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Purpose. The paper explores attitudinal and behavioral antecedents of trust and respective outcomes
within the service industry at multiple levels of analysis. Method. Data were obtained from academic
and administrative service providers (n = 76) and clients (n = 868) using paper-and-pencil and on-line
questionnaires. Findings. Individual, dyadic and organizational factors throughout service delivery affect

Keywords: trust as a behavior. Value fit between service providers and clients contributed to trust as a behavioral
}I;'tsize action. Implications. Our findings confirm that success of service delivery is a multi-dimensional
Service phenomenon. It confirms that actionable trust is a dominant factor in service success, thus calls for the
Values need to pay attention to the relational aspect of service encounters. Finally, value fit between clients and

Fit service providers is crucial in achieving trust throughout the service interaction. Originality. The study
Stakeholders provides a management tool for measuring action based trust within service organizational context.
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La confianza como accion en las empresas de servicios: perspectiva
multidimensional
RESUMEN

Palabras clave:

Confianza Objetivo. Este trabajo explora los antecedentes actitudinales y comportamentales de la confianza y sus con-

Justicia secuencias en el sector de servicios a diversos niveles de analisis. Método. Se obtuvieron datos de provee-

Servicio dores de servicios académicos y administrativos (n = 76) y clientes (n = 868) mediante cuestionarios de pa-

Valores pel y lapiz y online. Resultados. Factores individuales, diddicos y organizativos afectan a la confianza como

ﬁjci's;‘i stas comportamiento en todo suministro de servicios. El ajuste de valores entre los proveedores de servicios y
10n1

clientes contribuye a la confianza como accién comportamental. Implicaciones. Nuestros resultados confir-
man que el éxito en el suministro de servicios es un fenémeno multidimensional. Confirma que la confian-
za como accién es un factor dominante en el éxito en los servicios, lo que plantea la necesidad de prestar
atencion al aspecto relacional de los encuentros de servicio. Por tltimo, el ajuste de valores entre clientes
y proveedores de servicios es fundamental para lograr la confianza en toda interaccién en la prestacion de
servicios. Originalidad. El estudio aporta una herramienta de gestién para medir la confianza centrada en la
accion en el contexto de las empresas de servicios.
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How does one measure the success of modern organizations? More
specifically, how does one measure the success of service organizations?
Because of the centrality of clients in service settings (Rust & Huang,
2012), what would be the relative importance and outcome of long
lasting successful dyadic relationship in a service environment? This
paper examines the trust concept in service organizations by presenting
a multi-level model for exploring and measuring service drivers.
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The concept of trust have been studied and explored. It has been
proved that a trusting relationship assists in both group performances,
as well as in organizational performance (Brower, Lester, Korsgaard,
& Dineen, 2009; Hempel, Zhang, & Tjosvold, 2009; Mach, Dolan, &
Tzafrir, 2010; Zaheer, McEvily, & Perrone, 2007). This paper focuses on
understanding and measuring the “trust-informed actions” (Dietz &
Den Hartog, 2006, p. 564), both at the organizational and the dyadic
levels, and their impact in a service setting.

We explore this in order to differentiate actionable trust from
organizational and dyadic trust and their role in organizational
context. Furthermore, we emphasize the role of trust, because
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in service settings, which are based on dyadic interactions, trust
based on informed actions is key in achieving effective organiza-
tional results.

Service settings are a delicate environment. One reason is the key
role stakeholders play in service organizations (Van Buren IIl & Green-
wood, 2011; Verbeke & Tung, 2012). In order to enhance service delive-
ry, understanding the stakeholder’s contribution is essential (Tzafrir,
Chalutz Ben-Gal, & Dolan, 2012; Van Buren & Greenwood, 2011). For
instance, stakeholder’s input, such as accessible resources (Verbeke &
Tung, 2012), social and environmental agenda (Russo & Perrini, 2010),
inter-organizational potential collaboration (Savage & Bunn, 2010), as
well as others, might assist any output in service organization.

Within service settings, client feedback and long term loyal-
ty is also of utmost importance (Armenakis & Harris, 2009; Harris
& Goode, 2004). Building successful client relationships based on
trust, whether with internal or external partners, is an important,
yet challenging phenomenon, in modern organizations (Czarniawska
& Mazza, 2003) and even more so in service organizations (Reynolds
&Beatly, 1999). Moreover, one cannot overlook the importance of dy-
adic interaction between service providers and their clients (Chuang
& Liao, 2010; Coulter & Ligas, 2004; Liao, Toya, Lepak, & Hong, 2009;
Liao, Yen, & Li, 2011). Despite extensive research conducted in eva-
luating various factors separately and their role in service success, as
well as extensive research on internal and external factors in service
settings (Chandon, Leo, & Philippe, 1997; Hitt, Bierman, & Shimizu,
2011; Liao et al.,, 2011), little attention has been given to evaluate
the conditions that impact action-based trust. Our paper examines
the effect of discrete context (Johns, 2006), and explores behavioral
based trust (Dietz & Den Hartog, 2006) on service outcomes within
the service industry context (Johns, 2006).

Theory and Hypotheses

A substantial amount of theoretical and empirical work has sug-
gested that trust is also a critical factor in inter-organizational col-
laboration (Alter & Hage, 1993; Bromiley & Cummings, 1996; Currall
& Judge, 1995; Fichman & Levinthal, 1991; Jarillo, 1988). It has been
argued that trust has a positive effect because it strengthens dyadic
ties (Fichman & Levinthal, 1991), speeds contract negotiations (Reve,
1990), and generally reduces transaction costs (Bromiley & Cummings,
1996). Additional research revealed that trust affects managerial prob-
lem solving (Zand, 1972), openness and receptivity (Butler, 1991),
affective commitment (Herscovitch & Mayer, 2002), and risk taking
(Mayer, Davis, & Schoorman, 1995). Furthermore, it has been found
that trust boosts performance of working teams (Bijlsma-Frankema,
De Jong, & Van de Bunt, 2008). Nevertheless, most social psychology
studies focus on trust as a belief or trust as an intention, neglecting
the importance of trust as an action. Dietz & Den Hartog’s (2006) work
sheds light on trust also from a behavioral perspective. The authors
conceptualize the process of trust as (at least) three “phases” of trust:
trust — the belief, trust - the decision, and trust - informed actions (Di-
etz & Den Hartog, 2006, p. 564). Therefore, our research model focuses
on various antecedents of trust as an action.

In service settings, it was found that trust enables a long-last-
ing relationship. Johnson and Grayson (2005) found that satisfaction
with previous interactions contributes to trust. The authors pro-
posed that client satisfaction (in financial services industry) is pri-
marily based on core aspects of service delivery and found support
for a relationship between trust and sales effectiveness. Others found
support for the positive relationship between trust and other aspects
in the service industry (Kantsperger & Kuntz, 2010; Park, Lee, Lee,
& Truex, 2012). From a client perspective, trust becomes crucial in
many relational exchange situations and reduces the perceived risk
of the service outcome (Berry, 2002; Laroche, Ueltschy, Abe, Cleve-
land, & Yannopoulos, 2004). For example, the results of surgery can-
not be inspected in advance. Often the outcome is irreversible and

8 | H1
2
2 Individual | Human Capital Theory |
Q.
g ‘ Theory of Reasoned Action ‘
O
| 2 E
i =
- Dyadic
] ; @
E Org Support ‘ Social Exchange Theory ‘ £
c
Team Trust ‘ Personal & Procedural Justice ‘ S
Q
‘ Relational Signaling Theory ‘ &
| H3
3
% Organizational ‘ Fit Theory ‘
= ‘ Management by Values ‘

Figure 1. Research Model

in some cases the customer faces the risk of negative long-term con-
sequences (Kantsperger & Kuntz, 2010). Hence, the client must have
trust in the expertise of the surgeon.

Trust in the entire company becomes particularly relevant in
industries, where the service is performed by different and chan-
ging service personnel, like service chains (Kandampully, 2002). The
client generally has to trust the company to employ well-trained
employees only who are capable of fulfilling his needs and expecta-
tions. Therefore, trust serves as a means to reduce transaction costs
in terms of search, information, or bargaining costs in the relational
exchange between the customer and the service company (William-
son, 1993). For example, a recent study by Park et al. (2012) found
that communication effectiveness, functional and technical service
qualities, and trust are associated with the client’s relationship com-
mitment, which is in turn critical for the project success and building
longer term relationships within a service delivery setting.

Organizations need to place increasing importance upon learning
new capabilities and developing individuals to perform in new and
more complex ways (Lawler, 1993). Given pressures for both efficiency
and flexibility in modern working environment, service organizations
are increasingly seeking ways to enhance individual and group-based
competency-based-behaviors (hereafter: “competencies”), in line
with exploring different work models (Lepak & Snell, 1999, p. 31). Hu-
man Capital Theory is essential in exploring and understanding the
individual contribution within the service organization and its influ-
ence on a trusting environment (Tepper, Lambert, Henle, Giacolone, &
Duffy, 2008). Thus, enhancing and adjusting the human capital to the
organizational context (Johns, 2006) becomes an important challenge
organizations are faced with and even more so in service settings.

Research findings emphasize the connection between indivi-
dual competencies and some negative examples of client’s behav-
ior. Moreover, service providers and client’s personalities have been
found to play a crucial role in the success of service delivery (Sim-
sarian Webber, Payne, & Taylor, 2012). In more recent studies, com-
petencies were examined and proved to be of utmost importance in
service settings. For example, Asing-Cashman, Gurung, Limby, & Rut-
ledge (2014), whose research focus on service provider’'s competen-
cies in educational settings, show that specific competencies which
the service provider holds were significant predictors of attitudes
of clients throughout service delivery (Asing-Cashman et al., p. 66).
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In line with the theory of reasoned action (Ajzen & Madden,
1986), we suggest that individual intentions and behaviors have also
meaningful relationship on actionable trust concept. We propose that
meaningful behaviors, such as trusting actions (Dietz & Den Hartog,
2006), evolve from individual competencies (Lawler, 1993) and high
levels of individual commitment (Hollenbeck, Williams, & Klein,
2001). In line with Dietz and Den Hartog (2006) framework, we pro-
pose that individual competencies contribute to explain trust as an
action (p. 564). Thus, we hypothesize that:

H1: High level of competencies throughout the service delivery pro-
cess will result in high level of actionable trust.

In a service delivery setting, which is based on dyadic interac-
tions, trust and justice play a major role. The existence of trusting
relationships within organizational settings assists in both group
performance as well as in organizational performance as a whole
(Brower et al., 2009; Hempel et al., 2009; Korsgaard, Brower, & Les-
ter, 2015; Mach et al., 2010; Zaheer et al., 2007).

As an attitude or belief, trust has cognitive, affective, and inten-
tional components (Korsgaard et. al., 2014). The cognitive component
reflects the trustor’s beliefs about the character and intentions of
the trustee, which is based on the trustor’s preexisting expectations
as well as assessments of the characteristics of the other party, the
quality of the relationship itself, and other situational variables that
are likely to influence the relationship. When evaluating the other
party, there is likely to be an assessment of trustworthiness —that
is, ability, benevolence, and integrity (Mayer et al., 1995)- as well as
predictability (Mishra, 1996). The affective component reflects the
positive affective associations toward the trustor, the relationship,
and the outcomes of the relationship (McAllister, 1995). Furthermore,
trust carries an intentional implication regarding the willingness
to make one vulnerable, which gives rise to trusting behavior, such
as delegation and information sharing. Note that factors that help
shape those beliefs (e.g., perceptions of trustworthiness; Mayer et al.,
1995) and feelings (e.g., emotional investments; McAllister, 1995) and
the actions that flow from are considered separate constructs that
are antecedent to or consequences of a trusting attitude (Colquitt,
Conlon, Wesson, Porter, & Ng, 2001; Mayer et al., 1995).

Social Exchange Theory and Relational Signaling Theory help to
explain the effect of trust as a belief (Dietz & Den Hartog, 2006)
on actionable trust. Social Exchange Theory (Blau, 1964) attempts
to explain relationships that entail unspecified future obligations
and generates an expectation of some future return for contribu-
tion (Menguc, 2000). Therefore, high level of trust will influence the
“positive two-way relationship” (Harter,Schmidt, & Hayes, 2002, p.
269). For instance, trust is key in social exchange and renders the ba-
sis for relational contracts (Konovsky & Pugh, 1994), which results in
reciprocity, and therefore meaningful in a dyadic relationship. Also,
Gouldner (1960) discussed the norm of reciprocity as a “mutually
contingent exchange of benefits between two or more units...” (p.
164) and suggested that people will, above all, attempt to avoid
over-benefiting from their socially supportive interactions, which is
key in understanding dyadic interactions.

We suggest that as trust the belief level raises throughout
service interaction, the client is gaining confidence and positive
mutual feelings such as commitment and loyalty (Harris & Goode,
2004) and, as a result, positively reciprocates. Furthermore, based
on Relational Signaling Theory (Six, 2007), trust is construed as an
interactive process in which both individuals learn about each oth-
er’s trustworthiness in different situations. In service settings, this
is of utmost importance because of the potentially long term rela-
tions between clients and service providers (Chandon et al., 1997;
Gutek, Bhappu, Liao-Troth, & Cherry, 1999; Webber & Payne, 2012).

Moreover, in order to gain a wider perspective on trust as a belief,
we accept the importance of justice in building trusting relation-

ships. We acknowledge Colquitt’s (2001) contribution within this
respect. Justice in organizational settings is described as “focusing
on the antecedents and consequences of two types of subjective per-
ceptions: (a) the fairness of outcome distributions or allocations or
(b) the fairness of the procedures used to determine outcome distri-
butions or allocations” (Colquitt, 2001, p. 425). A more recent meta-
analysis study summarized the justice literature at the turn of the
millennium (Colquitt et. al., 2013). This study is based upon a review
of 493 independent studies on the topic of justice. With respect to
social exchange theory, the results revealed a significant relationship
between justice and trust. Therefore, we hypothesize that:

H2: High level of trust as a belief and justice throughout the service
delivery process will result in high level of actionable trust.

A substantial amount of theoretical and empirical work has given
attention to the meaning of organizational values and their effect
on individuals, as well as on organizations as a whole (Devos, Spi-
ni, & Schwartz, 2002; Schwartz & Rubel, 2005). For instance, values
have been used as a management tool in modern organizations. We
suggest that value congruence between key stakeholders influences
actionable trust behaviors. Thus, fit, or lack thereof, between the per-
sonal values of service providers and those personal values of their
clients influence trusting behaviors.

The concept of fit was examined by Nadler and Tushman (1980).
The researchers defined fit, or “congruence”, as “the degree to which
the needs, demands, goals, objectives, and/or structures of one com-
ponent are consistent with the needs, demands, goals, objectives,
and/or structures of another component” (p. 45). The fit concept
continues to be a central concept examined intensively in the Psy-
chology and Organizational Behavior literature. For example, Cable
and Edwards (2004) examined complementary and supplementary
fit within the person-environment fit paradigm. They examined the
two types of fit using psychological need fulfillment and value con-
gruence as prototypes. They provide an integrated fit model which
predicts various organizational outcomes such as organizational
supplies, personal values, and organizational values (Cable & Ed-
wards, 2004). In a later study, the researchers empirically expand on
previous research which examines value congruence, or fit, and the
means by which it leads to positive outcomes. The authors develop
and test a theoretical model that integrates four key explanations of
value congruence effects: communication, predictability, interper-
sonal attraction, and trust. They use these constructs to explain the
process by which value congruence relates to job satisfaction, orga-
nizational identification, and intent to stay in the organization. They
prove that fit in individual and organizational values that lead to out-
comes are explained primarily by the trust that employees place in
the organization and its members, followed by communication and
interpersonal attraction (Edwards & Cable, 2009).

Recent studies explored the link between personal and organiza-
tional values. For example, Auster & Freeman (2013) analyze the rela-
tionship between individual values and organizational values. Their
analysis reveals that the “value fit” approach is limited in various
organizational contexts, therefore calling for a deeper exploration of
the nature of values. Another recent example of an exploration of
the nature of the match, or fit, between personal values and organi-
zational values can be found in Van Quaquebeke, Graf, Kerschreiter,
Schuh, & Dick (2014). They too, as did Cable and Edwards (2004) and
Edwards and Cable (2009), recognized that person-organization fit
provides the foundations for organizational effectiveness.

With these theoretical understandings, and considering the
complex environment of service settings, we suggest that values
are of utmost importance, especially when service delivery is at
stake, and especially in the higher education arena. First, because
they reflect the organizational complexity, a key feature in a service
delivery process. Second, because they assist in achieving the daily
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professional efforts and even more so when multiple stakeholders
are involved, therefore assisting in creating or destroying an ex-
pected fit. Third, they assist in the process of “redesign of culture”
(Dolan & Garcia, 2002, p. 102), which is extremely relevant when
a service organization and stakeholders are involved. Taking all of
the above, we suggest a positive link between high level of fit in
organizational values and actionable trusting behaviors. Therefore,
we hypothesize that:

H3: High level of fit in values throughout the service delivery process
will result in high level of actionable trust.

Method

We included on-line questionnaires because of the specific orga-
nizational context that is technology driven and includes relatively
young individuals (client mean age was 26). Since the on-line surveys
naturally yield a lower response rate (Fricker, Galesic, Tourangeau, &
Yan, 2005), we complemented them with a paper-and-pencil version.
The decision to use “traditional” pencil-and-paper data collection tools
originated from our wish to measure separately two samples (i.e., cli-
ents and service providers), as well as to gain acceptable response rate
results (Baruch & Holtom, 2008; Donovan, Drasgow, & Probst, 2000).

Sample

Our sample included both service providers as well as clients. Ser-
vice providers sample included two groups: academic service pro-
viders and administrative service providers. We sampled 76 service
providers of both academic and administrative profession, resulting
in an acceptable 30% response rate (Baruch & Holtom, 2008). The
average age of the respondents was 45 years (SD = 10.5), 51 percent
were female respondents, and the average tenure with the organi-
zation was 7 years (SD = 4.8). The clients who participated in the
study included two groups: active students, i.e., currently involved in
active coursework, and alumni, i.e., students that successfully com-
pleted their studies within the last five years. The sample included
868 clients, yielding a 44% response rate. About 66% of this group
included active students. The average age of clients was 27.05 (SD =
5.64). Seventy-seven percent of the clients were male of whom 74%
were single. Fifty-six percent of the clients were working in organi-
zations along with their studies. Responding clients had an average
grade of 80.99 (SD = 7.47), comparable to the college average grade of
80. The following table provides data regarding client’s average final
grade by department of study (SD = 8.28):

Software Electrical ~ Mechanical  Industrial Medical Systems
Engineering Engineering Engineering Engineering Engineering Engineering

Management

Measurement

We used two questionnaires in order to evaluate research cons-
tructs: client and service providers. Additionally, external judge ratings
were used to measure the viability of value fit by generating an index.

Independent Variables
Competencies were measured by taking clients final academic

grades with a mean score of 80.99 (SD = 7.47). We believe this data
reflects the objectively output of the interaction between indivi-

dual motivation, skills, ability, and behavior (Bettencourt, Gwinner,
& Meuter, 2001; Brown & Lam, 2008) of both service providers and
clients. Precise measurement of competencies, through to the cli-
ent’s final grade, encompasses all data, perceptions, and behaviors
and results in the final output (i.e., final grade)'.

Trust was measured at two levels: organizational and individual.
At the organizational level, we measure organizational trust using a
short version of Tzafrir & Dolan’s (2004) questionnaire (Mach et al.,
2010). The measurement of dyadic trust at the individual level was
based on Mishra & Mishra’s scale (1994). Participants were asked
to rate items on a scale of 1 to 5 (1 = strongly disagree, 5 = strong-
ly agree). Sample questions include: “My team members are totally
honest with me” and “My peers share important information with
me”. Organizational trust and team scales reliability was = .90 and =
96 respectively. In order to gain a wider perspective, within the mea-
surement of trust, we also measured organizational justice and orga-
nizational support. We based our measurement on Colquitt’s (2001)
scale for measuring justice. Sample question include: “To what ex-
tent the organization treats you with respect?” and “To what extent
the service delivery process is based on precise information?” Scale
reliability was o = .89 (interactional justice) and o = .82 (procedural
justice). Organizational support was based on Eisenberger, Hunting-
ton, Hutchison, & Sowa’s (1986) scale. We used eight-item on a 1-5
Likert scale with reliability of o = .78. Sample question include: “To
what extent the organization values my contribution?”

We applied a three-step approach for values measurement?. First,
raters (both service providers and clients) were presented with a
list of 22 organizational values derived from the eight typologies
of culture in the Competing Values Framework (Cameron & Quinn,
1999). Examples of the values in the list included: freedom to act,
performance orientation, competitiveness, control, uniqueness, etc.
Evaluators were asked to rate the existence of this value in the or-
ganization on a scale of 1 to 5 (1 = strongly disagree, 5 = strongly
agree). Second, we asked four judges who are senior policy makers in
the organization (president, chief executive officer, department head
and the dean of students affairs), to rank eight types of organization-
al cultures as the desired organizational culture. Results yielded an
agreement on three types of cultures (above 20%). We then derived
6 leading values out of the complete list of 22 values: personal initia-
tive, authority delegation, cooperation, change and dynamics, labor
relations, employee satisfaction. Third, in order to measure value fit
between service providers and clients’ rating of the above 6 values,
we calculated a “fit score™.

Dependent Variable

We measured actionable trust using a single question, which re-
flects a trusting behavioral act: “I provided my friends and family
with a recommendation on The College as a competent academic
institution” (Yes/No). First, an actual recommendation is reflected by
a variety of perceptions, attitudes as well as a specific trusting beha-
vior on behalf of clients and service providers alike (Simsarian et al.,
2012). Second, we found it a suitable measurement tool in a service
setting that reflects actual meaningful behavior (Brown & Lam, 2008).

Control Variables

We measured several control variables representing the individual
level (for example, age, seniority in organization), unit level (for exam-
ple, department, year of study), and organizational level (for example,
organizational support, type of service sector, number of employees).

Results

Table 1 summarizes descriptive statistics, reliability coefficients,
and correlations between research variables.
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Table 1
Means, Standard Deviations, Reliabilities and Correlations (Pearson) on the
Measured Variables (n = 944)

Variable Mean SD o' 1 2 3 4 5 6 7
1. Competencies 80.99 747 - 1
2. Trust 346 047 90 .03 1
3. Personal 382 046 .89 .01 .75"* 1
justice
4. Procedural 329 043 .82 .01 .73 46" 1
justice
5.0rganizational 3.05 0.65 .78 - 50 .07 .06 1
support
6. Value fit 61.64 14.00 .93 .03 44" 417 41" 387 1
7. Actionable - 0.37 - .02 .33 22% 28 30" 24" 1
trust

Note. 'Internal consistency reliability (coefficient alpha).
*p <.05, **p <.01

In line with our hypothesis, trust positively correlates with per-
sonal justice (r = .75, p <.01), procedural justice (r = .73, p < .01),
and organizational support (r = 50, p < .05). Trust is also correlated
with value fit (r = .44, p <.01). As predicted, value fit positively cor-
relates with trust (r = .44, p <.01), personal and procedural justice
(r=.41, p <.01), and with organizational support (r = .38, p <.01).
Accordingly, value fit positively correlates with actionable trust
(r=.24, p <.01). When examining the control variables and their
impact on the study’s results, some interesting findings are detect-
ed. First, a negative correlation was found between client’s age and
trust, as well as personal justice (r = -.22, p < .01, r = -.18, p < .01,
respectively). One explanation might be provided by the fact that
the younger one’s age, the higher their innocence level is, which
may be explained by higher trust in the organization (Halbesleben
& Wheeler, 2012).

In order to test our hypotheses, we calculated a SEM (structu-
ral equation model; see Figure 2) using the AMOS software. Model
results yielded reasonable fit indices: CFI = .99., NFI = .99., RMSEA =

Competencies

Trust

Actionable Trust

Personal Justice

A1
Procedural Justice
1%

Value Fit

Figure 2. Structural Equation Model

Note. Following standard path notation, observed variables are denoted as squares,
latent variables are denoted as circles, regression weights are indicated by one-hea-
ded arrows, and correlations are represented by two-headed arrows. For ease of pre-
sentation, the path coefficients corresponding to the exogenous variables (age, educa-
tion) are not presented (these can be found in Table 1), nor are the factor items and
their respective loadings. Bootstrapping procedure was performed in order to adjust
for the dichotomous nature of the dependent variable. Standardized coefficients are
presented. Model fit indices: CFI = .99, NFI = .99, RMSEA = .04.

ns =p>.01, *p <.05, “p <.001.

.04, as well as the factor items and their respective loadings. Boot-
strapping procedure was performed in order to adjust for the dicho-
tomous nature of the dependent variable. We did not find support
to our first hypothesis that proposed that high level of competencies
throughout the service delivery process would result in high levels
of actionable trust - therefore, H1 was rejected.

Our second hypothesis was that a high level of dyadic trust
throughout the service delivery process would result in high levels
of actionable trust. Study results demonstrated a full confirmation
of this hypothesis (B = .25, p < .001). We then aimed to explore
the organizational drivers throughout the service delivery pro-
cess. Therefore we hypothesized that a high level of fit in values
throughout the service delivery process will result in high levels of
actionable trust (Hypothesis 3). This hypothesis was fully support-
ed as results indicate a significant relationship between the two
variables (B = .11, p <.001).

Method Bias

In this study we implemented two techniques in order to test for
method biases. First, we assessed the level of agreement among the
judgments made by the study’s group of judges (both service provi-
ders and clients) “on a single variable in regard to a single target”, or
what is referred to as the r,,, measure. Second, we tested for mul-
ticollinearity in order to eliminate the presence of highly intercor-
related predictor variables in the regression models and to avoid or
invalidate some of our basic theoretical assumptions. Tables 2 and 3
summarize the method bias results.

Table 2
rWG Results*
Variable Dept 1! Dept2> Dept3® Dept4* Dept5°

Trust (organizational) .92 .92 93 .87 .84
Trust (team) 98 - 97 .98 .95
Personal justice .86 .84 .88 77 .76
Procedural justice .85 .85 .85 .81 .67
Organizational support .62 - .89 .26 91
Value fit .96 .96 .96 .94 .94

Note. *Service providers and clients.
'n=221,2n =116, °n = 179, *n = 150, °n = 28.

Analyzing the above data, acceptable r,,; results were found, ex-
cluding one result (highlighted in bold).

Table 3
Multicollinearity Results’
Time 1
Clients Service Providers
Variable Tolerance VIF Variable Tolerance VIF
Competencies - - Trust (Team) 175 1.47
Trust 175 5.75 Organizational .617 1.62
Support
Personal Justice 124 8.06 Personal Justice 124 8.06
Procedural 130 7.69 Procedural 130 7.69
Justice Justice
Value Fit 515 194 Value Fit 515 1.94

Note. 'Dependent variable: actionable trust; based on Model 1 data

Analyzing the data above, acceptable tolerance (tolerance > 0.1)
and VIF (VIF < 10) results were detected for all populations.
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Discussion

The main goal of this study was to explore key drivers in service
delivery and individuals involved, by presenting a multi-level ap-
proach for exploring and measuring individual, dyadic and organi-
zational drivers all in order to enhance service delivery outcomes.
Specifically, hypotheses were set forward in order to address the
question of whether actionable trust is a predictable construct that
is influenced by individual drivers (competencies), dyadic drivers
(trust) and organizational drivers (values).

Organizations in general, and more specifically service organiza-
tions in the higher education industry, face an increasing struggle in
the strong and demanding marketplace. In today’s knowledge-based
economic system, it is well known that higher education is the foun-
dation of fostering high-potential talent, the key factor in raising
national and international quality, and the main way to upgrade
national competitive ability (Chen & Chen, 2011). As a result, today,
when higher education institutions are required with managerial ef-
ficiency, economic benefits, and international competitiveness, insti-
tutional performance-based accountability has been and continues
to be a major factor affecting higher education funding and planning
(Wu, Tsai, & Hung, 2012).

One interesting finding is the negative correlation detected be-
tween the client’s age and actionable trust. The study found that
younger individuals tend to have a higher actionable trust score.
From an organizational perspective, and while sometimes over-
looked, this emphasizes that service organizations might benefit
from a “younger” population, since the chances for actionable trust-
ing behaviors might increase. These findings may be explained by
the Social Identity Theory (Ashforth & Mael, 1989; Tajfel & Turner,
1985). The Social Identity Theory was originally developed in order
to understand the psychological basis of intergroup discrimination.
Tajfel and Turner (1985) attempted to identify the minimal condi-
tions that would lead members of one group to discriminate in fa-
vor of the “in-group” to which they belonged and against another
“out-group”. This yields that people prefer interacting with similar
individuals. Moreover, this similarity might yield similar judgment.
Thus, examining these results in light of the organizational circum-
stances within the higher education sector, we claim that the so-
cial identity need of young individuals who demonstrated trust, i.e.,
provided and actual recommendation to others, positively interact
with their group mates (peer students or peer service providers) and
increases the chance for organizational success (Roberts-Lombard &
Du Plessis, 2012).

We hypothesized that a high level of dyadic contribution
throughout the service delivery process results in actionable trust
(Hypothesis 2). As expected, trust as a belief and procedural jus-
tice have an impact on actionable trust. Our results prove a robust
signaling process and strong reciprocity foundations within the
specific organizational context (Johns, 2006). Most clients per-
ceive the relationship to be a social exchange (Blau, 1964; Chalutz
Ben-Gal & Tzafrir, 2011). At times, the relationship spills over from
a pure social exchange to a “family-like” relationship, therefore
resulting in high levels of actionable trust. This emotional state
may shed light on the intensity of the exchange process within
the organization, as well as on the high reciprocity level, therefore
being able to explain the connection between trust and actionable
trust.

Our following step in the study is to explore commonalities be-
tween service providers and clients as well as amongst themselves.
Therefore, we hypothesized that high level of fit in values between
clients and service providers throughout the service delivery process
will result in high levels of actionable trust (Hypothesis 3). Study
results indicate that high levels of fit in the perception of organi-
zational values between client and service providers results in high
levels of actionable trust.

Why is this so? We highlight the Pareto Principle (Keeley, 1984),
which claimed that 80 percent of organizational phenomena may be
explained by 20 percent of resources. Therefore, we focused on six
out of the twenty-two organizational values which were rated by
external judges as being the “heart and soul” of the desired organi-
zational culture. These six values were rated to be: Personal Initia-
tive, Authority Delegation, Cooperation, Change and Dynamics, Labor
Relations, and Employee Satisfaction. Though study results indicate
that there are variations in fit level between these six values and
their impact on actionable trust, a general positive connection was
detected.

The first possible explanation to the study results is based on
The Stakeholder Theory. Similarly to an organizational downsizing
scenario (Tzafrir et al., 2012), a complex service delivery process also
puts an emphasis on the central role of values. Within this context,
values play an important role. Service providers, as well as clients,
enter the service delivery process with stable values and conceive
notions of what ‘ought’ and what ‘ought not’ to be (Ibid, p. 401).
Thus, the interactions between actors in this process “lay the foun-
dation for an understanding of other actors’ behavior and attitudes,
as well as influencing them. Thus, values help us to predict, interpret,
and act accordingly, in order to achieve better performance” (Ibid,
p. 402).

Our results can back-up a “Management by Fit” approach. In
service organizations, where multiple stakeholders exist, the chal-
lenge of aligning values is even more complex. Key stakeholders
- clients, service providers, employees, and others - need to get a
clear understanding of which values and beliefs are to be aligned,
as well as how to go about the process of adaptation in a successful
manner. In line with O’Reilly, Chatman, & Caldwell, (1991) the closer
the fit, the lower the conflict inherent in the particular situation
(high-quality service delivery, for example). On the other hand,
the better the fit in values between stakeholders, the higher the
probability of a high level of actionable trust which may lead to
organizational success.

Practical and Theoretical Implications

This study sheds light on some practical and theoretical issues
detailed hereafter.

First, the study presents organizations with a management tool
for managing actionable trust.

Second, it emphasizes key theoretical drivers - individual, dyadic
and organizational - that trigger actionable trust and differ it from
intentions of trust.

Third, the emphasis put on the importance of actionable trust in
the workplace in general, and more specifically in service organiza-
tions, a setting in which clients are key, may lead organizations to
invest in trust-building strategies and interventions. Such activities
and interventions focus on important relational aspects that may im-
prove interactions and their effectiveness within the organization. In
service organizations context, such interventions may focus on per-
sonality identification of service providers in order to maximize ser-
vice delivery and as a result gain client’s trust (Simsarian et al., 2012).
This may assist organizations in building and sustaining a trusting
atmosphere and better organizational outcomes. Some of these in-
terventions result in higher trust levels, and as a result higher ratings
of service quality on behalf of clients. Therefore, hiring and develo-
ping employees that are predisposed to manage actionable trusting
activities may facilitate the success of the service organization.

Fourth, our research provides evidence for Human Resources and
General Managers regarding the importance of actionable trust. By
suggesting this, managers may understand the importance of trust
building organizational activities on the individual, dyadic, and or-
ganizational levels, thus investing adequate organizational resources
accordingly.
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Future Research

This research might benefit from advancing in some optional
future directions. Therefore, future research might benefit from ad-
dressing three key factors. First, an interesting factor to incorporate
in future measurement process includes the examination of envi-
ronmental factors by adding a SWOT analysis (Humphrey, 1974). The
SWOT analysis maps the organizations Strengths, Weaknesses, Op-
portunities, and Threats and incorporating them into the individual-
dyadic-organizational framework. This research direction might add
an important external perspective.

Second, an alternative additional research might be to zoom into
one of the levels of analysis presented in this study - individual, dy-
adic, or organizational. The purpose would be to perform an in-depth
one-dimensional longitudinal analysis of the research variables, in
order to examine its effect on actionable trust. An interesting ques-
tion to ask in this case would be, does actionable trust measurement
change? If yes, why? How does this influence trust as an intention,
if at all?

Limitations

Despite its importance, this study is, however, subject to a number
of limitations.

First, it may well be the case that the study suffered from a so-
cial desirability bias. Since most of our client respondents were
students in the same organization, and despite the anonymous
process, at times people were filling questionnaires in huge and
crowded classrooms, therefore potentially influencing study re-
sults. Nonetheless, this problem might be virtually non-existent
because results of all measurement were intertwined and support-
ed each other.

Second, the study may have suffered a mono-method bias. Our
model presents a multi-level approach of service delivery drivers -
competencies (individual level), trust (dyadic level) and values (or-
ganizational level) - as a conceptual platform which influences ac-
tionable trust. From a practical point of view, this study contributes
a straightforward management tool for measuring the effectiveness
of their service delivery process. It emphasizes key drivers, dyadic
and organizational, that are key success factors and are critical in
service settings and therefore provides a framework for evaluating
and measuring these key success factors within an organizational
context. Our suggested multi-level framework enabled us to grasp
a wider point of view that includes the micro level as well as macro
level challenges that service organizations face. On the dyadic level,
we explore the need to give attention to the relational aspect of ser-
vice delivery (Halbesleben & Wheeler, 2012). On the macro level, we
focused on value fit amongst clients and service providers, which is
crucial in order to achieve common organizational grounds, espe-
cially when multiple stakeholders are involved (Malvey, Fottler, &
Slovensky, 2012). Such better fit (Edwards & Cable, 2004; Edwards &
Cable, 2009; Nadler & Tushman, 1980) between parties focuses on
how closely personal values match the organizational values.

The basic assumption is that the closer the fit, the lower the con-
flict inherent in the particular situation.

Third, taking into account the fit concept, our calculation of the
fit score and congruence might have suffered methodologically. Fit
and congruence definitions have evolved over the years to achieve
significant progress (Cable & Edwards, 2004; Edwards & Cable, 2009;
Nadler & Tushman, 1980). Based on previous research, Cable and Ed-
wards (2004) claim that according to the person-environment fit
paradigm, attitudes and behaviors result from the congruence be-
tween attributes of the person and the environment. Their continu-
ing research of the fit concept (Edwards and Cable, 2009) suggests
that “when employees hold values that match the values of their
employing organization, they are satisfied with their jobs, identify

with the organization, and seek to maintain the employment rela-
tionship” (p. 654). These researchers based their fit measurement
using a cross-sectional sample. However, in this study’s procedure,
in order to limit the mono-method bias effect, we measured fit using
two sources in separate time periods (including a continuing study).
This was done for the purpose of measuring two distinct populations
- one internal to the organization (service providers) and the other
external to the organization (clients). Moreover, we compared these
two sources in order to gain a wider perspective.
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Notes

'Some studies of the higher education sector (Alam et al., 2010; Arambewe-
la, 2006; Chen & Chen, 2011) suggest that utilizing diverse measurement tools
might shed light on service quality and organizational performance.

2Measuring values within the organizational context imposed some mean-
ingful challenges. First, the complexity of a service delivery setting (Lytle, Hom,
& Mokwa, 1998; Ros, et al., 1999) led us to the understanding that values are
to be measured from a wide perspective of all stakeholders involved, service
providers, as well as clients (Malvey et al., 2002). Second, we accepted the
need to measure value fit between service providers and clients.

3Fit score was calculated by generating a “fit index” as follows: 1) abso-
lute difference between client rating and service provider rating of value was
calculated. 2) Results per value were subtracted from the highest score of 5
reflecting anomality in high/low ratings of value (Edwards, 2001).
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