of analysis (Diamantopoulos,
2000). It is interesting to note, however, thatr¢hés increasing support in the
research methods literature for the use of paraenetethods of analysis on ordinal

data, particularly in marketing:-
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“Rating scales are strictly speaking ordinal. Howevin practice, especially in the marketing
area, these are treated as being measured at tteevid level” (Reminiyi et al, 1998:
153).

Despite this - and particularly in view of the shedmple size in this study - it has

been decided to adopt a non-parametric approagattoanalysis.

Descriptive and inferential statistics

Broadly speakinggescriptive statisticare those that attempt to summarise patterns in
the responses from the sample cases surveyedbasia level, they provide simple
information about the frequency of occurrences emable averages to be calculated.
Furthermore, these descriptive statistics can perted in table or graph form. The
chief advantage of descriptive statistics repoitethis way is that a large amount of
data can be dealt with and reported quickly andreoniently. Indeed, it is sometimes
easier to visualise a situation at a glance fraabée or graph rather than read through

large amounts of explanatory text in order to glgmnrelevant facts.

Inferential statisticson the other hand, attempt to go beyond the meseription of
attitudes and characteristics and allow the rebearo generalise the results from the
sample to a wider population. The aim is to prosadddea about whether the patterns
described in the sample are likely to apply togbpulation from which the sample is
drawn. Consequently, a large part of adopting éerémtial approach to data analysis
is concerned with tests for statistical significanehich Bryman (2001: 233) defines

as follows:-

“A test of statistical significance allows the apstl to estimate how confident he or she can
be that the results deriving from a study based aomandomly selected sample are
generalisable to the population from which the skamwgas drawn... it also tells us about the
risk of concluding that there is in fact a relatgip in the population when there is no such
relationship in the population... statistical sigodhce is solely concerned with the

confidence that researchers have in their findihgs.

Although most of the analysis conducted in thisdgtwill be at the descriptive,

univariate level, for reasons previously discussedegree of bivariate analysis will
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be carried out in order to move towards a situatibiere inferences might be drawn.
However, where bivariate analysis has been attainptee has been taken to ensure
that the correlation coefficients used are considesuitable for situations where both
variables are ordinal (e.g. as is the case witla gabduced by Likert scales). For
example, reference will be made to Spearmamds(Bryman, 2001) and gamma and
Kendall'stau. (de Vaus, 2002). Nevertheless, it should be addatdthese tests only
measurdinear associations. It may be possible to run teststabdish the degree of
non-linear relationship present. However, time doesallow for this exercise to be

undertaken in this particular piece of work.

In situations where relationships are being exathinetween variables with mixed
levels of measurement (e.g. nominal and ordinal)/das (2002) suggests that the
researcher will have to make do with statisticsigte=d for two nominal or two
interval variables. In this study, therefore, chuare testing would be an appropriate

technique to employ.

Ethical responsibilities

Finally, data analysis is not just concerned wikhhical statistical matters. The
researcher also has a responsibility to analysed#ite professionally and report it
fairly and accurately. All necessary steps neeletdaken to avoid misrepresentation
of the findings. This could easily occur by simpporting the positive or convenient
results only: in other words, adopting the kindsehsationalist approach often to be
found in the press. Equally, the misuse and ab@isgatistical tools and summary

statistics should be discouraged in a bid to ofésults that are, to the best of the
abilities of the researcher, a true and fair reitec of the situation under

investigation. In order to overcome these potemgrablems, it is normally expected

that the researcher makes all data sets and s@tigummaries available for

inspection. This is part and parcel of the need fdositivist research to generate

results that can be replicated as a safeguard ftdalsification (de Vaus, 2002).

One further issue is that the researcher shoufgetghe individuals who have taken
part in the research and do nothing that would s&pthem to subsequent
embarrassment or misrepresentation. Consequendyresearcher should be mindful

of the need to treat material with sensitivity dhe requisite degree of anonymity.
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Analysis of the data

For the sake of ease and convenience, the followlatga analysis will use as its
framework the twelve themes that were identifiedieain the discussion on data
collection methods. Although the intention is toadénitially with the data in a
descriptive manner, the opportunity will nevertissiée taken to provide a degree of
manual cross-tabulation, where relevant, in oraehighlight the similarities and
interesting differences of opinion between the $p@al’ and the ‘organisational’
perspectives on certain issues and to considercanfrasts between the university
key account manager view and that of the corpachéats. It is felt that a manual
approach to this task is both appropriate and dafit given the relatively small
sample of people who took part in this study. Hogrevn addition to manual cross-
tabulation, statistical tests will be undertakesnirtime to time in order to determine

whether any relationships might exist between aextariables.

With reference to the sample, a total of 25 questiires were returned before the
data analysis commenced. 20 of these were froni wtafking in a key account
manager capacity within a humber of higher eduocatistablishments. 5 were from
corporate client contacts. Two additional questaires from corporate clients were
returned shortly after the process of data analyatsbegun and were thus too late to
be included. The response rate is difficult to a@soe in view of the fact that the
qguestionnaire went out to a number of institutiona personal contacts of the
researcher. The remote nature of the research r@agopsly discussed) makes it
difficult to be certain of the exact numbers of pleoto whom the questionnaire was
circulated. However, by way of illustration, theegtionnaire was distributed among
members of the Centre for Management Developmelt(Cat Nottingham Trent
University. Out of a possible 20 people identifesibeing eligible to take part, seven
people returned completed questionnaires (i.esporese rate of 35%). The Centre for
Automotive Industries Management (CAIM) at Nottiagh Trent University
identified three people as potential respondengseHtwo completed questionnaires
were returned (i.e. a response rate of 66%). Howétvehould be noted that the issue
of generalisability has already been discussedim $tudy. Since the findings are

intended to enable the researcher to build onitemeés identified in Document 3, the
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actual composition of the sample becomes less ante\Rather, it is the issues
themselves that are more important.

Out of interest, the other academic institutionking part in the research were
Strathclyde University, Middlesex Business Schtw, Southampton Institute and the
London College of Communications.

Intuition

A number of lines of enquiry were grouped undes tharticular heading, but all of

them were trying, in some way, to gauge factorsigind relevant to understanding a
respondent’s personal drive and motivation towdaiming business relationships.
For example, past experience (ltem 1a) might berumgental in shaping the

individual’'s attitude to the formation of new retatships. On this particular point, it

is interesting to observe that over half of respmonsd think that relationship history

has an effect on future relationships (see Figire 2

Figure 2. Bar chart showing the effect of past higtry on a

relationship

Relationship adversely affected by past history
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Relationship adversely affected by past history

When compared with the ‘organisational’ respongentl 3a), some two thirds of
respondents thought their respective organisatioveye influenced by past

experience. This may indicate that the issue issipbs more keenly felt by
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organisations rather than individuals. The corpoidient view was broadly similar,
with the one exception that responses avoided #teeraes ofstrongly agree or
strongly disagree. However, one thing that is fascinatimyd (&would be worthy of
further investigation) is that a quarter of respamd actually felt that past experience

has no effect whatsoever on future relationshigetigament.

The items concerning the important role playedeiationship formation by ‘gut feel’
(Items 1b and 3b) revealed that the issue was lpgssinsidereanoreimportant on a
personal level than for organisations. Some 80%eedrthat it was personally
important to them whilst 60% echoed this viewpdarttheir respective organisations.
All of the corporate clients answered positively fiem 1b, confirming their personal

belief in its importance.

The responses to Item 1c, concerning the impacelationship formation of personal

likes and dislikes, provided an almost identicalderesults. Again, however, around
one sixth of respondents disagreed, claiming teasgnal likes and dislikes had no
impact on how they formed relationships. This nragicate that they might possibly

be the kind of people not to let their emotiongerilieir approach to relationships. It
may well be that they consider the adoption of @gasional and impersonal stance
more appropriate, although this would be subjedtitther investigation.

The issue of personal chemistry between partnergoped a strong response from
individuals with, again, four fifths of respondemisher agreeing or strongly agreeing
that it was an essential ingredient in a relatignshhe corporate clients echoed this
feeling in their responses. However, it is intdrestto observe that there was less
agreement in terms of ‘organisational’ chemistter{l 3d). Here, around one third of
respondents disagreed (see Figure 3). Equallyrespmondent was consistently out of
step with the general mood of other key accountagars throughout the opening
stages of the questionnaire. This may indicate tthatndividual possibly has issues
around relationship formation or may be relativegw to the position and has yet to

appreciate the more ‘personal’ aspects associatbd&ationship formation.
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Figure 3: Bar chart showing the importance of orgarsational
chemistry to relationship formation

Organisational chemistry is essential

11 | ]

T T T
Disagree Neither nor Agree Strongly agree
Organisational chemistry is essential

Finally, the subject of self-interest was raisetérfl 1e). This was an attempt to
identify whether individuals approached a relattopgor purely personal reasons or
whether they took a more holistic approach thabemgassed the needs and concerns
of their business partners. Whilst it was arguajytifying to see that some 60% of
respondents disagreed, claiming that self-intenest not an issue, there were still
around a third of individuals who neither agreed disagreed. It may well be that
they either did not wish to voice an opinion on subject or, possibly, that they had
never really thought of relationship formation asnaans of advancing their own
cause. Worryingly, however, there was a single ¢am®a the corporate clients who

strongly agreed that self-intere@gasa powerful motivator.

Personality traits

Following on from the issue of personal chemisthg questionnaire also attempted
to develop a better notion of the kind of traitatthkey account managers might be
looking for in their potential partners, in muchetlsame way as an individual

approaches a potential long-term relationship sasmarriage. Certainly, charisma
and a good sense of humour were themes generatin® iexploratory research in

Document 3. Looking, firstly, at charisma (ltem 2#&)is perhaps not surprising to

observe that around four fifths of respondentseeitigreed or strongly agreed with
the statement that a charismatic personality iradnpr is beneficial to the way in

which a relationship becomes established. A pddibu interesting angle on this
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issue is that some 70% agreed that personalityastaslly more important than being
responsive to a partner’s needs (Item 2d). The tteat all corporate clients either
agreed or strongly agreed would suggest that sosgeakcount managers still feel
that it is more important to be responsive, pogssbiggesting that they consider their
role to be one of pleasing the client rather thaimdp pleasant - although this would
obviously need to be investigated further (see feigl). A broadly similar outcome
was detected in Item 4e where, if it is assumetdhganisational goodwill is similar
in nature to personality, then there are still tdyg25% of respondents opting for
responsiveness over goodwill. With only 45% of mgents agreeing outright with

the statement, this means that around 30% of peogie still undecided on the issue.

Figure 4: Stem-and-leaf box plot showing how respatents view

responsiveness
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Personality more important than responsiveness

Equally, a good sense of humour is important, lmssiply less so than charisma and
personality. Just over half of respondents sugdetat a good sense of humour was

essential to relationship formation. However, iiriteresting to note that just under
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30% of people felt it unimportant. It may well bkat the business of forging
commercial relationships is regarded as a profaasiand impersonal matter (as was

suggested earlier).

Social aspects

The next section of the questionnaire attemptedntwve beyond the personal,
intuitive aspects and explore the social side &itienship formation. For example,

respondents were asked whether they were motidagetthe prospect of becoming
involved in new relationships (Iltem 1f). In this rpeular instance, 70% of

respondents were motivated by the prospect with 88psessing neither agreement

nor disagreement. Nobody disagreed with the stateme

Figure 5: Stem-and-leaf box plot showing how respalents view
the social aspects of a relationship
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Look forward to social aspects

However, when asked whether it was the social d@spet the relationship that

appealed (Item 1i) it was somewhat surprising tecaer - given that the theme
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figured prominently in the literature review devedol in Document 2 - that only one
fifth of people positively looked forward to the csal aspects. Over half of
respondents were not looking forward (see FigureEfually, none of the corporate

clients was looking forward to this aspect of thkationship!

Further evidence for the lack of interest in theiabaspects of the relationship is
provided by the statistical tests carried out oa tariables ofsocasps(‘looking
forward to the social aspects’) apobrole (‘work in higher education’). With a
Kendall's Tau of -0.045 and Spearmarrko of -0.053, these would suggest that no

relationship appears to exist (see Table 1).

Table 1:  Testing for a relationship between the vi@ables of job

role and looking forward to the social aspects

Chi-Square Tests

Asymp. Sig.
Value df (2-sided)
Pearson Chi-Square 9.856% 4 .043
Likelihood Ratio 9.651 4 .047
Linear-by-Linear
Associat)ilon 397 L 529
N of Valid Cases 25

a. 9 cells (90.0%) have expected count less than 5. The
minimum expected count is .20.

Symmetric Measures

Asymp.
Value Std. Errof Approx. N Approx. Sig.
Ordinal by Kendall's tau-b -.049 .196 -.249 .803
Ordinal Kendall's tau-c -.045 .180 -.249 .803
Gamma -.089 .354 -.249 .803
Spearman Correlation -.053 211 -.254 .802¢
Interval by Interval Pearson's R -.129 .168 -.622 .540¢
N of Valid Cases 25

a. Not assuming the null hypothesis.
b. Using the asymptotic standard error assuming the null hypothesis.

C. Based on normal approximation.
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Trust and commitment

If the social aspects of relationship formatiorlefdito motivate respondents, a very
different picture was presented in relation to erattof trust and commitment. For
example, there was almost unanimous agreement dbeufact that respect for a
business partner helps to speed up the formatioelationships. Indeed, this was the
case for both the ‘personal’ and ‘organisationargpectives (Items 1g and 3e).
(Interestingly, however, there were two non-respsn® this item from university
key account managers). By a similar token, ovezdlguarters of respondents claimed
that the credibility of a potential corporate besia partner helped to facilitate the

development of the relationship once it had beémbéished (Iltem 4a).

Taking this issue a stage further, however, theas & marked falling-off of the
positive response to the issue of whether indiviglaad organisations preferred to do
business only with partners they felt they coulsstr(ltems 1h and 3f). Here, although
50% of respondents strongly agreed and some 20%edg(ltem 1h), it was
nevertheless interesting to observe that aroundfiftheof individuals thought the
issue unimportant either ‘personally’ or ‘organisatlly’. Manual inspection of the
completed questionnaires would suggest that att léas of these ‘negative’
respondents have already been alluded to in coonewith views that seem to stand
consistently apart from the ‘norm’. Furthermoreptof these respondents represent

the total sample from one particular institution!

It was also felt appropriate to establish whethesttwas considered to be a natural
by-product of a long-term relationship or whethiewas something which had to be
worked at (Items 5a and 6a). Whilst it is intemegtio note that around 60% of
respondents agreed with the idea that trust oodunaturally in a successful

relationship, Table 2 nevertheless suggests thet @quarter of respondents actually

disagreed with this notion.

Trust in a business partner could be considerdmktpartly influenced by a partner’'s
honesty. Certainly, taking Item 2f, a significantajority of respondents would
consider honesty to be more important than sharmgual goals. This is an

interesting finding in view of how strongly the atbnship marketing literature has
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stressed the fundamental supremacy of mutualitpohtant though this may be, it

may certainly not be the only relevant issue.

Table 2:  Frequency table showing views on whethdrust is a by-

product of a successful relationship

Trust is relationship by-product

Cumulative
Frequency | Percent | Valid Percent Percent

Valid  Strongly disagree 1 4.0 4.0 4.0
Disagree 6 24.0 24.0 28.0
Neither nor 3 12.0 12.0 40.0
Agree 11 44.0 44.0 84.0
Strongly agree 4 16.0 16.0 100.0
Total 25 100.0 100.0

Trust may also accrue from activities such as kegepromises and treating partners
with sensitivity. This was a particularly strongsue that emerged from the
exploratory research conducted in Document 3. Hewewn this particular study,
ltems 7c and 8b dealt with the issue of sensitiwhilst it was clear that, from a
personal standpoint, respondents felt that thegteck their partners with sensitivity
(around 90% agreement registered in Item 7c), #meswas not true of the way in
which individuals perceived their organisations re&spond. Indeed, only 60% of
respondents were able to agree, with about orte difrespondents disagreeing with
the statement that their organisation treats isnass partners with sensitivity. This
obviously suggests an area for further investigatinut this is regrettably beyond the
scope of the current study. On the subject of keppromises (Items 7d and 8c), a
similar breakdown in the figures can be observedweéler, instead of 20% of
respondents being unconvinced about the way intwthieir respective organisations
treat their partners, some 20% have yet to make thed up about whether their

organisations think that keeping promises is aenatt business courtesy (Figure 6).

In terms of the role that commitment plays in thentuation of a long-term
relationship, there appears to be broad agreenmetiteopart of respondents. Without
adequate commitment from both parties, a relatipnshay find it very hard to

flourish. Indeed, some 60% of individuals agreet thas important both from a
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personal and organisational perspective. Howevergamparison to the statement
about keeping promises (discussed above) only dslfnany respondents opted for
the strongly agree option when speaking personally (Item 5k anly a third as
many opted for thetronglyagree option when speaking on behalf of theiraetpe
organisations (Item 6b). So, this may indicate trespondents are generally less

certain of the role played by commitment than veither factors.

Figure 6: Bar chart showing how organisations regal the business
of keeping promises

Organisation treats promise keeping as common court esy
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Organisation treats promise keeping as common courtesy

Relationship behaviour

Trust and commitment is likely to be further infleed by whether business partners
exhibit behaviour that is construed as being eiffusitive (for example being friendly
and helpful) or negative (in other words, beingtnidive and unhelpful). The results
suggest that there is widespread agreement inahef hat positive behaviour does
impact on the likely length of the relationshipeftt 5¢). This position is echoed in the
statement that addresses the issue from a corpoeaspective (Item 6e). There was

unanimous agreement on the part of the corporastslthemselves.

A control statement (Item 5I) was built into theegtionnaire in order to provide
another opportunity to test reaction to the isstidehaviour in a business partner.
This was phrased in such a way as to reflect therge view: in other words, that

negative relationship behaviour will adversely eff¢he length of a relationship.
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Some 80% of respondents agreed with the stateAbmf the corporate clients were

in agreement.

It is also worth considering, at this point, thatgonality clashes might equally have a
part to play in influencing either the formation afrelationship or its successful
development over time. Table 3 suggests that adthawo thirds of respondents
agreed that personality clashes are potentiallyadgmg to a relationship, there are
still 20% who disagreed. It would be interesting kimow more about how they
manage their particular relationships. It may viiglthe case that these relationships
simply involve strong personalities who respectheather’s positions sufficiently to

be able to move on after any disagreement.

Table 3:  Frequency table showing whether respondésview

personality clashes as harmful to the relationspi

Personality clashes are harmful

Cumulative
Frequency Percent Valid Percent Percent

Valid Strongly disagree 2 8.0 8.0 8.0
Disagree 3 12.0 12.0 20.0
Neither nor 3 12.0 12.0 32.0
Agree 16 64.0 64.0 96.0
Strongly agree 1 4.0 4.0 100.0
Total 25 100.0 100.0

Response approach

This section deals broadly with the likely approablat respondents believe is a
necessary part of establishing and maintaining-tengy relationships. For example,
the benefits of adopting a proactive stance towargdartner are considered (Items 2e
and 4f). Around 90% of respondents felt that bgingactive would pay dividends.
This position was supported unanimously by the e@fe clients. Organisations,
likewise, can reap the benefits of adopting a pieacstance. Although slightly down
on the figure quoted above, it is still the casat tour fifths of respondents either
agreed or strongly agreed that their respectivarosgitions would acknowledge that
they can reap commercial rewards by adopting alslyitproactive stance to their

corporate partners.
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Percent

Taking this issue a stage further, the questioenaias designed to determine the
extent to which respondents thought a partner dabugositive approach (Item 7a).
Over three quarters of individuals believed thairtpartner valued a positive attitude.
The corporate clients were unanimous in their suppo this point. Equally, there
was no disagreement whatsoever in response to Tigmwhich tried to establish
whether respondents thought that their partnerse veetually concerned about the

issue of responsiveness.

In terms of focussing on a partner's needs, thersome disparity between how
individuals view the situation and how they pereeitaat their organisations behave.
Items 2g and 4g look at this particular aspecesponse approach (see Figure 7). Itis
interesting to observe that just under half of oesfents agreed that it was important
to focus on a partner's needs. However, almostira thf individuals disagreed.
Equally, when it comes to the organisational pergpe (Item 4g), only a quarter of
respondents agreed about the importance of foayussira partner’'s needs. Over 40%
of respondents actually disagreed with the statémen

Figure 7:  Bar charts showing the views of individals and

organisations on the importance of a customer fos

Focus on partner's needs is important Organisational focus on partner's needs is importan ~ t

404

301

20

Percent

L [ ]

T T T T T
T T T T Strongly Disagree Neither nor Agree Strongly agree
Disagree Neither nor Agree Strongly agree disagree

Focus on partner's needs is important Organisational focus on partner's needs is important

43



Obviously, without further investigation it woulce Wifficult to ascertain the precise
reasons for such a large percentage of disagreentémwever, one possible
interpretation could well be that such an outcoma ieflection back to the ‘old’ B2B
culture where there was little understanding ofribeds of the customer. Rather, the

prevailing mindset was one of ‘win-lose’.

Whether organisations actually deliver what theynpise was investigated in Item 8a.
Here, the intention was to establish whether redeots thought their respective
organisations prided themselves on delivering @ir toromises. Although there was
widespread agreement, around one sixth of indivedueevertheless claimed the
contrary. What is interesting to note here is thatsame two ‘negative’ respondents
identified earlier were again among those disaggeewith this statement. As

previously proposed, this could possibly indicatevexy different organisational

culture to the other institutions taking part imstresearch study.

Relationship outcomes

In terms of what is expected from any long-termatienship, much mention is made
in the RM literature of the need for both partiesféel that they have achieved
something positive from the relationship. In otlnvrds, the notion of ‘win-win’ is
considered a desirable outcome. In this particstady, the issue was addressed
through Items 5c and 6¢. From an individual perspecthere was overwhelming
support for the notion that ‘win-win’ is the ultinga goal, with some 85% of
respondents either agreeing or strongly agreeimgmFan organisational standpoint,
however, the results were not quite so clear awurad 2/3 of respondents agreed.
This left around a quarter expressing neither agesg nor disagreement with the
statement. Rather than this indicating that respotedhad no view on the matter, it
may simply have been that they found it difficudt interpret how their respective
organisations would react. It is interesting toentitat all of the corporate clients
answered positively to both items, suggesting theaty fully appreciate the

importance of achieving a ‘win-win’ situation inegin commercial relationships.

Probing this issue further, Item 5n invited respamd to comment on whether they
felt that a ‘win-win’ situation was ultimately a&vable. Here, some 70% of people

thought that it was achievable. However, one thifgch might hinder relationships
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being good for both parties is possibly the probtEhpower imbalance. If one party
is considered to be the dominant force in the im@iahip this may only serve to
generate a ‘win-lose’ outcome. The results to I@&inwere quite interesting because

they provided a mixed response to the issue (spa¢-B).

Figure 8: Bar chart showing whether organisationdelieve an

imbalance of power leads to a win-lose situation

Imbalance of power leads to win-lose
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Agreement was only noted in just over one thirdedpondents. A little over 40%

either disagreed or strongly disagreed, suggestiagalthough one organisation in a
relationship may still be the dominant force it didt necessarily mean that the
relationship would not be in the best interesteitifer party. The corporate clients all
presumably subscribe to this view because nonberhtagreed with the statement. A
similar set of figures was produced in responsketm 5f, which looked at the same

issue but from a personal standpoint.

A similar mixed response was evident in Item 6n,iclvhattempted to establish
whether respondents felt that their respective risgdions were aware of the
potential costs of long-term relationship failu#®% of respondents agreed with the
statement. However, an equal percentage felt tegpective organisations were not
aware of the potential costs of relationship falwVhilst this could be interpreted as
a worrying sign that some organisations might nookl at their commercial

relationships in a strategic manner, it may simpdythat the respondents failed to
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interpret the question accurately. One criticismttué pilot questionnaire was that
some of the terminology used might not always benédiately obvious to those
without an in-depth knowledge of RM concepts andotl. However, one thing
which might suggest that the statement was integdreorrectly is that all of the
corporate clients either agreed or strongly agrééese are likely to be people who

take a keen interest in all matters that couldcafiigture profitability.

One final aspect of relationship outcomes that wested was whether respondents
felt that the actual length of a relationship wagaod indicator of a successful
relationship (Items 5g and 6f). Again, the resplsved to be very much a mixed bag,
with no clear view expressed one way or the otfiee mix of opinions was echoed
in the results from the corporate clients themsel¥owever, although the fact that
length might not necessarily be the best indicafoa successful relationship, it is
beyond the scope of this particular study to idgrtiternative measures that might be
more suitable. However, this study did seek to prte issue of the manner and
frequency of contact between partners and whetiemas likely to have any bearing

on the longevity of the relationship.

Contact

On the question of frequency of contact (Items Bd &g) around two thirds of
respondents agreed both individually and on bebfatheir respective organisations
that it was likely to have an impact on relatiopsldngth. The assumption made here
is that the more regular the contact establishevden parties the greater the
likelihood of that relationship flourishing. Neveeless, it is interesting to note that
around one sixth of respondents still disagreedh wie statement, identifying once
again that there might be other factors more releta the success of relationship
development and maintenance over the longer-tetms dgroup of respondents did
not, however, include any of the corporate cliets, these other factors may be of
specific relevance only to those working within g education establishments.
However, focussing specifically on those workindhigher education, statistical tests
were carried out on the variables @intact (‘frequency of contact is important to
long-term success’) anjdbrole (‘work in higher education’). With a KendallBau

of 0.320 and Spearmanho of 0.396, it is possible to detect a modest linear

relationship between the variables (see Table 4).
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Table 4:  Testing for a relationship between the v#able of job

role and frequency of contact

Chi-Square Tests

Asymp. Sig.
Value df (2-sided)
Pearson Chi-Square 4.1672 2 125
Likelihood Ratio 5.925 2 .052
s Al BN IS
N of Valid Cases 25

a. 5 cells (83.3%) have expected count less than 5. The
minimum expected count is .80.

Symmetric Measures

Asymp.
Value Std. Errof® Approx. N Approx. Sig.
Ordinal by Kendall's tau-b .379 .091 2.673 .008
Ordinal Kendall's tau-c .320 120 2.673 .008
Gamma 1.000 .000 2.673 .008
Spearman Correlation .396 .096 2.067 .050¢
Interval by Interval Pearson's R .372 .091 1.922 .067¢
N of Valid Cases 25

a. Not assuming the null hypothesis.
b. Using the asymptotic standard error assuming the null hypothesis.
C. Based on normal approximation.

In relation to the matter of how this contact sliolkst be conducted, Items 5i and 6h
sought to determine whether formal contact wagteéerred approach. Two thirds of

respondents would appear to disagree with thionatihen speaking from a personal

standpoint.
Table 5:  Frequency table showing views on whethénformal;
contact works best
Informal contact works best
Cumulative
Frequency | Percent | Valid Percent Percent
Valid Disagree 7 28.0 28.0 28.0
Neither nor 9 36.0 36.0 64.0
Agree 8 32.0 32.0 96.0
Strongly agree 1 4.0 4.0 100.0
Total 25 100.0 100.0
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One would expect therefore that the inverse woplolyaand that these respondents
would prefer more informal methods of contact. Heere the control statement (Item

5m) would suggest that only around one third ofgde@ppear to positively agree that
informal contact works best (see Table 5). Thiddsemvery mixed message about the

preferred nature of contact between parties.

Further evidence for the lack of interest in théoimality of the relationship is
provided by the statistical tests carried out oe tariables ofinfcont (‘informal
contact works best’) an@brole (‘work in higher education’). With a Kendall'Bau
of -0.262 and Spearmantbo of -0.300, this would suggest that a modest negati

relationship appears to exist (see Table 6).

Table 6:  Testing for a relationship between the vi@ables of job

role and informal contact

Chi-Square Tests

Asymp. Sig.
Value df (2-sided)
Pearson Chi-Square 3.2612 3 .353
Likelihood Ratio 3.152 3 .369
Linear-by-Linear
el 2.176 1 140
N of Valid Cases 25

a. 5 cells (62.5%) have expected count less than 5. The
minimum expected count is .20.

Symmetric Measures

Asymp.
Value Std. Errof Approx. N Approx. Sig.

Ordinal by Kendall's tau-b -.280 181 -1.431 .152
Ordinal Kendall's tau-c -.262 183 -1.431 152

Gamma -.562 .323 -1.431 152

Spearman Correlation -.300 .194 -1.506 .146¢
Interval by Interval Pearson's R -.301 .185 -1.514 .144¢
N of Valid Cases 25

a. Not assuming the null hypothesis.
b. Using the asymptotic standard error assuming the null hypothesis.

C. Based on normal approximation.
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Moving on, one sixth of individuals actually agretedt formal contact was best (ltem
5i). This possibly suggests that the more inforrsakial aspects of the relationship
may not be to everybody’s taste, despite the impbas from the literature review in
Document 2 that a normal relationship might be etgu: to comprise a degree of
intimacy and informality. This is all the more indsting when the fact is taken into
account that the corporate client view is skewedawour of formality of contact

(Item 5i). However, it should be borne in mind thhe corporate client views
originate from a very small sample and may notully fepresentative of the general

corporate client attitude towards the issue.

Further evidence for support for the formality oihtact in a relationship is provided
by the statistical tests carried out on the vadaldfformcont(‘regular contact is best
conducted formally’) angbbrole (‘work in higher education’). With a KendallBau,
of 0.371 and Spearmanito of 0.457, this would suggest that a reasonablynstr

relationship appears to exist (see Table 7).

Table 7:  Testing for a relationship between the vi@ables of job

role and regular formal contact

Chi-Square Tests

Asymp. Sig.
Value df (2-sided)
Pearson Chi-Square 5.417% 3 .144
Likelihood Ratio 5.397 3 .145
psuic il EEEY Y
N of Valid Cases 25

a. 7 cells (87.5%) have expected count less than 5. The
minimum expected count is .20.
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Symmetric Measures

Asymp.
Value Std. Errof | Approx. v Approx. Sig.
Ordinal by Kendall's tau-b 434 .166 2.141 .032
Ordinal Kendall's tau-c 371 173 2.141 .032
Gamma 763 179 2.141 .032
Spearman Correlation 457 175 2.467 .022¢
Interval by Interval Pearson's R 447 .183 2.394 .025¢
N of Valid Cases 25

a. Not assuming the null hypothesis.

b. Using the asymptotic standard error assuming the null hypothesis.

C. Based on normal approximation.
In terms of the organisational stance on formaditycontact (Item 6h), about half of
respondents believed their organisations prefefoechal contact. A sizeable 25%
disagreed. As above, a control statement was ewsartto the questionnaire that
attempted to determine whether organisations méagtitally discourage informal
contact between parties. About 60% of respondemgagceed. However, it is
disconcerting to observe that over a quarter giardents claim that their respective

organisations might still actively discourage ttyijse of contact (see Table 8).

Table 8:  Frequency table showing views on whetharganisations
discourage informal contact
Organisation discourages informal contact
Cumulative
Frequency | Percent | Valid Percent Percent

Valid  Strongly disagree 2 8.0 8.0 8.0
Disagree 12 48.0 48.0 56.0
Neither nor 4 16.0 16.0 72.0
Agree 6 24.0 24.0 96.0
Strongly agree 1 4.0 4.0 100.0

Total 25 100.0 100.0

In a similar vein, Item 6l raised the issue of wiggtthe organisation might regard the
economic ties resulting from a relationship as momgortant than the social ties. It is
interesting to note that some 60% of respondentseadg Indeed, only 5% actually
thought that the social ties were more importahis vould quite clearly suggest that
the profit motive behind the development of a ietahip is of paramount importance

to most organisations - so much so, that the sasplects may be regarded as
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possibly little more than a by-product of the relaship or as simply one element

among the many elements that go towards maintaibiover the longer-term.

The remainder of this data analysis section willwnewitch focus away from the
purely personal perspective on relationships tosicier a number of other issues
thought appropriate to gaining a better insight imtay in which organisations are

perceived to approach commercial relationships.

Corporate traits

The term ‘corporate traits’ has been used to sunsma group of factors such as
corporate goodwill, corporate attitude towards sHastrategic vision and concern
over corporate image that, in a sense, could lzeteatontribute to the public face of
an organisation. In other words, the sum total lné impact of these factors
contributes to the development of a kind of corpmrpersonality’. In the same way

that personality in individuals was deemed to bBuémtial in speeding up the

establishment and development of relationshipsseth@orporate traits may also be

expected to have some impact on how well orgawisativork together.

In this particular study, a shared strategic vis®massumed to be broadly similar in
nature to the sharing of personal likes or tadtasvo organisations share a strategic
vision then it implies that they should normally &epected to work well together.

However, judging from the results to Item 3c, ohBif of respondents agreed that
such a shared vision was important. It is intengstio observe that a quarter of
respondents thought the matter would not get in way of the relationship

developing. However, it is appropriate to point tat none of the corporate clients
disagreed with the statement. Again, this may iaia heightened understanding of

what is important for a commercial organisatioptosper.

By the same token, organisational ‘dislikes’ magodigure prominently, to the extent
that a conflict of strategic interests may be coeised detrimental to the development
of a relationship (Item 4a). Indeed, some 70% spoadents appeared to support this
notion (compared with two thirds of individuals whgreed in Item 2c in relation to

the potential harm that personality clashes couflict on a relationship). A control

51



statement (Item 6i) produced a similar set of risstdowever, again, approximately a
quarter of respondents disagreed. It would be esterg to probe further in order to
establish the precise reasons why these individigak that a conflict of strategic
interests is unimportant in reality. Possibly, theslationships are so well-founded on
a personal and social level that any corporategdésanents can be overcome speedily

and effectively by the people most directly invalva the relationship.

In terms of whether this shared strategic visionld¢de developed further, 60% of
respondents thought that organisations would cengfie prospect of establishing a
strategic alliance important (Item 3g). Althoughgaarter of respondents neither
agreed nor disagreed with the statement, a |gtheef than 20% disagreed, suggesting
that relationships might not necessarily need &l o a strategic alliance in order to
thrive. Again, none of the corporate clients figiramong those disagreeing,
suggesting that, for them, the issue of stratelljmnaes is possibly a major attraction

of forging closer links between organisations.

Finally, in terms of the impact of relationships corporate image (Item 4b) and the
importance of organisational goodwill on buildinget relationship (Item 4c), the
responses were overwhelmingly positive, with ové%8 of respondents either

agreeing or strongly agreeing. Corporate clientsvgd a similar spread of results.

The remaining statements on the questionnaire weesded to provide an insight
into how organisations facilitate the development ananagement of long-term
relationships. For example, it is interesting &ablish whether organisations are
perceived to be providing adequate financial orspeal support to key account
managers. Equally, organisations may be perceigsatbaitaking a strategic approach

to managing their portfolios of relationships.

On the matter of adopting a strategic approachetationships, the picture was
somewhat confusing. Item 6j, for instance, suggkdteat approximately half of
respondents thought their respective organisatidids actually adopt a strategic
approach. However, the control statement (Items8ly this figure decrease to around
one third. As a consequence, those disagreeingem Bk (45%) increased from

around 30% (Item 6j). For the corporate clientsirffifths were convinced that their
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organisations were being strategic. Despite thicrdpancy, it is reasonable to
suggest that, on balance, some organisations waplgear not to be coping

successfully with the strategic management of igelahips.

This lack of strategic focus may extend to inadéguavestment in managing
relationship development. According to the resfrlisn Item 8d, it would appear that
whilst two thirds agreed that their own organisasia@lo invest, around a quarter of
respondents still believed that their instituti@lisnot. What is interesting about these
results is that, once again, the two individuatsrfrthe one institution who have been
singled out previously for being out of step witletgeneral mood of respondents
were present again among those who disagreed.nféyssuggest that they are less
than satisfied with their own organisation’s penfi@ance in supporting relationship

activity (see Figure 9).

Figure 9: Bar chart showing whether organisationsnvest in

managing their relationship portfolios

Organisation invests in managing relationship portf olio
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Staff issues

In terms of workloads for key account managersséiselts were inconclusive insofar
as the potential impact on relationship managenerdoncerned. Opinions were
divided almost equally. It may be that some keyoaot managers speak from

experience when answering that they believe woddda hamper good relationship
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management. This was, after all, a theme that exdergthe qualitative interviews in
Document 3. However, there are others who may ufférsfrom the same problem
and thus find it difficult to visualise a situatiavhere they would feel hampered by

excessive workloads.

Turning to the issue of whether organisations repexcific key account management
(KAM) structures in place, once again, the picturgs not particularly clear. With
around 45% of respondents expressing agreement tvdhstatement and 40%
disagreeing, this may suggest that organisatiomiaps have some way to go in
developing appropriate structures to manage relships effectively. This is also
echoed in the responses to Item 8f concerning howagtive organisations are
perceived to be in assigning people to KAM rolebede were also inconclusive.
However, this issue would obviously need to begthbject of further investigation,

possibly in Document 5.

Organisational support

The mixed and confusing picture continued into I&mwhich attempted to establish
whether key account managers thought that theiarosgtions would make the
necessary organisational changes to support therthair roles. However, the
situation was more positive on the subject of whetbtrganisations actually provide
support for key account managers (ltem 8g). Althoiigwas impossible to specify
the exact nature of this support in the statemtet,intention was simply to gauge
whether KAMs felt supported in general terms byirthrespective organisations.
Approximately 50% of respondents agreed, with dnedtdisagreeing. None of the

corporate clients disagreed.

Further evidence for suggesting that organisatipravide adequate support for
KAMs is provided by the statistical tests carrieat @n the variables ofmansupp
(‘organisation provides support for KAMs’) afobrole (‘work in higher education’).
With a Kendall'sTau of 0.399 and Spearman’so of 0.384, this would suggest that
a reasonably strong relationship appears to exist that KAMs do feel well

supported by senior managers (see Table 9).
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Table 9:  Testing for a relationship between the vi@ables of job

role and organisational support for KAMs

Chi-Square Tests

Asymp. Sig.
Value df (2-sided)
Pearson Chi-Square 4.0622 4 .398
Likelihood Ratio 5.5632 4 237
Linear-by-Linear
el 3.542 1 060
N of Valid Cases 25

a. 9 cells (90.0%) have expected count less than 5. The
minimum expected count is .40.

Symmetric Measures

Asymp.
Value Std. Errof Approx. N Approx. Sig.
Ordinal by Kendall's tau-b .349 125 2.231 .026
Ordinal Kendall's tau-c .339 152 2.231 .026
Gamma .707 .209 2.231 .026
Spearman Correlation .384 .138 1.993 .058¢
Interval by Interval Pearson's R .384 128 1.996 .058¢
N of Valid Cases 25

a. Not assuming the null hypothesis.
b. Using the asymptotic standard error assuming the null hypothesis.
C. Based on normal approximation.

Finally, focussing in on two particular aspectssopport that were raised initially in

the qualitative interviews in Document 3, Itemsa8id 8j were designed to establish
insights into whether key account managers felpsued either fin