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ABSTRACT

The present paper addresses the issue of collemivgpetence
and social capital analysis for collaborative netso The
objective of the project is to understand how dumilative

networks can be influenced considering the perspeof social

capital and core competences. In this model we ndiethe

emphasis on endogenous resources, once the teghnsjan a
general way, accessible to most of the companidstharefore
will not be a long term competitive advantage. Thedel

shows that collaborative networks will be more cefitive and
successful if they invest in to core elements tlae:

organizational culture and people. Therefore, thedeh
contributes for the researches in socio-organimatidiled and
provides a tool to evaluate collaborative networks.

Keywords: collaborative networks, social capital, colleetiv
competences, theoretical model.

1. INTRODUCTION

Working cooperatively allows access to new marka¢velops
efficient business processes in organizations eshemd reduces
risks, complements skills and probably, achievesefiitient
exchange of information and technology.

One of the emerging forms of cooperation betwedprprises
is called: collaborative networks (CNs). This kindf

collaborative arrangement can be defined as fornoéd
autonomous agents. These agents are also heteoogeire
issues such as culture, goals, environment, competeand
social capital. Considering the concept of CNs;aih be said
that this form of cooperation among companies steom the
common belief that together is possible to achteeegoals that
are more difficult to achieve individually or ureitiable.

As the understanding of collaborative networks dweifsaa
multidisciplinary view, this work has focused oretbollective
competences and its relationship with the someabaeipital
elements. The assessment of social capital witlmetaork can
generate a significant improvement along the CN Lfcle
business processes.

Nowadays, competences network are not limited te th
company'’s fences. Organizations use technology dik vat a
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distance, sharing knowledge and combining specific
competences. The network competitive advantagenigoi
combine production technology, individual and odilee
knowledge, financial assets, manufacturing seciefistrmation
systems and communication. Normally, these idiostie
elements combined generate unique effect, collectiv
competence, which is invisible to the competitorsd aso
difficult to be replicated.

The social capital differentiates itself from othfarms of
capital primarily for two aspects. The first is thainlike
financial capital, it grows with its use. The sedads that when
not practiced or not used the social capital teteddecrease.
This type of social capital may appear in severainf such as
language, goals, values, shared narratives, frigpdgrust,
obligations and expectations, norms of reciprocggnse of
gratitude, strong and weak ties within the netwook
relationships.

This paper aims to discuss the role of collectiepetence in
collaborative networks. We developed a theoretinatiel for
assessing the collective competence and socidlat@héments
in a collaborative environment.

2. COLLABORATIVE NETW ORKS

The concept of network is not new, but its use rdaya, has
been influenced by global changes, in politics,ietg¢c and
economics. Some strong arguments may explain the
dissemination of the use of networks concept. Ire@mnomical
perspective, a network may constitute an answeh#dlenges

for the organizations because of the intense catiggetaused

by a globalized economy. In a political perspegti@enetwork
seems to constitute an answer to the fiscal casd to the
erosion of the contemporaneous Government suprefihcy

Among the various types of networks, a specialveelee is
given to CNs. The concept of CN has become stroingercent
years within the academic and industrial areasofistitutes an
effort to bring about and modernize the traditionahcept of
cooperation networks among companies. A CN is domsd by
several entities (e.g., organizations and peopl&gt tare
autonomous, geographically distributed, and hetregus in
terms of their: operating environment, culture, iglocapital,
and goals. These entities collaborate to achiemenmman goals,
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and their interactions are supported by a compoétwork.
Unlike other networks, in CN collaboration is arteintional
property that derives from the shared belief thab@ with the
network members could achieve goals that would bet
possible or would have a higher cost if attemptgdthem
individually [2].

Network governance involves “a select, persistemd a
structured set of autonomous firms (as well as it
agencies) engaged in creating products or senhbesgd on
implicit and open-ended contracts to adapt to emvirental
contingencies and to coordinate and safeguard egelsaThese
contracts are socially, not legally, binding [3].

The mutual trust among organizations is the pdiméwerage in
the system where the actions must be focused iweroral
produce the desired results. Trust also reduces risle
perception of members of the network. The developnut
strategic actions in a network of organizationsrefwe,
depends on the existence of extensive relationbhged on
trust [4].

A low confidence level requires formal control, veha high
level of trust allows reducing the control. Becausfethis,
within the concept of governance networks, the ystwd
mechanisms of management is essential. One of thiea m
mechanisms for network management is the horizieatan
that has been a way to allow the flexibility ofework [5].

The degree of network governance is given by aftatures
that provide information about the organizationtgeinal
network and indicate in which points the networkndeds a
form of action or interaction differentiated [5]. Structural
analysis of the network enables the measuremedegfees of
connectivity (cohesion, density, degree of certirahmong the
nodes of the network [3].

The creation and consolidation of social capitahimi CNs has
consequences for the action [6] [7]. The first @neence is
that the social capital increases the efficiencywofk - high
levels of trust reduce the opportunistic behaviord ahe
transaction cost [7].

Another consequence is related to the encourageroént
cooperative behavior [7]. The concept of social itedpis
therefore, crucial to understand the institutiodghamics [6].
The mechanisms of creation and consolidation ofat@apital
in CNs reduces the likelihood of collective santtioand
influence on reputation.

The concept of Social Capital, when measuring ttergial of

wealth production that flows of the diverse forniscollective

association, allows to explore the impacts of tivé society in

the economic performance. It is possible to idgrfiifur main

ways that Social Capital, found in social networsmulates
the economic growth [8]: (i) high level of socialst and strong
reciprocity norms, reduce the transaction costd; gocial

networks attenuate the risks, allowing that theiembers
engage more in innovations; (iii) social networksilitate the
fast information dissemination and with this, th@guce the
asymmetries; (iv) social networks allow that its mieers
resolve easily their collective problems.

3. SOCIAL CAPITAL

The identification of factors capable of stimulatior restricting
the formation of interorganizational networks isated to the
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peculiar characteristics of individuals, compangs;ieties and
cultures involved. This means that although resultother
situations may serve as the basis for the undelistarof a
particular case. These results should be alwaytextralized to
the reality in which they are being applied.

The concept of Social Capital has gained interestthe
scientific community in significant variety of diptines.
Elements as: trust, networks of relationship arateslof norms,
are topics that are being discussed by researdfedgferent
areas.

The notoriety of the concept came from the publicabf the

book of Robert Putnam, in 1993, entitled "Makingnizeracy
Work: civic traditions in modern lItaly". In this wia Putnam
relates the results of a study of over twenty yestusly about
the ltalian society, in which the initial topic wé&s understand
the differences of the development of north andfsttaly. The

author concluded that the disparities between tutginal

performance and development of the regions ardtirgwf a

mayor presence of Social Capital (in case of thehnof the

country). The authors’ conclusions had fortressaotgn the
scientific community and were corroborated by ostadies [9]
[10] [11] [12] [13].

The central proposition of the theory of socialitaps that the
networks of relationships constitute a valuableuese for the
conduct of social issues, providing collective tapito the
network members. Much of this social capital is edded in
networks of knowledge and mutual recognition, whiichy up
feelings of gratitude, respect and friendship, ¢ar also bring
up in the form of social status or reputation, gdcamong
members of a specific network [14].

The most important studies on social capital adopgeneral
two different approaches. One defines that theasacaipital is a
collective benefit [15] [7], while the other clafiss social
capital as the individual benefits that can be audated by a
person [14] [16].

Taking into account the approach of collaboratieguvorks it is
important to define the role that social capitakes considering
the benefits achieved in the network by increasiisg
competitiveness. Therefore, in this study we defankybrid
approach, which takes into account both the roleatfiective
capital, as the individual gains.

The focus of Bourdieu’s approach [14] is to undsrdt how

different forms of capital - economic, cultural asdcial -

influence patterns of power and social status. dlteor argues
that social capital is the current or potentiabreses, related to
a long term recognition relationship network (mare less

institutionalized). Thus, the concept is more idatto

individual and class benefits from the personatiehships and
socially shared values. In this point of view, Hueial capital is
considered a property of the individual, since rioyides, in

essence, individual benefits. The social capital timis, an
element, which the actors use to maintain or erdémar status
and their power in society. [14].

Coleman has a utilitarian approach of the socigbitah
asserting that, as well as other forms of capitds, productive,
it makes it possible to achieve certain purposas$ would not
otherwise be achieved. To this author, social edpinsists of
all elements of the social structure fulfilling tHenction of
serving as a resource to individual actors to aehtaeir goals
and satisfy their interests [15].
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Putnam [7] follows Coleman [15] definition when Hefends
that voluntary cooperation is easier in a commutlitt has
inherited a good stock of social capital in themfoof rules of
reciprocity and civic participation systems. Theiabrules are
useful because they transfer of an actor to andtteeright to
control an action that can have consequences, iEsir
negative. These rules are sustained by both szaf@ih and
sanctions. The most important are the rules ofprecity,
which can be specific, involving the simultaneowshange of
items of equal value [7].

For Nahapiet and Ghoshal [6] social capital is‘#hen of the
actual and potential resources embedded within,iladle
through and derived from the network of relatiopshossessed
by an individual or social unit”.

This definition of social capital is suitable fanrostudy since it
unifies the two approaches view of social capital brings into
account the power issue, not restricting the aimlye

horizontal relationships.

In the study of Social Capital and its importaneéhie creation
of intellectual capital, Nahapiet and Ghoshal [fposed three
Social Capital dimensions, which astructural, relational and
cognitive. Although, the authors have understood analyticall
the Social Capital in dimensions, they point thagrreat part of
the characteristics studied are highly related, twdh@es not
disable the classification, therefore facilitatdse tconstruct
comprehension.

In the structural dimension of Social Capital analgzed: the
presence or not of relationships between the acttre
configuration or morphology of the network, desiri the
standards of connections, through variables as itgens
connectivity network configuration, stability arids [15].

The relational dimension describes the kind of qeat
relationship, developed through a history of intémms [17].
This concept focuses on aspects that influencebétaviors,
like: respect and friendship, which are going tccide to
sociability, acceptance and prestige. Two actors @ecupy
similar positions in a network, however if their @onal and
personal attitudes differ, their actions will béfelient in many
aspects; therefore is related to a behavioral commip which is
revealed through facets as trust and distrust{P[18], norms
[15] [7], obligations and expectations [15] [17]eipation and
diversity tolerance [6].

The third dimension of Social Capital: cognitivefars to the
resources that emanate shared visions, interpmetatand
systems of meaning, mainly codes and narrativedhgaalues
and other cultural elements. Some authors affirat tinis
dimension is not being explored in the literat6k [

In order to understand the connections betweerakoapital
and collaborative network governance, we must fbeze
understand different forms of social capital. Récstudies
distinguish “bonding”, “bridging” and “linking” sdal capital
[12].

The bonding social capital is characterized byrsreelations
of mutual aid in the local context and high level$
participation, which results in dense multi-funatb ties and
strong but localized trust. This type of social itap “is

characterized by happening among people in some'likaly”

- it generates empowerment within horizontal neksoof
equals [12].
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However, this mutual support can be limited to peagho are
inserted into the network and can not be extendedther
networks or groups. Moreover, the bridging sociapital is
developed among different groups of actors - is tase, from
different networks - and it serves to expand thélssland
network resources, that is not accessible in otlagrs [12].

The linking social capital considers relations nequal power.
This type of social capital is specially importdot this study,
because it allows to unify the collective sociapita with the
individual social capital views.

We emphasis that the issue of social capital ifNecontext is

lack explored. Although the word “trust” appearssmof the

time, it is related as an isolated concept ancaaatn element of
social capital [19].

4. LINKING COLLETIVE COMPETENCES AND
SOCIAL CAPITAL IN COLLABORATIVE NETWOKS

Collective competences emerge from cooperationsynérgy.

The starting points are the individual competenedsch in a

suitable context, when combined, result in collexti
competences. Le Boterf emphasizes that these cenyest are
network competences, based in a group of peoptetuperate
to reach a goal. In this case, there is a techswi#arity, even
if “network authors” would be distant geographigdR20].

Collective competences are constituted by: (i) novk how to
build a common representation to operational probland the
goal to be achieved; (ii) to establish a common ratpes
language that represents the capacity do commeniitsite the
network; and (iii) to know how to cooperate intaetwork with
different norms, cultures, resources and cognifivecedures
[20]

We defend that collective competence is the phenomef a
group or organization of people’s ability to wortwards a
common task in a sufficient way. The general cometits of
collective competences are: (1) roletaking, (2{wes symbols
and language, (3) sensemaking, (4) time and spégge,
communion, (6) exchange of meaning, (7) familiadtyd (8)
unit. These variables explain how the network ienied and led.
Hansson argues that sensemaking is the basis éogrtbup
performance [21].

There are at least three normative principles tizhvan activity
system (network) must conform if it is to act corngmely:
making collective sense of events in workplace etlgping and
using a collective knowledge base and developirsgresse of
interdependency. Boreham says that competencesotcdren
conceptualized independently of either the cultafe the
workplace or the learning processes [22].

The global competition is not exactly a threat &opportunity
for agile and dynamic organizations. He sees thgarozational
skills as: structural and dynamic view of the sgite
interaction of four elements: innovation and tedbgy, people,
structure and processes, and culture [23].

Organizational competences are dynamic and conghéerents
that vary with the technological advances and chantn
organizational marketing strategies. This dynamiewv of
competences indicates that organizations must rogaty
change and learn to adapt to the external envirohotenges.
This is important because current competences doetme
problems tomorrow if the organization keeps infideiface to
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the imperative for change. In other words, the go#b develop
new competences while the current ones still yigldd results.
In this approach, the goal is to innovate consyantisearch of
improving organizational performance [24].

Attempting to structure the organizational compegeooncept,
Drejer describes them as composed of four elentbatsare
dynamically inter-related: (i) technology (physicistem and
tools), (ii) people (the basis of competence dgwalent), (iii)
organization (formal system of management) and ¢ivijure
(understood as informal organization) [24].

Despite the lack of consensus about the organimtio
competence concept and the difficulty of estahlighi
boundaries among the different levels (resourcapalailities,
competences) it seems clear that competences riildie
based on collective perspective and dynamic apprdiaked to
the dynamic capability concept [24].

The dynamic capacity is the organizational abildyintegrate,
build and reconfigure internal and external exgerticcording
to the competitive environment changes [25]. To ellgy
dynamic capabilities involves frequent organizasionhanges
and requires large investment in people and orgéoizal
flexibility [26].

The following model - Collective competence develgmt in
collaborative networks— proposes that network fatiot
context is fundamental to establish learning pastesind the
competence development system. This system cors/evge
collective competences and competitive advantageetder, to
keep competitive, the organization has to makeaceh (i) to
change, building new dynamic capabilities using its
organizational radar and intelligence, or (ii) taysinflexible
face to the need for change.

A collaborative network can use existing sourcesso€ial
capital in the local context in which it is embedder can
develop them internally. In the first case, theialoactors bring
to the interior of networks throughout the histary social
relationships existing among them, which implies itlea that
companies have not only economic reasons - a cohldile
network is also driven by knowledge exchanges.

If the networks derived from social relations backmd, there
remains the possibility of accumulating social &zlgnternally.
Unlike the conventional forms of capital, sociapital grows
from its use, that is, the more you use, the moaedumulates.
Thus, companies that have activities together,oatines, can
generate internally a stock of social capital.

Collective competence development in collaborative networks
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Fig. 1. Collective competence and social capital encollaborative network. Social Capital diagram ae based on [20].
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The next step of the research is to test the miod#ie some
Brazilian CNs. We also intend to test the modeloiher
countries to analyze the influence of cultural éssun the
network collaborative governance.

5. CONCLUSION

Social Capital is a component of the Social Theba is being
considered as a key-element for the human and edono
development of the communities. Some reasons thdtibute
for the interest in Social Capital are: the valdette social
relations in social and economic discussions, the
transformations of the society and the role of 8tate, the
importance of network relations to improve economic
performances and the necessity of concepts to stahel the
complexity of human being. The Social Capital caa b
understood as a set of informal norms and valugsnwn to
the members of a specific group, that allow thepeoation
among them. Many authors point the difficulty toasere that
concept; most of the time it is possible to meashecabsence
of Social Capital instead of its presence.

Considering Collaborative Networks (CN) it is imfzort to

analyze the impact of their development and, camesety,

evaluate aspects of their creation, operation,disgblution. In
other words, the exploitation and, even though,gleeration
of Social Capital are closely related on the progréng of the
groups qualification (induction) and in which manttee agents
manage the network.

The collective competences are important for thepetitive

edge of the network because they are specificaecltd the
context and therefore they are much more difficiat be

imitated by competitors. Thus, the competence faangeople

or in physical systems is easier to imitate thanadbmpetence
found in managerial skills or the organizationatute. This is

the main point of this research, the belief of ifmportance of
developing strong management structure and cuttomsistent,
hard-to-be copied by competitors.

Considering this, the main objective of this stiglyo present a
model, from our research experiences, which takesrdle of

social capital and competence development in colktlve

networks.
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