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ABSTRACT

This paper examines whether there are systematic differences between types

of individuals in the degree to which they rely on friendship networks in

making complex decisions. The Random Assignment Procedure (RAP) is

introduced as a non-parametric test of significant differences between types

of individuals in a social network context. For a cohort of 170 MBA

students the patterns of interviews with recruiting organizations were

tracked unobtrusively over a five month period. The sample was divided into

those who were especially attuned to the role expectations of others (high

self-monitors) and those who preferred to be themselves despite social

pressures (low self-monitors). The results showed that, relative to the

lows, the choices of the highs were significantly more similar to those of

their friends. Further, the lows and the highs were significantly different

in their rankings of criteria used to evaluate potential employers. The

results suggest that the social network, as a decision making resource, may

be as much an expression of personality as it is a constraint on individual

choice.



Organizational Choice	 3

Organizations consist of individuals linked to each other by both

formal and informal relationships. A social network approach focuses on

these relationships between organizational members, in contrast to

psychological and sociological approaches that focus on individual or group

attributes. Recently, the network approach has led to many new insights

concerning how structural relationships can affect important organizational

outcomes (e.g., Brass, 1981; Krackhardt & Porter, 1985; 1986).

Missing from network studies of organizational relationships, however,

has been any discussion of dispositional differences. In moving from the

analysis of attributes toward relationship-centered analysis, network

researchers appear to have lost sight of individual variability and its

potential effects on the strength of relationships. The present paper

offers a way to bridge the gap between the developing network paradigm and

the recently resurgent dispositional approach (e.g., Schneider, 1987; Staw,

Bell, & Clausen, 1986; Staw & Ross, 1985; Weiss & Adler, 1984).

Both the network approach and the dispositional approach focus on

decision making. From a network perspective, decisions are the outcomes of

contagion among a set of interrelated individuals through such processes as

cohesion among friends or structural equivalence perceptions among

competitive role occupants (Burt, 1987). From a personality perspective,

decisions result from relatively stable underlying dispositions. Thus the

two approaches focus on completely different causal processes, with network

analysts viewing decisions as outcomes from a system of relationships, and

personologists viewing decisions as the outcomes of individual histories of

preferences. The network approach tends to take snapshots of decisions
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across the network at one moment in time (e.g., Walker, 1985), whereas the

dispositional approach is generating more and more longitudinal research

tracking individuals over the life course (e.g., Gerhart, 1987; Staw, Bell,

& Clausen, 1986; Stay & Ross, 1985).

In summary, the two approaches offer opposing perspectives both in

terms of variables (relations in networks versus individual dispositions)

and research design (snapshot across the network versus history across

time). In bringing the two approaches together, it may be possible to pose

new questions that have not previously been considered. For example, are

there systematic differences between individuals in the degree to which they

rely on friendship networks when making important decisions? To answer this

question requires an examination of the effects of friendship networks on

decision making for different personality types. By combining network and

dispositional approaches it may be possible to take a fresh look at non-

routine, unprogrammed decision making.

The combined approach requires innovative analytical tools that may

themselves be useful to further cross-disciplinary research. One of the

reasons for the absence of network research from a dispositional perspective

has been the lack of appropriate statistical procedures. When relations

between people are the unit of analysis, the observations become

systematically intercorrelated. Most standard techniques of significance

testing, such as least squares analysis of variance, assume independent

observations. Recently, social network statisticians have developed non-

parametric significance tests for the analysis of structurally

autocorrelated data (e.g., Baker & Hubert, 1981; Krackhardt, 1987; 1988).
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The present study builds on the logic of this work to introduce the Random

Assignment Procedure (RAP) as a significance test for individual difference

variables in a social network context.

The present paper suggests that for some people more than others, the

friendship network may help simplify complex decision making by, for

example, reducing the number of viable alternatives that need to be

considered. The selection of alternatives has been identified as one of the

most difficult steps in complex decision making (Slovic & Lichtenstein,

1971). Some people more than others may rely on the simple heuristic,

"Select alternatives selected by my friends," rather than perform the

difficult calculations suggested by normative theories of choice.

Following the lead of previous research (e.g., Soelberg, 1967) the

organizational choice decision was chosen as an example of the kind of

complex decision making that is little understood and yet which "forms the

basis for allocating billions of dollars worth of resources in our economy

every year" (Soelberg, 1967, p. 20). The literature on organizational

choice (see Schwab, Rynes, & Aldag, 1987, for a review) examines the process

by which job seekers choose among recruiting organizations. 	 Whereas

routine decision making, such as the management of inventories, has been

successfully simulated on computer programs, complex decision making, such

as organizational choice, the purchase of new equipment, and the development

of new products, continues to defy simple modelling (see Mintzberg,

Raisinghani, & Theoret, 1976, for an attempt to model such complexity)

In the case of organizational choice, further research on personality traits

has been recommended as a way to explain the striking variety of decision
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making styles exhibited by subjects who are highly homogenous on demographic

and socioeconomic measures (Rynes & Lavler, 1983).

The self-monitoring personality variable was hypothesized to moderate

social influences on organizational choices in the present research. The

self-monitoring construct (Snyder, 1974; 1979; Snyder & Gangstead, 1986)

distinguishes between those who are especially attuned to the role

expectations of other people (high self-monitors) and those who insist on

being themselves despite social expectations (low self-monitors). The basic

idea is that, compared to high self-monitors, "low self-monitors rely less

on social cues to direct behavior and more on introspection" (Caldwell &

O'Reilly, 1982, p. 125).

Hypothesis 1. Relative to low self-monitors, the organizational choices

of high self-monitors will be more highly correlated with the organizational

choices of their friends.

Recent research has also suggested that high and low self-monitors

differ in the evaluative criteria they bring to the choice process.

Particularly relevant to the present research is the evidence that high

self-monitors choose on the basis of socially defined realities, whereas low

self-monitors choose on the basis of intrinsic quality. For example,

whereas high self-monitors choose products on the basis of the image they

project, low self-monitors choose on the basis of the products' quality

(Snyder & DeBono, 1985).

Adapting this research to the organizational choice process, we might

suspect that, compared to low self-monitors, high self-monitors would be

more interested in the reputation, public image, and prestige of
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organizations. The image of the organization, like the image projected

about consumption goods in advertising, should have particular salience for

high self-monitors. The organization that one joins becomes an integral

part of one's self image, and high self-monitors are very concerned with the

"images of self that they project in social situations" (Snyder & DeBono,

1985, p. 588). Further, high self-monitors prefer job situations that offer

clearly defined roles (Snyder & Gangstead, 1982). It is as if high self-

monitors wish to place themselves in situations that have strong social

norms.

By contrast, low self-monitors prefer situations that allow them the

freedom to be themselves (Snyder & Gangstead, 1982; Snyder & Harkness,

1984). Relative to high self-monitors, they will, perhaps, evaluate

organizations on how much autonomy in work procedures is encouraged.

Further, we can expect that low self-monitors will choose work compatible

with the values and beliefs that are central to their self-identity.

Based on the above discussion, hypothesis 2 predicts that high and low

self-monitors will place different values on certain factors relevant to

organizational choice. The six factors listed in Table 1 were selected to

discriminate between the value systems of high and low self-monitors.

Factors 1, 3, and 5, can be categorized as individual freedom factors,

likely to appeal to low self-monitors. These factors consist of: Freedom

from pressures to conform both on and off the job; The opportunity to

determine my own work methods and procedures; and, Work that is compatible

with my personal values and beliefs. Factors 2, 4, and 6, in Table 1 can be
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categorized as social conformity factors, likely to appeal to high self-

monitors. These factors consist of: Work that is of high status and

prestige; A clear idea of exactly what my role in the organization will be;

and, The organization's reputation and public image.

Hypothesis 2. Compared to the lows, high self-monitors will rank social

conformity factors as more important to their organizational choices;

compared to the highs, low self-monitors will rank individual freedom

factors as more important.

Insert Table 1 about here

Method

Sample

The sample consisted of a class of 209 second-year MBA students at

Cornell University and excluded non-residents who were ineligible to work in

the United States. The average age of respondents was 27, and 70 percent

were male. Eighty-seven per cent of the sample completed mailed

questionnaires. Both questionnaire and behavioral data were available for a

total of 170 people, or 81 percent of the original sample.

The MBA Bidding Process

Organizational choice in the present study was operationalized as those

organizations students tried to interview with over the five month

recruiting period. The business school used a computerized bidding system

under which each student could spend a total of 1300 points bidding for

interviews with the 119 organizations that recruited at the school. In
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general, those students who made the highest bids for particular interview

slots were automatically selected.

Measures

Independent Variable

Friendship. A pair of individuals was considered to be a friendship

pair, if either person claimed the other as a personal friend on a

questionnaire. Individuals were allowed to nominate choices on the basis of

personal definitions of friendship rather than on the basis of researcher-

imposed constructs (cf. Kelly, 1955).

Moderating Variable

Self-monitoring. Self-monitoring was measured using the recently

revised form of the Self-Monitoring Scale (see Snyder & Gangstead, 1986, for

a complete discussion of the psychometric properties of the new scale).

Recent work (Gangstead & Snyder, 1985) has strongly suggested the existence

of discrete classes of self-monitors. The self-monitoring score can be

understood as indicating the probability that an individual belongs to

either the high or the low self-monitoring category. To make the present

work compatible with previous work (e.g., Gangstead & Snyder, 1985, p. 339),

the sample was split so that those with scores of 11 or greater were

classified as high self-monitors.

Factors Important to Organizational Choice

Students ranked the six factors in Table 1 in order of importance for

their choices of organizations. The prediction was that factors 1,3, and 5

would be ranked more highly by high self-monitors, whereas factors 2, 4, and

6 would be ranked more highly by low self-monitors.
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Dependent Variable

The dependent variable was the pair-wise similarity in bidding

behavior. Each individual could bid for interviews with 119 organizations.

Thus for each individual it was possible to construct a bidding vector, 119

cells long, that showed for each organization, whether or not a bid had been

made. A bidding correlation matrix was constructed by correlating these

bidding vectors for all pairs of individuals.

Analyses

The random assignment procedure (RAP). In order to determine whether

the observed difference in correlations between low and high self-monitors

could have resulted from chance alone a distribution of 10,000 possible

correlation differences was generated by randomly allocating people to the

low and high self-monitoring categories. The following procedure was

repeated 10,000 times.

First, a vector of 170 random numbers was generated. Second, these

numbers were assigned ranks from 1 to 170, with the lowest number becoming

"1," and so on. This procedure created a vector of numbers from 1 to 170 in

a random order. Thus, the number "2," for example, might be the 110th number

in the sequence. Third, these randomly ordered numbers were matched with

the numbers used to identify people in the original matrices. For example,

if "2" was in the 110th position in the random vector, the person who had

been assigned number 110 now became person 2.

The effect of this procedure was to randomly reassign the order in

which people were numbered in the matrices. In the original matrices, the

low self-monitors (those with scores less than 11) were numbered 1 to 100,
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and the high self-monitors (those with scores of 11 or more) were numbered

101 to 170. In the randomly reordered matrices, the first 100 people were

also treated as if they were low self-monitors, whereas the last 70 people

were treated as high self-monitors. The correlations between friendhsip

patterns and bidding patterns were calculated separately for the "lows" and

the "highs," and the difference between the correlations was stored in a

file.

The random assignment of people to low and high categories was repeated

10,000 times to create a distribution of possible differences in

correlations. This distribution was then examined to see how many times the

observed difference in correlations had been generated by chance alone. For

example, if the observed difference in correlations was equalled or exceeded

in 250 of 10,000 trials, then the observed difference would be significant

at the 0.025 level (one-tailed test).

Nonparametric tests of ranked factors. In order to test whether there

were significant differences in the way high and low self-monitors ranked

the factors in Table 1, the ranks attributed to each set of factors by each

individual were summed. The first set of factors (1, 3, and 5) were

hypothesized to be preferred by low self-monitors. Each individual's rank

scores for factors 1, 3, and 5 were summed, giving a total that could range

from 6 (i.e., 3+2+1) to 15 (i.e., 4+5+6). Similarly, each individual's rank

scores for factors 2, 4, and 6 (hypothesized to be preferred by high self-

monitors) were summed.

The mean rank score for each set of factors was calculated for low and

for high self-monitors. To test whether these means were significantly
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different from each other, a nonparametric analysis featuring the Kruskal-

Wallis test (chi-square approximation) vas performed.

Results

The first hypothesis suggested that self-monitoring would moderate the

correlation between friendship ties and bidding similarity. As reported

elsewhere (Kilduff, in press), the overall correlation between friendship

ties and bidding similarity was significant (p < .0001). Table 2 indicates

that self-monitoring did moderate this significant relationship. The

correlation between friendship and bidding correlations was higher for high

(r=.13) than for low self-monitors (r=.09). To determine whether this

difference was significant, the Random Assignment Procedure (RAP) was used

to output a distribution of 10,000 possible differences between the two

groups. The observed difference of .036 was equalled or exceeded in 404 of

10,000 trials. The result, then, was significant at the .04 level (1-tailed

test).

Insert Table 2 about here

Were high self-monitors, compared to lows, more concerned with choosing

organizations on the basis of such socially defined criteria as prestige and

reputation, as suggested by hypothesis 2? Did they look for organizations

that offered clearly defined roles? The answers to these questions is yes,

as Figure 1 illustrates. Compared to low self-monitors, high self-monitors

ranked more highly factors concerned with social conformity (numbered 2, 4,
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and 6). Table 3 indicates that the difference between high and low self-

monitors on the overall ranking of these factors was significant (p<.02).

Insert Figure 1 about here

Similarly, low self-monitors, compared to highs, reported that freedom

from social pressures was more important to their choices of organizations.

As Figure 1 shows, the lows, relative to the highs, ranked factors numbered

1, 3, and 5 as more important to their choices. Table 3 indicates that the

difference between high and low self-monitors on the overall ranking of

these individual freedom factors was significant (p<.01).

Insert Table 3 about here

Discussion

The results support the two hypotheses. First, the choices of those

students who were most susceptible to social influences (high self-monitors)

were more similar to their friends than were the choices of those students

who tended to be guided by their own attitudes (low self-monitors). Second,

high and low self-monitors were significantly different with regard to

social conformity and individual freedom criteria they used to evaluate

potential employers.

The results indicate that there may be systematic differences among

individuals in the degree to which they rely on social networks in making
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complex decisions. These differences appear to be quite robust, extending

in the domain of both decision criteria and behavioral choices.

Previous research has suggested that people rely on social information

in making ambiguous decisions (Pfeffer, Salancik, & Leblebici, 1976), and

when information is scarce (Granovetter, 1974; Kunreuther, 1978). There has

been little attempt, however, to explore the possibility that people's

preferences for social information may depend not only on situational, but

also on dispositional, factors.

One of the reasons for the absence of research linking personality

variables with social network analysis has been the lack of appropriate

statistical procedures. This paper introduces the Random Assignment

Procedure as a non-parametric test of individual differences in a network

context. This procedure tests for significant differences between discrete

classes of people. The classes can be defined on the basis of personality

scores or other measures of individual differences such as biodata (e.g.,

Neiner & Owens, 1985) or career interests (e.g., Holland, 1985). In the

case of self-monitoring, both theoretical arguments and empirical evidence

support a categorization of people into two discrete classes, the highs and

the lows (Gangstead & Snyder, 1985).

For dimensional constructs on which people are assumed to vary

continuously, RAP can be used if the people can be grouped into categories

predicted to differ in the strength of their relationships. For hypotheses

that do not require partitioning people into non-equivalent classes, the

Quadratic Assignment Procedure (Baker & Hubert, 1981) can be used to answer
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questions of the type: do people with similar dispositions also have similar

behaviors? (See Krackhardt & Kilduff, in press, for an empirical example.)

One of the goals of future research is to answer the question: does

reliance on the social network improve decision making? Previous research

has suggested that the benefits of using social networks are matched by the

costs (Rook, 1984). Individuals appear to differ in their ability to derive

support from social ties (Riley & Eckenrode, 1986). The present research

suggests that high self-monitors are better able to utilize networks for

information gathering and advice than low-self monitors. A follow-up study

could examine whether the two groups differed with respect to such important

organizational outcomes as job satisfaction, career advancement, and salary.

The debate over the relative importance of situational and personality

factors for organizational behavior continues to rage in the literature

(e.g., Davis-Blake & Pfeffer, in press; Schneider, 1987). This paper has

suggested a way to move beyond the current controversy: some people tend to

be situationally sensitive, whereas others tend to be dispositionally

consistent. From this perspective, different types of people can be expected

to be influenced differently by the social networks they create and

maintain. The social network, as a decision making resource, may be as much

an expression of personality as it is a constraint on individual choice.
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Table 1

Factors Important to Organizational Choicea

Factor	 Source

1. Freedom from pressures to conform 	 Vroom, 1966.
both on and off the job. (L)

2. Work that is of high status and
	

Vroom, 1966;
prestige. (H)
	

Lawler et al.,
1975.

3. The opportunity to determine my own 	 Lawler et al.,
work methods and procedures. (L) 	 1975.

4. A clear idea of exactly what my role 	 Snyder &
in the organization will be. (H) 	 Gangstead,

1982.

5. Work that is compatible with my	 Snyder &
personal values and beliefs. (L)	 Gangstead,

1982.

6. The organization's reputation
	

Pieters,
and public image. (H)
	

Hundert, &
Beer, 1968.

a An 'L' (for 'low') or an 'H' (for 'high') in
parentheses indicates that either low or high self-
monitors are hypothesized to rank the factor as more
important to organizational choices.
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Table 2

The Moderating Effects of Self-Monitoring on the Correlations Between

Friendship Ties and Bidding Similarity 

GROUP	 r	 Da

Self-Monitoring

Highs	 70	 .131

Lows	 100	 .095

.036*

a The difference between subgroup correlations.

p < .05 (1-tailed), using RAP.
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Table 3

Rankings of Factors Important to Choices of Organizations by High and Low 

Self-Monitoring Categories 

Group	 Na	 Meanb
	

S .D.

Individual Freedom Factorsc

Low Self-Monitors	 104	 8.88	 2.61

High Self-Monitors
	

77	 9.94	 2.59

Social Conformity Factors
d

Low Self Monitors	 104	 11.93	 2.76

High Self-Monitors
	

77	 11.06	 2.59

a
All respondents, including those who didn't bid for interviews.

b The mean of summed rank scores for the set of three factors.

Kruskal-Wallis (Chi-Square Approximation): Chi-Square =
7.03, df=1, p=.0080.

d Kruskal-Wallis (Chi-Square Approximation): Chi-Square =
5.90, df=1, p=.0152.
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Figure 1

Mean Rank Scores for 6 Factors Important to Organizational Choice 

Categorized by Low (L) and High (H) Self-Monitors 
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Mean Rank
Score
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Key.

Individual Freedom Factors
1. Freedom from pressures to conform both on and off the

job.
3. The opportunity to determine my own work methods and

procedures.
5. Work that is compatible with my personal values and

beliefs.

Social Conformity Factors.
2. Work that is of high status and prestige.
4. A clear idea of exactly what my role in the

organization will be.
6. The organization's reputation and public image.
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