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peer frequency of exchange.

- Past research on employee helping behavior has
- primarily addressed two forms of social exchange:
amployee-employer exchange and supervisor-
subordinate exchange. Research on psychological
contracts and organizational citizenship behavior
has examined the employee-employer exchange re-
lationship, focusing in particular on how extrarole
behavior (positive employee behavior that is not
employer prescribed) indirectly benefits organiza-
tions (e.g., Bateman & Organ, 1983; Organ, 1988;
Robinson & Morrison, 1995; Van Dyne & Ang,
1998). In contrast, research on dyadic exchange in
organizations has focused on supervisor-subordi-
nate relationships (Dansereau, Graen, & Haga, 1975;
Dienesch & Liden, 1986). Leader-member exchange
theory, for example, has informed researchers’ un-
derstanding of how hierarchical asymmetry influ-
ences the nature of dyadic exchange (e.g., Duarte,
Goodson, & Klich, 1994).

Whereas understanding of employee-employer
exchange and supervisor-subordinate exchange has
deepened, understanding of exchange among peer
employees remains less developed. This is unfor-
tunate, given that many trends in organizations,
such as a variety of employee involvement pro-
grams and a move toward team-based work, have
had the effect of reducing hierarchical differences
among employees (Howard, 1995; Mohrman,
Cohen, & Mohrman, 1995). As a result, the need to
understand the dynamics of dyadic exchange is no
longer limited to hierarchical relationships. In-

1 wish to thank Maureen Ambrose and three anony-
mous AMJ reviewers for their helpful advice. I have also
benefited from the thoughts and suggestions of Joel
Brockner, Jennifer Chatman, Don Hambrick, Heather
Haveman, Paul Ingram, and Barry Staw.
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HOW MUCH SHOULD I GIVE AND HOW OFTEN?
THE EFFECTS OF GENEROSITY AND FREQUENCY OF FAVOR
EXCHANGE ON SOCIAL STATUS AND PRODUCTIVITY

FRANCIS J. FLYNN
Columbia University

Data collected from 161 employees of a large firm suggest that perceived generosity is
positively related to individual social status, but maintaining an equitable balance is
positively related to individual productivity. Employees may address this dilemma by
increasing how often they exchange favors rather than by seeking exchange equity.
Frequent favor exchange was positively related to both status and productivity and
strengthened the generosity-status and the balance-productivity relationships. Find-
ings highlight the value of studying employees, particularly the faver exchange among

stead, how effectively peer employees manage their
exchange relationships with one another is an im-
portant concern as well (Flynn & Brockner, 2002).
Yet little guidance exists about what specific pat-
tern of dyadic exchange (for instance, how much
and how often one should give and receive) may be
most effective for individual employees.

Research, as well as intuition, suggests that as
long as dyadic exchange among peer employees
remains equitable, it can be mutually beneficial
(Cook & Emerson, 1984). Equity in peer exchange
relationships is purportedly maintained by adher-
ence to the norm of reciprocity, which stipulates
that people should feel compelled to help those
who have helped them (Cialdini et al., 1977; Gould-
ner, 1960). Nevertheless, employees often perceive
imbalance in the giving and receiving of favors. The
consequences of such imbalance may be paradoxi-
cal. On the one hand, imbalance might generate
rewards for more generous employees and negative
consequences for less generous employees because
the former will develop a better reputation than
will the latter (e.g., Blau, 1964). On the other hand,
if employees are frequently performing favors for
other employees and receiving fewer than they give
in return, they may incur a resource deficit (a neg-
ative balance) that hinders their ability to perform
their jobs effectively.

In the present research, I attempted to resolve
this seeming paradox by positing that more fre-
quent favor exchange can mitigate the negative im-
pact of perceived imbalance. Past research suggests
that the strengthening of exchange relationships
yields many benefits for an organization, such as
reduced conflict (Nelson, 1989), improved perfor-
mance (Nelson, 1991), and enhanced knowledge
sharing among peer employees (Hansen, 1999). For
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