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EDITORIAL

Dans ce numéro du BMS, nous publions trois articles de recherche
et un dernier article "Recherches en cours" sur la session "Les
nouvelles technologies en sociologie" du Congrés mondial de
sociologie de 1998 a Montréal. Dans "Structures fermées, structures
ouvertes, structures stables - Etude de la forme mc.:oﬂcn.m_n et de la
stabilité¢ temporelle des réseaux sociaux informels dans des
w..mmammao:m_.. Rafael Wittek (Université de Groningen, Pays-Bas)
étudie la forme et la stabilité structurelles des réseaux moomm:bm
informels dans des organisations avec un test empirique
exploratoire, qui montre que la stabilit¢ du réseau étudié est
renforcée par la présence des intermédiaires tiers.

Dans "Facteurs socio-culturels et présentation de soi dans différents

contextes d'enquéte - Analyse d'un exemple de discordance”, Anne

__\mnolo (Institut de Veille Sanitaire, Saint Maurice, France) .2:&@

l'effet de la technique d'enquéte sur les réponses individuelles en

MMHMMHM:M les wm%o:mnm a un questionnaire auto-administré et a un
en face-a-face su e vi éacti

s roEOmnxm: nmm_.om modes de vie et les réactions au SIDA

dew "Une évaluation d'une typologie de répondants avec un modéle
logit Bc_a:?nw: et multinomial", Jan Pickery et Geert Loosveldt
(Université de Louvain, Belgique) examine une typologie (basée sur
_om. rapports d'interviewers) des répondants a une enquéte, et montre
qu'une variabilité significative entre interviewers existe et remet en
question la typologie des répondants.

Um:.m "Nouvelles technologies dans la recherche sociologique -
Expérience on-line du BMS, le questionnaire par Internet de I'AIS et
_mm faibles en I'informatique”, Karl M. van Meter (LASMAS, Paris
France) présente les résultats et les problémes d'une en C.Qn :
questionnaire sur I'Internet. ! e
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Résumé. Structures fermées, structures ouvertes, structures stables - Etude de la forme
structurale et de la stabilité temporelle des ré | informels dans des organisations. Les
hypothéses qui concernent la forme structurelle et la stabilité des réseaux sociaux informels dans des
organisations viennent de la théorie des organisations et de l'analyse dynamique des réseaux. Un test
empirique exploratoire de ces hypothéses est fait avec la ré-analyse d'une étude longitudinale d'un
réseau de relations de conflance/méfiance réalisée dans un grand magasin aux Etats-Unis pendant les
années 1950. On explore deux questions. D'abord, on montre que le degré de fermeture du réseau est
une fonction des arrangements de partage tels quils émergent des Interdépendances fonctionnelles
dans les groupes de travail. On montre aussi que les effets vont en partie contre les processus anticipés
par le modéle commun d'équilibre structurel. Ensulte, on examine pourquoi certaines structures
informelles de réseau restent stables, méme sous des conditions: ou leur dissolution est anticipée; ou
des encouragements formels favorisent fortement la compétition au lieu de la coopération: et ou les
structures informelles au niveau de choix individuels reflétent un type d'échanges limités au lieu
d'échanges généralisés. On démontre que la stabilité du réseau étudié accroit significativement avec la
présence d'intermédiaires tiers dans la structure. Les résultats soulignent l'importance des tiers
occupant le réle d'intermédiaires pour la stabilité des réseaux sociaux informels et fournit un nouveau
point de vue sur la supposée fragilité des échanges limités prévue par la théorle des échanges. Réseaux
intraorganisationnels, Théorie des échang Analyse dy ique des ré

Abstract. Hypotheses that address the structural form and stability of informal social networks in
organizations are derived from organization theory and dynamic network analysis. An exploratory
empirical test of these hypotheses is carred out by reanalyzing a longitudinal network study of trust
and distrust relations conducted in a retail sales store in the U.S. during the 1950s. Two problems are
addressed. First, it is argued that degree of network closure is a function of sharing arrangements as
they emerge from the functional interdependencies in work groups. It is shown that the effects. in part.
counteract the processes that would be expected under the more common model of structural balance.
Second., it Is asked why certain informal network structures remain stable even under conditions where
one would expect them to be most prone to dissolution: where the formal incentive structure strongly
favors competition rather than cooperation. and where the informal structure, at the level of individual
choices, reflects a pattern of restricted rather than generalized exchange. It Is demonstrated 1 the
stability of the network under study Is significantly enhanced through the presence of a position ol
third-party intermediaries within the role structure of the system. The results highlight the importance
of third parties, occupying the role of Intermediaries for the stability of informal social networks and
put in perspective the exchange theoretica] assumption of the fragile nature ol restricted exchange.
Intraorganizational Networks. Exchange Theory, Dynamic Network Analysis.
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INTRODUCTION

Since the discovery of the "informal" dimension of organizations
there is wide agreement that interpersonal social networks are an
important factor in organizational life (Savoie, 1993). Consequently,
organizational scholars have long since invested considerable energy
in describing these structures and assessing their consequences for
the functioning of organizations and the performance of their
members. Of the many different structural aspects that have been
addressed so far in this literature, there is especially one dimension
which has attracted the theoretical interest of researchers in the
field: differences in degree of network closure or connectedness. In
its simplest form, a network consisting of three nodes is closed if
each node is tied to every other node. It is open if at least one of
these ties is missing. How far-reaching the implications of this
difference between open and closed structures can be was recently
brought to the attention of a wider audience by social capital
theorists like Coleman (1990) and Burt (1992). For example, Burt
(1992) could show that managers, who are embedded in a social
network that is characterized by structural holes, have more
opportunities for entrepreneurial activities in their firm. This
ultimately makes them economically .better-off and more successful
than their colleagues with closed network structures. On the other
hand, Coleman (1990) and others (Ellickson, 1990) have
demonstrated that network closure has considerable advantages for
the creation and maintenance of effective norms in small groups.
While both lines of thought might disagree on some points, both
clearly demonstrated, without doubt, that varying degrees of
network closure are an important feature of informal networks.

Given the importance of this particular dimension of informal
structures for organizational life, two other questions immediately
become salient. First, what are the determinants of open vs. closed
network structures (Burt, Janotta and Mahoney, 1997)? And
second, what are the factors that determine the stability or
dissolution of these structures? Since these two questions have not
yet received much attention, let alone a satisfying and empirically
grounded answer, they will form the focus of the present article.

The article is structured as follows. Since the empirical part consists
of a reanalysis of an older research, I will first briefly describe the
original study. The second section presents hypotheses and an
illustrative empirical test concerning the potential determinants of
close-knit or open structures. Here, I argue that besides the well
known principles of balancing and homophily, it is the type of
Junctional sharing arrangements that will have a crucial impact on
the degree of network closure. The third section elaborates on the
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conditions for network stability. Here, 1 argue that enduring
structures are at least partly due to the presence of a specific role of
third-party intermediaries. 1 will conclude with some implications of
the findings for future research.

INFORMAL NETWORKS IN A RETAIL SALES STORE

The empirical material for the present reanalysis is taken from an
ethnographic study conducted by Cecil French (1963) in a large
furniture store in the U.S. from 1954 to 1957. This is also one of the
first longitudinal network studies ever carried out in a real-life
organizational setting. French's research was explicitly directed
towards the investigation of stability of networks (1963:147). But
since the major tools of modern network analysis were not available
at the time, French's study remained at a descriptive level. These
descriptions, however, are very rich in detail, especially regarding
organizational context. In addition, this context has some very
particular qualities which make it optimally suited for the present
purpose of investigating how functional interdependencies interact
with structural and cognitive factors in shaping network structure
and stability. Of course, reanalyses of this kind generate some
problems of their own, especially regarding data quality. But given
the scarcity of empirical research on network dynamics in
organizations (Nohria, 1992), and the immense diversity of
organizational contexts, it is certainly worthwhile to submit French's
material to a new exploratory analysis.

French traces the development of "friendship” choices among a
group of 25 salesmen over a half year period, providing information
on the total friendship network for three points in time, with
additional information on the patterns of rejection at the third point
in time. Twelve salesmen were Jews. The group formed one
department (furniture) within the store, where a total of 65 salesmen
were employed. The networks are reproduced in figures 1 to 4

For all three points in time, salesmen were asked to name those two
or three persons they liked best. At t; (October 1954), the network
consisted of 25 members. When the second network was recorded
(December 1954), the person which received the highest number of
choices at t; (Brim) had been transferred to a branch store in a
nearby city for a period of two months. Nevertheless, salesmen were
allowed to choose him at ty. At tz (March 1955), four salesmen had
left the group (Simmons, Callahan, Morgan and Lerner), while one
new colleague had joined them (Beard). At t3, salesmen were also
asked to indicate those colleagues they liked least, resulting in 9
persons receiving a total of 29 negative choices.
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The data and subsequent analysis have four major limitations. First,
the time period between the first and the third measurement covers
only 6 months, reducing the likelihood of change. Second, there is
turnover during the period of observation, with four actors
permanently leaving, one actor temporarily leaving, and one new
actor joining the group. The present analysis will not address this
type of change in the network, though it would certainly be
important to ask why certain members left in the first place.
Likewise, this analysis will also neglect the potential effects of the
temporal removal of the most central actor. Third, information on
homophily is given only on the aggregate level for t;, whereas
negative choices are given only for t3. Fourth, the number of choices
actors could made was restricted to two or three. Nevertheless,
French's account is rich enough for a first exploratory analysis of
the substantial questions addressed here. Besides that, the
reanalysis becomes especially interesting from the point of view of
organization theory, due to some very particular characteristics of
the organizational setting.

EXPLAINING THE FORM OF INFORMAL NETWORKS
IN ORGANIZATIONS

Theoretical Background

Up until now, most of the attempts to explain the structural form of
informal social networks were made in the context of dynamic
network analysis. Scholars in this tradition consider structural
social and cognitive factors like balancing and homophily as the
major determinants of network form. On the other hand, although
organizational scholars have repeatedly hinted at the impact of
formal control systems, work flow characteristics and functional
interdependencies, these aspects have yet to be reincorporated into
research on network processes (Lindenberg, 1997). In what follows, I
will first discuss the arguments as they were developed by
organization scholars. They will be followed by a brief summary of
the propositions from dynamic network analysis.

The Organizational Perspective

Organization theorists identified two core conditions pertaining to
the formal structure of organizations that are regarded as being
conducive for closed trust networks. The first one refers to the
system of formal control itself. Strong reliance on bureaucratic
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procedures and close supervision have been found to negatively
affect the emergence of close interpersonal relationships and
solidarity on the shop floor (Hodson et al., 1993:407). Closure is
more likely to emerge where coordination is achieved via lateral
communication rather than through the use of formal hierarchy,
authority and the reliance on rules and plans (Burns and Stalker,
1961: Van de Ven et al., 1976). The second condition concerns work
flow characteristics and the pattern of functional interdependencies
linking the members of the organization. The most thorough
analysis of this argument was done in the context of sharing group
theory (Lindenberg, 1982). According to sharing group theory,
interpersonal trust relationships (solidarity relationships, in the
terminology of sharing group theory) will emerge in so-called sharing
groups (Lindenberg, 1982). These are settings where actors join in
the production and/or consumption of a good, which implies that
they can exert both negative and positive externalities on each other.
Externalities are harmful or beneficial side effects of actions. Two
types of trust relationships are distinguished. They differ with regard
to how far individual actors are "allowed" to profit from gains
(Ligthart, 1995). Within relations that are framed in terms of strong
solidarity, a premium is put on redistribution and mutual sharing.
Any activities that would emphasize individual accounts within the
group are discouraged. The underlying assumptions closely
resemble the concept of generalized exchange. On the other hand,
within relationships that are framed in terms of weak solidarity,
actors will keep bilateral accounts. As is the case in forms of
restricted exchange, actors can claim the share that is calibrated to
their contribution to a common good and are allowed to keep
bilateral accounts. In both types of solidarity, actors are expected to
take into consideration actual or potential losses of their transaction
partners. Strong solidarity will be found in settings where the stakes
are high and the activities of every individual member have a high
damage potential for all the other members in the group. Where
relatively little is shared, weak solidarity will govern relationships
between actors. This will be the case either when the activities of
one person have only slight repercussions for the rest of the group
or affect only a small subset of the group; e.g., one other actor.

The two types of solidarity differ in their consequences for the
resulting network structure. Strong solidarity is a group concept
and closely resembles other efforts to reintroduce the "group as a
group” (Markovsky and Lawler, 1994) in the structural modelling of
solidarity. Such group level conceptualizations of solidarity predict
that the network of trust is likely to be densely knit (Ellickson,
1991). On the other hand, one consequence of weak solidarity for
the emergent network structure will be a lower amount of positively
closed triads (three persons who all have positive ties to each other),
because there is no efficiency gain for being the friend of a friend.
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Thus, the sharing group hypothesis implies that network closure
will be most likely in groups who define their relationships in terms
of strong solidarity. This will be the case where the members of work
groups are highly functionally interdependent; i.e., where the
actions of a single individual can have repercussions for all
members of the group. On the other hand, norms of weak solidarity
will create open networks. This will be the case where the negative
side effects of individual actions affect only one other actor at a time.

The Network Perspective

Network scholars have emphasized two factors responsible for
network closure: homophily and balancing. The homophily
hypothesis states that the more characteristics actors have in
common, the more likely they will develop a relationship (Blau,
1977; Festinger et al., 1950; Lazarsfeld and Merton, 1954). The
assumption that similarity breeds interpersonal relationships was
also used by researchers of organizational "climates" (Moran and
Volkwein, 1992) and "corporate cultures" who see closed networks of
trust as a function of shared values and socio-cultural homogeneity.
Likewise, it is assumed that in "organic" organizations, management
takes an active part in stimulating an atmosphere of trust, both
vertically and horizontally. Especially in situations where employees
exhibit a considerable amount of homogeneity, with regard to shared
beliefs and more visible charactersitics like ethnic origin or sex,
relatively slight differences in physical proximity can become crucial
predictors for the formation of ties. Actors belonging to the same
work unit usually score high on similarity and proximity, resulting
in a tendency toward network closure among members of the same
work unit, rather than between work units (Krackhardt and Stern,
1988). ,

The implications of homophily for network closure have been
formalized in the so-called similarity/attraction hypothesis (Mazur,
1971). It states that "friends are likely to agree, and unlikely to
disagree; close friends are very likely to agree, and very unlikely to
disagree" on the choice of a third person. Here, the level of analysis
switches from the level of the dyad to the level of the triad, thus
calling for more complex structural models. This is the starting point
of dynamic network analysis and balance theory, which tries to
predict the further development of a social structure from an
existing one (Zeggelink, 1993). Four types of processes are predicted
by dynamic balance theory: (a) the friends of my friends will become
my friends; (b) the friend of my enemy will become my enemy:; (c) the
enemy of my friend will become my enemy; (d) the enemy of my
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enemy will become my friend. An implicit assumption in dynamic
balance theory is that all four processes take place simultaneously.

In sum, network research stresses the importance of the cognitive
and social structural interdependencies of work groups, whereas
organization scholars emphasize formal control and functional
interdependencies. Furthermore, the processes, as they are specified
by sharing group theory, on the one hand, and the balancing and
homophily hypothesis, on the other, point in opposite directions.
Sharing group theory argues that actors will choose others on the
basis of their functional interdependencies, rather than on the basis
of similarity of some other attribute or balance consideration.
Sharing group theory argues that transitive closure will take place
only where social relationships are defined in terms of strong
solidarity, whereas, under conditions of weak solidarity, agreement
between trusting dyads, with regard to the choice of third parties,
will be considerably lower than expected under a balance model.

Empirical Illustration

A closer examination of the course of business in the furniture
department reveals a heavy reliance on hierarchical control and the
application of rules. Every time a customer entered the store, he or
she was approached by the salesman of the furniture department in
position one, standing directly at the entrance. In the course of the
day, this position was filled on a rotating basis, according to the
order of arrival in the morning. The client was then accompanied by
this salesman to the furniture department in the first floor. The
furniture department, in turn, consisted of different sections (living
rooms, dining rooms, etc.). The first salesman was allowed to "follow
through" with the client from one section of the store to another only
if he succeeded in selling an item in the first section. If this was not
the case, he had to turn over the client to another salesman. In
contrast to the first one, the second salesman was allowed to "walk
the client" through the whole store, even if the client did not buy
anything in his section. The second salesman was appointed by the
assistant sales manager among the rest of the salesmen who were
currently not busy selling, and sat waiting for their next turn in the
common meeting room. Every activity of the salesmen (attempted
sale, completed sale, "turn over" and "walked sale") had to be noted
on a tag and was delivered to the assistant sales manager. Through
hidden electronic buttons which activated a buzz on his desk each
time sections were crossed, he was constantly informed about every
movement in the store, making it hard for salesmen to break the
rules and "dodge a turn over". Thus, coordination is achieved mainly
through the intervention of the assistant sales manager, the
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application of rules and an elaborate technical system of
surveillance.

Individual salaries were composed of a fixed weekly base payment, a
three-percent commission, if individual sales exceeded a specific
quota, and bonuses for individuals selling unattractive or high-profit
items. The payment system resulted in a considerable divergence of
wages, with individual salaries ranging from $6,000 to $10,000 per
year. Besides that, competition, rather than trust between salesmen,
was explicitly encouraged by management through frequent sales
contests with free vacations in the Caribbean and luxurious dinners
at management's expense as prizes. Thus, given the strong
incentives of tournaments and salaries with commission (Ehrenberg
and Bognanno, 1990; Peterson, 1992), the department can be
characterized as a highly competitive environment with a strong
emphasis on formal hierarchical control. These aspects of the formal
control system are generally seen has being detrimental to the
development of close informal relationships on the shop floor
(Burawoy, 1979).

A different picture emerges when one examines the functional
interdependencies on the horizontal level. A test of the sharing
group hypothesis requires that one takes a closer look at the
functional interdependencies in the group. Furniture salesmen
depended on each other in so far as the failure of the first salesman
to sell something means a potential benefit for the second salesman,
because he gets the opportunity to "walk the client” through the
store. Likewise, the success of the salesman in position one deprives
the rest from earning money from a specific client. It is obvious that
the crucial event in the first case is that the client is turned over to
the second salesman. The tight system of technical surveillance and
formal control seemed to make it hard for a salesman to get around
this rule and "dodge" a turn over. However, there was another
regulation, compliance to which could not be enforced through
cither technical or hierarchical devices. It specified that "should a
customer ask for a salesman by name, this salesman was to be
given the call, regardless of his place in the rotation system"
(French, 1963:150). As clients seemed to ask for specific salesmen
rather frequently, and individual performance created large
variations in annual income, dishonest salesmen could create
serious losses for their colleagues. This pattern seems to justify the
characterization of the department as a sharing group (Lindenberg
1982), because through "stealing a trade" or "passing a trade” all
salesmen in the department could exert both negative and positive
externalities on each other. What is jointly produced is the
individual chance of gain with regard to regular customers.
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The consequences of "stealing" or "passing a trade" affect only one
person at a time. That is, an externality does not have repercussions
on the group as a whole. Given the relatively high number of regular
customers each salesman has, it can further be inferred that the
loss associated with a single "theft" is relatively minor. The sharing
group hypothesis predicted that under this condition, norms of weak
solidarity will define the relationship. French's material supports
this view. He mentions six types of "shalt not" rules that are present
within the furniture department (see Table 1).

He observes that most of these rules "were concerned with
protecting the members of the group from the depredations of overly
competitive individuals. There was complete agreement that stealing
personal trade was a serious violation, and, over the four-year
period, the salesmen were continually concerned with this problem”
(French, 1963:150). Obviously, the rule to pass clients that ask for
specific salesmen refers to the negative externality that caused the
most serious losses. Its presence can be taken as an indicator of the
presence of weak solidarity norms. Every salesman is entitled to
make a personal profit from regular customers, as long as he does
not steal another man's trade. Thus, solidarity considerations
should temper opportunistic gain seeking behavior. The theory
specified further that actors will allocate friendship choices
according to conformity to solidarity norms, and that these effects
will counteract processes of similarity/attraction and balancing.

To examine how far this motive may interfere with structural
processes of balancing, a triad census was calculated for the positive
choices at t3. A number of linear combinations of the triad census
were computed as test statistics, the weighting vectors expressing
the similarity/attraction hypothesis (Holland and Leinhardt, 1976).
The weighting vectors are based on the configurations given in the
first column of Table 2. The weight of each triad is determined as the
number of times that this configuration occurs in the triad. The test
statistic ‘T is the linear combination with these weights,
standardized to have mean zero and variance one for a random
network (Holland and Leinhardt, 1976). In the case of weak
solidarity, one would expect a lower agreement and a higher
disagreement within a trust dyad, concerning the choice of third
persons. This should result in an over-representation of "open”
triads. This hypothesis finds limited empirical support in the data.
The predictions implied by the two perspectives and the results of
the tests are listed in Table 2.

Of the seven effects, four point in the direction expected on the basis
of the similarity/attraction hypothesis: there is a significant
tendency for actors involved in a trust relationship (whether
reciprocated or not) to agree on trusting a third person. However, in







