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Abstract

In the social sciences literature, the concept of “trust” as an important phenomenon has been increasingly
recognized. Basically it shows us the nature and importance of establishing and maintenance of trust in building
business to business and interpersonal relations. In particular, employees’ trust in their leaders has been regarded
as an effective tool behind positive organizational outcomes. Therfore, within the organizational context, the
main purpose of this conceptual paper is to review the current literature on interpersonal trust, its antecedents
and consequences. The review of the existing research has summarized the main findings on associations
between participation in decision making, feedback from and to employees, employee empowerment, and
interpersonal trust (between supervisor and employees). Finally, this conceptual paper has suggested that
trust-building practices between managers and workers can positively lead to high productivity and
organizational commitment in all the organizations whether public or private.
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1. Introducation

Due to societal, economic, political, technological and global changes, organizations are becoming more
responsive to changes and consequently discussion on organizational motivation, innovative leadership, and
organizational trust have been regarded as an effective tools behind positive organizational outcomes.
Importantly trust as an important phenomenon has been recognized across a number of social sciences and has
primarily been concerned with issues related to trust within organizations (Blois, 1998). Moreover, keeping in
view today’s highly complex and diverse environments of organizations; Atkinson and Butcher (2003) provided
that economic efficiency and hierarchy are not being accepted as contemporary management principles instead,
co-operative relationships in the perspective of politically-driven structures, flexible networks, strategic alliances
and entrepreneurial adaptability are being followed. Atkinson and Butcher (2003) further provided that early
theorists have acknowledged the relevance of co-operation to organization but it has attained a new importance in
present situation focusing more on relationships and less on authority and consequently, trust as a phenomenon
becomes an important component of organizational social capital.

As this paper emphasizes the antecedents and consequences of interpersonal trust, so it is consistent with the
extension of McGregor’s (1960) Theory Y by Ouchi (1981) with Theory Z management theory (Nyhan, 2000).
According to Costigan et al. (2007), Theory Y manager believes that employees can be fully trusted, broadening
the decision-making authority of those employees whenever possible. Moreover, Costigan et al. (2007) suggested
that McGregor’s theory, which was originally developed for US managers, may be more applicable for the
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collectivist nations (i.e. Turkey, Russia Poland, and Pakistan).

In this article, it is proposed that Nyhan (2000) trust-based model, which was originally developed for public
organizations, is equally applicable for all organizations whether public or private. Nyhan (2000) trust-based
model proposed that participation in decision making, feedback from and to employees, and empowerment of
employees lead to increased interpersonal trust (between supervisor and employee) in public organizations. This
model furhter proposed that that these trust-building practices between supervisors and workers can lead to
increased productivity and strengthened organizational commitment in public organizations. The main objective
of this paper is to examine with the help of literature analysis that Nyhan’s (2000) trust-based model is equally
applicable for all organizations wheher public or private. Keeping in view this objective, this conceptual paper
with the help literature review will start with the meaning of trust as applied within organizational context. A
number of “key issues” which emerge as antecedents and consequences of interpersonal trust in shape of
participation, feedback, empowerment and resulting organizational productivity and organizational commitment
from the literature are then discussed.

2. Literature Review
2.1 Trust

Trust is conceptualized as an evolving affect, that is, an interacting set of emotions and assessments that develop
and change over time (Young, 2006). According to Nootboom (2003), trust involves the trustor trusts a trustee in
one or more aspects of behavior, under certain circumstances. Noteboom (2003) further provided that trustees can
be individual people, but also collectives, such as organizations, and institutions. Robbins and Coulter (2005)
have defined trust as the belief in the integrity, character, and ability of a leader. Mishra (1996) put trust as, “one
party’s willingness to be vulnerable to another party based on the belief that the latter party is competent, open,
concerned and reliable”. According to Connell and Ferres (2003), trust does not come with a pay-check, it has to
be earned — it is an ongoing process. Gordon and Scott (2006) provided the economics, psychological, and
sociological point of views of trust: 1) Economists put trust as calculative or rational choice between the risks
and benefits of trusting. In other words, a course of action is followed that will offer an individual with greatest
benefit. 2) Psychologists conceptualize trust in terms of the traits of trustors and trustees and focuses upon a host
of internal cognitions that personal traits yield. 3) On the other hand, sociologists see trust as socially embedded
properties of relationships among people. Dietz (2006) provided that the concept of trust can be classified as a
belief, as a decision, and as an action. Dietz (2006) further provided that to operate the concept of trust, it should
go through the phases of belief, decision and an action. Gillespie and Mann (2004) provided that the fundamental
importance of interpersonal trust for sustaining team and organizational effectiveness is increasingly being
recognized. To explain this, Gillespie and Mann (2004) further provided that employees’ trust in their superiors
has been associated to a range of productivity-related processes and outcomes that include quality of
communication and problem-solving, discretionary effort, organizational citizenship behavior, organizational
commitment and the degree of employee turnover. Zhang, Tsui, Song, Li, and Jia (2008) argued that immediate
supervisors have close contact with subordinates, consequently, their actions and behaviors are vital in
determining the subordinates’ attitudes; offer the foundation for trust. Stinglhamber and Vandenberghe (2003)
found that supervisory support is a strong indicator of the quality of exchange relationships between employees
and supervisors.

As this conceptual paper examines the nature and importance of interpersonal trust, it is necessary to analyze the
antecedents and consequences of interpersonal trust. For this purpose, this conceptual paper has reviewed
various articles and books. The findings of the same are presented as follows:

2.2 Antecedents of Interpersonal Trust

Interpersonal trust is among other factors for keeping social order within an organization. McAllister (1995)
defines interpersonal trust as “the extent to which a person is confident in and willing to act on the basis of the
words, actions, and decisions of another”. One kind of interpersonal trust in organizations is hierarchical trust,
which focuses on the supervisor-subordinate relationship. Much of the past-hierarchical trust research has
examined the subordinate employee’s trust of their immediate supervisor. Perry (2004) provided that credibility,
decision participation, empowerment, and feedback were significant predictors of supervisor trust. Thoms, Dose,
and Scott (2002) found significant relationship between job satisfaction and trust in the immediate supervisor
and in management. What are the antecedents of Interpersonal Trust? First of all this conceptual study will look
at the participation as an antecedent of interpersonal trust.

2.2.1 Participation
Where employees own the organization, its corporate philosophy and vision, participate in corporate planning
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and decision making, in that organization, sense of participation among the employees is at its peak. Wech (2002)
provided that today conditions of being a competitor are to make arrangements for employees participate into the
management and to create a trustful environment for their actively engagement into the management. According
to Bijlsma and Koopman (2003), trust in leaders was found to be significantly related to participative decision
making and meeting expectations of followers. Ladd, Travaglione, and Marshall (2006) found that participation
in decision making appears to promote job satisfaction and commitment, whereas task variety and work effort
foster participation. Wang (2003) provided that employee participation in decision making has been widely
advocated as a means of increasing organizational effectiveness. Wang (2003) further provided that on one hand,
employee participation in decision making played a critical role behind high productivity, ability, and the
advancement of employee motivation and commitment. On the other hand, it permits management to gain
benefit from employees’ knowledge, expertise, and experience. Regarding trust-participative decision making
relationship, Wang (2003) provided that trust in subordinates is regarded to be closely related to managerial
willingness to utilize participative decision-making processes. Wang (2003) further asserted that it is important
to understand how managers’ trust influence their willingness to encourage employee participation under certain
circumstances.

Now, this study will look at the second variable of the antecedents of interpersonal trust e.g., feedback.
2.2.2 Feedback

Robbins and Coulter (2005) have defined feedback as “the degree to which carrying out work activities required
by a job results in the individual’s obtaining direct and clear information about his or her performance”. Coates
(1996) argued that to create trust, you need to establish procedures to protect participants and let everyone know
what they are. Knippen (1996) has mentioned the benefits of feedback such as meeting the boss’s expectations
better; better performance; an employee will have to come to boss less frequently with problems, questions or
decisions; or having a more satisfied employee. Steelman and Rutkowski (2004) found that employees are more
inclined to develop their job performance based on unfavorable feedback when the feedback source is considered
to be credible, the feedback is of high quality and the feedback is given in a thoughtful manner. DeNisi and Kluger
(2000) provided that performance feedback is an important factor behind high job satisfaction and motivation.
DeNisi and Kluger (2000) further asserted that numerous decision-making and career development models contain
a feedback loop highlighting that individuals learn on the basis of receiving feedback on their performance.
Without monitoring, proper feedback cannot be provided and there is interaction between trust and monitoring to
procure cooperation in interpersonal and inter-organization relations. To facilitate this discussion, Ferrin, Bligh,
and Kohles (2007) provided that parties may rely on trust, monitoring, or some combination of the two to procure
cooperation. Ferin et al. (2007) further suggested that trust and monitoring jointly and independently contribute to
cooperation.

Third component under the discussion of antecedents of organizational trust is empowerment and research
findings on this important variable are provided as under:

2.2.3 Empowerment

If the employees are provided opportunities for autonomy, choice, responsibility, and participation in decision
making in organizations, they are said to be empowered by their superiors. Empowerment involves increasing
the decision-making discretion of workers (Robbins & Coulter, 2005). Chiang and Jang (2008) put empowering
employees equal to understanding the needs and capabilities of employees, trusting them, and helping them to
maximize their fulfillment while pursuing organizational goals. According to Chiang and Jang (2008), possible
components of empowerment may involve individual employee perceptions, job structure and work environment,
organizational structure and culture, managerial commitment and leadership, and training and reward systems.
Bartram and Casimir (2007) found that empowerment played an important role in influencing organizational
commitment and job satisfaction. Bartram and Casimir (2007) further found that as an important factor of
empowerment, supervisory support has significant positive impact on job satisfaction. Tzafrir’s (2004) study
found a significant and positive influence of empowerment as one of the determinants of employees’ trust in
their managers. Klidas, Antonis, Berg and Wilderom’s (2007) study that was conducted within the context of 16
luxury hotels in seven European countries found that customer-oriented culture and empowering management
style are significantly correlated with behavior of empowered employees during the delivery of service to
customers. Henkin and Moye (2006) in their study found that employees who feel empowered in their work
environment tend to have higher levels of trust in their managers.

Now, this study will look at the consequences of interpersonal trust.
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2.3 Consequences of Trust

Research findings of Ladd et al. (2006) found that employees’ participation in decision making increases
autonomy, job satisfaction and affective commitment. Ladd et al. (2006) further concluded that affectively
committed employees demonstrate more job satisfaction, work effort and pay more attention to their rewards. In
this part of the study, productivity and organizational commitment, which are the consequences of trust, will be
examined.

2.3.1 Productivity

Organizational productivity is the overall output of goods or services produced divided by the inputs needed to
generate that output and resultant effectiveness can be measured through knowing that how appropriate
organizational goals are and how well an organization is achieving those goals (Robbins & Coulter, 2005). Trust
is one of the key words for organizational productivity. It rests of how trustworthiness is your organization in the
past years; people believe in your promise trustworthy (Augistine, 1995). Chiang and Jang (2008) found that
supportive leadership behavior has a significant impact on managerial trust and organizational culture that as a
result encourage psychological empowerment in Taiwan’s hotel companies. An empirical study of Luo (2002)
suggests that trust plays a stronger role in improving international strategic alliances performance such as sales
and profitability. In Liu, Magjuka, and Lee’s (2008) study, the results suggest that team structure is strongly
associated with team performance, whereas trust and a collaboration conflict management style contribute to
teamwork satisfaction. In Thoms, Dose, and Scott’s (2002) study, it has found that accountability to both
coworkers and management was positively related to trust in supervisors and managers. In an empirical study of
Erdem and Zen (2003), the results show that teams with high levels of trust perform better and recommends that
trust should be a primary value of the organizational culture. Costigan et al. (2007) report that increased trust is
crucial to the firm’s success, providing the necessary coordination of its human resources to implement its
business strategy.

Now this paper is going to discuss the research findings on organizational commitment, which is the last variable
as consequences of organizational trust in this study.

2.3.2 Organizational Commitment

Robbins and Coulter (2005) put organizational commitment as the degree to which an employee identifies with a
particular organization and its goals and wishes to maintain membership in the organization. Brewer (1996)
defined organizational commitment as the relative strength of an individual’s identification with and involvement
in a particular organization. Bambacas (2008) found that committed employees are believed to be more
productive and less likely to quit, more dependable, perform better, produce more and are more involved. Pratt
(1998) provided that organizational commitment is often associated with, how happy or satisfied am | with my
organization. Stinglhamberi and Vandenberghe (2003) found that affective commitment to the supervisor was
found to completely mediate the effect of perceived supervisor support on turnover. In Costa’s (2003) study,
work team trust appeared strongly related with team member’s attitudes towards the organization. Tan and Tan
(2000), in their study show that organizational trust is in positive relationship with organizational commitment
and in negative relationship with the intention of leaving organization. In Gilder’s (2003) study, it is concluded
that contingent workers showed lower commitment to the team and to the organization, and displayed less
favorable work-related behaviors than core employees.

3. Conclusion

In this study, with the help of literature review it is concluded that participation in decision making, feedback
from and to employees and empowerment of employees lead to high level of trust. This study further concludes
that trust-building practices between managers and workers can lead to high productivity and organizational
commitment. After literature review done for this purpose, it is clear that Nyhan (2000) trust-based model is a
practical model for both public and private organizations. In the light of information obtained from literature
review it can be said that by encouraging participation of employees, providing positive feedback and with a true
empowerment, it is possible to enhance organizational productivity and commitment in all types of organizations
whether public or private. Therefore, consistent with Nyhan (2000), distinction between the factors that
contribute to trust and the outcomes of trust, this conceptual paper sheds light on factors that are crucial for
creating a trusting atmosphere. In the light of findings obtained from literature review, the trust-based model of
Nyhan (figure 1) is proposed equally for both public and private organizations. In this conceptual model, major
antecedents of interpersonal trust in shape of participation, feedback and empowerment and consequences of
interpersonal trust in shape of productivity and organizational commitment have been shown accordingly.
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Figure 1. Conceptual Model of Trust by Nyhan-2000
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