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ABSTRACT

The aim of this study is to research a sales matsagecial network and demonstrate that sales nmemsagho

are central in closure structures of an advice adtvachieve high sales performance. Consideringakalts

obtained and the discussion provided in the hymatheresentation, we argue that sales managershanest
accurate perceptions of their network. Two difféneetworks were analyzed: friendship and advice;\wa also
considered two different views of network structtirat claim to make an impact on performance amdxplore

this claim, we examined whether sales manageiwder to improve sales performance, develop edhaghly

cohesive network or one containing structural ho&snsus data was collected from over 500 persafrah

agricultural input retailer with 23 divisions. Hstites from a sample of 101 sales managers demimastia the
advice network, how important a highly cohesiveisture is to a sales manager’s performance. Thesdts

suggest that firms should encourage contacts antugig personnel to disseminate and share techaicdl
commercial information. By stimulating cohesiveustures of contacts for the purpose of receivingicel

firms create an environment for sales managers¥eldp relationships of trust in which social nonpnevail.
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INTRODUCTION

A rich body of work from the cognitive sales resdatradition demonstrates the relationship
between knowledge structure and sales performaiestf, Sujan, & Sujan, 1986). For example,
research indicates that more effective salespebple richer and more interrelated knowledge
structures concerning their customers (Sujan, SugamBettman, 1988), rely on more distinctive
selling scripts (Leigh & McGraw, 1989; Leong, BughRoedder, 1989; Matsuo & Kasumi, 2002),
organize and weigh the category attributes of a salation differently (Szymanski & Churchill,
1990), possess more categories in memory (Sharmay, Ll& Kumar, 2000) than less effective
salespeople, and create information-search netwtwrkgain access to critical information about
customers (Gonzalez, Kapelianis, Walker, & HutQ20

While providing valuable insights into sales penfi@ance, recent trends in theory and practice
highlight an important gap in the socio-cognities paradigm. No studies, to our knowledge, have
examined the salesperson’s (hereafter referredstthe sales manager) network structure and the
purpose of maintaining such a network of contatieere is a diverging view of network structure in
the literature. Coleman (1988) argues that havingetsvork of a certain configuration (e.g. highly
cohesive wherein all the actors are closely comuicillows for the effective exchange of
information. Burt (1992) argues a matategic perspective, in which actors can gain informationa
benefits of access, timings and flows when theitacts do not know each other. Both views argue
about how the structure of the firm affects memleithe network. While Coleman (1988) states that
everyone in the network benefits, Burt (1992) statet certain actors will benefit more (in certain
ways) than others.

These diverging views invite further work attemgtito theoretically and empirically examine
whether a sales manager develops a network congbimgh cohesiveness (i.e. Coleman’s view of the
network structure) and structural holes (i.e. Buview of the network structure) to achieve higlesa
or either one separately. There is certainly nseosus as to exactly which network structure ingact
sales performance. There is little agreement omptbper use of this centrality position in the netiv
and also in which kind of network it is importanttie embedded.

Recent literature stresses the importance of iiy&mgi not only the structure of a social networlaf b
also the purpose of forming a network (Cross & Bky2002; Krackhardt, 1998). In this article, we
consider two types of network that are based omputpose: friendship and advice networks. The
friendship network refers to a free set of relalups of affective and social bonds. The advice
network addresses who goes to whom for work-relatédchnical advice.

The aim of our article is to investigate the typel structure of a sales manager network and its
influence on sales performance. We developed twotmeses to study the issue of networks and sales
performance. Empirical census data was collectech fover 500 personnel of an agricultural input
retailer with 23 divisions. We mapped the salesagars’ networks: their friendship network contains
1,284 ties and the advice network 774 ties. Todasthypotheses, regression models were estimated
considering the sample of 101 sales managers.

The concept of the type of network and networkcitme will be explored in the following two
sections. First, we shall take up the friendshig advice purpose of networks and then examine the
centrality concept as it refers to the locationgos$itions within the network structure. In therdhi
section, the hypotheses are developed on the bagpievious literature of network and sales force.
The methodology is presented in the fourth secfioigwed by the results. At the end, we present a
discussion and conclusions.
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SOCIAL CAPITAL: FRIENDSHIP AND ADVICE NETWORK

Built on Coleman’s (1988) discussion of social tapiBurt (2007b) defines such capital by its
function. According to these two highly regardedhaus, social capital is not a single entity but a
variety of different entities having two characséids in common: they all consist of some aspect of
social structure, and they facilitate certain agiof individuals who are within the structure. ik
other forms of capital, social capital is produetivnabling the achievement of certain goals that
would not be attainable without it. It consistsakocial structure formed by persons or corporate
actors. Unlike other forms of capital, social capis inherent to the structure of relations betwee
actors and among actors.

In sociological terms, each actor has control @egtain resources (i.e. information) and interests
certain resources and events, and therefore soaftal constitutes a particular kind of resource
available to an actor. The concept of social chpitaws actors to take information and show how it
can be combined with other resources to produderdiit system-level behavior or, in other cases,
different outcomes for individuals. Information essential in any business setting and provides the
basis for action in the social structure. Informatcan be expected to spread across the people in a
market, but it will circulate within groups befatecirculates between groups. However, acquisitibn
information is costly. At a minimum, it requirestattion, which is always in scarce supply. One
means by which information can be acquired is by ofsocial relations that are maintained for
different purposes (Burt, 1980, 1992, 2007a, 20CHeman, 1988).

Network relationships may be assessed as a muétigitonal concept. One critical issue is what
type of network relations enables sales managendmease net sales, i.e., sales performance? A
network composed of incidental communication lirdigch as a mechaniddbw do you do?may not
be as rich in relevant information as a network posed of critical advice relationships (Burt, 1980)

It is not surprising when you meet a person atvamieand find out that you have a mutual friend in
common. In the literature, the tesmall world is often associated with the tendency that peaple
different geographic locations are connected tHnaudew intermediaries. Granovetter (1973) showed
that weak ties are actually the matter of interrmgds. Watts (2004) and Barabasi (2003) showed how
close someone is from the point that they mightrreto their own ego-network.

The cognitive social structure considers two maififegknt types of networks. First, the advice
network represents the instrumental, workflow-basetvork in the organization (Krackhardt, 1990).
Basically, it addresses who goes to whom for wetlted or technical advice (Cross & Prusak, 2002).
Second, the network assessed was the friendshiporiet This is a free set network. It is not
necessarily linked to the routine work done indhganization, but it does capture important affecti
and social bonds that can affect trust, espedialtimes of change (Krackhardt & Stern, 1988). Afte
discussing friendship and advice networks and tted@tion with social capital, in this section wélw
discuss elements of network structure: closuresamuttural holes.

NETWORK STRUCTURE: CLOSURE AND STRUCTURAL HOLES

Closure and structural holes have been the foumddir studies on networks (Burt, 1992, 2007b;
Coleman, 1988). These two mechanisms do not asgwaheetworks replace information so much as
they affect the flow of information and what peopbn do with it. Both mechanisms begin with the
assumption that communication takes time, so pelationships affect who knows what. Even though
the two mechanisms share the same assumptionataengular.

In closure, it can be said that people are alwaysgdthings for each other. Closure depends on two
elements: trustworthiness of the social environmemthich means that obligations will be repaid —
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and the actual extent of social norms (Coleman8L98ocial norms arise as attempts to limit negativ
external effects or encourage positive ones. Inesoases, the norms are internalized through peoples
social principles and values. In others, they argdly supported through external rewards for esifl
actions and disapproval for selfish actions. Néwadeiss, whether supported by internal and/or eatern
sanctions, norms of this sort are important in corting the opportunistic behavior in collective
action. Norms are intentionally established as amseof reducing negative externalities, and their
benefits are captured by those who are resporbkestablishing them. Nevertheless, the capability
of establishing and maintaining norms depends amegaroperties of the closure structure affected by
one actor’s action over which another actor hasamrol.

Closure of the social structure is important ndiydar the existence of effective norms but alsp fo
another form of benefit: the trustworthiness of isbestructures that allows the proliferation of
obligations and expectations. Defection from anigaltion is a form of imposing one negative
externality on another. Reputation arises in clesand collective sanctions ensure trustworthiness.
Closure may then be understood as a group withichwthere is extensive trust, and social norms
create a positive environment for bonding.

Recent literature suggests the use of degree tigntoacapture closure (Krackhardt, 1990). Degree
centrality refers to the maximum possible degres fhlls on the geodesics (i.e. the shortest path
between points in space) between the largest gessilnber of other points and, since it is located
the minimum distance from all other points, it isopamally close to them (Freeman, 1979). We can
expect from this definition that the degree is agded with the potential activity in communicatioh
people in the network. It is reasonable to assurata person who is in a position that permitsatlire
contact with many others should begin to see hiinesal be seen by those others as a major channel
of information. At least with respect to the othaish whom he is in contact, he is a focal point of
communication. He is likely to develop a senseaift in the mainstream of the information flow in
the network (Burt, 2007b). A person in such a pasican influence the group by withholding or
distorting information in transmission.

Structural holes are the gaps in the structurdefinformation flow between clusters of connected
people. A structural hole between two groups mehassome people are unaware of other people.
This happens because people are focused on theiraotivities and forget to look at others. The
argument that underlies structural holes is thégiaation in and control of the process of infotioa
sharing. There is therefore a brokerage opportudgveral authors have shown the importance of
such a brokerage opportunity. We find evidencehanwork of Granovetter (1973) on the strength of
weak ties, Freeman (1977) on betweenness centr@iitgk and Emerson (1978) on the benefits of
having exclusive exchange partners and Burt (1880)he structural autonomy created by complex
networks. They all agree that structural holestereacompetitive advantage for an individual whose
relationships span the holes.

Structural holes separate non-redundant sourcegasfmation, sources that are more additive than
overlapping. There is also the potential for cdnaéidvantage. The holes between a broker’'s contacts
mean that he can broker communication while disptaydifferent beliefs and identities to each
contact. As closure, a structural hole is oftenresiskd in literature by the concept of centralityere
is a common sense that betweenness centrality iim@ortant structural attribute of social networks
(e.g. Burt, 2007a; Cross & Prusak, 2002). Figuseithmarizes the important issues that differentiate
the network structures considering the social cantéthin which social networks develop as well as
some static (information value, control, positiies) and dynamic aspects (ties’ characteristias th
develop overtime).
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Figure 1: Issues on Network Structure

Brokerage as Social Capital Closure as Social Capit
Static
Value of non-redundant information Value of redumdaformation
Control through regulating the flow @fControl through sanctioning and amplificatipn
information of existing opinion
Center in a star-shaped structure Dense localtsteic
‘Strength of weak ties’ ‘Strength of strong ties’
Dynamic

Striving for non-redundant ties, brokerag&triving for redundant ties and closed triads
positions, and open triads

Preferring ties with unconnected alters Prefertiag with connected alters

Social Context

Competitive and entrepreneurial settings Coopezativd collaborative settings

Acquisition of private goods Production of colleetigoods

Figure 2 presents a simplification of a social ey Imagine a sales manager D connected to
several individuals who are connected with eackrofhihe sales manager D holds the higher score for
degree centrality. On the other hand you have anathles manager H who is the only linkage
between one side and the other of the networkithdase, H has the highest betweenness centrality.

Figure 2: Degree and Betweenness Centrality
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The review of the relevant literature performedhie previous sections will guide our hypotheses
development and verification to be carried outi@ mext two sections.

HYPOTHESES

The literature review allows us to present fourdtipeses about sales managers’ social networks and
sales performance encompassing network types amctigtl elements and their relation with sales
performance. In sales performance literature, adnsales and the growth of sales over time is the
central outcome expected by companies (Jones, Brdelmers, & Weitz, 2005; Plouffe & Barclay,
2007). Following this literature, we consider safgrformance by means of these two central
outcomes.
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When a sales manager asks a contact for informatios incurring an obligation, he does so
because the information may help him in addressimge needs and/or capture some benefit (Veeitz
al., 1986). For instance, the information may be aaltin order to close a deal with a client. The
manager does not consider that it does the otbenefit, instead he adds tdumd of social capital
that will be available in a time of need. This sijthens the relationship between the two actors by
creating an environment for exchange of informatiam favors. Similarly, trustworthiness is a s@urc
of social capital. A sales manager’s trustworthsnesll facilitate others’ actions. A sales manager
who serves as a source of information for anothéividual does so because he is well informed for
his own benefit not for the others who make usewafh information. In addition, ties with many
actors are important for a salesperson’s abilityptimence others to share knowledge (Bulte & Wuyts
2007). By means of this fluid flow of informatiowe expect that the sales manager will increase his
sales.

As sales managers are concerned about their ows, salis expected that advice information is
prioritized. These managers have been overloaddd lwireaucratic work about customer profiles,
sales reports, expenses reports, and activitiegteepNeitz & Bradford, 1999). As time has become
scarce for these managers, they will attempt tadomn the work related information. In addition,
sales managers tend to be physically separatehwhdguires certain resources to keep the contacts.
Resources like the telephone and email are usexmbrtgplement face-to-face contacts with others.
Considering these thoughts, we hypothesize that:

Hla: A sales manager with a closure structure (i.ehigh degree centrality) in an advice
network achieves high sales performance.

A complementary hypothesis to degree centralitgreefo the type of network. Degree centrality in
friendship networks is expected to be more impadrtaan in the advice network. Managers may have
access to valuable information in his or her grotiplose friends (Krackhardt & Hanson, 1993). The
information in theses structures may allow for sroeecking among other members of his tied cluster
of friends. The reliability of the information anie details can be easily checked. Therefore, we
hypothesize that:

H1b: A sales manager with a closure structure (i.ehigh degree centrality) friendship network
achieves high sales performance.

Sales managers connected across a structural xpleres the benefits of betweenness centrality.
They have broader access to information becausigeofdiverse contacts. While degree centrality is
viewed in terms of the number of direct contadtss ialso likely that salesperson networks pay off
most effectively through contacts outside a detsetsire (Ustiiner & Godes, 2006). This means they
are more often aware of new opportunities and awarber than their close contacts. Betweenness
centrality allows sales managers to get timely s€d® information from other divisions or the
headquarters. Sales managers are also likely tmh&dered as potential candidates for inclusion in
new opportunities (Burt, 1992). They also have eariver some benefits. Sales managers central in
structural holes are likely to have sharpened dgplaled their capabilities because they have more
control over the substance of their work definedHsy relationships with subordinates, superiors and
colleagues (Cross & Prusac, 2002). These bengéfitsgthen one another at any moment in time and
accumulate over time.

As sales managers need complex technical and cariahieformation, one might suggest that they
will focus on the advice network. In order to off@lue to customers, the managers will create bsdg
between clusters separated by the holes. Informatibmut work is critical, and sales managers will
seek it to achieve higher performance. Therefoeeexpect that:

H2a: A sales manager in a brokerage position (i.ebetweenness centrality) in an advice
network achieves high sales performance

One might also suggest that the brokerage positiinbe better explored when you are among
friends. The costs of controlling information mag wer in friendship networks (Krackhardt &
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Hanson, 1993). Sales managers will use their fagacexplore the benefits of brokerage. Considering
the friendship network, we hypothesize that:

H2b: Sales managers in a brokerage position (i.e.ebweenness centrality) in a friendship
network achieve high sales performance

In addition to the social network variables, we gamitively expect that other factors may impact
performance. Thege of a sales manager might influence his performgmstively. One might
suggest that with age a manager gains experierc®deaomes better prepared for the challenges of
selling. Years with the firm can impact performance for the same reasoreyasind additionally
managers more familiar with the firm’'s proceduresdt to learn and use more efficient ways to deal
with the system. Theducation levelis also expected to have a positive impact on padace.
Managers are required to engage in before andsstes activities. Most of the activities are retato
technical complex methods related to the produststher factor that one might considerte&am
effect As managers may work closely together with otfmanagers within one division, they are
physically separated from the rest of the largessgltoup. Sales managers might be involved in large
sales of the division or gain with the high spifitsales within the division. Finally, we considegtbe
effect of a sales manager that is located atQffece Headquarters. One might suggest that these
sales managers are physically close to the higksramthe formal hierarchy of a firm (e.g. presitjen
vice presidents and directors). Important decisemstaken by these high—-ranking people. We have
not developed specific hypotheses for each of teeskctors, though they are included in the model
estimation. Before presenting the analysis anditeesifi the hypotheses test, we describe, in theé nex
section, the methodology used in this study.

METHODOLOGY

Census data was collected from over 500 personogtimg for of a retailer of agricultural input
products in Brazil. The mix of products containgwiicals, fertilizer, seeds, irrigation equipment,
animal feed, veterinarian drugs and general farcesgories. The firm purchases products from major
national and international brands to sell in iteghto producers of agricultural products (i.e.ntyai
soy, corn, coffee, sugar cane, dairy and cattleg fetailer has its own brands in several lines of
products: animal feed, fertilizer and seeds. Ovehd firm's net sales for 2007 totaled over 300
million dollars for about 1,100 clients. This ré¢aiwas selected because of the nature of the égssin
territorial coverage and number of sales people.

In this business, information is critical. Salesnagers are always consulted for technical advice.
They visit clients in order to identify specific eds and bundle an array of products for the whole
cycle of the clients’ products. There are 23 donsi with independent shops in each of the divisions
A typical shop has a manager in charge of operst#omd sales and 5-7 sales managers with internal
(i.e. at the shop and by telephone) and exterral\{sits to clients firms) activities. Each diois has
an infrastructure and inventory to conduct saleégpendently and competes with each other. There is
a monthly meeting with division managers to evauasults and provide updates on operational and
strategic matters. The Commercial Director overdbes?23 divisions with the assistance of two
Business Unit Managers (i.e. Animal Business andciifjure Business). In total there are 148 sales
people geographically spread over 4 states. Saeagers earn a fixed annual salary and bonus based
on their own annual net sales and also on theisidivs annual net sales. Field sales managers have
all expenses covered by the firm (e.g. car, telaphbotel, meals).

Research measuresTwo measures of performance were used. The nmea$urdividual salesis
computed (US$) on the basis of the financial reedrdm January through December of 208d@les
Growth (US$) represents the growth in sales over thedgsars, 2005 through 2007.
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The four network measures are based on a comhinafitwo types of network (i.e. advice and
friendship) and two centrality measures (i.e. degaaed betweenness). To identify an employee’s
advice network, the following questions were askétitom do you go to for help or advice at least
once a week? Whom do you talk to when you miss knelated meeting? Whom do you look for to
gather information for an important project? Toritly an employee’s friendship network, the
following questions were asked: Whom would you tttesconfide your concerns about work-related
issues? Whom would you invite for a happy hourradtevork day? We considered the first ten names
in order to guarantee the relevance of the contaetstioned by the respondents. All names were
entered in UCINET 6 to draw the network and estarhe two centrality metrics. To estimalegree
centrality we followed the procedure of Borgatti, Everett &rdeman (2002), which considers the
number of direct contacts to a given point in tlework (i.e. number of persons) in a symmetric
graph. This allows us to estimate the number sfriéeeived by the given point in the network ared th
number of ties initiated by the given point. Thayees (in and out) thus consist of the sums of the
values of the ties. The estimate is normalized ilagishg by the maximum possible degree expressed
as a percentage. The estimatiotefiweenness centralityalso follows the procedure of Borgadtial.
(2002). Consideringbas the proportion of all geodesics linking verfeand vertex k which pass
through vertex i. The betweenness of vertex i s shhm of all p where i, j and k are distinct.
Betweenness is therefore a measure of the numbé&met a vertex occurs on a geodesic. The
normalized betweenness centrality is the betwesndiegled by the maximum possible betweenness
expressed as a percentage.

We included six control variables. The measurag#represents the number of years from the date
of birth to the date of the data collection. Theialale years with firm is the number of years since
the first day at work in the firm. We also includedcontrol variable for theeducation level
considering the number of years the employee sptesthool. This is a categorical variable ranging
from illiterate (0) to graduate (8). The measuréeaim effectis the net sales of the individual minus
the total sales of the division. There is a dumragiable for the kind of sales manager. We coded 1
for the sales people that are primarily in charféiedd sales(i.e. visits to clients in loco), while O
represents sales managers that mainly stay athibye ©ffice Headquarters represents the sales
people that make the sales or have an office dtrthis headquarters.

Correlation matrix and descriptive statistics aneven in Table 1. The correlations between the
measures do not suggest problems of pairwise euligehat would preclude the use of all constructs
in the estimation.
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Table 1: Correlation Matrix and Descriptive Statistics

Mean SD Sales Sales FD AD AB FB Age Years Educat | Team Fleld
Growth level Effect Sales
Individual Sales 2.149.249 2.954.204 1
Sales Growth 853.875 1.325.407 .73(**) 1
FD* 9,40 3,78 -.16 -11 1
AD? 6,22 3,51 .07 .07 54(**) 1
AB? 183,67 428,80 -.05 -07 | .32(**) | .58(*) 1
FB® 1.439,54 2.021,81 -.06 -02 | .67(*%) | .52(**) | .44(*) 1
Age 33,12 8,57 A40(*) 29(*) -.19 -.02 -.13 -.16 1
Years with firm 5,18 3,41 -.09 -.22 A1 | .32(*) .02 -.09 [ .29(*) 1
Education level 7,04 1,09 .28(*%) .23(%) .08 .01 .08 15 -15 | .40(**) 1
Team Effect 14.380.214| 8.396.86 .01 -04 | .34(*) | .27(*) | .25(%) | .21(% -.13 .01 16 1
Field Sales 0,40 0,49 .39(*) .39(*) -.25(*) -.09 .04 -.09 A2 [ .33(*%) | .50(*%) .04 1
Headquarter Based 0,06 0,24 .01 .07 21(%) 15 340 | .24(%) .08 -.02 .03 .25(%) .05

a. FD: Degreee Centrality in a Friendship Netw@R; Degreee Centrality in an Advice Network; AB:Beeness Centrality in an Advice Network; FB: Betwess Centrality in a Friendship

Network.
** Correlation is significant at the 0.01 level (2ed).
* Correlation is significant at the 0.05 level (2ed).
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RESULTS

We mapped 1,944 ties in the whole firm’s advicemoek and 2,968 ties in the friendship network.
The ego-network (i.e. contains only the peopleatiyementioned) of each sales manager was drawn.
The sales managers’ friendship network contain84Lizs and the advice network 774 ties. Figure 3
shows the advice network of the sales force. Thicachetwork reveals the concentration of ties on
the experts. People like business unit sales mand§23 and #26), Commercial Director (#62) and
supporting staff (Logistics Manager #295, Creditndger #15, IT Manager #117 and Inventory
Manager #50) are at the center of the network. $havs the importance of commercial information
and also shows the value of information from caitisupporting positions within the network.

Figure 3: Sales People Advice Network
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-

Figure 4 displays the friendship network, contagnimly the ego-networks of the sales people. It is
possible to identify the divisions as small closetivorks. Again the Business Unit Managers and the
Commercial Director are at the center of the salaragers’ network. However, the number of ties is
relatively smaller than in the Advice Network shoimrFigure 3. This shows that people tend to stick

to people that are physically close.
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Figure 4: Sales People Friendship Network
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Table 2 summarizes the results of ordinary leasasgregression analysis. This table presents the
standardized coefficients of the estimated regoessnodel. The standardized coefficient allows
comparison ofcoefficient sizebecause all measures are in the same metric, nastamdardized
normal deviates. The equations were statisticaipiicant below the .01 level in the F-test. The
adjusted R for the significant equations are above .304, hicdicates that the results of the
estimated model present a robust explanatory polver explanatory power of the equations supports
the examination of individual coefficients testing effects of each individual variable.

Table 2: Results of the Regression Analysis

Individual Sales Sales Growth ]
Hypothesis
Model 1 Model 2
Degree Centrality
37 A3+
Advice Network Hla
(2.71) (2.62)
Friendship Network -.18 -.07
Hib
(1.36) (.47)
Betweenness Centrality
-14 -.25% H2a
Advice Network
(1.19) (1.73)
Friendship Network -.08 -11 H2b
(.64) (.66)
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Table 2 (continued): Results of the Regression Analis

Individual Sales Sales Growth ]
Hypothesis
Model 1 Model 2
Control Variables
41 .24*
Age
(4.23) (2.07)
-.1871 -.23%
Years with firm
(1.65) (1.78)
.25** 12
Education level
(2.25) (.95)
.03 -.05
Team Effect (.30) (.47)
.16 221
Field Sales (1.48) (1.72)
-.01 13
Office at Headquarters (.14) (1,12)
R? .386** .304%*
AR? .313 .20
AF 5.287 2.88

Tp <.10; *p < .05; **p<.01
n =101. Regression coefficients are standardizefficeats (3) and |t-test| within parentheses.

We find significant support for hypothesis la. Saeanagers with degree centrality in an advice
network achieve high performance in terms of ansadés =.37, p<.01) and sales growtp=(43,
p<.01). There is no significant impact of degreat@ity in the sales manager’s friendship network
considering the performance measures (H1lb). Thera significant marginal negative impact of
betweenness centrality in the advice network aerdstles manager’s sales growih-(25, p<.10), as
suggested by hypothesis 2a. Sales managers inragek@ositions see a decrease in sales growth.
This result may suggest that a sales manager stiest and effort to maintain his or her brokerage
position that does not pay off in the long run. Tésults of the estimations show no significantactp
of betweenness centrality in friendship networkttom two measures of performance, as hypothesized
(H2Db).

Several control variables have a significant effentthe performance of sales managers. Age
appears to be associated with increasing salesoltiee the sales manager is the higher the annual
sales ff=.41, p<.01) and the higher the sales grogth24, p<.05). Interestingly, the longer the period
a sales manager is with the firm, the lower itdgrarance f=-.18, p<.10$=-.23, p<.10). In terms of
education, the higher the level of education, tighdr the annual salef.25, p<.01). On the other
hand, education does not significantly impact trglterm measure of performance (i.e. growth rate).
One might suggest that constant training and upglai necessary for sales managers.
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CONCLUDING REMARKS

The aim of our study was to research a sales mdsaggcial network. While past studies in
marketing have examined the direct effects of keolge structure characteristics (Sughml., 1988;
Szymanski & Churchill, 1990) on performance, oundings show insights into the socio-cognitive
perspective of sales management literature. Inrgéterms, literature in the social network aregspu
forward the idea that the better your centralityainnetwork the better your outcomes. This is
associated with the information benefits one magtlore in terms of information control or beingth
first to access the information. People who do &gt somehow better connected. The perspective we
take in this paper follows the metaphor in whick focial structure defines a kind of capital tteat c
create for individuals or groups an advantage irsying their goals. Our study shows that sales
managers central in closure structures of an adwitwork achieve high performance. The closure
structure allows for sales managers to rely onasewrms and trust. The closer the contacts are to
each other, the better the performance in sales.

Considering the results of our study and the disionsprovided in the hypotheses presentation, it
appears to be important for sales managers tod@tgate perceptions of their network. Without,this
any evaluation of the costs and benefits of altereaesponse to customers based on the information
obtained from the network can be misguided. Morecsally, if managers either under- or
overestimate the potential positive impact of thi@imation obtained in their close group of advice
contacts, their sales effort response cannot beeplsoset up. Firms can foster managers’ initiative
toward improving relationships with other sales agars and staff personnel that may form their own
advice network. This will allow them to access wale information that supports their sales efforts.
The mere process of gathering information from kndigs and developing new ties of information
may substantially enhance the chances of salesssicc

The implications of our study are best viewed wittlie context of a practice oriented approach on
the trends towards increasing customer knowledgesates performance. Almost without exception,
this approach tends to view customer relationshgps universally desirable idea — this is because
some customer may not be as profitable as otheesadVise managers to complement this approach
with our hypotheses and results. Noteworthy istthsic postulate in our work that a sales manager
may increase customer knowledge by setting up ad@lationships with others. In the settings that
we tested our hypotheses, sales managers havedldokanew ways to satisfy customers. In this
particular situation, there are enough advantagesdles managers to organize themselves to set up
close advice network structures. In the absenammipetitive advantages, the social networks do not
have beneficial effects and, given the costs astegtiwith maintaining the contacts within the
network, are likely to be detrimental to performanét the very least, our study should serve as a
cautionary tale about the conditions that evokenbhed to form network relationships. The value of a
relationship is not defined within the relationshigelf; it is defined by the social context arouhe
relationship (Burt, 2007a).

In a future study, the relationship within a netwepuld be investigated in terms of its intensity.
Literature of strong and weak ties (Granovette73t9.in, 1988) can present interesting findingsin
context of sales force. Future research should idensther concepts studied in social capital
literature. For instance, network diversity may smwn impact on sales performance. Network
diversity has been studied as the wide variety arftacts a sales manager may have: be it in the
commercial department or in other departments éelgninistrative, financial, IT, and logistics).
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