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Abstract

This study examined the effects of
employee and customer prosocial behavior
in banking service industry. Antecedents
and organizational outome of employee
prosocial behavior, including organizational
citizenship behavior and customer service
behavior, were examined. This study also

investigated customer voluntary
performance (CVP) asaform of prosocial
behavior exhibited in customer. A
theoretical framework was proposed to
explain the relationship among the variables
from the perspective of social exchange
theory. Data were collected from
customers, employees, and supervisor in 26
branches of a bank in Taiwan. The results
addressing research issues were mixed.
Extrarole customer service behavior had a
consistently positive relationship with
service performance, while OCB did not
predict most customer responses.
Affect-related variable, such as affective
commitment, POS, supportsfor customers,
were the main influential variables on
employee and customer prosocial behaviors
LISREL testing a sub-model for the
antecedents of customer voluntary
performanceindicated awell-fitting results
for the model, and suggested that customer
evaluation of organizational characteristics
and employees affected CVP directly and
indirectly through the mediation of
relationship quality.

Key words: OCB, service performance,
relationship quality, prosocia behavior,
customer-oriented service, service quality,
customer voluntary performance, social
exchange

[1. Introduction:

Organizational citizenship behavior (OCB)
has been found to facilitate the occurrence of
exceptional service performance (Hoffman &



Kelley, 1994). The contribution of OCB to
organizational effectiveness seemsto be a
reasonabl e argument but empirical studiesfor
the relationship between aggregated OCB and
organizational -level performance indicators
remains limited. Prosocial service behavior
directed toward customers were rarely
empirically investigated. This project
investigated both types of employee prosocial
behaviors, focusing on the antecedents and
their relative contributions to organizational
service performance.

Customers or clients have been considered
as"“ partia” employees to maximize customers
contribution (Barnard, 1948; Lovelock &
Young, 1979; Mills, 1986). Customers act as
partner of the firms may manifest customer
voluntary performance (CVP). CVP refersto
“helpful, discretionary behaviors of customers
that support the ability of the firm to deliver
service quality” (Bettencourt, 1997). Loyalty,
cooperation, and participation are the three
types of CVP examined in this study.

In summary, the current project studied (a)
the relationship between OCB and
organizationa -level  outcomes (b) the
antecedents and the relative contribution of the
two types of prosocia behaviors to
organizational performance (c) the factors
motivating CVP.

1. Literature Review

Contact employees are one key source of
differentiation and competitive advantage in
many service companies (Pfeffer, 1994). In
specific, the attitude and behavior of contact
employees have a great impact on customers
satisfaction, evaluations of servicequality, and
loyalty to service providers (e.g., Keaveney,
1995; Schneider & Bowen, 1993). Front-line
empl oyees may enhance service excellenceby
creating positive image of the corporation or
go beyond the call of their duty to help
customers, and the extrawork of employees
have been considered as prosocial behavior.

Prosocial Behavior OCB and prosocial
customer service behavior were thetwo types
of employee prosocial behavior studied in this
project. OCBs refer to behaviors that
employees are not explicitly rewarded for
exhibiting nor punished for not exhibiting
(Organ, 1988). Also, OCBswere not learned

from explicit job description and training.
Organ (1988) proffersfive dimensions of OCB,
including altruism, sportsmanship, courtesy,
conscientiousness, and civic virtue.
According to Organ (1988), OCB hasto be
considered as an aggregated acts to improve
the function of the organization. However,
few studies have addressed thisissue, and only
two published studies (i.e., Podsakoff et al .,
1997; Podsakoff & MacKenzie, 1994) have
used an aggregated measure of OCB. This
study used aggregated as well as

individual -level measure.

Prosocial customer service behaviors (PCSB)
included role-prescribed and extra-role
customer services. Role-prescribed customer
servicerefersto expected employeesbehaviors
in serving the firm's customers (Brief &
Motowidlo, 1986; Katz and Kahn, 1978).
Employees may devel op expectationsfor these
behaviors from implicit normsin the
workplace or from explicit obligation forms
(Brief & Motowidlo, 1986; Puffer, 1987).
Extra-role prosocial customer service behavior
refersto discretionary behaviors of contact
employees extended their job requirement to
serve the customers (Bettencourt &
Brown,1997).

Antecedents of Prosocial Behavior
The current project proposed five

organizational characteristics as potential
antecedents of employee prosocial behavior,
including empowerment, leader-member
exchange, perceived organizational support,
customer-orientation culture, and affective
commitment.

Empowerment Psychological
empowerment which indicates employees’
competence and self-determination is
fundamental f or providing satisfaction service.
Psychological empowerment, defined by
Conger and Kanungo (1988), Thomas and
Velthouse (1990), isintrinsic motivation
reflecting theindividuals' orientation to their
work role, ought to predict the “ capability” of
prosocial behavior. Bowen & Lawler (1992)
suggested that empowerment isableto enhance
efficient responsesto customers’ needsandto
encourageinnovativedesignfor service, which
improves service quality and organizational
effectiveness.




Affective Commitment Affective
commitment is defined as “ an affective or
emotional attachment to the organization such
that the strongly committed individual
identifies with, isinvolved in, and enjoys
membership in, the organization” (Allen and
Meyer, 1990). It is expected that employees
with higher affective commitment to the
organi zation would show a greater level of
organization citizenship behavior and prosocial
behavior toward customers.

Perceived Organizational Support
Employees usually form a global belief
concerning the extent to which the organization
values their contribution and cares about their
well-being, and this belief was labeled as
perceived organization support -POS
(Eisenberger, Huntington, Hutchison & Sowa,
1986). The perception of being supported by
the organization normally creates afeeling of
obligation to repay the organization and to
support the organizational goal (Eisenberger et
al., 1986). POS is predicted to positively
correlate with both OCB and prosoical
customer service behavior.

Leader-Member Exchange The exchange
relationship between subordinates and their
supervisorsis labeled as “ |eader-member
exchange” which explains why subordinates
feel obligated to work for their supervisors
beyond their employment contract.
Supervisors offering valued benefits usually
receive increasing help of subordinates on
various tasks, as |eader-member exchanges
increasein quality (Graen & Scandura, 1987).
This study examined whether this between
individuals relationship lead to positive
outcome at the organizational level.

Customer-Orientation
Customer-orientation has been considered as
one component of market-orientation (Han,
Kim, & Srivastava, 1998; Narver & Slater,
1990). A practice of customer orientation
requires the seller to understand a buyer’ s
entire value chain (Day & Wensley, 1988).
Thisculture component is specially important
for service firms because it encourages the
employees to engage in behavior increasing
customer satisfaction. A positive correlation
between customer-orientation and prosocial
behaviors, particular the ones directed toward
customers.

Cugtomer Voluntary Performance
Customer voluntary performance (CVP)
proposed by Bettencourt in 1997 refersto the
phenomenon that customers may contribute to
the firms by playing their roles as a promoter,
as human resource or co-producer, and as
consultant of the organization. These roles
are each associated with one category of
customer voluntary performance, namely,
loyalty, cooperation, and participation.

The first category of customer voluntary
performance, loyalty, refersto therole of being
promoters for the firms. In specific,
customers show their loyalty by repeating
purchase and spreading favorable
word-of-mouth and recommendation (Rust,
Zahorik, & Keiningham, 1995). The second
category of customer voluntary performance,
cooperation, occurs when the customers take
the role of human resource or co-producer of
the firms. In addition, customers may play
therole of organization consultant, and exhibit
the third category of voluntary performance-
participation (Van Dyne et al., 1994). Asa
consultant, the customersarewilling to provide
suggestionsor expresstheir complaintsto the
firms, whichisparticularly valuable because of
their unique position in the service process
(Wolstenholme, 1988).

In sum, this study focused on the effects
of employee prosocial behavior, customer
perceived relationship quality, customer
evaluation of the service organization, and
service quality as antecedents. A theoretical
model was proposed to explain the
rel ationships between these variables.

V. Research M ethods:

Resear ch Setting: Retail banking was
selected for the current project because contact
employees are of moderate important,
customer performance expectations are
moderate, employee contacts are low to
moderate, and the serviceis provided on a
discrete basis (cf. Bowen, 1990; Lovelock,
1983). Also, there are few inhibitions to
switching service provides or voicing
complaints and suggestions (Bowen, 1990;
Singh, 1990).

Participants: Customer data were collected
from the 26 branches of acommercial bank in
Taiwan. There are a total of 515 customers,



260 employees participated thisstudy asvalid
cases. The data collected from three different
sources was described in the following
sections.

M easur es:
M easures for Customers

Customers were asked to report their
responses on the following variables: (1)
customer voluntary performance (CVP) which
is composed of three sub-scales, loyalty,
cooperation, and participation; (2) perceived
service quality with five dimensions, tangibility,
reliability, responsiveness, assurance, and
empathy; (3) relationship quality with trust and
satisfaction astwo essences; (4) evaluation of
service organization/employeeincluding servie
expertise; contact intensity; supports for
customers; and relationship benefits.

M easures for Supervisors

There were two assessment of prosocia
behavior reported by the supervisors about
their immediate employees. (a) OCB: This
assessment included six sub-scales, altruism,
civic virtue, sportsmanship, conscientiousness,
vouluntary learning, and organizational moral;
(b) Prosocial customer service behavior: This
assessment was composed of two sub-scales,
role-prescribed and extra-role customer service
behaviors.

M easures for Employees

There are five measure for employees,
customer-orientation, affective commitment,
empowerment, perceived organizational
support (POS), Leader-member exchange
(LMX). Among these measures,
empowerment was composed of four different
factors, “ meaning”, “ competence”,

“ self-determination”, and “impact”. These
constructswere measured with five-point likert
scale.

V. Reaults:

Scale Reliabilities The interna consistency
for the measures ranging from .70 to .94,
indicated the adequacy for subsequent
analyses.

Main Results and Discussions

Prosocial Behaviors Toward the Organization
and Customers The results regarding these
issues were mixed. In general, providing

employee the feeling of being support by the
organization and investment in development
empl oyee affective commitment seem to bethe
management focus to provoke more prosocial
behavior among service employees. Also, the
organizational characteristics studied in this
study provided better understanding for
prosocial customer service behavior than for
OCB.

One important finding of the current study
was that prosocial behavior toward customers
were more predictive of customers responses
than OCB, because more significant positive
relationships were found between prosocial
customer service behavior and service
performance evaluated by customers. The
findings provided crucial implication for
service management.

Prosocial Behavior and CVP The findings
did not provide a strong support for the
exchange linkage between employee prosocial
behavior and customer voluntary performance,
but the results did suggest some antecedents
about CVP. A sub-model explaining the
relationship between customer evaluation of
organizational characteristics and customer
voluntary performance through the mediating
effects of relationship quality was supported.
That is, when customer hold amore favorable
evaluation of the bank or the employees, the
evaluation can improve their relationship
quality with the bank, and subsequently
increased thelikelihood of performing positive
social acts which served the organizational
goals. Moreover, this study also found that
prosocial customer service behavior,
particularly extrarole PCSB, was positively
correlated with customer evaluationsof service
expertise, supports for customer, and contact
intensity. These results provide an indirect
support for the linkage between prosocial
behavior and customer voluntary performance.

Antecedents of CVP

As an exploratory testing of the proposed
model, theresults provided partial supportsfor
the antecedent of CVP. The results showed
that customer evaluation of the service
organization/employees had a greater direct
impact on CV P than the indirect impact
through relationship quality. Despite the
regression analyses showing that relationship




quality was more powerful predictorsof CVP,
an analysis of the model as awhole showed a
somewhat different findings.

V1. Conclusions and Sdf-Evaluation:

Despite that both OCB and PCSB are
prosocial behavi or performed by contact
employees, OCB directed toward the
organization and colleagues seemed to produce
less significant impacts on customer perception.
It was possible that OCB might benefit one's
colleagues and organization, but did not result
to please the customers. This results
suggested that developing the culture of
prosocial behavior directed toward customers
might be more important for the service
organization in which customer responseswere
directly influenced by service employees.
Finally, the findings regarding the direct and
indirect influences of CEOC on CV P suggested
the importance of managing customers’
evaluation of the organization and employees.

One focus of this project has been shifted
from human  resource  function to
organizationad factors, which is somewhat
different from the original proposal. However,
this project have investigated several important
and innovative issues in service management
and marketing field.
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