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Abstract

Recent developments insocial network mapping sofiware have opened up
new opportunities for human resource management (HRM). In this
chapter we discuss how social network mapping information may
provide critical inputs to managers for increasing the effectiveness of
their HRM programs.

Introduction

Inaknowledge-driven economy, retumns oneffective management of human
capital are likely to exceed those available from more efficient management of
financial and physical assets. In order to realize these returns, however,
companies must go beyond notions of productivity and cost effectiveness, and
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develop new approaches and management techniques to tap the knowledge,
intellect, and creativityused to achieve these outcomes. Mapping andunder-
standing social networks withinan organization is an approachto understand
how social relationships may affect business processes, Network perspectives
build onthe general notion that economic actions are influenced by the social
context inwhich they are embedded and by the positionofactors in social
networks (Granovetter, 1985). Research on social networksindicates that
network structure andactivities influence employeesand affectindividual and
organizational outcomes (Sparrowe, Liden, Wayne, & Kraimer, 2001 ), and
provides motivation to explore this rich field for possible inputs in human
resource management (HRM) activities. In this chapter we suggest waysin
whichsocial networks can be analy zed using network mapping software and
how some the information derived can be used meaning fully for HRM.

What do networks within organizations look like? How do we efficiently
constructand analyze maps of these networks? What effect do these networks
have on HRM activities? What opportunities exist to use social network
mappinginformation to improve HRM activities? These questions are signifi-
cant for organizations that want to manage their social and human capital
efficiently andeffectively. Giventhat vigorous network activities usually take
place withinorganizations, and that social capital may havea directbearingon
humancapital management, it becomes important to examinehow these social
processes affect HRM activities. Recent developments in social network
mapping software help organizations to discoverand analyze network struc-
tures. Whilesuchsoftware has beenavailable forquite some time, only recently
havehigh-quality tools become readily accessible to mainstream business
users. Partly thisis because of improvementsincomputing power (i.e.. modern
computers are more capable), but there has also been significant improve-
ments in the functionality and usability of the software. Our discussion
highlights the capabilities of some of these software applications, as well as
their implications for various HRM functions.

What are Social Networks?

The social network theory (Uzzi, 1996; Ibarra, 1993; Granovetter, 1973,
1985)emphasizes thathuman decisions are, toa large extent, functions of the
ties between people(Burt, 1992). Individualsobtain support, information, and
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power from the network structure around them and from their position in the
network. Factors that determine the influence of asocial network ondecision
making includeaccessibility to network, network structure, theactors involved,
and the location ofthe decision maker in the network (Burt, 1992).

While the influence of social networks within organizations has long been
acknowledged. itisonly recently that one could quantify and visualize social
networks of substantial size. Tounderstand the complexity of the task. letus
considerthe various structuralmeasuresthat can be applied to socialnetworks.
Network structures refer to adefinable setofrelationships, whichholdtogether
anumber of objects (or people) in juxtapositionwith oneanother(Burt, 1992).
These structures are characterized by relationships, entities, context, configu-
rations, and temporal stability. Some of the indices and dimensionsthat express
outcomes of network are:

«  frequency of interaction among the contacts;

+  structural holes ornon-connectivity between contacts:

. centrality, whichrefers to the extent to which an individual could reach
others in the network through aminimum number of links;

*  criticality, which revealsthedegreetowhich anindividual's position was
crucial to the flow of materials in the work flow network;

+  transaction alternatives, which refers to whether or not redundancy

was built into the system interms ofinputs to particular individuals and
theiroutputto others;

*  reachability, which focuses on howmany links a communication must
flowthroughto get from one node to another;

+  connectiveness, whichrefers to whether ornot all of the possible linkages
inanaggregatearebeing utilized;

+  inclusiveness, which refers to the number of points that are included
within the various connected parts ofthe network: and

«  densityofanetwork, whichis defined as the numberofrelationships
expressed as a proportionofthe maximum possible number ofrelation-
ships.

Clearly, with sucharich vocabulary of quantitative terms used to describe just
the structure of a network, there is much more to network mapping and
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analysis than constructing a few diagrams. Calculating even one measure
manually would be quite tedious and error-prone. Thus, network analyses
are almost always performed using specialized software, the subject of our
nextsection.

Social Network Mapping Software

Figure 1 summarizesthe common features of network mapping software. Most
social network analysis software supports at least one of three functions: data
collection, descriptive modeling, and decision support. Data collection is the
most fundamental requirement. Generally, the inputdata takes on one oftwo
forms, depending onthe focus of the analysis. Forperceptual or egocentric
data, the traditional method is to survey individuals about themselves (age.
gender, etc.) and theirrelationshipstoothersinthe organization. Ifthe objective
istoprovide aonetime or occasional snapshot of the network, such methods
can work very well. However, for more frequent analyses. an alternative
method isto collect interaction data (e.g.. adjacency matrices) based on some
measureofactivity betweenpeoplein the organization. The data is then input
to the software through some sortofimportutility. In some cases, the import
utility can be usedto collectactivity data from e-mail servers, instant messaging
gateways, and other “watering holes” in cyberspace.

Descriptivemodeling, the second function, is usedto “map”the structure of the
network. Quantitative models use descriptive statistics (e.g., centrality, criti-
cality, etc.)tomeasure global or local properties of the network. For example,
TKNOW (2003) can calculate measures of centrality and prestige for demo-
graphic groups within a larger network. Similarly, UCINET (2003 ) provides
dozens ofanalytical models, ranging from measures of criticality, cohesion,
inclusiveness, and similar quantities, to more advanced procedures like corre-
spondence analysis and multiple regressions. Visualization models are also
useful, particularly whenlooking for useful patterns(e.g.. centers of control ) in
the network structure. Two ofthe most common visualmodels are network
“graphs” (NetVis, 2003) that look like stickand ball modelsused in chemistry
classes and clustering diagrams (UCINET, 2003 ) that use tree shapes called
“dendrograms” or colored scatterplots to group individuals within the network.

The last and mostadvanced functionofsocial network software isto provide
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Figure 1. Social network mapping software classification
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decision support tothose who seek to alter ormanage the social network itself.
Providing that thedatacollection process is sufficiently automated, customized
reports can be used to detecttrends orunusual activity inthe network. They
may alsobe used in so-called what-if analyses, wherethe network is analyzed
under various scenarios. Since in principle any descriptive model can be used
asthebasis for the report, virtually any package will support this functionality
to some degree. A somewhat more sophisticated use of such longitudinal data
issimulation (SIEN A, 2003), whichtries topredictthe evolution and long-term
behavior of the network given certain network parameters. Typically, these
parameters are estimated from several snapshots of the interaction matrices.

A representative sample of the available software packages taken from the
INSNA Web site (INSNA, 2003) is presented in Table 1. IKNOW (2003)
isa Web-based package that uses surveysto elicitnetwork data. It is free for
noncommercial use, but you must contact the developer for a commercial
license. InFlow (2003) and NetForm (2003) are offered as part of consulting
services by the developers and include a formal methodology for conducting
network analysis. NetVis (2003) and SIENA (2003) are free packages
targeted at researchers that supportadvanced statistical features like simula-
tion. UCINET (2003) issimilarly advanced, butrequires acommercial license.

Aseventhissmall sample demonstrates, social network software is quite a
diverse lot, ranging fromrelatively simple network mappers tocomprehensive
methodologies to cutting-edge research tools. Further, each tool has its
strengths and weaknesses, making the choice of which to use somewhat
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Table 1. A sample of social network software

TKNOW InFlow NetVis NetF orm SIENA UCINET
Data Collection
Surveys X X X X
Limport Lhility X X X X
Deseriptive
Modeling
Sttistics X X X X X X
Graphs X X X X X
Decision Support
Custom Reports X X X
Simu lation X X
Sofrware
Wendor Univ. Mineis | Orgnetcom | Netvisorg | MeiForm Tom Acnalytic
Snijders Technologies
Platform Web PC Web PC PC PC
Free Download Yes Ne Yes N Yes Evaluation
Licenses Free Commercial | Free Commercial | Free Commercial
Commercial
Paid Support Yes Yes Mo Yes No Yes
Available

dependentonindividual needs and resources. If your needs are extensive and
you have the budget to afford it, then you may want to consider software like
InFlow or NetForm that are backed by consulting organizations. Similarly. if
youcan tafford consulting services and do not want to scale the learning curve
ofthe more advanced tools like SIENA or UCINET, then you may wantto opt
for the simplicity of a tool like IKNOW or NetVis which. once installed,
requires very little maintenanceortraining.

HRM and Social Network Mapping

Social network theorists have discussed how networks provide access to
informationand knowledge (Burt, 1992). Flow of information, power, and
status are the three major outcomes from social networks and the network
positionofan individualoragroup facilitates this flow (Sparrowe etal., 2001).
Fromthe HRM perspective, informationonknowledge, power, andstatus flow
can beinput foreffective management of people. HRM activities like recruit-
ment and selection, performance management, training and development,
communication. employeerelation. and compensation canuse thisinformation
for betterdecision making. Flow ofknowledge tellsushow human, social, and
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intellectual capital are generated within an organization(Ibarra, 1993). Power
and status flows help HR managers to identify sources of motivationand greater
productivity. Thus, visualization of social networks and measurements of
network propertieswithin anorganization reveal information that may lead to
new frontiers in HRM functions.

Before the advent ofnetwork mapping software, subjective assessments of
social processes were made by supervisors and managers. However, recent
researchreveals that supervisors” assessments donotcorrelate with eitherthe
perceptions ofthe actual incumbent, or with critical work outcome measures
(Marchese & Delprino, 1998). Network mapping provides visual as well as
statistical representation ofnetwork structures andtheactual flow of informa-
tion, providing amuch-needed quantitative tool for this type of information.
Dependingonthetype of softwareused, this information can be collected over
time for several different occupantsofaposition sothata generic pictureof the
“social’ requirements of the position emerges. Equipped with this information,
the manager can makea better-informed decisionabout howto manage people
within an organization. While we certainly do not wish to imply thatobjective
data is better than subjective assessment, there is a case for numbers and
pictures from actual data supplementing qualitative judgments for greater
accuracy indecision making,.

Table2 shows the type of information relevant to HRM from social networks
mapping and how they can be possible inputs in HRM processes. Social
networks withinan organizationcanreveal information related toajob, an
employee, a group (team,department, unit, etc. ), or the whole organization.
Wediscussinput from social network mapping to eachoftheselevelswithinthe
organization and the impactofthis informationon HRM functions. Indoingso,
we follow our classification of social network software(Table 1) and discuss
data collection methods and the descriptive statistics thatare relevant for the
HRM functions and are inputs to decision-making processes.

Information Relevant to the Job

Social network mapping can bea valuable source ofinformation for social
interaction activities associated with a job orposition. Recentresearch has
highlighted thateven fora ‘technical’ position like webmaster, organizational
and management skills are critical and can make a difference in performance
(Wade & Parent,2002). Social interaction is a major requirement in organiza-
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Table 2. HRM and social network mapping

wonesuadiuos SEMIDAISTY[ UL
uuadeurm swaged Sumnuumap
paug uonesuadog | ENpLATpUL UE 104 10 qol Mof
pue wonesuadwos e[ 10 | spo308) Suneanow B jo Jusucdues UCHIBLLLIOFUL Wl Suofuo Sy pur
10} AMPAIGIY sdnosd fnuapy Aynuapy | ersos sy amseapy | swened Anuapp [ ‘sapoy jemisnng ‘modwa) | nopessadwosy
Surpping Hurpymg
SSUIEUOD STSUIEUOD SO}
uonenodau uonEnedau STUOUCILIEY
swaned suonejan 20} sdnoad 10} SNEPIPUED SuumEuEm Aneonus
aakoqdwa [ROUIY (BN [ENUD, IS 10y suomsod S[apow “renua Juawambar uo SUOHE
[[RI2AC J0JIUOPY Apuapp Agnuap] [EonLE Agnuap] uoEnoEa] ‘Aouanbas g paseq qoysdens aafopdury
apyoxd
[EL20s “Asuap
‘EEIUAAIET DU
Aoudnanga i
FETCEL “JI0u EHNIUEPUNPAL
Haoa un-u | wesy pue Fuueys
Buowe Aupgreay -[eod o ey 10 ruapt
PuE AUt “SEMIAISTOUL srauuopad gy [PonEzET 0
aoureq “siadne pur ArgEyaEl Anuapt ‘wafe 10 o S0y [RINISNDS Buofuo JuuaFRuEm
[BUDIIEZIUET 30 305 aenundiy Euede apEneay SANBLLICU 324 | S[3POLLL JATEULION ‘Aauanbasg “pezodua] BRI TRITNER |
Funnmeyd
UOISEIINE S[apow E3|0Y RIS
Surpping Junnrepd I ) wE I Juanbag
UOLIEDCUMLLILLOD snsuaswod | 1aaned ‘saEprpues | Sumen amng pue “spusuannbay “AnEanua ‘rempouad Juamdojasap
reuonezieSicy | Fuppmg aamyngy Sunmen Agnuap] JuaLm Anuap] | IS 40 uonorpaLd “Anenual) “pezodua] puEe SupueL],
suaranmbog s[apow
nys digsiapes| Funseaanng
‘spawanmba s “spuauannbay
[euonauTg-sE0ss | jiys jo uonspad
“sjuamanmbar “sweapned uanbaggu
SISAELUR sraque dnoad uonIa|as 1118 [PUOTEZIL [BLLICUGR 13D Apenuao “rearpouad
PUBLLD [ 1a)es ‘sisdeus | Ewamu 103 ajygoad | efiopeucsndimm SERIIno 12N N0 [RIMIONGS Joysdeus uopINIs
[ruonEZIES Ly PUBLLIP [|14S [B10s yayep Amuap | ‘swaped Huuap) “Lauanbas g pue puodwa] | pue JuamInsay
PEjar Fupapow
uonezEic paepr dnoary | parepar sakopduy parej gop | woddns uosagg aanduasagg UONID[[0D BIEC]
WHH W as)) Buddemw y1ompau eros woay mdug aapaead WHH

Copyright © 2005, Idea Group Inc. Copying or distributing in print or electronic forms without written

permission of ldea Group Ine, is prohibited.



76 Bhattacharya & Huntley

tional skills. Therefore mapping of the *social” interaction requirements ofa job
helps managers leam more about itand may provide critical informationthat
constitutesthe jobdescriptionofa position, either formal or informal . Data
collection for such information may be periodical, althoughtemporal data is
needed to get a stable pattern for the social aspectofthe job.

Job-related information provided by socialnetwork mappingcanbe ofseveral
types. What isthelevel of interactionrequirement ofthejob inrelationto other
jobs/positions at the same or different organizational levels (frequency of
interaction)? Complex interaction patterns would reveal a higher requirement
of people-related skills, while sparseinteraction may indicate either technical/
specialized skills or lower skill requirements. Structural holes— thatis, the
distance between the network contacts —is also relevant for describing a
position. Are the network contacts far apart or close together? Far-flung
networks may indicate cross-functional interaction requirements, sometimes
across hierarchical levels, while tightly knit networks indicate homogeneous
work groups. Centrality ofthe position is yetanothercritical dimension that
indicates requirement for leadership abilities becausethe incumbent mayneed
toexercise more decision-making capabilities ifmost ofthe contacts in the
network are referring back tothis position often. Allthis information provides
critical input forrecruitment and selection processes, and helps in choosing the
‘right’ candidate fora job.

Job-related information provided by social network mapping can be used for
training and development purposes as well —to identify current and future
training requirements for a job. For example, central and critical jobs have
greater requirement for interpersonal training. Effective succession planning, an
emerging critical HR M activity (Burke, 1997). can also benefit from network
information on jobs. Jobs that are more central and critical in a network would
require more planning for succession in case of turnover/retirement of the
current incumbents. Network-based decision supporttools may help to set
normative targets forajob used in performance management processes. For
example, transaction alternatives, a dimension of networks, show redundancies
inthesystem intermsof input to particularindividualsand theiroutput to others.
Redundancies need to be optimized because of the trade-off between effi-
ciency (low redundancy) and flexibility (high redundancy). Performance man-
agement processes need to incorporate these trade-offs in their normative
targets for job performance. In yet another function of HRM. employee
relations, identification of central and critical jobs would help indetermining
betternegotiation strategies, as well as assist in maintaining a harmonious
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relationship. Management can focus theirefforts on these jobs, and achieve
greater efficiency in employeerelations. Finally, network informationrelated to
jobcanalso be aninput for compensationand benefit managementprocesses.
By measuring the social componentofajob, managers get an opportunity to
reliably incorporate the social components in their compensation design.

Information about the Person

Who does an individual interact with? Are they strong or weak ties? Are they
static ordynamicties? What types of information flow through theseties? Are
there power and status flow throughthese ties? How can the network determine
performanceoutcomes? These are someof the questions that can be answered
by social network mapping at the individual level. This information can be an
input for several HRM functions that aim to motivate people to give their best
and toimprove productivity and creativity.

Forexample, different network positions represent different opportunities for
an individual to access new knowledge. An employee’s network position
reveals his/her ability to access external information and knowledge. By
occupying a central position in the intra-organization network, an employee is
likely to access desired strategic resources. Such resources will fuel the
individual’s innovative activities by providing theexternal informationneces-
sary to generate new ideas. Ifan organization can identify the individuals who
occupy central positions in networks through social network mapping. then
moretargeted efforts canbe directed towards these individualsin developing
them forgreater creativity and productivity.

Atthesame time, the innovative work of the organization will benefit from direct
access to the knowledge residing in the individual. Knowledge is usually
distributed unevenly withinan organization (Ibarra, 1993) because it is difficult
tospreaditacross differentindividualswhere preexisting relationshipsamong
people are absent. Indeed, innovative ideas are often the result of interaction
among groups and team members. To foster innovation, information and
knowledge should be deliberately distributed. A network of people provides
channels for distributing information and knowledge thatas to stimulate and
supportinnovativeactivities. Thereforea central network position is associated
withinnovation outcomes within an organization (Tsai & Ghoshal, 1998). An
individual occupying a more central position in the network is likely toproduce
moreinnovations.
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Network informationthat profiles the social capabilitiesof individuals may be
used foreffective selection, fortrainingand development, for matching them
with positions, as well as to grow them within an organization. Effective
utilization of social skills would enable the firm toachieve better productivity.
Fulfillmentofsocial needs of individual s will increase the probability of retention
oftheindividual. For performance management processes, individuals canbe
assessedreliably againstnormativetargets set through established patterns of
interaction. This would be a significant improvement over subjective assess-
ments of organizational and social skills, and may help reduce costs associated
with altermative evaluation processes like 360-degree feedback. Inemployee
relationsactivities, identification of central and critical individuals helps man-
agement to focusefforts towards negotiation and harmony. Networks ofthese
individuals can be reached quickly and effectively through them. Exercise of
control indifficult situations can also be accomplished using their network
leverage. For compensation and benefit management processes, the social
profileofanindividual helps managers to identify someof the factorsthat would
motivate him/her. Therefore, customized compensation and benefits may be
designed to match each individual’s preferences.

Information about Groups

Socialnetwork mapping information is most relevant formanagement of groups
orunits withinanorganization. Although thereisan increasing recognition that
groups and teamwork are essential for organizational success, to date we know
little about how to best manage social activities within a group. Network
mapping helps by providing some answers to questionslike:

+ s the group formal or informal (compare mapped interactions with
organizational design)?

* Do membersofthe group change?

*  How does the group operate?

* Areinteractions frequent or sparse?

*  Who occupies the central position, the group leader or somebody else
whois sociallymore powerful?

+  Domostofthe interactions within the group occur during projects ordo
the social interactions continue in between projects too?
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Structural holes, which are non-connected distances between contacts in a
network: connectiveness, whichrefers towhether ornotall possible linkages
inanaggregate are being utilized: density, which is the numberofrelationships
expressed as a proportion of all possible linkages — are some of the main
parameters of network information that are useful for management of groups.
A network showing large structural holes indicates either a less cohesive group
oradiverse groupinterms of functional or cultural background. This willimpact
the skilldemand analysis ofthe group, selection of members for the group, as
wellas culture and consensus-building exercises thatcan be applied to the
group. Connectiveness is a relative concept, and the optimal level of
connectiveness isdifferent for different groups. Centrality of a group and its
connectiveness, both within the group and with other groups, can provide
significantinputfor training ofthe group members. Forexample, cross-training
is expected to increase connectivity. Similarly, density of interactionmay
indicate the homogeneity/heterogeneity of the group culture, which is an
important input for group intervention processes.

Performance management implications of network informationof groups are
the mostsignificant. Mapped patterns allow managers the scope to optimize
reachability (howmany links acommunication must flow through to get from
onenode to another) and inclusiveness (number of points thatare included
within the various connected parts of the network) for greaterefficiency in
communicationwithin groups. This facilitates management of performance by
effective sharing of goals, and by fostering efficient team work. Employee
relations efforts arealsoaided by improvementofcommunication channels for
reaching out to groups. Moreover, network informationhelps management to
identify critical and central groups for negotiationand consensusbuilding. For
compensation management, network mapping helpsthe management identify
groups, either formal or informal, for whom compensation and benefit pack-
ages should be homogeneous. Research indicates that employee dissatisfaction
arises most from perceptions of inequitable compensation (Mowday, 1991),
compared toreferent others in the organization. Network mapping provides
information on whothese referent others are so that the cause of dissatisfaction
may be addressed.

Information about Organization

Atthe organizational level, network mapping provides an overall picture of
network patterns within the organization. Although it may get extremely
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complex and difficulttointerpret these networks, there is quite some usefulness
for this information. Apart from showing the social culture of the organization,
network mapping identifies thecommunication pattern within the organization.
Does the CEO communicate with the managers and the employees? If so, what
isthe frequency? What is the pattem of interaction of managers with employ-
ees? Canemployees, ingeneral, cross hierarchical, functional boundaries to get
the work done? Isknowledge shared among employees? These are some of
the challenging but critical organizational questions thatnetwork mapping can
shed some light on.

Research has already highlighted the significance of intra-unit network ties in
spreading knowledge and best practices (Tsai & Ghoshal, 1998). Organiza-
tional units differ in their internal knowledge. practices, and capabilities.
Networks ofinter-unit links allow organizational units to access new knowl-
edge fromeach other and may increase their cost efficiency through dissemi-
nationof*best practices” withinorganizations. The centrality and criticality of
aunitintheintraorganizational network may determine the unit’s accessto
different knowledge, thusaffecting itsability torecognize and respond to new
market opportunities.

The HRM outputs that can be derived from network mapping information at the
organizational level are organizational skilldemand analysis for recruitmentand
selection, organizational communication pattemns for training needanalysis,
organizational target setting for performance management processes, balance
betweenefficiency and flexibility among inter-unit workflow, monitoring of
overallemployeerelation pattemns, and ascertainmentofan overall architecture
for compensationand benefitmanagement.

Complementary Network Information
at Difference Levels

Although social network maps can be constructed and analyzed at different
levels within the organization, and the information isuseful for individual HRM
processes, the bestusage of network data are complementary and symbiotic.
Consistent with the *configurational” approach to HRM (Delery & Doty
1996), this view is represented diagrammatically inFigure 2. The configura-
tional view proposes that HRM activities are most effective when applied in
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Figure 2. Use of social network mapping information at different levels
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‘bundles’ where practices are synergistic with each other. We assert that
information from social network mapping can also be applied in *bundles”.
Information at the job-, employee-, group-, andorganization-level canbeused
interactively in HRM decision processes.

Discussion

In this chapter we have discussed a new use of information technology in
management of people: the use of social network mapping software for making
better-informed decisions in HRM. The advent of user-friendly, yetadvanced
network mapping software has prompted us to enquire howthis software can
provide meaningful information for HRM processes. We have classified the
functionality offered by the software into datacollection, descriptive modeling,
and decision support, and have discussed how each of these functions can
provide information relevant to HRM functions. Wehave identified fourlevels
ofinformationusage in HRM related toa job, to a person, to a group or unit,
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and to the organization as a whole. Foreachof'these levels, we have explored
how the information obtained from social network mapping can franslate into
HRM input and assist in more informed decision making.

The contribution of this chapter lies inopening up awhole new way oflooking
at HRMdecisionmaking. Traditionally, the informational content for social
processes within an organizationis assessed subjectively, through perceptions
of'individual managers or supervisors. Social network mapping software
permits aradicalchangeinassessing thesocial interaction withinorganizations.
Through visualmappingas well as statisticalmodeling, the sofiware can provide
precise, relevant quantitative data for the network interactions. We have
exploredthe intersection of this technology and HRM activities toinquire how
itcanassist decision making in HRM.

We feelthat such application of social network mapping sofiware would be
especially beneficial for managers at all levels. For the supervisor or HR
manager looking tofill a given position, studying the network interactions of
current or previous holders of that position can greatly aid in selecting
candidates with the “intangibles™ desired for success. Similarly, fora manager
investigating the behavior or performance of a particularemployee, taking a
snapshotofactivity around theemployee can greatly aid understanding. Atthe
group or department level, network models may helpto identify synergies or
otherstrong linkages betweenthe groups. Finally, at the enterprise or organi-
zational level, a survey of the social network may help to explain certain
phenomena discovered through benchmarking studies of other firms. For
example,ifafirm is anearly adopter of advanced communication technology,
onemightexpect itto have fewer layers of communication between decision
makers (i.e., improved reachability) which could permit the firm to have a
“flatter” organizational structure.

However, technology isnotanend by itself. itisanenabler. By no meansdo
we imply that technology can replace the human judgment element in decision
making. The applicability of social network mapping sofiware is limited by the
capability of the decision maker. Nonetheless, tools like visualization and
descriptive modeling do make the task easier. Thelearningcurve forusing the
software and interpreting the results is relatively low compared to other
extensivedatabase management orknowledge management packages. We can
conclude, therefore, that social network software has the potential to be a
convenient and effective input for HRM processes.
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