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-CAN GOOD CITIZENS LEAD THE WAY IN PROVIDING

Most companies have in recent years undertaken

some type of program for continuous improvement,
be it in service delivery, manufacturing guality, or
another domain (Hackman & Wageman, 1995; Pow-
ell, 1995). The training of individual employees to
bring their actions into compliance with program
objectives tends to be a major concern among these
organizations, However, the extent and sophistica-
tion of training in quality improvement programs
seems to bear little relation to their success (Powell,
1995). A possible reason for this is lack of moti-
vation among the training participants. As noted
by Hackman and Wageman (1995), most of these
organizational efforts do not fundamentally change
the motivational structure of the work. They sug-
gested that, in such cases, it should not be antici-
pated that nonmanagerial employees will easiiy
commit themselves to completely new patterns
of behavior that they have not accepted. Most qual-
ity improvement efforts seem to presume that ac-
ceptance can be achieved either by direct persua-
sion from authority figures or through peripheral
information, such as rewards or changes in task
structure.

This study tested the effects of wsing frontline
employees who were seen as engaging in the most
organizational citizenship behavior as leaders in a
service quality improvement effort. Organ defined
organizational citizenship behavior (OCB} as *indi-
vidual behavior that is discretionary, not directly ar
explicitly recognized by the formal reward system,
and that in aggregate promotes the effective funec-
tioning of the organization™ (1988: 4). This kind of
behavior includes such actions as helping other

- QUALITY SERVICE?

employees on organizationally relevant tasks and
performing in & conscientious manner. The objec-
tive of the present study was to examine whether
selecting the best organizational citizens to be ser-
vice quality leaders can lead to higher service qual-
ity effectiveness.

THEORY AND HYPOTHESES

Many studies have examined the antecedents {cf.
Organ & Ryan, 1995) and consequences (e.g., Chen,
Hui, & Sego, 1998) of OCB, but to our knowledge
no research has examined means by which goed
organizational citizens can be better utilized ta en-
hance organizational effectiveness. We adopted a
proactive approach to this issue by fecusing on
how an organization can actively facilitate a stron-
ger relationship between OCB and organizational
effectiveness. In the present study, we examined
how high-OCE performers, or what we called good
organizational citizens, may better contribute to an
organization. Specifically, we integrated a training
perspective  with an  interpersonal influence
perspective to investigate how good organizational
citizens may lead others toward higher service
quality. ‘

The basic proposition of our study is that geod
organizationa) citizens can be trained to effectively
lead their colleagues ta provide better-quality ser-
vice to customers. We argue that peers who are
goad organizational citizens are good candidates
for leading quality service initiatives. The study
experimentally examined whether good citizens
could more strongly influence their fallows to con-
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form to a service quality initiative than could ran-
domly selected frontline employees. We also com-
pared a situation in which no employees led the
quality service initiative to the two leader situa-
tions.

A common approach used to induce frontline
employees to follow the quality initiatives of an
organization is training, Noe (1986) noted that for
training to be successfully transferred by employ-
ees to their work, they must have a positive attitude
toward the desired behaviors. These attitudes are
shaped by beliefs about the behaviors’ usefulness
and social acceptability. He also noted that social
influences, particularly messages from peers, are
significant determinants of these attitudes. Indeed,
the practitioner literature is replete with examples
of failures to implement change caused by inade-
quate acceptance among frontline employees. Lar-
kin and Larkin (1996) observed that changes requir-
ing frontline employees to modify their behaviors
usually fail unless those employees themselves are
involved as agents of the change. Supervisors and
other managers rarely have the credibility that is
needed to encourage pesitive attitudes toward
change and persuade frontline employees to alter
their behavior, especially in the absence of tangible
incentives for doing so. In addition, the need for
change, the desirability of change, and the means of
change are more effectjvely communicated face-to-
face. Most managers do not have the time to inter-
act with fronttine employees in small groups or
one-on-one. Thus, we expected that service quality
training principles would tend to be more effec-
tively diffused amang frontline employees when
representatives from their units—regardless of
whether they are good organizational citizens or
not—are trained and charged as change agents.

Hypothesis 1. Compared to an organizational
unit with no trained frontline employees serv-
ing as change agents, units using frontline em-
ployees as change agents will experience more
successful implementation of a service quality
initiative in terms of customer satisfaction and
the supervisor- and self-ratings of employees’
conformance to the quality scheme of the or
ganization. :

From an interpersonal influence perspective,
there is a specific advantage in utilizing the hetter
frontline organizational citizens to induce changes
in their peers’ behavior. Good organizational citi-
zens are better candidates for service quality lead-
ership because they may be more credible sources
of influence. This is because good citizens tend to
maintain a strong service orientation that is visible
to their peers. When performing a leadership func-

tion in service quality, they may be seen as persons
who “practice what they preach,” and this charac-
terization will enhance their credibility as purvey-
ors of a service quality message. Psychological re-
search has established that direct and persuasive
communications from credible sources influence
attitudes more than direct communications from
less credible sources or from peripheral sources,
such as explicit incentives and source attractive-
ness (Wu & Shaffer, 1987). Thus, we expected that
good citizens would outperform other frontline em-
ployees as effective agents of change.

Hypothesis 2. Compared to an erganizational
‘unit using frontline change agents who are ran-
domly selected, units using frontline employ-
ees who have exhibited good citizenship be-
havior as change egents will experience mors
successful implementation of a service guality
initiative in terms of custamer satisfaction and
the supervisor- and self-ratings of employees’
conformance to the qualify scheme of the or:
ganization.

If good citizens are indeed hetter leaders than
other types of frontline employees (Hypothesis 2), a
follow-up issue is how the good citizens achieve

 their effectiveness. As discussed above, we suggest

that good citizens are better-quality initiative lead-
ers because they are credible sources in the service
area. It may be argued, however, that good citizens
achieve their effectiveness because they are betier
role models than randomly selected frontline em-
ployees. For example, Bandura suggested that
“modeling” was “one of the most powerful means
of transmitting. values, attitudes, and patterns of
thoughts and behavior” (1986: 47). Observers can
acquire both cognitive skills and patterns of behav-
iors by observing the performance of others. Thus,
good citizens may induce others to follow their
behavior by acting as good role models. To examine
whether good citizens achieve more effactiveness
than modeling alone would account for, we com-
pared the levels of conformance to the quality ini-
tiatives asscciated with the good citizens and the
randomly selected quality leaders. If hoth types of
guality leaders exhibited similar levels of transfer
of knowledge from training room to workplace, yet
the peers of the good citizens exhibited higher lev-
els of conformance to the initiatives than the peers
of the randomly selected frontline employees, then
modeling could not have accounted for all of the
effects of the good citizens. Thus, we expected that
conformance to an organization’s service quality
program would be similar among the service qual-
ity leaders who exhibited good citizenship behav-
ior and among service quality leaders who were
randomly selected and that the service quality lead-
ers would not show differential transfer of skills.

METHODS
Sample and Procedures

The present study involved three U.S. branches
(A, B, and €} of a large multinational bank and a
tatal of 189 tellers (58 in branch A, 66 in branch B,
and 65 in branch C). The participants were all
tellers at the bank and ranged in age from 20 to 33
years, with a mean age of 25.7 years; 74 percent
were women, and 95 percent had at least a high
school education. The tellers had been employed in
the organization from 1 to 7 years and had been in
their present positions from 1 to 6 years (% = 2.4
years}). There were no significant differences be-
tween the participants in the three branches in age,
education level, and organizational tenure.

To assess the effects of the experimental condi-
tions on the conformity of the tellers to the servics
quality scheme (both as self-rated and as rated by
supervisors), we used a repeated-measures design
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crossing three branches (no leaders versus random
leaders versus good citizen leaders) by two times
{before and after training of leaders). Analyses pre-
dicting customer satisfaction were conducted using
one-way analysis of variance {ANOVA).

The sample space for the present study was 43
branches identified by bank personnel as meeting
three criteria: sufficient size (aver 50 tellers), per-
formance similar to other available branches, with
performance measured in terms of customer feed-
back, and relative newness of establishment. One of
the authors then randomly selected three branches
using computer-generated random numbers, A
treatment condition was then randomly assigned to
each of the three branches. Because the hypotheses
dealt with the effectiveness of training good organ-
izational citizens for leadership, the first step in the
procedure was to identify the better citizens to
serve as service quaiity leaders. Once these leaders
were identified, they had to be familiarized with
the company’s service quality initiatives. In the
present study, we used the organization’s own ser-
vice quality scheme. Thus, after leader identifica-
tion. the next step was to train them to understand
the guality scheme of the organization ard to teach
them how to pass on the service quality messages to
their coworkers.

Identification of service quality leaders. To
identify the best prganizational citizens, two
branch mansgers who were familiar with all the
tellers in branch C were trained to observe OCB at
their branch. Two months before the training ses-
sion, these managers used the eight-item altruism
subscale of the OCB instrument developed by
Smith, Organ, and Near {1983) to make indepen-
dent and unobtrusive behavioral observations at

the branch for four weeks, recording the names of .

ten tellers who regularly performed acts of good
organizational citizenship. Sample items include
“helps others who have been absent,” “yolunteers
for things that are not required,” and “helps athers
who have heavy work }oads” {a = .90). The record-

ing sheets were cross-matched for the employees

who were mentioned by both supervisors. Six tell-
ers from this branch received nominations frem
both supervisors and were considered key service
quality leaders. These six service quality leaders
were invited to participate in a training program.
To verify the managers’ observations, we also ob-
tained and compared the OCB ratings of all the
branch tellers in the present study. The immediate
supervisors provided these OCB. ratings hased on
the Smith et al. scale about one-and-a-half months
prior to the pretest data collection. We asked the
bank to include the OCB items in its annual perfor-
mance evaluation. For branch B, one of the authors
randomly selected six tellers from the list of all
tellers in the branch to participate in the training
program.

The 12 service guality leaders were trained to-
gether simultaneously. Branch A served as the
comparative branch. The total training group con-
sisted of 12 tellers, two men and ten women, with
a mean age of 26.1 years. There was no significant
difference between the service quality leaders and
other subjects in age, education, and tenure.

Training the service quality leaders. The train-
ing consisted of three weekly, 120-minute group
sessions led by an independent management con-
sultant with substantial experience in training ser-
vice workers for quality improvement. This trainer
was blind to the branch membership of the partic-
ipants. Session 1 covered the new company policy
aimed at improving the gquality of service. Session 2
covered how to identify specific bahavior changes
needed to improve service quality and how to use
conversation to sensitize other tellers o the poten-
tial benefits of quality improvement. Service qual-
ity leaders were then asked to apply what they
learned to their conversations with other tellers at
work. Session 3 was a review of these conversa-

. tions and a brainstorming session about alternative

settings and strategies that would afford possible
opportunities to initiate additional conversational
contacts with their coworkers.

Dependent Variables and Data Collection

- Three methods were used to assess quality prac-
tices: customer satisfaction ratings, self-ratings, and
supervisors’ observations. .

The bank collected customer satisfaction data
regularly. The present data were obtained two
months after the end of the training. One hundred
thirty-two customers from branch A, 142 from
branch B, and 150 from branch C indicated how
satisfied they were with the services provided by
the tellers of the branch using the following scale:
5, “extremely satisfied™; 4, “satisfied”; 3, “neither
satisfied or unsatisfied”; 2, “unsatisfied”; and 1,
“extremely unsatisfied.”

The self-ratings were the tellers’ reports of their
own conformance to the bank's service quality
scheme, Surveys from al the tellers in branches A,
B, and C were obtained in the same manner one
month before and then two months after the end of
the training. Tellers were asked to indicate how
frequently they personally practiced the seven be-
haviors described in the quality guidelines on a
five-point scale (5, “regularly”; 4, “frequently”; 3,
“moderately”; 2, “occasionally”; and 1, “rarely”).
Each behavior was represented by a survey item.
The seven items were (1) have a “first time right”
attitude when providing service to customers, {2)
identify customers’ needs when they approach for

 assistance, (3) listen to the needs of each individiial

customer, (4) look smart and confident, (5} give
personal attention to customers, (6) always be will-
ing to help customers, and (7) provide prompt ser-
vices to customers. The average rating for all prac-
tices was a teller's mean quality performance score.
The Cronbach’s alpha for this scale before and after
training was .89.

The third method of performance measurement
was supervisory ratings of teflers’ conformance to
the service quality scheme of the bank. The branch
supervisors were asked to rate the compliance of
sach teller working in the branch one month before
and then two months after the service quality lead-
ers training. The items and the response scale were
the same as those used for the self-ratings. The
Cronbach’s alpha for this scale before training was
.83, and after training, it was .81.
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RESULTS

To test whether the service quality leaders se-

lected in branch C were indeed better organiza-
tional citizens, we first examined the supervisory
retings of their OCB that were collected earlier as
part of the company performance appraisal. As
noted above, these ratings were made sboul one
month prior to the pretest and used the Smith et al.
(1983) scale. We compared the OCB ratings for the
employees of the three branches plus the two
groups of OCB leaders using a one-way ANOVA,
The results indicated a significant difference
between these five groups of employees (n = 201;
Fj 108 = 4.81, p <.001). Post oc analysis indicated
that the good citizens identified in branch C had
higher OCB ratings than the other four groups of
employees, whereas the other groups’ means were
not significanily different from one another. Be-
cause there was convergence between the OCB rat-
ings and the supervisors’ observations (see Meth-
ods), we inferred that the OCB leaders had
generally higher levels of OCB than the other tellers
i1 these branches had. In the debriefing section that
followed the completion of the study, the supervi-
sors, bank managers, and OCB leaders reported
they were not aware of being in & study of service
quality leadership effectiveness.

We conducted cogfirmatory factor analyses
(CFAs) to further examine the internal structure of
our scales, We first subjected each of the four scales
(two times and two sources, SUpervisor- and self-
ratings) to individual CFAs. To assess whether the
observed covariance matrix fitted our hypothesized
model, we used the comparative fit index (CFIL
Bentler, 1990) and the standardized roct-mean-
square-residual (RMSR; Joreskog & Sérbom, 1986)
as indicators of overall model fit. Results of these
analyses indicated that all four scales had good fit
(time 1 self-Tatings, n = 189, x*1, = 82.82, p <001,
RMSR = .03, CFI = .90; time 2 self-ratings, n = 189,
Xiq = 48.29, p < .001, RMSR = .03, CFI = .95);
time 1 supervisor ratings, n = 189, x*1q = 23.84,
p > .05, RMSR = .02, CFI = .97; and time 2 super-
visor ratings, n = 189, x%, = 28.00, p < .02,
RMSR = .02, CF1 = .96). We also subjected the
contemporanecusly measured scales ta the same
CFA, allowing the error term of the same indicator
to be correlated across sources within the same
time period. The CFA models for both periods
yielded acceptable fit indexes (n = 189; time 1:
¥eo.= 13856, p < .001, RMSR = .02, CFI = .96;
time 2: ¥%s = 145.21, p < .001, RMSR = .03,
CFI = .94). :

To check the independence of the scales, we
again conducted CFA. To model the within-subject
effects, we allowed the error terms of the items
rated by the supervisors and by the tellers over time
to be respectively correlated. To madel the com-
mon factor that nnderlies the same item within the
same time perind, we allowed the error term of the
same indicator ta be correlated across sources
within the same time period. The resulting CFA
model vielded an acceptable RMSR but an only

marginally acceptable CFI (n = 189, %, = 813.50,
p < .001, RMSR = .04, CFI = .89} Taking into
consideration the possible comman factor underly-
ing the same item acrass time and rating source,
this result indicated that the four measures could
be distinguished fairly well from each other. Be-
cause the four measures were guite highly corre-
lated, to further examine their discriminant valid-
ity, we combined the two factors with the highest
interfactor correlation (between subardinate time 1
and supervisor time 2, r = .86, p < .01) into one
factor (x%a;0 = 875.31, p <.001, RMSR = .04, CFi =
.88) and compared this simplified model to the
four-factor model. Results of this ansalysis indicated
that the two models were significantly different
from each other [Ax®; = 61.81, p < .003). This
analysis indicates that despite the high interfactor
correlation, combining the factors would reduce
model fit significantly. Thus, the four-factor model
fit better than a three-factor model, indicating the
independence of the factors.

Testing the two hypotheses called for two differ-
ent analytic téchniques, given the two types of de-
pendent measure: customer satisfaction ratings and
employee conformance ratings. We first examined
the customer satisfaction ratings using a ane-way
ANOVA. Hypothesis 1 suggests that branches B
and G, the two branches with trained frontline em-
ployees as change agents, should have higher cus-
tomer satisfaction ratings than branch A, the cne
with no change agents. Hypathesis 2 suggests that
branch C, the one with good citizens as change
agents, should have higher customer satisfaction
ratings than branch B. Results of the one-way
ANOVA indicated that there was a significant dif-
ference between the three branches (F,, 42, = 17.89,
p < .001). Post hoc analyses using the Scheffé test
indicated that C had significantly higher customer
ratings than B and A and that B had significantly
higher customer ratings than A. Thus, the customer
satisfaction ratings supported both hypotheses.

To analyze the conformance measures for Hy-
potheses 1 and 2, we used a repeated-measures
multivariate analysis of variance (MANOVA)
When examining these two hypotheses, we ex-
cluded the quality leaders from the analyses. We
had two measures of conformance, the telier self
ratings and their supervisors’ ratings. We first ex-
amined whether our data satisfied the statistical
assumptions of MANOVA, the first of which is
multivariate normality. Because we did not expect
our independent variables ta be correlated with
sach other, we did not expect to vielate this as-
sumption. Furthermore, this assumption is robust
when degrees of freedom for the srror term are

above 20. With at least 58 cases in each cell, this
assumption appeared to have been met.

Another assumption of repeated-measures
MANOVA is homogeneity of the covariance ma-
trixes of the dependent variables. This assump-
tion was tested by Box’s M-statistic (Fap 120,842z =
6.02, p < .001}. This statistic was significant,
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TABLE 1
Means, Standard Deviations, and Correlations®
Mean  sd. 1 F 3 4 5 ) 7 8
1. Age 25.70 231
2. Gender 0.74 0.4¢ -.02
3. Educational level 203 0.29 .05 .06
4. Firm tenure 240 078 =01 -—.06 -.09
5. Service quality, self-rating, time 1 3.683 . 0.55 .08 .07 .06 06 (.89)
6. Service quality, supervisor rating, time 1 3.61 046 02 .06 05 .07 .B7%**  (.B3)
7. Service quality, self-rating, time 2 344 050 -.04 -—-05 -—-D2 -.01 i el 67*** (.89}
g. Service quality, supervisor rating, time 2 3.83 044 .02 .01 .05 —.05 - I : Ml .B7***  (.B1}
# Yalyes in parentheses are Cronbach's alphas.
**r p < 001,
TABLE 2

indicating that the covariance matrixes may not
have homogeneous covariance. A closer exami-
nation of the variences of the 12 cells of depen-
dent variables (three branches X two sources X
two times) indicated that the largest ratio be-
tween any two variances was smaller than 3:1,
which is within acceptable levels. To examine
the effects of the possible heterogeneity of vari-
ance on the paramster estimates in our repeated-
measures MANOVA model, we first conducted
two separate sets of repeated-measures ANOVA
in which we separately used the supervisor rat-
ings and the self-ratings as dependent variables
in each mode! {for self-ratings, branch X time:
n = 189, Pillais’s trace = .15, Wilks's lambda =
.85, Hotelling's trace = .18, Roy's largest root =
.18, F, 146 = 16.63, p < .001, " = .15; for super-
visor ratings, branch X time: n = 189, Pillais's
trace = .17, Wilks’s lambda = .84, Hotelling’s
trace = .20, Roy's largest root = .20, F, 188 =
18.37, p < .001, n* = .17). Results of the ANQOVAs
yielded the same pattern as the repeated mea-
sures MANOVA.

Because heterogeneous covariarnces are rather ro-
bust to equal cell sizes and large sample size, we
also examined the effects of the possible heteroge-
neity of variances on the parameter estimates by
reducing the different cells to equal sample size.
We accomplished this by randomly deleting eight
cases in branch B and seven in branch C, respec-
tively, to yield equal cell size (that is, 58 in each
branch) between the three levels of our between-
subjects factor (branches). Results of this equal-
cell-size analysis yielded the same pattern as the
full sample (n = 174, branch X time: Pillais's
trace = .26; Wilks's lambda = .74, Hotelling’s
trace = .35, Roy’s largest root = .35, F; 17, = 29.49,
p < .001, n? = .26). To ensure that the random
deletion of cases did not bies the results, we re-
peated the randorm deletion of another set of eight
and seven cases from the original sample of branch
B and C, respectively, and then tepeated the anal-
ysis. Again, results indicated the same patterns
{n = 174, branch X time: Pillais's trace = .28,
Wilks's lambda = .74, Hotelling's trace = .35, Roy’s
largest root = .35, Fy, 45, = 30.13, p < .001, 7=
.26). Another assumption of repeated-measures
MANOVA is the normality between predicted de-
pendent variable scores and errars of prediction.

This assumption was examined by studying the
residual “scatterplots,” which did not reveal coher-
ent patterns, as would indicate nonnormality, non-
linearity, or homoscedasticity. Together, these var-
ious tests supported using the repeated-measures
MANOVA. '

Results of Repeated-Measures MANOVA®

Time 1 Time 2

Service Quality Ratings Mean sd., Mean sd

Self
Branch A 3.61 0.58 3.70 0.56
Branch B 3.51 056  3.81 D.50
Branch C 3,64 0.58 4.09 .59
Supervisor
Branch A 3.55 D.48 3.83 0.45
Branch B 3.61 0.45 3.82 0.39
Branch C 3.66 0.45 4.03 0.40
Time 183.35***

Branch X time 29.17**"

*Branch n's: A, 58; B, 68; C. B5.

5 < 001

Results of the tests of Hypotheses 1 and 2 using
the repeated-measures MANOVA were reported
in Table 2. We did not expect source (supervisor
or self) to affect the dependent variables. We
expected a significant interaction term between
time and branches only because Hypothesis 1
predicts that branch B and branch C will have
higher conformance than branch A at time 2 and
that branch C will have higher cenfarmance rat-
ings than branch B at time 2. Consistent with this
expectation, only the interaction between time
and branches was significant. All the multivari-
ate statistics were significant and had dcceptable
effect sizes (n = 189; Pillais's trace = .24, Wilks's
larabda = .76, Hotelling’s trace = .31, Roy’s larg-
est root = .31, Fy. 156 = 29.17, p <.00%, 7* = .24).
Post hoc analyses using the Scheffé test indicated
that for the supervisory ratings of conformance at
time 2, both branch B (p « .037) and branch C
(p < .001) had higher conformance ratings than
branch A. Thus, Hypothesis 1 was supported by
the supervisory ratings. The branch C ratings
were also significantly higher than those for
branch B (p < .014). Thus, Hypothesis 2 was also
supported by the supervisory ratings. For the
self-ratings, branch C had significantly higher rat-
ings than branches A {p < .001) and B (p < .017),
respectively. However, branch B did not signifi-
cantly differ from branch A on self-ratings.

The repeated-measures MANOVA alsa offered us
insight into whether the three branches had com-
parable histories in terms of conformange prior to
the introduction of the quality leaders. Post hoc
analyses of time 1 supervisory ratings and self-
ratings indicated no significant differences.
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Hypothesis 2 also suggests that the two types of
trained leaders should not differ in their conform-
ance after the training [no differential transfer). We
compared means and standard deviations of the
supervisory ratings of the conformance of the ran-
domly selected leaders (branch B} and the OCB
leaders (branch C): (before training—B: ¥ = 3.18,
s.d. =.12; C: % = 3.18, s.d. = .14; after training—B:
X =400 5d = .11; C % = 4.16, s.d. = .13).
Self-ratings of conformance were also cormnpared
(before training—B: ¥ = 3.33, s.d. = .18;: C: % =
3.16, s.d. = .14; after training—B: % = 4.16, s.d. =
-16; C: x = 4,16, s.d. = .12). Although the sample
was small, a repeated-measures ANOVA showed
no difference between B and C in supervisory rat-
ings of the leaders’ conformance (F; = .28, p > .10)
or in the self-ratings of their conformance (F, = .17,
p = .10)
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1. Writing summaties for the following two sections in English (Keep your

summaries within 150 words each): (& %)
[ Summary means a concise statement of the main points using your own words

(a) Historically, academic work has been seen as highly satisfying (Sales &
House, 1971) and, in comparison with other occupations, relatively
stress-free (French et al., 1982). As Thorsen (1996) points out, until recently,
it was generally believed that factors such as antonomy, role clarity and
tenure protected academics from the job characteristics and working
conditions usunaily associated with occupational stress: e.g. lack of job control,
time constraints, role ambiguity and job insecurity (Kahn et al., 1964). A
non-competitive, coilégiate culture was also believed to provide a protective
and supportive framework which acted as a buffer in potentially stressfl
situations {(Gmelch et al., 1984).

The image of academia as an occupation that is intrinsically low in stress
and high in satisfaction is exemplified by a longitudinal study of 1600
American academics conducted over three decades by Willie & Stecklein
(1982). Whilst this study did not examine work-related stress directly, 80
percent of respondents indicated that they found their careers satisfying and,
given the opportunity, would make the same career choice again.
Respondents’ level of job satisfaction did not significantly differ between the
first and second wave of data collection (i.¢. 1956 and 1968), and only
slightly decreased in the final wave (1980). Academic working conditions,
however, have changed significantly in the last 20 years. Thorsen (1996)
suggests that university lecturers and researchers now experience similar
pressures to professionals in any large organization. Willie & Stecklein’s
findings should be contrasted with a more recent national study conducted in
the UK (Kinman, 1998), where 52% of a sample of 782 academics indicated
that, if given the opportunity to start afresh in their careers, they would not
choose to work in higher education. ( ;4—7,) _
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- (&) Over the past decade, companies such as
Chrysler, Xerox, Ford, and Whirlpocl have dras-
tically cut their number of suppliers so that they
can move away from making supply decisions
based primarily upon price (Dyer, 1986; Fram,
1995). Instead, their intent is to build the endur-
ing relationships that are an essential part of
quality improvement programs, just-in-time in-
ventory control, and similar management prac-
tices (Moss Kanter, 1983). Recent research in
management {e.g., Chow & Holden, 1397; Doz,
1996; Smith, Carrell, & Ashford, 1985; Zaheer,
McEvily, & Perrone, 1998a), marketing (e.g.,
Doney & Cannon, 1997; Fram, 1995}, and materi-
als management (Moore, 1998; Morgan & Hunt,
1994; Smeltzer, 1997; Zaheer, McEvily, & Perrone,
1998b) indicates that trust is an important facter
in the success of such long-term relationships.

Trust is “a state invelving confident positive
expectations about another's motives with re-

~spect to one's self in situations entailing risk™

.(Boon & Holmes, 1391: 194) and, thus, is an ori-

entation toward others that is beyond ratienality

 (Lewis & Weigert, 1985; Tyler & Kramer, 1356)
because it increases one's vulnerability to op-
portunistic behavier (Cummings & Bromiley,
1996; Zand, 1972). In the same vein, McAllister
explains trust as “the extent to which a personis
confident in, and willing to act on the basis of,
the words, actions, and decisions of anocther”
{1995: 25), and he empirically identifies cogni-
tive- and affect-based trust as separate con-
structs. This combination of views and findings
provides us with a definition of trust between
individuals (ie., interpersonal trust).

However, trust clso occurs at the level of the
organization (organizational trust) and has empir-
icaily been found to be different from interper-
sonal trust {Doney & Cannon, 1997). Zaheer et al.
describe organizational trust as "the extent to
which organizational members have a collec-
tively held trust orientation toward the pariner
firm" (1998a: 143). This definition closely matches
the understanding 6f macrolevel trust in sociol-

. ogy. For example, Coleman explains trust at the
macro level as being a “a generalization of the
two actor system of mutual trust, but [it] involves a
greater number of actors” (1990: 188). Coleman
also argues that there is circularity {(feedbuack) be-
tween the macro and micro, and micro and macro,
levels. To keep our analysis manageable, we treat
trust as a steady stete and avoid these feedback

~ issues, which really speak to the formation and

_development of trust at the macro level. '
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Management resecrch on organizational trust is
largely in agreement that it is beneficial for per-
formance, but the results of research on interper-
sonal trust are less clear. For example, Chow and
Holden's (1997) study provides strong support for
the importance of interpersonal trust, whereas
Zaheer and colleagues (1998a,b) found that its role
was less important than thet of organizational
trust. We contend that more theory is needed be-
fore the importance and effects of trust are more
fully understood. Therefore, we address this ques-
tion here: How does trust affect the quality of so-
lutions to problems of adaptation in relational
contracts? Organizational trust, with its implicit
rules for such things as information disclosure,
provides a context for interpersonal trust and the
relationship between negotiators. The theoretical
contribution of this work, therefore, is to show how
organizational trust and interpersonal trust inter-
act to affect negotiators’ motivation to find optimal
solutions to problems of adaptation. Also, and as a
consequence of those discussions, we offer the
first explanation of the role of affect-based trust in
relational contracting.

Qur discussions focus on the execution stage
of the contracting process, where the need can
arise for adaptation beccuse of the changes in
demand and requirements on amount, quality,
delivery times, and so forth that the contracting
parties have to deal with jointly.! Although we
assume that contracting parties desire a long-
term relationship, we do not assume that there
are any additional expectations, such as interor-
ganizational learning or technology transiers,
where trust may also be important. To frame our
discussions and establish cur main constructs,
we start by briefly summarizing extant thinking
on relational contracting end trust. { 25°%)
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2. Case Analysis (50%)

It is literally impossible for a month to go by and not have Bill Gates leering at you from the
cover of one or more business periodicals. As co-founder and chairman of Microsoft, he seems to be
everybody’s pick as one of America’s foremost corporate leaders. First a little background on Gates,
then some comments from a recent interview.

Gates grew up in Seattle, Washington, His father was a prominent attorney and his mother a
supporter of community cultural and educational activities. He attended a prestigious private school,
went off to Harvard for college, but quit to start a business. He and his friend from high school, Paul
Allen, began a business writing software for the first personal computers. While executives at the
big computer companies like IBM, Digital, and Control Data saw not future in PC’s Gates and
Allen disagreed. They envisioned a world where everyone would own one or more personal
computers. And as part of Gate’s vision, he saw his company. Microsoft. Providing the basic
operating software and programming software for these new machines.

Of course, history has proven Gates right. PCs became the computer of choice by both
business and indiyviduals. Meanwhile, almost al those PCs have Microsoft software inside them.
And Microsoft has become a company valued at more than General Motors, As Microsoft’s largest
stockholder, Gates is worth in excess of $20 billion.

In 1995, Gates published his first book, The Road Ahead. Tt was an immediate best seller. Not
a biography, the book essentially described Gates’s iﬁterpretation of what has happened, so far, in
the communication revolution and his vision of what the future holds. Several chapters describe
how he and Allen saw the potential for PCs well before the large computer companies. Gates tells
how he believed he had no choice but to drop out of Harvard-while he loved college; he figured
time was of the essence. If be and Allen didn’t move quickly to begin writing software for PCs,
someone else would fill the opportunity. Ironically, that concern with moving quickly to grab
opportunities continues today. Microsoft, the company, reflects the ambition, aggressiveness, and
paranoia of its con-founder and chairman. Never satisfied to rest on its accemplishments. Microsoft
behaves like a company fighting for survival. And as it does, it makes life miserable for its
competitors.

One of the more interesting topics in Gates’s book is his description of what he thinks most of
us will be carrying around with us in a few years-a wallei-sized PC. This “appliance” will do almost
anything for you. It will allow you to check on your bank balance, get a stock quote, access your
e-mail, talk with fiiends or business associates, send messages to people, make flight reservations,
check highway traffic patterns, or search the Internet for shopping bargains. It will even provide you
with digital currency. You won’t have to carry money with you since your wallet PC will be your
money source. And the appliance will allow you to transfer funds from your bank account to wallet
PC when the latter gets low money.

Critics of Gates fear the power he is amassing at Microsoft. Some even think he wants to rule
the world. He laughs off that claim, but one can’t ignore the power that come from controlling the
operating systems of 80 to 90 percent of all computers and having the wealth to buy jut about
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anything or anybody. When ask why so many people are worrted about him and Microsoft. He says
he thinks it’s because of the focus on the information revolution and the change it is bringing about.
“It is bringing change, and change does cause problems. People are afraid of change. You know, the
status quo, even though you can complain about it, you like a lot of things that are going on. And 8o
Microsoft, almost iconically, represents this. pace of change, and doing new things and people
imagine that we actually know exactly how it’s going to unfold, which certainly isn’t the case.”

Please Answer the following questions in English
1. Bill Gates is at the top of nearly everyone’s list of corporate leaders. Why? Explain (1 O%)

" 2. What characteristics make Gates a transformational leader? Explain (15%)
3. Do you think if Bill Gates bad finished Harvard, earned an MBA, and joined IBM, he would
have risen rapidly up the IBM ranks? Explain (10%)
4. Do you think he would have been seen as a leader at [BM? Explain (15%)




