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Research questions 

1. How do parties considered in the sales network of Huawei Operator BG 

influence the interactions and business activities of the company? 

2.  What factors have strong effect on Huawei Operator BG sales activities with 

their customers?  

Research Purpose 

The purpose of this thesis is (1) to analyze and describe the role of relationships to 

multinational companies such as Huawei from a network perspective. In particular, 

the authors aim to (2) understand how Huawei Operator BG sales department think 

about and manage their supplying and buying partnerships and the interrelation 

with other parties in a foreign market with respect to designed B2B marketing 

theories.  

Method 

This study is qualitative in its nature and is structured as a case study. Both 
secondary and primary data were used for the case investigation. Primary data were 
acquired from semi- structured interviews. Secondary data were collected from 
electronic sources. 

Conclusion 

By analyzing all the interaction contents above, we have recognized that the 

business of Huawei Operator business division has been influenced by all 

participants in their sales network. The analysis chapter of this thesis shows the 

clear connection between the case of Huawei Operator BG sales network and the 

B2B marketing theories used. By looking at the interactions and relations between 

actors in this network, we have seen that the close embeddedness and 

interdependence between Huawei and their supplying and buying partners are 

constrained by many drivers such as the competition, technology development, 

trust and the level of closeness of relationships and the transparency (or the 

uncertainty) of the industry. The profound investigation into the buyer-seller 

relationships between Huawei Operator BG and their customers demonstrates not 

only the significant roles of trust and promises but also gives a close look to how the 

business relationships actually work in this specific B2B environment.   
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1. Introduction 

Within this chapter, a background of the research problem and a problem discussion are given. The 

purpose, delimitation, target group, thesis disposition and reference style are included together with 

the research questions of this study. 

1.1. Background  

It has been popularly agreed that the longer a customer stays loyal to a company, the more 

profitable that customer becomes to that company. According to Kumar (1999), exceptional returns 

on investments (ROIs) can be naturally achieved by firms retaining long-term client relationships. All 

actions that improve continuity of customers’ buying activity assume an extremely profitable 

characteristic.  According to Bowman (2012, p. 277), many firms have not put enough effort on 

keeping their current customers, but instead have considered attracting new customers as their 

major objective. However, the future sustainable sales stream mainly result from the base of existing 

customers (Bowman, 2012, p. 277). Due to severe competitions in every market nowadays, it was 

argued that winning and retaining customers rather than exploiting them for a short-term profit 

defined the key for survival and the competitiveness of firms (Ellis, 2011, p. 19). 

Customer loyalty and retention are vital to any business. Some researchers recently have pointed out 

in that approximately 50% of customers leave their current suppliers every five years. They also 

conclude that reaching new customers admittedly can be up to 20 times more expensive than 

retaining existing customers for any firm (B2B International, 2013). Loyal customers are widely 

considered a competitive resource that needs serious attention from organizational managers 

(Naghibi & Sadeghi, 2011, p. 902). Another study from the last decade shows that customer 

retention plays an important role in customer lifetime value (Gupta & Zeithaml, 2006, p. 782). Good 

customer retention of the company can both avoid customers from shifting to alternatives and 

reduce customer acquisition costs. The products or services purchased in a B2B environment are 

usually of huge economic values and consist of high risk and complexity, compared to those in a B2C 

environment. Consequently, the cost of switching to another supplier is enormous and complex for 

both the buyer and the initial seller in such trading activities. In other words, customer retention 

results in about cost- effectiveness and gains stable profitability for firms in an aggressive economic 

environment. Customer loyalty and retention can be achieved through strong and long-term 

relationships between suppliers and buyers (Naghibi & Sadeghi, 2011, p. 902).  

Many studies have proposed relationship and network marketing as a competitive advantage for 

industrial companies. The need of valuable information that supports decision making process from 

buyers and sellers illustrates the significance of interpersonal communication between both parties 

(Oliva, 2012, p. 30). A study in the last decade shows that the goal of marketing has shifted due to a 

need to seek and foster long-term and profitable relationship with targeted customers (Bridgewater 

& Egan, 2002, p. 6).  
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Buyer- seller relationships in industrial (B2B) markets are commonly long-term and include complex 

patterns of interactions between firms (Håkansson H. , 1982, p. 25). The complicated interactions, 

mutual benefits and actor bonds make relationships amongst companies embedded in a network 

(Hart, 2003). Inside a network, interactions between sellers and buyers are often characterized as 

institutionalized into a set of roles expected from each individual (Håkansson H. , 1982, p. 26). 

Supplier- customer interactions may bring up thousands of problems. Nevertheless, they are possibly 

a source of other thousands of opportunities for each actor in the network (Håkansson & 

Waluszewski, 2013, p. 441). The various aspects of the exchange episodes in interaction processes 

between both supplying and buying parties result in adaptations and business effectiveness of both; 

which therefore stabilize the relationship (Mohamed, 1989, p. 2). Moreover, competitive strength in 

business-to-business markets is often dependent on the firm’s adaptation to the specific needs of a 

single customer organization (Turnbull, Brennan, & Wilson, 1967). Efficiency and innovation may 

result from the interactions that relate to the creation, utilization, adaptation and idea exchange 

(Håkansson & Waluszewski, 2013, p. 445). The characteristics of each actor, in another hand, strongly 

influence interaction processes, cooperation and coordination between buyers and sellers (Ellis, 

Business- to- Business Marketing: Relationships, Networks & Strategies, 2011, p. 126). Such specific 

characteristics may either improve or prevent the efficiency of any actors in the network.  

The stellar growth of economic globalization and technology has led to a complex, dynamic and 

extremely uncertain business environment (Tåg, 2008). Creating and managing customer 

relationships from a global view have been great challenges for any local enterprise attempting to 

spread the business beyond their borders. From a global business point of view, it is essential to refer 

to distinctive characteristics of networks possessed by different international and industry contexts 

(Bridgewater & Egan, 2002, p. 33). Such distinctiveness has differentiated the access to local 

resources in a new market, interdependency, interactions and activities of network actors. 

Therefore, the cooperation and coordination of counterparts in the network are vital for any 

business more than ever.  

The sales force is considered the face of a firm for its customers since they are the staffs who have 

most direct contact with their firm’s customers. Sales people are the frontline of a firm and are 

significant in building and maintaining effective connectivity, communication with business buyers 

(Lilien & Grewal, 2012, p. 30). They are at the heart of the company’s interactions with buyers and 

play a key boundary role in the organization in B2B organizations where personal selling is significant 

driver of the marketing mix (Cespedes, 2012, p. 131). In response to the changes in the market 

environment, such as increasing customer consolidation, product commoditization and globalization, 

many companies move their major concentration to the value creator role of B2B salespeople 

(Bradford & Weitz, 2012, p. 417). Salespersons do not only interact with the customers but also with 

other internal units of their organizations such as marketing, production, engineering or finance in 

order to make decisions relating to activities with customers. Many researchers approved a multiple 

and developing role of sales individuals in the firm’s marketing strategies (Lilien & Grewal, 2012, p. 

31). 

This research revolved around the case of multinational company Huawei, which is acknowledged as 

a leading global information and communication technology (ICT) solutions provider (Dix, 2012). Two 

decades ago, Huawei was humble in the global market. Nowadays, the company has been seen as 

the second largest telecom equipment supplier in the world. The company is listed as one of the 
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prominent technical innovators. Huawei has, in particular, expanded their end-to-end capabilities 

and strengths to such fields as carrier networks, enterprise, consumer, and cloud computing. Their 

products and solutions have reached out 140 countries, serving more than one third of the world's 

population (Huawei, 2013).  

The significant advancement of general purpose technologies such as the information, computer and 

the internet has caused structural changes in the telecommunication and media over the last few 

decades (Tåg, 2008, p. 5). This factor has been a critical problem for the survival and development of 

firms in this industry. In the last ten years, the world has witnessed the rises and falls of many 

enterprises in ICT market. Many giants in the ICT market have suffered the down fluctuation. Nokia 

used to lead in global market share of handsets few years ago. However, this company lost its ground 

in the smartphones market to Apple Inc.’s iPhones and Google Inc.’s Android devices (Ando, 2011). 

Alcatel- Lucent, one of the biggest Telecom equipment manufacturers in the world, planned to 

reduce around fifteen thousand employees by 2015 in response to their recent financial losses 

(Thomas, 2013). The never-ending movement of technological development has led to the tough 

competition and high degree of instability of the market. Accordingly, an urgent need of strategic 

networking, cooperation and coordination in activities and resources of firms has arisen. For a 

multinational organization as Huawei, interactions between the company and stakeholders, such as 

suppliers, buyers and end-users, could be very complicated.  

The international variables of languages, culture, economic, attitudes and political differences are 

obstacles for multinational companies to their relationship establishment with foreign business 

partners (Turnbull P. W., 1979). Enterprises only can decide their actions based on the knowledge 

acquired by analyzing and evaluating buyers’ data but not on “suspicions” or “experience” 

(Urbanskienė, Žostautienė, & Chreptavičienė, 2008, p. 20). In a web of several parties involved, the 

knowledge of customers are interrelated and collected from several other actors in the market. The 

ways that knowledge of end-users is transferred through the interactions of participants in an 

international business network and the effect of interactions on investigating such strategic data are 

interesting topics. In more particular, it would be interesting to investigate in how Huawei perceives 

those challenges in their wide network and at the same time reduces threats of aforementioned 

issues to the business in international markets.   

1.2. Problem Discussion 

In general, industrial sales force plays a key role in organizational markets according to the orders’ 

high values, the more complex product offerings and the limited selection of buyers in B2B 

environment. Generating sales is the duty of every sales personnel. More importantly, the personal 

customer relationships of a professional salesman can even give his or her company a chance to 

approach privileged knowledge, hints of competitor initiatives or possibly sight of tenders by rival 

suppliers. Considered as the image of a company by its customers, sales force’s knowledge about 

customers and competitive advantages as well as weakness of the provided products or services is 

essential to the strategic planning of their firm (Pitt & Nel, 1988). Due to the dramatic growth of B2B 

markets, salespersons are required to not only perform as a generator of sales and a manager of 

customers, but also have increasingly important responsibility for the development of inter-



B2B  MARKETING - A NETWORK INTERACTION APPROACH:  A Case Study of Operator BG Sales Network of ICT Solutions Firm Huawei 
 

4 | P a g e  
 

organizational relationships (IORs) as a part of the firm’s overall customer relationship management 

(CRM) (Ellis, 2011, p. 319). In terms of the evolving awareness of long-term customer relationships, 

recruiting and retaining a professional salesman who can handle such tasks is essential for company 

in a cruelly competitive B2B market (Ellis, 2011, p. 320). Weitz and Bradford (1999) propose 

salespeople to be an inimitable source of competitive strength. 

Although business effectiveness can come from the relationships nourished by personal selling, it is 

undeniable that the sales force is the most costly B2B marketing communication section for a 

company to maintain. The greater the complexity of customers’ demands, the bigger investment of 

sales people’s time and supporting resources in attempt to secure the sale is required. That big 

investment leads to the increasing cost for firm in retaining their sales force (Ellis, 2011, p. 319). 

However, in many cases, the amount of financial resource that a company needs to spend on its sales 

department may not meet their expected sales targets. The development of media means is also a 

driver that convinces companies to reconsider about their vehicle of approaching customers since it 

is evident that the reach and frequency of audience contact through personal selling are lower 

compared with other media means (Ellis, 2011, p. 321). Recent analysis into the sales effectiveness 

has indicated that over the past several years, the productivity of a sales force commonly has not 

satisfied their firm’s executives (Dicks, Tepper, & Montan, 2013). However, many researchers suggest 

that managers/ executives should bear in mind the tensions that can affect sales people who 

perform all the time in a tough and competitive environment (Ellis, 2011, p. 323). The strategy of 

gaining a higher degree of sales force effectiveness hence apparently requires the intensive careful 

planning and clear guidance given to sales staffs over their limits. 

Even though Huawei is one of the forefront technological innovators in ICT solutions market where 

only few business entities operate, sales activities and approaching new customers are still 

challenging targets. In such a B2B market as ICT solutions, the number of promising business projects 

can be great due to many organizations’ urgent need of information and communication 

technological innovation in order to secure and develop their business. Needless to say, the financial 

benefits from such sales prospects are notable and lead to tough competitions amongst actors in this 

market. The truth holds that Huawei has been performing very well in ICT solutions markets and 

gaining remarkable increasing revenues from international markets over the last few decades.  

For a multinational firm as Huawei, supplier and customer relationship management is of the leading 

concerns. Huawei maintains its motto in which customer relationships are vital for technological 

innovation and more importantly, the survival of the company. Relationships relate to the company’s 

financial improvement as well as to its capability of technological innovation. The company’s image 

has been influenced by relationships. This image is perceived by the customers through the 

company’s product quality and partly but importantly through the communications and interactions 

between the customers and that company’s sales force. Huawei has big sales forces throughout 140 

international markets who are in charge of personal selling activities and contribute much in the 

growing revenues of the company notwithstanding such continuing those sales teams can be very 

costly. The relationships between Huawei and its suppliers and other parties are also of the authors’ 

concerns because in a B2B, the sales of a company do not only depend on the sales team of that 

company and its buying actors but also on its suppliers and competitors as well as opponents. Hence, 

the relationship strategy of Huawei with all those parties attracted our interest. 
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1.3. Purpose of research 

Scrutinizing and describing the role of relationships with B2B suppliers and customers to the 

multinational company Huawei from a network perspective were the scopes of this thesis. The 

authors aimed to understand the customer relationship and partnership management in a foreign 

market of global companies with respect to B2B marketing through the case of Huawei. The analysis 

might be relevant for the future sales and marketing management and decisions regarding strategic 

partnership network of Huawei. 

1.4. Research questions 

The research questions were formed based on the authors’ analysis in B2B relationship marketing 

field.  

 

Figure 1.1- Research Question Forming Process (own creation) 

 How do parties considered in the sales network of Huawei Operator BG influence the 

interactions and business activities of the company? 

  What factors have strong effect on Huawei Operator BG sales activities with their customers?  

1.5. Delimitations 

Within the scope of this thesis, the authors concentrated on the interaction approach to the sales 

network of a multinational company in ICT solutions industry. Huawei was chosen among other 

companies due to its extreme success in approaching the international markets and gaining the 

leading position in the worldwide ICT solutions market in a short period of time.  

Research 
Questions

B2B Markets

Buyer-Seller

Relationships

Inter-firm 
theory

Network 
Perspective

Huawei's 
Customer -

Centric Strategy

Huawei's Win-
win strategy
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Huawei has officially three segments of business divisions for operators, enterprises and consumers 

(terminals). We decided to focus only on the relationships in its Operator business group sales 

network among others due to our ability to get the empirical data and that the carrier network 

solutions technology is the most traditional and advanced business type of Huawei.  

In the internal web of any organization, the communications with other parties occur to any 

department in terms of the business decision making process such as financial, technical solutions, 

supply chain management, logistics and service/ product delivery units. However, the opinions about 

relationships, network and supply channels by staffs of those different departments significantly vary 

in terms of those human resources’ specific tasks and duties in the operation of an organization. This 

aforementioned issue was believed to occur also in Huawei and in particular, Huawei Operator BG 

management. Nevertheless, in this thesis, the authors only analyzed the sales network from Huawei 

Operator BG sales unit’s point of view due to our short timeframe and ability to acquire empirical 

data within the limited time period.  

1.6. Target Group  

This thesis did not only consider the case of Huawei as a story of business success but also 

approached it from a critical point of view. Thus, it can be beneficial to Huawei’s Operator BG 

management in general and their sales force in particular. Such sales managers and key account 

managers can use this study as an in-depth investigation; which may help them improve their 

shortcomings in their customer relationship strategy to strengthen their competitive advantages in 

the global market. Besides, this thesis can be relevant to researchers who are interested in the 

interaction approach to B2B Marketing.   

1.7. Thesis Disposition 
 Chapter 1- Introduction presents a background of the theme studied. The purpose, research 

questions and delimitations are also included. 

 

 Chapter 2- Company Presentation introduces the information of the chosen firm, Huawei. 

Their R&D unit, business unit, sales and partnerships will be presented. 

 

 Chapter 3 – Definitions consists of the introduction to some concepts relevant to this thesis. 

 

 Chapter 4- Theoretical framework provides the relevant theories, concepts and models used 

in analyzing B2B marketing, inter-organizations and the growth of the buyer-seller 

relationships. Researches that related to the subject of this thesis are also comprised. 

 

 Chapter 5- Methodology specifies the procedure of the paper from the beginning. The 

method and choices of data collection are determined and demonstrated. 
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 Chapter 6- Empirical Data consists of the empirical data. The information collected from the 

interviews and from the secondary data resources are presented. 

 

 Chapter 7- Analysis gives out the scrutiny of the study based on the collected data and the 

theories chosen.  

 

 Chapter 8- Conclusion shows results and draws a conclusion from the analysis in order to 

answer the research questions of this research. A section of suggestions for further research 

is also comprised. 

1.8. Reference System 

The reference system in this report followed APA (American Psychological Association) format. 

Names of authors and the year of publication release would be mentioned when the information was 

collected from articles, books, documents and websites. The citations were placed within or after a 

sentence. The full details of the information sources regarding authors, the year of publication, title, 

page number, the volume and issue number for any article, the edition and publisher for books were 

provided in the Reference section. Date of accessing, database name and the URL were stated in case 

of electronic information. The references were described in alphabetical order of the authors’ name 

in the Reference list (Ghauri & Grønhaug, 2010, p. 241).  
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2. Company Presentation 

This chapter provides the historical background of the chosen company – Huawei. Brief introductions 

to their business, Win- Win strategy and the partnership which can be found from electronic sources 

are accordingly presented. 

2.1. Historical background of Huawei 

 Chinese multinational company Huawei Technologies Co. Ltd. is an employee-owned private 

technology company operating in telecommunications equipment, networking and services area. The 

company has around 150,000 employees and its 

business has been deployed in 140 countries 

(Huawei Investment & Hodling Co., Ltd., 2013). The 

company is curently headquartered in Shenzhen, 

China. It was established in 1987 in Shenzhen, China 

by CEO Zhengfei Ren. Mr. Ren was formerly a 

technologist in Chinese People's Liberation Army 

and listed as the most secretive businessman in the 

world by Time Magazine that hardly appeared in 

public (Schuman, 2013).  

Huawei Corporation is perceived as the largest 

telecommunications equipment maker in the world. 

It is also known as the world’s second largest 

telecommunications provider. Recently it obtained 

the world's third-largest maker of smartphones. 

Huawei follows the strategy of using the countryside to encircle and capture the cities, and it also has 

moved forward to win foreign markets. (The Economist Journal, 2012).  

The company around the needs by customers continues innovation and opens up the cooperation 

with partners. Those strategies help Huawei throughout its internationalization process. In the 

telecommunications network, business network, consumer and cloud computing technological fields, 

Huawei has constructed end-to-end solutions advantages. Huawei is committed to provide 

competitive ICT solutions and services to telecom operators, enterprises and consumers, 

continuously improving customer experience to create maximum value for customers. Huawei’s 

products and solutions have been used in more than140 countries, serving 45 of the world's 50 

largest telecoms operators and over one third of the people in the world (Huawei Corporation, 

2013). All exported products of Huawei are high-tech.  

Since the beginning, Huawei’s vision was to build innovation capability into the company. That is to 

say, Huawei's overseas strategy chose the most difficult path- “independent brand export company” 

since the start.  This strategy has helped the operators to improve its earnings (ARPU) and its brand 

Figur 2.1 - Logo of Huawei Corporation (Huawei 
Corporation, 2013) 
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competitiveness. Importantly, it also helps to reduce the total cost of the ownership and achieve 

business success. 

In 1996, Huawei made their first effort in the international market and gave the first batch of staffs 

to overseas markets. Huawei’s first overseas business was in Hong Kong, which brought back for the 

company a not very big income but this investment showed the development prospect in 

international markets. Large-scale investment and arrangement of mass employees only empowered 

overseas since 2000. The successes in Thailand and Russia these two big markets made Huawei find 

out that the overseas markets have big potentials (21st Century Economy, 2004). Entering African 

market in 1998 was an important milestone for Huawei when it pertinently removed the "made in 

China" image of low cost and low quality (Chang & Cheng, 2009). From the beginning of the 21st 

century, Huawei has increased its speed of expansion into overseas markets and established its first 

R&D center in Stockholm, Sweden. Since 2001, Huawei has put a lot of effort on its developing in 

Europe (Huawei expand in Europe, 2005). Huawei established four first R&D centers in the United 

States in the first year of the twentieth- first century (Chang & Cheng, 2009).  

The recent Five- Year Financial Review (2008-2012) illustrates a tremendous growth in the revenue of 

Huawei even though the last ten years marks the fluctuation of the telecom industry; which was 

described through Figure 2.2. According to the graph in Figure 2.2, Huawei increased progressively in 

Revenue from year 2008 to year 2012; which demonstrates the continuous increases in Huawei sales 

index in this aforementioned period.  

In the forthcoming future, Huawei aims to become the largest telecommunications provider in the 

world (Jorisch, 2012). The company has been putting generous effort on winning more sales, 

reaching more customers in European and American continents and intends keep this development 

strategy for the upcoming years (Bloomberg Journal, 2011).  

 

                            

Figure 0.2- Huawei Five-Year Financial Highlights (Huawei Annual Report 2012) 
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2.2. Huawei business divisions 

Huawei categorizes their customers into 3 main business group (BG), respectively Carriers 

(Operators), Enterprises and Consumers. Each of these BGs has its specific characteristics; and its 

particular target customers require specific technical products and services from the company.  

Figure 2.2 illustrates the business lines of Huawei. Overall, Operator BG is the most traditional 

business line of Huawei while Enterprise BG has been developed within the last fifteen years and 

Consumer use is a relatively new market of Huawei (Huawei, 2013). 

 

Figure 2.3 - Huawei lines of products and solutions (own creation) 

   Source: Huawei website 

Operator BG includes Huawei businesses with network carriers. And the products and services that 

are carried out for this business segments are their traditional high-technological entities. Cloud and 

Pipe are two advanced network technology areas. Huawei Cloud product and service lines provides 

the building blocks for the cloud, spanning applications and services, storage and security with the 

products mentioned in Figure 2.2. Pipe product lines aim to provide end-to-end infrastructure 

enables operators to build an efficient, profitable, and scalable network for future (Huawei Carrier 

Products, 2013). 

Enterprise BG has wide range of customers, such as firms, hospitals, schools and governments, etc. 

The business divisions bring about specific solutions to each particular business buyer. Enterprise 

networking provides secure and efficient data transmission to ensure the smooth operation of an 

enterprise network.  UC& C products relate to high level of information availability and high-speed 

synchronization, turning an enterprise into a well-coordinated organization. Cloud computing and 

Data centers help the computer network of a firm become “smarter” and more adaptive. The 

solutions brought by Management and Tools product lines enhance the central management of the 

basic network, unified communications, tele-presence meetings, video surveillance devices, and data 

centers (Huawei Enterprise BG Products, 2013). 
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 Consumer BG operates in a pure consumer market where Huawei supplies phones, tablets and other 

digital products for their individual customers (Huawei Corporate Information, 2013). 

Huawei’s B2B environments determined are Operator BG and Enterprise BG. But within the scope of 

this thesis and due to the reasons mentioned both in the Delimitation section 1.5 and in the 

Methodology chapter, our focus came to Operator BG. 

2.3. Win- Win strategy 

Huawei recognizes that all stakeholders in their value chain, including the company, need to share 

the responsibility of maintaining value chain sustainability. The company proposes that the close 

cooperation with parties such as suppliers, customers and opponents in the fluctuations is crucial to 

their competitive edge. Huawei staffs believe that through cooperation, they can achieve win-win 

outcomes and contribute to sustainable business and social development.  

Goals of Huawei win-win strategy are stated clearly by their CEO- Mr. Ren on its official website as 

follows: 

 Care for employees and offer varied career paths that help realize their individual value 

 Proactively make social contributions to countries and communities in which Huawei operates 

 Operate with integrity and in compliance with applicable laws and regulations 

 Focus on managing Huawei’s own risks 

 Cooperate closely with suppliers and play a leading role in assuring harmonious development 

across the industry chain. 

(Huawei Corporation, 2012). 

Attempting to achieve these aforementioned goals, Huawei aims to stabilize their position and 

develop by having the approval and support from all stakeholders and the societies where the 

company establishes its business (Ren, 2010). 

2.4. Partnerships 

Operating in more than a hundred and forty international markets, Huawei does not stand alone in 

their production. Suppliers and customers are seen as strategic partners for Huawei’s technical 

innovation and business development planning. Microsoft, Citrix, Intel, IBM, etc. are technical 

product suppliers of Huawei. The company has established many partnerships which aim to provide 

comprehensive IT solutions and products, enhance engineering cooperation and building competitive 

products or encourage cooperation features joint innovation and marketing. Twenty-five joint 

innovation centers have been set up worldwide by Huawei and their partners in attempt to achieve 

those mentioned targets. Huawei has early realized the serious obstacles such as changing customer 
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needs, frequent natural disasters, and unsettled political conditions in international markets; 

supplying partners thus are significant for Huawei’s survival when they jointly ensure flexible and 

continuous supply of materials and services and enhance the confidence of global customers in 

Huawei’s product and service delivery capability. The high-quality products and services and more 

importantly the hard work and collaborative efforts of the supplying partners are conceived as key 

factors that lead to the success of Huawei in international markets. 

International research and development (R&D) centers of Huawei mark the generous contributions 

by all strategic customers and suppliers. Huawei perceives its strategic buying partners as channels of 

information for innovation and developing trends.  

The company’s global partnership system is established and encouraged in order to match their win-

win developing strategy. The partnership system and perception vary by the characteristics and 

duties of each specific Huawei business group (Huawei Corporation, 2012).  
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3. Definition 

This chapter provides some business concepts that are sufficient to this thesis. Customer- centric 

organizations, business partnerships, win-win situations and boundary roles are in turn introduced. 

3.1. Customer- centric organizations 

According to Venkatesan, Kumar and Reinartz (2012), the type of organizational set-up tends to have 

a detracting effect when firms want to establish long-term relationships that may create mutual 

values between parties. The ability to establish and retain strong buyer-seller relationships requires 

the evaluation regardless of the background of individual technological, organizational or strategic 

aspects. The forefront firms rather manifest their conventional management commitment, analytical 

abilities and alignment of employee incentives with customer management targets. Thus there is a 

persuasive need of marketing thoughts that can encourage other departments; hence all internal 

sectors of an organization can bear in mind the mission to attract and retain profitable clients 

effectively (Venkatesan, Kumar, & Reinartz, 2012, p. 326). 

 

Figure 3.1- The challenges for Interaction Orientation (own creation) 

Source: Inspired by the information from “Interaction orientation and firm performance” article (Ramani & Kumar, 
2008) 

Customer-centric approach is proposed to serve a portfolio of buyers and customer relationships 

which are the basis of this type of business.  Customer centricity can be achieved by emphasizing on 

interactions between the firm and its buying partners, between such buying parties. In another word, 

this centricity is typically interaction orientation. This interaction orientation leads to the view of 

customers as both a source of business and a potential business resource for the organization. 

Hence, the customers in such customer- centric organization are considered as a prospective and 

sustainable resource which can strengthen the organization’s capability of managing their services, 

product innovation process due to the evolution of technology (Venkatesan, Kumar, & Reinartz, 

2012, p. 326).  

1
•Making more customer- level decisions than aggregate decisions

2
•Responding to customer needs effectively and efficiently

3
•Providing customers with a rich and varied experience

4
•Encouraging customer- to - customer (C2C) interactions

5
•Encouraging customer feedbacks
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Introduced by Ramani and Kumar (2008), this sort of orientation can be attained by a number of 

activities as described in Figure 3.1. 

3.2. Business partnership 

The “Business partnership” term interprets the method by which some firms try to gain competitive 

advantages by developing committed working collaborations. Advantages can be achieved through 

both partners agreeing to share the benefits of merging complementary resources. Through this 

cooperating method, firms can decrease the degree of uncertainty that appears during developing 

channel structures and roles. Cooperation enhances parties to strengthen their market positions 

while sharing the management of the supply chain (Ellis, 2011, p. 82).  

3.3. Win - Win situation 

Win- win situation is commonly defined as a business situation where all business parties involved 

can obtain generously their desires. The phase is generally utilized by sales people of an organization 

to persuade their counterparties that their course of actions provides advantages for both 

participants (Donaldson M. C., 2007).  

According to organizational theory, the win- win situation should be focused in a long-term 

perspective. This situation should be extended to all stakeholders of an organization such as 

shareholders, employees, suppliers, clients, competitors and society at large. In order to acquire this 

state, a company should constantly strive to intensify customer value creation by studying their 

customers’ desires, understanding and enhancing their values, building valuable relationships and 

frequently communicating with them, involving them in the company’s activities. Maintaining good 

and fair interaction and relationship with all parties by networking broadly, taking notice of the 

development of the society and creating mutually beneficial opportunities are crucial to build win-

win situations for all participants in the internal business network and the society externally. Growing 

through partnerships with suppliers and customers results in the sustainable development of a 

company and turns that company into an international network corporation. Management of those 

companies aiming at win-win strategy needs to balance organizational purpose or business network 

purpose with self – interest and individuals in the organization should put the needs of their firm as a 

whole (de Waal, 2012, p. 20).     

3.4. Boundary roles  

Boundary roles demonstrate the job positions where individual staffs ought to involve in direct 

contact with the public or employees of other organizations (Business Dictionary, 2013).  
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4. Theoretical framework 

In this chapter, an introduction to B2B Marketing theory evolution and the sufficient theories that 

were applied to analyze the acquired empirical data are introduced. The key concepts are also defined.  

4.1. Introduction to B2B Marketing Theory 

Although the study of B2B marketing arose during 1890s, it had been humble for numerous of 

centuries till business relationships became a serious and critical scientific issue (Sheth, Garnder, & 

Garret, 1988).  Important developments followed by enormous changes have occurred to this field 

and the momentum of B2B marketing has only been gained in the last thirty years (Hadjikhani & 

LaPlaca, 2013, p. 298).  

Researchers in B2B marketing initially paid attention to transactions of products produced for 

consumption by other organizations and the items that were utilized in the production process of 

other firms (Lilien & Grewal, 2012, p. 3). As a consequence, this marketing branch used to be 

remembered as industrial marketing (Webster, 1992).  

Behavioral and social sciences contributions to B2B drove the common perception of B2B marketing 

from an economic perspective and fruitfully empowered the ability to apply marketing theory to an 

expanding variety of inter-organizational buying cases since  1980s (Hadjikhani & LaPlaca, 2013, p. 

294). Although there have been various schools of thought about B2B marketing, an enormous 

amount of significant researches by the Industrial Marketing and Purchasing Group (IMP) and other 

contributors have accumulatively built the foundation for the field over the last three decades (Hunt, 

2013, p. 283). The relationship between buyers and sellers in industrial markets, the interaction 

between individual buying and selling firms, the stability of B2B (industrial) market structures and the 

views from both the buying and selling sides of relationships are considered “challenges” to 

mainstream economics and marketing (Håkansson H. , 1982, s. 1). Such “challenges” have been the 

foundational premises of the IMP theoretical structure (Hunt, 2013, p. 289). Based on such premises, 

interaction, relationships and networks obtained the major focus of researches carried out by this 

group (Turnbull, Ford, & Cunningham, 1996, p. 44) (Strömberg & Jain, 2011, p. 11). 

Purchasing was perceived as a multi-person activity in a research into the North American and 

European industrial (B2B) markets in the early 70’s of the 20th century. The reluctance of buyers to 

change their suppliers was determined as a result of the high stability and durability in long-term 

buyer- supplier relationships in that early research (Turnbull, Ford, & Cunningham, 1996, p. 44). The 

threats of resource and market uncertainty were the reasons for the long-term relationship tendency 

between the buying and supplying parties as well as the risk of changes and inertias in organizational 

buying behavior (Gadde & Håkansson, 2009, p. 34).  During 1970’s, due to many studies conducted in 

Europe, that a more restricted choice of partners was controlled by a few powerful participants was 

apparently a consequence of increasing market concentration (Turnbull, Ford, & Cunningham, 1996, 

p. 44) (Strömberg & Jain, 2011, p. 11).  According to numerous of researches, the nature of buyer- 

Esmeralda
Highlight
Ngan



B2B  MARKETING - A NETWORK INTERACTION APPROACH:  A Case Study of Operator BG Sales Network of ICT Solutions Firm Huawei 
 

16 | P a g e  
 

seller relationships was admittedly a complex issue and the patterns of buyer- supplier interaction 

and needed weightier investigations (Johansson & Wootz, 1984).  

Since its establishment in the mid 1970s, the IMP group has dedicated to the investigation of the 

relationship nature between actors in complex markets (Turnbull, Ford, & Cunningham, 1996, p. 45). 

Interaction perspective was introduced by Håkansson and his colleagues for analyzing B2B 

relationships instead of the mainstream transaction view (Hadjikhani & LaPlaca, 2013, p. 299).   

Based on behavioral theory, the interaction approach expresses relationships in terms of long-term 

ties bounding the actors to each to each other (Hadjikhani & LaPlaca, 2013, p. 299). Many 

researchers have proposed the network relationship management as a significant competitive 

advantage (Turnbull, Ford, & Cunningham, 1996, p. 46) (Strömberg & Jain, 2011, p. 11). The structure 

of a company’s relationship network and interdependence in resources play important roles in 

interaction processes between actors in a business relationship. These factors decide the network 

position, ability to adapt to and compete in the growing and fluctuating market of a company 

(Hadjikhani & LaPlaca, 2013, p. 301).   

4.2. Inter-firm Theory 

4.2.1. Inter - firm relationships 

 “Inter-organizational relationship is an important organizational concept for current researches in 

industrial marketing and purchasing.” (Turnbull, Metis, & Cheung, 1998). An international business-

to-business organization is comprised by a set of complex network; and it is embedded in complex 

relationships with other organizations inside the network. It is a logical necessity for any business 

transaction, and as a mediating factor affecting and being affected by business exchange. A focal 

organization will have a relative number of elements in its set. No matter how many organizations a 

focal firm interacts, presumably such communications with those organizations has a significant 

effect on that focal firm’s internal structure and decision making (Evan, 1965).The inter-

organizational relationships have five specific features: multi-dimensional, directional, structured, 

varied and evolutionary (Turnbull W. P., 1987). 

Turnbull (1987) outlines a model to show the interaction approach between the buyer and supplier 

relationship in an organization’s units (depicted in Figure 4.1). The complexity of buying decision 

units is often reflected within supplier companies whereby a wide number of people are involved at 

the interface with customers (Turnbull W. P., 1987). Both supplier and customer tend to develop a 

long-term relationship of an economic and social nature within which interactions take place. The 

interactions between buyer and seller are not necessary initiated by the seller (Turnbull, Metis, & 

Cheung, 1998).  
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Figure 4.1- The Interactive Interface in Industry Market (Turnbull W. P., 1987) 

4.2.2. Distances between firms 

“The interaction approach recognized the real complexity of industrial marketing and purchasing and 

provides a framework of analysis, planning and management control” (Turnbull P. W., 1986). The 

interaction approach is predominantly relevant in the international environment. As the globalization 

process, the development of relationships across national interface, cultural distance, social distance, 

psychic distance and geographic distance need to overcome (Cunningham, Inter-Organisational 

Personal Contact, 1982). These distances occur when two or more companies have cooperation. 

However, different company has its own operation way, its own organization and its own 

environment, these factors caused they will have difficulties when they cooperate. it is because they 

will interact with each other. It will take time and resources to overcome such things. Only these 

distances can be overcome, the buyer and the seller will have long-term relationship. It is because 

these distances hinder the proper functioning of the organization. A lot of business deals are lost as 

the result of the parties involved do not take time to learn about each other to interact. 

Cultural distance is the degree to which cultural norms, world views, attitudes, perceptions and 

ideas differ between two companies due to come from different countries. 

Social distance illustrates the differences between their ways of working. 

Psychic distance represents the perception of self and other operating across international 

markets. 

Geographic distance is the physical difference between supplier and consumer. 

The interaction approach provides a framework for the analysis of investment (in financial and 

human terms) and adaptations (W.Turnbull, 1987).  
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In relationship marketing, the traditional supplier’s customer orientation can be reversed; the buyer 

also tries to persuade the supplier to provide exactly what the buyer needs. 

4.2.3. Factors preventing IORs  

 

Figure 4.2- Some reasons why IORs may not work (Ellis, 2011) 

Distances not overcoming among the cooperate companies or that during the relationship time the 

interacting parties do not trust each other as before can result in the fact that their relationship do 

not match what they expected. IORs do not always “work” as what company managers expected, it is 

because inter-organizations are complex, they can function in unexpected ways in different contexts, 

and there are always external and internal forces acting. 

Ellis (2011) points out some factors that restrain the relationships amongst inter-organizations 

(described in Figure 4.2) as follows: 

Relative importance of the different forms explains the importance of social and economic 

exchanges. The importance of economic performance should be noticed, despite the significance of 

social exchange between most organizations.  

Inter-organizational conflicts should be accepted. The commercial world is frequently perceived 

as a cruel one, with large firms exerting their power quite legitimately over smaller rivals or suppliers.  

Power & dependency: the differences in commercial power and dependency are still central to any 

purchasing relationships. These issues will be probably to have a significant effect on the nature and 

longevity of buyer-supplier interaction. Moreover, there can be a great difference between the 

rhetoric of cooperation in supply chains expressed by buyers and the reality of commercial 

exploitation faced by suppliers and the marketing managers who represent them. 

Consumer’s lack of desire for relationship: customer firms have several considerations over 

establishing closer relationships with their suppliers. 

- Fear of dependency happens when supplier may act opportunistically and inflexible to choose 
alternative suppliers. 

- Lack of perceived value in the relationship occurs when customers do not believe that the 
relationship can create a competitive advantage. 

- Lack of credibility in the proposed partners is the situation that customers may feel that the 
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supplier do not have the ability to make high-quality products. 

- Lack of relational orientation in the buying firm refers to that the buying culture of the firm 
perhaps stays transactional. 

- The pace of technological change happens when committing to one supplier may miss out on 
innovations through alternative relationships. 
 

Individual actors making mistakes is also a reason can cause damage to a business relationship. 
For example, a wrong supply, which is not due to the primary orders, conducted by the logistics 
department of the suppliers can have huge impact on the production of the buyer.  

 
(Ellis, How IORs may "work" in Different Contexts, 2011) 

4.3.        Network in a B2B Market 

4.3.1.     Definition of network in B2B marketing 

A network can be visualized by using the image of a spider’s web. A focal network is determined as a 

structure that consists of various different threads interlinking patterns in business environment 

(Håkansson & Ford, 2002, p. 133). Such patterns are parties such as end-users manufacturers, 

suppliers of raw materials and components, the companies producing complementary and/or 

competing products, i.e. substitutes (Håkansson & Mattsson, 1982, s. 5). Each of those active and 

heterogeneous parties interacts with each other and utilizes their supplier’s products and services to 

seek solutions to their different problems in production. It is hard to define or delimit the network 

surrounding a company (Ford D. , Gadde, Håkansson, & Snehota, 2002, p. 1). There is no objective 

network and a complete description of it. No company is able to entirely control either the process or 

the results of the relationships which it involves in. Alternatively, through the consecutive results of 

the interactions directly and indirectly between connected actors and their respective investments 

and adaptations, each relationship emerges (Payne, Ballantyne, & Chistopher, 2005).  Business 

relationships between each pair of B2B actors link to each other (Ford D. , Gadde, Håkansson, & 

Snehota, 2002, p. 2). Things that occur in one relationship always affect all connected relationships 

either marginally or substantially (Håkansson & Ford, 2002, p. 134). The development or termination 

of any relationship between two parties affect on other relationships.  

Figure 4.3 demonstrates the structure of focal network relationships in horizontal and vertical 

dimensions. Vertical relationships include those that integrate nodes of the supply channel while 

horizontal dimension consists of the relationships with organizations at the same level (in the 

network) that look for the collaboration for mutual benefits. Horizontal networks are observed to 

exist when firms find the solutions to provide for specific customer needs (Ellis, 2011, p. 135).  
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Figure 4.3- Horizontal and vertical network relationships (Egan, 2001, p. 155) 

4.3.2.    Network characteristics and approaches 

The importance of different network relationship dimensions can be demonstrated in a social 

context (described in Figure 4.4) in accordance with the structure of focal network relationships (see 

box 4.3). The embedded and complex characteristics, network boundary, social capital of 

relationships are considered in the relation with the Actors- Resources- Activities (ARA) Model and 

the companies’ network positions. 

The limited amount of powerful actors in a B2B market was apparent phenomenon. From connecting 

with each other, these companies in terms of its ability to obtain sustainable resources and position 

have strong effect on each other; which then results in a net of complex interactions, adaptations and 

investments within and between companies over time (Håkansson & Ford, 2002, p. 133).     

 Network pictures 

The network pictures are described as the views of network of each participant in a network, which 

are crucial to explain a company’s behaviors and activities with other parties.  The picture of the 

extent, content and characteristics of the network varies from company to company, individual to 

individual in a network. Those network pictures depend on the own experiences, relationships and 
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positions in the network of various actors and are affected by their problems, uncertainties and 

abilities. Researchers in B2B marketing state that networks assume a complex characteristic and 

managing in networks is intricate. Each actor in a network aims to control their own relationships and 

affect other elsewhere of their indirect connections. The lack of profound network pictures created 

by the limits of each company’s knowledge and understanding leads to the fact that companies 

operate on the basis of an evolving and dynamic network. The lack of vigilance and dependence of 

the simultaneous networking of many other parties in the network of a firm can lead to the threats 

of possible opportunism by other counterparts. Researchers propose relationships to be a practical 

instrument to manage the complexity of networks. However, each company need to bear of the 

peculiarities or paradoxes of the network and that networking in each is a combination of three 

facets; choices within between existing relationships and involving both encouragement and 

coercion (Ford D. , Gadde, Håkansson, & Snehota, 2002, p. 20).  

 Time and space aspects 

The relationships in B2B marketing, admittedly, tend to be complex, instituted and long- term. The 

time aspect is a critical issue as the current form of such relationships is the succession of the 

previous interactions between business units. Business relationships are connected to each other in a 

network. Each actor may look at the performance and activities of another entity in terms of that 

entity’s interactions with other parties in order to make decision concerning the mutual business 

relationship. Such considerations of a company about their counterparts illustrate the importance of 

space factor in B2B business environment (Håkansson & Ford, 2002, p. 134).   

 Basis of interdependence and embeddedness 

Each attempt, episode of networking contributes part of a series of actions, reactions and re-

reactions by all actors in their process of initiating and developing their all network and responding 

to that of their correspondents. Through the web of such inter-organizational interactions, complex 

interdependencies steadily grow. The basis of these interdependencies is determined in terms of 

resources, activities and actors included in the network (Håkansson & Snehota, 1998, p. 188). The 

resource sharing potential of networks is seen as a main feature in their sustainability (Donaldson, 

Toole, & T., 2007, p. 75).  
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Figure 4.4- Considerations in B2B Marketing from a network perspective (Ellis, 2011, p. 136) 

 Embeddeness of actors in a network 

Resources and activities within one firm are related to activities accomplished and the use of 

resources in the several others. A change in a single activity of one actor then may change also the 

productivity of another firm. Accordingly, firms are determined to be embedded in network 

connections to all actors in s wider business environment. Though all parties are independent 

entities, their actions, activities are bound by their network. (Donaldson, Toole, & T., 2007, p. 74). 

The embeddedness of actors in a network represents the layers of ties, connections or density of ties 

which are crucial for learning a network. It is argued that a network is defined by relationships 

between the actors in its framework (Jones, Hesterly, & Borgatti, 1997). The complementarities of 

network of parties in a network are seen as a great strength of the network in general and of any 

single node in particular (Donaldson, Toole, & T., 2007, p. 75). To summarize, the embeddedness 

approach views the organizational actions in terms of the ever-changing social context (Ellis, 2011, p. 

137).  

 Social capital 

Social capital is recognized as an important resource in B2B networks. This factor is built on 

individuals’ embeddedness in social structure, such as their personal reputation amongst their 

colleagues. All business- and personally- oriented relationships are possibly beneficial to the business 

between parties. Social capital is viewed as a crucial tool to make networks function through trust. 

This component has its most influence on business conducted in Asia cultures. It is considered as 

time and space aspects for personally- oriented relationships in B2B environment as it considers past 

and present relationships and their surroundings as the basis of future business purposes (Ellis, 2011, 

p. 137). 

 Network position 

The network position of a company in the business web is the point of departure for marketing 

considerations. It consists of its portfolio of relationships, and the entities of ARA structure that arise 
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from such portfolio of relationship. The concept is built of two aspects, the power position and the 

role of the company (Ellis, 2011, p. 137).  

 A strong power position is believed to provide substantial opportunities to control the 

evolution of the firm’s network. The degree of marketshare and the ability to resource 

management which has influence on the network demonstrate the power of a network 

actor (Håkansson & Mattsson, 1982, p. 5). The degree a single firm is embedded into the 

interaction patterns is important for power and thereby profit (Bocconcelli & Håkansson, 

2008). The effectiveness of a company is created by the organizational power, which can 

be understood as mentioned. This feature concentrates on the allocation of 

organization’s resources and its efficiency in transforming such resources into the 

finished products or services. Such managements are determined as problem-solving 

abilities of an actor. More importantly, the effectiveness is expressed through the ability 

to adapt  to the changes in internal organization of the partners, by technological 

development and in the dynamic network environment. A company acquires the basis of 

effectiveness through interaction behaviour of other actors in relationships.  From a 

network point of view, effectiveness also depends not only on a firm’s own performance 

in interaction with its direct partners but also on how these partners manage their 

relationships with third actors (Håkansson & Snehota, 1998, p. 188). 

 The role which a company is playing or plan to play for customer compared to those 

played by competitors defines the company’s position in relation to customers. Different 

relationships are implied by various roles and such roles then determines demand for 

different internal sectors. Nevertheless, no direct relation is constructed between the 

internal characteritics of a firm and the role that firm aims to play for its partners and the 

prospective relationships necessary for fullfil that role (Håkansson & Mattsson, 1982, p. 

5).  

Network position emerges through interactions with other actors. The company’s network position 

varies depending on its relation to specific counterparts. The concept of interdependence also points 

out that the positions of companies can be directly bonded to each other (Ford, et al., 1998, p. 49). 

 ARA Model 

The ARA Model is a framework created by IMP group which is helpful in describing the relative 

positions of organizations forming the network. The drivers of the interactive connections between 

parties in a network as actors bonds, resource ties, and activity links are depicted in Figure 4.6.  

Håkansson and Snehota (Håkansson & Snehota, 1995, p. 26) interpret those drivers as follows: 
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Figure 4.5- Elements of ARA Model (own creation) 

 Actor bonds link actors and have effects on how actors perceive each other and create 

their identities in relation to each other (see details in section 4.4.3).  

 Connections of various resource elements such as technological, material, knowledge 

resources and other intangibles, i.e. are the entities of resource ties.  

 Technical, administrative, commercial and other activities of a firm such as purchasing or 

marketing communications are considered activity links. 

By analyzing the factors of ARA model, managers of a firm can Figure out whether their firm is in a 

desirable position or if some changes should be stressed in any IOR of which the company is a part 

(Ellis, 2011, p. 139). The purpose of setting the boundaries of a firm in a network is to focus on the 

actors and resources  that bring about the effectiveness of the organization and which have the most 

impact on the organization (that can be handled) (Håkansson & Snehota, 1998, p. 195). 

 Interaction process and exchange episodes 

The interaction process between two firms within a network is worth mentioning (depicted in Figure 

4.6) when one wants to understand the activity links and the resource ties of ARA model. Interaction 

process  concerns specific threads from both short-term and long-term point of view the actors in the 

interactions, the environment surrouding the interacting activities and the atmosphere that dyacially 

affect and is affected by the interaction. The episodes in a B2B market relationship include exchanges 

between two parties, such as product or service, information, financial and social exchanges. Product 

or service exchange is seen as the core of the exchange and the charateristics of the product or 

service beneficial are seen to have key influence on the relationship as a whole. During the 

relationships, several information about technique, economy or organizational developing strategy 

are of interest. The width and depth of the exchanged information are considered as significant data 

for companies. The formality level of information exchange episode are proposed to influence the 

nature of  interaction process and the company as a whole. The economic benefits of a relationship is 

illustrated by financial exchange. Finally, social exchange is an element that affects the uncertainty 

reduction between parties . The mutual trust in a relationship is an indicator of the social exchange. 

In a social process, this trust takes time and must be based on personal experience and on the 

execution of the three other exchange episodes (Håkansson H. , 1982, pp. 24-25). Through the 
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exchanges, networks can be demonstrated as a knowledge resource (Donaldson, Toole, & T., 2007, p. 

77). Technological innovation is also understood as the result of an interplay between actors through 

exchange episodes (Håkansson H. , 1987, p. 254).    

 Network atmosphere and Self- expectations of actors  

The atmosphere of interactions in a network results from the relationships. It consits of many 

indicators such as power dependence, cooperation, the level of structuredness (closeness) and 

expectations of each actor in a network relationship.  All actors in a business interaction have their 

own expectations. With respect to the interdependence from a network perspective, companies 

sometimes act according to their partners’ self- demands in order to govern organizational network 

(Wuyts, S., & Bulte, 2012, p. 75). These self-expectations are, admittedly, to bring about the 

complexity in the coordination and may not carry out considerable financial rewards for the company 

(Nelson & Winter, 1982, p. 414). Wuyts and Geyskens (2005) propose that detailed contracts restrain 

a supplier’s opportunistic behavior more effectively when the buyer and supplier share close ties to 

mutual others. However, the types of relationships, the mutual values should be declared at the 

beginning of the contract. It’s a significant need of analyzing whether the relationship may cost in 

long term without reaching the company’s scopes in that business (Donaldson, Toole, & T., 2007, p. 

81) . 

 

Figure 4.6- Interaction Model (Håkansson H. , An Interaction Approach, 1982, p. 32) 

4.3.3. Network management strategy 

The operation of B2B networks brings a great number of new challenges for any company’s 

managers as those managers ought to carry out a business strategy. A “network management 

framework” was proposed by Möller and Halinen (1999) to present the managerial implication of the 
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webs of firms that extend beyond immediate IORs. There are four different levels included in this 

management framework which is illustrated as in Figure 4.7. 

 

Figure 4.7- Levels of Network management (Ellis, 2011, p. 193) 

 At level 1 – Network visioning, the whole industries are viewed as networks and actors 

are embedded in networks and recognize the importance of network structures, processes 

and evolution. The way to develop a comprehensive view of consistent networks followed by 

the opportunities such networks provide and the analysis of strategic groups of firms are of 

the most managerial concerns from this perspective.   

 Level 2 – Focal net management notices parties in their particular network. The 

investigation into firms’ strategic behaviors is carried out by focusing on the “focal webs” 

they belong to. The investigations concern about the network positions, capability to 

mobilize than coordinate resources and activities of other actors. The challenges at this level 

include the supplier nets and customer nets development and management and strategy to 

enter new networks. 

 Portfolio management level emphasizes on relationship portfolios. The approach 

scrutinizes activities to figure out the actions best achieved internally and the ones which are 

better undertaken through different IORs. It is essential for all firms to manage a portfolio of 

necessary IORs. The objective for B2B salespeople and marketers at the level is finding a 

solution to developing and managing optimal customer and/ or supplier portfolios. 

 The level 4, termed “relationship management” pays attention to individual IORs between 

a focal firm and its counterparts. The core skills of managing to build IORs are required for 

the focal firm. The most concerns at this level consist of IOR lifetime value evaluation and 

effective relationship creation, management and termination strategies.  

For multinational companies, relationship portfolios can be tremendous, and this problem leads to 

difficulties in relationship management. Researchers propose that firms should classify the degrees 

and sorts of interactions and relationships in order to obtain better relationship management (Ellis, 

2011, p. 196). 

 

 

 

1. Network Visioning

2. Focal Net Management

3. Portfolio Management

4. Relationship Management
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4.4. The Growth of Buyer- Seller Relationships 

4.4.1. The Importance of Relationships between buyers and sellers 
A relationship is one sort of mutual agreement between two parties. In an industrial network, the 

concept of relationships is the central core (Chetty & Eriksson, 2002, p. 305). Because in fact it 

possibly emerges a connection between performances of parties, the relationship approach is a vital 

characteristic within networks. Establishing a relationship increases the element of stability among 

the parties, but also decreases the uncertainties among the parties. Additionally, the growth of 

relationships within industrial networks enables the seller to have an insight into the buyer’s actual 

wants and needs (Stanley, Slater, & Olson, 2000, p. 815). Besides, the development of relationships 

among parties is linked with the resources ties (Easton & Araujo, Non-economic Exchange in 

Industrial Network, 1992, p. 62). In other words, a relationship provides access to gain beneficial 

resources from third parties. A strong and stable relationship can help the seller to achieve the 

success in the high competitions. Moreover, maintaining a relationship helps both sellers and buyers 

save the costs of finding and shifting to alternatives. The relationships include more than just 

transactions due to the fact that the actors have been looking forward to the long-term cooperation 

in the industrial market (Hammarkvist, Håkansson, & Mattsson, 1982, p. 23). 

4.4.2. Functions of buyer-seller relationships 

A relationship contains four important performances. The prime vital function is creating closeness. 

Companies have more opportunities to know about the problem solving abilities and weaknesses of 

suppliers and consumers get close access to the associations that relationships offer. Besides, the 

relationships increased the certainties among the parties. The activities between actors become 

more predictable and sustainable. Additionally, a relationship net conveys and evaluates 

information. For instance, not every employee in the company needs to know the source of technical 

information; however, the relevant knowledge is interceded through the relationships. Moreover, 

the relationships create pressure for development. For example, customers’ requirements or 

demands beyond the capabilities of suppliers. In that case, the result is worse for both sides 

(Hammarkvist, Håkansson, & Mattsson, 1982, p. 24). The Figure 4.8 illustrates the four functions of a 

relationship. 

 

Figure 4.8-Relationship function (own creation)                   
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4.4.3 Relationship bonds 

Based on ARA-model, an important function of relationships among parties is that they work as 

bonds in the industrial network. Bonds contain different features due to the various objectives. The 

bonds can be divided into five types. Technical bonds are used between two parties when they apply 

to each other’s technology. Time-related bonds are related to time among parties when they 

coordinate to activities. Knowledge bonds are formed between two actors when each of them learns 

about the strengths and the weakness of the partner over time. Social bonds are related to the 

personal contacts among network parties. Economical bonds as beneficial rewards are usually 

combined with legal bonds. The economical and legal bonds are formed among actors when they 

establish other bonds with each other (Hammarkvist, Håkansson, & Mattsson, 1982, p. 22). The 

Figure 4.9 lists out the bonds from business relationships between parties. 

                     

Figure 4.9 - Relationship bonds (own creation)                         

4.4.4 Trust in buyer – seller relationships 

Trust is an essential dimension in buyer-seller relationships. On the basis of the experience and 

outcomes of the activities and interactions, trust changes over time in connected relations (Huang & 

Wilkinson, 2013, p. 455). Trust can be divided into two types, interpersonal and inter-organizational 

trust. From this point of view, interpersonal trust means the individuals in one firm have strong 

confidence in other individuals in the partner company. Inter-organizational trust is based on the 

culture of trust that organizational members share a view towards a partner firm (Zaheer, McEvily, & 

Perrone, 1998, p. 141). In other words, trust plays a central role in the development of effective 

cooperative relations. 

The following Figure 4.10 shows some main functions of trust in the business relations. 
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Figure 4.10-Some main functions of trust in the business relations (own creation) 

Trust promotes a long term orientation due to the fact that relation was based on the trust. Trust 

reduces the perception of risk associated with conflicts between actors (Ganesan, 1994, p. 3).Trust 

increases confidence among parties through open and honest communications (Bradach, 1989, p. 

15). Trust reduces the costs of monitoring and control as well as the transaction costs in an exchange 

relationship (Seppanen, Blomqvist, & Sundqvist, 2007, p. 250). 

4.4.5 Promises in buyer-seller relationships 
For a deeper understanding of relationships, it is necessary to raise the aspect of relationships’ 

concept. According to Bitner (1995), building a buyer-seller relationship is all about promises. 

The bedrock of retaining a relationship is fulfilling promises towards customers (Grönnros, 1990).The 

Figure 4.11 shows that, as a selling firm, there are three vital actions to attracting and building 

relationships with customers, all these three important activities can be connect to particular 

marketing events. According to Kotler (1994), these essential marketing activities are external 

marketing, interactive marketing and internal marketing.   

 

Figure 4.11- Service Promises and Related Marketing Activities (Grönnros, 1990, p. 243) 



B2B  MARKETING - A NETWORK INTERACTION APPROACH:  A Case Study of Operator BG Sales Network of ICT Solutions Firm Huawei 
 

30 | P a g e  
 

Making Promises: External Marketing 

Organizations must clearly state that what can customers expect from them and how it will be 

delivered. Establishing good communication with customers avoids overpromises occur. In that case, 

the relationship may not be off to a weak start. 

Enabling Promises: Internal Marketing 

Enabling promises is the second form of promises-related activity. Employees in the organization 

must have skills, abilities and motivation to enable and deliver the promises. Besides, appropriate 

internal systems must be updated and available. 

Keeping Promises: Interactive Marketing 

This third promises-related action is based on the customer’s point of view. From this perspective, 

promises are mostly kept or broken by the members of the organization or in some technology cases. 

At this moment of truth stage, the customer gets interaction with the firm and the services are 

produced and consumed. 
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5. Methodology 

This chapter manifests the research methodology employed for this study. The stage of selecting this 

research topic, explanations about the choice of research approach are presented. Accordingly, the 

research design is clearly structured and followed by the analysis strategy. The method of collecting 

sufficient theories is provided.  A discussion of the factual data finding methods is thoroughly 

manifested.   

5.1. Research Topic Selection 

B2B Marketing is an interesting marketing concept that has attracted serious attention for the last 

three decades. B2B marketing was in our broad area of interest because we had a basic knowledge 

and the literatures of the field were available and reachable. Relationships in B2B Marketing are 

interrelated and complex. The interaction perspective of B2B Marketing (Industrial Marketing) was 

suggested by Håkansson (1982) and his colleagues in the International Marketing and Purchasing 

Group (IMP). The queries concerning companies’ interactions and communications in a network and 

their opinion about relationships with other parties, etc. have persuaded us to choose the 

relationship approach to B2B Marketing.  

Time constrain was the major factor that the research scope focused on only one company and the 

sales network of one business group. This choice might limit the reach of our research. Nevertheless, 

this particular choice gave us a chance to get a profound understanding of one company rather than 

having a too general view by putting less time in many others.  

Huawei is one of the most powerful leaders in ICT solutions industry. The company is famous for 

their advancement of technological innovation whereas technological innovation is considered a 

hazardous, costly and complicated process for any company on account of the steep development of 

information and communication technology. Huawei, in particular, follows the customer – centric 

innovation strategy. Focusing on customers' needs to help them succeed in their business is the 

business policy of Huawei (Zhang, 2009). On another hand, according to Mr. Ren – CEO of Huawei, 

the roles of other parties such as suppliers and competitors should also be noticed in their 

production sales activities (Ren, 2010). The growth of this firm in the international market for the last 

20 years is remarkable. Therefore, we were willing to study how Huawei’s relationships, interactions 

with the parties influencing their Operator BG network related to the performance of their business 

in ICT solutions field. In our opinion, analyzing the case of Huawei’s business activities in the network 

solutions industry would help us understand the opinion and strategy of the company in building 

relationships.  

The topic was selected due to its significant feasibilities. As interpreted, the sources of B2B Marketing 

literatures such as published books and electronic articles are accessible. According to Fisher (2007, 

p. 31) , the topic need to be interesting to researchers; otherwise they are not able keep our 

motivation and commitment necessary to complete their work. This topic about B2B Marketing and 
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having a chance to analyze a real business environment encouraged us much during our studying 

process. Last but not least, we were confident of the access to reliable sources for the valid empirical 

data.    

5.2. Research Approach  

There are two main types of research, qualitative and quantitative approach (Ghauri & Grønhaug, 

2010). According to Ghauri and Grønhaug (2010, p. 103), the type of analysis is determined by the 

type of answers that we aim at finding. The procedure is seen as the main difference between 

qualitative and quantitative research. Findings in quantitative research are employed by statistical 

methods or other procedures of quantification (Ghauri & Grønhaug, 2010, p. 104). By way of 

contrast, the study in a qualitative strategy is carried out through expressions rather than Figures 

(Bryman & Bell, 2007, p. 402). The analysis of data in a qualitative research mostly is dependent of 

the skills, experience of its researcher and the reliability level of the data sources (Ghauri & 

Grønhaug, 2010, p. 105). For the purpose of the thesis, for an intensive approach to the case from 

different participants’ points of view, the qualitative method was employed.  

Amongst others type of qualitative research methods, case study was chosen as the basis of our 

thesis. This method is defined commonly as a description of a management situation. Many 

researchers call it the marketing analogue of the physician’s clinical examination and state that it is 

based on a similar requirement of multiple data resources for reliable investigations. Case 

construction relies profoundly on verbal reports; such as personal interviews and unobtrusive 

observations as primary data (Bonoma, 1985, p. 203). It can be used when researchers want to study 

a situation or an organization which has rarely been studied and unique in its nature. In this term, 

such researchers expect to study something new and important (Ghauri & Grønhaug, 2010, p. 111).  

The subject of relationships in a B2B environment was brought up through a particular case of one 

company, Huawei interacting with the parties in their Operator BG sales network. Through the 

collected data, how the actual interactions and relationship in Huawei’s sales network were linked to 

the established theories of B2B marketing from a network aspect was attempted to find.  

5.3. Research Design 

This research process was initiated by the pre-knowledge of the authors about B2B marketing. The 

research problem was designed at first due to our theoretical understanding. A list of interview 

questions was created in order to investigate the information by respondents from Huawei; which 

supported the choice of theories and the analysis. These questions were built on our prior knowledge 

of B2B marketing and much inspired by the interview queries of the Bachelor thesis by Strömberg 

and Jain (2011) due to the similar approach to the B2B marketing field and our initial will to obtain 

the information from the company of our interest.  After a long and open interview with an Account 

Manager from Huawei to learn about the business operation of the company, the research problem 

was finally stated. The authors then re-organized their thesis structure and emphasized on specific 
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theoretical topics within the B2B field that linked to their ability of finding empirical data. The 

process of this thesis is visualized in Figure 5.1. 

This Bachelor thesis started with a brief presentation about Huawei Corporation.  Information of the 

business unit and sales network was introduced accordingly. A compressed overview of the B2B 

marketing and the three approaches to this theory, which related to this thesis topic would then be 

interpreted. The collection of empirical data followed with the findings documented based on the 

three interviews with account, sales and marketing managers. The analysis would be manifested and 

finally, the authors’ would draw their conclusions.      

 

Figure 5.1- Research Model (own creation) 

5.4. Analysis Strategy 

There are two main types of analysis strategies, inductive and deductive approaches. The inductive 

approach uses observations first to form the pattern. Theories in an inductive research structure are 

used according to the observations’ result (Melville, 2004). It includes a variety of observational 

evidences from a specific statement to a general statement. In this type of research, theory results 

from research (Bryman & Bell, 2003). As a result, the conclusion drawn from this type of research 

may involve both creativity and a high degree of uncertainty. 

In contrast, the deductive approach basically reverses the process of the inductive approach. The 

deductive approach is based on a theory to come up with research questions. A research strategy to 

find the answers for the analysis questions is then designed (Ghauri & Grønhaug, 2010). The 

conclusion follows logically from premises as it explains from a general statement to a more 

particular statement. Researchers in this type of research build research questions from the 

established knowledge, which can be subject to empirical scrutiny and then present the findings in 
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operational terms in order to support their answers  for such questions (Chalmer, 1982) (Bryman & 

Bell, 2003).  

The deductive approach was utilized for the purpose of this thesis. The theories guided the contents 

and the empirical data finding of our research. The data in this study were mostly collected through 

interviews with some managers from the Huawei Technologies Company in Stockholm (Sweden) 

and Lima (Peru). The minor data findings were conducted from the press releases, annual reports, 

public documents on Huawei official website and articles from reliable journals. The topic and 

interview questions were sent to the interviewees in advance. However, we still gave space for 

creativity and let the interviewees answer in a flexible way. 

5.5. Collection of Theories 

In this study, academic articles and books were foundation for the theoretical framework. Such 

sources were used to illustrate and discourse the primary contents and background of the B2B 

marketing theories. To give some examples, the authors utilized the articles by IMP Group such as 

“The network- the company and the marketing function”, “International marketing and purchasing of 

industrial goods”, “Company in a network” by Håkansson, “A never ending story - Interaction 

patterns and economic development” by Håkansson and Waluszewski, “Managing Network” by 

Håkansson, Snehota, Ford and Gadde or “Roles of Personal Contacts in Industrial Export Marketing” 

written by Turnbull, “No business is an island: the network concept of business strategy” by 

Håkansson and Snethota to support our knowledge. Such articles provided a clear explanation and 

give deeper insight into the theoretical framework.  A number of useful theoretical references cited 

in Bachelor thesis by Strömberg and Jain (2011) was also made use due to their close connection to 

our topic.  

5.6. Empirical Data Collection 

The data collection of this study depends upon the determination of information relevant to 
answering the research questions (Ghauri & Grønhaug, 2010, p. 103). To acquire the scopes of this 
thesis, the research is based on both primary and secondary data.  

5.6.1. Primary Data 

Primary data is first-hand sources that can be collected by authors through observation and 

interviews obtain a major advantage of primary data collection is that it provides researchers most 

authentic sources; however this type of data requires long time to find and gather (Ghauri, 

Grønhaug, & Kristianslund, 1995, p. 57). 

Interviews matched the purpose of this study. An apparent benefit of having in-depth interview is 

that researchers can receive a more accurate image of respondents’ behavior. Questions in an 
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interview are usually open-ended; which then provide researchers more thorough answers from 

respondents. Besides, Grønhaug and Kristianslund (2010) also proposed that more credible and valid 

data could be assembled through this means of empirical data finding. Nevertheless, an in-depth 

interview usually demands a long preparation. The authors prepared a fairly full theoretical 

knowledge of the research problem and its purpose to form their interview questions in order to 

avoid the influence of their primary knowledge on the objectivity of interpretations (Ghauri, 

Grønhaug, & Kristianslund, 1995, p. 66). Among several sorts of interviews, phone calls, Skype video 

call and personal interviews were chosen due to the authors’ ability to reach reliable respondents.   

An introduction of this topic and interview questions was sent via email to the prospective 

respondents few weeks ago. A short script was included in the questions which are difficult to 

phrase. All interviews were expected to last approximately one and a half hour time. However, 

interview durations were mostly decided by the respondents. Three interviews were achieved with 

interesting outcomes. Table 5.2 describes in brief the situation of our interviews. 

 Respondent A Respondent B Respondent C 

Preference of 
appearance in this 
study  

Anonymous Anonymous Anonymous 

Position in Huawei Key Account Manager Marketing Manager Sales Manager 

Working Country Peru Sweden Sweden 

Working Experiences 4 years in Huawei 3 years in Huawei  5 years in Huawei 

 10 years working in the 

ICT solutions industry 

Time & Place of the 

Interview 

30th  November,2013 
 

09th  December,2013 12th  December,2013 

Kista, Stockholm 

Communication 

means 

Skype call interview Telephone interview Personal Interview 

Interview Duration 3 hours 1 hour 2.5 hours 

Attitude towards the 

interview 

Positive and very glad to 

share the information 

Positive Positive, full of experiences 

in the field and willing to 

share the information 

Table  5.2- Information regarding the interviews  

The first interview was conducted via Skype on Saturday, 30th November 2013. The respondent 

Manager A is currently working for Huawei in Peru. His responsibility in the company is the sales 

development and sales management of the Operator BG in the Latin American region. Even though 

the authors and Manager A got vast difference in time- zones, a three- hour open conversation was 

done via Skype. Manager A preferred being off-recorded and not being stated in this research. 

Hence, all his answers were written down in a notebook.  

A phone interview was made on Monday, 09th December 2013. The second respondent was 

Marketing Manager B working for Huawei in Sweden. Manager B is responsible for the Operator BG 

in Swedish market, so his experience was beneficial to the scopes of our topic. As this respondent 

could not find any time to give us an interview in person, a phone interview was an efficient solution. 

The interview lasted approximately one hour. The information from this interview was noted down 
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in a notebook. However, it was not possible to ask complex matters that required detailed answers in 

this interview due to the time limitation (Fisher, 2007, p. 169).  

A personal interview was conducted in Huawei Sweden’s office in Kista, Stockholm on Thursday 12th 

December 2013.The third interviewee has been working in Huawei company for five years. The 

interviewee C has had worked in Chinese market for two years and has three- year working 

experience in Sweden until now. The interview was recorded. Our purpose was to let the interviewee 

lead the discussion inspired by the prepared interview questions. Therefore, as the respondents 

freely shared their opinions, the questions were not asked in the prepared order. The interview 

lasted two and a half hours; which there was enough time to cover the important areas. 

The interviews were open and insightful. It then gave us a clear picture of the company structure in 

overall, the Operator business group and sales department, the knowledge of the relationships in 

Huawei’s sales network from its sales force’s point of view. 

All interviews were semi- structured, in which the topic, the respondents and questions were 

decided in advance. The interviewees were encouraged to answer questions in a reasonable way 

(Fisher, 2007, p. 159). Herein, the respondents acknowledged the same list of questions that was 

sent to them beforehand. However, due to the respondents’ knowledge and sharing guided in a 

deliberate way, some questions were skipped during the interviews. The number of questions asked 

varied amongst discussions.  

5.6.2. Secondary Data 

Secondary data was crucial for the purpose of this deductive case study research. The data were 

acquired from the Internet database and published books from libraries. Hence, their reliability was 

approved. 

According to Fahy and Jobber (2009), secondary data can be divided into two types, internal and 

external sources. Internal sources include internal reports by a company and external sources include 

public articles found in Google Scholar and through the search engine of Mälardalen University 

(Ghauri, Grønhaug, & Kristianslund, 1995, p. 55). 

In this study, the secondary data was collected through several channels. The internal secondary data 

about the Huawei were mainly collected through the electronic reports and articles from Huawei 

official website. Such an official website provided the background and history of company's 

development as well as comprehensive introductions of products, services and technology supports. 

The activities between Huawei and their partners, customers were presented in their market 

research reports. These data were initially used in interview design.  

The external secondary data were collected from numerous of electronic articles and books. 

Interesting information about the company was found in articles by major journals such as The 

Economist, The Wall Street Journal, Financial Times, etc. Such information contained reviews and 

evaluations of the company’s activities from a public point of view.  
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For the purpose of this thesis, a literature review on B2B marketing subject was carried out. The 

authors also introduced the theories that were substantial to the investigation for the research 

problem. ScienceDirect, Web of Science, JSTOR, Emerald, ProQuest and DOAJ were trustful 

databases that provided us the sufficient and relevant articles for our topic. Meanwhile, when 

collecting the secondary data from those public databases, the issues were attempted to find 

following keywords such as B2B network, inter firms and relationships between buyers and sellers.  

Some references cited in other articles and the thesis by Strömberg and Jain (2011) were adopted 

because those data were highly applicable for our study. The basis of secondary data helped us to 

determine the validity of the primary data.     

5.7. Reliability and Validity 

Validity and reliability are those two important factors influence the quality of the research (Ghauri, 

Grønhaug, & Kristianslund, 1995, p. 55).  

According to Drost (2011, p. 105), validity should be related to all research components. Validity 

relates to how accurate the respondent’s information originated from their experience. However it 

also depends on a researcher’s ability to drive himself or herself from the investigation so that he or 

she can sustain the neutrality.  

Lincoln and Guba (1995, p. 316) mentioned that validity could not occur without reliability. 

Researchers must always be critical in order to reach the criterion of reliability. Choosing the right 

respondents to any study needs profound attention. Reliability is crucially based on the accuracy and 

trustworthiness of the respondent’s information. Trustworthiness of a research report was 

considered by Seale (1999, p. 266) to be the heart of issues typically discussed as validity and 

reliability. It is essential to keep in mind the threat of personal bias. This problem can result from the 

researcher’s possibility of linking his or her prior knowledge to the research (Golafshani, 2003).   

Herein, we tried our best to keep validity and reliability. The fact that we did not have prior relations 

with the interviewees could possibly keep our paper neutral and valid throughout the process of this 

thesis. Moreover, the respondents were asked the same questions and the results from all the 

interviews were compared with the information found from other secondary data sources so that we 

could gain the degree of validity of this report.   

Since the role of marketing in a B2B environment is to support the sales activities, marketing and 

sales departments are closely connected in a B2B selling organization. Hence, though Manager B is a 

Marketing staff, unlike Manager A and Manager C who come from Huawei sales departments, his 

information is still helpful for this thesis. Moreover, his answers did not show the big difference from 

the data acquired from the rest respondents  
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6.  Empirical Data Findings 

The empirical data acquired from interviews with Huawei Operator BG sales managers and from other 

secondary data sources are provided in this chapter.  

6.1. Inter-firm  

6.1.1.  Interactions in decision making process 

In multinational company Huawei, a business decision cannot be made by some individual or a unit 

only. It is a team work, which consists of a number of departments making a decision together in 

order to prevent or avoid some risks and make sure it is feasible for every department. In Huawei 

business setting, a decision making generally consists with various parts of the organization. Each 

Huawei Operator BG regional office includes an Admin Team (AT), which is responsible for the total 

control all Huawei business activities with suppliers and customers in the region. This team consists 

of many departments as followings: 

  Sales departments: responsible for selling products and interaction with customers and 

sales mechanism.  

 Chief Technology Officer (CTO): responsible for technical solutions  

 Finance Department: responsible for financing and budgeting 

 Supply Chain Management Department  

 Customer Service Department: responsible for answering customers’ questions, solving 

customers’ complaints and trying to offer new service to the customers  

 Delivery unit: the Customer support team which provides technical support, installation 

and maintenance  

 Chief Operating Officer (COO)  

 Human Resource  

 Contract Department  

 Legal Support Department  

Each department specializes in their own areas and taking into account of their own problems, they 

would work together to measure and contemplate which path the company should take or which 

relevant projects or actions are feasible. All departments have some contribution in what the 

company is today. It is a system within system for each independent department is embedded within 

another department. They altogether constitute a chain of network and system and should there be 

any problems with the system, the chain will be broken and it will cause a huge impact to everyone.  

After a customer decides to purchase a product from Huawei, that party will contact with a local 

Huawei representative who relevant with the product that they want to purchase.  First of all, 

Huawei arranges special groups and teams to communicate with the customer, this group is led by 

the customer managers and the goals and tasks they have is to get the information about the needs 
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of the customers. They, then, deliver the collected information to the product department and 

service department. These two departments design the blueprint which matches the preferences 

they know from the clients. This blueprint is the main thing which is the link of many other things and 

other departments, such as the business profit, technology, market pattern, contractual framework. 

Before sending this blueprint to the customers, the company has created to do a lot of internal 

workflows in order to make sure the blueprint is good enough. The key of a workflow is a decision 

making meeting which judges and evaluates whether the blueprint is satisfactory. As mentioned, a 

number of departments relevant with the blueprint need to take part in that meeting. The opinion 

combination amongst Legal Support Department, Supply Chain, Contract Department, Information 

Technology Solutions Group, Purchasing Department, Customer Service Department, and Finance 

Department, etc. is taken into consideration before an official business decision is made Each of 

these aforementioned departments needs to give their views. This is a process of integrated 

consideration. After the decision making, if the blueprint has problems, for example, some 

departments might feel that they can’t finish their task on time according to the time limit and the 

complexity of blueprint, changes will be made to the blueprint to allow work within the company 

flow along easily. And finally when it is finished and has been approved by all departments, it will be 

sent it to the customers. At this time, it is the customers' turn to have a say after receiving the 

blueprint. Customers will have a business and technology judgment to the blueprint. If they think 

there are some problems or dimply not satisfying enough, they will send it back to Huawei. Huawei 

then arranges a group concerning technical support and sales force to negotiate with the unsatisfied 

customers or fix the problems accordingly. When everything is finished and set, every department 

will start to prepare for their tasks according to the blue print and this is when a real teamwork 

starts. At the meantime, the business relationship starts between customers and Huawei. These 

parties usually try hard to build a good relationship between them, in order to help each other’s 

production and business activity continue efficiently and to avoid inter-organizational conflicts 

(Manager A, Network Relationship Analysis, 2013). 

Sometimes when an emergency situation occurs, it does have huge effect on many linked 

departments. For example, a supplier of Huawei can’t give their products on time. This will affect 

Huawei’s production and their contract with their customers. At the same time, the transportation of 

products will also be affected which results in the company rearranging another transportation by 

either negotiating for changes in contract with the previous delivery company or simply abandon 

that contract and get a new one because of the sunk costs (Manager C, Network Relationship 

Analysis, 2013). 

After trading, relevant Huawei sales personnel will constantly ask for feedbacks and about customer 

satisfaction. Collecting information about customers’ requirement and send it back to Huawei to find 

solutions to address the questions from customers. Their way of handling problems is by offering 

services and new products as solutions. They are also responsible for the after-sales services to 

satisfying their customers (Manager A, Network Relationship Analysis, 2013). 

According to manager B, Huawei always emphasizes on “Win-Win” with their partners, which means 

Huawei and its partners can make profit together. As manager C says, only when the customers get 

their business profit, Huawei can get profit. Huawei always tries its best to help customers to make 

profit. For loyal customers Huawei can directly find out their weakness, and then give them solutions 

to help their customers against their weakness to make more profit. 
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6.1.2. Overcome Culture, Social, Psychic and Geographic distances 

It is obvious that different groups of people from different nations have different culture, 

background, and upbringing. Take, for instance, two individuals who are from different countries or 

parts of the world, they would have more chances of being misunderstood by each other than by the 

people from the same countries or regions. Thus the proverb which says "When in Rome, do as the 

Romans do” does come in handy when you want to operate a company internationally. When a 

company enters into a foreign market, they face with the differences and difficulties from the time 

they set foot into another country because there are so many inconveniences which they have to 

face. First of all, the company faces a problem about personnel; they have to arrange suitable 

employees who will do their job properly in the foreign market. The fact that employees from China 

have to be working in a different environment is quite a challenge in daily life aspect; they moreover 

need to struggle to find ways about how to develop their business in a foreign country. For example 

they need to know the local law, the local way of dealing with people, the local way to hire local 

employees. It is so complex some firms fail and exit the market. For multinational companies, 

overcoming these cultural, social, psychical, geography, and even legal differences is a very 

important challenge which allows them succeed and existin foreign markets. It could take so much 

time and resources. Here in this paper we will use the Nordic market and Peru market as examples to 

demonstrate that. 

How can Huawei get customers in foreign markets? Firstly, Huawei has its brand and its company 

culture; some customers already know about Huawei and directly come to the company. Secondly, 

Huawei has hired a lot of local employees, who can take charge in handling with the customers. It is 

much easier for Huawei to get trust and contact from the local customers, because the local 

employees and the customers come from same country and they have same understanding of 

culture and to handle situations. They can do the business in their local language to lower the 

chances of unexpected misunderstanding. It is, admittedly, easier for them to make good 

relationship with each other. Through this way, it helps Huawei decrease cultural, social, and 

psychical distances when the company establishes business in a foreign market. 

The majority of the employees in any Huawei office in any region of the world are local citizens. To 

give an example, there are approximately 140/200 employees working for Huawei Peru who are local 

people. These local staffs help the company approach the new market and get used to the local law 

in order to reduce the legal barrier between Huawei and the target regional customers and regional 

governments. 

Huawei needs to expand its market to show they are strong enough and to obtain better reputation, 

through this way, customers and other partners will directly acknowledge Huawei especially when 

customers like to trust big and famous companies nowadays. When customers come to Huawei, 

deciding to order a machine or equipment, Huawei will allow the customers to try out their 

equipment first, they can test it by themselves to see if it is exactly what they want. If it is not enough 

to gain customers confidence about the equipment, Huawei will offer to show Huawei’s laboratory in 

China by sending business invitation to clients. “Accompanying and taking care of them directly in 

such an unfamiliar environment will make them feel more depending on us,” said Manager B. This is 

another of its many ways to decrease geography and psychical distances. In the laboratory, 

customers can see the process of the producing products, they can clearly know more about 
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Huawei’s equipments. The partners and Huawei can both cooperate in order to achieve goals and 

expand their profitability. Only if Huawei helps their partners make profits, they can get profits in 

return in long run. 

Comparing with Chinese market, there has big differences. According to manager B, in Chinese 

market, the most important thing is guanxi, it is something about the personal connection. If 

someone wants to do something in China, but they do not have any personal connection with some 

people who are in some important positions, it will be difficult to do it. This is the culture difference. 

However this also prevents inter-organizational relationships as this paper mentioned in the 

theoretical framework.Formal relationship contracts were found to be far more important than 

personal connection in long-term buyer-supplier relationships. 

6.1.3. Factors that prevent IORs  

The truth holds that Huawei is a Chinese company. At the beginning of its globalization process, 

Huawei Operator BG was the first business line that Huawei used to approach international markets 

due to its self-confidence of advanced network technological, high-quality but low-price products. 

However, the fear of the general image of local Chinese manufacturers as big copiers that produce 

cheap and low-quality products has had great impact on Huawei international business; and this 

problem resulted in the great doubt by international customers about the company’s offers 

(Manager C, Network Relationship Analysis, 2013). 

During the process of achieving the stable and leading position in the ICT industry in the last two 

decades, Huawei used to try to control the business decisions of its component providers and 

engineering suppliers. These decisions possibly regarded Huawei suppliers’ choices of their supplying 

partners or have connection to the pressure by the high demands and over-development of Huawei 

in that period.  This controlling problem then led to the bad image of Huawei in the industrial supply 

markets and to that many suppliers decided not to continue their business with Huawei anymore. 

New supplying companies can certainly observe the consequences of some Huawei’s previous 

suppliers; and It thus has taken Huawei very long time before the company becomes able to prove 

their win-win strategy, build up their supply chain and get supply partnerships (Manager C, Network 

Relationship Analysis, 2013).   

For the last two years, Huawei has still gotten the trouble of being abandoned by the US government 

and Canadian enterprises. Those countries have a common fear that all Chinese communication and 

computer technological companies may be Chinese government’s spies. In fact, according to a new 

announcement at the end of year 2013, the company has given up on the US market few months ago 

(Tiezzi, 2013).  

The wrong product delivery and the delay or postpone of the products or materials or lower material 

quality than the initial given samples are some cases of suppliers’ mistakes during the business 

relationship. It is stated in the Huawei Code of Conduct for suppliers that all the suppliers’ activities 

that affect Huawei’s production should be noted and the financial fines for these cases depend on 

the level of damage for Huawei production. These problems are witnessed to usually come from the 

local manufacturers, material suppliers or local delivery service companies (Manager B, Network 

Relationship Analysis, 2013). 
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6.2. Operator BG Business Network  

Operator BG is the most conventional business area that requires the highest advanced techniques 

and technology of Huwei; such as Cloud, Tube and Terminal (technical solutions). This group 

contributes approximately 80% of the company’s total revenue (Manager A, Network Relationship 

Analysis, 2013). Business relationships in Operator BG of Huawei are classified into four categories, 

which are introduced by rank from highest to lowest in Figure 6.1. 

The strategic partnerships are considered the highest and most beneficial levels of business 

relationships to Huawei. Nowadays, Huawei has established around fourteen strategic partnerships 

with many powerful global network 

carriers; such as Telenor (Sweden), 

Deustch Telekom AG (Germany) and 

Telefonica (Spain), etc. These strategic 

partners such as suppliers and strategic 

customers play a very important role in 

Huawei business and development 

activities. Second level, called as 

Partnership level consists of several 

frequent customers, suppliers who have 

quite long business relationships with 

Huawei; however they have not intended to 

cooperate with Huawei in order to get mutual development. Huawei still investigate in such partners’ 

activities and behaviors in order to decide whether the company should offer the strategic 

partnership advantages to them. Optimized vendors are those customers who have big demands on 

techniques and technology but Huawei’s supply capability is still simple. Though Huawei technology 

can adapt a part of their demands, it takes time for Huawei to improve their products and services in 

order to fully satisfy these prospective customers. The least beneficial level of carrier business comes 

to vendors. These vendors are determined as one-time buyers who have just only bought Huawei’s 

product once.  As described by Manager A, vendors are skeptical and mostly small local companies. 

These vendors may return to buy more products in the future; however Huawei sales force only pays 

little attention to these customers. “They will come back if they need us.” says Manager A (Manager 

A, Network Relationship Analysis, 2013). 

According to all the interviewees, the classification of business buyers and suppliers depends firstly 

on the level of the financial benefits that the particular business relationship can bring. Then the 

positions and power of the customers are analyzed by Huawei in order to make decisions relating to 

establishing and retaining the relationships and categorizing such business relationships. In summary, 

Huawei focuses on the financial ability and power of adapting to or creating the new trend of 

technology of such customers so that they can plan for the business relationships in the future.   

The effectiveness of Huawei operator business depends on many factors: technology, the quality and 

the in-time supply of materials such as the technical products like chips and cable, the skills of the 

salespeople and the coordination of other units in the company. As in the industrial business areas 

(Operator and Enterprises BG), Huawei has many suppliers and customers depending on the 

products demanded by their buyers. The three managers agree on that the behaviors of suppliers 

Strategic partnership

Partnership

Optimized vendors

Vendors

Figure 6.1-Four relationship classes of Operator BG group (own creation) 
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and customers affect on the company activities during their interactions. The networks of Huawei 

partners are divided according to the locations of operation of Huawei.  

In this thesis, the empirical data for the sales network of Huawei Operator BG will be divided due to 

the types of actors that appear in their network (according to the interviewees) as follow.  

6.2.1. Suppliers 

Though the sales and supply chain management departments are different in their functions, their 

activities are related to each other. The decision making about a new sales target, sales activities 

relates with many other units in the company including Supply Chain management. The information 

shared by the interviewees was withdrawn from their interactions with the Supply chain 

management department during their business projects.  

Huawei has a wide and varied range of supply networks for their activities; such as inbuilt materials 

like iron, components like chips, transportation and product delivery all over the world, etc. The 

company admits the importance of its suppliers and according to Manager C who used to work in 

supply chain management of Huawei, the company has very good relationships with their suppliers. 

Huawei has many sorts of suppliers which include mainly contractual global component 

manufacturers, logistics suppliers and partly local suppliers.  The contractual component suppliers of 

Huawei are mostly the forefronts of the information technology industry; such that Siemens provides 

Huawei the chips. The Huawei’s logistics suppliers include many giants in logistics and transport 

industry such as DHL, Yusen, i.e. The Company rather builds its relationships with such big material or 

services providers than the local suppliers. “We usually prefer having business with global 

supplemental component manufacturers and well-known services companies because such global 

firms have business worldwide and from our experiences of their products/ services, their supply 

quality are trustable. It is a nice idea to find the regional suppliers. However, we have more trust in 

the global companies which have established the business relationship with us.” states Manager A.  

The truth holds that though local suppliers are not considered as important as the worldwide 

component and services providers, these actors still play a role in Huawei business. To give an 

example, Huawei has only deployed their Latin American markets for some years now and Huawei 

product- supporting services cannot be fully implemented in such region. Hence, Huawei branches in 

Latin American countries, in particular Peru, have to rent local network technique and engineering 

companies to help them install their network equipments. In short run, Huawei sales forces in Latin 

American branches believe that these business activities can bring about the efficiency and decrease 

the cost for the company when the products of Huawei are still little known in these regional 

markets and the company needs time to expand their influence on over such markets. However, 

shares by Manager A, in the long run, Huawei plans to build their factories and generate technical 

services department in the region. In practice, Huawei has started to build their first manufacturer in 

Mexico in order to reach the whole American continent and they have a five-year project of applying 

new technical functions for the Latin American regional office. 
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 The embeddedness and interdependence:  

Huawei and such big suppliers threads with each other in this supply network strongly and the 

activities of a supplier can influence the activities of another supplier and also Huawei. For example, 

a cable manufacturer X has problem with their production and their products cannot be available 

due to the time in the contract. This problem will affect first of all to Huawei’s production and their 

contract with their customers. The transport supplier Y for Huawei is also affected by that they have 

to cancel their contract’s transportation and have to rearrange a new time for the transportation 

according to the supplier X. Hence, these interrelated activities tie Huawei and their suppliers into a 

chain (Manager A, Network Relationship Analysis, 2013)  

Local suppliers were not mentioned as a big factor that influences the activities of the company since 

their role in such business activities was considered minor (Manager C, Network Relationship 

Analysis, 2013).  

 Changes: 

Any change in the suppliers’ technological capabilities and functions that relates to the business with 

Huawei is compulsorily informed, which is determined clearly in Huawei Code of Conduct (Huawei 

Legal Department, 2010). The clear information, instructions of the products and services are 

requested to be declared frequently and up-to-date so that the regional technique unit of Huawei 

can adapt to such change.  All suppliers’ activities that have relation to Huawei are recorded and 

supply chain managers have to analyze such information every year in order to classify the quality of 

the supply.  

According to Huawei Annual Report 2012 (Huawei Investment & Hodling Co., Ltd., 2013, p. 83), 

although Huawei strives to prevent single-source supplier solutions, it is not always possible. Looking 

for an alternative supplier or redesigning products can be time-consuming. If difficult problems or 

downstream changes occur in any supplier, supply and delivery of Huawei products to its customers 

could be disrupted. To mitigate this risk, the company periodically assesses and conducts audits on 

its suppliers, and initiates product replacements or redesign. 

 Network Position: 

All the interviewees think the company has a balanced relationship with their suppliers since Huawei 

and those providers have close interactions. However, according to the conversations, we believe 

that Huawei takes the lead in their relationships with component suppliers and only have balanced 

power in the relationships with their transport suppliers. For example, Manager B answers: “Because 

Huawei becomes the forefront in the communications industry, we do not have any other company 

to follow. Our technological innovations influence the whole industry and other supporting 

companies have to adapt to our changes since we create the new trend.” 

 Trust and social exchanges: 

According to Manager C, there is a high degree of commitment and trust between Huawei and their 

suppliers and the relationships with suppliers are seen as beneficial threads for Huawei. 
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 The relationships do not only stick to the financial and product benefit for both sides; but instead, 

such relationships result in the “unexpectedly” high cooperation and coordination between both 

parties. It boosts up the ability to continue the production of the company. To give an example, in 

the winter year 2009, the whole Europe suffered from big snow storms and such natural disasters 

caused the transport stagnation that affected the production and transportation for every European 

country. In that situation, all enterprises including Huawei understood the difficulty that the logistics 

suppliers were facing. However, a transport service provider in Hungary did their best to manage to 

deliver the products in time for Huawei in Sweden without being requested. Huawei sees such an 

action as a proof of the trust and good retention in the relationship of the company with that 

supplier (Manager C, Network Relationship Analysis, 2013). Many suppliers in Huawei supply chain 

also have connections with each other since their business can be related or they have business with 

each other (Manager A, Network Relationship Analysis, 2013).  

Huawei’s supply-chain managers are believed (by the interviewed Sales staffs) to normally have the 

close contacts with sales managers of supplying companies. Those queried sales staffs think that such 

close personal contacts help decrease the unbalance of expectations between both sides. However 

the close degree of contacting differs from culture to culture (country to country). Manager A gives 

an example that in Peru and other Latin American countries, like in Asian culture, any individual of a 

business relationship should maintain personal interactions and hang out together out of the office. 

Latin American businessmen believe that such close personal interactions are good for both their 

mutual business and social life. However, in contrast, Manager B who works for Huawei in Sweden 

says that in general, between staffs of both buying and selling sides, Swedish managers only consider 

professional interactions; other than such professional interactions, the staffs of both supplying and 

purchasing sides almost do not contact with each other.  

 Conflict Management: 

According to Manager A and Manager C, conflicts are viewed by Huawei as a source of getting a close 

relationship in its supply chains. Manager C mentions that the differences in demands, business 

culture from each side could bring up the mismatching in attitude between companies but these 

arguments would be discussed in order to find a solution to mutual interests or lead to more 

understanding. However, most managers did not mention profoundly this concept as they work 

mostly in the sales unit. 

 Self- interest: 

Self- expectation is a sensitive problem in any business. Huawei keeps their interactions constantly 

with the suppliers to make sure of the mutual benefits between both sides. Manager C says that 

Huawei builds trust and share their goals with their suppliers in order that the suppliers see their 

advantages in Huawei’s business. The company believes that by sharing the business goals of 

financial and opportunities with their suppliers, they can reduce the opportunism from the suppliers. 

From Huawei side, any employee relating to supply chain management in the company is forbidden 

to receive any personal benefits from the suppliers in order to support the suppliers’ own interests.  

The supply chain managers may have good personal contacts with the suppliers; however, they are 

encouraged and treated well by the company with good promotions and rewards. Thus, Manager A 

believes that the opportunism can be restrained. 
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 Time and space aspects: 

Huawei maintains the supplier relationship portfolios. This relationship portfolios are managed 

regionally classified based on the business group since each business group requires specific products 

that are diversely produced and delivered. For the Operator BG, the number of component suppliers 

is small; however, such suppliers are the most powerful and innovative in the ICT field. These 

suppliers and Huawei have 3- year contract at least and normally, till now most of such suppliers 

have agreed on providing Huawei the best products for at least 8 years. Huawei’s plans for 

technological development are also discussed with their suppliers in annual Strategic Partners 

meetings (Manager C, Network Relationship Analysis, 2013). Huawei sales and supply chain 

departments look at the historical records of sales activities of their prospective suppliers in order to 

make decision about establishing business with such companies. However, “when being a supplier 

for Huawei, the company does not really pay attention to the activities of the supplier with such 

supplier’s other customers as long as the supply qualifies Huawei’s standard.” states Manager C.  

6.2.2.  Customers - Carriers 

The network carriers are at heart of Huawei’s sales network. They are factors that have the most 

influence on Huawei’s products from the market point of view. Within the scope of this study and the 

ability of extracting the data from the valuable discussions with Huawei respondents, we decided to 

limit the range of end-users. Our focus was only on the customers who are considered strategic 

partners and partners to Huawei.  

Manager B repeats that “Customers utilize our network equipments and can express our brand to 

other companies. They are the core of our survival.”  

 The interdependence: 

The interviewed managers in Huawei admit the interdependence between the company and its 

carrier customers. As mentioned above, carrier customers are believed to decide the fame and 

popularity of Huawei. As they are the users, their satisfaction of the products is significant to the 

company. Such partners and strategic partners of Huawei are global and leading companies in the 

communications market. Huawei believes that such companies can create future trend for the 

market and the consumers or can early recognize the change of the market technological and 

services demands. Huawei managers think that the relationships with this company are long-term 

reciprocal benefits (C, 2013).  

The feedbacks of such customers about the equipments or products are seen as commonly and 

popularly accepted opinions since these partners as elephants in their market obtain a major range 

of consumers. The highly valid and reliable quantitative research based on comments from the 

consumers not only helps these carriers analyze their situation, their services but also definitely is an 

invaluable reference source for the R&D activities of Huawei. To give an example, TeliaSonera 

(Norway) as a long-term business partner had seen the future of Long- Term Evolution (LTE) 

technology, the idea shared in the annual partnership meeting led to the investment of Huawei in 

researching and developing such technology. Their long-term contract on LTE network was launched 

in 2009. Since then Huawei has been very famous for its leading position in LTE network technology 
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market (Manager B, Network Relationship Analysis, 2013).On the other hand, the respondents 

believe that Huawei bring about the cost-saving and the best technology for their customers’ 

production that such customers will obtain the forthcoming compounding benefits  (Manager A, 

Network Relationship Analysis, 2013). 

The possible connections and communications between Huawei’s buying and supplying partners are 

admitted to have effect on Huawei’s projects. “Normally, our suppliers are the greatest ones that can 

be found internationally so customers usually satisfy with our supply chain.” Sometimes there are 

situations that the customers only trust in some specific component and services providers due to 

the relationships between the customers and such providers, they want to make customized 

contracts in which those providers will supply us. We have to consider many possibilities before 

carrying out our final decisions.” says him (Manager C, Network Relationship Analysis, 2013). 

Manager A manifests that: “The close relationships with our customers bring us more revenues, 

more reputation but also better advices for the innovations. Not only us who will bring them their 

more prospective future but in turn, they will help us find out a new way of moving on in this 

significant time of technological development.”    

However, all these three respondents admit that customers always want to have both advanced and 

cheapest price. Thus balancing the customers’ demands and the company’s profitability was a great 

challenge the sales managers and key account managers, especially when close relationships settled.  

 Trust: 

Trust is probably the most popular word possibly found in Huawei websites or in conversations with 

any Huawei staff in general and with a salesperson in particular. In a recent speech, emphasized by 

Ms. Cathy Meng- CFO of Huawei (used to work for 10 years as a sales manager for Huawei) (2013), 

the biggest power of Huawei implies the trust together with the tolerance for customers and for any 

of Huawei employees.  In the network solutions area, the business relationships are usually long due 

to the specific difficulties of implementing the equipments and advanced technique. But all Huawei 

salespersons asked agree that building trust is building the sustainable foundation for the 

relationships. On the other hand, the three respondents confidentially admitted that the trust is also 

considered by the buying partners. Manager C describes clearly the process of building trust in 

customers in Huawei Operator BG as follows:  

- After the trading step, each customer is taken charge of by a specific key account manager 

who will constantly care about the customer’s satisfaction, inform all the information 

concerning the changes or innovations in the equipments and answer the questions by 

customers and handle the complaints. These salespeople are responsible for the technical 

services supporting the equipment purchased; which they will contact the Huawei technical 

support team in order to solve the customers’ problems. Their duty is to find solutions to 

improving customers’ production. By those activities, Huawei expects to gain trust of their 

customers in their advanced products and in their thorough care for the customers.  

- Every year, the company organizes a meeting with their key customers (strategic partners & 

partners) so that such customers share their goals, experiences and expectations in their 

production and business operation with Huawei. These meetings are taken place in the hope 
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of the increase of engagement in the customers’ business and helping the customers to plan 

for their next business steps.  

- Trust is partly built by the salespersons’ personal contacts with customers. However these 

communications are different due to the cultures and countries that the salespersons work 

in. Huawei salespersons agree that trust by a big company goes from the trust by the key 

persons in that organization. In another meaning, salesmen of Huawei believe in personal 

trust when doing their business. They always strive to satisfy a key person by analyzing his or 

her professional needs.  

- Besides, accepting and respecting cultures is a key of building trust. Manager A exemplifies 

that it is common in Peru that Manager A makes friends with his customers and has dinner or 

comes to their houses after work because this action is considered a sign of trust in such 

culture. The similar actions result in good effect on their business interactions in most Latin 

American countries. But such actions are not welcome in Sweden. Hence, sales staffs in Peru 

but not Sweden often have close personal relationships with their customers. To give 

another example, Huawei in most Middle Eastern countries never let their female staffs 

communicate with customers due to the strict laws of Muslim that women should not 

contact with other men than the ones in their families (Mananger A, Network Relationship 

Analysis, 2013).    

 Exchange episodes: 

- Customers of Huawei in Carrier BG are all high-technological organization. The equipments 

and the services enclosed in the business contracts are delivered to those carriers. In turn, 

Huawei receives the rise in their revenues. 

- Technical information of any equipment and the adjustments in policy and in the 

organizational structures of Huawei and their carrier customers are required to be constantly 

updated by both parties. The exchanges of those data are seen as “must-do” in every 

business (A, 2013). 

- Knowledge of the trend collected through the meeting of Huawei and their partners usually 

results in a new project for technological development which will be deployed as soon as 

both sides think it’s the time to seize the market. Huawei believes that if their customers do 

not share their goals and expectations, the products that they have purchased can never 

bring them their profits. “If we and our customers keep silent and hide our targets and 

intentions, how can we both develop?” queries Manager B (2013). The three respondents 

agree that the knowledge exchanged between Huawei and their customers are beneficial. 

Huawei used to let the customers follow their updates of technology many years ago. Their 

customers were usually confused and took too much time to learn a technology that was not 

at all popular. Huawei marked the loss in their revenues for many years. However, since the 

company applied the knowledge sharing motto which is known as Win- Win strategy, it has 

started their stellar development (Ren, 2010). The knowledge exchange is perceived as a 

result of trust between Huawei and their partners. All companies in any field look for their 

financial prospects; however it is very easy now for a company in ICT solutions industry to fall 

off the stage by having wrong strategies for internal or external cooperation. The 



B2B  MARKETING - A NETWORK INTERACTION APPROACH:  A Case Study of Operator BG Sales Network of ICT Solutions Firm Huawei 
 

49 | P a g e  
 

adjustments of the company’s target in order to satisfy their customers are compassed 

essential actions of Huawei. The fruitful cooperation is believed to help Huawei stabilize the 

position and firmly develop (Manager A, Network Relationship Analysis, 2013).   

- The social exchange as understood by the respondents results from their good personal but 

professional interactions with their customers. Trust is the basis of the business partnerships 

for Huawei. The managers interviewed see Huawei’s trust in their buying partners are 

accumulated and built on the company’s constant offering and satisfying their customers by 

their excellent equipments and professional additional services.  The company was appraised 

many times publically by their customers (Huawei Customer Views, 2008- 2013). Manager C 

proposes those actions to be a proof of their good social exchange.  

 Change: 

“Changes must exist in every business activity. Various kinds of changes can happen during years of a 

business relationship. We are aware of changes in technology and finance or the will of the 

customers in the mutual business. All key account managers have to usually contact with our 

responsible customers so that we can get the information of any possible transition and manage the 

situation when changes occur.” says Manager A (2013). 

 Network position: 

The perceptions of Huawei’s network positions are slightly different amongst the respondents due to 

the particular customer accounts they were responsible for. In general, as Huawei is a powerful 

company in both finance and technology, it is commonly agreed by the respondents upon that 

Huawei has a very strong and stable network position amongst their webs of customers. However, 

Manager A and Manager C reviews that this position fluctuates by time depending on the level of 

knowledge and information of the market and customers that both Huawei and their customers 

acquire.  Manager A explains “At the beginning, we strive to persuade customers to try our 

equipments and the customers have not been used to our business excepted for their initial image of 

Huawei from the rumors and news inside the industry. Then when the customers know and trust in 

our customers, they will come to us. At this moment, Huawei becomes the dominant in their 

relationship. The positions are collected from different business relationships so we think we are the 

dominant in our network.” However, all the respondents express the theme of Huawei’s strategy: 

“We listen to our customers and try to provide them everything they need. Customers are the key of 

our business.”  

 Time and space drivers  

Manager A and Manager C approve that the historical business and social responding activities of the 

customers are considered when Huawei intends to enlarge their customer range though the more 

customers the company can reach, the better sales and higher degree of popularity it can be. 

Manager A compasses that the image and activities of customers can affect the image of Huawei. If 

one customer used to have notoriety for its business actions before, it also will harm the perception 

of Huawei widely. According to the three managers interviewed, the business relationships of a 

customer with other parties are not paid attention by the sales force of Huawei when they attempt 
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to seek for new prospect. However, from our point of view, this lack of attention is against the 

mentioned review of customers’ business records.    

 Conflict management: 

Conflicts are common situations that happen during the business negotiation and interaction. 

Manager C share that “conflict management is a significant part of our work. The conflicts occur often 

when the financial offers or the equipment has problems. In those situations, as the representatives 

of Huawei, we have to be very careful to handle such conflicts in order to balance the benefits of our 

company and our customers”. Conflicts are sensitive; however, as a customer-centric firm, Huawei 

considers conflicts as milestones to have more mutual understanding between the company and its 

customers (Meng, 2013).  

 Self- expectations: 

Every company has their individual aims and desires in the business established. Huawei’s customers 

also possess their intentions and try to obtain more effect on the company’s decisions concerning 

their contracts such as preferring lowest prices and high-quality techniques. Mr. Ren, the chairman of 

Huawei, also points out that Huawei used to take advantage of their cooperating partners by either 

“eating” or “dumping” them after a few years of their cooperation; however as being strong enough 

now, he recommend that Huawei should seek for a better model of cooperation to achieve a Win-

win situation (Ren, 2010). Huawei sales force often has to analyze such intentions and seize the 

situation in order to save the company’s advantages in such business relationships.  

In order to decrease the tendency of the over self-expectations, the company has meetings with 

their customers every year to share the goals and the directions of development. The self- 

expectation problem is believed to be solved by trust and the coordination for the mutual 

development between parties (Manager A, Network Relationship Analysis, 2013). 

6.2.3. Huawei Operator BG sales force 

 Characteristics of the sales work and cost of retaining sales force: 

Sales force in Huawei has to work in an environment with very high-impact due to their abundant 

duties of seeking for new business prospects and satisfying their current customers.  Though the 

business relationships with carriers in their network solutions field is long due to the long-term 

application of the equipments and technology, it is sales managers and key account managers of 

Huawei’s duty to thoroughly listen to and delight their customers’ desires (Ren, 2010). The 

interviewed managers share that they practically use more than standardized eight work-hours per 

day and in many cases, they have to work overtime at weekends in order to accomplish their 

workloads. And that the sales force has to balance between the company’s benefits and customers’ 

desires results in their risks of their own career if they make an inappropriate move in the specific 

relationship strategy.  

Hence, the investment in finding and then training a new sales manager or key account manager is of 

Huawei’s heavy financial concerns for Operator BG. Manager A shares that all young sales persons 
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recruited by Huawei have to follow a very intensive sales training course together with a course that 

introduces relatively profoundly the up –to- date techniques and technologies regarding network 

solutions. The time occupied for training usually takes one year and in that period, no revenues or 

sales opportunities can be gained. However, besides the recruitment of experienced sales managers, 

Huawei believes that the young sales force can soon become their business strength because they 

can quickly adapt to the new environment. Moreover, this opinion matches with Chinese perception 

of the succession of generations and that for the young sales force, “diligence is the mother of good 

fortunes” (Manager C, Network Relationship Analysis, 2013). 

The pros and cons of business interactions are carefully analyzed and recorded by the regional sales 

force and the finance department every year to evaluate the benefits from each business activities in 

order to classify the degree of customer relationships (Manager A, Network Relationship Analysis, 

2013). The analysis is clearly described by their clear categories of customers as mentioned. 

 Social Capital: 

Expanding a large number of markets, regional sales staffs are of Huawei’s biggest concerns. The 

company considers enormous criteria of skills and abilities acquired by such prospective objectives. 

Local language, working experience in the industry and their social skills in business are required. The 

ability to seek and establish new relationships as well as their previous webs of personal contacts 

relevant for Huawei sales activities can enhance the sales capability required for a salesman. 

Technical understanding is also a requirement for Huawei’s sales staffs. Learning such knowledge 

also takes time so experienced salespeople are preferred since such people can shift the time from 

learning to gaining revenues for the company. Young salesmen in Huawei, who are willing to learn 

and understand the industry, are trained by the experienced salesmen. Huawei has many 

experienced sales staffs that used to work for other big companies in the communications industry 

for many years and understand their national or regional market. As a big and fast growing company, 

Huawei does not have difficulty in finding people willing to work for them; however, finding qualified 

salespersons is still a considerable issue for Huawei. Contacts are conceived as a significant key for 

sales activities (Manager C, Network Relationship Analysis).  The sales staffs of Huawei usually have 

to approach the buying objectives and persuade such prospective buyers to change their traditional 

providers which can be conventional giants in the field such as Ericsson (Sweden) or Network 

Solutions, LLC (The United States of America).  

All the three respondents assert that the strategy of Huawei for sales unit is that they can reach as 

many key persons of the carriers as possible. As a sales manager, Manager B tells that he has to do 

research to find out the key persons of the perspective buying companies and start to interact with 

those persons. The process of making such personal contacts usually takes long time. Huawei 

appreciates all sorts of contacts which can bring benefits for the company. Telecommunications is a 

giant market with numerous of network carriers in every continent so at the moment, Huawei still 

highly prefers gaining their business with big global carriers who can have many small and diverse 

markets all over the world (Manager A, Network Relationship Analysis, 2013).  
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6.2.4. Competition, competitors and opponents 

Huawei sees the competition of technology and gaining new customers between the company and 

its competitors as a learning process. Huawei CEO Ren (2010) states that, “If Huawei wants to solely 

dominate the world, it will perish in the end. Why don't we join with others and cooperate with other 

strong players? We should not be so narrow-minded as to focus on destroying others. We can 

compete as well as cooperate with the strong, so long as it is beneficial for us”. Huawei is viewed 

internally to have grown both supporters and opponents during the company’s development. In 

more than 2 past decades, Huawei admits that they have converted many supporters into their 

opponents as they used to find for their dominant position in the market. However, it is emphasized 

by the CEO to all Huawei employees: “Do not rely on your success if it comes at the price of thousands 

of deaths. In the next two decades, we need to turn our opponents into supporters. When we have 

many supporters in the industry chain, success will follow naturally” (Ren, 2010). The managers 

interviewed agree that by respect and have as much good and fair interactions with their 

competitors as their suppliers and customers, Huawei can protect their stable survival. 

 Interactions, Interdependence and Exchange episodes: 

Some of Huawei suppliers and customers have business interactions with the company’s 

competitors. These business interactions have the same effects on and benefits for both Huawei and 

its competitors since the companies need the similar types of supplies and target at the same groups 

of customers due to the specific of their provided products and services. In activities such as hunting 

for new customers, retaining customers, the movement of our competitors also leads to the 

company’s shift of business strategy with any specific party that have relationships with those 

competitors. “Competitors’ actions influence much on our business. Hence, we always pay attention 

and try to find the information of or guess the actions by those parties so that we make decisions 

relating to our sales activities” says Manager C (2013). In other words, Huawei depends also on those 

competitors’ interactions with its supplying and buying partners. Though these are indirect 

interactions between Huawei and these competitors, their impact on Huawei business is 

considerable. Between Huawei’s counterparts and its competitors firstly include also the economic 

and information exchanges that can affect the exchange episodes between Huawei and their 

counterparts.  The interviewed managers state that Huawei always tries to persuade and care about 

their partners in order to achieve closer relationships and get more information of those competitors 

in order to plan for their future business movements (Manager A, Network Relationship Analysis, 

2013). 

Opponents are the parties that do not have good views on or business experiences with Huawei. 

These opponents can be suppliers or customers or even only a source of references of Huawei’s 

partners. These participants can have influence on the business decisions by Huawei’s buying and 

selling partners that relate to the business contracts and interactions with Huawei. Manager A 

exemplifies that his customer also considers the bad comments about Huawei by other parties in 

order to get more benefits from their business contracts with Huawei; and the information 

transferred amongst parties are uncontrollable and sometimes takes him and his colleagues long 

time to make a “draw” deal with their prospective and current customers.  
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6.3. Buyer- Seller relationships 

6.3.1. The importance of relationships  

Relationship is seen as the primary productive force for the Huawei Operator BG sales network due 

to the fact that all the sales are generated by the buyers and sellers relationships. In other words, 

relationships are the key elements which throughout every aspect of sales (Manager A, Network 

Relationship Analysis, 2013). 

According to Manager A, all the activities and relationships between Huawei and their customers are 
based on the central spirit of customer-centricity. Customers’ opinions are helping improve the 
development of Huawei. Customers obtain both pre-sales services and after-sales services. For 
example, technical visiting, workshop, backshop and technology roadmap are all included in the sales 
packages for the customers. According to customer’s specific requirements, the sales department of 
Huawei formulates a specific solution to respond to the customer’s demands. The main intention 
here is helping customers to achieve their goals. 
 

Manager A also mentions about two various customer relationships in Huawei, including: Key 

customers relationships and common customer relationships. The OKE-model (Organization-Key 

persons-Entering) applies on building a new customer relationship approach. The first step is 

entering. Analyzing the comprehensive information of a company and find out the key persons in the 

organization is acquired at this stage. Collecting and understanding the key person’s personal 

interests and professional appeals through communications is the second step in the process of 

hunting for a new sales perspective. After building personal contacts with key persons, the selling 

activities get started in the organization. 

Manager B points out that the sales network of Huawei aims to not only build relationships with new 

customers, but also retain relationships with current customers. Since new customers are normally 

inexperienced in terms of the products and services, so this will be an advantage for Huawei bidding 

the prices. Maintaining a relationship with current customers decreases the uncertainties from each 

other. However, current customers commonly require lower prices for the long-term cooperation, so 

the maintenance costs will become lower for the sales network of Huawei. 

According to Manager C, the relationships within the sales network of Huawei can be divided into 

both short-term relationship and long-term relationship. Different projects have different processing 

periods. Besides, not all the suppliers and customers are seeking out a long-term relationship. The 

previous actions of partners and their activities with other companies will be considered as factors in 

the decision making processes.  

   Common Customers Key Customers 

   Short-term relationships Long-term relationships 
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   Few exchanges Large exchanges 

   Low administrative expenses High administrative expenses 

   Normal labor costs High labor costs 

   Normal services Priority and Customize Services 

   Long-period waiting time Short-period waiting time 

Table 6.2 - Some Characteristics of different customer relationships in Huawei (own creation) 

According to Manager A, all the activities and relationships between Huawei and their customers are 

based on the central spirit of customer- centricity. Customers’ opinions are helping improve the 

development of Huawei. The customers obtain both pre-sales services and after-sales services. For 

example, technical visiting, workshop, backshop and technology roadmap are all included in the sales 

packages for the customers. According to customer’s specific requirements, the sales department of 

Huawei formulates a specific solution to respond the customer’s demands. The main intention here 

is helping customers to achieve their goals (Manager A, Network Relationship Analysis, 2013). 

Manager A also mentions about two various customer relationships defined by Huawei sales force, 

including: Key customers relationships and common customer relationships.  The OKE (Organization-

Key persons-Entering) - sales prospect reaching model applies on building a new customer 

relationship approach. The first step is entering, analyzing the comprehensive information of a 

company and find out the key persons in the organization. Collecting and understanding the key 

person’s personal interests and professional appeals through communications are the second step of 

the process of hunting for a new sales perspective. After building personal contacts with key persons, 

the selling activities get started in the organization. 

6.3.2.  Relationship bonds 
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Figure 6.3- Relationships bonds in Huawei Operator BG (own creation) 

Manager A gives a very good example which involves all these five relationship bonds. Few years ago, 

there was company Z that purchased network equipments from Huawei. At that time, Huawei 

provided 2G network to this company. In the beginning, the manager in company Z limited 

professional knowledge with specific operations. Huawei customized business consultation and 

analyzed the case from a customer point of view. After that, company Z started to build a long-term 

relationship with Huawei. Huawei has a formal contract which clearly states the liabilities to company 

Z. Nowadays, company Z is the key customer in Huwei. Every year, Huawei invites the managers and 

employees to attend their cocktail parties. The orders made by Company Z are top priorities to 

process. All orders are guaranteed to deliver on time. The company has required using 3G Network 

recently, so Huawei smoothly upgraded 2G Network to 3G Network (Manager C, Network 

Relationship Analysis, 2013). 

6.3.3. Promises in buyer-seller relationships 

Manager C points out that “Never promises too much to your customers” is a slogan in Huawei. 

Especially when meeting a new customer, the higher expectations bring more risks and unexpected 

stress to begin a relationship. 

According to Manager A, Huawei offers three month professional trainings for those new employees. 

During these three months, the new trainees must pass thirty different courses to get start their 

internships in Huawei. Hence, almost every employee working in Huawei is well-trained. In other 

words, employees are certain to have abilities and skills to handle a particular case. They can enable 

the promises which Huawei has given to the customers. 

As mentioned, Huawei provides both pre-sales and after-sales services to its customers. In that case, 

Huawei have the possibilities and abilities to keep promises to the customers. On the basis of the 
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promise keeping principle, Huawei aims to build long-lasting business relations with customers 

worldwide (Manager B, Network Relationship Analysis, 2013). 

6.3.4. Trust in buyer-seller relationships 

All the three respondents regard trust as the most important factor in relationship building. 

According to Mangar B, there are three approaches to achieve trust from customers in the sales 

network of Huawei, including: products promotion, customers testing experiences, laboratories and 

headquarters visits. These three approaches deliver a real image of Huawei to its customers. From an 

organization point of view, Huawei needs to understand the customer’s demands, and formulates 

the framework service. Delivering high quality products and services to the customers on time is an 

important key in building trust between Huawei and their customers (Manager C, Network 

Relationship Analysis). From sales managers’ individual point of view, establishing personal contacts, 

understanding customers’ needs through communications and building good interactions with key 

customers is significant. “Making customers feel they are important to us, and we take care of them”, 

states Manager B. All these activities help Huawei to have the opportunities to create trust with its 

customers. 
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7. Analysis 

The analysis of all the empirical data collected using the established theories are manifested profoundly 

in this chapter.  

7.1. Inter-firm 

7.1.1.  Factors relating to Decision making process 

Edgar G. Crane (1972)’s view is that, interaction is essential for decision-making between buyer and 

seller. 

Huawei decides to improve their communication capacity with their customers by arranging some 

technically experienced staff to take part in sales. This action enables the company to provide more 

in-depth information and better explanations about the products for customers. Since Huawei is a 

technically oriented company, most of their products consist of newly developed technology. It is a 

promising method to allow the technicians to be more involved in shops and showrooms, to 

represent and introduce the products, as sometimes it is difficult for an average employee who does 

not have the true knowledge regarding the products to address and handle complicated issues. By 

incorporating some technical personals, the company can really communicate and gain trust from 

clients. When a customer enters a shop, it means he has a purpose in his mind, he might be looking 

around without any specific aim or he might be searching for a gift, the main point is, he enters a 

shop to look at what the shop has to offer him. Thus, the better information the shop can offer him 

regarding their products, the better it will do to help him take decisions. This is a very important and 

valuable thing indeed, to help the clients. The way Huawei is managing sales not only improves the 

outlook of the company by having knowledgeable staff, but it also plays a big role internally. As the 

technicians can also directly report to the production department regarding customers' preferences 

and viewpoints. Having specialists taking parts in sale department is a very good strategy. However, 

everything has its weakness. When specialists who work in sale department become less technically 

orientated and become more and more like a normal salesman, it happens when you are not involve 

with something for a while as we all gradually adapt to new environment. As the new technology 

evolves through time, they cannot keep up because they are only familiar with the previous 

technology and not the newer things. The interview we did with a former technician showed us 

clearly that this is indeed possible to happen. Furthermore, it appears that those personnel, although 

very knowledgeable about products and technology, do not know much about marketing and sales 

strategies. These problems can happen and the company needs to optimize to get the best possible 

result. Maybe something in between that would balance both marketing and technical needs which 

would allow the company to shine through and gain the best customer loyalty. 

To maintain a good business, Huawei needs the best blueprint, as they need to use it to compete 

with others. How to make a competitive blueprint in a short time is what Huawei always needs to be 
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concern about. Usually, they arrange the customer managers to communicate with customers to get 

information about what the customers need and want. However, this is all about teamwork not only 

for the internal departments of Huawei but also include the customer internal departments and the 

relationships among them, having merely customer managers is not enough to handle such issues. 

Customer managers do not know or have the full insight about every department. Even they need to 

collect and send information between their other counterparts, managers from other departments. 

There is an inner relationship between each department in the company. By sending the information 

from customers to product and service department, the blueprint can be easily drafted. When the 

blue prints are made, they are sent to each product lines and production capacity. Because the 

relative departments never interact with customers, they do not know how to reach or satisfy them. 

A better way to improve the blueprint maybe is to organize the most relevant department managers 

into a group to meet the customers, communicating with them and getting the information first 

handedly. They can discuss together to find an effective way, and directly get the information about 

the customers support to their plan and what to change that to make an improvement. With this 

way, they can also decrease the problems in their decision making, which will save time and promote 

efficiency. 

Huawei’s “Win - Win” strategy as a commitment to their customers, it helps Huawei a lot to build 

long-term relationship with their partners. Not only Huawei can make profit, at the same time they 

like to help their partners to make profit. Huawei will try their best to decrease their price by reduce 

cost in order to help their partners to have more profit space. 

7.1.2. Overcome Culture, Social, Psychic, Legal, and Geographic distances 

As the world is becoming more and more globalized, the development of relationships across 

national interface, cultural distance, social distance, psychic distance and geographic distance need 

to be overcome (Cunningham, Inter-Organisational Personal Contact, 1982) 

Huawei has hired a lot of local employees in order to overcome culture, social, psychic, legal, and 

geographic distances. It is a wise idea to deal with such differences in a short time and it works very 

effectively. Through this way, the company can easily adapt to the local environment and the local 

employees can provide information about the local market that they very well know base on their 

previous working experiences. If Huawei does not operate this way, they would need to arrange a lot 

of staff members from China which would only causes discomfort and disadvantage. The foreign 

employees will have to live and work in an unfamiliar environment and at the same time, they have 

to master the use of a second language to converse with their customers. It will take a lot of time and 

resources to overcome these things. 

Employing local employees can help Huawei in getting to be known by other companies. At the same 

time, the local employees can also help to introduce their company to the local market. As the local 

employees are working in Huawei, communicating with suppliers or customers is a part of their work 

in presenting the company. They are the representatives of the company and by that represent the 

culture and design of the company itself. More people will know about the company and slowly 

would like to take part in it. Having local staffs can be very advantageous, because that those staffs 
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are from the society which they are native to thus allows them to easily communicate with each 

other and with that society. It is easier for Huawei to find new partners and build partnership. 

7.1.3. Factors preventing Inter-firm relationships 

For Huawei, depending on the specific market the company operates, the personal contacts can be a 

factor that prevents the inter-organizations. For example, in European market, the personal 

connection (that is very important in Chinese market) instead of formal contracts prevents inter-

organization efficiency. In long relationship, formal contract is far more important than the personal 

connection. It is because people’s own desire that restrains their behavior towards the business 

regulations.  

According to Ellis (2011), the factors of consumer’s lack of desire for relationship where customer 

firms have several considerations over establishing closer relationships with their suppliers need to 

be noticed since the consequences of these factors can harm or lead to the termination of inter-firm 

relationships.  

The lack of credibility in proposed partners was a big challenge for Huawei at the initial step of 

expanding to international markets when Huawei customers have doubts about its products. This is 

the problem resulted from the bad image of products “made in China”. Huawei maintains their 

business strategy as providing low price by high-quality and advanced technology products and 

services. However, the common perception of Chinese products has caused them a long hard time to 

prove themselves in the global market and is the great obstacle when they try to approach new 

international customers, especially strict European customers. Currently, the company is still in 

trouble with the lack of credibility from the North American governments.   Hence, the challenge of 

gaining the common acceptance by proving the standardized high- quality products and services is 

still a big issue for Huawei. 

Herein, the fear of dependency is investigated from the empirical data findings. This fear comes from 

the fact that Huawei current or prospective carrier customers and suppliers can learn from Huawei’s 

previous suppliers or customers’ experience of the past business situations with the company. As 

admitted by the interview respondents and investigated from the speech of Mr. Ren about focusing 

on Win-Win strategy in year 2010, Huawei used to control and take the most benefits from their 

business with some suppliers and those suppliers then became Huawei opponents. The counterparts’ 

fear of being controlled and dependent can be a big problem for Huawei to establish the long 

relationship with those counterparts as well as reducing the uncertainty in their own decision making 

process. Moreover, the    

An individual actor making mistakes is also a problem for Huawei in their inter-firm relationships. 

That one supplier may take send the wrong products or do not give the products on time will then 

cause troubles to their inter-organization relationship, as Huawei’s production is postponed. 
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7.2. Network 

7.2.1. Resource ties and activity links – Components of A-R-A model  

By analyzing these factors of ARA model, managers of a firm can figure out whether their firm is in a 

desirable position or if some changes should be stressed in any IOR of which the company is a part 

(Ellis, 2011, p. 139). 

Resource ties include all the connections of various resource elements such as technological, 

material, knowledge resources and other intangibles, i.e. (Håkansson & Snehota, 1995, p. 26). It is 

evident that every company in Huawei Operator BG business network has their own and specific 

resources. Resources of component manufacturers, such as chip producers or cable suppliers, are 

their advanced technology, technological innovation, the tangible products such as chips or network 

device’ components or cables and their knowledge and experience of their own industry. Resources 

of delivery service companies are their capability of in-time delivery, their vehicles and their 

knowledge of legal, technical, their industry and responsibility. These resources from any of their 

providers relate to Huawei’s capability of producing their network devices and equipments. On the 

other hand, Huawei’s resources such as their network devices, equipments as well as services, their 

human resources (especially technical and engineering force) also depend on their suppliers’ supply 

capability. In the business thread between Huawei and their carrier customers, Huawei’s supply 

capacity and ability has influence on those carriers’ use of their finished products or services; and this 

influence is a big driver in those carriers’ service supply function. The resource ties are apparent from 

Huawei Operator BG network case when the resources of each actor have specific effect on the use 

and management of the own resources by other parties in this business chain.  

Technical, administrative, commercial and other activities of a firm such as purchasing or marketing 

communications demonstrates activity links (Håkansson & Snehota, 1995, p. 26). Technical activities 

can be seen most clearly in Huawei Operator BG network as this company and its material, 

component or engineering suppliers, its carrier customers and Huawei itself operate in this advanced 

technology industry. The changes in any company’s organizational structure also have connections 

with the adaptations or the adjustments by the direct-contacted parties in the network. As 

mentioned in section 6.2.4, all companies in the sales network of Huawei Operator BG possibly have 

business or trading activities with some Huawei competitors or opponents (who appear in the bigger 

network surrounding the webs of relationships between Huawei and both their suppliers and 

customers). These commercial activities can be perceived as threats for Huawei business activities 

and bring about the uncertainty for the future of the commercial interactions between actors in 

Huawei Operator BG sales network.     

7.2.2. Interdependence and Embeddedness 

Companies in a network exchange the use of their resource, formed as products, services or 

materials in order to help their customers to continue smoothly their productions and receive 

financial benefits in return (Ford D. , Gadde, Håkansson, & Snehota, 2002). These trading activities 

are seen as reciprocal products/ services exchange and financial exchange. In other words, these 
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companies exchange their reciprocal economic benefits. The trace of those exchanges can be easily 

found in Huawei business activities with their suppliers and customers. To give an example, an iron 

material supplier of Huawei trades in their material with Huawei and in return receives the gains in 

its revenue. At the other side, Huawei uses the amount of purchased iron to produce their network 

equipments such as switches or data center security gateway (specifically technical concepts), and 

then later sells those finished equipments to their carrier buyers in order to increase its profit from 

that sales activity. Huawei operator customers then again use the equipments of Huawei to transfer 

the internet to all of their consumers and again receive the financial returns to balance the cost of 

the equipments they have bought and collect the rest profitable earnings. All those exemplified 

business trading movements clearly show the reciprocal economic leverage for all parties in their 

business relationship. In Huawei’s chains of business interactions investigated, every party in Huawei 

Operator BG purchasing and selling network (sales network) evidently has their influence on Huawei 

production and commerce.  

Being involved in a business network, a company is embedded in the relationship web of all actors 

and dependent on their suppliers, customers and even competitors and opponents (Håkansson & 

Ford, 2002). Huawei has their own equipments factories so that the company avoids the dependence 

of the external manufacturers. Despite its strong and dominant position in ICT industry, Huawei 

network shows their interdependence of the resources and activities of their suppliers. The 

reciprocal influences of Huawei and their suppliers and customers as mentioned result from the 

limits of their resources such as iron materials, supporting components attached in their finished 

equipments such as chips and the business activities of all those participants and worldwide delivery 

means of transportation. The contractual suppliers who provide Huawei materials and supporting 

components mostly are global companies that have their business in all continents. These providers 

are considered as strategic partners of Huawei and their effect on Huawei business is remarkable 

however they can bring about the sustainable business continuity for Huawei and reduce the degree 

of uncertainty in their activities. Huawei also gives ways for local or regional suppliers such as 

equipment implementing companies; however the technical and human resources and business 

movements of these entities do not affect Huawei’s image and value. The fact that some contractual 

supplying partners of Huawei have business contacts with any of Huawei customers also has effect 

on Huawei operation when the information exchange about the interactions between Huawei and 

either of these parties can include the evaluation of Huawei’s behaviors and actions.   

Carriers at the centre of Huawei business are recognized as the most influencing factor to the 

Operator BG. They utilize the network equipments and solutions provided by Huawei. Huawei’s 

survival and development majorly results from the effectiveness and profits that carriers earn by 

using Huawei’s products and services. The carrier business is evaluated also by many other 

counterparts such as their enterprise customers and consumers. In the focal network of Huawei, 

those carriers receive the reciprocal effect by Huawei’s fruits. Huawei Operator BG’s business 

expanding and reputation depends on their customers’ opinions and attitudes.    

The process of developing a new product or network solution of Huawei obtains the information 

acquired from their meetings with their strategic buying and supplying partners. Though the ICT 

industry is dynamic and consists of numerous of enterprises, the most power of structuring the 

trends is still in the hands of some big companies. Strategic partners classified by Huawei are the 

forefronts of their industry who can make or forecast the global technological and global market 



B2B  MARKETING - A NETWORK INTERACTION APPROACH:  A Case Study of Operator BG Sales Network of ICT Solutions Firm Huawei 
 

62 | P a g e  
 

trends. Huawei uses the opinions of those partners as guidance for their R&D department. Therefore, 

Huawei Operator BG is embedded and dependent on their partnership network.   

Competitors and opponents are a special force that has effect on Huawei business. For the last two 

decades, following the strategy of obtaining the leading rank, the company is witnessed to have 

defeated many big competitors and changed many of their supporters such as supplying and buying 

partners into their opponents by exploiting all of the resources. Those opponents are now seen as a 

group that can possibly cooperate together or with other competitors of Huawei; which can affect 

this company’s business since they have knowledge of the company from the previous business 

interactions. Other than that, some opponents of Huawei can be in fact their current or prospective 

customers’ suppliers, and the interactions between these patterns are unpredictable. Hence, 

controlling the business situation or gaining new business prospects can become hard for Huawei 

with the existence of the opponents. As an adequate response to this problem, Huawei currently 

changes their relationship strategy and tries to increase the good attitude from their opponents. 

Though these competitors and opponents may not have generous impact on the company just now 

but the recognition of their prospective threats to the company is a competitive advantage.  The win-

win strategy of Huawei clearly demonstrates the company’s view of and reaction to these actors. 

7.2.3. Network boundaries 

The purpose of setting the boundaries of a firm in a network is to focus on the actors and resources  

that bring about the effectiveness of the organization and which have the most impact on the 

organization (that can be handled) (Håkansson & Snehota, 1998, p. 195). The categories of business 

relationships levels (see 6.1.3) show their network boundaries. Huawei Operator BG sales force pays 

their major attention to their strategic partnerships and partnerships since the purchasing and 

supplying participants in these two degrees have the most generous impact on their business 

activities. Due to the specific characteristics of the carrier ICT industry, the boundary of Huawei 

Operator BG sales network is relatively narrow (only fourteen threads from both strategic 

partnership and partnership levels all around the Globe).  

7.2.4. Network position 

A strong power position is believed to provide substantial opportunities to control the evolution of 

the firm’s network. The degree of marketshare and the ability to resource management which has 

influence on the network demonstrate the power of a network actor (Håkansson & Mattsson, 1982, 

p. 5). The degree a single firm is embedded into the interaction patterns is important for power and 

thereby profit (Bocconcelli & Håkansson, 2008). In the case of Huawei, the power position differ from 

relationship to relationship, partnership to partnership. The embeddedness discussed in section 7.2.1 

is a factor that decides Huawei power position in a specific business network. However, the network 

picture  of the company also have effect on the company’s perception of their power. Through the 

data summarized throughout section 6.1.3, it is obvisou that Huawei still compasses the higher 

power to make mutual decisions, compared with their suppliers though the respondents comment 

on that there is the balance in the power and Huawei does not control their supplying counterparts.  
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The difference in the network power position between Huawei and operator customers is observed 

to be small since the company strives to persuade every customer. However, the degree of care 

varies depending on their customer’ financial resource, level of revenue contributed by each 

customers and the power in the field. This variety results from the company’s role and contribution 

in the effectiveness and productivity of  the operators’ operation.  Huawei keeps on their customer-

centric strategy to gain more sustainable power position in their market by enhancing their 

customer’s business.  

7.2.5. Knowledge and Social exchanges 

Knowledge and social exchanges between Huawei Operator BG management unit and their partners 

as investigated from the case of Operator BG play a key role in their development trend. The careful 

and close relationships with frequent contact with their partners bring about the valuable 

information about the market for the company. Huawei Operator BG suppliers may also be the 

supplying actor for the company’s competitors and the close interactions in Huawei supply chain has 

become Huawei competitive advantage since the trust and good image accumulated from Huawei’s 

partnership enhancement and the high profits gained from the collaboration with Huawei by some 

suppliers result in the high priority of supply contracts with Huawei Operator BG. Moreover, the 

knowledge shared by the customers in the Operator BG annual partnership meeting is valuable for 

the quick adaptation to the changes of market environment. The sharing of the future plan between 

Huawei Operator BG and their partnerships is a very good example of social exchange episodes in 

their sales network. 

Conflicts often happen in the business when the limit of knowledge about business partners, the 

difference in the expectation and the uncertainties occur between buying and supplying parties. The 

social exchange is considered by Huawei Operator BG sales force as a tool for managing those 

conflicts. The trust- the fruit of social exchange activities is strongly emphasized to be the solution to 

those conflicts. 

However, the social exchange activities are admitted to depend on the business cultures. Hence, in 

the case of Huawei Operator BG, the clear influence of culture diversity can be witnessed through 

the personal relationship situations of the sales force in Peru, China and Sweden. However, the 

business cultures can be diverse even within a same social culture. This is a challenge for Huawei 

when establishing a new business relationship and requires the company to have specific 

relationship strategy with particular counterpart. 

7.2.6. Time and space aspects 

The business history of a current or prospective counterpart is analyzed by the Operator BG sales 

force of Huawei. It demonstrates this business line managers’ notice of time aspect in Operator BG 

business network. The time driver here can be used as a reference to guess the future actions of an 

actor for Huawei. Every year, records of business activities by both buying and supplying partners are 

analyzed by Huawei financial department, market research department and sales force as a filter to 

classify and plan for the business activities and behaviors with each partner. 
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Space aspect is denied to affect Huawei’s view of their partners. However, according to the logical 

thinking made through the interview investigation, the space driver is believed by the authors to be 

an important factor that influences decisions by Huawei Operator BG sales force.  Our study both in 

the documents and articles from Huawei websites and in the interview data shows that the company 

takes notice of both their customers and suppliers’ activities with their opponents and competitors.  

The constant attention to the time and space factors results in Huawei’s Win-Win strategy and 

annual roadmap conferences between Huawei Operator BG managers and the strategic partners and 

partners.    

7.2.7.  Network picture  and Self- expectations 

The network pictures are the views of network by each participant in a network. The picture of the 

extent, content and characteristics of the network varies from company to company, individual to 

individual in a network. Companies operate on the basis of an evolving and dynamic network due to 

the lack of true network pictures resulting from the limits of each company’s knowledge and 

understanding. The limit of vigilance and dependence of the simultaneous networking of many other 

parties in the network of a firm can lead to the threats of possible opportunism by other 

counterparts (Ford D. , Gadde, Håkansson, & Snehota, 2002, p. 20). 

According to Wuyts and Bulte (2012, p. 75), in accordance with the interdependence from a network 

perspective, companies sometimes act according to their partners’ self- demands in order to govern 

organizational network. These self-expectations are, admittedly, to bring about the complexity in the 

coordination and may not carry out considerable financial rewards for the company (Nelson & 

Winter, 1982, p. 414). 

Huawei Operator BG sales force sees their network of suppliers, carrier customers and even their 

competitors as a complex web of patterns which have different interests and characteristics. The 

company maintains their close relationship, frequent contacts and meetings for the mutual values 

with their partners in order to show their transparency in their business and their trustworthiness to 

those counterparts. The company offers their customers the highest advanced technology with 

reasonable price sometimes raises the level of uncertainty of Huawei product quality or the thought 

of demanding more (lower price with the most advanced products) in their customers’ mind. The 

company maintains their tolerance and explains the opportunities and profits that their customers 

can obtain in the future through the business deals with Huawei in order to let them understand.  

However, as a powerful and forefront player in the carrier network solutions market, Huawei 

Operator business division (understood by the three respondents) handles the opportunism by their 

customers effectively. The company used to take advantage of their customers and suppliers in the 

sense that the company controlled over their partners and forced them to follow the company’s 

rules. However, the change of attitude and the business activity management by cooperating and 

coordinating more with partners admittedly results in the long-term commitment and agreement 

between Huawei and their counterparties.   
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7.2.8.  Social capital  

Social capital is recognized as an important resource in B2B networks. This factor is built on 

individuals’ embeddedness in social structure, such as their personal reputation amongst their 

colleagues. All business- and personally- oriented relationships are possibly beneficial to the business 

between parties. Social capital is seen a crucial tool to make networks function through trust. This 

component has its most influence on business conducted in Asia cultures (Ellis, 2011, p. 137). 

The business of Huawei is still introduced and the business contracts are made through personal 

sales activities though the company operates in a high-technology market due to the global technical 

adaptation of the market. The sales by Operator BG contribute 80% of Huawei total revenues. The 

Figure shows the productivity of the Huawei Operator BG sales force; which implies the importance 

of these staffs for the company. Sales personnel recruitment is an important activity of the company. 

Sales personnel are normally required to possess many skills to deal with the complicated 

interactions with customers and the targets of gaining sales. One of the key elements considered is 

the social capital together with the relationship portfolio of a salesman.      

Social capital can be created by every sales manager and key account manager since they have the 

most contact with the customers. Sales personnel are required to have ability to create contact and 

nurture the contacts. The choice of recruiting a new sales manager or key account manager varies 

depending on the targeted markets. The salesmen with profound experiences are preferred in most 

of the case due to their knowledge of market. However, depending on a specific market, Huawei 

shows their degree of tolerance and expectations to the prospective sales personnel. With a 

conventional and high- developed like Sweden, the company prioritize the sales force with high level 

of experience and understanding of the market and wide relationship portfolios rather than the 

young force. However, in an open market like Latin America, the tolerance for young sales force is 

high since this region’s culture enhances the development, high energy and the will to learn of the 

youth.  

The relationship portfolios differ from sales personnel to other sales personnel. However, Huawei 

believes the wider the relationship portfolio of a salesman can be, the better profit prospective that 

the company can obtain. Hence, the sales force of the Operator BG is encouraged to achieve as many 

relationships as they can as long as those relationships can give way to increase the sales of the 

company.  

The market of carrier network solutions is wide due to its speedy expanding over the Globe; hence, it 

is a potential for Huawei sales personnel to bring back high ROIs for the company. Hence, the 

company’s ability of adapting to the new market lies in the hands of both Chinese sales personnel 

and local sales personnel. The cooperation of these two sales force is seen as good social capital 

which can help the company get stable business environment and show their customers and 

suppliers their common professional business.  
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7.2.9. Network relationship management strategy 

Network management framework was structured by Möller and Halinen (1999) to present the 

managerial implication of the webs of firms that extend beyond immediate IORs (see section 4.3.3). 

The analysis compares the strategy understood by Huawei Operator BG sales force due to the 

investigations from all factors analyzed (review sections 7.2.1, 7.2.3, 7.2.4, 7.2.8). 

 

Level 1 
Network Visioning 

Level 2 
Focal network 
management  

Level 3 
Portfolio 
management 

Level 4 
Relationship 
management 

-This level of view is 
witnessed to occur in 
Huawei Operator BG 
business 
management.  
 
-Huawei Operator BG 
sales personnel see 
their carrier network 
solutions market as a 
network of puzzled 
threads amongst their 
suppliers, customers, 
competitors and 
opponents. The 
competition in this 
network is tough due 
to the speedy 
development of 
technology. 
 
-The company 
receives economic 
benefits from their 
customers by using 
the resource of their 
suppliers. 
 
-Between some of 
their suppliers and 
their customers occur 
the business 
interactions. 
Opponents are factors 
that bring about the 
uncertainty to their 
business. 

-The focal network of 
Huawei Operator BG 
contains their supplier 
nets and customer 
nets. 
 
-The managerial 
challenges determined 
in this level are 
developing, managing 
their suppliers and 
customer webs. 
Strategy for new 
market entry is also 
considered in this level 
(Ellis, 2011, p. 193).  
-Herein, the 
importance of 
personal sales strategy 
is highlighted. Huawei 
has created a huge 
sales force that are 
mostly of regional or 
local labor force in 
order to learn about 
and approach their 
specific market. The 
activities are seen as 
not only a safe new 
market entry strategy 
but also create jobs 
for the local areas.  

- It is essential for all 
firms to manage a 
portfolio of necessary 
IORs. The objective for 
B2B sales force and 
marketers at the level 
is finding a solution to 
developing and 
managing optimal 
customer and/ or 
supplier portfolios 
(Ellis, 2011, p. 193). 
 
- Huawei Operator BG 
sales personnel’s 
characteristics and 
ability to create and 
maintain new 
customer relationship 
are significant. 
Relationship portfolio 
issue is paid attention 
however, Huawei also 
believes in their 
investment in the 
young and new sales 
force. The company 
maintains their motto 
of learning each other 
and helping each 
other internally. 
Hence, the young 
sales persons are 
given chances to learn 
from their 
experienced 
colleagues and ask 
advices from those 
people. 

-The relationship 
management level 
stresses on individuals 
IORs between the focal 
firm and its suppliers or 
customers. Managerial 
challenges defined in this 
level are evaluating the 
lifetime value of an IOR; 
creating, managing and 
finishing a relationship 
effectively (Ellis, 2011, p. 
193). 
 
-Huawei Operator BG 
sales department 
together with financial, 
R&D, supply chain 
management and 
marketing units look at 
the business activity 
records of every partner 
in order to decide the 
future of the 
relationships. 
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- Relationship 
portfolios are 
considered together 
by all departments in 
Huawei Operator BG 
management unit in 
order to decide about 
the future relationship 
strategy with every 
partner. 

Table 7.1- Network management strategy (own creation) 

The sales network of Huawei Operator BG is witnessed to match the network relationship strategy. 

7.3. Factors in buyer- Seller relationships 

7.3.1. Buyer- Seller relationships 

From the answers the managers gave during the interviews, it is obvious that Huawei emphasizes the 

importance of having good relationships with its customers. The empirical findings indicate that 

Huawei was not only aim at maintaining long-term relationships with present customers, but also 

establishing short-term relationships with new customers because long-term relationships are not 

always the most profitable. Customers usually expect getting lower prices in a long-term relationship, 

so Huawei must raise the maintenance costs to retain the relationship. 

From the customer’s perspective, having a long-term strong relationship with an organization can 

reduce the threats as the relationship becomes more predictable, initial problems are quickly solved, 

special needs are accommodated, and customers can learn what to expect. Additionally, customers 

stay in a long-term relationship can save their time-related costs and switching costs (Bitner, 1995, p. 

249). According to Grönroos (2000), a relationship existing depends upon the mutual value is obvious 

and not only based on that companies offer good services and benefits. A relationship is about 

increasing values of these offerings, and these values play important roles in give the impression of 

the common attitudes that are placed in a relationship (Han, Wilson, & Dant, 1993). 

Throughout the empirical findings, it is obviously to discover that the customer relationships are 

extremely vital for Huawei. The most crucial issues for Huawei Operator BG’s sales are understanding 

customers’ needs and wants, formulating characteristic projects and providing perfect solutions to 

the customers.                         
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Figure 7.2- Sales Internal Interactions in Huawei Operator BG (own creation) 

 

7.3.2.  Relationship bonds 

From the previous example with Company Z, all these five relationship bonds are observed to have 

been built on the purpose of bringing benefits to the customers. Knowledge bond in that case is 

Huawei’s offering professional knowledge to help customers analyze the situation and solve the 

problems. Time-related bonds concern that all orders made by those customers are priorities to 

produce. In other words, Huawei ensures that those orders would be delivered on time. Technology 

bonds refer to that Huawei is in charge of the technical equipment upgrades under the customer 

needs. Social bonds are connected to the personal contacts; which Huawei not only treats those 

customers as business partners but also takes care of their individual needs and interests. 

Economical and legal bonds are considered for the customers could not pay for the costs in the 

future, in that situation, Huawei will sell the parts to a third party bank to help the customers solve 

the debt balance. 

7.3.3. Promises in the relationships between buyers and sellers 

Huawei is confident that it has ability to keep promises by always making the best efforts and striving 

for perfection. According to the Bitner (1995), customers get a snapshot of the firm's quality, and all 

encounters contribute to the customer's overall satisfaction. In other words, each encounter 

presents the possibility of reducing perception of quality when building a relationship. However, 

each encounter also conveys the possibility of reducing the perception of quality, destroying the 

relationship. From a customer’s point of view, a sales employee from a selling company can either 

keep or break the company’ promises. The empirical research shows that the Huawei employees are 

well-trained to enable the business promises. Huawei Operator BG’s customers also play an 

important role in Huawei’s promise keeping. Because those customers are usually active participants 
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in promise delivery as they have their benefits from those promises. Besides, they have opportunities 

to contribute to Huawei’s overall productivity; which then results in their better business and 

production’s efficiency and effectiveness.  

 

Figure 7.3- Promises chain amongst Huawei, Operator BG sales force and carrier customers 

7.3.4. Trust aspect in buyer- seller relationships 

The company states that trust is a central component for a long-term stable relationship with its 

customers. This factor can be built by keeping promises. Additionally, regarding trust in market-

related relationships, trust is when buyers have strong confidences in the honesty of sellers. The 

main interpretation from the empirical findings is that Huawei aims to get customers’ trust through 

both organizational contacts and personal relationships. Especially, when building a new relationship, 

manager C states that “Our prospective customers are invited to visit Huawei headquarter in 

Shenzhen (China), and our attempt is to let them to know the actual competitive strengths of 

Huawei. During this period, we always accompany with our customers. Though they come to such an 

unfamiliar country, we assure that we are the ones they can trust”. The other two respondents have 

similar statements, and all of the managers interviewed admit that they have always spent much 

time on their customers to build a personal relationship in order to get trust from those customers. 

Huawei uses the personal relationships with its customers in order to establish long-term business 

relationships with its customers. 
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8. Conclusions 

A summary of this thesis and suggestions for further research are central of this chapter. 

8.1. Summary of this thesis 

8.1.1. Inter-firm theories 

For inter-organizational industrial marketing, decision making process describes what Huawei tries to 

use is their internal workflows in creating blue print comprehensively. In order to win the contract 

from customers and reduce the risks, every department is required to be involved and would be 

expected to interact with each other. It is necessary for Huawei to limit the number and the degree 

of conflicts internally and externally in order to reduce uncertain risks. However, the process of the 

making decision is witnessed very complex and time-consuming. The company should try to look for 

some other methods which are simpler and more efficient. The company also tries to improve their 

sales by arranging some technically experienced staff to take part in sales. This way really does have 

some effectiveness.  

On the other hand, weaknesses still occur to restrain the inter-organizational relationship. We have 

found that a company which, for the first time, tries to enter a new foreign market can face a lot of 

differences. It should be considered as a huge challenge in preparing for a successful penetration. 

These differences include culture, social, psychic, legal, geography difference and so on. Overcoming 

these differences or distances is essential for a company to build and develop in a foreign market. It 

is a basic stage to do business in a foreign market. Huawei through the way of hiring a lot of local 

employees has overcome these distances and it has been working very effectively in helping Huawei 

to easily embed its presence within the culture and blend in with the foreign market perfectly, 

gaining trust from partners and customers. Companies also need to be aware of constraints that 

prevent inter-organization relationship though the benefits from inter-organizational collaborations 

can be remarkable. 

8.1.2. Network approach 

With respect to the network approach, three categories of parties that relate to Huawei Operator 

business group such as suppliers, carrier customers and competitors as well as opponents. It is crucial 

to recall that these parties are interrelated through complex webs of interactions and 

communications from a global business point of view. The first two groups: suppliers and carrier 

customers attend directly in the exchange episodes with Huawei. These participants have direct and 

apparent influence on the financial results of the company. The traditional Huawei Operator business 

division relies on the development in their carrier customers’ business. Competitors and opponents 

are noted to have indirect but strong effect on Huawei Operator Business Group division’s operation. 

Esmeralda
Highlight
Shanjiao

Esmeralda
Highlight
Ngan



B2B  MARKETING - A NETWORK INTERACTION APPROACH:  A Case Study of Operator BG Sales Network of ICT Solutions Firm Huawei 
 

71 | P a g e  
 

However the interactions between these parties with Huawei Operator BG’s customers and suppliers 

can also bring many disadvantages to the company.  

Within the scope of this thesis, the factors of a company’s network such as interdependent and 

embedded characteristics, network boundary aspect, network picture as well as network position 

and the exchange episodes through the network interactions, changes are discussed through the 

case of Huawei. Trust is repeated as an essential social feature that Huawei enhances in their 

Operator BG sales network and in all of their businesses to an extent. In order to build their network 

boundaries and utilize the actors in those network boundaries, the company is dependent on the 

trust from both their buying and supplying partnerships.   

The role and duties of sales force and their activities in the sales network in Huawei Operator 

business division are described as a significant driver of the business interactions between Huawei 

and their strategic buying partners. The social capital and relationship portfolios which are required 

as essential skills of sales persons in B2B environment demonstrate the importance those staffs of 

the sales department. Maintaining sales force demands very high financial investment; however, 

Huawei recruits a lot of sales experts in order to expand the number of their customers and the gains 

in its revenue. Despite the preference of the high- experience sales experts who apparently have 

profound understanding of the local markets, the company enlists both experienced and young sales 

staffs in order to give chances for young talents have chances to learn the market and keep the 

company growing in the future.  

As operating in numerous of international markets, it is a challenge for Huawei to maintain their 

relationship portfolios with their partners. However, by empowering the local offices to analyze the 

relationship portfolios regionally, the company manages their relationship portfolios effectively.     

The network relationship strategy of Huawei Operator BG is pointed out to fit the network strategy 

introduce by Möller and Halinen (1999).  

8.1.3. Buyer-seller relationship 

Over the past 26 years, the breadth and depth of relations between Huawei and its customers have 

grown significantly. A stable and strong relationship between buyer and seller delivers not only 

tangible business benefits to the two parties, but also complements each other strengths to achieve 

a win - win situation and develop together. Huawei concentrates on developing and maintaining both 

long-term and short-term relationships with customers. The previous researches clearly stated that 

Huawei regard those five various relationship bonds as essential components in all buyer-seller 

relationships. 

Trust and promises are the basis of the buyer- seller relationship. Trust within Huawei refers to both 

inter-organizational relationships and interpersonal relationships. Trust is stated as the lubricant of 

the buyer-seller relationship (Huang & Wilkinson, 2013). Promises appear to have a close correlation 

with trust. In other words, the value of the promise increases when trust exists. Briefly, a decision is a 

promise. Huawei realizes that overpromising brings more risks to develop and maintain a 

relationship. Every single promise that Huawei delivers to its customer can actually operate and 
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achieved because Huawei provides a mature consideration on all aspects of an issue to satisfy 

customers’ needs. Adhering to corporations with the industry's best partners, not only to face the 

future challenges, but also enhance the competitiveness by providing perfect solutions. Huawei's 

successes are inseparable from the cooperation with its partners. All parties will continuously work 

together to create a business environment and a synergistic value chain. 

8.1.4. Overall  

To sum up, by analyzing all the interaction contents above, we have recognized that the business of 

Huawei Operator business division has been influenced by all participants in their sales network. The 

analysis in this thesis shows the clear connection between the case of Huawei Operator BG sales 

network and the B2B marketing theories used. By looking at the interactions and relations between 

actors, we have seen that the close embeddedness and interdependence between Huawei and their 

supplying and buying partners are constrained by many drivers such as the competition, technology 

development, trust and the level of closeness of relationships and the transparency (or the 

uncertainty) of the industry. The profound investigation into the buyer-seller relationships between 

Huawei Operator BG and their customers demonstrates not only the significant roles of trust and 

promises but also gives a close look to how the business relationships actually work in this specific 

B2B environment.   

8.2. Suggestions for further research 

In this thesis, we utilized IMP Group’s contributions to B2B Marketing as a major base for our 

theoretical framework due to our prior knowledge of IMP Group’s work.  However, there are an 

enormous number of schools of thought that introduce different approaches to B2B environment 

rather than IMP Group’s research in interactions in business networks; and those scholars provide 

various framework in attempt to eliminate limitations of IMP Group’s studies. It is therefore 

interesting to study our thesis topic from other theoretical points of view.  

Moreover, due to the time constraint, we only focused on the case of Huawei Operator BG sales 

network. Nevertheless, Huawei has two B2B divisions, Operator BG and Enterprise BG; and these 

business divisions may possibly have different relationship strategies and views of their business 

network. One may find the topic of studying and comparing the factors of interactions within 

business networks of both these two divisions. Besides, we only took into consideration Huawei’s 

point of view but not tried to investigate the understandings by their counterparts. The information 

and our analysis can gain a higher degree of validity if one can further scrutinize the opinions of 

Huawei suppliers and customers. 

A comparative study framework is also a promiscuous extent topic in which we can analyze the 

activities and opinions of many multinational enterprises operating in the ICT solutions industry. This 

approach was our initial intention for this thesis; however, due to the short given time and our ability 

to reach the reliable interviewees from companies other than Huawei, we could not follow this idea. 

Hence, one can extend this topic in that direction in order to have a more general understanding of 

the B2B network interactions in this ICT solutions industry.   
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APPENDIX 

INTERVIEW QUESTIONS 

The interview questions were built based on our initial knowledge of B2B marketing field and 

inspired by the interview acquired in the Bachelor thesis by Strömberg and Jain (2011) since both of 

the two theses focused on the same approach to B2B marketing. The questions with full descriptions 

and explanations of theoretical concepts were given to the interviewees. These queries were sorted 

during the interviews in order to suit each individual respondent concerning their actual business 

views and experiences.  

 

 Customer- centric Organizations 

1. The customer-centric innovation is considered the developing strategy of Huawei. What 

do Huawei do to prove their customer- centricity? 

2. Does the company have some activities that let customers express their opinions about 

the products and the company? 

a. If yes, how are such activities created? (Examples?) 

b. What does Huawei do after receiving such information? 

c. Are Huawei’s product improvement and development managed in accordance with 

their customers’ will?  

 Inter- firm theory 

3. Factors involved in Decision Making Process 

a. Do Huawei have this problem, especially when approaching a new foreign market? 

b. How do Huawei perceive and analyze such individuals in the Decision Making 

Process?  

c. How are the interactions between Huawei and the individuals? Are the interactions 

complicated? How do they inter-relate? 

4.  

a. Do Huawei establish a network of suppliers?  

b. Do Huawei establish business with local suppliers?  

c. How many categories of suppliers that Huawei have?  

d. How do Huawei communicate/ interact with its suppliers? 

e. How do Huawei choose their suppliers? Does this process involve the discussion with 

a lot of departments inside the company?  

Esmeralda
Highlight
Conducted wholly by Ngan
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5. If there are many parties/ individuals are involved in this network, the parties are 

embedded.  Does the interdependence affect Huawei? 

6. Differences between buyers and suppliers 

a. The effect of cultural, social and geographic distances on Huawei when developing 

its international supply/ sales network?  

b. How do Huawei solve such distances between them and their suppliers/ customers? 

7. Factors that prevent the inter-organizational relationships 

What factors can affect the mutual decisions amongst the organizations relating to 

decision making process? (Fear of dependency? Lack of credibility in the proposed 

partners, etc.) 

 Network 

8. What are the factors of effectiveness in the interactions between Huawei and the other 

business parties in their network? 

- Suppliers 

- End- users/ Carrier Customers 

- Competitors 

- Opponents 

9. What is Huawei’s point of view about its partnership network? (What is Huawei’s 

network picture?) 

10. Do Huawei think that the relationships with their customers are beneficial?  

11. Do Huawei have relationship improvement strategy in their sales network?  

12. What is Huawei’s network position? Do they intend to improve their network position or 

it is a stable position? 

13. How the embeddedness with other actors is defined? 

14. How can Huawei be affected by their opponents and competitors? 

15. How does the company use the product, financial, human resource to adapt to their 

international customers? 

16. Actors in a network always have their self- expectations in the relationships with other 

parties.  

a. Do Huawei have plan and how Huawei balance the self- interests/ opportunism of 

the actors with Huawei’s self- expectation from the network?  

b. How do Huawei act/ react according to the actions of other actors to avoid the 

opportunism? 
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17. Changes 

a. How do Huawei define changes in their supply and sales network?  

b. How do Huawei adapt to other actors’ changes with respect to the actors’ resources 

(technical changes, human resources, organizational system, R&D) ?  

18. Do Huawei set up a relationship portfolio? Is it hard to analyze the relationship portfolio? 

How does the company manage their relationship portfolio since the company has so 

many international markets? 

19. Social capitals: How do Huawei Carrier BG consider social and personal interactions/ 

business relationships in its sales network? 

20. Which strategy would company use to analyze determine which relationship should be 

long-term with regard to Huawei’s internal resources and analysis of opportunities and 

threats?  

21. Conflicts 

a. Do Huawei have conflicts with their suppliers? Customers? 

b. How do Huawei consider Conflict in their sales network?  

c. How do they use the effect of conflict as a factor to improve its business? 

22. What do Huawei and their partners exchange in their network?  

23. Exchange episodes – Social Exchange 

a. How do Huawei think about social exchange?  

b. Which values do Huawei get from social exchanges? 

c. Are such values also considered by other parties in the network? 

d. Can you give an example of social exchange that usually occur in the interactions of 

Huawei and their customers? 

24. Trust in a sales network 

a. How do Huawei and its supplying and buying partners evaluate trust in their sales 

network? 

b. What is Huawei’s strategy of building commitment and trust with partners? 

(Example?) 

 

 Buyer- Seller Relationship 

25. Are relationships important in a sales network? 

26. What is Huawei customer relationship strategy? (Finding new customers? Prolong the 

customer relationship?) 

27. How do Huawei determine their relationships? (Long-, short- term or both?) Which 

factors decide the duration of a relationship? 

28. The time and space in a long-term perspective  
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Does the company pay attention to the historical activities of their partners and the activities 

around such partners? 

29. Do Huawei consider the history of actions/ activities of its partners when making decision 

relating to those customers?  

30. Do Huawei pay attention to the reactions, activities of its partners with other companies? 

Do Huawei also take such information into the decision making process. 

31. In terms of technical bonds, time- related, economic and legal, knowledge, social bonds, 

can you give any example in any of Huawei’s partnership? (Operators BG? Enterprises 

BG) 

 




