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Abstract. While prior studies offer significant insights into the extent of EGS
(Electronic Government Service) implementation from productivity-transparency
trade-off perspectives, critical questions remain about how transparency of gov-
ernment department/agency facilitates the implementation timing of EGS. Such
questions are important because transparency is an explicit indicator to outsiders,
such as IT (Information Technology) vendors, to help them plan their marketing
strategies in advance. Drawing insights from signaling and upper echelon theo-
ries, this research contributes to the electronic government literature by proposing
that the government department/agency performance transparency is closely
aligned to its timing of EGS implementation. Moreover, this relationship varies as
it depends both on the size of the government department/agency and the level of
tyranny of its leader or head. Empirical findings indicate that, in order to gain a
competitive advantage, a tyrannical manager in a smaller organization accelerates
the speed of IT implementation to use it as a strategic weapon to elicit favorable
public response. This research, thus, complements and extends extant knowledge
by exploring the key roles of both a government department/agency performance
transparency and its tyrannical leadership on the timing of EGS implementation.
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transparency � Signaling � Tyranny � Upper echelon

1 Introduction

Implementing a successful EGS (Electronic Government Service) has become a critical
issue for government administration [1]. EGS uses computer hardware, computer
software, database management technology, and networking and telecommunication
technology to enhance the accessibility and delivery of government information and
service for citizens [2]. Thus, understanding the key determinants of EGS implemen-
tation is a critical and constructive way for IT (Information Technology) infrastructure
providers to determine market segmentations and help them evaluate relevant
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promotional tactics [3]. Transparency is likely to play an important role in the context
of ICT (Information and Communication Technologies) as it may have a facilitative
impact on various relationship outcomes such as gaining trust [4], enhancing purchase
intention and strengthening information exchanges between sellers, buyers and external
stakeholders [5–8]. More specifically, many governments have worked to increase
transparency. As EGS is viewed as a cost-effective and convenient means to promote
transparency, it has been widely employed in many comprehensive transparency efforts
[9, 10].

While prior studies offer significant insights into the extent of IT implementation
from a productivity-transparency trade-off perspective [3], questions remain about
whether transparency will affect the timing of organizational technological artefact
implementation [11]. This question is important as transparency is an explicit indicator
for outsiders such as IT vendors to plan their target markets in advance. Moreover,
organizational performance has been shown to be affected by the risk-taking propensity
of its leader such as chief executive officer (CEO) [12].

While organizations are the reflection of their top management team [13], it is
essential to discuss organizational moves from its leadership point of view. Upper
echelon theory suggests that, in most cases, this reflection is attributed to the dispo-
sition of CEOs alone [14]. Since it is they who play the decisive roles by setting the
direction of the organization, making general decisions and building the organizational
culture. Hence, an organization, either informally or formally, implements IT through
each interaction when the top manager sets his or her own priorities [15].

For instance, as the CEO of Apple, which has been a highly visible firm in terms of
media attention and accessible information, the authoritarian Steve Jobs was described
by Walter Isaacson as the “creative entrepreneur whose passion for perfection and
ferocious drive revolutionized many industries”. Arguably, Apple is a highly innova-
tive business with a tendency to adopt and implement novel technology, whereas, in
contrast, Bill Gates, the head of Microsoft, being relatively democratic, spends his time
communicating with his information technology specialists about how new products
can become standard industry products [16]. An example of the consequences of this
democratic approach is Microsoft’s tendency to provide less accessible information for
stakeholders by using lengthy descriptions rather than the simpler Q&A format, hence
its implementation speed when adopting IT might be argued to be somewhat slower
than Apple’s. Because the combined effect of organizational characteristics and
executive characteristics is worth exploring [17], this research explores the interaction
effects between the tyrannical leadership of government department/agency head and
performance transparency on setting the timing for the implantation of electronic
government service.

Drawing insights from signaling and upper echelon theories, this research theorizes
that a government department/agency with a high level of performance transparency will
be relatively fast in EGS implementation and itwill examine how a tyrannical government
department/agency head may sharpen the relationship between the government perfor-
mance transparency and the timing of EGS implementation. The theoretical framework,
propositions and managerial implications are discussed next.
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2 Theoretical Background

2.1 Transparency as a Signal

The concept of transparency has been investigated across different academic disci-
plines. The innovation management literature, for example, has examined it in the
context of openness or scientific disclosure in innovation activities [18–20]. In the
marketing field, researchers have explored information disclosure in the context of
customers’ responses to nutritional information and drug risk information [21, 22] and
in IS (information system) literature, relevant concepts, such as business to consumer
relationships and digital markets, have also been examined [23–26]. These works
defined information transparency as the level of availability and accessibility of market
information to its participants, implying the inclusion of both the quantity of infor-
mation available and the quality of interface to make information accessible.

We define transparency as the extent to which stakeholders view the information
provided by an organization as being both accessible and objective [7]. Transparency in
business-to-business (B2B) communication among stakeholders such as governments,
investors, media, vendors and service providers may improve an organization’s per-
formance in terms of efficiency and effectiveness [8]. In this respect, signaling theory
may be applied in order to explain how transparency can benefit an organization [7].
This theory holds that, in a market characterized by information asymmetries, one
exchange partner communicates unobservable elements, such as intention, ability, skill
levels, quality and performance, by providing an observable signal [25, 27, 28]. Indeed,
information transparency in contrast to information availability or information sharing,
is deliberate, which implies the intention of the sellers to disclose or withhold electronic
mercantile information that can affect policies and decisions with opportunities pro-
vided by e-commerce technologies [25].

Hence, IT service implementation is significantly affected by degrees of trans-
parency because visibility from enforcement and auditing encourages businesses to be
more likely to adopt modern efficiency-enhancing technologies [3]. Such operational
clarity might be systematically correlated with organizational performance that leads a
firm to initiate a “see through” approach that signals its competence in delivering its
promises [7]. As such, transparency becomes a fundamental method of signaling dif-
ferent cues in the marketplace, thus enabling outsiders, such as IT service providers, to
identify potential markets. Thus, exploring how sending different types of information
transparently shapes the message being sent regarding its IT implementation strategy is
an important issue for IT service providers.

2.2 The Upper Echelon in Strategic IT Decision Making

According to Hambrick and Mason [13], firms are a reflection of their top management
teams or leadership, although most of the time, the reflection could be of the CEO [14].
Hayward and Hambrick [29] researched organizations along psychological lines and
their findings were affirmed by more recent studies by Dwivedi et al. [15] and Gerstner
et al. [30] who explored it from both a cognitive perspective and in terms of individual
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dispositions, such as hubris and narcissism in order to understand how these factors
translate to decisions and outcomes at organizational and technological levels. For
instance, Chatterjee and Hambrick [14] were of the opinion that narcissistic CEOs do
not generate big wins or big losses in terms of their companies’ performances, although
they favor relatively bold or risky actions that attract attention. Therefore, from a
psychological cognitive perspective, such executives’ characteristics are manifested in
their strategic choices, particularly in terms of IT adoption strategies, since this is one
area that can earn them admiration and reinforce their self-image [15].

While narcissism is one of the destructive business leadership taxonomies, a CEO’s
tendency for tyrannical behavior has been suggested to act as another major contri-
bution to an organization’s extraordinary performance [31, 32]. Ashforth [33] defined a
“petty tyrant” as “someone who uses power and authority oppressively, capriciously,
and perhaps vindictively” although such leaders may behave in accordance with the
legitimate goals, tasks, and strategies of their organizations [31]. Therefore, despite the
fact that tyrannical leaders may be viewed as abusive, it is often apparent that they also
engender employee satisfaction; hence, they may perform well on work-related
assignments [34]. Skogstad [35] argued that leaders who behave badly toward sub-
ordinates may be highly constructive in their relations with customers or business
partners or toward upper management; they may, of course, also have important pro-
fessional or technical skills, which Ma et al. [32] described as “the paradox of man-
agerial tyranny”. More importantly, the dispositions explored in earlier research are
from self-evaluation of the CEOs [14, 15, 30].

In this research, a tyrant is characterized by general public consensus together with
perceptions and evaluations from subordinates, stakeholders (citizens) and media.
Therefore, the role of tyrannical heads in influencing their organizations’ strategies may
prove to be contradictory factor, hence a matter worth investigating.

3 Proposition Development

3.1 The Effect of Transparency on EGS Implementation

Being transparent in a B2B context might be considered important for organizations as
it could enhance their bargaining power by gaining the trust of service providers in
attempt to negotiate preferable deals such as low interest rate, price reduction, aftercare
service extension and so on. Many organizations have adopted innovative transparency
policies to help stakeholders reduce uncertainty or perceived risk, and furthermore, gain
their trust [6]. Such policies, which may be assisted by e-services, include offering
unbiased information from the integration of various media channels, disclosing
stakeholder reviews on websites, and providing accessible and comprehensive infor-
mation across devices [24, 25].

However, transparency through technologies is a double-edged sword as it puts
organizations in a situation where on the one hand it helps them to both increase
productivity and signal their competitive advantages, while, on the other hand, such
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transparency of transactions leaves a clear audit trail, thus potentially making opera-
tional costs higher than they are for those who do not use IT systems [3, 26]. The
dilemma between productivity and transparency causes the “Peter Pan Syndrome”
whereby organizations prefer to stay small than to grow, thus impeding computer
technology implementation. It is noticeable, therefore, that the preference for
productivity-enhancing technologies has been empirically confirmed to be higher when
organizations are motivated to be transparent [3]. As such, transparency predicts IT
implementation in a way that organizations expect their IT functions to enable them to
exploit new opportunities relatively quickly while also reacting to unanticipated
changes.

Indeed, timeliness is an essential component of IT implementation as it results in
better responsiveness to external changes and also to either attain or maintain com-
petitiveness [11]. The focus of much IS research has been on the influences that impact
those stages that come near the end of the IT innovation decision-making process;
hence, the objective of this research is to identify the drivers that influence the earlier
stages of the decision-making process.

In sum, government departments/agencies may rely heavily on EGS in a way that
they can either easily distribute the information or manage content in order to abide by
principles. Therefore, whether or not government departments/agencies are instructed
or voluntarily requested to disclose their operational performance in an accessible and
unbiased form for potentially interested parties, a high level of performance trans-
parency could lead them to implement EGS quickly. In contrast, government
departments/agencies with low performance transparency that retain their existing
systems are less likely to be in the spotlight, which may result in a relatively slow pace
in switching to EGS. We thus proposed that:

• P1: Government departments/agencies with high (versus low) transparency have a
relatively fast EGS implementation timing.

3.2 The Interaction Between Tyrannical Leadership and Transparency

With the preceding discussion in mind, we argue that tyrannical leadership of a head of
government department/agency could strengthen the positive relationship between
performance transparency and his or her department/agency timing of EGS imple-
mentation. Thus, if both these elements come into play a firm’s speed of EGS
implementation will be fast.

The concept of petty tyranny or tyrannical leadership was originally introduced by
Ashforth [33] as a description of leaders who exercise their powers over subordinates in
a lordly manner and behave in arbitrary ways. However, tyrannical CEOs can influence
strategic choices extensively and efficiently [32]. This is akin to the endorsement of a
celebrity whose skills, output and charisma may attract media attention and then gain
wide public attention. At the same time, a strict and authoritative managerial style of
the executives may assist employees to clearly understand the direction of their firm.

Given the publicity generated by transparent performance, the autocratic leaders
who make up mind according to their own beliefs accelerate the timing of IT imple-
mentation, since they tell their subordinates what to do and they make sure they have
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sufficient controllable resources on hand to facilitate their decisions [32, 33]. Conse-
quently they elicit favorable public response by means of their IT, using it as a strategic
weapon in order to gain a competitive advantage.

Furthermore, in an intriguing line of research on diffusion and implementation of
IT, power and politics have been examined and have suggested that technology usage
depends on superiority for the purpose of manipulation, control and coercion [36–38].
Tyrannical leaders tend to avoid resistance to technology implementation by empha-
sizing managerial authority as well as by encouraging user involvement through office
politics.

When government departments/agencies have a highly transparent performance
policy, tyrannical leaders have a greater tendency to implement EGS, but not when
their performance transparency is low. Hence, once department/agency heads are put
on the spot, they are more likely to invest in technological discontinuities to be
impressed by bold and daring actions [30]. The higher government department/agency
transparency in terms of visibility, the more favorably accepted will be the leader’s
tyrannical management style. This is because the interpretation of leader’s oppressive
action is more likely to be colored by intentional signals, transforming dictatorship into
the dogged and resolute characteristics of a strong and capable leader. Although
transparency does not always guarantee high performance in government, the exposure
could trigger government with below average performances to long for external sup-
ports [10]. In such circumstance, tyrannical government department/agency heads may
implement EGS more rapidly owing to them having plenty controllable resource on
hand. Thus:

• P2: Tyrannical leadership positively moderates the relationship between trans-
parency and timing of EGS implementation, such that transparency has a greater
positive effect on timing of EGS implementation for government
departments/agencies with more (vs. less) tyrannical tendencies of their leadership.

3.3 The Three Way Interaction Between Tyrannical Leadership,
Transparency and Size of Department/Agency

In order to unpack the key mechanisms behind transparency and the timing of EGS
implementation, this research explores in top management teams, namely their leaders’
tyranny. The impact of transparency, however, is likely to depend on the size of the
government department/agency. We hence expect that the return on transparency is
more pronounced in certain conditions of size, than in others.

Organizational size has been shown to influence decisions, including the way
information is processed [3, 17]. Organizations with varying levels of size may make
quite different decisions, therefore, this research was further extended by predicting that
the moderating role of tyrannical leadership in regard to the speed of EGS imple-
mentation will be influenced by how large the government department/agency is. The
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government department/agency is determined by the number of employees. Since
perceived risk differs across business sizes, the implementation of new technology is
generally perceived as bringing greater risks for smaller firms since they operate in a
highly competitive environment and are thus likely to suffer from financial constraints,
lack of professional expertise, and are more likely to be adversely affected by varying
managerial styles of CEOs [17].

It has already been demonstrated that tyrant managers are more likely to be daring
or risk takers and these personal tendencies may lead to bold choices [14, 31]. As such,
when they are in the spotlight, they tend to act like innovators by trying out their new
ideas as soon as possible despite suffering from occasional early setbacks. Building on
the work of Mishina et al. [39], this study suggests that, particularly in small busi-
nesses, even though a moderate to strong negative character of a tyrant manager will
have a greater influence on their reputation, tyrannical leaders rely less on group norms
in relation to widespread beliefs than on their own self-confidence in their ability to
lead them on to pioneer or apply new IT systems.

In contrast, when organizations are large, they are not so strongly affected by their
CEOs decision making as there are other stakeholders involved whose collective
knowledge may be relied upon to drag down the adoption time [11]. Consequently, this
study argues that a tyrannical leadership is more likely to influence the relationship
between transparency and EGS implementation timing when the government
department/agency size is small rather than large. Therefore:

• P3: The moderating effect of tyrannical leadership on the relationship between
transparency and timing of EGS implementation is stronger when the government
department/agency size is small (versus large).

Figure 1 shows the conceptual framework including the research three propositions.

Fig. 1. Conceptual framework
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4 Conclusion and Implications

This research theorizes that government departments/agencies with a higher level of
performance transparency will be relatively quick in EGS implementation and explores
how a tyrannical leader may sharpen such a relationship when the government
department/agency size is small. This research complements existing knowledge about
electronic government and contributes to the literature on signaling leadership in three
important ways.

First, because signaling theory examines communication between individuals, there
is room for it taking a new direction [40]; hence this research sheds light on the
relationship between the signaled message, in this case performance transparency, and
the sender, the leaders, which shows that the same form of transparent information
from different degrees of tyrannical executives influences the timing of IT imple-
mentation. Second, although the results confirm that transparency affects organizational
IT implementation [3, 24, 25], when looking at both the timing of implementation and
executives’ leadership, we also theorize an additional affect that consists of variance.
Third, the link between organizational size and IT service implementation remains
mixed. Many studies have reported that small size organizations are vulnerable to
waiting for long-term value returns on their IT investments, whereas some claimed that
small size organizations are more flexible in their implementation of new IT systems.
This research, however, has theorized the key role played by a tyrannical leader in
formulating and consolidating an organizational decision to obtain a new IT system.

This research offers some critical practitioners in the IT industry for finding better
ways to promote their services. For example, marketers eager to promote IT can specify
target leader segments by classifying heads in relative order of their tyrannical ten-
dencies together with the transparency levels of their departments/agencies. It would
therefore make strategic sense for tyrant leaders who manage highly transparent
departments/agencies to be targeted first in order for them to receive positive messages
about their innovative IT products and also have information about them more widely
disseminated around the industry.

By taking advantage of the interaction effects between a leaders’ tyranny and
organizational performance transparency, IT service providers’ investments in new
product development may result in more fruitful benefits in that their operating
objectives are more likely to be met. Therefore, by proposing and mounting a theo-
retical based research model backed up with an extensive literature review, the current
research uncovered the pitfalls that may befall those IT vendors using other studies’
results. Enterprise IT providers then understand why and how they could prioritize
government departments when introducing innovative IT systems.
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