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Abstract: The main scientific purpose of this article is to identify how organizations maximize benefits from network rela-
tions in highly unpredictable environments, including both operational and strategic perspectives of network collaboration. 
The study is designed to deepen our knowledge about the nature of inter-organizational networks, and our understanding 
of the dynamics of relations between actors and the possibilities of exploiting networks in order to maximize benefit (net-
work and relational rent). The research was carried out using the interpretative method of a multiple case study, following 
methodological rigor. It was divided into two stages: case-study analysis and cross-case analysis. The research shows 
that in highly unpredictable environments, when  organizations have to face sudden and considerable unfavourable 
changes in operating conditions, they intensify relations’ features and at the same time modify expected benefits (including 
both operational and strategic perspective). The results allow for the identifying a pattern which shows how organizations 
modify the intensity of network-relation features in order to gain established benefits. The template serves as a tool for 
practitioners who can use it in planning and developing interactions with other members of networks (knots). 
Keywords: network collaboration, network relations’ features, network rent, relational rent 
 
Abstract: Głównym celem artykułu jest zidentyfikowanie w jaki sposób organizacje maksymalizują korzyści z relacji 
sieciowych w wysoce nieprzewidywalnym otoczeniu, uwzględniając zarówno operacyjną jak i strategiczną perspektywę 
współpracy sieciowej. Przedstawione wyniki badań służą pogłębieniu wiedzy na temat natury sieci międzyorganizacyj-
nych, zrozumieniu dynamiki relacji zachodzących pomiędzy aktorami oraz możliwości wykorzystania sieci w celu mak-
symalizowania korzyści (osiągania renty sieciowej i relacyjnej). Badania przeprowadzono wykorzystując interpreta-
tywną metodę wielokrotnego studium przypadku, podporządkowując się jej rygorowi metodologicznemu. Badania  
podzielono na dwa etapy: indywidualne studium przypadku oraz porównania krzyżowe. Wyniki wskazują, że w wysoce 
nieprzewidywalnym otoczeniu, gdy pojawiają się nagłe i niekorzystne zmiany w warunkach funkcjonowania, organiza-
cje intensyfikują relacje sieciowe, jednocześnie modyfikując oczekiwane korzyści (zarówno w operacyjnej, jak i strate-
gicznej perspektywie). Możliwe stało się zidentyfikowanie wzorca ukazującego w jaki sposób organizacje modyfikują 
stopień występowania cech relacji sieciowych aby osiągnąć założone korzyści. Może on posłużyć menedżerom jako 
narzędzie wspomagające planowanie i rozwój interakcji z pozostałymi uczestnikami sieci. 
Słowa kluczowe: współpraca sieciowa, cechy relacji sieciowych, renta sieciowa, renta relacyjna 
 

 
 
Introduction 
For the last few years general conditions of doing 
business and managing organizations have been 
both difficult and demanding. Sudden, unexpected, 
extremely negative events (such as global lock-
downs or the conflict in Ukraine) increased unpre-
dictability and contributed to a worsening of both 
microeconomic and macroeconomic conditions, 
e.g. the rapid growth of interest rates and inflation 
(Al-Thaqeb, Algharabali, 2019; Peterson, 2021).  
 

Thus, organizations operate in a highly unpre-
dictable environment, which is understood as a sit-
uation in which such unexpected, negative events 
force managers to implement changes and con-
stant revisions of long-term strategies (Barbier, 
Robertson, 2022; Rath, Grosskopf, Barmeyer, 
2021). This may suggest that in the environment 
which is turbulent and highly unpredictable, strate-
gic planning become less important – organiza-
tions ought to focus on an operational perspective 
(D'Mello, Toscano, 2020), be more flexible, agile, 
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ready to implement changes in order to adjust to 
new conditions (Xu, 2020; He, Ma, Zhang, 2020). 

At this point the question arises whether such a 
tendency can be observed also in managing net-
work relations. A network itself is understood as a 
collection of long-term, formal and informal, direct or 
indirect relations between two or more units (Kilduff, 
Tsai, 2003; Edelenbos, Klijn, 2007). In highly unpre-
dictable environments, the possibilities of securing 
market position by exploiting network relations be-
come a great value (Pedersen, Clausen, Jørgen-
sen, 2022).  

All these considerations lead to a general prob-
lem if the sudden and considerable unfavourable 
changes in operating conditions result in the inten-
sification of network relations; and at the same time 
the changing of a perspective from strategic in fa-
vour of an operational one. As a result, I answered 
the following research questions: 

1. What are and how to classify the features of 
network relations? 

2. What is the nature of operational and strate-
gic perspectives of network collaboration? 

3. What sorts of benefits can be gained as the 
participant of a network? 

4. What is the dynamics of change in the inten-
sity of network relations’ features, including 
both operational and strategic perspective of 
collaboration?  

5. What kind of network benefit is expected as 
a result of change in the intensity of network-
relation features? 

The main objective of the paper is to identify 
how organizations maximize benefits from network 
relations in highly unpredictable environments, 

including both operational and strategic perspec-
tives of a network collaboration.  

My intention is to provide both theoretical and 
practical contributions. Understanding and deep-
ening our knowledge about the dynamics of net-
work relations allow for the more conscious crea-
tion of interactions between partners, which may 
lead to an increase in efficiency of the process of 
creating value on the part of each member of a net-
work. I depict a concise theoretical construct which 
explains the dimensions, dynamics and benefits of 
network interactions. This allows for the conceptu-
alization of a pattern showing how organizations 
exploit relations and change the perspective of col-
laboration. It may serve as a template for practical 
use by managers; how to plan and develop net-
work relations in order to maximize benefits in  
a turbulent environment. 
 
Literature review 
Dimensions and features of network relations 

In order to classify network-relation features and to 
identify their dimensions, I did a semantic and com-
parative analysis of the features presented in the 
literature. As a result, I adopted the classification 
proposed by W. Czakon (2005; 2007), J.C. Ander-
son, H. Hakansson and J. Johanson (1994), and 
G. Easton (1992). Also, I included the typology  
presented by D. Ford, L. Gadde, H. Hakansson,  
J. Snechota (2003) and J. Dyer (1997). Finally,  
I operationalized three dimensions of network rela-
tions developed by organizations: exchange, in-
volvement and reciprocation. Each of them includes 
a list of network relations’ features (Table 1). 

 

 
Table 1. Dimensions and features of network relations 

Dimension Network-relation features Main characteristics 

Exchange 
information exchange - repetitiveness 

- mutuality (multi-directional exchange) 
- realized between autonomic units 

material exchange 
energy exchange 

Involvement 

expectation of continuing and deepening relations - deepening and widening relations of exchange 
- multi-level character 
- supports avoiding opportunistic behaviour 

investing in co-specialized resources 
developing informal relations 
developing formal relations 
embeddedness 
building mutual trust, building loyalty 
building shared values 
avoiding/de-escalation of conflicts 

Reciprocation 

expectation of equal efforts - aiming at symmetry (balance) between coopera-
ting units identifying common objectives 

common planning and making decisions 
common solving problems 
adapting to partners’ needs 

Source: Own study, based on (Easton, 1992; Czakon, 2005; Anderson, Hakansson, Johanson 1994). 

https://onlinelibrary.wiley.com/action/doSearch?ContribAuthorRaw=Pedersen%2C+Signe
https://onlinelibrary.wiley.com/action/doSearch?ContribAuthorRaw=Clausen%2C+Christian
https://onlinelibrary.wiley.com/action/doSearch?ContribAuthorRaw=J%C3%B8rgensen%2C+Michael+S%C3%B8gaard
https://onlinelibrary.wiley.com/action/doSearch?ContribAuthorRaw=J%C3%B8rgensen%2C+Michael+S%C3%B8gaard


M. Flieger, MAXIMIZING BENEFITS FROM NETWORK COLLABORATION: HOW ORGANIZATIONS EXPLOIT NETWORK RELATIONS  
IN HIGHLY UNPREDICTABLE ENVIRONMENTS, Zeszyty Naukowe Uniwersytetu Przyrodniczo-Humanistycznego w Siedlcach, Nr 134,  

Seria: Administracja i Zarządzanie (61) 2023. 
 

 

17 

 

 

Dimension I includes three forms of exchange 
which are characterized by the absence of hierar-
chy, organizational autonomy and repetitiveness. 
Features classified within Dimension II relate to 
deepening and widening relations of exchange 
(Anderson, Hakansson, Johanson, 1994; Dyer, 
1997). Engagement is supposed to offset oppor-
tunistic behaviour by network members. Recipro-
cation (Dim. III) constitutes a logical development 
and the completion of Dimension II. It focuses on 
the expectations of symmetry (balance) between 
cooperating organizations.  
 
Network collaboration – operational and strategic 
perspective 

The above-presented dimensions of network rela-
tions correspond with the idea of bond dynamics 
(Pedersen, Clausen, Jørgensen, 2022; Srivastava, 
2015; Piccolo, Lehmann, Maier, 2022). Relations 
between organizations begin with a multi-direc-
tional, mostly informal, informational exchange. At 
this stage the bonds are loose and activities taken 
are low risk. The identification of common objec-
tives and benefits may result in getting to another 
stage of collaboration by initiating first formal pro-
jects. Generally they have an operational, short 
term perspective. In the process of developing re-
lations, it is especially important to signal good will 
and strengthen trust, which constitute a foundation 
for the building of close relations. Network collabo-
ration will develop into strategic partnership on the 
condition that operational projects have brought 
expected benefits for all partners. This ultimate 
stage of network collaboration is characterized by 
tight bonds, formal agreements and a clear division 
of responsibilities. At the same time realized tasks 
generate more risk and they are more complex. 

Concluding, the process of achieving network 
collaboration maturity and changing perspective 
from operational to strategic can be divided into 
three stages (presented in Table 2). 
 
Table 2. Process of developing network collaboration 

Stage of collaboration Perspective 
Stage I –  Informing (consulting) Operational 
Stage II –  Operational projects Operational 
Stage III –  Strategic partnership Strategic 

Source: Own study. 

 
Benefits from network collaboration  
The effectiveness of an organizational strategy can 
be determined through economic rent (Horn, 2018; 
Niemczyk, 2013a). However, in the case of 

network measuring, its effectiveness is more diffi-
cult (Lucidarme et al., 2015; Mu et al., 2018; 
Vangen, Huxham, 2010; Klaster et al., 2017). It is 
crucial to identify the benefits which correspond 
with the very idea of network relations, and which 
reflect the complexity of expectations and motiva-
tions of collaborating organizations.   

Relational rent constitutes an advantage from 
the whole network’s perspective: 
− resource oriented (Ricardian) – it represents 

some gain from the exploitation of valuable 
and rare resources (Ricardo, 1817; Niemczyk, 
2013b). Concerning the network, it benefits 
from having and disposing such rare re-
sources, especially the knowledge which is 
created as a result of group learning (Peteraf, 
1993). 

− monopolistic – an inter-organizational network 
gains rent from having a better competitive 
position on a market (Stańczyk-Hugiet, Sus, 
2012) and creating rarities.  

− innovative (Schumpeterian) – benefits gener-
ated from innovations (Schumpeter, 1995). 
Regarding inter-organizational networks, in-
novations mainly concern the possibilities of 
developing flexibility and fast reactions to 
change.  

− entrepreneurial, managerial – it refers to the 
features and behaviour of an entrepreneur.  
It focuses on the ability to re-configure availa-
ble resources in a creative way. In the case of 
networks, competences to cooperate and to 
generate synergy from entrepreneurial ac-
tions constitute the main benefit and network 
advantage.  

− organizational – this kind of benefit appears 
as a consequence of the collaboration of  
organizations which implement and exploit  
different management systems.  

− E. Penrose’s rent – this refers to the possibility 
of a more effective exploitation of all re-
sources on the part of network members. The 
benefits result not from the very fact of having 
joined resources, but from the possibility of 
generating internal synergies.  

Network rent, however, relates to an ad-
vantage that can be achieved by the individual  
participant of a network (egocentric perspective): 
− rent from lower transactional and hierarchical 

costs – lower transaction costs result from 
network contracting which replaces traditional 
contracts. Hierarchical costs refer to the be-
nefits of flat structures (typical for network  
coordination), 

https://onlinelibrary.wiley.com/action/doSearch?ContribAuthorRaw=Pedersen%2C+Signe
https://onlinelibrary.wiley.com/action/doSearch?ContribAuthorRaw=Clausen%2C+Christian
https://onlinelibrary.wiley.com/action/doSearch?ContribAuthorRaw=J%C3%B8rgensen%2C+Michael+S%C3%B8gaard
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− rent from participating in network of value – 
value within a network is generated through 
the synergy of key resources and the actions 
of collaborating units, 

− rent from appropriating value created by other 
participants of network –appropriation can be 
understood in two ways: 1) taking over a part 
or whole value generated by other members 
of network; 2) keeping for an organization (not 
sharing) the value created by the unit itself 
(Najda-Janoszka, 2016), 

− rent from creating and diffusing knowledge – 
it is supported by specific features of the net-
work itself (Whetsell, Kroll, DeHart, 2020), es-
pecially when there are substantial diffe-
rences between network units in terms of 
knowledge resources, 

− rent from convergence processes – the con-
vergence effect means a situation in which 
some network participant with a weaker posi-
tion on the market develops faster than ano-
ther network member with a better position,  
ultimately achieving a similar market position.  

− rent from creating dynamic abilities – dynamic 
abilities constitute a skill of integrating, buil-
ding and reconfiguring competencies in order 
to adjust to fast changes in the organizational 
surrounding (Teece et al., 1997; Eisenhardt, 
Martin, 2000).  

− network effect – the benefit for all network 
members grows as the number of its partici-
pants increases, since each new member cre-
ates additional value for the whole network 
(Church et al., 2008).  

 
Research methodology 
In my research, I used the qualitative research 
method of a multiple case study (Yin, 2014), follow-
ing its methodological rigor (Eisenhardt, 1991). 
The choice of the method corresponds with the set 
research objectives and what we currently know 
about the analysed issues (Graebner, Martin, 
Roundy, 2012). Inter-organizational networks are 
still a relatively new phenomenon; they are con-
stantly changing and they are conditioned by nu-
merous variables. There is a need for research 
which would explain the nature of networks; espe-
cially how they react to changes in their surround-
ings, and what mechanisms of adaptation they 
choose to implement.  

Thus, I adopted the interpretative paradigm, 
which entailed the epistemological position of the 
researcher. Such a perspective allowed for an in-
depth understanding of the phenomenon in some 

particular context (Eisenhardt, Graebner, 2007). 
This situational context determined the research 
results in each case study, but at the same time it 
constituted a basis for presenting characteristics of 
the whole class of researched objects (Yin, 2014). 

The multiple case-study analysis consisted of 
two elements: within-case analysis and cross-case 
analysis. According to the replication logic, I carried 
out a series of independent case research which 
provided data corresponding with set research 
questions. The results of each individual case 
study served as a base for cross-case compari-
sons. As a result, I was able to make theoretical 
generalizations concerning the dynamics of 
change in the intensity of network relations’ fea-
tures and expected benefits. 

I used the statistical method of clustering, which 
allowed operationalizing dimensions of network re-
lations (all network relations’ features were clus-
tered according to three dimensions: exchange, in-
volvement, reciprocation – see Tab. 1).  

I carried out 24 case studies. The main criteria 
of choice were (Flyvbjerg, 2012): 
− clarity of case – researched organizations are 

active members of inter-organizational net-
works. Collected data bases on real expe-
rience, which ensures its reliability, 

− access to crucial data – it refers to the possi-
bility of carrying out interviews and analysing 
internal documents. 

 The characteristics of the related organiza-
tions are presented in Table 3. All the organizations 
have headquarters in Poland and they represent 
different types and scale of business. Network part-
ners are not only business units, some collaborate 
with public organizations and NGOs. Such a diver-
sity of cases allowed for a complex and consistent 
analysis of the dynamics of change in the intensity 
of network relations’ features and expected benefits. 
 
Table 3. Characteristics of researched cases 

Criterion Variant Number 
of cases 

Type of business 
production 6 
trade 5 
services 13 

Size 
1-9 employees 3 
10-49 employees 15 
50-99 employees 6 

Type of partners 
business 24 
NGO 7 
public 12 

Source: Own study. 
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Given the complexity of the analysed pheno-
menon and the variety of information characteristic 
for the multiple case study method, I implemented 
the strategy of triangulation of gathering data meth-
ods (Yin, 2014); they were an expert interview and 
a documents’ analysis. I carried out in-depth group 
interviews between October 2022 and March 2023. 
In order to minimize subjective assessment, I im-
plemented a triangulation of informants, intervie-
wing from 2 to 3 representatives of each organiza-
tion. Depending on the case, I spoke with manag-
ing directors, vice-managing directors, managers 
of departments (or other organizational units), and 
spokespersons. They filled in a relational matrix 
which allowed for an identification of the change in 
the intensity of network-relation features (which 
corresponds with the results presented in Table 4). 
Next, I used semi-structured forms, which aimed at 
diagnosing what sort of benefit was expected  
as a result of the change (Tab. 5). The analysis of 
documents allowed me to confront the gathered 
data with the information provided by the interview-
ees. The documents included: operational reports, 
development strategies, and statistical reports. 

The interviews were transcribed and analysed 
(Miles, Huberman, 2000). The qualitative data was: 
1) reduced  (I transcribed all interviews, and the 
whole material was coded according to adopted 
conceptual frames (a priori codes)), 2) displayed 
(the codes were particularized and ordered),  
3) verified (I interpreted the data with reference to 
literature concepts and theories). 

In order to ensure the correctness and the trust-
worthiness of the research, I fulfilled three 

evaluation criteria which refer to the methodologi-
cal rigor of qualitative research evaluation. They 
are: credibility, transferability and confirmability. 
Credibility was ensured by: 1) interviewing people 
who have an in-depth knowledge of the researched 
phenomena, 2) conducting interviews at times and 
in places convenient for interviewees, 3) an itera-
tive collection of data and detailed analysis of the 
material. Transferability (possibility of formulating 
some recommendations for other organizations) 
was met by presenting the contextual aspect of the 
research and explaining in what way the research 
results may be useful for other units. In order to 
meet the confirmability criterion, I used a triangula-
tion of methods (interviews, documents analysis), 
triangulation of informants (Mason, 1996) and a de-
tailed description of methodological perspectives in 
relation to the research results. 
 
Results and discussion 
Dynamics of change in the intensity of  
network-relation features – changing perspectives  
Firstly, I analysed how the intensity of network  
relations’ features changed at different stages  
(levels) of network collaboration. It allowed diag-
nosing in what way organizations exploit networks 
when conditions worsen and the environment be-
comes more unpredictable. The results were pre-
sented in Table 4. The change in the intensity was 
marked according to the following scale: 2 – con-
siderable increase; 1 – moderate increase; 0 – not 
changed; -1 – moderate decrease; -2 – considera-
ble decrease. 

 
 
Table 4. Change in intensity of network-relation features  

 Network-relation features 
Operational perspective Strategic perspective 

Level I. Informing 
(consulting) 

Level II. Opera-
tional projects 

Level III. Strategic  
partnership 

Ex
-

ch
an

ge
 information exchange 1,57 1,64 1,40 

material exchange 0,14 1,31 - 0,64 
energy exchange 0,97 1,54 1,43 

In
vo

lv
em

en
t 

expectation of continuing and deepening relations 1,36 1,12 1,32 
investing in co-specialized resources - 0,54 1,32 0,44 
developing informal relations 0,56 - 0,20 0,31 
developing formal relations 0,79 1,17 0,29 
embeddedness - 0,43 - 0,91 - 0,74 
building mutual trust 0,96 1,56 1,22 
building loyalty 0,32 - 0,34 0,14 
building shared values - 0,34 - 0,24 0,14 
avoiding/de-escalation of conflicts 1,10 1,36 0,40 

Re
ci

pr
oc

at
io

n expectation of equal efforts 1,41 1,50 1,52 
identifying common objectives 0,50 0,26 0,20 
common planning and making decisions 0,45 1,25 0,62 
common solving problems 1,04 1,13 0,69 
adapting to partners’ needs - 1,12 - 1,04 - 0,76 

Source: own study. 
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Considerable increase in both  perspectives  
(marked: bold) 
The most notable increase was the intensity I ob-
served in the features which are strongly connected 
with sustaining relations over the long term. Organi-
zations wish to continue and deepen network interac-
tions; as such, they acknowledge the value of being 
part of a network. Difficult conditions of doing busi-
ness make this tendency only stronger. However, it 
should be stressed that the marked features relate to 
the strengthening of bonds within a network, but not 
to the doing of actual business with partners. This can 
be observed very well within the Exchange features; 
it is the information and energy exchange that is con-
siderably more intense, but not giving rise to the ma-
terial exchange. Moreover, very high ratings were 
given to the expectation of continuing and deepening 
relations, which expresses directly the idea in ques-
tion, supported and complemented by two more fea-
tures: expectation of equal efforts (symmetry in en-
gagement) and building mutual trust. 
 

A considerable increase only in an operational 
perspective (marked: in italics) 
These features constitute a very important group 
which relates to the key research questions about the 
tendency of changing perspectives from strategic to 
operational one. It turned out that organizations in-
creased the intensity of some features, giving priority 
to operational collaboration. It is worth noting that this 
tendency was observed among the features which 

can be related to common realization of concrete 
tasks and projects, e.g. material exchange, investing 
in co-specialized resources, and common planning. 
Thus, this finding supports the thesis that in unfavour-
able conditions (highly unpredictable environments), 
organizations focus on exploiting network relations in 
a way which that facilitates the completion of short-
term projects. 
 

Intensity not changed  
There were very few features where the change at all 
levels was insignificant. They referred to the develop-
ment of informal relations, the identification of com-
mon objectives, and the building of loyalty and shared 
values. Generally they are the features which support 
the very foundations of a network – the basis on which 
organizations can realize common projects. It should 
be noted that intensity of other similar-in-nature fea-
tures increased considerably (see features marked 
bold). 
 

Decrease in both perspectives (marked: under-
lined) 
The most noticeable decrease in the intensity referred 
to adapting to partners’ needs. Clearly, in unstable 
times organizations concentrate on their own needs 
and expectations, perceiving a network as a tool to 
secure one’s own position. The second feature whose 
intensity diminished concerned the phenomenon of 
embeddedness (doing real business is preceded by 
developing social relations). 

 
 
Benefits expected from change in the intensity  
At the second stage of the research, I made an at-
tempt to diagnose what benefits organizations ex-
pected to incur from change in the intensity of fea-
tures. This research thread was aimed at identify-
ing how organizations maximize rent from network 
relations in highly unpredictable environments 
(Tab. 5). Regarding relational rent (benefit for the 
whole network), generally it became less im-
portant; or the importance did not change. Most of 
all, organizations limited expectations for entrepre-
neurial (managerial) rent, which refers to exploita-
tion of unique entrepreneurial skills and compe-
tences. Also, the possibilities of implementing dif-
ferent management systems and the synergy of 
specific innovative competences were marked as 
less important. There were two kinds of relational 
rent whose importance did not change: 1) having a 

better competitive position on the market, 2) gen-
erating internal synergies by exploiting all re-
sources available within the network. The only ben-
efit for the whole network which became slightly 
more important was connected with exploiting rare 
resources available for all members of the network.  
The situation is quite different when we concen-
trate on the expectations related to network rent, 
which represents an egocentric perspective. It ap-
pears that this kind of advantage (gained only by  
a particular member of a network) becomes rela-
tively more important when general operations 
worsen. For organizations, implementing changes 
in the intensity of network-relation features aimed 
mostly at securing own interest and maximizing 
own benefit. Four out of six kinds of network rent 
were assessed as having more importance, the 
other two were ranked neutrally (Tab. 5).  
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Table 5. Benefits expected as a result of change in the intensity of network-relation features* 

Type of rent 
Importance of benefit 

Considerably 
less important 

Slightly less 
important 

Not 
changed 

Slightly more 
important 

Considerably 
more important 

Relational rent 

resource oriented (Ricardian)    x  

monopolistic   x   

innovative (Schumpeterian)  x    

entrepreneurial, managerial x     

organizational  x    

E. Penrose’s rent   x   

Network rent 

lower transactional and hierarchical costs    x  

participating in network of value     x 
appropriating value created  
by other participants of network   x   

creating and diffusing knowledge   x   

convergence processes    x  

creating dynamic abilities     x 

network effect  x    

* ‘x’ mark reflects a dominant feature from answers collected in all 24 cases. 
Source: Own study. 
 
Conclusions 
The carried-out research allowed me to identify a 
pattern which shows how organizations maximize 
benefits from network relations in highly unpredict-
able environments, when they have to face sudden 
and considerable unfavourable changes in operat-
ing conditions. Generally organizations intensify 
relation features and at the same time modify ex-
pected benefits (including both operational and 
strategic perspectives). A detailed analysis of the 
material allowed me to draw following conclusions:  

1. The intensity of most features changed by a no-
ticeable degree – this shows that a network re-
acts to changing conditions, and it constitutes 
a dynamic construct. As a collection of different 
organizations (knots) it adjusts to unstable, 
highly unpredictable environments. Members 
of a network modify relations with partners, 
thereby trying to maximize their benefits. 

2. There is a strong tendency showing that most 
features increased intensity – this proves that 
generally organizations implemented strate-
gies for exploring and deepening network re-
lations, perceiving them as a way of bolstering 
against difficult conditions.  

3. Most features whose intensity increased con-
siderably in both perspectives were related to 
strengthening and sustaining bonds over the 

long term; but they were not directly connected 
with the carrying out of shared projects. From 
a strategic perspective, organizations focused 
on deepening network relations which consti-
tute a foundation for future collaboration. 
However, the features which can be related 
straight to doing actual business were  
exploited mostly within an operational per-
spective. This leads to a very important con-
clusion: that in unstable, highly unpredictable 
conditions, organizations do change perspec-
tive from strategic to operational, but this re-
fers only to getting involved in real common 
projects. At the same time, a network itself  
(as a collection of relations) is still perceived 
strategically as an important basis for future 
collaboration, and a particular group of fea-
tures was intensified accordingly also in the 
strategic perspective.  

4. As a result of the changing intensity of net-
work-relation features, the accent is put on 
various kinds of network rent, which is related 
to an advantage that is gained by the indivi-
dual participant of a network. Relational rent 
(advantage for the whole network) was ranked 
as less important or neutral. This phenome-
non suggests that in unstable, difficult envi-
ronments, generally organizations (as part  
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of a network) behave selfishly – they concen-
trate on surviving within a market by securing 
their own needs and gaining benefit for them-
selves. This conclusion is supported by other 
findings – the feature whose intensity de-
creased the most was ‘adapting to partners’ 
needs’. This shows that expectations of other 
knots in a network become considerably less 
important (compare: Srivastava, 2015). More-
over, the feature called ‘identifying common 
objectives’ was ranked neutrally (intensity 
changed very slightly), which also suggests 
that in unpredictable conditions organizations 
do not tend to focus on collaboration for the 
good of all; but instead, they focus on securing 
own benefit. These findings lead to a very in-
teresting and important paradox – on the one 
hand, organizations intensify bonds (which 
generally is positive, since it strengthens net-
works), but on the other hand, they do so for 
selfish reasons; they focus mostly on own 
benefit, not taking into consideration the sake 
of the network. This tendency may be quite 
dangerous for network cohesion (Cavalcanti, 
Giannitsarou, Johnson, 2017; Sharkey et al., 
2021), since it undermines one of the crucial 
conditions of a network’s development, which 
is understanding and respecting common ex-
pectations and goals, being one team that op-
erates for the good of all members. Thus, 

giving priority to own benefit may work against 
the network as a whole. This paradox (inten-
sification of relations may work against the 
network) definitely warrants further research; 
the following questions arise: where is the line 
beyond which gaining own benefit (network 
rent) by one member may become dangerous 
for the whole network? Where is the safe bal-
ance between gaining own benefit and caring 
for the benefit for the whole network?  

With regard to the limitations of the paper,  
the implemented research methods provided  
all expected data, which led in turn to the achieve-
ment of the research objectives. However, the nat-
ural character of case studies requires cautious-
ness concerning the scale of generalizing results.  
I would suggest that in order to expand and deepen 
the results, Necessary Condition Analysis could be 
used, which would allow for an exploration of the 
hierarchy of network-relation features in terms  
of the maximizing of network benefit. The next  
direction could concentrate on expanding the  
research area into a structural dimension; diagnos-
ing in what way organizations react to worsening 
operational conditions in terms of a modification of 
the network structure. This would lead to present-
ing more complex picture of the dynamics of inter-
organizational networks in turbulent and unpredic-
table environments. 

  
 

References 
Al-Thaqeb, S.A., Algharabali, B.G. (2019). Economic 

policy uncertainty: A literature review. The Journal 
of Economic Asymmetries, 20, issue C. 

Anderson, J.C., Håkansson, H., Johanson, J. (1994). Dy-
adic business relationships within a business net-
work context. Journal of Marketing, 58(4), pp. 1–15. 

Barbier, L.T., Robertson K. (2022). Enhancing Public 
Service Delivery in a VUCA Environment in South 
Africa: A Literature Review. Rudn Journal of Public 
Administration, 9(4), pp. 418–437. 

Cavalcanti, T.V.V., Giannitsarou, Ch., Johnson Ch.R. 
(2017). Network cohesion. Economic Theory, 64(1), 
pp. 1–21.  

Church, J., Gandal, N., Krause, D. (2008). Indirect net-
work effects and adoption externalities. Review  
of Network Economics, 7(3), pp. 337–358. 
https://doi.org/10.2139/ssrn.369120. 

Czakon, W. (2005). Istota relacji sieciowych przedsię-
biorstwa [Essence of company’s network relations]. 
Przegląd Organizacji, 9/2005, pp. 10–13. 

Czakon, W. (2007). Dynamika więzi międzyorganiza-
cyjnych przedsiębiorstwa [Dynamics of company’s 
inter-organizational bonds]. Katowice: Wydawnic-
two Akademii Ekonomicznej im. Karola Adamiec-
kiego. 

 
 
D'Mello, R., Toscano, F. (2020). Economic policy un-

certainty and short-term financing: The case of 
trade credit. Journal of Corporate Finance, 64. 
https://doi.org/10.1016/j.jcorpfin.2020.101686. 

Dyer, J. (1997). Effective interfirm cooperation: How 
firms minimize transaction costs and maximize tran-
saction value. Strategic Management Jour-
nal,18(7), pp. 535–556. 

Easton, G. (1992). Industrial networks: A review. In:  
B. Axelsson, G. Easton (Eds.), Industrial networks. 
A new view of reality. London: Routledge. 

Edelenbos, J., Klijn, E.H. (2007). Trust in complex de-
cision-making networks: a theoretical and empiri-
cal exploration. Administration and Society, 39(1), 
pp. 25–50. https://doi.org/10.1177/ 009539970629 
4460. 

Eisenhardt, K.M. (1991). Better stories and better con-
structs: The case for rigor and comparative logic. 
Academy of Management Review, 16(3), pp. 620– 
–627. https://doi.org/10.2307/258921. 

Eisenhardt, K.M., Graebner, M.E. (2007). Theory build-
ing from cases: Opportunities and challenges. 
Academy of Management Journal, 50(1), pp. 25–32.  
https://doi.org/10.5465/amj. 2007.24160888. 

https://onlinelibrary.wiley.com/action/doSearch?ContribAuthorRaw=Sharkey%2C+Thomas+C
https://doi.org/10.1016/j.jcorpfin.2020.101686


M. Flieger, MAXIMIZING BENEFITS FROM NETWORK COLLABORATION: HOW ORGANIZATIONS EXPLOIT NETWORK RELATIONS  
IN HIGHLY UNPREDICTABLE ENVIRONMENTS, Zeszyty Naukowe Uniwersytetu Przyrodniczo-Humanistycznego w Siedlcach, Nr 134,  

Seria: Administracja i Zarządzanie (61) 2023. 
 

 

23 

Eisenhardt, K.M., Martin, J.A. (2000). Dynamic capabil-
ities: What are they? Strategic Management Jour-
nal, 21, pp. 1105–1121. 

Flyvbjerg, B. (2012). Five misunderstandings about 
case study research. In: M. Savin-Baden, C. Howell 
Major (Eds.), Qualitative Research: The essential 
guide to theory and practice. London: Routledge. 

Ford, D., Gadde, L.E., Håkansson, H., Snehota, I. 
(2003). Managing business relationships. London: 
Wiley. 

Graebner, M.E., Martin, J.A., Roundy, P.T. (2012). 
Qualitative data: Cooking without a recipe. Strategic 
Organization, 10(3), pp. 276–284. 

He, F., Ma, Y., Zhang, X. (2020). How does economic 
policy uncertainty affect corporate Innovation? Evi-
dence from China listed companies. International 
Review of Economics & Finance, 67, pp. 225-239.  

Horn, J. (2018). Economic rent. In: M. Augier, D.J. 
Teece, (Eds.), The Palgrave Encyclopedia of Stra-
tegic Management. Palgrave Macmillan.  

Klaster, E., Wilderom, C., Muntslag, D. (2017). Balan-
cing relations and results in regional networks of 
public-policy implementation. Journal of Public  
Administration Research and Theory, 27(4), pp. 
676–691. https://doi.org/10.1093/jopart/mux015. 

Lucidarme, S., Cardon, G., Willem, A. (2015). A com-
parative study of health promotion networks: 
Configurations of determinants for network effec-
tiveness. Public Management Review, 18, pp. 
1163–1217. 

Mason, J. (2018). Qualitative Researching. London: 
Sage. 

Miles, M.B., Huberman, A.M., Saldana J. (2014). Qual-
itative Data Analysis. A methods sourcebook. Lon-
don: Sage Publications. 

Mu, R., Jia, J., Leng, W., Haershan M., Jin, J. (2018). 
What conditions, in combination, drive inter-organi-
zational activities? Evidence from cooperation on 
environmental governance in nine urban agglomer-
ations in china. Sustainability, 10, 2387, pp. 1–16. 
https://doi.org/10.3390/su10072387. 

Najda-Janoszka, M. (2016). Dynamic Capability-based 
Approach to Value Appropriation. Cracow: Jagiello-
nian University Press.  

Niemczyk, J. (2013a). Renta sieciowa [Network rent]. 
In: R. Borowiecki, T. Rojek (Eds.), Kooperencja 
przedsiębiorstw w gospodarce rynkowej. Konku-
rencja – kooperacja – rozwój [Co-opetition of organ-
izations in market economy. Competition – coope-
ration – development]. Cracow: Fundacja Uniwer-
sytetu Ekonomicznego w Krakowie. 

Niemczyk, J. (2013b). Ujęcia zarządzania strategicz-
nego z perspektywy renty ekonomicznej [Views of 
strategic management from the perspective of eco-
nomic rent]. In: R. Krupski (Ed.), Zarządzanie stra-
tegiczne. Quo vadis? [Strategic management – Quo 
vadis?]. Prace Naukowe Wałbrzyskiej Wyższej 
Szkoły Zarządzania i Przedsiębiorczości, vol. 22, 
(2)2013. 

Pedersen, S., Clausen, Ch., Jørgensen, M.S. (2022). 
Navigating value networks to co-create sustainable 
business models: An actionable staging approach. 

Business Strategy and the Environment (Early 
view). https://doi.org/10.1002/bse.3127. 

Peterson, K.O. (2021). Economic Policy Uncertainty in 
Banking: A Literature Review. In: Handbook of  
Research on Financial Management During Eco-
nomic Downturn and Recovery. IGI Global. 
DOI:10.4018/978-1-7998-6643-5.ch015. 

Piccolo, S.A., Lehmann, S., Maier, A.M. (2022). Differ-
ent networks for different purposes: A network  
science perspective on collaboration and communi-
cation in an engineering design project. Computers 
in Industry, 142. https://doi.org/ 10.1016/j.compind. 
2022.103745. 

Rath, C.R., Grosskopf, S., Barmeyer, Ch. (2021). Lead-
ership in the VUCA world – a systematic literature 
review and its link to intercultural competencies.  
European Journal of Cross-Cultural Competence 
and Management, 5(3), p. 195. DOI:10.1504/ 
EJCCM.2021.116890. 

Ricardo, D. (1817). On the Principles of Political Eco-
nomy and Taxation. London: John Murray. 

Sharkey, T.C., Nurre Pinkley, S.G., Eisenberg, D.A.,  
Alderson, D.L. (2021). In search of network resili-
ence: An optimization-based view. Networks, 2,  
pp. 225–254. https://doi.org/10.1002/net.21996. 

Schumpeter, J. (1995). Kapitalizm, socjalizm, demokra-
cja [Capitalism, socialism, democracy]. Warsaw: 
PWN. 

Srivastava, S.B. (2015). Intraorganizational network dy-
namics in times of ambiguity. Organization Science, 
26(5), pp. 1365–1380.  

Stańczyk-Hugiet, E., Sus, A. (2012). Konsekwencje 
przynależności do sieci [Consequences of partici-
pation in a network]. In: J. Niemczyk, E. Stańczyk- 
-Hugiet, B. Jasiński (Eds.), Sieci międzyorganiza-
cyjne. Współczesne wyzwanie dla teorii i praktyki 
zarządzania [Inter-organizational networks. Current 
challenges for theory and practice]. Warsaw: C.H. 
Beck.  

Teece, D.J., Pisano, G., Shuen, A. (1997). Dynamic 
Capabilities and Strategic Management. Strategic 
Management Journal, 18(7), pp. 509–533. 

Vangen, S., Huxham, C. (2010). Introducing the theory 
of collaborative advantage. In: S.P. Osborne (Ed.), 
The New Public Governance? Emerging perspec-
tives on the theory and practice of public gover-
nance. London: Routledge. 

Whetsell, T.A., Kroll, A., DeHart Davis, L. (2020). For-
mal hierarchies and informal networks: How organ-
izational structure shapes information search in  
local government. Retrieved from https://arxiv.org/ 
abs/2006.08019. 12.02.2021. 

Xu, Z. (2020). Economic policy uncertainty, cost of cap-
ital, and corporate innovation. Journal of Banking  
& Finance, vol. 111. https://doi.org/10.1016/j.jbankf 
in.2019.105698. 

Yin, R.K. (2014). Case study research: Design and 
methods. Thousand Oaks: Sage Publications. 

 
 

 

https://onlinelibrary.wiley.com/action/doSearch?ContribAuthorRaw=Pedersen%2C+Signe
https://onlinelibrary.wiley.com/action/doSearch?ContribAuthorRaw=Clausen%2C+Christian
https://onlinelibrary.wiley.com/action/doSearch?ContribAuthorRaw=J%C3%B8rgensen%2C+Michael+S%C3%B8gaard
https://doi.org/10.1002/bse.3127
https://www.researchgate.net/profile/Constanze-Ruesga-Rath?_tp=eyJjb250ZXh0Ijp7ImZpcnN0UGFnZSI6InB1YmxpY2F0aW9uIiwicGFnZSI6InB1YmxpY2F0aW9uIn19
https://www.researchgate.net/profile/Sina-Grosskopf-2
https://www.researchgate.net/profile/Christoph-Barmeyer?_tp=eyJjb250ZXh0Ijp7ImZpcnN0UGFnZSI6InB1YmxpY2F0aW9uIiwicGFnZSI6InB1YmxpY2F0aW9uIn19
https://www.researchgate.net/journal/European-J-of-Cross-Cultural-Competence-and-Management-1758-1516
https://www.researchgate.net/journal/European-J-of-Cross-Cultural-Competence-and-Management-1758-1516
https://onlinelibrary.wiley.com/action/doSearch?ContribAuthorRaw=Sharkey%2C+Thomas+C
https://onlinelibrary.wiley.com/action/doSearch?ContribAuthorRaw=Nurre+Pinkley%2C+Sarah+G
https://onlinelibrary.wiley.com/action/doSearch?ContribAuthorRaw=Eisenberg%2C+Daniel+A
https://onlinelibrary.wiley.com/action/doSearch?ContribAuthorRaw=Alderson%2C+David+L
https://onlinelibrary.wiley.com/action/doSearch?ContribAuthorRaw=Alderson%2C+David+L
https://onlinelibrary.wiley.com/toc/10990836/2020/29/8

