
  

 

 

Tilburg University

Organizational change and the dynamics of psychological contracts

Freese, C.

Publication date:
2007

Document Version
Publisher's PDF, also known as Version of record

Link to publication in Tilburg University Research Portal

Citation for published version (APA):
Freese, C. (2007). Organizational change and the dynamics of psychological contracts: A longitudinal study.
Ridderprint.

General rights
Copyright and moral rights for the publications made accessible in the public portal are retained by the authors and/or other copyright owners
and it is a condition of accessing publications that users recognise and abide by the legal requirements associated with these rights.

            • Users may download and print one copy of any publication from the public portal for the purpose of private study or research.
            • You may not further distribute the material or use it for any profit-making activity or commercial gain
            • You may freely distribute the URL identifying the publication in the public portal
Take down policy
If you believe that this document breaches copyright please contact us providing details, and we will remove access to the work immediately
and investigate your claim.

Download date: 24. May. 2023

https://research.tilburguniversity.edu/en/publications/a8784243-b027-426a-9174-9d8b6b9d865c


1.k< M \
#1

       -4/tain '.
UN (4 h

1
4                                  1.

//fl-                          4
c. 3241,f f                 \F>a4

:...4..
h**b

2.ff/: 1   „
./.

.
-

'- .

li
A-         /  f',= 3

2'             L-   Ci,      /   :   .
--

-

9&:1 1/elf
./ ./'li                3

./Eli



-Tr·"
1 1 w·, 1

1    2 . .1 , t h. .  .     I         .   . /  t.   ,           1..,

i.       -     ----- -- *-1--

»---.... .........

 ------__-_7 , -LIL,FLi



Organizational Change and the Dynamics of
Psychological Contracts:

A longitudinal study



Organizational Change and the Dynamics of
Psychological Contracts:

A iongitudinal Study

Proefschrift

ter verkrijging van de graad van doctor aan de Universiteit van Tilburg, op
gezag van de rector magnificus, prof. dr. F.A. van der Duyn Schouten, in het

openbaar te verdedigen ten overstaan van een door het college voor promoties
aangewezen commissie in de aula van de Universiteit op vrijdag 19 oktober

2007 om 10.15 uur

door

Charissa Freese

geboren op 11 februari  1970 te Groningen



Promotor:
Prof. Dr. M.J.D. Schalk

Promotiecommissie:
Dr. M.A. Croon
Dr. W.A.M. de Lange
Prof. Dr. J. Paauwe
Prof. Dr. D.M. Rousseau

Paranimfen:
Dr. Ana Cristina Costa
Drs. Pieter van de Koolwijk

........--------------1

l'il\Fi•'hu' „»il  1; hl'HtRU  
111_____1
LIOTHEEK

-1.LBURG

Cover design: Rina Freese
Printed by: Ridderprint Offsetdrukkerij B.V., Ridderkerk, the
Netherlands

All rights are reserved. No part of this book may be reprinted or
reproduced or utilized in any form or by electronic, mechanical, or other
means, now know or here after invented, including photocopying and
recording, or any information storage or retrieval system, except in case
of brief quotations embodied in critical articles and reviews, without
permission of the author.

ISBN/EAN: 978-90-5335-122-2



Table of Contents

1. INTRODUCTION: TRENDS IN DUTCH SOCIETY AND THE
PSYCHOLOGICAL CONTRACT                                                    1
1.1 POLITICS AND SOCIAL RELATIONS                                                                              2
1.2 CULTURAL VALUES                                                                                                  4
1.3 DUTCH LABOR LAW                                                                                                            5
1.4 DEVELOPMENTS INTHE DUTCH LABOR MARKET....................................................... 6

1.4.1 Dutch economy and labor market supply..........................................................6
1.4.2 Working hours....                                                                                     7
1.4.3 Temporary and Flexible Work                                                                           9
1.4.4 Women in the Dutch Labor market                                                                         10
1.4.5  Rewards                                                                                                                                  11

1.5 HR POLICIES AND THE PSYCHOLOGICAL CONTRACT                                                             11
1.6 THE PSYCHOLOGICAL CONTRACT AND ORGANIZATIONAL CHANGE........................... 13

2. THEORIES ON PSYCHOLOGICAL CONTRACTS ............................... 15

2.1  HISTORICAL OVERVIEW                                                                                                                             15
2.2 PSYCHOLOGICAL CONTRACT DEFINITIONS IN FOCUS ................................................ 21
2.3 THE PSYCHOLOGICAL CONTRACT IN WORK AND ORGANIZATIONAL PSYCHOLOGY... 25

2.3.1 Psychological contract and organizational commitment                               25
2.3.2 Psychological contract and motivation. 25

2.4 TYPOLOGIES OF PSYCHOLOGICAL CONTRACTS ........................................................ 27
2.4.1  The function  of the  psychological  contror,                                                                                      27

2.4.2  Types  of contracts                                                                                                                              28
2.4.3 Types ofpsychological contracts                                                          29

2.5 CONTEMPORARY RESEARCH: AN OVERVIEW MODEL.                                                     35
2.6 EMPIRICAL STUDIES ONPSYCHOLOGICAL CONTRACTS............................................ 35

2.6.1 The content ofthe psychological contract.......................................................36
2.6.2 Differences in psychological contracts between groups of employees.............. 37
2.6.3 Longitudinal researches of psychological contracts....                               38



Table of Contents

2.7 PSYCHOLOGICAL CONTRACT VIOLATION                                                                        39
2.7.1 Discrepancies in the psychological contrarl ....40
2.7.2 Psychological contract breach...                                                               41
2.7.3  Psychological  contract violation „41
2.7.4 Responses to psychological contract violation................................................ 42
2.7.5 Psychological contract violation models                                                          42
2.7.6 E#ects of psychological contract breach on employee attitudes and behavior. 44
2.7.7 Longitudinal studies on psychological contract violation and breach.............. 47
2.7.8 Moderating factors:  perceivedbreachandpsychologicalcontractviolation... 49

2.8 ANTECEDENTS OF PSYCHOLOGICAL CONTRACT BREACH                                               51
2.8.1  Individual factors..                                                                                                                        51
2.8.2  Organizational factors...............................................                                             52
2.8.3  Context factors .52

2.9 RESEARCH MODFI                                                                                           52

3. A DYNAMIC MODEL OF PSYCHOLOGICAL CONTRACTS ............. 55

3.1 CHANGES IN THE PSYCHOLOGICAL CONTRACT                                                               56
3.2 THE DYNAMICS OF PSYCHOLOGICAL CONTRACTS MODEL                                              57

3.2.1 Balanring                                                               59
3.2.2 Revision and desertinn ....60

3.3 PSYCHOLOGICAL CONTRACT MODELS ON VIOLATION                                                    62
3.4 RESEARCH QUESTIONS..                                                                                   63
3.5 METHOD                                                                                                                                         64

3.5.1 Design study 1 : Respondents of the longitudinal study                                     65
3.5.2 Sample study 1: Respondents of the longitudinal study                                     66
3.5.3 Design study 2: Respondents who resigned                                                           66
3.5.4 Sample study 2: Respondents who resigned                                             67

3.6 RESULTS STUDY 1 : RESPONDENTS OF THE LONGITUDINAL STUDY............................ 67
3.6.1 Does the organizational change process afect the psychological contract? .... 67
3.6.2 Balancing, revision and desertion ....70
3.6.3 Limit oftolerance                                                                              82
3.6.4 Bulfering fartnr  83

3.6.5 Outcomes ofviolations of the psychological contract...................................... 84
3.7 RESULTS STUDY 2: RESPONDENTS WHO RESIGNED...                                                                  86

3.7.1 Sources of the violations..                                                              86
3.7.2 Revisinn 87

3.7.3 Outcomes ofpsychological contract violations...............................................88
3.7.4 Bulfering factors. ...    89

3.8 DISCUSSION ANDCONCLUSIONS...................................................................... 89



Table of Contents

4.PSYCHOLOGICAL CONTRACT QUESTIONNAIRES .......................... 93

4.1 INTRODUCTION .....                                                                                  94
4.2 THEORETICAL BACKGROUND OF PSYCHOLOGICAL CONTRACT QUESTIONNAIRES...... 95
4.3 FEATURE, CONTENT OR EVALUATION MEASURES OF THE PSYCHOLOGICAL CONTRACT96
4.4 MEASURING THE CONTENT OF PSYCHOLOGICAL CONTRACTS.................................... 98
4.5 MEASURING FULFILLMENT OR VIOLATION OF THE PSYCHOLOGICAL CONTRACT...... 101

4.5.1 Terminology: Promises, obligations, expectations........................................ 104
4.5.2 Level ofmeasurement 105

4.5.3  Breach or violation  of the psychological contract. 107

4.5.4 Violation orfulfillment of the psychological contract.................................... 108
4.5.5 Criteriafor psychological contract measures..............................................  109

4.6 THE CONSTRUCTION OF THE TPCQ 110

4.6.1  Pilot questionnaire 111

4.6.2 The development of the TPCQ 111

4.6.3 Organizational Commitment and Intention to Turnover Scales of the TPCQ.  113
4.7 RESULTS OF THE QUESTIONNAIRE ANALYSES........................................................ 116

4.7.1  Missing data annlj, ir 116

4.7.2 Factor analyses and item analyses.. 116

4.7.3  Correlations  between the researched scales  and test-retest reliabilities........  124
4.8 CONCLUDING SUMMARY AND REMARKS. 125

5. A LONGITUDINAL STUDY OF ORGANIZATIONAL CHANGE AND
THE PSYCHOLOGICAL CONTRACT 127

5.1 INTRODUCTION 128

5.2 HyPOTHESES 130

5.3 METHOD 133

5.3. I  The participating organizations ...... 133

5.3.2 Research design 134

5.3.3 Sample 135

5.3.4 The Tilburg Psychological Contract Questionnaire (TPCQ)........................  136
5.3.5 Research model and statistical analyses 137

5.4 REsul Ts 141

5.4.1  Changes in the psychological contract and employee attitudes over time......  141
5.4.2 Organizational change, the psychological contract, organizational commitment
and intention to turnover 142

5.4.3 The influence of di#erent kinds of organizational changes and the
implementation process on the psychological contract..................................... 148

5.5 DISCUSSION 154

5.5.1 A conclusive summary of the ren,It  154

5.5.2  Contributions,  limitations  and suggestions forfuture research......................  158
5.5.3  Implications for managers 159



Table of Contents

6. CONCLUSIONS, A CRITICAL REVIEW AND PRACTICAL
RECOMMENDATIONS 161

6.1 RESEARCH GOALS AND CONTRIBUTIONS............................................................. 162
6.2 M IN CONCLUSIONS 162

6.2.1  Measuring psychological contrart  163

6.2.2 Dynamics of psychological contrort< ..164
6.2.3 Organizational change and the psychological contract 166

6.3  DISCUSSION AND FUTURE RESEARCH..........................................---..................  168
6.3.1 The  nmplp .168
6.3.2 The instrument 168
6.3.3 The research design .. 169
6.3.4 Future research direction  .. 170

6.4 PRACTICAL IMPLICATIONS ... 172
6.4.1  The application of the concept ofpsychological contracts in organizations .. 172
6.4.2 Psychological contract management in times of organizational change........ 173
6.4.3  Psychological contracts and HRM....... 176

6.5 CONCLUSIVE REMARK. ... 179

SUMMARY 181

SAMENVATTING 191

APPENDICES 201

REFERENCES 221

DANKWOORn 239

CURRICULUM VITAE 242



/                                 \\

Psychological contracts embedded in     '
i Dutch society

Chapter 1

).)-
V

V
./                                  '-

A quahtative validation d

 

Psychological contract theory the Dynanuc model of
Chapter 2 psychological contracts

\                                                                                                                                                 Chapter 3

%--
V

A critical review of
psych logtal contract
questionnaires and the

development of the Tilburg
Psychological Contract

Questlonnave
Chapter 4

V
V

Longitudinal study d
organizational change and Conclusuns and recommendat ons for     
the psychological contract future psvchologtcal contract

research    Chapter 5 Chapter 6

V

(
====51-

Chapter 6

/                                          I

»-%%%.
Figure 1 Structure of this thesis



Overview of this thesis

In this thesis, a research project concerning the influence of organizational
changes on psychological contracts is described. Several themes are discussed.

In the first chapter, trends in Dutch society and the Dutch labor market
are discussed. This is done to provide a context in which psychological contracts
of Dutch employees could develop in the way they are at present.

In Chapter 2 a reflection on psychological contract theory is given, in
which our position in the psychological contract debate is clarified.

A dynamic model of psychological contracts (Schalk & Freese, 1997;

Schalk & Roe, in press) is presented in Chapter 3. Organizational changes are
assumed to cause changes in the psychological contract. The dynamic model
provides an explanation why in some cases psychological contracts remain
unaffected during organizational changes and in other cases they are violated.
This model was subjected to a qualitative test of its validity by interviewing 53
employees. There is a variety of psychological contract questionnaires, with
different quality levels and different foci.

In Chapter 4 a critical evaluation of psychological contract
questionnaires is given and the construction of the Tilburg Psychological
Contract Questionnaire is described. This questionnaire was distributed three
times in three different organizations going through an extensive organizational
change process.

The results of this longitudinal study are presented in Chapter 5.
In the final chapter, Chapter 6, the conclusions, strengths and

limitations of our research project, suggestions for future research and practical
implications of psychological contract research for human resources
management are described.

Each chapter is a study in itself, and may be read by itself. Therefore, in
some cases psychological contract theory or the description of our instrument is
repeated. Some of the studies discussed in the chapters have been published in
journals or presented at conferences, others are under review for publication. An
overview of publications by the author is given in the Curriculum Vitae. The
Tilburg Psychological Contract Questionnaire can be found in Appendices 2
(Dutch) and 3 (English).
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Introduction: Trends in Dutch society and the
psychological contracti

Shareholders of the Unileuer corporation received an unexpected gift of 16 billion
guilders when the annual results of 1997 were released. Even after the cash

surplus was paid out, the board of directors indicated that the company had
enough money left to buy any company it wished to take ouer. At the same
meeting the Unileuer management stressed that reorganization of the company
was necessary to cut costs in order to stay competitive.

Different employees of the Unilever corporation might have distracted two
opposite conclusions from this meeting: there is ample job security and there is
job insecurity. The show of confidence of returning so much money to the
shareholders might have led employees to view the company's strong financial
position as a signal of ample job security for workers. The announcement of the
reorganization might have led employees to feel insecure about their jobs.

This dual message might have an influence on the relationship between
the organization and the employee. However, how it influences the relationship
may differ from one employee to the other, depending on the meaning the
employee distracts from the message of the management. In other words, this
message influences the psychological contracts of employees.

A psychological contract consists of the exchange relationship between
employee and organization with regard to perceived mutual obligations.

This thesis is about the influence of organizational changes on the
psychological contract. In our main study the psychological contracts of 450
employees of health care organizations in the Netherlands going through
extensive organizational change processes were assessed during one year. The
1 Parts of this chapter are based on the chapter: "Psychological contracts in the Netherlands.
Dualism: Flexibility and Security" by Freese, C. & Schalk, R., published in D.M. Rousseau and R.

Schalk (Eds.) (2000) Psychological contracts in employment. Cross-national perspectives. Thousand
Oaks: Sage, p.176-194.

1



Chapter l

psychological contracts of these employees, however, were not only influenced by
the organizational change process. Psychological contracts are constantly being
influenced and shaped by macro, meso and micro variables.

This introductory chapter starts with the macro level: the society in
which Dutch employees are working, to gain an understanding of how the
psychological contracts of these health care employees might have been
influenced by Dutch society. Psychological contracts are partly driven by societal
norms (Sparrow, 1996). Societal dimensions that constitute the context of the
psychological contract are: laws and regulations, industrial relations system,
labor market and economic system, educational system, family orientation and
cultural values (Claes, Kochuyt, Schalk & De Jong, 2004). These societal
dimensions are translated into organizational policies and practices and thus
influence the psychological contract. Societies place limits on the psychological
contract through the level of resources (e.g. skilled labor, capital) made available
to organizations and the regulations (laws and customs) that govern acceptable
behavior by both employees and employers (Rousseau & Schalk, 2000). Laws
influence employee's beliefs about what is allowed in the relationship with an
organization and also directly influence the ability of employees to bargain.
Additionally, societies vary in the extent to which they support a free market
economy and the economic environment in a country affects issues such a work
force demographics, quality of labor force, working hours, working conditions
and compensation (Parker, 1998). The societal dimensions in turn are
influenced by the historical background of the country like developments in the
political system, religious diversity, occupation, colonization, war, immigration
and emigration etc.

To get a broad insight into how societal factors may influence
psychological contracts, the reader is referred to the book "Psychological
contracts in employment: Cross-national perspectives", edited by Rousseau and
Schalk (2000). In this book, the author of this chapter has described the Dutch
situation at length. Here, we will briefy discuss societal influences, before we
turn to an overview of the content of this thesis. The reader should bear in mind
that the societal context in which psychological contracts are construed is in
transition (Rousseau, 1995). Much of what is written in this chapter, changes
along with the economic trends, and so do the psychological contracts construed.

1.1 Politics and social relations
The political situation is at present quite unstable in the Netherlands. This is
not characteristic for the Netherlands, as political unrest is uncommon for the
Dutch. The current government is focusing on themes like "work above income",
prevention of poverty and social exclusion (of groups like foreigners, single
mothers and drop outs), reorganizing the social welfare system and increased
own responsibilities for civilians and employers (SCP, 2004). This has led to
different opinions on who should work, how many hours should be worked and
when people are allowed to retire. As the Netherlands have a growing number of
retired employees and also a decreasing number of working people, participation
of the complete working force is a necessity.

2



THends in Dutch society and the psychological contract

Social relations have always been based on compromise rather than on
contract. Employer-employee relations in the Netherlands need not be
antagonistic (Hofstede, 1999). The government, employers and trade unions
frequently negotiate about actions that will keep the Dutch economy healthy.
This policy of consensus is also called the "Polder model". The Polder model is
the way the Dutch resolve conflicts: by negotiation. In the Netherlands there is
a need for consensus among all parties, neither predetermined by a contractual
relationship, nor by class distinctions, but based on an open-ended exchange of
views and a balancing of interests (Den Hartog, Koopman, Thierry, Wilderom,
Maczynski & Jarmuz, 1997). Divergent views are taken into consideration, all
parties are heard and usually a compromise is found that keeps all parties
satisfied. Dutch consensus is based on the concern of individuals' quality of life,
which should not be harmed by avoidable conflicts with other individuals
(Hofstede, 1999). Social unrest is rare in the Netherlands; although strikes do
sometimes occur, they are usually seen as a last resort and are seldom organized
in a socially disruptive fashion.

Dutch society has an international orientation. The Netherlands is one
of the founding members of the European Union. The international orientation
began in the seventeenth century with trade spanning the world. Because of its
colonial past and the shortage of labor in the period around  1970 that led to the
recruitment of foreign workers (mainly Turks and Moroccans), the Netherlands
became a multicultural society. Foreign employees, however, are employed in
less skilled and lower-paying jobs, and unemployment rates are much higher for
foreign employees than for the native Dutch. In an attempt to lower these
unemployment rates, the government has taken several measures.
Organizations are obliged to report the number of foreign employees working at
their organization as well as to implement measures to increase employment
rates of foreigner employees. Employer and employee organizations have
recommended laws that would guarantee foreign employees the right to
celebrate their own holidays and obey their religious principles (e.g., by
providing space for prayer or the opportunity to wear headscarfs; De Wit, 1995).

The past fifty years a generous social security system has been created.
Every citizen is able to access health insurance and all forms of education.
Social security, general family allowances, unemployment benefits, old age
pensions, and general disability benefits are all regulated by law. Nonetheless,
in changing circumstances, for example because of the ageing of the population
(both Dutch men and women have on average one of the world's highest life
expectancies) this system is continuously being revised, generally tending
toward reductions in benefits.

Schalk and Rousseau (2001) described the terms and conditions of
employment that society allows either the worker or the firm to negotiate as
"zone of negotiability"  (p. 134). Where these definitions are restrictive, there is  a
narrow zone of negotiability. Workers who have a broad zone of negotiability
face fewer constraints, but also have fewer institutional protections and
guaranteed resources (Schalk & Rousseau, 2001). Dutch psychological contracts
will not contain many expectations about social security issues, as these are
covered by laws, and employees do not have to rely on the employer to provide

3



Chapter 1

these issues. However, the new policy of the government is attributing more
responsibilities to employees for their employment and income, and thus will
lead to a broader zone of negotiability in psychological contracts.

1.2 Cultural values
Cultural values represent "implicitly or explicitly shared abstract ideas about
what is good, right and desirable in a society. Cultural values are the bases for
the specific norms that tell people what is appropriate in uarious situations"
(Schwartz, 1999, p.25). Relationships between people in a society are affected by
the values that form part of the collective programming of people's minds in that
society. So management is subject to cultural values. Cultural values differ
among societies, but within a society they are remarkably stable over time
(Hofstede, 1999).

Cultural values can constrain employees' abilities to enter agreements
(Rousseau & Schalk, 2000). Cultural values can influence the kinds of
exchanges that are negotiable in an employment relationship (the content of
psychological contract), and cultural values regarding the meaning of promises
kept may influence the perceptions of fulfillment and breach of the psychological
contract.

"The difficulty in defining the ualues held by countries is whether or not
it should be assumed that the values are actually shared' (Roe & Ester, 1999,
p.4). Bearing this warning in mind, some general conclusions are drawn with
regard to the content of Dutch psychological contracts using the outcomes of
value research.

Dutch culture is described by using Hofstede's cultural dimensions of
individualism/collectivism, power distance, masculinity/femininity, tolerance for
uncertainty and long-term versus short-term orientation2. Performance
orientation was derived from the Globe research (1996) on cultural values.

The Dutch score low on power distance and masculinity (Hofstede, 1980;
Den Hartog, Koopman, Thierry, Wilderom, Maczynski & Jarmuz, 1997), high on
individualism, and medium on uncertainty avoidance and future orientation
(Hofstede, 1993). The Netherlands are highly egalitarian with respect to power.
Dutch organizations have a relatively flat structure. There is a general
questioning of authority; police officers or the elderly are not treated with much
respect in the Netherlands. Therefore, the relationships between supervisors
and their subordinates are characterized by a strong preference of managers to
involve subordinates and rely on their own experience in decision making rather
than to use of formal rules (Hofstede, 1993). According to Hofstede (1993),
leadership in The Netherlands presupposes modesty, whereas leadership in the
United States, for instance, presupposes assertiveness.

Dutch society is considered to be extremely feminine. People focus on
relationships, modesty, and quality of life and not so much on performance,
assertiveness, and material success (like people in masculine countries do)
(Hofstede, 1999).

2 Den Hartog, Koopman, Thierry, Wilderom, Maczynski & Jarmuz, 1997
4



D·ends in Dutch society and the psychological contract

The Netherlands score moderately on performance orientation (Thierry
Den Hartog, Koopman & Wilderom, 1997). Performance orientation refers to the

degree to which a society encourages and rewards group members for
performance improvement and excellence (Globe, 1996). In Dutch culture
outstanding individuals are usually not identified as heroes: "It runs counter to
important ualues and habits to attribute unusual performance mainly, let alone
exclusively, to individual characteristics" (Thierry, Den Hartog, Koopman &
Wilderom, 1997, p. 2). This might be caused by the fact that although businesses
tend to be oriented toward achievement, the Dutch taste for equality tends to
lower aspirations for rewards differing from their peers. Employees want to be
recognized for their performance, but outstanding performers are also
vulnerable to social sanctions and must strive to be better than others in an
inconspicuous way. "Acting normal" is very important in the Netherlands, and
the biggest compliment a successful manager politician or actor can get is to be
considered down to earth despite his success. Nonetheless, employees attach
great importance to jobs that are challenging and also allow freedom in the
workplace.

Cultural values affect the expectations employees have regarding proper
workplace behavior. For example, the Dutch egalitarian culture may lead
employees to believe that a supervisor should have lunch at the same table as
his subordinates. Hofstede (1993) reports that Dutch employees attach
importance to being consulted by their boss about decisions and they value
freedom to adopt their own approach to the job. The Dutch place great weight on
family life, it is the second most valued aspect of life in the Netherlands, second
only to one's health (SCP, 1998). Supervisors that do not consult their
subordinates when taking decisions or a job that interferes with family life too
much could be considered as a violation of the psychological contract.

1.3 Dutch labor law
Dutch law has ties to laws of the European Union. National laws in the EU
countries are not allowed to contradict and are subordinate to European Union
laws. The EU membership narrows the margins for negotiation between
employee and organization. Many Dutch labor contract features are regulated
either by law or by collective bargaining agreements. Aspects like probation
periods, advance notice of contract termination, minimum wages, maximum
hours and minimum number of vacation days, are all covered by rules and laws.
Thus, employee and organization may not freely negotiate about these features.
This reduces the number of items that can be negotiated on. These items are
less subject to individual perceptions. Chances of violating Dutch psychological
contracts could well be smaller than in other countries, as many items are
written down in either labor contracts or collective bargaining agreements and
thus are more explicit.

The Dutch employee is well protected by law. Many research findings on
the quality of working life have been translated into labor laws, for example
regulating the amount of short cyclical work an employee is allowed to do. Even

5



Chapter 1

aspects that are informal and not written down are covered by paragraph 7A:
1638z BW (Wessels, 1991) in the Dutch Civil Code; a broad legislation
concerning "the good employer". This paragraph defines "good employers"
vaguely, leaving the definition open to interpretation. It does, however, hold
employers responsible if they do not protect their employees against an
unhealthy environment. This responsibility implies that if, for example,
discrimination, sexual harassment, or bullying occurs in the workplace, the
employer will be held responsible and is obliged to find a solution. Although this
paragraph in the civil code already exists many years, it is not until recently
that TNO researched what makes an organization a "good employer". Good
employers provide challenging work, autonomy, information, and charismatic
leadership. They stimulate the employability of employees and prevent a
distortion of the work-life balance (Van Sloten, Huiskamp, Kraan &
Goudswaard, 2006).

The scope of this "good employer" paragraph is uncertain, if it is taken
very broadly, one could even state that violating Dutch psychological contracts
is against the law. A good employer keeps his promises, doesn't he?

1.4 Developments in the Dutch Labor market
The Dutch labor market has changed completely in the past decade. The SCP,
the   Social and Cultural Planning Office of the Netherlands (1998) described the
changes as a "small revolution" in the living situation of the Dutch. These
changes are a consequence not only of economic and demographic trends, but
also of changing opinions on who should work. The opinions of the public and
the government have changed regarding participation in the labor market by
the elderly, mothers, chronically ill people, and people with disabilities. The
main development in the Dutch labor market is the enormous influx of women
the last decade (SCP, 2004).

Here, the developments in the labor market are described with respect
to the Dutch economy and labor market supply, working hours, temporary and
flexible work, women in the Dutch labor market and rewards.

1.4.1 Dutch economy and labor market supply
For the first time in many years Dutch economy is growing more rapidly than
other EU countries (3% a year) and inflation is very low (about 1.25%). The
unemployment  rate is currently  5.75%,  but is decreasing  and is expected to  drop
to 4.5% in 2007 (CPB, June 2006).

Most people are employed in the service sector occupations such as
insurance, accounting, banking and government. Trade and transportation are
import sectors as well, especially because Rotterdam is one of the largest
seaports in the world. Industry also employs many people. Although agricultural
products, like tulips or cheese, are a trademark abroad and are thus important
for export reasons, relatively few people work in this sector.

6



THends in Dutch society and the psychological contract

A remarkable characteristic of the Dutch labor market is the low
number of older people (age 55-64) being employed. However, due to
governmental policies this number is increasing, from 40% in 1992 to 52% in
2005   (men)   and   from    11%   in   1992   to   27%   in 2005 (women)(SCP, 2006a).
Although the demographic and economic situation is calling for employees
working until the age of at least 67, currently most employees tend to retire
years earlier.

The educational level is high in the Netherlands. Young people tend to
go to institutions for higher education and enter the labor market at a high age.
In 2004,34% of the Dutch population had a college degree, either from higher
vocational education or from university (CBS, 2006).

How will Dutch psychological contracts be influenced by the economic
situation? HR policies tend to fluctuate depending on the ease with which
organizations are able to recruit employees. When unemployment rates are low,
the zone of negotiability in psychological contracts becomes larger. Employees
expect more from their employers, like higher wages, more training and
promotion opportunities. They indeed feel entitled to these extras, because they
know that they are of great value to their employer. And, in fact, those promises
are more easily done by organizations, to attract new employees and to retain
"old" employees. When unemployment rates go up, organizations tend to become
less generous, and the psychological contracts are inevitably more susceptible to
violation during this transition period, as perceived inducements are revoked. In
the Netherlands, people expect to be able to retire early. Today, retirement
depends on individual choices, including whether individuals have saved and
planned for it. Overall, employees have become more responsible for their own
careers and have a greater responsibility for what formerly were employment
benefits. Most employees around age 50 were already making plans for their
"second life"; life outside the organization, without the status of being an
employee. One can imagine that this attitude has consequences for the way
many older employees and organizations think about for example training and
promotion. Also the fact that many Dutch employees are highly educated and
work in the service industry, willlead to typical psychological contracts.

1.4.2 Working hours
The economic climate has had a profound influence on working hours and the
way in which organizational commitment is appraised. In an excellent review
article, Tijdens (1998) described how working hours have changed along with
the economy. In 1919, the Dutch Labor Law was passed. At that time,
employers were prohibited from offering working days longer than 8 hours and
could provide a maximum of 48 hours per week (Saturday was still a regular
working day). After World War II, the rebuilding of the national economy made
it necessary to oblige employees to work at least 48 hours per week. Beginning
in 1959, employees worked fewer hours (45 hours a week at first) and received
paid vacations (1 week). Near the end of the 197Os, as the country experienced
increased unemployment, unions pleaded for shorter working hours in order to
reallocate labor. This reallocation was achieved mainly through early retirement
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schemes. By 1982, this was considered to be too expensive, as very few older
employees were still employed. Collective reduction of working hours (ADV;
Arbeids Duur Verkorting in Dutch) was introduced, in which extra vacation
days were offered every year. Collective reduction of working hours was seen as
a way to reduce the labor force without mass dismissals. After 1985, the

economy revived. Between 1986 and 1994, no further measures to reduce
working hours were requested by the unions because employees could not afford
to take  of more days due to high work pressure. Subsequently, several factors
led to the extension of opening hours for shops: just-in-time delivery schedules,
consumer behavior (more dual income households requiring service outside the
regular office hours), and congestion on the Dutch highways. The opening hours
were extended in 1996 to run from 6 a.m. until 10 p.m. Labor during these
irregular hours had to become cheaper, so reduction of working hours was
traded against lower irregular wages. Also in 1996, the 36-hour workweek was
introduced in several collective labor agreements (Tijdens, 1998). In the
Netherlands, there was much concern that the extension of working hours and
the opening of shops on Sundays would create a 24-hour economy (Breedveld,
1999). Politicians, unions, and the Catholic Church warned about the negative
consequences. However, the 24-hour economy is an illusion. A 16-hour economy
would be a more correct term (Intermediair, June 18, 1998).

Most employees still work from 9 to 5 (SCP, 2004). Statistics report that
in the last 20 years the number of employees working irregular hours has
increased only slightly. In 1975, 12.7% of the employees worked irregular hours,
as opposed to 14.2% in 1995 (CBS, 1998a). The new 16 hours work schedule
applies mostly to highly educated employees who voluntarily work irregular
hours during evenings and weekends (no nights and more time at home).
Teleworking is a little more prevalent than 20 years ago, although the increase
is not as great as expected. Mainly highly educated employees in the public
service sector work at home on a regular basis. (SCP, 2004). Compared to other

EU countries the Netherlands have the shortest working hours per week, more
vacation days (on average 31 vacation days and 8 official holidays) and part-
time work is most prevalent in the Netherlands within EU countries (SCP,
2006c). Most couples with children now opt for one-and-a-half jobs (the dual
income couple is not so prevalent). 79% of the working women and 36% of the
working men have both work and child care obligations (SCP, 2004). Working
men spend on average 38 hours and working women spend 24 hours a week on
their job. Almost half of the Dutch working population works part-time, beating
by far the European average of 18%. In 2005, 75% of the Dutch female
employees worked less than 35 hours, in the European Union 33% of the female
workers work part-time (CBS, 2006). Although official working hours are short
(a 37-hour workweek on average), employees commonly work overtime and the
perceived work pressure is the highest in Europe (CBS, 1998b).

The total amount of hours worked in the Netherlands, is still increasing
due to the influx of women on the labor market. Problems in the future are
likely to occur though, because most women work part-time, so the average
amount of working hours per employee have decreased tremendously (from 1800
hours in 1970 to 1300 hours in 2002, SCP, 2004). Moreover, research by the
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largest Dutch Labor Union indicates that 25% of the working population wants
to work fewer hours, instead of more hours. Expert opinions are that this trend
of working fewer hours will be reversed by increasing the standard number of
working hours to 40 hours per week and diminishing the amount of vacation
days (SCP, 2004).

The increased percentages of female and part-time workers in the labor
force have shaped the issues that are addressed by unions and politicians. The
government enacted laws on the right to work part-time and parental leave
(1998). And starting in 2007 primary schools are obliged to provide child care for
their pupils beyond official school times and it is mandatory for all employers to
financially contribute to the costs of child care.

Psychological contracts are affected considerably by these trends in
working hours. Part-time work is normal for working mothers, but whether this
is still possible in the future, is no longer a certainty. Many new parents expect
to be offered the possibility to work fewer hours when their first child is born
and, it is an important issue in psychological contracts of young employees.

1.4.3 Temporary and Flexible Work
The end of the permanent contract has been predicted for years, but most Dutch
employees still have tenure. In 1970, 80% had job security, in 2002 76%, just a
minor difference (SCP, 2004). Still, within Europe, the Netherlands is second in
the list of countries where temporary work is most prevalent (Intermediair,
June 23, 1998). Labor unions in the Netherlands have stopped objecting to
temporary work. The government has assumed responsibility for making the
labor market more flexible by altering rules regarding the renewal of temporary
contracts and dismissal procedures. At the same time, long-term temporary
workers are obtaining more secure positions and are entitled to social security
benefits paid by the employment agencies when there is no work for them.

The Netherlands belong to the top 5 of countries with highest mobility
in Europe. In the beginning of the 21st century, with a growing economy, 33% of
all Dutch employees changed positions or jobs, 75% changed jobs out of their
own choice. Primarily highly educated and young people changed jobs. In times
of economic growth mobility is higher than in periods of economic regression.
(SCP, 2005).

Flexibility of employees (being able and willing to work in different
positions, with different skills and competencies being asked for), is often called
the trend for the future. However, this flexibility has been stable for the last 15
years, in 1986 74% was employees was supposed to be flexible, in 2000 this was
75%. Actual high flexibility, the amount of employees that reported to have been
working regularly in different positions even decreased from 24% to 18% (SCP,
2004).

As temporary work and mobility become more common, this may lead to
divergent forms of commitment and feelings of "belonging" to the organization.
The features of the according psychological contracts will gradually change. This
is probably related to age, because young people tend to work more often on
flexible contracts and are more likely to change jobs, than older employees.
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1.4.4 Women in the Dutch Labor market
The SCP report called the enormous influx of women in the labor market the
most important development in the Dutch labor market of the last decade (SCP,
2004). The participation of women in the labor market is increasing faster than
in other European countries (SCP, 1996). For example, the percentage of
working Dutch mothers increased from 25% in 1988 to 45% in 1997. In 2004,
60% of all households in the Netherlands consisted of two incomes; in 1986, only
30% could be described as such. These households consist mainly of one-and-a-
half incomes, with the man working full-time and the woman working part-
time. Dual-incomes only make up 14% of the households, primarily young
couples with no children. This development is a revolution if one considers that
only in 1976 a law was passed that prohibited the automatic discharge of women
who married or became pregnant (Fokkema & Van Solinge, 1998). However,
most Dutch women are not financially independent. In 2000 only 38% of the
working women earned more than 70% of the minimum wage (Ministry of Social
Affairs, 2005).

Opinions on working mothers have become more positive in recent
years, but still 35% of the population disapprove of children staying in day care
centers (SCP, 2004). More than half of the employees with young children agree
with the statement that full-time working mothers have a bad influence on
family life (SCP, 2004) and 75% of the mothers want their children to be taken
care of by others only one or two days a week (SCP, 2006). Most households
(61%) with children do not use the facilities of day care centers, and if they do,
this is for an average of two days a week. Working mothers and not fathers
encounter hard deadlines of school and day care centre hours, and stay home
when children are ill (Breedveld & Van den Broek, 2003).

Because it is difficult to raise children and have a career both, young,
high educated Dutch women tend to pursue a career prior to having children.
Dutch women have their first child at an average age of almost 30 (where highly
educated women tend to be much older), the highest in the world.

Young female employees (and also young male employees who wish to
take care of their children) will have different career experiences than older

employees. They are confronted with problems that their older male colleagues
probably never have experienced. Many young women expect to build careers
early, then take some time off to raise children or work part time in an
interesting job (with flexible working hours or child care provided by the
organizations) before returning to work on their careers again. This is a
completely different career path from that of their senior male colleagues. And
accordingly, psychological contracts of young women will differ significantly of
those of older men. As noted earlier, family life is highly valued (SCP, 1998).
Since young mothers tend to keep their jobs, expectations about combining
family life and working life became more important factors in psychological
contracts. These expectations of both young men and women include, for
example, adjusted working hours, day care centre facilities and parental leave.
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1.4.5 Rewards
Labor unions historically opposed performance-based compensation, which is
not in keeping with the Dutch egalitarian culture. Nowadays, however,
performance-based compensation is accepted by most employees, and labor
unions have stopped objecting to such practices. As these changes have
occurred, rewards have become increasingly individualized, with organizations
offering a range of benefits from so-called "cafeteria plans" to the ability to trade
reduced working hours for computers, early retirement, sabbatical leave, or
extra days off. This shift in opinions regarding rewards has taken place
gradually, along with changes in society, such as labor market shortages and
the different needs of two-income households, which have made individualized
rewards acceptable to many employees. Many employees today feel comfortable
with the broader negotiation range of contract conditions. On the other hand,
employees who have worked for a company for many years sometimes feel they
have been treated inequitably compared to new employees who have negotiated
better conditions.

Male and female employees, performing the same kind of work, are on
average rewarded differently in the Netherlands. Female employees earn on
average 30% less than their male counterparts. This income difference is the
second largest income difference between men and women in Europe
(Intermediair, June 9, 1999).

Because of labor shortages in some areas of the labor market, the
reward system of many organizations changed and, valued employees may
expect bonuses or performance-based pay in order to commit them to the
organization. Performance-based pay is now incorporated into the psychological
contracts of many young, highly educated employees in the private sector.
Gradually, also other professional areas, like education, are considering the
introduction of performance based pay.

1.5 HR policies and the psychological contract
In the previous sections, it was described how cultural values and labor market
developments influence the psychological contract. Likewise, these trends
influence the HR practices of organizations.

In 1997, the number of jobs grew sharply, and there was a shortage of
employees across several sectors, mainly in the areas of health care, education,
information technology, commercial services, and real estate (CBS, 1998a). As a
result of this labor shortage, many organizations began to retool their human
resource management strategies in an attempt to attract new employees and
commit valuable employees to the organization. This runs counter to the trend
of enhancing external mobility. It is an example of what is stated earlier:
economic trends are closely related to the human resource practices and to the
way psychological contracts are appraised.

Psychological contracts and HR practices mutually influence each other.
Because employees expect different inducements from their employer, HR starts
offering these things, for example a laundry service for employees or early
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retirement schemes. And, at the other side of the deal, employees observe the
provision of these extra services and, subsequently expect to receive these
extras, or even take them for granted.

The contents of psychological contracts are influenced by HR policies
during recruitment and selection practices, socialization, performance and
reward management, career development, training, retention and exit

management. An example of how psychological contracts are influenced by
recruitment practices is presented below.

In the Netherlands three soldiers haue been accused Of desertion, because
they refused to be sent to Afghanistan. One of them reported why he did

not want to go to Afghanistan. The recruitment officer had promised him
training opportunities that would enable him to find a good job in ciuil
society after four years Of service in the army. However, no training
opportunities were offered and he was sent to Iraq. A new contract was
offered to him afterwards, ensuring him that the promised education
would now indeed be offered, Instead, he was ordered to go to
Afghanistan. This time he refused and now he could be facing a sentence
of two years in prison (NRC Next, 28th of June 2006)

As the reader can deduce from the example above, the evaluation of fulfillment
or violation promises shapes the relationship between the organization and the
employee. Violation of the psychological contract may have serious consequences
for employee attitudes and behavior. This soldier decided to quit and is risking
time in prison. Violation of psychological contracts has been found to be related
to employee attitudes like: trust, satisfaction, organizational commitment, and
identification with organizational goals. There also have been found
relationships with employee behaviors like extra-role behavior, performance,
turnover and absenteeism. For references on the numerous studies on this
subject, the reader is referred to Chapter 2.7.7.

Firms may also set boundaries on psychological contracts. Firms are not
passive but react to and sometimes shape societies in several ways (Rousseau &
Schalk, 2000). Through recruitment and selection practices they can exercise
discretion over the types of resources they derive from society. In addition they
can decide whether or not to invest in training and development of the work
force. In some cases they even help to solve societal problems, because they
foresee problems in the labor supply. A well-known soda company in the
Netherlands for example, is teaching foreign blue collar employees working at a
conveyor belt to read Dutch, as machines become increasingly computer
operated and the employees cannot solve conveyor belt problems, because they
are not able to read the instructions on the computer.

The psychological contract is thus influenced by HR practices of an
organization (see also Sonnenberg, 2006). Until now, we have not addressed an
important question: What exactly is a psychological contract? In the next section
we will discuss what the psychological contract encompasses and, which aspects
of psychological contracts will be studied in our research project.
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1.6 The psychological contract and organizational
change

'7 will neuer do something for him again"
«Why not?"
"I haue always been there to help him, wheneuer he needed me, and now I
needed him, I turned to him in uain".
'Did he promise to help you in return?"
"No, he did not, but one good turn deserues another, doesn't it?"
(Paulen, 2001).

What is a psychological contract? This question is a very important one,
because, ever since the psychological contract became popular in the second half
of the nineties, the concept is in widespread use in personnel management and
organizational behavior fields. But, borrowing Manning's words, it is a "taken
for granted truism" that is seldom defined in human resources management
(Manning, 1993). And , if it is defined, it is defined in quite a number of ways,
representing different perspectives. In Chapter 2, we will dwell on this subject;
here we will confine to presenting the definition that is used in this book. The
definition by Rousseau (1990, p.391) is used in a slightly adjusted way:

"A psychological contract is an employee's perception regarding mutual
obligations in the context of his relationship with the organization, which shape
this relationship and govern the employee's behauio :

A psychological contract consists of perceived obligations employees and
organization have towards each other, as viewed by the employee. As mentioned
in the previous section, a psychological contract directs employee behavior,
which makes it important to study. Another reason to study psychological
contracts is the fact that research reveals that employers do not have correct
impressions about items that are important for many employees regarding the
content of psychological contracts. In recruitment campaigns, for example,
employers focus on aspects that applicants are not interested in, whereas
information applicants do find interesting is lacking. Applicants are interested
in personal development opportunities, working atmosphere and possibilities for
working abroad. Employers mention job security and pay (Intermediair, August
20, 1998). Also, managers tend to overestimate the importance of pension
benefits, extra insurances or lease cars. Many employees do not know the value
of their pension benefits and would prefer a smaller lease car and more pay
(Intermediair, October 15, 1998). These examples show that there is a gap
between what employers think that employees find important in working life
and what employees expect to receive from their organization. Actions taken by
the organization to motivate employees or commit them to the organization
might often be ineffective, because it focuses on items that are of less
importance to employees. Knowledge about psychological contracts provides
valuable information to organizations.
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If an organization plans to implement changes in the organization, the
risk of violation is large. As organizations are not aware of the content of the
psychological contract, they cannot predict how the changes affect the
psychological contract and whether some crucial aspects of the psychological
contract are violated. When organizations change, they often expect their
employees to change along with the change process. Employees, however, often
expect that the organization respects the old deal. The rejection of change plans
and counter-productive employee behavior is often called "resistance to change"
or "inflexibility", attributing the behavior to some personal defect. Managers
tend to attribute the unwillingness to cooperate with their change plans to the
tendency of employees to reduce uncertainty or to conservatism, the clinging to
ideas of keeping the way things were. It is fairer to look at the resistance to
change from two different angles: resistance to the change process and
willingness to change. In some cases the change process itself might indeed be a
bad idea; in other cases employees tend to resist the change in order to reduce
uncertainty. The willingness to change is influenced by the judgment of the
employee: whether or not he will gain from the new situation, and whether or
not the content of the psychological contract is affected. This is not a resistance
to the change itself, but a reaction to restore the balance in the psychological
contract. Although a tremendous amount of research on psychological contracts
has been done the past 15 years (also see Chapter 2), research on the effects of
organizational changes on the psychological is virtually non existent (exceptions
are Turnley & Feldman, 1998; Pate, Martin & Staines, 2000 and Kickul, Lester
& Finkl, 2002). In Chapter 5 of this thesis the longitudinal effects of
organizational changes on perceptions of fulfillment and violations of the
psychological contract are studied.

In their review article on psychological contract research, Anderson and
Schalk (1998) pointed out that many authors across the management sciences,
66

have portrayed the various and deeply rooted changes to working relationships
over recent years  [...],  but  what  has  been most important  for many people  at
work has been the simultaneous loss of job security coupled with increasing
demands from employers for them to be more flexible, innovative, and willing to
contribute to the organization above and beyond the letter of their formal job
descriptions or contracts of employment" (p. 642-643). This dual message,
namely, decreased involvement of the organization in the career of the employee
on the one hand, where on the other hand, the organization expects employees
to walk the extra mile, i.e. increased commitment with the organization, creates
an imbalance in psychological contracts. Some employees are able to deal with
this imbalance, without showing any noticeable changes in their behavior,
whereas others start behaving in a negative way, even sabotage has been
mentioned by researchers (Freese & Schalk, 1993). This raises the question why

changes in psychological contracts sometimes lead to negative employee
behavior and sometimes they do not. In Chapter 3 the "Dynamics of
psychological contracts" model that explains these different reactions is tested.
But first, psychological contract theory will be discussed in Chapter 2.
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Theories on Psychological Contracts3

Belofte maakt schuld
(Promise is debO

This saying means that making a promise is a serious matter. Once you promise
to do something, you really should act upon it. In the Netherlands, a promise is
not easily made, nor is it easily broken. Promises and psychological contracts
are related to each other. In this chapter, literature on psychological contracts
will be reflected on, and concepts like promises, obligations and expectations
will be discussed. An overview of research conducted on the psychological
contract will be presented. But first, we will describe how the concept of the
psychological contract developed since its conception in 1960.

2.1 Historical overview
Research on psychological contracts grew explosively since 1995. Before 1995,
research and literature on psychological contracts were scarce. Only a few
researchers worked in this field. However, the concept was already introduced
in 1960 by Argyris.

Argyris (1960) first utilized the concept and terminology of the
psychological contract. He analyzed the situations in two factories, using data
from interviews with employees and supervisors. He used the concept of a
psychological contract to describe the relationship between the employees and
the foremen in one factory and that was, in his opinion, dominated by the
following phenomenon: "Since the foremen realize the employees in this system
produce optimally under passive leadership, and since the employees agree, a

3parts of this chapter are based on Freese, C. & Schalk, R. (1993). Het psychologisch contract.
Instroom uan Personeel, 1(4), 67-82 and Schalk, R. & Freese, C. (1998). Psychologisch Contracten in
Organisaties. De Psychotoog 33(2), 54-60.
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relationship may be hypothesized to euolue between the employees and the
foremen which might be called the psychological work contract. The
employee will maintain the high production, low grievances etc., if the foremen
guarantee and respect the norms of the employees' informal culture (i. e. let the
employees alone, make certain they make adequate wages, and haue secure jobs.               1
This is precisely what the employees need' (Argyris, 1960, p.96). It is quite
possible that Levinson (1962), who further developed the concept of the
psychological contract, claims to be 'father' of this concept, because Argyris
noted the concept only in passing, but did not clearly define it, or because the
concept is not listed in the index of Argyris' book (Manning,  1993).

In a case-study of a utility company, Levinson, Price, Munden, Mandl &
Solley (1962) interviewed employees about work experiences. They noticed that
as people spoke about work experiences, they constantly spoke about
expectations. What was impressive to the researchers was the frequency with
which these expectations seemed to have an almost obligatory quality; as if the
company was duty-bound to fulfill them. Many aspects of contractual
relationships are intangible, and thus, they invented the unwritten contract: a
much broader concept than a written legal agreement between management and
employees. They called it the psychological contract, and according to Levinson
et al. (1962) it encompasses:

66a series of mutual expectations of which the parties to the relationship may not
themselves be euen dimly aware but which nonetheless govern their relationship
to each other" (p.21).

They considered psychological contracts to be dynamic. Although neither party
fully knows what it is he wants over the length of the psychological contract or
how the psychological contract will develop, each acts as if there were a stable
frame of reference which defines the relationship.

Levinson et al. (1962) state that the expectations have two
characteristics: they are largely implicit and unspoken, and they frequently
antedate the relationship between the person and the organization. Some
expectations are more conscious than others: for example, expectations with
respect to salary or job security: these features of work are regarded as matters
of right. Other expectations are more unconscious and are only revealed
indirectly, for instance, by the way in which people describe the organization or
by the way they behave on the job. Expectations differ from needs or desires
(what an employee would like), in the way that expectations are shaped by past
experience and knowledge of the current situation (what an employee could
realistically hope for).
Levinson et. al. (1962) also go into the content of these expectations; they
describe different categories of expectations, based on the interviews they held.
They mention the expectations held by employees and expectations held by
organizations. How contract fulfillment is measured or what happens if
expectations are unmet is not discussed by the researchers.

Then, Schein (1965, 1980) does go into contract fulfillment and contract
violation. His definition resembles the definition by Levinson et. al. (1962):
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"A psychological contract implies that there is an unwritten set of expectations
operating at all times between euery member of an organization and others in the

organization" (Schein, 1980, p. 22).

Schein argues that violations of psychological contracts can only be avoided
when there is a match between what the organization will provide, and what the
individual expects to receive and vice versa. The process of mutual acceptance of
the psychological contract is an important milestone in the unfolding career. It
is the time when the psychological contract is first ratified (Schein, 1978). The
psychological contract changes over time as the organization's needs and the
employee's needs change. What the employee is looking for in a job at age 25
may be completely different from what that same employee is looking for at age
50 (Schein, 1978). Similarly what the organization expects of a person during a
period of rapid growth may be completely different from what that same
organization expects when it is experiencing economic decline. As needs change,
so do expectations, making the psychological contract a dynamic one, which
must be constantly renegotiated

Schein (1965, 1980) also explains where expectations stem from: inner
needs, learning, traditions and norms, past experience and a host of other
sources create expectations. Schein not only theorized on psychological
contracts; he also empirically studied them, starting even before he introduced
the concept of the psychological contract. We believe that his theory on
psychological contracts was inspired by research he performed in 1964. In this
project he researched the high turnover rate among graduates, who started
working in industry. He interviewed both graduates' and companies' needs and
expectations of each other. The expectations and needs of both parties were
sufficiently out of line with each other, to explain, according to Schein, the high
turnover rate among the graduates. Then, in 1965 he introduced his theory on
psychological contracts.

In the 197Os, only a few studies were conducted on psychological
contracts, by Kotter (1973), Dunahee & Wangler (1974), and Portwood & Miller
(1976). Kotter (who wrote his master's thesis under supervision of Schein)
defined the psychological contract as:

64an implicit contract between an indiuidual and his organization which specifies
what each expects to give and receiue from each other in their relationship"
(Kotter, 1973, p.92).

He was the first to measure the content of the psychological contract by using
questionnaires. Kotter developed two lists of expectations; one list, specifying
what the individual expects to receive and the organization expects to give, and
a second item list specifying what the individual is willing to offer and the
organization expects to receive. Although, he states that the psychological
contract may have thousands items in it, his list of expectations consisted of
thirty items. This list was adapted from earlier research by Berlew and Hall
(1966). Kotter's research revealed that matches between expectations of
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organization and employee were related to greater job satisfaction, productivity
and reduced turnover, demonstrating that a psychological contract is a powerful
determiner of behavior.

Dunahee and Wangler (1974) describe the psychological contract as:

.

a psychological agreement between two parties, that binds euery employee and
the employer togethet' (p.519).

It is considered to be a much broader concept than the traditional use of the
word contract in industrial relations. They elaborate on how a psychological
contract already develops at the job interview, based on only little information.
This contract becomes very specific and detailed over time. As time goes by, two
separate, quite dissimilar contracts evolve. Their main contribution is the notion
that in fact it matters little whether the contract provisions are equitable. What
is of primary importance is the individual's perception of the contract. Then they
mention different kinds of actions employees and organizations may take to
restore the balance in the contract, like gripes, quitting, retaliation or
termination of the contract (employee actions) or tightening work rules, written
warnings or disciplinary layoffs (organizational actions).

Portwood and Miller (1976) define the psychological contract as an:

66implicit agreement, negotiated between the employee and the employing firm
(usually at the employee's time of entry), and it is a recognition of mutual
obligations to be fulfilled by both parties in the course of their association"
(P.109).

Portwood and Miller developed a psychological contract model in which they
Suggest that employees compare their expectations about the job with job
reality. This comparison leads to a perceived degree of reciprocation in the
psychological contract. This, in turn, influences performance (as perceived by
the organization) and personal satisfaction. To test this model, they chose a
longitudinal design, with three questionnaire measurements over a period of
nine months. The questionnaires measured the difference between how much
was expected concerning a particular valued outcome by the employee and how
much was offered in the relationship by the organization (job reality). The
responses were related to the individual's overall job satisfaction and to the
evaluation of that employee's performance by the organization. Their data
confirmed the hypothesized relationship between a match in expectations and
offerings and job satisfaction and performance.

Summary:
The first decades after the concept of the psychological contract was developed,
only a few researchers were active in this field. Levinson et al. (1962), Schein
(1965) and Dunahee & Wangler (1974) developed the theory on psychological
contracts. Kotter (1973) measured the content of the psychological contract, and
was the first to find statistical relationships between fulfillment of the
psychological contracts and job related outcomes. Portwood & Miller (1976) also
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statistically proved that there is a relationship between a perceived degree of
reciprocation in the psychological contract and they developed the first model on
psychological contracts.

Characteristics of the psychological contract like it is defined by the first
researchers are:

• largely implicit
• powerful determiner of employee behavior
•  dynamic, it changes over time as the needs and expectations of

employees and/or the organization changes
•  the elements of the psychological contract are called expectations,

though Levinson et. al (1962) mention the obligatory quality of
expectations, as matters of right and Schein (1965) describes the
psychological contract as expectations concerning a pattern of rights,
obligations and privileges, making the content of the psychological
contract more powerful than mere expectations.

The theories as developed by the different researchers are in convergence with
each other. Consecutive researchers add aspects to the theory, rather than
refute certain aspects of the theory as defined by previous researchers. Yet, the
relationship between expectations of the employee and expectations of the
organization remains unclear. For instance, how would one evaluate a
psychological contract in which the expectations of the employee are fulfilled,
and the expectations of the organization are unmet? Probably, the researchers
would state that the relationship would be evaluated negatively, because no
match exists between employee and organization. However, we think that
employee behavior would not be affected in a negative way: after all the
employee gets what he expects.

Dunahee and Wangler (1974) make a remark, which is very important
in the further development of the concept. They state that in fact it matters
little whether the contract provisions are equitable. What they think is of
importance is the "individual's perception of the contract".

By the end of the 1980's, two researchers, Herriot (1988) and Rousseau
(1989), picked up the theme independently of each other. Herriot & Pemberton
(1995) elaborated on the concept in the way Levinson et al (1962). and Schein
(1980) defined it. They state that the psychological contract exists "in the minds
of the parties", however, this does not mean that it does not exist: "perceptions
are real". They willingly use the word "parties", emphasizing that both parties,
employee and organization, are part of the psychological contract. Herriot,
Manning & Kidd (1997) include this in their definition:

"the psychological contract consists of the perceiued obligations of the two parties
to the employment relationship, the employee and the organization" (p. 2).

Herriot and Pemberton (1996) write about "psychological contracting",
emphasizing that it is the process rather than the content of the construct that
is of importance. They state that although the content of psychological contracts
may be different, the processes by which they develop remain similar. An
organizational career is defined as "the repeated renegotiation of the
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psychological contract" (Herriot & Pemberton, 1996, p.762). They developed a
model of the psychological contracting process. The psychological contract is
viewed as the result of a career negotiation process. Career negotiation starts

with two parallel processes: the organization's wants are cognitively matched
with the individual's offers and the individual's wants are matched with the
organization's offers. The business environment and the social environment
influence what it is the organization and the employee want from each other
and what they are able to offer each other. Then, promissory offers are made by
each party and the deal is closed. Matches between wants and offerings affect
the quality of the employment relationship (feelings of trust, loyalty and
commitment). The balance of power and the quality of communication between
the parties affect the nature of the resulting psychological contract.

All of the above approaches are founded upon the precept that the
psychological contract is essentially an exchange relationship between two
parties: the employer and the employee. Although most authors do not state this
explicitly, this notion is derived from models in social psychology on exchange
relationships, such as, for example, the Inducement-Contribution model (March
and Simon, 1958), the Social Exchange Theory of Elementary Social Forms
(Homans, 1961) or the Equity Theory (Adams, 1965). These approaches on the
psychological contract assume an exchange relationship between employer and
employee, in which the expectations and obligations of both parties involved
need to be taken into consideration if one is to determine whether there is
agreement or disparity of opinion. This is immediately problematic because
expectations of different levels (organizational and individual) are compared.

Rousseau (1989) therefore introduced a more narrow definition of the
psychological contract, which is essentially different from the precursory
definitions on psychological contracts. She takes into account the remark by
Dunahee and Wrangler (1974) who stressed the importance of the "individual's
perception of the contract". She conceives the psychological contract to be:

"the individual's beliefs about mutual obligations, in the context of the
relationship between employer and employee" (Rousseau, 1990, p. 391).

By using this definition the perspective shifts from a bilateral relationship
between two parties at different levels (individual and organizational) to the
unilateral, singular level of the individual. The psychological contract in this
view is a subjective, individual perception of obligations of the employee towards
the organization and the obligations of the employer towards the employee
(Freese & Schalk, 1993).

Then, in the second half of the 1990's, research exploded. Manning
(1993), Guzzo, Noonan & Elron (1994), McLean Parks & Kidder (1994);
Robinson & Rousseau (1994); Schalk & Freese & Van den Bosch, (1995); Herriot
& Pemberton (1995); Sparrow (1996); Thomas & Anderson (1998), and many
others picked up the interesting theme of the psychological contract.  Each of the
researchers adopted their own point of view and many of them started
developing psychological contract measures, because no such measure existed
and very little literature on this subject existed.
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Rousseau's work is widely acknowledged as having had the greatest
influence on psychological contract research since the writings of Levinson
(1962) (Conway & Briner, 2005). This implies by no means that all scientific
choices Rousseau made in defining the concept are widely accepted. The
introduction of Rousseau's definition was the start of two approaches in
psychological contract research that exist in research today. The discussion on
which approach (bilateral or unilateral) is the most appropriate has by far not
subsided (see for example Arnold (1996), or the discussion between Guest
(1998a; 1998b) and Rousseau (1998) in a special issue on psychological
contracts. The two different conceptualizations may lead to confusion and
misunderstanding, and must be kept in mind when studying literature on
psychological contracts. Which elements belong to the definition of psychological
contracts is another issue of debate, which lead to the recent appeal by Meckler,
Drake and Levinson (2003) to "put psychology back into psychological
contracts". Many conceptual and methodological problems still need to be
resolved.

In the next section we will examine the Rousseau definition closer and
clarify our position in the debate.

2.2 Psychological contract definitions in focus
What were the new elements Rousseau (1989) introduced in her approach of
psychological contracts? Rousseau (1995) states that psychological contracts are
created by promises, reliance, acceptance and a perception of mutuality. These
elements and the terms she used in her definition (individual's beliefs and
obligations) will be discussed in this section.

In the previous paragraph, we already mentioned the most eye-catching
element: it is a unilateral approach. The contract is an intra-individual
experience; it is an "individual perception". This subjective experience is the
focus of study. The individual is the source of information regarding the
contract. It is the "perception Of mutuality", not mutuality in fact, that
constitutes a psychological contract. Therefore, in operationalizing the
psychological contract, the individual can report on beliefs regarding his or her
own obligations as we]1 as beliefs regarding reciprocal obligations owed by
another (Rousseau & Tijoriwala, 1998).

We agree with this point of view. In our research project, we are
interested in employee behavior. An employee does not react to reality, but to
reality as it is perceived. Whether the organization virtually lives up to its
promises, is not the issue. It only matters how the employee responds to the
perceived inducements or non-fulfillment of the expectations.

However, in the beginning of the relationship and when the contract is
openly renegotiated, both parties must agree to the initial deal, from which the
psychological contract may develop. It is a voluntary relationship and
engagement that will only take place, if the parties reach an agreement on the
terms included in the relationship. In this sense, both parties perceive
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mutuality. It is perceived mutuality. This means that both parties, employee
and organization, are necessary in order to create a psychological contract.
Psychological contracts are tied to the context of the relationship: individuals or
organizations cannot separately create psychological contracts (Schalk and
Freese, 1993); they develop as an inescapable result of the interaction between
the parties. It is the individual that creates the contract in the context of
organizational reality. In this way there is in fact a "contract", both parties feel
committed to act in a certain way to obtain certain inducements. Likewise, the
term "psychological" in psychological contract, refers to an intra-individual
concept. For all we know, organizations have no psyche.

This approach has not been without criticism. Herriot (personal
communication, May 1995), for example, points out that this approach does not
take into account changes in career ambitions of employees, which may occur

irrespective of changes in the organizational context. According to Herriot, older
employees have different psychological contracts than younger employees,
independent of the type of organization they work for. In previous research, we
have proven this statement to be true. Older employees do indeed have different
psychological contracts than younger employees (Freese & Schalk, 1995). This,
however, does not contradict the fact that psychological contracts are created in
the interaction between organization and employee. Their relationship is
dynamic and changes as either party or both parties change their needs, and
accordingly perceive different or extra obligations of the other party. Both
parties are influenced by a number of factors. For example, due to changed
customer demands organizations expect different job attitudes from their
employees. Likewise, when their first child is born, employees might feel the
need of receiving childcare and feel entitled to it. Different items will be added
to the psychological contract and other items will lose their validity. Although
both changes happen without the other party having influenced it, it does
change the relationship between the parties. The employee will perceive
different obligations with regard to the organization and will perceive different
inducements.

Another reason why it is problematic to hold a bilateral vision of
psychological contracts, is that on the part of the organization, there is a
problem to establish who or what represents the organization: an organization
can hardly be considered as a uniform set of expectations (Freese & Schalk,
1993); rather it is a multiple collective of diverse and differing expectations held
by a whole set of actors (see Rousseau, 1995, for an overview on "contract
makers").

In our view the psychological contract is a unilateral concept. In order to
gain a full understanding of an employee's psychological contract it is sufficient
to research his perceptions only. This does not discard the fact that it is
interesting to study the organization's point of view to be able to establish
whether there is a mutual understanding of the agreement by both parties.
However, attributing a psychological contract to an organization is not possible
for the reasons mentioned above.

A psychological contract is based upon the belief that a reciprocal
exchange exists which is mutually understood. As such a psychological contract
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entails expectations that have been paid for. Beliefs formed in the context of a
psychological contract entail a special subset of expectations based on one party
conveying a promise to another. Rousseau (1995) considers the psychological
contract to be a promise-based contract. Therefore, Rousseau no longer speaks
about expectations. Instead, she uses the stronger concepts of "promise" and
"obligation". The precursory theories used the concept of "expectation" although
Levinson et al. (1962) and Schein already emphasized the coercive power of
these expectations. They mentioned the "obligatory quality" of expectations and
described the "pattern of rights, obligations and privileges". Rousseau (1989)
makes a clear distinction between psychological contracts and the broader
concept of expectation. She acknowledges that all psychological contracts entail
expectations that an organization will act in a particular way, but she states
that not all expectations are contractual. She considers expectation to be a far
broader concept than psychological contract, entailing not only beliefs based
upon promises but also other expectations arising from causal reasoning or
descriptive beliefs ("my organization is characterized by high levels of support")
as found in research on organizational climate. Rousseau demonstrates the
added explanatory power of psychological contracts as opposed to met
expectation research by referring to the research by Robinson (1996). Robinson
measured features of employment such as pay and promotion in two ways, once
as obligations fulfilled by the employer (ranging from "not at all" to very well
fulfilled") and then again as met expectations (ranging from "is completely
absent" to "is found"). She found that fulfillment of psychological contract
obligations contributed more substantially to the prediction of trust,
commitment, and satisfaction when compared with (non-promissory)
expectations. Rousseau concludes that the distinction between psychological
contract and expectation is of great practical significance, because violating
psychological contract-based obligations can engender more intense and
emotionally salient reactions than does failing to live up to other forms of
expectations (Rousseau, 1989; Robinson, 1996).

Although we sympathize with the reasoning of Rousseau, in our
research project we encountered difficulties, due to cultural and linguistic
differences. Rousseau acknowledges the fact that cultural differences do exist in
promissory contracts: "Because promise has different meanings across situations
and cultures, cultural values affect the meaning of promissory contracts"
(Rousseau, 1995, p.22). Promises about mutual obligations are indeed the basis
for Dutch psychological contracts. In this way there is a clear distinction
between causal expectations or promise-based expectations. But because the
Dutch words "belofte" (promise) and "verplichting" (obligation) have a special
distinctive meaning, the outcome in terms of specific work-related expectations
is considered to be the core issue in psychological contracts in the Netherlands.
In the Netherlands, the word for "promise" has strong meaning. Referring to the
start of this chapter: a common Dutch saying is that "promise is debt". The
Dutch believe that a promise should be kept and never broken. Breaking a
promise is a serious offence and not easily done. It is not merely an act of bad
manners or bad faith, like Rousseau (1995) and Rousseau and McLean Parks
(1993) describe a broken promise. A promise concerns serious matters and is
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undertaken explicitly. This is difficult in psychological contracting, where most
expectations are based on things that were never said out loud. The word for
obligation has a bit of a moral connotation, referring to things one really ought
to do, perhaps closer in meaning to the word duty in English. Therefore, using
the Dutch word for promise to describe Dutch psychological contracts would be
too strong and would exclude many items we think psychological contracts
consist of. In Dutch psychological contracting, explicit promise making seldom
takes place. The implicit promises based on employee manuals and other such
communications lead to specific coercive expectations ("uerwachtingen") and
some obligations ("uerplichtingen") that employees have in their psychological
contract. Note that the word "verwachting" in Dutch has a stronger and more
specific connotation than the English term "expectation". In the psychological
contract research domain there are more proponents of the view that
expectations, apart from promises, play a key role in the development of
psychological contracts. There still is an on-going debate as to the centrality of
promises within the psychological contract framework (Roehling, 2004).

The psychological contract is largely unconscious. Most employees are
not aware of the items which make up the psychological contract. Only if
changes are made in this deal, the employee becomes conscious of the
psychological contract. Initially, the psychological contract has a strong
resemblance to the labor contract and is largely based on written material, open
discussion and the impression the employee has of the organization. As the
relationship between organization and employee develops, the psychological
contract contains more items and becomes more implicit. We do not agree with
the description of the psychological contract as an "implicit" contract. Although
it is certainly true that most items in psychological contracts are implicit, this
does not mean that when the psychological contract is openly discussed, it
ceases to exist. Expectations might also exist about aspects that are explicit. For
example, rules and regulations sometimes have little meaning until the person
can see the specific situations to which they refer (Levinson et al. 1962).

We will end this discussion by presenting the English and Dutch
definition of psychological contracts we use in this research project. As the
reader will notice, it strongly resembles the definition of Rousseau. The
psychological contract is an important determinant of the behavior and
attitudes of employees. Therefore, we re-introduce the phrase "which gouern

employee behauior" (Levinson et al. (1962)). The choice to include expectations in
the definition was explained earlier.

66an employee's beliefs regarding mutual expectations and obligations, in the
context of his relationship with the organization, which shape this relationship

and gouern the employee's behauior"

"de opuattingen uan een werknemer over wederzijdse uerwachtingen en
uerplichtingen in de context uan zijn relatie met de organisatie, die deze relatie

uormen en werknemergedrag richting geuen
.
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2.3 The psychological contract in Work and
Organizational Psychology
The re-introduction of the concept of the psychological contract has been subject
to quite some criticism (Arnold, 1996; Guest, 1998a). Guest (1998a) for example,
questions the concept's redundancy, comparing psychological contracts to job
satisfaction, organizational commitment or social exchange theories like equity
theory or Gouldner's concept of "the norm of reciprocity': Therefore, we will first
examine the relationship between the psychological contract and related
concepts in Work and Organizational Psychology, before we return to our main
discussion of the research that has been conducted on psychological contracts.

2.3.1 Psychological contract and organizational commitment
On a conceptual level, it is sometimes argued that the psychological contract is
just another way of operationalizing organizational commitment (Guest, 1998a).
In our view, organizational commitment is conceptually different from
psychological contracts. Commitment is a result of a psychological contract of
which the mutual obligations are perceived as being in balance. The
psychological contract is a factor in the development of commitment. It is one of
many explanations why an individual feels committed to an organization. An
employee might like the organization, because he identifies with the products it
makes; he might like the organization because it is close to his home; and also
might like the organization because it meets the expectations the employee has
of the organization.

Schalk and Huiskamp (2001) statistically proved the added value of
introducing the psychological contract in research to explain organizational
commitment. They found that the psychological contract is a mediating variable
between objective characteristics (like age, gender, tenure etc.) and
organizational commitment. The psychological contract explained much more
variance in organizational commitment than the objective factors clid. This was
only true for affective commitment; the psychological contract variables had no
additional explanatory power above objective characteristics in continuance
commitment.

2.3.2 Psychological contract and motiuation
Another important question is how the notion of psychological contract is
related to work motivation. In our view the existence of a psychological contract
implies, as a matter of definition, that the employee is in a state of motivation
that makes him willing to accept work roles and tasks offered by the
organization, and to carry them out in accordance to certain standards.

As such, psychological contract theory is a motivation theory. It is a
quite complex theory though. It neither assumes that employees have the same
static need(s) (hierarchies) (like need theories by for example Maslow, 1954 and
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Herzberg, 1979), nor does it assume monotone relationships between motivating
factors and behavior ([ike the goal-setting theory by Locke & Latham, 1984).

Psychological contract theory views humans as complex, reasoning
beings. Employees have various needs, which differ from other employees,
dependent of personality, psychological and biological factors, the social
development of the individual and external factors. Moreover, these needs
change over time. Because needs and motives form an individual pattern, an
optimal match between the needs and expectations of an individual and the
work environment is sought. Here, motivation is viewed as an exchange process.

Psychological contract theory is indeed a psychological exchange theory,
just like for example Vroom's Expectancy theory (1964) could be considered an
exchange theory. In this theory conditions are defined on which an employee
will exert effort for the organization in exchange for a particular inducement.
Although this theory acknowledges that humans have different needs, and takes
interpretation into account, just like psychological contract theory, it is a
normative theory; it describes how people should ideally think instead of how
they actually think. The theory assumes a constant computational evaluation
process in which people try to maximize their outcomes, whereas psychological
contracts are only conscious at critical moments. The perceived obligations
regarding the organization (in the sense that an employee feels morally obliged
to provide certain inducements to the organization, because it is part of the deal)
are not included in this theory. Nor does it account for the willingness to engage
in extra-role behavior for which are no direct rewards (like commitment, loyalty
or psychological ownership). Expectancy theory does not define what the
expectations actually are. It is one-sided, it deals with employees only and is not
an interacting construct seeking to explain the nature of employee-organization
relationship.

Psychological contract theory also finds its origins in sociological
exchange theories like Homans' Social Exchange Theory of Elementary Forms
(1961), March & Simon's Inducement-Contribution Theory (1958) and
Gouldner's "norm of reciprocitf (1960). All of these theories highlight three key
issues: the preceived obligation to reciprocate, the timing of reciprocation and
the interdependency between the content of the exchange and the process of
exchange (Coyle-Shapiro & Conway, 2004). The reader is referred to a table by
Coyle-Shapiro & Conway (2004, p. 6) in which the different social exchange
theories are compared on key themes like the content, process and parties in the
social exchange, additional theories, limitations and future research directions
are mentioned.

According to these social exchange models inducements should be
balanced, or else the relationship between the parties is not continued.
Psychological contracts assume many inducements, which cannot simply be
weighed against each other. It is a complex mental process. Perceived balance
(instead of actual balance) is only assumed at the start of the relationship. The
psychological contract allows variation in inducements without the relationship
being terminated or evaluated negatively (see Chapter 3 for an elaborate
discussion on this subject). The important conceptual addition to research on
social exchange by psychological contract theory is the notion of "breach" that
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helps to understand why sometimes imbalance is allowed for in the exchange
relationship.

Here, we will also pay attention to related concepts that find their
origins in social exchange theory as well, like perceived organizational support
(POS) (Eisenberger, Huntington, Hutchison & Sowa, 1986), leader-member
exchange (LMX) (Graen & Uhl-Bien, 1985) and team member exchange (Seers,
1989). POS captures an individual's perception concerning the extent to which
the organization values his contributions and cares about his well-being
(Eisenberger, Huntington, Hutchison & Sowa, 1986). POS involves perceptions
of resources and support actually received from the organization and TMX
represents the general quality of relationships with fellow team members
(Seers, 1989). LMX concerns the perceptions of the quality of the relationship
formed with the immediate leader. LMX relationships involve the exchange of
information, material resources and support. The greater the exchange of these
resources, the higher the quality of the LMX relationship (Wayne, Shore &
Liden, 1997). POS and LMX extend social exchange theory by highlighting
which inducements are important in prompting employee reciprocation and thus
present clear prescriptive guidelines for organizations to fully realize employee
contributions (Coyle-Shapiro & Conway, 2004). LMX, POS and TMX represent
perceptions of the actual state of the relationships with the immediate leader,
the organization and team mates respectively. As such these constructs
represent the tenor of the social exchange relationships with these three parties
without explication of mutual obligations between the employee and any of
these parties (employer, manager or team members) (Shore et al. 2004). This
made Liden, Sparrowe & Wayne (1997) remark that the "X of exchange between
leader or team and member is conspicuously missing".

Psychological contract theory differs from POS, LMX and TMX by
perspective, it concentrates on mutual obligations, regarding both perceived
employer obligations and employee obligations, it focuses on perceived promises
and perceived inducements rather than on actual provisions, and it differs in
scope of the perceived inducements. One could argue that the perceptions in
POS, LMX and TMX (regarding organizational support, supervision and team
work) all could be included in the psychological contract.

2.4 Typologies of psychological contracts
Now we arrive at describing the state of affairs on psychological contracts today.
A lot of theory has been built on different types of (psychological) contracts.

2.4.1 The function  Of the psychological contract
The first important issue is the function the psychological contract fulfills.
McFarlane Shore and Tetrick (1994) describe three functions of psychological
contracts. The psychological contract is often opposed to legal contracts. MacNeil
(1974) addressed the first function by stating that "complete (legal) contracting
is impossible" and thus all contracts are in fact psychological. Because not all
possible aspects of the employment relationship can be addressed in a formal,
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written contract, the psychological contract fills the gaps in the relationship. It
reduces uncertainty because employees perceive agreements beyond the legal
contract that give them something to go on in the relationship. Furthermore, the
psychological contract 'shapes' employee behauior. An employee weighs his
obligations towards the organization against the obligations of the organization
towards him and adjusts behavior on the basis of critical outcomes. In this way,
external control is not needed to govern employee behavior. Finally, the
psychological contract gives the employee a feeling of control on what happens
to him in the organization, because it serves as a cognitiue model. Repetitive
events and information extracted from the environment is incorporated in the
cognitive model in a systematic way. Events happening in the context of the
relationship with the organization are in this way more predictable (see
McFarlane et al.,  1994, for a detailed account of these functions).

In the next section the psychological contract will be distinguished from
other forms of contracts.

2.4.2 Types of contracts
Not only in Work and Organizational Psychology, but also in other disciplines
like sociology and economics, contractual relationships have been subject to
scrutiny. Sociological approaches, for example, deal with power and status
differences. Economic theories, like Transactional Cost Economics (Williamson,
1979), deal with personal profit maximization (see Rousseau and McLean Parks
(1993) for a comparative overview on contracts). What is the distinctive
contribution of Work and Organizational Psychology in this respect, and how
does the psychological contract differ from other forms of contracts? The clearest
delimitation is given by Rousseau (1995), who makes a distinction between four
types of contracts. She distinguishes between contracts on individual and group
level, and between contracts as perceived by a contract party or by others (non-
contractual parties). In Table 1, these types of contracts are presented.

Table 1: Types of contracts (Rousseau,  1995)

Observed by Observed by
Contract party Third party

Individual level Psychological contract Implied contract
Group level Normative contract Social contract

For employee and employer to share a psychological contract, the critical
concern is not whether they agree on what happened (an objective event), but
whether they make the same interpretations of events (a subjective cognition).
The psychological contract consists of the individual beliefs of an employee as
party in the contract.

The counterparts at the group level (shared psychological contracts by a
group) are labeled "normatiue" by Rousseau. When coworkers agree on terms in
their individual psychological contracts a normative contract exists.
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Organizational factors, such as messages, social cues and their interpretation by
work groups dominate the normative contract; individual characteristics are
less important than situational ones.

The cognitive matching is a central issue in the factors that shape the
interactions between organization members, including socialization and
frequency of interaction. The beliefs of others about one specific contract are
embedded in the implied contract. Implied contracts are derived from patterns
of interaction between the parties and from repeated cycles of exchange that are
observable and ascertainable to outsiders and which permit predictions about
the parties' future interactions (Rousseau & McLean Parks, 1993). Implied
contracts rely on external standards and points of comparison. Third parties
focus mainly on explicit commitments of long term employment by either
employee or employer.

General beliefs in society about contracts are, according to Rousseau,
social contracts. Though not promise-based, social contracts influence how
promises are interpreted. Social contracts derive from the values of the larger
society. These values affect how other contract forms operate. Norms of social
contracts do affect the nature and, most importantly, the interpretation of
promises.

Of course, the study of contracts other than psychological is very
worthwhile, but we limit ourselves here to aspects that play a role in
psychological contracts at work. In the next section we will go into the different
kinds of psychological contracts that have been described by researchers.

2.4.3 Types of psychological contracts
A research domain of psychological contracts that has attracted a lot of
attention is the description of features of working arrangements and the
definition of resulting types of psychological contracts. Psychological contracts
are called transactional, balanced, transitional, relational, team player, loyal,
instrumental, weak, unattached, investing, or strong (MacNeil, 1985;
McFarlane Shore & Tetrick, 1994; Rousseau & MeLean Parks 1993; Rousseau &
Wade Benzoni, 1994; McLean Parks, Kidder & Gallagher, 1998; Rousseau &
Tijoriwala, 1996, Van den Brande, 2002). A reason why this research area
attracted so much attention is the problematic way of researching the content of
the psychological contract by trying to describe the items included. Psychological
contracts may contain hundreds of items, which are strongly organization or
person-bound. It is therefore difficult to develop a standardized measure to
research psychological contracts. Many researchers chose to describe features of
psychological contracts, making it easier to compare psychological contracts
across organizations or even across countries.
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2.4.3.1 Typology of psychological contracts based on the

transactional/relational continuum
MacNeil (1985) introduced two types of contracts, marking opposite ends of a
continuum underlying contractual arrangements within organizations:
transactional contracts and relational contracts. Rousseau (1990) presented the
distinctive features of both kinds of contracts. In Table 2 these features are
summarized:

Table 2: Transactional/relational continuum (Rousseau, 1990)

Transactional contract Relational contract
Focus Economic, extrinsic Economic and non-

economic, intrinsic
Time frame Close-ended, specific Open-ended, indefinite
Stability Static Dynamic
Scope Narrow Pervasive

Tangibility Public, observable Subjective, understood

Transactional and relational contracts have been argued to differ on five
important dimensions (Rousseau & McLean Parks, 1993), with respect to the
focus of the contract, time frame, stability, scope and tangibility. These
dimensions all constitute a continuum.

Focus concerns the aspects that are important for the employee: for

instance, are solely economic, extrinsic aspects (money) involved, or are other
(social-emotional) needs fulfilled also?

Time frame refers to the length of the contract: is there a certain
endpoint, or is the length undetermined, i.e., open-ended?

Stability concerns the nature of the agreed tasks; in transactional
contracts the tasks are stable and inflexible. The contract terms cannot be
changed without renegotiation. Relational contracts are more flexible and
dynamic.

Scope reflects the influence of work on the identity and self-esteem of
the employee. Relational contracts are likely to involve more aspects that may
be related to the private life of employees, compared to the more limited
transactional contract.

With respect to tangibility in relational contracts, it is often less clear
what demarcates the responsibilities of employees. They are more subjective,
covertly understood but rarely explicitly agreed on. In a transactional contract it
is clear for observers what the boundaries of the contracts are.

Transactional contracts involve specific monetizable exchanges between
parties over a specific time period. The absence of long-term commitments is
characteristic of transactional contracts. A student working for a temporary
work agency, hopping from one job to another each week, just to earn some
extra money has a transactional contract. Relational contracts in contrast (for
example family business members), involve open-ended agreements to establish
and maintain a relationship involving both monetizable and non-monetizable
exchanges. Inducements for membership in these firms characteristically
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include training and development opportunities and a long term career path
within the organization. Transactional contracts imply strict reciprocity,
whereas relational contracts imply a general reciprocity over time in which
goods may be unequally distributed at any one time.

Guzzo and Noonan (1994) emphasize that the transactional and
relational dimensions refer to a continuum of psychological contracts.
Psychological contracts have both transactional and relational qualities. They
vary in the proportion of the contract that is transactional versus relational. The
degree to which a psychological contract is transactional or relational defines
the overall size or expansiveness of the contract. A purely transactional contract
only concerns limited aspects of the employee's work life and few to no areas of
the employee's personal life. As a psychological contract becomes more relational
it grows in scope and includes more domains of the employees work and non-
work life (Guzzo & Noonan, 1994).

Rousseau and Wade-Benzoni (1994) developed strategic typologies that
represent refinements of the transactional and relational contracts. They added
two types of psychological contracts. Their typology uses the dimensions of
duration (short-term versus long term) and performance terms (specified and
not specified) to create four types of contracts.

Table 3: Types of psychological contracts (Rousseau & Wade-Benzoni,  1994)

Well-specified Not-specified
performance terms performance terms

Short-term duration Transactional contract Transitional contract
Open-ended duration Balanced contract Relational contract

The transitional contract is usually a transition toward the transactional
contract. Typical organizations where these contracts can be found are
organizations in transition, moving away from the known strategy, toward one
that has not yet been formulated. Balanced contracts are open-ended and
relationship oriented with well-specified performance terms subject to change
over time. Members of a high-involvement team working closely together to
finish a project probably would have a balanced contract.

Other researchers added items to the features of psychological contracts.
McLean Parks and Smith (1998) mentioned "particularism"(the degree to which
the employee perceives the resources exchanged within the contract as unique
and non-substitutable). McLean Parks, Kidder and Gallagher (1998) added two
features: "multiple agency" (when an act by an employee simultaneously fulfils
obligations to two or more entities) and "uolition" (the degree to which
employees believe they had choice in the selection of the nature of the
employment relationship) and Van den Brande, Janssens, Sels and Overlaet
(2002) included "exchange symmetrf (the degree to which the employee
perceives an unequal employment relationship to be acceptable) and "contract
leuel" (the degree to which employees perceive their contracts to be individually
or collectively regulated) (Van den Brande, Janssens, Sels & Overlaet, 2002;
Sels, Janssens & Van den Brande, 2004) . Bunderson (2001) created a variant of
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the transactional/relational distinction, introducing "administratiue" and
"professionar psychological contracts, referring to the different ideologies that
surround administrative and professional work.

Despite or perhaps due to all of these refinements, the results of
empirical research on these types of contracts remain unclear and are often
impossible to replicate. Arnold (1996) described the instability of the
transactional and relational factors by giving the example of training loading on
a transactional factor (together with high pay and performance) in a study by
Rousseau (1990), but in Robinson, Kraatz and Rousseau (1994) training factored
out not with pay but with (among other things) job security (distinctly
relational). Likewise, Raja, Johns & Ntalianis (2004) could not replicate the
Millward & Hopkins (1998) transactional and relational scales. Boelaert &
Leliaert (1996) state that most typologies found are mentioned in only one
study, except the relational/transactional type.

This problem might be created because existing empirical work tends to
be exploratory, relying heavily on post hoc rationalization to make sense of
findings (Conway & Briner, 2005). Exceptions are Millward & Hopkins (1998)
and Van den Brande (2002), who developed their scales prior to their empirical
research. The PCI (Rousseau, 2000) is also a theoretically developed scale to
measure transactional, relational, balanced and transitional contracts. Ten
Brink (2004) concluded that despite all the empirical research, the question
remains whether transactional and relational contracts are generalizable across
samples and over time.

2.4.3.2 Typology of psychological contracts based on perceived obligations
Two groups of researchers took the perspective of describing psychological
contracts in terms of perceived obligations. This approach sticks more closely to
the definition of psychological contracts. It takes the degree of obligation and the
level of (perceived) balance into account.

In Table 4 Shore and Barksdale's (1998) typology is presented. They
developed a typology of four exchange relationships on two dimensions; the
degree of balance in employee and employer obligations and the level of
obligation.

Table 4: Exchange relationships (Shore & Barksdale, 1998)
High employer Moderate to low
obligations employer obligations

High employee Mutual high obligations Employee over-
obligations obligation
Moderate to low Employee under- Mutual low obligations
employee obligations obligation

They defined mutual high obligations, mutual low obligations (these exchange
relationships are in balance) and employee over-obligation and employee under-
obligation. They suggest that the extent of balance between employee and
employer obligations matters more than specific content. Shore and Barksdale
(1998) found statistical proof that mutual high obligation exchanges led to most
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positive attitudes, like perceived organizational support, career future, and
affective commitment and lower levels of turnover intention. Employee under-
obligation led to the most negative attitudes. This typology however, could very
well be another way to describe psychological contract breach, and thus further
research is needed to examine whether imbalance extends our understanding
beyond psychological contract breach (Conway & Briner, 2005).

Van den Brande, Janssens, Sels and Overlaet (2002) assessed the
existence of types of psychological contracts in a large economy-wide sample
(1100 employees) in Belgium. They found six clusters of psychological contracts,
four of which resemble the typology Shore and Barksdale use. These types of
psychological contracts, differing in the level of mutual expectations, are:
'instrumental' (employee under-obligation), 'weak' (mutual low obligations),
'investing' (employee over-obligation) and 'strond (mutual high obligations).
They found two additional types: 'loyal' (high expectations of future job security
in return for loyalty, low personal investment; "old psychological contract'), and
'unattached' (low expectations of future job security, no loyalty, high personal
investments; "new psychological contract") (Van den Brande, Janssens, Sels and
Overlaet, 2002; Sels, Janssens & Van den Brande, 2004).

2.4.3.3 Typology of psychological contract based on past/present times
A common remark made by researchers is that it is generally agreed amongst
researchers and practitioners alike that the content of the psychological contract
has changed in recent years (e.g. Hiltrop, 1995; Rousseau, 1995). Based on
Hiltrop's (1995) original model, Anderson and Schalk (1998) summarized the
changes in employment relationships, creating a typology of old versus new
psychological contracts. These are presented in Table 5.

Table 5: Past and emergent changes in employment relationships (Anderson &
Schalk, 1998)

Characteristic Past form Emergent form
Focus Security, continuity, Exchange, future

loyalty employability
Format Structured, predictable, Unstructured, flexible,

stable open to (re)negotiation
Underlying basis Tradition, fairness, Market forces, saleable

social justice, socio- abilities and skills,
economic class added value

Employer's Continuity, job security, Perceived equitable
responsibilities training, career reward for added value

prospects
Employee's Loyalty, attendance, Entrepreneurship,
responsibilities satisfactory innovation, excellent

performance, performance
compliance with
authority
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Characteristic Past form Emergent form
Contractual relations Formalized, mostly via Individual's

collective responsibility to barter
representation for their services

Career management Organizational Individual's
responsibility, responsibility by
facilitated through reskilling and
personnel department retraining
input

Van den Brande, Janssens, Sels and Overlaet (2002) tested this truism, and
they found little proof of the so-called 'new' psychological contract in their
research project of different types of psychological contracts in Belgian society.
Only four percent of the respondents fit into this category. The conclusion of the
researchers is that the so-called transformation from traditional employment
relationships towards 'new deals' is restricted to a very small group of young
and highly educated professionals and managers.

Furthermore, Conway and Briner (2005) point out that "it is difficult to
eualuate whether or not there was an actual transition from an old contract to a
new contract because no decent historical data with which to test the proposition
are available" (p.49). Roehling, Cavanaugh, Moynihan & Boswell (2000) point
out that it is overly simplistic to assume that the factors in the business
environment (like for example increased competition or corporate downsizing)
and social environment (e.g. changing values regarding work/non-work life
balance or changing work force demographics) that are driving changes in the
employment relationship, have equal influence across organizations.

Also, on theoretical grounds we oppose to using the concept of old versus
new psychological contracts on societal level. The psychological contract is
idiosyncratic and thus changes when the individual changes its perceptions.
Indeed, employment relationships have changed as a result of societal and the
labor market changes (see also Chapter 1). Consequently, the perceptions on
mutually perceived obligations of many employees have changed. On average,
psychological contracts will have shifted in perspective. Whether the
psychological contract of a particular employee has changed, depends on
whether the individual employee noticed the changes and whether these       
changes matter to the individual. Speaking about the psychological contract on
societal level is wrongful use of the concept. Usually labor contract
characteristics or employment relationships are described and misinterpreted as
being a psychological contract. Therefore, we consider statements like "The       I
traditional psychological contract is no longer ualid' or "The new psychological
contract is characterized  by..." as popular management rhetoric which  is  not
based on empirical facts.

With this kind of "feature" research of psychological contracts, it is not
known what the obligations and inducements are, making it difficult to observe
intra-individual changes in the psychological contract.
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2.5 Contemporary research: an overview model
The past years a lot of empirical research has been done on psychological
contracts. To provide an overview of the research that has been conducted, a
model depicting the different relationships between the content of psychological
contracts and its antecedents, fulfillment, breach and violation of the
psychological contract and its outcomes is presented. Also a number of
moderating and mediating variables have been discovered. Note that some of
these factors (for example trust) have been called mediator as well as outcome
variables. It would take a book rather than a chapter to describe all of these
research results. Therefore we made a selection of themes that are discussed
more deeply. The paragraph numbers in which they are discussed are
mentioned in the model.

Antecedents: 2.8 1 Outcomes: 2.7.7/
Moderators: 2.7.9   2.7.8

Individual factors 2.8.1 . Commitment• Personality • Extra effort• Exchange ideologies •      Intention to turnover
•      Work values •   Actualturnover
• Career strategy Psychological •      Job satisfaction• Age •     Identification withcontract:

organizational goals
Organizational Factors • Early return from
2.8.2 A • Content:
• Organizational 3                Chapter 4/ 2.6 \ 71\.     ;SClr..Change Chapter 6 \ •    Features: 2.4.3

\ •   Productivity
• POS

/  •       Extra role behavior• LADY -  •     Evaluation:
 / Fulfillment, Breach 1/    •      l'rust• Socialization 1/     • Perceived employeeand Violation: 2.7• Supervision obligations

•    Satisfaction with
Context Chapter 1/ 2.8.3 • Dynamics:

Chapter 3 organization• Labor market • Loyalty• Economic •  OCB
developments • Client satisfaction• Socio demographic •     Job search behavior
characteristics • Helping• Societal changes •    Neglect

•      Emotional reactions

Figure 2 Overview of psychological contract research

2.6 Empirical studies on psychological contracts
A lot of empirical research has been done on psychological contracts in the past
years. Our research project does not focus on the feature approach, for reasons
described above. Therefore, in this section we concentrate on empirical research
that has been done on the content of psychological contracts, and differences
between groups of employees with concern to the content of their psychological
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contracts. Because a longitudinal design was chosen for our research project,
special attention is given to the few longitudinal studies on psychological
contracts that have been conducted so far.

2.6.1  The content of the psychological contract
The psychological contract may contain thousands of items (Kotter, 1973),
making a complete list is virtually impossible. Although universal agreement is
lacking about how the changing content of the psychological contract should be
measured, it is arguably very worthwhile to do this, because the outcomes may
provide a diagnosis of the state of affairs of employment relationships, and be a
starting point for interventions in organizations (Freese & Schalk, 1997).

Levinson et al. (1962) started with an initial list of expectations. They
mentioned normative, work role, economic, social, cultural and company's
expectations. Schein (1965, 1980) wrote the following on the content of
psychological contracts: "Many of these expectations are implicit and involve the
person's sense Of dignity and worth. We expect organizations to treat us as
human beings, to provide work and facilities which are need fulfilling rather
than demeaning, to provide opportunities for growth and further learning, to
prouide feedback on how we are doing. Some of the strongest feelings leading to
labor unrest, strikes, and employee turnouer have to do with violations of these
aspects of the psychological contract, even though the public negotiations are
often  over  the  more explicit  issues  of pay,  working hours, job  security and so on.
The organization also has more implicit expectations; that the employee will
enhance the image Of the organization, will be loyal, will keep organizational
secrets, do his best for the organization (p. 23)".

Schein (1962) interviewed graduates and found that graduates expect
opportunities for advancement, social status, responsibility, opportunities to use
special aptitudes and educational background, challenge, creativity, high salary,
secure future, the ability to exercise leadership, autonomy, and opportunity to
help others.

Kotter (1974) was the first to measure the content of the psychological
contract by using questionnaires. Kotter developed two lists of expectations; one
list specifying thirteen items of what the individual expects to receive and the
organization expects to give, and a second item list specifying seventeen items of
what the individual is willing to offer and the organization expects to receive.
This list was adapted from earlier research by Berlew and Hall (1966) who
interviewed graduates to establish the contributions companies expect from
their employees. Items included were, for example, a sense of meaning in the
job, friendliness of the people, job security, feedback, learning abilities,
maintaining a good public image of the company, etc.

Guzzo et al. (1994) studied the psychological contracts of expatriates,
leading to typical psychological contracts. Employees, for example, expect
housing, domestic staff, spousal employment, currency protection, home-leave
allowance, club membership, Western-style family health care, and language
instruction. Likewise, Thomas and Anderson (1998) developed a psychological
contract questionnaire for the British Army, including specific items like
accommodation and effects on family.
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Only a few measures have been developed to measure the content of the
psychological contract for a larger setting. Here, researchers who developed
their own content items are mentioned: (Rousseau (1990); Robinson, Kraatz &
Rousseau (1994); Schalk, Freese & Van den Bosch (1995) and Freese & Schalk
(1997); Manning (1993) and Herriot, Manning & Kidd (1997); Millward &
Hopkins (1998); Rousseau (2000) and Kickul (2001). In Chapter 4 an elaborative
discussion of psychological contract content questionnaires is held. There, we
also describe the construction of the Tilburg Psychological Contract
Questionnaire. The interested reader is referred to Conway & Briner (2005) who
provide an appendix in their book with psychological contract measures by
Rousseau (2000), Tekleab & Taylor (2003), Kickul (2001), Robinson & Rousseau
(1994), Robinson & Morrison (2000), Conway & Briner (2002) and Guest &
Conway (2002).

Finally, some findings of interest regarding the content of psychological
contracts were found in a study by Lester and Kickul (2001), who asked
participants to rate the importance of the listed promises. Almost all of the
items in the list (32 out of 38) were rated at a high level of importance (an
average above 4.00 on a five-point scale). Another interesting result was that 15
of the 20 items that were ranked highest in importance also showed to have one
of the 20 highest discrepancy scores (between importance and fulfillment levels),
suggesting that the psychological contract obligations that employees value
most, may also be the obligations that companies have the most difficulty
fulfilling. Most of these largest discrepancies were intrinsic or relational issues,
such as open communication, meaningful work, recognition, creative freedom,
opportunities for personal growth and competent management.

In our research project, we are interested in the intra-individual
changes in perceived inducements and contributions. It is possible though to
also distinguish groups of employees holding similar psychological contracts
measured on item-level. In the next section research projects on this theme will
be presented.

2.6.2 Differences in psychological contracts between groups of
employees

Cognitive limits, limited information and different frames of reference make it
likely that people will hold different views regarding the existence and meaning
of contracts. Perceptions are not simply passive interpretations of reality; people
create their meaning for many events. Two people in the same setting will have
different psychological contracts. Yet, reality is not constructed wholly in the
minds of individuals; groups sometimes do agree on events and their meaning
(Rousseau, 1995). Many features of psychological contracts are generalizable,
having meaning across persons. Psychological contracts entail both idiosyncratic
and generalizable aspects. Differences in what employees require and want in
an employment relationship are also likely to exist across employees who are at
different career and life stages (Roehling, Cavanaugh, Moynihan & Boswell,
2000).
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Several studies have shown that certain groups of employees have
specific needs and thus specific psychological contracts. Guzzo, Noonan and
Elron (1994) for example, studied psychological contracts of expatriates. They
demonstrated that expatriates experience broad, relational psychological
contracts, because virtually all parts of their daily lives are open to employer
influence. The psychological contract of expatriates consists of many more
elements than the psychological contract of "regular" employees.

Schalk, Freese and Van den Bosch (1995) (see Freese and Schalk, 1996)
assessed the differences between part-time and full-time employees. The
psychological contracts of supervisors working part-time were being fulfilled less
than those of full-time employees with supervisory tasks. Freese and Schalk
(1995) also found differences in psychological contracts between younger and
older employees. Younger employees expected interesting work, training
opportunities and social contact, whereas older employees expected supervisory
tasks, good pay and job security.

Thomas and Anderson (1998) researched the differences between
newcomers and insiders in the British Army. Recruits rated job security and
social/leisure aspects as more important than did experienced soldiers, and
rated job satisfaction, pay, effects on family and accommodation as less
important.

These researches show that psychological contracts have generalizable
aspects and that it is possible to distinguish between groups of employees with
specific characteristics on the basis of their psychological contracts. However,
there are only a few empirical researches that investigate the requirements and
wants of various employee groups. This should be the subject of future research
(Roehling, Cavanaugh, Moynihan & Boswell, 2000). These projects are scarce,
because of their longitudinal nature.

2.6.3 Longitudinal researches of psychological contracts
Psychological contracts change intra-individually over time. To be able to
witness changes within a person, a longitudinal research design needs to be
chosen.

Robinson, Kraatz and Rousseau (1994) surveyed graduating MBA
students just prior to the end of their studies and again two years later. They
investigated respondents' perceptions of seven employer obligations and eight
employee obligations. Over this two year period, employees' perceptions of
employer obligations has increased significantly for three of seven dimensions
(advancement, high pay, and merit pay), and decreased significantly for one
dimension (training). With regard to eight perceived employee obligations, five
of the seven dimensions decreased significantly (overtime, loyalty, transfers,
notice and minimum stay). Overall, the psychological contract shifted over the
two years so that the perceived obligations of employers increased whilst those
of employees decreased.

Thomas and Anderson (1998) surveyed newcomer recruits into the
British Army. They completed questionnaire measures on day one, and
subsequently eight weeks into training. They found that newcomers
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expectations of the Army increased significantly on several dimensions (job
security, social/leisure aspects, effects on family, and accommodation).

De Vos (2002) followed 333 newly hired during their first year of
employment by administrating four questionnaires to observe changes in
newcomers' perceived promises. The results of her research indicate that
changes in newcomers' perceptions of employer promises are affected by their
perceptions of employer inducements received, but the impact of perceived
employee contributions is less clear.

Coyle-Shapiro & Kessler (2002) studied both employee and employer
perspectives on perceived reciprocity in the exchange relationship. Perceived
employer obligations at time 1 were positively associated with employees'
fulfillment of obligations at time 2 and perceived employer fulfillment of
obligations at time 1 were positively related to employee obligations and
fulfillment at time 2. These findings provide empirical support for the norm of
reciprocity in exchange relationships from both the perspective of employees as
well as managers.

Other longitudinal studies were performed by Robinson (1996),
Robinson & Morrison (2000), Bunderson (2001), Lambert, Edwards & Cable
(2003), Sutton & Griffin (2004) and Tekleab, Takeuchi & Taylor (2005). These
studies concentrate on psychological contract violation. In section 2.7 we will
deal with psychological contract violation and we will discuss the implications of
these studies.

The findings stemming from longitudinal studies on the content of the
psychological contract indicate that psychological contracts change over time
within a person. Unfortunately, longitudinal studies on psychological contracts
are rare. Conway and Briner (2005) conclude that there is a striking mismatch
between theory and method in psychological contract research. The favorite
research design in psychological contract research is a cross-sectional survey,
66which is particularly unsuitable for examining the sort Of dynamic, within-
person processes suggested by psychological contract theorf' (P 183). In the next
section, we will go into psychological contract violation theory and empirical
research on this subject.

2.7 Psychological contract violation
The perceived obligations and inducements of the psychological contract change
over time, as discussed in the previous section. At a certain critical moment,
employees will notice a discrepancy between the actual fulfillment of obligations
by the organization, and the promises previously made about these obligations.
In psychological contract literature this is called psychological contract
uiolation, psychological contract breach or non-fulfillment of the psychological
contract (Robinson, Kraatz & Rousseau, 1994; Rousseau, 1995 and Morrison &
Robinson, 1997).These concepts are used interchangeably by most researchers,
but Morrison and Robinson (1997) make a useful distinction between the
cognitive perception of a discrepancy (breach) and the emotional reaction to the
discrepancy (violation) that might occur. "Violation is a combination of
disappointment emotions and anger emotions. Feelings of anger, resentment,
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bitterness, indignation and euen outrage that emanate from the perception that
one has been betrayed or mistreated. Violation is an emotional experience, yet it
arises from an interpretation process that is cognitive in nature". (Morrison &
Robinson, 1997, p.230).

Conway & Briner (2005) mention two advantages of separating the
cognition of breach from its possible affective reaction. Cause and effect are no
longer confounded. Also, other sorts of responses, apart from extreme emotional
ones, can also be considered. It seems likely that a wide range of responses to
breach is possible (for example mild disappointment or withdrawal of effort that
certain day).

Psychological contract violation refers to a discrete event, a breach of
contract terms, whereas fulfillment is more a matter of degree. When Robinson
and Rousseau (1995) asked employees to indicate whether their contract had
been violated, half of the respondents indicated that it had. However, when
these same respondents were asked if their contract had ultimately been
fulfilled by their employer, 73% indicated that their employer had honored its
commitments. Psychological contract fulfillment and psychological contract
violation are thus two separate concepts and do not represent the two ends of a
continuum. Research by Lambert, Edwards & Cable (2003) and Conway &
Briner (2002) found support for this issue.

A violation of the psychological contract is not the end of the
relationship between employee and organization (Robinson & Rousseau, 1994),
though it very well could be the end. Violation is the emotional reaction to a
perceived failure to comply with the terms of a psychological contract. How
employees interpret the circumstances of this failure, determines whether they
experience a violation. The degree of experienced violation depends on many
factors, like the type of violation, the degree of discrepancy and whether the
organization is held responsible for the violation (McFarlane Shore & Tetrick,
1994).

2.7.1  Discrepancies  in the psychological contract
Rousseau (1995) described three forms of psychological contract breach, ranging
from unintentional discrepancies (inadvertent, also called incongruence by
Morrison and Robinson, 1997) to a discrepancy caused circumstances that a
party that cannot be blamed for (disruption) to a willful breach of the contract
by one of the parties (reneging). In the incongruence breach form both parties
are able and willing to keep their bargain, but divergent interpretations lead
one party to act in a manner at odds with the understanding and interests of the
other. In their "development of violations" model Morrison & Robinson (1997)
mention three factors that play a role in creating incongruence: the degree to
which employee and organization agents bring different cognitive schemata to
the situation, the complexity or ambiguity of the obligations between the parties
and the quality of communication.
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2.7.2 Psychological contract breach
As we stated earlier, the psychological contract, though always present, is not
operating at all times. Employees are only aware of their psychological contract
at certain critical moments. The actual inducements in the relationship may be
divergent from what the employee believes to be included in the psychological
contract; however, this divergence might be unnoticed. Speaking about a breach
of the psychological contract means that this divergence has been perceived by
the employee.

Cassar and Briner (2005, in Conway & Briner, 2005) distinguished five
components of breach: delay, magnitude, different type or form of reward,
inequity or reciprocal imbalance. The fulfillment of the promise may occur later
than expected, or the reward is smaller than what was promised. It could be a
different kind of reward, or it could be less than what others are getting. Or
employees might perceive that they are giving far more to the organization than
they are getting back in return.

In their "development Of violations" model Morrison & Robinson (1997)
mention a number of factors that make the employee perceptive of the gap
between what the employee believes that has been promised and what has been
delivered. Whether this gap is perceived depends on the salience of the
discrepancy and employee uigilance. Salience refers to the degree to which the
discrepancy is eye-catching to the employee. It is affected by the size of the
discrepancy, the importance of the promise to the employee and the extent to
which the promise is vivid in the employee's mind because it was either very
explicit or recently made. Employee vigilance refers to the extent to which the
employee monitors how well the organization has been fulfilling the terms of his
or her psychological contract. Vigilance is common in exchange relationships in
which each party is typically concerned with the other's ability and willingness
to fulfill its obligations (Rousseau & MeLean Parks, 1993). Because vigilance
requires energy its level will vary over time and across persons. Three factors
affect vigilance: uncertainty, the perceived costs of discovering an unmet
promise, and the nature of the employee-organization relationship. Vigilance
occurs more often when uncertainty is high, when there exists a transactional
contract between employee and organization, when trust is low or when there is
a troubled relationship between employee and organization, and when the
perceived size of loss is great (Morrison & Robinson,  1997).

2.7.3 Psychological contract violation
Psychological contract breach is common; if asked many employees are able to
narrate about a case in which they perceived that their organization did not live
up to their promises, whereas they themselves fulfilled their part of the deal
(Robinson & Rousseau, 1994; Turnley & Feldman, 1998; Lester, Turnley,
Bloodgood & Bolino, 2002, Conway & Briner, 2002). In the model by Morrison &
Robinson (1997) it was described that it is dependent of many factors whether a
breach is perceived. If this breach is perceived, this is not necessarily a
violation.
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In this model they also explain when a breach is experienced as a
violation. This depends on the magnitude and the implications of the breach,
whether the organization is held responsible, and also whether the followed
procedures are fair (attributions and fairness) (Morrison & Robinson, 199D. An
employee takes the implications of the breach into account. When a promise is
fulfilled, it results in a number of second-order outcomes for the employee.
These outcomes represent a value or attractiveness to the employee. Judgments
about why the contract breach occurred will also play a role in the
interpretation process. Employees will experience more intense negative
emotions if they attribute the perceived breach to purposeful reneging
(perceived intentionality). Perceptions of violation are also influenced by the
perception of fair treatment (procedural and interactional justice). This concerns
feelings regarding participation in the process, consistency of procedures, and
impartiality of decisions.

Once the violation is inevitable, damage control can ease the bitterness
of the feeling. Because violations are injurious and often willful, strategies for
reducing the experienced violation target both the actual losses incurred as well
as the perception of these losses (Rousseau, 1995). Remedies substitute one
outcome for another. In some fashion, remedies are a way of honoring the spirit
if not the letter of the contract. Furthermore, the organization should explain
the losses in such a way, that it seems to be less responsible for the violation.

2.7.4 Responses to psychological contract uiolation
Responses to violation take many forms. Rousseau (1995), after Hirschman
(1970) and Farrell (1983), categorizes four types of responses: uoice (actions to
remedy the violation), exit (voluntary termination of the relationship),
loyalty/silence (non response, acceptance of unfavorable circumstances),
neglect/destruction (counterproductive behavior). Which response employees
choose, depends on the personality structure, and on the situation.

Robinson, Kraatz & Rousseau (1994) state that psychological contracts
become more transactional after a violation. The employee withdraws from the
relationship and will pay more attention to financial and other economic
aspects. Herriot and Pemberton (1996) agree with this. According to them
violations of transactional contracts lead to explicit negotiations, adjustment of
own investments or quitting the job. In the case of violations of relational
contracts, emotions play an important role. Disappointment and distrust may
develop, and because of this the contract may become more transactional. At the
core of the change may be the re-evaluation downwards by the employee of what
they owe to the organization relative to what it owes to them.

The effects of psychological contract violation on employee behavior in
empirical researches are presented in section 2.7.7.

2.7.5 Psychological contract violation models
Four models of psychological contract violation have been developed so far
(Rousseau, 1995; Morrison & Robinson, 1997; Schalk & Freese, 1997; Turnley &
Feldman, 1999a; Schalk & Roe, in press).
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Rousseau (1995) starts with the notion that not all perceived
discrepancies are perceived as violations. Three basic factors increase the
likelihood that a discrepancy will be interpreted as a violation: monitoring, size
of loss and relationship strength. Good relationships between organization and
employee willlead to higher tolerance of perceived discrepancies.

Morrison and Robinson (1997) included Rousseau's factors in their
theory and did a great job in developing an extensive model in which many
determinants and characteristics of violations in psychological contracts are
incorporated. In this extensive model they outlined several conditions that may
contribute to perceptions that one's psychological contract has been breached.
These conditions have been described in the sections above.

Schalk & Freese (1997) and Schalk & Roe (in press) developed the

"Dynamics of psychological contracts" model, to explain why some variations in
the exchange relationship between the organization and employee will not affect
organizational commitment whereas certain circumstances perceived as critical
by the employee might cause sudden decreases or increases in organizational
commitment. This psychological model is described and empirically tested in
Chapter 3.

Turnley & Feldman (1999a) developed the "Discrepancy model of
psychological contract violations" to understand when employees will perceive
unfulfilled commitments as psychological contract violations and to understand
when employees will respond in a hostile manner to those violations. The
sources of employees' expectations (for example, agents, organizational practices
culture, socialization), the specific content items on which discrepancies occur
and the magnitude and timing of the unfulfilled commitments (a promise made
a long time ago versus a recently made promise) are all posited as important
contributors to perceptions of psychological contract violations, just like
attributions of the cause of the discrepancy. Then individual differences
(affectivity, equity sensitivity, and conscientiousness), organizational practices
(procedural and interactional justice, remediation, and quality of working
relationships) and labor market factors (exit costs, employee replaceability, job
alternatives) are examined as important moderators of how strongly employees
respond to perceived contract violations.

The four models partially overlap each other. Schalk & Freese (1997)

and Turnley & Feldman (1999a) go into differences between groups of
employees, whereas Morrison & Robinson and Turnley & Feldman mention
more or less the same moderating factors. The problems attached to the models
by Morrison & Robinson (1997) and Turnley & Feldman (1999) is that they are
so extensive that it is impossible to research all of the factors in one study.
Research is only in its beginning stages on researching the moderators that
were mentioned by Morrison & Robinson. The model by Turnley & Feldman has
not yet been investigated, not even by themselves. Previously, the empirical
data concerning violation concentrated on the outcomes of psychological contract
violation on employee attitudes and behavior. Today research on psychological
contract violation generally focuses on examining the antecedents of
psychological contract breach and studying the relationship between
psychological contract breach and psychological contract violation (Suazo, 2002).
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An overview of the researches on outcomes of psychological contract
violation will be given in paragraph 2.7.7. In section 2.7.8 we will present the
empirical research on antecedent and moderating factors of psychological
contract violation and breach.

2.7.6 Effects of psychological contract breach on employee attitudes
and behauior
Research by Robinson, Kraatz and Rousseau (1994) and by Thomas and
Anderson (1998) demonstrates that employees feel that the obligations of the
organization towards them increase over time, while their own obligations
decrease. Working for an organization is seen as an investment in the
organization, which results in a perceived increase in organizational obligations.
More than half of the employees followed in their first job reported one or more
violations of their psychological contract (Robinson & Rousseau, 1994).

Breach deprives employees of inducements that are important sources of
work satisfaction and motivation. Because psychological contracts are formed on
the basis of trust (Costa, 2000), violation may lead to strong emotional reactions
and feelings of betrayal (Robinson and Rousseau, 1994). Empirical research
shows a host of possible outcomes of psychological contract violation, for
example higher turnover, lower trust, lower job satisfaction and lower
commitment to the organization. In Table 6 the relationships between violations
of a psychological contract and a variety of job-related outcomes found in
empirical research projects are presented.

Table 6: Psychological contract violation and job-related outcomes
Job related outcome Researchers
Actual Turnover (+) Robinson & Rousseau (1994)

Bunderson (2001)
Tekleab, Takeuchi & Taylor (2005)

Trust (-) Robinson & Rousseau (1994)
Robinson (1996)

Organizational satisfaction (-) Porter, Pearce, Tripoli & Lewis (1998)
Job satisfaction (-) Portwood & Miller (1976)

Robinson & Rousseau (1994)
Schalk, Campbell & Freese (1998)

Cavanaugh & Noe (1999)
Coyle-Shapiro & Kessler (2000)
Turnley & Feldman (2000)
Bunderson (2001)
Kickul, Lester & Finkl (2002)
Tekleab & Taylor (2003)
Johnson & O'Leary-Kelly (2003)
Gakovic & Tetrick (2003)
Sutton & Griffin (2004)
Tekleab, Takeuchi & Taylor (2005)
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Job related outconne Researchers
Organizational citizenship Robinson & Morrison (1994)
behavior (-) Blancero, Lakshman & Johnson (1995)
Extra-role behavior (-) Turnley & Feldman (1998, 1999, 2000)
Extra effort (-) Tekleab & Taylor (2000)
Loyalty (-) Coyle-Shapiro & Kessler (2000)
Helping (-) Kickul, Lester & Finkl (2002)

Suazo (2002)
Turnley, Bolino, Lester & Bloodgood
(2003) (OCB rated by supervisor)
Johnson & O'Leary-Kelly (2003)
(0CB rated by co-workers)
Ten Brink (2004)

Organizational commitment (-) Guzzo, Noonan & Elron (1994)
Schalk, Freese & Van den Bosch(1995)
De Bot (1996a,b)
Schalk, Campbell & Freese (1998)

Turnley & Feldman (1998, 1999)
Coyle-Shapiro & Kessler (2000)
Tekleab & Taylor (2000)
Agee (2000)
Schalk & Huiskamp (2001)
Bunderson (2001)
Lester, Turnley, Bloodgood & Bolino
(2002)
Johnson & O'Leary-Kelly (2003)
Raja, Johns & Ntalianis (2004)
Ten Brink (2004)

Identification with Schalk, Freese & Van den Bosch (1995)
organizational goals, norms and
values (-)
Early return from expatriation Guzzo, Noonan & Elron (1994)
(+)

Level of Performance (-) Robinson (1996)
Self-report Suazo (2002)

Kickul, Lester & Finkl (2002)
Level of Performance (-) Portwood & Miller (1976)
Reported by supervisor Bunderson (2001)

Lester, Turnley, Bloodgood & Bolino
(2002)
Johnson & O'Leary-Kelly (2003)
Turnley, Bolino, Lester & Bloodgood
(2003)

Tekleab & Taylor (2003)
Neglect (tardiness, taking care of Turnley & Feldman (1999)
personal business etc.) (+)
Intention to quit (+) Guzzo, Noonan & Elron (1994)
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Job related outcome Researchers

Robinson & Rousseau (1994)
Schalk, Freese & Van den Bosch(1995)
De Bot (1996a)
Robinson (1996)
Schalk, Campbell & Freese (1998)

Cavanaugh & Noe (1999)
Turnley & Feldman (1998, 1999, 2000)
Coyle-Shapiro & Kessler (2000)
Schalk & Huiskamp (2001)
Bunderson (2001)
Kickul, Lester & Finkl (2002)
Tekleab & Taylor (2003)
Sutton & Griffin (2004)
Raja, Johns & Ntalianis (2004)
Tekleab, Takeuchi & Taylor (2005)

Perceived employee obligations Robinson, Kraatz & Rousseau (1994)
(-) Blancero, Lakshman & Johnson (1995)

Coyle-Shapiro & Kessler (2002)
Client satisfaction (-) Bunderson (2001)
Actual job search behavior (+) Turnley & Feldman (1998, 1999)
Absenteeism (+) Johnson & O'Leary-Kelly (2003)
Emotional reactions: Turnley & Feldman (1999)
Daily mood of employee (-) Conway & Briner (2000,2002)
Voice (positive criticism) (+) Suazo (2002)
Emotional exhaustion (+) Gakovic & Tetrick (2003)

(-) decrease
(+) increase

This extensive table demonstrates that psychological contract violation is
related to employee attitudes and behaviors. The outcomes not only concern self-
reports on attitudes and intentions, but more importantly also actual employee
behavior like performance rated by supervisors or customers, organizational
citizenship behavior rated by supervisors or co-workers, absenteeism and actual
turnover. However, Conway & Briner (2005) point out that violation has much
stronger effects on attitudes than on behaviors, when looking at the average
correlation coefficients. The effects of violation on outcomes are similar in
magnitude to perceived injustice.

In this tal}le both the results of cross-sectional and longitudinal research
were presented. Because longitudinal research is the preferred way of looking at
psychological contract violation, we will pay special attention to those
researches in the next section.
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2.7.7 Longitudinal studies on psychological contract violation and
breach
Psychological contracts are often violated. This was demonstrated by Robinson
& Rousseau (1994) who surveyed 128 graduate management alumni twice
(immediately following recruitment and two years later). 55 Percent reported
that their psychological contract had been violated. Violations correlated
positively with turnover, and negatively with trust, satisfaction and intentions
to remain.

The high incidence of broken promises was also reported by Conway &
Briner (2002), who asked 45 employees (21 from a financial institution and 24
part-time students) to keep a daily diary of broken or exceeded promises over a
period of 10 days. They were also asked to complete a daily mood scale.
Promises were broken frequently and were negatively related with daily mood.
Broken promises had a greater effect on daily mood than exceeded promises.
Broken promises were negatively related to feelings of betrayal and hurt,
exceeded promises were found to be significantly related to emotions of self-
worth, care and surprise. However, from the moderating factors between breach
and the violation of the psychological contract, like the explicitness of the
promise, the other party's responsibility, the occurrence in the past and the
importance of the promise, only the importance of the promise emerged as a
significant predictor of emotional reactions.

A very thorough study was done by Bunderson (2001), who followed 50
fulltime clinicians. He administrated a psychological contract questionnaire
twice, and managed to get hold of client surveys and a rating by supervisors on
employee performance. He distinguished a priori between administrative and
professional work ideologies (an alternative to transactional and relational
contracts) and found that a professional employee's response to perceptions of
breach of the psychological contract depends on whether the perceived breach
involves professional or administrative obligations. Perceived breaches of
administrative role obligations are more strongly associated with
dissatisfaction, thoughts of quitting, and turnover, whereas perceived breaches
of professional role obligations are most strongly associated with lower
organizational commitment and job performance.

Tekleab, Takeuchi & Taylor (2005) also collected longitudinal data. A
sample of 191 employees of a university was surveyed twice within a period of
three years, and turnover data were provided by the university after another
three years. They found that perceived organizational support is negatively

related with what they call psychological contract violation (but what is actually
psychological contract breach).

Sutton & Griffin (2004) proved that psychological contract violation
predicts job satisfaction, where unmet expectations do not. They did a
longitudinal research on 235 final year occupational therapist students. The
students were surveyed immediately prior to entering the profession and again
14 months later. Sutton and Griffin investigated the relationships between met
expectations (an interaction between pre-entry and post-entry experiences),
psychological contract violation and job satisfaction. Met expectations were no
predictor of psychological contract violation, nor did met expectations predict job

47



Chapter 2

satisfaction after controlling for contract violations. Post- entry experiences and
psychological contract violation jointly predicted job satisfaction, with
psychological contract violations demonstrating the stronger relationship.

Lambert, Edwards & Cable (2003) researched the differences between
deficient and excess inducements and the relationship with satisfaction. They         '
followed 213 student employees at a university at the start of their employment,
just prior to employment and 10 weeks after they began to work. At time 1
respondents indicated how much of each inducement had been promised by the
employer; at time 2 respondents reported the amount received from the
employer. They found that satisfaction increased as deficiency was reduced. The
relationship between excess inducements and satisfaction appeared to depend
on whether excess inducements inhibited or facilitated employees' need
fulfillment. Satisfaction increased as delivered levels of pay, recognition and
relationships with others exceeded promised levels of these inducements. For
variety, skill development and career training, excess levels decreased levels of

satisfaction. The decrease in satisfaction for these three factors was less
pronounced for excess inducements than for deficient inducements. Regarding
fulfillment they found that employees who were promised and received low
levels of inducements were less satisfied than employees who were promised
and received high levels of inducements. Moreover, satisfaction was more
strongly related to delivered inducements than promised inducements. When
evaluating their jobs, employees give greater weight to what they experience
than to what they prefer or expect. These findings contradict a basic assumption
of psychological contract theory that outcomes remain constant when delivered
inducements match promised inducements irrespective of their absolute levels.
Outcomes are decidedly more positive at higher levels of delivered inducements.
Although Lambert, Edwards & Cable (2003) found some remarkable facts, the
research falls short on the operationalization of the psychological contract, as
they did not include employee contributions. And unfortunately, the only
outcome they researched is satisfaction, which is conceptually very familiar to
psychological contract violation, especially when it is linked to delivered
inducements. Note that the researchers used the concept of breach to signify
under-fulfillment of the psychological contract as well as over-fulfillment of the
psychological contract. In this case the more neutral term "discrepancy" would
have fitted the description better.

Robinson and Morrison (2000) examined factors affecting employees'
perceptions that their psychological contract has been breached by their
organization and factors that affect whether this perception cause employees to
experience feelings of contract violation. They obtained their longitudinal data
from 147 managers just prior to their beginning of a new job and 18 months
later. It was found that perceived contract breach was more likely when
organizational performance and self-reported employee performance were low,
the employee had not experienced a formal socialization process, the employee
had little interaction with organizational agents prior to hire, the employee had
a history of psychological contract breach with former employers, and the
employee had many employment alternatives at the time of hire. Furthermore
perceived breach was associated with more intense feelings of violation when
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employees both attributed the breach to purposeful reneging by the employer
and felt unfairly treated in the process.

Robinson (1996) collected data of 125 newly hired managers (alumni of a
business school) at three points in time over a two and a half year period, after
acceptance of the job offer, after 18 months on the job and after 30 months on
the job. Trust mediated the relationship between psychological contract breach
and employees' subsequent contributions to the firm.

An important shortcoming of most of the longitudinal studies is the use
of samples of young professionals or graduates, probably because of their
connections with the university. Another problem is that most of the research is
not done within the setting of one or a few organizations, but rather a host of
different employers (mostly universities or prestigious organizations), with
different organizational settings. In our research we will concentrate on low
educated employees in the health care sector from only three organizations.
These organizations have similar organizational contexts.
Some of the studies mentioned in this section concentrate on outcomes of
psychological contract violation, others focus on the moderating factors between
perceived breach and psychological contract violation. In the next section, an
overview of these moderating factors from cross-sectional and longitudinal
studies will be presented.

2.7.8 Moderating factors between perceived breach       and
psychological contract violation
Many theoretical moderators were mentioned in the models by Morrison &
Robinson (1997) and Turnley & Feldman (1999). However, when trying to
classify the moderators from empirical research, we encounter several problems.
To establish whether psychological contract violation has occurred, researchers
tend to look at outcomes. Yet, some moderators do have effect on certain
outcomes, but not on others. Secondly, in some studies effects between
moderators and a certain outcome has been found, whereas in other studies this
cannot be confirmed. This could either be the result of using different measures
or of using different samples. In Table 7 the empirical findings from cross-
sectional and longitudinal studies are presented.

Table 7 Moderating variables between psychological contract breach and
violation

Moderator between breach and violation Researchers
Careerism and trust Robinson&Rousseau, 1994
Perceived organizational support and Guzzo, Noonan & Elron,
organizational commitment 1994

Procedural justice and turnover intentions Turnley & Feldman, 1999
Procedural and interactional justice and anti- Kickul, Neuman, Parker &
citizenship behavior Finkl, 2001
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Moderator between breach and violation Researchers
Procedural and interactional justice* and job Kickul, Lester & Finkl,
satisfaction, job performance, organizational 2002
citizenship behavior and intention to turnover
(*dependent of the content of the promise that
has been breached (extrinsic is linked to
procedural justice and intrinsic is linked to
interactional justice)
Cynicism and organizational commitment and Johnson & O'Leary-Kelly,
job satisfaction 2003
Perceived importance of broken promise and Conway & Briner, 2002
outcomes
Reneging and intention to turnover Turnley and Feldman,
Reneging and OCB 1999,2003
Personal ideologies: Bunderson, 2001
Administrative obligations and job satisfaction,
intention to quit, actual turnover
Professional promises and organizational
commitment and job performance
Equity sensitivity and organizational Kickul & Lester, 2001
citizenship behavior and job satisfaction
Importance of the promise and emotional Conway & Briner, 2002
reactions

Although there were mentioned some moderating factors in the table above, it is
interesting to see that many researches were not able to find moderating effects
between breach and violation. Agee (2000) studied attribution of blame, unmet
expectations, procedural justice and trust as moderators. None of the
moderating variables turned out to be statistically significant. Conway and
Briner (2002) studied four properties of promise: the explicitness of the promise,
the other party's responsibility, the occurrence in the past and the importance of
the promise as moderating factors between psychological contract breach and
emotional reactions. Only the importance of the promise emerged as a
significant predictor of emotional reactions.

The results concerning reneging are not clear. Although Turnley and
Feldman (1999, 2003) have found relationships between reneging and intention
to turnover and organizational citizenship behavior, Robinson and Morrison
(2000) were not able to find that reneging affects the relationship between
breach and violation, nor did Turnley & Feldman (1999) find an influence on the
relationships between voice, loyalty or neglectful behaviors and reneging.
Turnley, Bolino, Lester and Bloodgood (2003) did not find reneging to have an
influence on the relationship between breach and in-role behaviors and Conway
&  Briner (2002) did not find a an affect of reneging on the relationship between
breach and feeling hurt or measures of daily mood. Turnley and Feldman (1999)
did not find a moderating effect of employee voice and loyalty on breach and
withdrawal behaviors. These findings suggest that how and why psychological
contract breach occurred does not affect the employees feelings of violation, he
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feels badly anyhow. Clearly, there remain a lot of unanswered questions to be
addressed and this research area needs a lot more critical attention from
researchers.

2.8 Antecedents of psychological contract breach
In this paragraph we will address the causes for breach of psychological
contracts. A number of factors have been suggested either theoretically or
empirically. Researchers have mentioned individual factors like exchange
ideology, organizational factors, for instance, supervisory support or
socialization processes or events happening outside the organization, for
example changed legislation, that may increase or decrease the likelihood of
breach. Here the empirical studies will be discussed, using the following
categories: individual factors, organizational factors and context factors.

2.8.1 Individual factors
Personality is found to have effects on the content of psychological contracts or
on the way employees enact contractual behavior. Raja, Johns & Ntalianis
(2004) found relationships between neuroticism and transactional contracts,
whereas relational contracts were related to conscientiousness and self-esteem.
Edwards, Rust, McKinley & Moon (2003) found that employees that were self-
reliant were less likely to perceive layoff as a contract breach. A positive
affective disposition was found to be negatively related to psychological contract
breach (Suazo, 2002). Schouten (2002), however, did not find an effect of the "big
five" personality traits (compliancy, conscientiousness, extraversion,
agreeableness, emotional stability and intellect or imagination) on the
psychological contract.

The exchange ideology by which employees can be categorized is another
factor. Coyle-Shapiro & Neuman (2004) found that so called "benevolents" feel
more obligated to the organization and are more receptive to responding to
inducements from the organization than employees who are not. And Kickul &
Lester (2001) discovered that so called "entitleds" react more strongly to
breaches of extrinsic promises like organizational rewards and benefits, and
surprisingly growth and development in their reactions on job satisfaction and
organizational citizenship behavior. "Benevolents" react more strongly when
autonomy and control promises are broken. Raja, Johns & Ntalianis (2004) also
found that equity sensitivity is related to transactional contracts. These studies
Suggest that an individual's ideology influences what they feel predisposed to
give to the organization and also affects how much they feel obliged to
reciprocate following organizational inducements.

Other ideologies that have a relationship with the perception of
psychological contract breach are support of market competition and
shareholder interest ideologies, that reduce perceived breach associated with
downsizing, whereas support of the ideology of employee worth increases
perceived breach (Rust, McKinley, Moon & Edwards, 2005).

Work values might shape newcomers' psychological contract perceptions
and evaluations by focusing information seeking activities to certain aspects of
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the employment relationship. For example, employees with the advancement
work value concentrate their information seeking on opportunities for career

development and job content, and employees with a group orientation work
value search information on social atmosphere and opportunities to balance
work life and private life (De Vos, Buyens & Schalk, 2005).

Freese & Schalk (1995) found that age is also important to consider
when looking at psychological contracts. In their research they found that
younger employees expected interesting work, training opportunities and a good
social atmosphere, whereas older employees expected supervisory tasks, good
pay and job security.

Robinson & Morrison (2000) demonstrated that the working history of
an employee and his personal opportunities has an influence on the
psychological contract. A history of breach with former employers and a greater
number of employment alternatives at the moment of hire increase the
likelihood of psychological contract breach.

2.8.2 Organizational factors
Organizational factors that have an influence on the perception of psychological
contract breach are perceived organizational support (Suazo, 2002; Tekleab,
Takeuchi & Taylor, 2005), the existence of a socialization process (Robinson &
Morrison, 2000; De Vos, 2002), supervision (Sutton & Griffin, 2004) or leader-
member exchange (Suazo, 2002) and interaction with organizational agents
prior to hire (Robinson & Morrison, 2000).

2.8.3  Context factors
Societal effects, like laws, the type of government, the availability and quality of
social institutions all have their effect on how psychological contracts in a
certain country are shaped and perceived. In Chapter 1 an overview was given
of the influence of societal developments on psychological contracts in the
Netherlands. Factors mentioned were economic and labor market developments,
socio-demographic characteristics of the Netherlands and societal changes.
These factors are likely to have an influence, but are hard to study. Cultural
differences that are likely to have an influence on psychological contracts in a
specific country are described in a book that was edited by Rousseau and Schalk
(2000) to which the interested reader is referred.

2.9 Research model
In this chapter a review of the enormous number of articles on psychological
contracts has been presented. Although research on psychological contracts has
gained an overwhelming amount of attention the past 15 years, a lot of
questions remain unanswered.

Differences in reactions to breach of different kinds of promises is an
area that has not been fully explored yet. Research by De Vos, Buyens & Schalk
(2003) indicates that a certain pattern might exist. There is crying need for
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longitudinal research, especially on samples that are not made up of young,
highly educated recently graduated employees. Inngitudinal studies that consist
of one or just a few participating organizations, representing a similar
organizational context can as easily be found as a needle in a haystack. The
causes of breach and violation need more research attention. How do we explain
the fact that respondents report violations and at the same time report to have a
good relationship with the organization? Why do employees respond differently
to the same kind of violations? Is it possible to find factors that inevitably lead
to violation? Organizational change as antecedent variable of psychological
contract breach is a theme that has been greatly ignored so far. This is a pity as
the organizational change phase provides the opportunity to study the dynamics
of psychological contracts more closely.

We assume that breach and violation of the psychological contract are
likely to occur during organizational change processes. Therefore, in our
longitudinal research project, we will study the effects of organizational change
on psychological contracts of employees in three similar organizations. If a
particular organization changes its policies, what happens to the inducements
and contributions the employee perceives?

In this thesis we address the following research questions:

•     Do psychological contracts change over time?
•      Do organizational changes affect the content of the psychological contract of

the employees involved?
• Which aspects in the psychological contract change if the organization

changes?
•    Does the level of fulfillment of the psychological contract decrease during

organizational change?
• Are there more psychological contract violations during times of

organizational change?
•  If psychological contracts are violated, which employee attitudes and

behaviors can be observed?
•     Does the way changes are implemented have an influence on perceptions of

fulfillment and violations of the psychological contract?
•  Do some organizational changes affect psychological contracts more than

others?
•     Are there differential effects of violations or non-fulfillment of the different

content scales of the psychological contract on organizational commitment
and intention to turnover?

•      Are there different dynamics of psychological contracts as an adjustment to
perceived breaches in the psychological contract?

•  Are there incidents that inevitably lead to severe psychological contract
Violation?

•    Once violated, can psychological contracts be restored again after the elapse
of time?
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Before all these research question can be researched the best way to
measure psychological contracts needs to be established. This leads to the
additional research question:

•     How is the psychological contract measured best?

To conclude this overview of literature and research projects on
psychological contracts, a model is presented in which the relationships
between antecedents, the psychological contract and job-related outcomes that
are studied in our research project are depicted. Note that only some of the
variables of Figure 2 are subject of our study. Perceived employee obligations

are studied as outcomes of psychological contract breach or violation. In
Chapter 5 the choices we made in our model are discussed at a more detailed
level.

/ Affective and Continuance
Commitment

Psychological
contract:
Perceived

organizational Intention toOrganizational -  obligations: Turnover
change Content, and

evaluation of a

breach, violation
and fulfilment

Psychological contract:
Perceived employee

obligations

Figure 3 Research model

Our main interest is the dynamics of psychological contracts. How are
psychological contracts fulfilled, violated or restored after organizational change
has been implemented? In Chapter 3 we tested the model by Schalk & Roe (in
press) in which these dynamics are described. To be able to assess the changes
in psychological contracts, we have developed a questionnaire to measure the
content of the psychological contract, as no measurement had been published
yet, when we started our research project. The development of this
questionnaire is described in Chapter 4. In Chapter 5 the changes in
psychological contracts and employee attitudes and behavior as a consequence of
organizational changes over time are examined.
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A Dynamic Model of Psychological Contracts4

Before leaving  on pregnancy leave, an employee was promised the possibility to
work part-time after she would return to work. This employee used to work full-
time, and was motiuated to remain working after her first child would be born.
She had an interestingjob and she liked the atmosphere in her department.
When she returned to work after having her baby, her superuisor told her that
working only 50% would mean  that she had to give up all of her interesting
tasks. What remained were the administratiue tasks that did not include any
mental challenge. She could only  keep the interesting tasks, if she would work
full-time again. Because she wanted to spend a reasonable amount Of time caring
for her baby, working full-time was no option for her. The employee decided to
start working exactly 50%. In the past she often worked overtime to Anish her job.
Now, she leaues as soon as regular working hours are ouer. She explained this to
her colleagues arguing that if the organization prouides no Bexibility,  nor will
she. The situation escalated when her supervisor denied her right to attend a
work-related training. His reasoning was that it was impossible for her to finish
her regular tasks in her working hours, so there was certainly no time left to
participate in this training. The relationship between the employee and her
supervisor deteriorated and in the end the employee decided to resign (Freese &
Schalk, 1995).

The incidents above demonstrate the dynamics of psychological contracts.
Meaningful events influence the psychological contract and feelings of
commitment to the organization. The psychological contract of this employee
was violated and the employee reacts by taking restorative actions. Meanwhile

4 This chapter is based on Schalk, R. & Freese, C. (1997). New facets of commitment in response to
organizational change: Research trends and the Dutch experience, in C.L. Cooper and D.M. Rousseau
(Eds.) D·en(is in Organizational Behavior, 4, p. 108-123 and Schalk, R. & Freese, C. (2000). The
impact of organizational changes on the psychological contract and attitudes towards work in four
health care organizations. In: Isaksson, Hogstedt, C. Eriksson & T. Theorell (Eds.). Health effects of
the new labour market, p. 129-143. Kluwer Academic: New York.
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the feelings of commitment towards the organization and the supervisor drop
dramatically, eventually leading to resignation of this employee.

The psychological contract of the employee presented in the case above
changed as a result of changes in her personal life. This employee became a
parent and her needs and priorities in working life changed. This is an
internally induced change of psychological contract terms. Profound
modifications in the psychological contract may be caused by individual changes
or by organizational actions like, socialization processes (Thomas & Anderson,
1998; De Vos, 2002) or human resource management practices (Conway &
Briner, 2005) or events happening outside of the organization (Conway &
Briner, 2005).

A factor that has been neglected in empirical research so far is the effect
of organizational change on the content and dynamics of psychological contracts.
In this chapter we will argue that the same objective organizational change

process will have different consequences for different employees, depending on
the content of the psychological contract of the employees. The "Dynamic model
of psychological contracts", developed by Schalk & Roe (in press), assumes that
as long as basic values and critical boundaries are not overstepped during the
organizational change process, the psychological contract and employee
attitudes remain unaffected. The model provides an explanation why employees'
attitudes remain relatively stable over time, and may suddenly drop or raise
under circumstances perceived as critical by the employee. Just like important
life events, an organizational change process is such a critical circumstance that
draws the attention of the employee to the psychological contract and it might
cause a re-evaluation of the psychological contract.

In this chapter we will test the Dynamic model of psychological
contracts by interviewing 41 employees working in three organizations in the
health care sector undergoing change processes. We also interviewed 12
employees who resigned out of disappointment with their former organization to
establish which events cause employees to resign. The validity of the model and
implications for psychological contract research are discussed.

3.1 Changes in the psychological contract
There are many reasons why psychological contracts change. As was shown in
the introductory case, changes in the personal life of an employee may cause
internally induced changes of the psychological contract.

A more gradual shift in the psychological contract is caused by merely
the passing of time. The perceived obligations and inducements of the
psychological contract continuously change over time, because of socialization
processes, personal development, aging and the duration of the contract. It
permits parties to estimate whether promises made for the future have been
honored by the other party (Herriot & Pemberton, 1996). This process is called
contract drift (Rousseau, 1995). Drift occurs when beliefs gradually diverge
regarding whether terms are performed, when terms come to mean something
different than they did initially, or when the contract acquires new terms
without the other party becoming aware of the addition.
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Externally induced changes are changes whereby the organization is
responsible for changes in the psychological contract. Rousseau (1995)
distinguishes two types of externally induced contract change: accommodation
and transformation. Accommodation is an evolutionary process, making
adjustments within the framework of the existing contract possible.
Transformation is a revolutional shift in the nature of the relationship between
the parties, redefining it and the contract on which it is based. Rousseau (1995)
then connects accommodation to certain examples of organizational change, like
isolated changes in performance criteria, benefit packages, or working hours,
and transformation to systemic changes, such as downsizing processes,
restructuring, or the introduction of new HR policies.

The distinction of Rousseau (1995) does not account for differences in
meaning and interpretation of organizational change by the individual
employee. Although on average it will be true that minor deviations in the
organization's policies make it possible for employees to change their
psychological contract, without a new contract being constructed, it is not
possible to match organizational change processes directly with psychological
contract change processes like accommodation or transformation. Whether or
not an organizational change process leads to accommodation or transformation
depends on the interpretation process and the basic values held by the
employee. For example, the adjustment of working hours is an example of
accommodation according to Rousseau (1995). For an older employee, this might
be accommodation. But for a parent with young children who chose to work for
an organization because it provided flexible working hours (an important work
value for the employee), the adjustment of working hours is a transformation of
the psychological contract. In the Dynamics of psychological contracts model,
attention is being paid to these individual interpretation processes. During large
scale organizational change processes (like mergers, downsizing, or
restructuring for example) transformation is more likely to occur than during
minor organizational changes. Therefore in our research project we approached
organizations in which a large scale change process was about to be introduced.

3.2 The dynamics of psychological contracts model
Psychological contracts serve as schemas (Gioia, 1986) for the employment
relationship as perceived by the employee. Schemas are cognitive structures
that represent organized knowledge and rules that direct information
processing. "It represents a prototypical abstraction of a complex concept, one
that gradually develops from past experience and subsequently guides the way
new information is organized' (Stein, 1992, p.49). Schemas provide individuals
with a knowledge base that serves as a guide for the interpretation of
information, actions, and expectations, thereby simplifying the process by which
people make sense of events and situations (Gioia, 1986). The psychological
contract contains information about which behavior is expected from the
employee and how the employee expects the organization to behave. Schema's
offer many benefits, like mutual understanding, order and predictability, cues to
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help people interpret ambiguous situations, speedy information processing and
problem solving and the supply of missing information with default options
(Goia, 1986, p. 346; Rousseau, 2001). In the previous section we have discussed
that psychological contracts are in0uenced by changes as a result of the passing
of time, personal changes and organizational changes. People however are not
always aware of subtle changes in the psychological contract. The psychological
contract is not continuously being assessed through a constant accounting
method. The psychological contract, though always present, "is not operating at
all times" (Schein, 1980, p.22). It is only fully attended to in response to certain
situations.

Even when these changes are attended to, employees have a tendency of
fitting new information into the old schema. "Contracts, as schemas, transform
information whenever new changes are uiewed through the lens of an old
contract. People fill in gaps with typical or previously use/ill information, not
necessarily with accurate data. Discrepancies can be ignored and the loss of
important information can result. Existing contracts are seldom tested by the
bearer once established. In effect, contracts resist reuision" Ofousseau, 1995,

p. 162). So, employees do not necessarily work hard on changing schema's, in fact
they work hard on fitting experiences into them.

Research by Manning (1993) indicated that psychological contracts are
frequently broken. All of the 92 respondents asked, without exception, were able
to recall an incident involving violation of an expectation. Manning concluded
that "the parties seem able to accommodate the infringements. There must be
'personal tolerance bands" associated with each expectation, such that certain
minor deviations can be tolerated frequently and major infringements
exceptionally, in a mechanism that allows the parties mostly to continue their
association without resignation or dismissal occurring" (Manning, unpublished
paper, p.21).

What will happen to the psychological contract if employers do not fulfill
their obligations to employees or if they unilaterally alter contract terms in the
context of an organizational transformation effort? Under such circumstances
employees' cognitive models of the contract serve as a frame of reference from
which it is easy to predict likely outcomes. People will try to match ongoing
events they experience with their existing schemata. In case of minor
deviations, individuals are likely to seek corrective actions for discrepancy
rather than to alter the schemata of their contracts. In situations which
drastically deviate from their contract schemata, people are more likely to take
corrective actions that result in a change of their contract schemata.

In the "Dynamics of psychological contracts model" (Schalk & Roe, in
press) it is assumed that the psychological contract includes beliefs about what
falls within the boundaries of acceptance and what is absolutely intolerable in
the interaction with the organization. These boundaries consist of so called
"basic values" and should be taken into account to explain changes and
consequences of changes in psychological contracts. The model focuses on the
relationship between the psychological contract and commitment. In this view
there is not a continuous (linear) relationship between the psychological
contract and commitment. Commitment builds rather slowly and is maintained
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with little attention until some triggering event sets off a reevaluation.
Psychological contract violations or exceeding of obligations may lead to sudden
revisions or desertion of the psychological contract and subsequent levels of
commitment.

A

Performance on I Comparison 1 Psychological contract
obligations

A                                                   A

Revision

Corrective response

Balancing
Desertion

Figure 4 Dynamic model of psychological contracts (Schalk & Roe, in
press)

The "Dynamics of psychological contracts" model assumes that in case of a
deviation one of three reaction patterns will occur. These reaction patterns,
balancing, revision or desertion, are each related to a different level of
commitment. In the next sections these reaction patterns will be discussed.

3.2.1  Balancing
The psychological contract as a cognitive model is in normal circumstances
balanced (Rousseau, 1995), i.e. in a state of homeostasis. Schalk and Roe (in
press) refer to control theory (Campion & Lord, 1982; Lord & Hanges, 1987) to
explain how the homeostasis in the psychological contract is maintained.
According to them the behavior of the organization and the employee (as
perceived by the employee) varies over time, with fluctuations within a certain
range. For example, the employee may work harder, be more helpful to
colleagues, or perform more effectively on certain days than on others, while the
conditions at work or the support of the supervisor fluctuate as well over time.
The psychological contract allows for such variations, at least within certain
limits. Schalk and Roe distinguish two sets of standards, one defining
acceptable discrepancies and the other defining unacceptable discrepancies of
the psychological contract: "limits of acceptance"   and the "limit of tolerance".

The boundaries of what is considered as acceptable are determined by
the aspects considered as important within the framework of the existing
psychological     contract.     Rousseau     (1995,      p.149)      mentions this c<zone of
acceptance" and Barnard (1938) describes the so called "zone of indifference"
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(Barnard, 1938, p.167). What is considered as tolerable variation is determined
by the basic values of the individual employee, regardless the framework of the
existing contract.

Psychological contracts include a zone of acceptance of variation
between the limits of acceptance that reflect what the employee feels is
acceptable variation within the agreed contract terms. For example with regard
to feedback from the supervisor an employee may expect weak or moderate
praise or criticism (within the limits of acceptance); strong praise or criticism
may be found unexpected or not in agreement with the framework of the
existing psychological contract (beyond the limits of acceptance, within the limit
of tolerance) or intolerable, violating an employees' basic values (beyond the
limit of tolerance, for instance shouting, cursing or physical abuse).
When contracts are agreed upon they will always fall within the tolerable
variation determined by basic values. Employees will not voluntarily accept
contract terms violating their basic values. When basic values come at stake in
the working situation, for example when obligatory work practices are
prohibited in a religious context, or when the work environment is becoming too
dangerous or physically threatening, the boundaries of tolerable variation will
be considered as being overstepped.

Variations in the perceived behavior of the organization and/or the
individual that remain within the limits of acceptance are without consequences
for the psychological contract, commitment and subsequent behavior. Positive
deviations of the organization's behavior are likely to be followed by positive
deviations on the individual side (for example praise by the supervisor is
followed by exerting extra effort to finish a task), while negative deviations
would have the opposite effect (for example criticism followed by going home
early). This pattern is called balancing.

3.2.2 Reuision and desertion
In novel situations or situations that involve drastic deviation from the
psychological contract, the employee is likely to take corrective actions. These
actions, however, may result in a change of the psychological contract. In this
case control theory does no longer apply and employees have to rely on more
conscious forms of self-regulation. If the perceived behavior of the organization
reaches or exceeds the limits of acceptance, changes in consequences are
expected. In this case one would expect the person to first show a temporary
decline or increase in commitment and subsequent behavior (Kotter, 1973;
Robinson & Morrison, 1995; Robinson, Kraatz & Rousseau, 1994; Rousseau,
1995). Furthermore, the employee will reconsider the psychological contract.
Seeking clarification and re-negotiation of the contract is to be expected. This
pattern is called revision, as it may lead to a revised contract. Then the
employee regains himself, and commitment and behavior will return to the
former level. A revision of the psychological contract may take different forms.
Negative revisions, whereby contract terms become noticeably less favorable to
the employee, may cause a decrease in the individual's perceived obligations
towards the organization or the job itself. Conversely, positive contract revisions
may occur. This is the case where the terms of the contract become noticeably
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more favorable to the individual, for instance when an employee acquires other
responsibilities or another position. The effect of positive revisions has seldom
been studied, but it is expected that positive revisions could improve existing
attitudes and behaviors. However, cognitive dissonance theory (Festinger, 1957)
and attributional bias theory (Heider, 1958) would expect that positive
deviations will be more readily accepted by employees to incorporate into their
psychological contract, because they perceive the extra provisions as something
they are entitled to on the basis of their performance. Negative deviations are
more easily externally attributed. Therefore, we assume that the impact of
negative deviations on employee attitudes and behavior will be much greater
than the impact of positive deviations. This is in fact what research by Conway
& Briner (2002) indicates: broken promises affect daily mood to a greater extent
than exceeded promises. Research by Lambert, Edwards and Cable (2003)
demonstrates that the outcomes of exceeded promises are not simply positive
attitudes or behaviors. They found a non-linear relationship between
satisfaction and exceeded promises. Exceeding promises in relation to pay may
increase job satisfaction, whereas exceeding promises on task variety may
decrease job satisfaction.

Revision of the psychological contract wi]1 only occur when the deviation
is moderate and within the range of what is seen as negotionable. In case of
extreme events or changes that are perceived as intolerable the psychological
contract will be deserted. Accordingly, one may expect commitment to drop
strongly, and behavioral responses to be extreme. Open conflicts, emotional
expressions, and signs of aggression and depression may occur as well
(Rousseau, 1990). This condition is called desertion by Schalk & Roe (in press).
There is no positive counterpart of deviation above the limit of tolerance,  as it is
hard to imagine what kind of positive action towards another party would be
absolutely intolerable. In Figure 5 examples of balancing, revision and desertion
are graphically presented.
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negative positive negative positive

tolerance limit tolerance limit
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Figure 5 Balancing, revision and desertion (Schalk & Roe, in press)
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The difference between balancing and revision is that in a revision
process the way of thinking about the contract changes. Some perceived
obligations  will lose their validity, where others might appear. In balancing the
contract remains the same.

The "Dynamic model of the psychological contracts" implies a completely
different view on work motivation than other motivation theories. It neither
assumes monotone relationships between motivating factors and behavior, nor a
constant computational evaluation process in which positive and negative
factors compensate for one another. It considers work motivation to be durable
and somewhat insensitive to situational conditions. But at the same time there
is a possibility for motivation to change drastically, due to a single event that
violates a norm as perceived by the employee.

3.3 Psychological contract models on violation
Several other models on psychological contract violation have been developed
(Rousseau, 1995; Morrison & Robinson, 1997 and Turnley & Feldman, 1999a).
Here we will compare the "Development of violation model" by Morrison &
Robinson (1997) with the model of Schalk & Roe (in press). The factors
mentioned in the models by Rousseau (1995) and Turnley & Feldman (1999a)
are incorporated in Morrison & Robinson's (1997) model, and therefore will not
be involved in the comparison.

Both models provide an explanation why some perceived discrepancies
in the psychological contract lead to negative employee attitudes and behavior,
where in other cases no violation of the psychological contract is experienced.
Schalk & Roe (in press) use acceptance and tolerance bands in which basic
values come into play; Morrison & Robinson (1997) use theories on information
processing and comparison processes. Morrison & Robinson (1997) mentioned
many factors that affect the perception and the evaluation of a discrepancy
between the promised inducements and the actual inducements. While there is
likely to be a great number of potential factors moderating employee's reactions
to breach, only a few have been examined and the support for the moderating
effects on breach and violation of the factors has shown to be weak (Conway &
Briner, 2005). The model by Schalk & Roe (in press) includes the possibility of
the positive counterpart of discrepancies, whereas Morrison & Robinson's model
excludes this possibility.

Both models encounter each other in the distinction Morrison &
Robinson (1997) make between breach and violation. Violation has been defined
as a perception that one's organization has failed to fulfill one or more
obligations composing one's psychological contract (Robinson & Rousseau, 1994;
Robinson & Morrison, 1995). This definition suggests that violation is cognitive,
reflecting a mental calculation of what one has received relative to what one was
promised. On the other hand, the term violation conveys a strong emotional
experience. Violation has been described as "feelings of betrayal and deeper

psychological distress whereby the victim experiences anger, resentment a sense
of injustice and wrongful harm" (Rousseau, 1989, p. 129). This definition implies
that violation goes far beyond the mere cognition that a promise has been
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broken, and it is reasonable to assume that employees can perceive that their
organization has failed to fulfill an obligation without experiencing the strong
affective response associated with the term violation.

Advantages of the distinction between breach and violation are the
separation of the cognition of breach from its possible affective reaction and the
acknowledgement that there are other sorts of responses to breach, apart from
extreme emotional ones (Conway & Briner, 2005). Schalk and Roe (in press) also
differentiate between the cognition of breach and the perception of violation by
introducing the balancing process (there is a deviation from the norm, but the
employee accepts this) and the revision and desertion process (there is a
deviation from the norm which cannot be fitted into the existing psychological
contract).

The model of Morrison & Robinson (1997) determines whether a
perceived breach becomes a violation, but does not pay attention to the outcomes
of psychological contract breach and violation. Schalk and Roe (in press) relate
the dynamics of psychological contracts (balancing, revision or desertion) to
specific forms of commitment, employee contributions and (intention to)
turnover. Perceived in this way the model of Schalk and Roe (in press) is an
addition to the model of Morrison & Robinson (1997).

3.4 Research questions
The distinction between breach and violation made by Morrison and Robinson
(1997) has been embraced by many researchers. However, research has been
inconclusive on the factors that create or mediate violation (Conway & Briner,
2005). Many unanswered questions remain. How do we explain the fact that
respondents report violations and at the same time report to have a good
relationship with the organization? And when is a breach great enough to revise
the psychological contract and change the attitudes and behaviors towards the
organization? Is it possible to find factors that inevitably lead to violation? Most
research on psychological contract violation is cross-sectional questionnaire
research. These psychological processes however are hard to capture with this
methodology. Therefore, in this study we will use in depth interview techniques
to find an answer on the questions above.

Breach and violation of the psychological contract are likely to occur
during organizational change processes. This is confirmed by research by
Turnley & Feldman (1999b) who used different samples to measure
psychological contract violations. The sample of managers in firms which were
downsizing or restructuring experienced greater psychological contract
violations than the other samples (recently graduated MBA's and expatriates),
particularly in terms of such major contract elements as job security,
compensation and advancement opportunities.

A large organizational restructuring provides the opportunity to observe
balancing, revision and desertion processes of the psychological contract. We
assume that organizational change has an impact on the psychological contract,
because it affects what the organization will offer to the employees involved
and/or what the organization expects to receive from its employees.
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The psychological contract is influenced by organizational change in a
number of ways. The bare fact that something will change in the organization
may already cause a violation of employer obligations (Freese& Schalk, 1997a).

Employees may become insecure about the future and expect that more
violations are apt to occur. Secondly, the change itself may have consequences
for the work situation of employees when their role and tasks are affected, and
they have to adapt to new circumstances and changed demands. In the third
place, the way changes are implemented, concerning for example
communication, participation and support in the change process will also have
consequences for the psychological contract (Schalk, Campbell & Freese, 1998).
As long as new deals don't overstep the boundaries of what individuals consider
as acceptable the psychological contract remains balanced, with no detrimental
effects on commitment. New demands made by the employer are in line with the
employees' expectations about mutual obligations. When a new deal oversteps
the boundaries of acceptance, a critical phase is entered. The outcome may be a
revision of the psychological contract or desertion of the contract. Here, we
arrive at our research questions:

•   Does an organizational change process affect the psychological contracts of
employees?

•   Is it possible to find examples of balancing, revision and desertion in a
sample of employees undergoing an organizational change process?

•       What are outcomes (attitudes and behavior) of revision and desertion?
• Which limits of tolerance can be found?
•  Are there variables that modify the reactions in employee attitudes and

behavior?

3.5 Method
For our main study, 450 employees of three organizations in the health care
sector going through a radical change process (a merger and a job restructuring
process) were followed during one year. The design of the study was to present
our Tilburg Psychological Contract questionnaire (Freese & Schalk, 1997b; see
Chapter 4) before the implementation    of the changes    (time 1: pre-test),
approximately one month after change implementation (time 2, first post-test)
and seven months after the change implementation at time 3 (second post-test).
The results of the longitudinal questionnaire data are presented in Chapter 5.
To get more information on the process of changes in psychological contracts
over time 41 of the employees were interviewed, after they had completed all
three questionnaires. Employees could only participate in the interviews if they
had not dropped out of the sample. Because of privacy reasons, the researchers
were not allowed to contact employees that resigned during the organizational
change process. A potentially interesting group for our research, the employees
who resigned because their psychological contract was severely violated, was no
longer available in our sample. Therefore, sample 2 was constructed. Twelve
employees who resigned from their jobs out of frustration were interviewed
(Paulen, 2001).
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The judgment concerning whether there is balancing, revision or
desertion of the psychological contract, is made by assessing if perceived
obligations were adjusted, and whether there were changes in the levels of
organizational commitment, organizational citizenship behavior (OCB) and
intention to turnover:

• Balancing: there are no changes in perceived obligations, organizational
commitment, 0CB and intention to turnover.

•     Revision is the pattern in which perceived breach crosses the acceptance
band (violation): the employee mentions adjustments to perceived
obligations and commitment and organizational citizenship behavior
(OCB) and intention to turnover. The employee is indecisive regarding
continuing his relationship with the organization.

•  Desertion is the pattern whereby the perceived breach crosses the
tolerance bands. The employee is able to report critical incidents that
led to the violation of the psychological contract. The employee
demonstrates strong emotions, like frustration and anger when
reporting the incident. Employees will have much lower affective
commitment, and a high intention to turnover. If the employee for some
reason is not able or willing to terminate the relationship, he will show
negative behavior, like for example, absenteeism, sabotage and very low
effort.

3.5.1 Design study 1: Respondents Of the longitudinal study
The 41 employees had volunteered to participate in an interview by indicating
their willingness to do so on the first questionnaire. All of the interviews were
held after all of the three questionnaires were administered. The main aim of
the interviews was to assess typical patterns of changes in psychological
contracts. A half-structured interview scheme was used. The duration of the
interview was approximately 30 minutes. The interviews were tape-recorded
and the verbal scripts were typed out. Questions asked were:

•   How would you describe your relationship with the organization? Did
the change process change this relationship in any way?

•    Did the change process influence your work? How did it influence your
work?

•     Did the changes affect your commitment to the organization?
•  Did the changes affect the perceived obligations in the psychological

contract?
•     Have the changes influenced your willingness to carry out extra tasks or

to work extra hours?
•    Has there ever occurred an incident at work that you consider to be not

acceptable? If so, what happened, how did you and the organization
react? Has the relationship been restored?

•     Has there ever occurred an incident or can you think of an incident that
would make you want to quit immediately?
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3.5.2 Sample study 1: Respondents Of the longitudinal study
Employees from three different organizations were interviewed. All of the
organizations were undergoing major organizational change processes that were
driven by governmental policies. The government was cutting costs in health
care. Organizations in home care were forced to work together with other health
and home care organizations, so that they were able to provide full scale service,
and to reduce bureaucracy. One homecare organization in our sample merged
with another organization. The other home care organization chose to work
closely together with another health care organization. The third organization
was a home for the elderly. All of the organizations had to reorganize their
middle management layer. The home care employees were faced with new
teams, new supervisors, a strict separation of care and cleaning services, the
introduction of strict time schedules that prescribed the minutes that were
allowed to work on each task and the bureaucracy that accompanied this system
and travel cost benefits were cut. Finally, a new work schedule of night and
weekend shifts was introduced. Formerly, employees were permitted two days
off after working weekends or a morning of when they had worked the
nightshift. These rules were abolished, so the work became physically heavier.

Two men and 39 women participated in the interviews. The average age
was 39. Most of the employees worked part-time, on average 22 hours per week.
Thirteen employees were highly educated (higher vocational education or
university), 12 medium and 16 employees had received lower education. Seven
employees had supervisory tasks. Average length of their contract was almost 9
years,  1 of the employees had a temporary contract. Although it might seem that
our sample contains relatively many women and many part-time employees,
this sample is representative for employees working in home care. 95% of the
employees in home care are female (Vulto & Moree, 1993, Hornman, 1994), and
virtually all employees work part-time (95%, Hornman, 1994). Our sample had a
slightly higher educational level than what is to be expected on the basis of the
population (only 23% has a formal education, Hornman, 1994).

3.5.3 Design study 2: Respondents who resigned
The 12 respondents who participated in this study were recruited via the
personal network of the interviewer (Paulen,  2001). The employees involved had
to meet the following criteria: they needed to have tenure, the employees
resigned (they were not fired by the organization) and they resigned because
they were frustrated with certain aspects of their job. They did not resign
because a better job offer by another organization came across. Due to the
emotions attached to this kind of interview, a half-structured interview design
was chosen to be able to address the issues brought up by the employees as
profoundly as possible. Interview time ranged from 45 minutes to two hours. All
the interviews were tape-recorded and the verbal scripts were typed out.
Questions asked were:

•       Which kind of violations occurred, how did they start and develop?
•       What were the reactions of the employee?
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•    What were the reactions of the organization regarding the attempts of
the employee to solve the problems or the changed employee behavior?

•    Did the attitude of the employee towards the work or the organization
change?

•      If so, how was the relationship appraised and what did it look like?

3.5.4 Sample study 2: Respondents who resigned
Six male and six female employees participated in the interviews. Average age
was 28 and the average length of the contract was 3 years. Six employees were
high educated (professional school or university), 4 medium and 2 were low
educated. They were all working in different organizations and they were
employed as: sales representatives, manager of a professional school, HR
advisor, technical designer, optician, clerical staff, manager and waitress in a
restaurant.

3.6 Results study 1: Respondents of the
longitudinal study
The interviews with the 41 respondents from the health care organizations
revealed that the employees often chose words that indicated that they view
their relationship with the organization as an exchange relationship. They have
a clear understanding of which obligation should be exchanged for which
inducement. For example:

"In exchange for my commitment, Iexpect them to lower the work pressure".

"Because I put so much effort into my work, I expect to get promoted to a better
job some time.

"I expect support from the organization. They always say: "You are not on your
own".  Well,  they keep their promises".

These employees unknowingly talk about psychological contracts, using words
like promises, expectations, exchange and obligations. They are also aware of
the changes that occurred in the deal with the organization as a result of the
organizational restructuring. In the next section, we will take a closer look.

3.6.1      Does the organizational change process affect      the
psychological contract?
Most employees (32) mention changes in the level of fulfillment of the
psychological contract, the introduction of new obligations in the psychological
contract or the disappearance of obligations as a result of the organizational
restructuring. Nine employees do not perceive changes in the psychological
contract. The changes the respondents mentioned were categorized using the
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categories of the content of psychological contracts reported by Freese & Schalk

(1996): job content, career development, social atmosphere, organizational

policies and rewards. Some employees mentioned more than one change in the
perceived obligations.

Job content:
•    Work pressure increased (10)
•    We are expected to help all kinds of different clients now, instead of a

fixed client group (6)
•    Our responsibilities increased (5)
•    We are expected to work on a new schedule for nightshifts (5)
•     The way we work changed (3)
•     We are no longer able to deliver quality care (3)
•    The organization expects us to be more flexible (3)
•    Since the organizational change I got tenure and I have a fixed group of

clients now (1)
•    Work became less challenging, more cleaning and less caring (1)
•    We are expected to account for all the minutes we worked for a client on

a special form (1)
Examples are:
"Since the organizational change process work pressure has become higher. Our
obligations have certainly increased on that perspective".

"In the past you could just fill in, I work from 9.Ooh to 12.0Oh. Now, we haue to
account for euery minute we work. That is a great change".

Career development:
•   Because of the cost reductions, there are fewer training opportunities

(7)

• Fewer opportunities for promotion (7)
•      I got a better job as a result of organizational change (3)

Examples are:
"Promotion is not possible for me anymore. We used to haue a lot of choice in
training opportunities, now only the ones that are legally obliged are being
provided'.

"Because of my new job, my relationship with the organization became uery
positiue. There are lots of challenges, and it feels like they really gave me a
chance".

Social atmosphere:
•     Feelings of insecurity about what is going to happen (4)
• Negative atmosphere within the team (2)
•    No time left to talk with clients (1)
•   Having to work with many unknown colleagues, who work on flexible

contracts (new company policy), customers complain about this to me (1)
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Example:
"In the past we only had one family which we had to care for. Now I have many
addresses, with constant time pressure. The largest change is the superficial
contact I now haue with my clients and I really regret that".

Organizational Policies:
•   They became much more cost conscious, and they also expect us to act

cost consciously (3)
•    Protect the organization's image (2)
• Another supervisor (2), who clearly states what she expects from us.
• Communication became worse (2); we are not able to provide clear

information to clients, as the management is not clear to us.
•    They expect us to do suggestions for improvement, but we are not really

used to that (1)
•       Top down decision making instead of consultation with the shop floor (1)
•    We are much more involved in the organizational policies (1)

Examples are:
"The government took unpopular measures, we haue to defend the good
reputation of our organization towards the clients. They really want us to
present a positive image Of the organization to our clients"

"At this moment, decisions are made by the top management, we are not
consulted, but we haue to carry out these decisions. This is not the way things
used  to  go".

66 77:e organization is uery keen on costs right now, and they really hold you
accountable for keeping costs low. One year ago, we really didn't know what the
Costs were; now we do".

Rewards:
•    Travel cost benefits became much lower (4)
•    Overtime is no longer paid (2)
•     Overtime is paid, but compensation in hours off is no longer allowed (2)

Example:
"All of the ouertime I work, well they pay for it. I'd rather compensate those
hours with hours off, because the pay is so low, but that is not possible, there is a
lack ofpersonner:

Although most respondents (32) report changes in the perceived obligations as a
result of the organizational change process, not all of these changes are
perceived as violations of the psychological contract, even when these changes
are considered to be negative. The psychological contracts of 18 respondents (of
the 41) were not violated. These results indicate that there is a difference
between breach (the respondents acknowledge the fact that the psychological
contract has been changed, but at the same time they indicate to have a positive
relationship with the organization, or the fulfillment of other items in the
psychological contract) and violation (the changes are not acceptable to the
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respondents). In the next section, we will take a closer look at the balancing,
revision and desertion patterns.

3.6.2 Balancing, revision and desertion
The transcripts of the interviews were judged by three researchers.  On the basis
of consensus the psychological contracts of the 41 employees were categorized as
either "balancing", "revision" or "desertion". The researchers looked for
indications of changes in perceived obligations (adjustments to the content of
the psychological contract), and reported feelings of commitment, intention to
turnover and the willingness to exert extra effort (OCB). In Table 8 an overview
is given of the categories to which each of the respondents are attributed. One
employee could not be categorized. She thought her relationship with the
organization was very much out of balance, reported all kinds of violations, but
her commitment and organizational citizenship behavior remained at a high
level, and she did not intend to leave.

Table 8 Respondents attributed to Balancing, Revision and Desertion

Pattern Respondent

Balancing Organization A: 1, 2, 3, 4, 5, 6, 7, 8
N = 18 Organization B: 1, 2, 3, 4

Organization C: 1, 2, 3, 4, 5, 6
Negative Organization A: 9
Revision Organization B: 5
N = 12 Organization C: 7, 8, 9, 10, 11, 12, 13, 14, 15, 16
Positive Revision Organization A:  10,  11
N=5 Organization B: 6

Organization C: 17, 18
Desertion Organization A: 12
N=5 Organization B: 7

Organization C: 19, 20, 21
Unable to categorize: respondent  115c

All of the patterns were found, however the boundary between revision and
desertion was not always clear. Of the 41 employees interviewed, 22 indicated
significant changes in how they perceived the obligations of the organization
towards them and/or their obligations towards the organization. Eighteen
employees reported no fundamental changes in the psychological contract and
displayed the balancing pattern. The psychological contracts of twelve
employees could be described as negative revision. The psychological contracts
of five respondents were revised in a positive direction. Five employees
demonstrated a typical desertion pattern.
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3.6.2.1 Balancing
Here, some statements of the eighteen respondents reflecting the balancing
pattern are presented. The respondents in this category are characterized by a
good relationship with the organization. They report no changes in their
commitment with the organization and their intention to leave is low.
Organizational citizenship behavior has not changed.
46I haue spent many extra hours on the new employee's council, but that is no
problem. I am allowed to compensate these extra hours, but euen when I could
not do so,· I can sense the appreciation and then the extra hours are no problem.

(respondent C2).

66 I think my relationship with the organization is balanced. The energy I put into
my work is positive for me, but also for the people I work with. The training and
development opportunities that are offered are uery important to  me.  I feel good
about the situation" (respondent B2).

"After times of great insecurities, the balance in my relationship with the
organization is coming back. Now it is clear know what I can expect again"
(respondent C4).

A balanced psychological contract is not characterized by complete fulfillment of
the psychological contract however. Nine employees with a balanced
psychological contract do mention breaches of their psychological contract. This
does not affect their commitment, organizational citizenship behavior or
intention to turnover. Here are some examples:

Respondent Cl:
46The 24 hour availability seruice in combination with the normal work shifts
demands a lot of Bexibility on our part.  I don't like that.  You feel responsible
when you are on duty, so you don't enjoy your weekend. They do acknowledge the
fact that they ask too much of their employees, but they haue no solution. Titus,
they simply continue the way they do. It is imposed on us. But you always have a
choice.  You can go along, or you can leave. I don't consider leaving yet. Because
so many people complain about the 24 hour shift, they are working on it, and if
euerybody agrees that it is too heauy, I am convinced that a solution will be
found'

Her commitment is high and intention to turnover is low.

"I really belong to this organization.  If it is up to  me, I will continue working here
for at least fiue more years".
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Respondent B3:

This respondent mentions a couple of violations, a lack of appreciation and a
lack of flexibility.
66My supervisor does not have to walk me to my car and wave me goodbye, but I
wish he would only once say "well done '"'.[...] "Ishowed Bexibility by taking over
a shift, then I wanted to change shifts and it was not possible. Then I think I will
not do it again. Iput so much effort into it, I came back on New Years day, and
he does not honor my request. I will not work extra on holidays again. But when
he  calls  me,  I will go anyway,  I can't  help  it,  it's  my personality".

She is committed and her OCB remains at a high level. She participates in the
employees' council. Her intention to turnover is very low.

"A definite no (to the question whether she euer intends to quiO, I like it here,

despite the negative things that happen. In other organizations also things
happen that you don't like".

Respondent Al
This respondent's contract was violated many times because of the
organizational change process. Her hours were reduced by the organization and
the working schedule became much more inconvenient and heavier. She had to
work weekend/night shifts and the normal day shifts. She had to work small
blocks of hours, which consumed much of her private life. Then a new working
routine was introduced and she was informed about that just one day before this
routine was introduced so she was not able to say goodbye to her clients. Her
moral outrage is obvious in her actions. When her hours were reduced:

"We went to the Union and to a lawyer. We had it all written down.
Unfortunately we lost the case. It was legal what they did"

And when she was not informed about the change in time:

66 We went to the management, with the signatures of many employees. They
explained to us that we were informed too late, because our supervisor was ill".

However, her commitment has not changed nor has her OCB:

"My commitment is still the same, things simply have to work, I don't want to be
the  stumbling  block  they  fall  over'".  I...1  "When  a  colleague  is  ill,  I  start  earlier
and work harder, our clients need  to be helped'
When asked whether her intention to turnover has changed, she responds:

"No,  it  really  doesn't  matter  to  me,  this  has  not  changed'.
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Respondent A2:
This respondent also mentions a critical incident:

"An of/icial complaint was filed against me by a client. This was an unjust
complaint. The organization acknowledged that, but they said, we have to deal
with it anyway. I felt deserted by the organization. On whose side are you, on
mine or on the client's sidef I am committed for 200%, and now I felt
unsupported. It really felt very bad'.

Her commitment has not changed, she will only do extra things for the
organization if she is compensated. Her intention to turnover remained the
same, but she indicates:

"It has to stop some time (the organizational changesl this is not good for the
employees, in the future things must calm down"

Respondent A# and respondent A6:
These respondents both encountered the limits of what was acceptable to them,
but the organization responded adequately, and the negative situation was
resolved. They had to work for clients who displayed very anti-social behavior.
One of them even threatened to kill the doctor who in his eyes did not treat his
wife well. When they indicated that they no longer wanted to work for these
clients, the organization sent them to other clients. In both cases the
psychological contract was not affected, nor was the commitment, 0CB or
intention to turnover influenced.

3.6.2.2 Negatiue reuision
The psychological contracts of twelve employees were in negative revision.
Respondents feel that they put more effort into the relationship, than they
receive in return. Organizational citizenship behavior decreases; intention to
turnover increases. Organizational commitment did not always change, as many
respondents indicated to feel committed to their clients, rather than to the
organization. They sometimes mention a time frame within which the situation
needs to change to a more balanced level, or they will actually start looking for
another job. Below some examples of negative revision are presented:

Respondent A9:
This respondent feels that her contract has been violated by the organization.
She is no longer prepared to do extra tasks for the organization, she feels
committed to her clients, the intention to turnover increased.

66 The organization expects much more from us, you need to make decisions on
your own and do much more all by yourself And if I think of all of the rights  we
had in the past, like travel cost benefits for example, they really must improve
these benefits.  It is also in their interest if you trauel by car in these rural areas,
you're more #exible, you arrive sooner at the client's home. And then it would feel
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better, if something came in return from their part.  Now,  I am no longer prepared
to do extra tasks.  Yes, in the past I was prepared to do so, now I am inclined to
quit. Work pressure became too high".

Respondent C8:
The career development opportunities of this respondent have been violated, it
is a severe violation, as she intends to leave if career opportunities are not
offered within a couple of months. She worked in a project group and this has
increased her organizational commitment, because her mind set became
broader. At the same time she indicates that her relationship with the
organization deteriorated.

"Because of cost reductions, we can no longer participate in training sessions
during work time, and they are no longer paid for by the organization. If you
want to develop a career, you haue to work on it in your own time with your own
money. I really want another job and I hope they giue me a chance. But if this
career opportunity is not offered within a couple Of months, I will start looking

for another job. If I compare my salary with my colleagues, I dare say that I exert
more effort than others. This could be appreciated some more. The relationship
with my organization is out of balance,  it is negative"

Respondent (9
"Recently work pressure increased tremendously, I can no longer live up to my
own quality standards".   [...] "My intention to leaue has certainly increased.  I
often come home feeling frustrated. But I hauen't reached the limit yet. The limit
of which I say "That's  it,  I quit  and will search another job".  If you leaue,  then
they have defeated you. It is not because of the job, it is all the factors in the
organization that make that you feel you can't stand it any longer':

Respondent ClO:
This respondent indicates the changed obligations as a result of the
organizational change process. She is no longer able to provide quality care and
that is a violation of her psychological contract. She finds it hard to promote her
organization in return.

66 We always prouided quality care. But now, because Of external factors, it is
becoming more di/Bcult to deliver quality care, to simply keep your promises to
the client, also because of the work pressure. In the past I was the organization, I
represented the organization, I was really proud of the organization, but they
never pushed  me  to  behave  in  that  way.  I promoted  them  out of free will. Now,
they want you to promote the organization, you haue to sell it, but the feeling is
no longer there. I do not identify so much with the organization at this moment.
In the past I could deliver quality service to my clients, I was enabled to do so
with enough time, and I could keep my promises. Well, then you automatically
become the organization".

74



She sometimes intends to quit, but she does not leave because of the

A dynamic model ofpsychological contracts

Her OCB decreases and she refers to the balance in the relationship with the
organization as follows:

"It is  like a pair of scales. The enthusiasm is enough to continue,  but at a certain
moment the enthusiasm stops. Then you want someone to tell you that you did a
good job. But if nobody does, I think: -Do  I really have to carry out extra tasks?".
It is no problem to get extra tasks, I do not always like it,  but I mean if they pay

I for it, I make some extra money. But at the moment they pay us zero extra, that is
a hot issue, finance, right now, and our salary is very low"

commitment to her clients.

"If I don't like it any more, I always say "I will quit and start selling hot sausages
at the HEMA (Dutch department store)". And then I start looking for another job,
but this feeling subsides after a while. WhyF Because, deep in my heart, I feel
really  attached  to  my clients"

Respondent C 11 :
This respondent feels that the night shifts are too heavy. Her commitment has
decreased and her intention to turnover has increased. She makes no comments
on organizational citizenship behavior.

"Now we are required to do night shifts. I am scared out of my wits, when I am
called in the middle of the night. I really hate those shifts. But I will give them a
chance to get things in order. I mean, the way things worked was not always
good. I consider this as a transition period, and those night shifts as a temporary
phenomenon. If it lasts two years, then it is no longer acceptable to me. It has to

be over by November, if not, I will absolutely look for another job. Yes, my
commitment to the organization really changed. You could describe it as
indifference".

Respondent (12:
The psychological contract of the next respondent is violated by the
organizational process itself.

"Another organizational change makes me so tired. We are not able to give clear
information to our clients. And this is certainly not the last change. Everybody is
fed up with it.  Working is no fun anymore. I cannot do things right anymore.  We
are not consulted by the management, but we have to carry out their decisions,
and that is not the way things work. I expect them to listen to the people on the
shop floor and that they do something with our comments. You are almost
smothered in new measures, new paperwork, new colleagues. This is really
frustrating They use people's commitment, they should no longer take aduantage
of us.  People will get sick or leave".
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She mentions the possibility of resignation, but she also indicates that it would
take a lot of violations before she would quit. Her organizational citizenship
behavior decreased. She made no statements on her commitment to the
organization.

"If there will be no structure soon, I will start screaming. Then it is my way, or
the highway. But it takes a lot before I quit. Other organizations will probably be
the same. As long as some aspects of myjob are stimulating,  like the contact with
clients, I will stay. But my willingness to carry out extra tasks has decreased.
You haue to set your own limits. If it is up to the organization, we can work
foreuer. You simply haue to say "I will not do anything extra anymore'"'.

Respondent C13:
"I am a nurse, and all I did was housekeeping. Now I do care as well,  but I am a
nurse and that is not the same. I hope that now the merger is final, the career
opportunities for me will become clearer. There is little appreciation for what we
do from the part of the organization".

She reports a critical incident that was a severe violation to her:

66There was a vacancy once, which was a career opportunity for me. I applied. It
took them weeks to reply. They thanked me for applying and the trust I had in
the organization, but they had already filled in the uacancy. They wished me
good luck with my job search. I was so angry. They didn't even know that I was
their employee. Do they really want me to leave? Shame on theml.

Her OCB did not decrease, but she indicates that it was never very high.
Organizational commitment is moderate and although she does not intend to
leave at the moment, she will consider it, if the organization no longer appeals
to her.

"Euerything I do, I do out of free  will  and  Iam paid for  it.  That  is  the  deal.  Iam
not  the type Ofperson  that  does a  lot of volunteer's  work':  [...]  'I am not married
to the organization, although I certainly care about it, I mean I haue worked here

for almost 10 years now. But if the new strategy of the organization does not
appeal to me, then I will quit".

Respondent (15:
"My  clients  no  longer  get  what  they  need.  The  extra  (medical)  tasks  I  get  are
interesting,  but it is too much.  You have to stand up for yourself In the past I did
not take off  my hours, because I was afraid my clients would not get help. Now, I
think of myself first. If I am off, I am off, find another solution. I used to go
shopping for my clients, when I went shopping for myself. Now I draw a line
between work and priuate life.  We keep on saying that work pressure is too high,
but as long as euerybody keeps on working extra time, nothing will change.
Please, let clients complain, maybe they will listen then. But they simply count on
our loyalty.  They know we will not let a client of 92 years old down.  This is no
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longer in balance. There is less appreciation, and I can't deliver quality care.  If
the situation stays this way, I will leaue".

Respondent C16:
This respondent also complains about the work pressure and the quality of the
care. She has adopted a quid pro quo attitude. Her commitment has decreased,
the intention to turnover remained low.

"The quality of the care is suffering. And I don't want to let my clients down.
Work pressure is high and I do want to do something extra. But if they look at
our work more business like, I will too. So,  if you want  us to deliuer quality
service, pay us the extra hours or grant us time offin return. My limits have been
reached".    [...] "The organization has become so large,    it    is    hard   to   feel
committed'.

3.6.2.3 Positiue Reuision
The psychological contracts of five respondents can be described as positive
revision. The positive revision pattern is characterized by a very positive
relationship with the organization, the intention to turnover decreased. What
happens to organizational commitment and OCB is not very clear. Respondents
often indicate that they have always shown high levels of OCB and commitment
and this did not change as a result of the positive change. Here examples of
positive revisions are given. In some cases the respondents also mention severe
violations of the psychological contract, that later somehow changed into a
positive revision process.

Respondent AlO:
This respondent first experienced a negative incident with her former
supervisor, she intended to quit, but because of the organizational change
process, new teams were formed and she got a new supervisor. She really
appreciates her new supervisor and no longer wishes to leave. (Desertion at
first, but then a positive revision).

"My relationship with the organization changed since the organizational
restructuring, it was a very bad relationship and now it is uery good'.

The respondent was on sick leave. Her former supervisor wrongfully accuses her
of not responding to phone calls and letters sent a month ago by the
organization. This supervisor threatened to fire her if she would not respond
within three days. She was able to prove that the supervisor was lying with the
postmarks on the envelope (dated only one day earlier) and the personnel
manager apologized for the supervisor's behavior. She accepted the apologies.
Then a couple of months later, the supervisor again accused her of the same
facts.  She went to the management of the organization:
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"I cried for almost 45 minutes,  why is she after me, what is happeningF It was the
last drop that made the cup run over. I said, "I am neuer going back". The
manager initially did nothing, and I asked myself "Why doesn't he do anything
about itF" But it is my bread and butter, Icould not leave at the spot".

Then the organizational restructuring was introduced and the respondent's
problems were solved, because she got a new supervisor. Her psychological
contract changed in a positive direction:

"This happened just the other week. My superuisor called me after work  time and
asked me to go to a client who had not received her medicine yet. Of course I
went, whereas when my former superuisor had asked me to go, I would haue said
that I was not able to go. For the new supervisor I would even cancel my own
appointments. She always tries to meet my demands, well, then you also adjust
yourself. I no longer intend to quit, I am less stressed'.

Respondent C17:
This respondent was promoted as a result of the organizational restructuring.  In
his new job, the perceived organizational obligations that were violated before,
are now being fulfilled, like appreciation, personal development opportunities
and the job content.
"I enjoy my work,  it is a challenge,  they gaue me a chance.  I feel appreciated by
my co-workers and the management. For me, the balance is very positiue. Thus,
for now, I will stay, Isee a lot of developments and challenges"

Respondent All:
This respondent is very happy with her new team.

"This change process came at the right moment. It had a positive in/luence on all

of tls. In my new team we really help each other. I haue trouble with my shoulder
and then my co-workers say.  "We will do that for you" I really appreciate that,
and so if somebody else needs help, I would also help her".

She indicates that her relationship with the organization changed in a positive
direction. Her OCB increased, there is no intention to turnover.

"I'ue always been willing to do extra things, like organizing social activities, but
now my willingness to help my team mates increased, because I feel it is
appreciated" and '7 really do no think about leaving this organization, not any
more, in the past I did'.

She also experienced a situation that was no longer acceptable to her:

"For weeks I was the cleaning lady. If it had stayed that way, I would have
applied for a job in an elderly home, than I could use my abilities to a full extent.
I did not get an education for three years just to clean houses".
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She did not leave, because she went to talk with the management. They took her
complaints seriously and gave her different work.

Respondent C 18
This respondent enjoys the new way of working. She intends to stay, displays
OCB, and she is committed, mostly to her clients and supervisor.

"My job became more interesting. It is challenging, not so much cleaning
anymore. These clients only need help for a short period of time. I did not like to
work with the same clients for years. I really feel good about this organization.
What Iput into it, comes back to me. The pay could be better, but Igot used to it.
It is determined by the government. And when I look at the future, with alt the
organizational changes, it looks quite bright. I am sure that working here
becomes much more pleasant. Of course I do extra tasks if needed, but on the
other hand, if I need something or when I want a day off  that is no problem
either. I want to remain with this organization until I retire. I am committed to
my clients and I haue a uery good supervisor. Since the merger, the organization
has become too large to really feel committed to".
Respondent B6:
This respondent is happy with the way the organization reacted when she
became ill and needed other work. She indicates that her commitment and OCB
increased.

"I really feel good about the organization, I can only speak highly of them, they
have helped me so well, they do a lot for me. My commitment has certainly
increased. I will also do euerythingpossible for them".

On the basis of the results we assume revision to be a transition period. People
who are experiencing a positive revision will probably soon display the
balancing pattern. People in a negative revision will either desert the contract
(when the negative situation prolongs or even gets worse), or return to the
balancing pattern again, when the situation becomes more acceptable to them.
Talking to the management and being taken seriously is often mentioned as a
recovery tool. The psychological contract is dynamic and may recover from an
imbalanced situation. Two of the employees who are now in positive revision,
were in negative revision or desertion first.

3.6.2.4 Desertion
The psychological contracts of five employees were deserted. One of them had
already quit at the time of the interview, two were searching for another job,
and two diminished their number of working hours. These respondents talk very
negatively about the relationship with the organization, 0CB is no longer there
and the intention to turnover is high. They are either searching for another job,
have reduced their working hours or have actually quit.
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Respondent A12:
This respondent is really disappointed about the changes the organization
implemented. Her job became less interesting and physically too heavy, the
social atmosphere deteriorated and the way the changes were implemented      4
offended her. She has quit from the night and weekend shifts. She does not
intend to leave the day care, because she can almost retire.

"They took our work. We all did home care, and now we had to go back to
cleaning houses. They changed the work schedules of the night and weekend
shifts. It was physically too heavy. And the team spirit became uery negative.

Some of my colleagues were like fish wives. I went to the manager and told her
why I left. She said "I know, I haue heard this before, I think I will do something
about it". I asked her "Why didn't you act any soonerF" And then the way they
implemented the last organizational restructuring, the way we were   treated...
The gloves were off, it was a fight to the finish. They told us to take it or leaue it.
Several times we furiously left in the middle of a meeting.  They simply told us
this is going to happen, euerything was already decided on. No, I would never
accept that again".

She used to be very committed, she participated in the employees' council, now
this feeling is gone. Her OCB disappeared as well.

66I was always prepared to do extra tasks, I was known for it, and now they haue
destroyed that. Now I leaue in the morning at 8 am and I return at 1 pm and
that's it. I don't work extra hours anymore. This is what they create with their
actions. I don't care anymore. They expect much more from us, than we can
expect from them".

Respondent (21:
The next respondent feels that her psychological contract has been violated on
every aspect since the organizational change process: job content, career
development, social atmosphere, organizational policies and rewards. She
states:

"The nightshifts, the medical treatment that I haue to prouide and which I am
not qualified for, and I haue to go from pillar to post. I chose to work for this
organization instead of a hospital, so that I would not have to work nightshifts
and provide medical care.  I find it awful to prouide medical  care,  I am  not good                    
at it and I am not trained for that. Many colleagues and I are not competent in
this area, but the organization simply tells us we are. They provide no training
what so euer. I am really scared that accidents might  happen.  I also haue to work
for many different teams. So I attend many clients whom I don't know. It is so
impersonal. The night shift was simply imposed on us, they are required and
nobody has euer asked us anything. It has cost me my social life. You don't sleep
well at night, you can't drink a glass of wine. The night shifts are really  low paid.
If you haue backup duty, 5 minutes per hour are paid. If one compares that with
working in the priuate sector, honestly, who would accept that2 And then my
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extra hours, they are the ones who decide when I can take off those hours. I haue
to take off hours, when my family is at school or at work. Well, that is not exactly
a friendly organization, I would say. I don't think the management knows what
is going on on the shop floor, what the relationship is between clients and

employees and what we do all day. The organization should haue remained
small, that would have been much better for the people. So many things went
wrong, they handled things on too large a scale"

She indicates that her organizational citizenship behavior and feelings of
commitment have decreased.

"Sure, especially now I am no longer allowed to take hours off All my extra hours
just cumulate. I no longer participate in project groups. We desperately need
medical training, before accidents will happen, but I insist that I can do that
during working hours or get paid for the extra hours. I really no longer feel
committed to the organization, that is all gone".

She is currently looking for another job and decreased her working hours with
this organization.

"Well, to be honest, I am looking for another job. And I reduced my working
hours with 10%, I haue been begging for a reduction of working hours, but they
wouldn't allow it at first. All of a sudden they agreed. So luckily I already spend
fewer hours in this organization. On the other hand, the work is so nice, but the
organization is so terrible".

Respondent C19:
The psychological contract by this respondent was deserted at first, she was
maltreated by the organization, because she was transferred to another city
without being consulted. She does not feel appreciated by the organization.

"I am no puppet on a string, that you can simply pick up and drop at another
position"and "We worked so hard, put so much energy into work, and then we get
a Christmas benefit, a chopping board with a candy bar attached to it..."

She went to the work council to find another job. Then she found another job
within the organization and she no longer searches for another job. But her
intention to turnover is still there.

" I often think,  get  lost!  I  will  look  for  a job  elsewhere".

She sti]1 judges negatively about the organization, her psychological contract
swings between desertion and negative revision. Her commitment is low.

"I simply do my work and for the rest I don't care anymore. It is frustrating,
because I am  not like that normally".
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3.6.3 Limit of tolerance
We asked the respondents if they had experienced a situation of which they felt
that the organization had gone too far. If they had not, we asked them if they
could think of a situation what would cause them to quit. First, the reactions of
the employees who feel that the organization or working situation overstepped
the limit of tolerance. In two cases the corrective reaction of the organization
had been adequate.  If this had not been the case, the respondents indicated that
the limit of tolerance would have been crossed.

•   Too high work pressure as a result of the changing, badly organized
work schedules and complaints that are not taken seriously.

•   No organizational support when a client had an unfair complaint (1),
when wrongfully accused by supervisor (1) or when working with anti-
social client (2).

•     Job content changed from care to cleaning tasks (2).
• Being informed too late about organizational changes, not being able to

say goodbye to clients.
•  Not being consulted by organization on the implementation of the

organizational restructuring.

Here, the reactions of the respondents who reflected on which situation would
be intolerable to them:

"If you had to go from one client to the other and weren't able to build a
relationship with the clients, if they became numbers, then I would leaue". (2)

"If they obliged us to work night shifts" (2)

"If work pressure became so high  that  the quality of my work  would suffer"  (2)

"If my job was not challenging or fun anymore" (2)

"If I was confronted with sexual harassment"  (2)

"If I had to work more hours. Or if I had to change jobs"

"If I weren't   able  to meet  with my colleagues  to this extent"

"If they restructure the organization again the next couple ofyears"

"If my health was affected'

"                                                "If the organization got too negative

"                                                        "If I was not treated as a person anymore
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Feeling supported by the organization and being taken seriously are important
aspects. Also the high work pressure and heavy work schedules (night and
weekend shift) that affect quality, physical wellbeing and private life are
important limits. Some employees have indicated that no violation occurred
because their organization intervened in an appropriate way. In the next section
we will go into these and other buffering factors.

3.6.4 Buffering factors
In the previous sections, two employees (A4 and C21) indicated that because the
organization supported them, a work situation that had become intolerable to
them, had changed into an acceptable situation. Perceived organizational
support thus seems to be a buffering factor.

Many employees mention the government as the one to blame for the negative
consequences of the change process. Therefore, their zone of acceptance is broad.

66Since the organizational change process, the organization fulfils its obligations
to a lesser extent. But, they are not to blame for that, it is The Hague (Dutch
gouernmenO. I mean, I do not want to let them (organization) clown, I know they
are having a hard time, but for us, the situation does not become any better".

. Work pressure increases, and all of these cost reductions...then I think "do you
really have to increase the pressuref" Clients and employees are suffering. But
the organization can't help it, you need to turn to the gouernment".

64It is the gouernment, but also the organization. In some cases the organization
cannot do better, when it is about money, but in other cases they could organize
in a more efficient way and also solue some Of the problems, like keeping an eye
on who is going on vacation when".

Another buffering factor is the commitment these employees feel toward their
clients, rather than commitment to the organization. The commitment to their
clients has not suffered as result of the organizational change process.

"Despite the negative situation, I would neuer consider to quit. I work for my
clients"

"A relationship with the organizationF "No, my heart is where my clients are"
6,I do not expect appreciation from the organization.  If my clients are satisfied,  the
organization is satisfied as well. And if clients are satisfied, they will tell you.
The relationship with clients is what counts. All of the cordiality you inuest in
this relationship comes back to you. It really is an exchange relationship".

Although salaries are low in this sector, it is not considered a violation of the
psychological contract. Employees mention pay many times, sometimes
accompanied with laughter, "well  they  could pay  me more..." indicating  that
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they know that it will not happen and low pay is a fact they have to live with.
Respondents put it in the following ways:

"Yes, pay, I think everybody knows that pay could be much better. But there is
nothing we can do about it".

„If  you   expect   good  pay,   don't   work   in   the health care sector. I giue all my
attention to my clients, I feel so empty  in the euening.  It  is so intense,  then the pay
is too low" (intends to go to a demonstration in The Hague to protest against the
low pay).

Summarizing: the buffering factors we found are perceived organizational
support, third party attribution of blame and commitment to clients.

3.6.5  Outcomes  of violations  of the psychological  contract
Several outcomes of violations of psychological contracts are mentioned by the
respondents. In Table 9 these outcomes are presented with an example:

Table 9 Outcomes of psychological contract breach

Outcome Example
Decreased "Because of the changes, my commitment decreased.
organizational They ask so much Of their employees. Could you do
commitment this, could you do that. But there is nothing they do

"
for us in return .

Increased Intention "Well,  to be honest, I am looking for another job".
to turnover
Actual turnover '7 already quit. I will try my  luck else where"
Reduction of working "I reduced my working hours. So luckily I already
hours spend fewer hours in this organization".

Decreased level of "Now I leave in the morning at 8 am and I return at
OCB 1 pm and that's it. Idon't work extra hours any

"more.
Reduction of own "I used to promote the organization out of free will.
contributions Now, they want you to promote the organization, you

have to sell it, but the feeling is no longer there".
Leaving meetings "Seueral times we furiously left in the middle of a
angrily meeting".
Feelings of "I often come home feeling  frustrated".
frustration
Anti-social behavior "I will not go along anymore. I really dig my heels

in, and disagree on euerything".
Complaining with "We went to the management, with the signatures of
the management many employees

"
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Outcome Example
Seeking union "We went to the union and to a lawyer.
support Unfortunately, they couldn't do anything for us. It

was legal what they did".
Anger towards and "If they (politicians) would only ask my clients, just
demonstrating once, how they feel. It is not as if they are "things"
against the that you work with...  they  are  people !   If  they   could
governrnent only see how my clients haue to beg for help. If you

needed help in the past, you would get it, and now
everything has become so strict. Why are we (home
care employees) there anyway? We are here to help!"

The relationship between a violated psychological contract and commitment and
intention to turnover is not linear. Many employees mention the commitment to
clients, that has not suffered as a consequence of the violations in the
psychological contract.

"No, my commitment has not changed (although the relationship deteriorated),
because  of the nature  of my job.   I just  go  to my clients,   and  that is great.   The
client is the most important".

"I would neuer quit. Then my clients would haue nobody anymore".

Quitting from the negative situation is not always done by actually leaving the
organization. In some cases an internal change of jobs is a solution, or a
reduction of working hours. Sometimes employees stay because they can almost
retire.

"Now I am waiting until I can retire. If I was younger I would have left,  but now
I will hang in there until I retire".

"First I thought  'get  lostl".  I am  going to  look for another job. And I actually  went
to the employment office. But then an internal job opportunity came by and I
stayed'.

Our sample of low educated female health care workers will certainly have
affected possible outcome variables. These women only have a few employment
options and tend to work in health care out of vocation. In the villages there is
usually only one health care organization to work for. Moreover, they mainly
want to work during school time hours, or want to be able to go to work by bike.
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3.7 Results study 2: Respondents who resigned
In this section we will present the results of our second study (Paulen, 2001).
We have interviewed twelve respondents who resigned because their
psychological contract was violated by the organization. First categories of
violations are presented. Then we will go into the dynamics of the psychological
contract and buffering factors and outcomes of psychological contract violations.

3.7.1  Sources of the uiolations
The sources of violation the interviewed people mentioned, were categorized
using the categories of the content of psychological contracts reported by Freese

& Schalk (1996): job content, career development, social atmosphere,
organizational policies and rewards.

Job Content:
•    High work pressure (5)
•    Work that was not challenging (2)
•    Had to do other tasks than what was promised (2)
•    No autonomy (1)

Career Development:
•    No training offered
•    No promotion
• Working below one's capacities

Social Atmosphere:
•    No appreciation (4)
•    No teamwork (2)
• Abusive behavior like calling names as motivational practice (2)
• Bullying
• Sexual harassment
•    Alcoholic boss
• Aggressive reaction to positively formulated criticism

Organizational Policies:
• Unclear hierarchy levels (two supervisors with contradictory demands)

(2)

•    Bad HR practices (1)

Rewards:
•    Salary that was not paid or not on time (1)
•   Underpayment (1)

We tried to discover patterns of behavior that inevitably lead to desertion and
resignation of the contract. We were not able find these patterns. The lack of
communication possibilities with the management to resolve problems was
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striking, however. All of the respondents had tried to solve their problems by
talking to their superiors. These superiors either would not listen or there was
no result. In some cases no solution was proposed, in other cases the proposed
solution was not carried out. Other issues were very high work pressure with no
belief in future decrease of work pressure, lack of appreciation, the breaking of
promises, lack of clarity about  who to report to and to receive orders from and
personal relations in the organization. All of the employees resigned in the end.
The violations mentioned, however, were no disruptive events which made the
respondents resign immediately. Instead, the incidents accumulated, and could
also cover different areas of the psychological contract. The employees thus
remained in the relationship for a while and demonstrated behavior that can be
labeled as revision. In only one case, the employee resigned at the spot, when
the accumulation of frustrations led to an emotional dispute with his supervisor.

3.7.2 Reuision
Eight of the interviewed employees demonstrated the pattern of restorative
actions to compensate the violations of the psychological contract by the
organization. Employees who experienced high work pressure, compensated thisby calling in sick (4). Other employees reduced their effort towards their
supervisor (who was the source of the violation), but kept the service level
towards clients or colleagues at an acceptable level (4). A waitress who was
verbally abused by her alcoholic supervisor and who was promised to work as a
cook, compensated the violations by calling in sick, coming in late and sabotage
(1). She told us a little ashamed: "I deliberately gave wrong orders to the
kitchen", getting her supervisor into trouble. Two employees revised the content
of the psychological contract with the organization. One employee who was
promised a promotion reacted by exerting extra effort, in order to get the
promotion the next time. She was passed again, then she decided to only accept
tasks that would enhance her employment opportunities outside the
organization. She no longer tried to get promotion within her present
organization. The other employee felt that she was being underpaid and her
efforts were not recognized by her supervisor. She decided to do her work in a
way that would make her clients satisfied, which was not always in the interest
of the organization, in order to receive recognition from them. In the next
section, the outcomes of psychological contract violations are presented.

87



Chapter 3

3.7.3 Outcomes of psychological contract violations
In Table 10 an overview of employee reactions to psychological contract
violations is presented. For each violation, an example is given.

Table 10 Employees reactions to psychological contract violation

Employee behavior after N Examples
psychological contract
violation
Calling in sick 6      "My boss sexually harassed me, in the end I

called in sick to auoid him "

9-5 mentality, not 5      "I worked strictly 9-5, and only did the things
walking an extra mile I was responsible for. However, this was a

terrible situation for my colleagues, but also
for myself'

Decreased effort 3      "My effort decreased from 200% to 50%':
Feelings of decreased              2 "Istarted thinking 'Met lost" when problems
commitment came up, and did not feel committed to solve

them".
Crying out of frustration      2         "I almost didn't dare to go to my work. It was

terrible.  The last months I came home crying
"

euery day .
Extra effort 2 "Euery time I was disappointed, I tried harder

so next time I would be giuen a promotion".
Complaining with the          1       "I tried to solue the problems, but nothing was
management done with my suggestions. I started

"
complaining to the management .

Only accepting tasks 1          "When I decided  that I wanted to leaue,  I only
that enhance future did the tasks that I thought were useful for a
employment future job.  This is how I managed to keep on
opportunities working the last months".

Breaking rules 1      "I broke the rules of my boss on. purpose, for
example, I drank alcohol during work time".

Coming in late, sabotage    1 "I deliberately caused things to go wrong, to
get my boss into trouble".

In some cases employees reported the inclination to diminish their efforts, but
they did not want their customers or colleagues to suffer from this behavior.
Thus they kept their efforts on the same level, but looked for other ways to
compensate the imbalanced situation. They did this by calling in sick or a
manager of a restaurant reported to instead break the rules of the supervisor
with whom he had a bad relationship, for instance the rule of not drinking
alcohol during working hours.
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3.7.4 Buffering factors
The existence of good customer relations or the interdependence of colleagues
with whom the interviewed employees had good relationships, prohibited the
exertion of less effort. Employees reported to endure the frustrations of
violations of their psychological contract longer if they had good relationships
with colleagues (3) or when their efforts were appreciated by customers (3).

3.8 Discussion and conclusions
Combining the results of both studies leads to a number of conclusions. First, an
organizational change process creates changes in the psychological contract. In
many cases it leads to violation of the psychological contract. Violations of the
psychological contract lead to feelings of decreased organizational commitment,
decreased levels of OCB, a higher intention to turnover, actual turnover,
negative emotions, calling in sick and sabotage. However, not all changes are
experienced as violations. With this study we proved that it is useful to
distinguish breaches of psychological contracts from violations.

The three reaction patterns "balancing", "revision" and "desertion" were
found in the interviews, a first proof of the validity of the model by Scha]k and
Roe (in press). The boundaries between revision and desertion are not always
clear though. Psychological contracts of employees are dynamic. We found
examples of employees whose psychological contracts swing between balancing
and revision and desertion and revision. Negative revision seems to be a
transition period. After the elapse of time psychological contracts either become
balanced again, or when the situation prolongs or deteriorates, the psychological
contract is deserted. In the sample of the employees who resigned, the
psychological contract is adjusted to the actual experiences. The conscious
adjustments of the content of the psychological contract are a cognitive way of
dealing with the inequity, bridging the period between the decision of the
employee to quit until the moment a new job was found or frustrations
eventually accumulated to a level which the respondent could no longer deal
with.

We also found positive revision. These employees think very positively
about the organization, although employee behavior in many cases is not
affected.
A remarkable finding (though only based on two cases) is, contrary to all
theories on violations of psychological contracts, that frustrated employees, who
revised their contract, in some cases show positive organizational behavior.
Employees exerted extra effort on their jobs, to increase the likelihood of
promotion a next time or to avoid social contact with bullying colleagues. Note
that these employees resigned and thus these strategies were not successful.

Desertion of the psychological contract was not caused by a single
disruptive event. It is rather an accumulation of violations in different areas
that leads to turnover in the end. Although it was impossible to distract
particular incidents that would almost certainly lead to desertion of the
psychological contract, we found some interesting results. What was striking
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was the high incidence of violations in the category social atmosphere, the
impossibility to solve problems by communicating with the management (not
feeling supported or being taken seriously), constant high work pressure and
distortion of the work-life balance. No career opportunities, sexual intimidation,

not being paid and not being able to deliver quality service are also mentioned
These findings implicate that these aspects are vulnerable to serious violations,
leading to turnover.

In her model Rousseau (1995) assumes that good employer-employee
relationships tend to manifest higher tolerance of violations of the psychological
contract. The longitudinal study by Tekleab, Takeuchi & Taylor (2005)
confirmed the tendency of a high quality exchange relationship (perceived
organizational support) between employee and organization to inhibit employee
perceptions of organizational contract violations. In our study we found that
employees with good customer relations or employees who have good
interpersonal contact with their colleagues are less likely to show decreased
levels of effort. They will look for another way to compensate the imbalance in
the psychological contract. Good relationships between colleagues and with
customers inhibits negative employee behavior.

Rousseau (1995) states that if the circumstances inhibiting contract
completion are perceived not to be under the control of the organization, the
employee is less likely to experience a violation of the contract. On the basis of
research by Robinson & Morrison (2000), Turnley & Feldman (1999a) and
Conway & Briner (2002), Conway & Briner (2005) conclude that "overall the
limited evidence available suggest that employees tend to react badly to breach
regardless of whether or not they believe the organization has intentionally
reneged on its promises" (p. 78). In our study we found that it does matter
whether the organization is held accountable for the breaches. Many employees
indicated that the organization cannot be blamed for the changes in the
psychological contract, because it is the government that has imposed these
changes. Therefore their feelings of commitment did not suffer from the breach.

Many employees in the first study are not satisfied with their pay. The
health care sector is indeed known for low salaries. Although employees often
indicate that pay is low, this is not felt as a violation of the psychological
contract. They knew that pay would be low when they started to work for this
organization. This finding proves critics of violations of psychological contracts
as a mere form of job dissatisfaction wrong. Psychological contracts are
conceptually distinct from job satisfaction. Employees may display low levels of
job satisfaction and at the same time experience no violation of the psychological
contract.

Coyle-Shapiro & Kessler (2002) indicate that only few studies have
examined fulfilling perceived obligations as an outcome of the exchange
relationship (exceptions would include Coyle-Shapiro & Kessler, 1998; Robinson,
Kraatz & Rousseau, 1994). Robinson et al. (1994) empirically demonstrate that
employees reciprocate the treatment they receive by adjusting their own
obligations to their employer. This is exactly what we found in this study.
Employees not only display decreased levels of OCB, they also adjust their own
obligations towards their employer. The fulfillment of perceived obligations
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should also be studied as an outcome of psychological contract fulfillment or
violation.

Finally, in this study we found that psychological contracts are dynamic.
The psychological contract of a certain employee at moment A can be described
as "in revision" where at moment B it is "balanced". Psychological contracts may
restore from a perceived violation. This was also found by Hallier and James
(1997), who did longitudinal research during an organizational change process.
They concluded that "not every management breach Of the agreement is judged as
wrongdoing, betrayal or deception. Taken as an entire body of contractual
behauior, management's actions may still contribute to employees seeing what
takes place as a continuum Of euents which has the capacity to reshape their
perceptions of the employment relationship". In this respect their and our
findings fail to support Rousseau's (1995) conclusion that, "unlike contract
fulfillment, violation is always a discrete event". Psychological contracts are
dynamic and the levels of commitment, OCB, and intention to turnover
fluctuate accordingly. In this respect the demand for clean research models and
quantitative studies does not necessarily fit the realities of contemporary work
and organizational life (Rousseau & Fried, 2001), nor can it potentially reveal
all of the employee's interpretations and individual experiences of the
employment relationship (Parzefall, 2007). Morgan & Smircich (1980)
illustrated the shortcomings of quantitative research models and methods by
stating "in manipulating data through sophisticated quantitatiue approaches,
such as multiuariate statistical analysis, social scientists are in effect attempting
to freeze the social world into structured immobility and to reduce the role of
human beings to elements subject to the influence of a more or less deterministic
set of forces" (p.498). Psychological contract research that is trying to capture
changes in psychological contracts therefore should either be longitudinal or it
should be completed with personal information of the employee acquired with in
depth interviews or diary studies.
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Psychological Contract Questionnairess

While visiting Rijk Zwaan for research purposes, the managing director handed
us a document covered in linen and asked us to read it to get a better
understanding of the spirit of their organization. He told us this document is
handed to every new employee or to people the company does business with.
Every employee is able to explain the content of this document to people outside
of the organization. And every action of this company in fact reveals its genuine
commitment to this document. Below, some fragments of this document are
reflected on:

"The primary goal of Rijk Zwaan is to offer its employees a lasting and nice job
with good benefits.  This goal can only be reached if Rijk Zwaan makes enough
profit to guarantee continuity".

The culture of the company is elucidated, mentioning aspects like:
• highly committed and motiuated employees
•    strong team spirit
•      top quality product and seruice
• high standard Of business ethics
•  communication based on truth, openness and friendliness, respect for

uiewpoints of others,  diplomacy is   not  needed
• responsibilities delegated as much as possible
•     'fine frugality", unnecessary luxury is not our style
•     care for the environment is an important factor in decision making

5
The first part of this chapter is based on Freese, C. & Schalk, R. (under review). How to measure the

psychological contract? A critical criteria-based review of measures.
The description of the Tilburg Psychological Contract Questionnaire is based on Freese, C., Schalk, R.
& Croon, M. (submitted). De Tilburgse Psychologisch Contract Vragenlijst.
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In the end of the document it is stated that:

"the undersigned (the complete management team) /ind it important that all
employees adhere to these basic rules and stimulate these with colleagues" I...1 "In
euery job interview it needs to be checked whether the new employee is capable
and willing to commit to this culture. This important document is drawn up by
the management  team".

This document is a fine example of making explicit what the organization
considers to be important issues that should be included in the psychological
contract of its employees. These issues are usually implicit. Psychological
contract questionnaires attempt to make these issues explicit.

4.1 Introduction
Questionnaire surveys are by far the most commonly used method to examine
the psychological contract (Conway & Briner, 2005). Studies measuring the
psychological contract are plentiful today, and so is the number of different
types of measurements of the psychological contract. In 1998 Rousseau and
Tijoriwala state: "In the past 10 years, field research into the content and
dynamics of psychological contracts in organizations has generated numerous
published studies, with almost an equal number Of somewhat distinct
assessments" (p. 680). In 2005 no progress has been achieved with regard to this
issue, forcing Conway & Briner to remark: "There are a variety of measures for
assessing both breach and the contents ofpsychological contracts, showing there
is no single, agreed upon measure of either of these constructs" (p. 94).

Rousseau & Tijoriwala (1998) argue that subjective or self-reported
measures are the most direct source of information on the nature and content of
the psychological contract. In addition, Robinson & Morrison (1995) declare that
an ideal assessment of a psychological contract must reconcile two competing
demands: specific idiosyncratic information meaningful to the individual versus
standardized assessments generalizable to others persons and other settings.
Adhering to these criteria would implicate that psychological contracts are
ideally measured by both interviewing employees (producing self-reported
idiosyncratic information) and by standardized, non-sample specific
questionnaires (self-reported generalizable information).

This chapter deals with the many different approaches to measure the
psychological contract by means of a questionnaire. Four theoretical themes in
psychological contract research are addressed to classify and evaluate existing
psychological contract questionnaires. This offers the opportunity to assess the
merits of the diverse questionnaires. While treating the four themes, we account
for the choices we made in developing our Tilburg Psychological Contract
Questionnaire (TPCQ) (Freese & Schalk, 1997). These four themes are:

1. Theoretical background of the psychological contract questionnaires:
Unilateral versus bilateral measures
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2. Distinguishing feature, content or evaluation measures of the psychological
contract

3.     Measuring the content of psychological contracts
4. Measuring fulfillment or violation of the psychological contract: response

scales

In the second half of the chapter the development of the TPCQ and its
psychometric features is described.

4.2 Theoretical background of psychological
contract questionnaires: Unilateral versus
multilateral measures
We define the psychological contract as "an employee's belief of mutual
expectations and obligations that arise in the context Of his relationship with the
organization, which shape this relationship and govern the employee's behavior".
This definition is based on Rousseau (1990), and a*usted by adding the
influence on employee behavior just like early researchers on psychological
contracts did (Levinson, 1962).

This definition reflects the employee's perspective of employee and
organization expectations and obligations, limiting the psychological contract to
an intra-individual level (Rousseau, 1990). The organization is present in the
definition, because the organization provides the context in which employees
shape their psychological contracts (Freese& Schalk, 1993).

A body of research today also considers the organization's perception of
the employment relationship (Herriot & Pemberton, 1995; McClear, 1996;
Coyle-Shapiro & Kessler, 2000; Guest & Conway, 2002 and Tekleab & Taylor,
2003). Although we acknowledge the fruitful results a bilateral approach may
yield in organizational settings, (for example, clarifying differences in
perspectives between employees and supervisors could resolve organizational
conflicts and improve organizational performance), we consider a psychological
contract to be literally psychological by nature.

Methodologically, a bilateral view of psychological contracts is
problematic, an organization can hardly be considered as a uniform set of
expectations (Freese & Scha]k, 1993). It rather is a multiple collective of diverse
and differing expectations held by a whole set of actors (see Rousseau (1995), for
an overview on contract makers). For instance, looking at the case mentioned in
the introduction, an employee in this organization, who has a supervisor that
provides poor service to his customers, may not feel obliged to provide good
service himself, although the message of the company's regulations is clear in its
expectations of the employee. An employee unconsciously chooses a contract
maker on the topic of providing service, governing his behavior, which in this
case could either be providing good or poor service, depending on the contract
maker (the company's regulations or the supervisor's behavior) the employee
has chosen.
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Our definition of psychological contracts includes the governing nature
of psychological contracts on employee's behavior. How can employee behavior
be affected by a psychological contract, which balances employee and employer
expectations of each other, when the employee is not aware of the differences in
perception? And what if organizational contract makers contradict each other,
what is the status of the psychological contract in such case?

Baring these arguments in mind, the Tilburg Psychological Contract
Questionnaire was constructed as a unilateral measure.

4.3 Feature, content or evaluation measures of the
psychological contract
In 1998 Rousseau and Tijoriwala reviewed assessments used in psychological
contract research and proposed an organizing framework for future research.
They distinguished three forms of measurement of the psychological contract:

1. feature-oriented: comparing the contract to some attribute or dimension
2. content-oriented: examining the specific terms of the contract
3. evaluation-oriented: assessing the degree of fulfillment, change or

violation experienced within the context of the contract
A research area of psychological contracts that has attracted a lot of attention, is
the description of characteristics of working arrangements and the definition of
resulting types of psychological contracts. Psychological contracts are called
transactional, balanced, transitional, relational, team player, loyal,
instrumental, weak, unattached, investing, or strong (MacNeil, 1985;
MeFarlane Shore & Tetrick, 1994; Rousseau & McLean Parks 1993; Rousseau &
Wade Benzoni, 1994; MeLean Parks, Kidder & Gallagher, 1998; Rousseau &
Tijoriwala, 1996, Van den Brande, 2002). A reason why this research area
attracted so much attention is the problematic way of researching the content of
the psychological contract by trying to describe the items included. Psychological
contracts may contain hundreds of items, which are strongly organization- or
person-bound. It is therefore difficult to develop a standardized measure to
research psychological contracts. Many researchers chose to describe features of
psychological contracts, making it easier to compare psychological contracts
across organizations or even countries.

MacNeil (1985) introduced two types of contracts, marking opposite
ends of a continuum underlying contractual arrangements within organizations:
transactional contracts and relational contracts. Rousseau (1990) presented the
distinctive features of both kinds of contracts. Transactional and relational
contracts have been argued to differ on five dimensions (Rousseau & MeLean-
Parks, 1993), with respect to the focus of the contract, time frame, stability,
scope and tangibility. Then Rousseau and Wade-Benzoni (1994) developed
strategic typologies, which represent refinements of the transactional and
relational contracts, by adding two types of psychological contracts. Their
typology uses the dimensions of duration and performance terms to create four
types of contracts. Other researchers added items to the characteristics of
psychological contracts. McLean Parks and Smith (1998) mentioned
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particularism and McLean Parks, Kidder and Gallagher (1998) added two
characteristics: multiple agency and volition and Van den Brande, Janssens,
Sels and Overlaet (2002) included exchange symmetry distance and contract
level. Bunderson (2001) created a variant of the transactiona]jrelational
distinction, introducing administrative and professional psychological contracts,
referring to the different ideologies that surround administrative and
professional work.

Despite or perhaps due to all of these refinements, the results of
empirical research on these types of contracts remain unclear and are often
impossible to replicate. Arnold (1996) described the instability of the
transactional and relational factors by giving the example of training loading on
a transactional factor (together with high pay and performance) in a study by
Rousseau (1990), but in Robinson, Kraatz and Rousseau (1994) "training"
factored out not with pay but with (among other things) job security (distinctly
relational). Likewise, Raja, Johns & Ntalianis (2004) could not replicate the
Millward & Hopkins (1998) transactional and relational scales. Boelaert &
Leliaert (1996) state that most typologies are mentioned in only one study,
except the relational/transactional type. This problem might have occured
because existing empirical work tends to be exploratory, relying heavily on post
hoc rationalization to make sense of findings (Conway & Briner, 2005).
Exceptions are questionnaires by Millward & Hopkins (1998) and Van den
Brande (2002). They developed their scales prior to their empirical research.
The PCI (Rousseau, 2000) is also a theoretically developed scale to measure
transactional, relational, balanced and transitional contracts. Ten Brink (2004)
concluded that despite all the empirical research, the question remains whether
transactional and relational contracts are generalizable across samples and over
time.

The transactional features of psychological contracts resemble
traditional labor contract features more closely than the features of
psychological contracts as a mental model of employee attitudes and behavior.
Or to use Guest's (1998) words "Are the concrete explicit, public and
transactional ends of the continua still usefully described as psychological
contractsr' (p.653).

Although researchers using the feature approach define the
psychological contract as "an idiosyncratic set of reciprocal expectations held by
employees concerning their obligations and their entitlements", the obligations
and entitlements are no longer subject of research. The feature approach
describes employment relationships and looses its practical value for
organizations. It does explain why different groups of employees perceive
different obligations and inducements. It does not explain what these different
obligations and inducements are, and therefore does not provide an intervention
tool for organizations to work with.

The TPCQ was constructed by applying Morrison & Robinson's (1997)
recommendation to focus on measuring the terms or elements of the
psychological contract rather than contract types. Rousseau & Tijoriwala (1998)
describe how standardized quantitative assessments of the content of
psychological contracts are typically used in research focusing on theory testing
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and generalizability. They find it appropriate to use quantitative measures in
relatively stable settings or where the assessment has been developed to capture
specifically the changes occurring within the organization. The TPCQ was
designed to assess changes in psychological contracts in organizations going
through change processes. Rousseau & Tijoriwala (1998) recommend the use of
qualitative measures to accompany the standardized measures when change
has occurred and generalizability of researcher-generated categories cannot be
readily inferred, to aid in interpretation.

The TPCQ is a combination of a content and evaluation-oriented
assessment. In our research project the TPCQ was administered three times
within the same organizations, and it was accompanied by interviewing a
sample of the respondents and the managers that were involved in the change
process. In this project the degree of fulfillment and violation of the
psychological contract was also measured.

Commonly, the basis of a so-called evaluation-oriented assessment, are
content items of the psychological contract, using a specific kind of response
scale. The content of the psychological contract is described in the next section.
The response scales are discussed in section 4.5.

4.4 Different approaches of measuring the content
of psychological contracts
Universal agreement about how the content of the psychological contract should
be measured is lacking (see Rousseau & Tijoriwala (1998) or Conway & Briner
(2005) for an overview on different ways of measuring the psychological
contract). Many different psychological contract measures have been developed
to measure the content of psychological contracts. Its constituent dimensions
have remained elusive and not generally agreed upon, with different
researchers developing varying operationalizations on both theoretical and
empirical foundations (Freese & Schalk, 1996a). More disturbingly, only a few
researchers have accounted for where the items they use in their questionnaire
theoretically or empirically stem from (e.g. Rousseau (1990), Robinson &
Rousseau (1994), Freese & Schalk (1996b), Morrison & Robinson (1997),

Herriot, Manning & Kidd, (1997) and Thomas & Anderson (1998)). In many
other studies it remains unclear where items were derived from and why items
were added or removed from existing questionnaires.

Thomas and Anderson (1998) describe how empirical methods have
included interview research with personnel and human resource professionals
(Rousseau, 1990), interviews with employee and employer representatives
(Manning, 1997), and asking open-ended questions to employees in a survey
(Rousseau, 1990; Robinson & Rousseau, 1994). Interviewing employees and then
constructing a questionnaire is a solid theoretical method of constructing a
questionnaire. Another method is composing dimensions based on previous
theoretical work. Schalk, Freese & Van den Bosch (1995) developed their items
from work by Kotter (1973) and also from Lofquist and Dawis's (1969) work
values. Porter, Pearce, Tripoli and Lewis (1998) designed the Work related
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Expectations Survey based on items by Kotter (1973), Katz (1964), Schein (1965)
and Tannenbaum & Kuleck (1978).
Rousseau (1990)6developed her first questionnaire by interviewing "more than a
dozen" (p.393) HR managers to determine which factors were plausible types of
obligations emerging during the recruitment of graduating master students
from a management school. The responses elicited form the basis of the list of
obligations used in her questionnaire. Recruits were asked open-ended
questions at the end of the survey regarding what they believed they owed their
employer and vice versa. The obligations mentioned are tied to a very specific
setting (young highly educated graduates) resulting in items like "spending a
minimum of two years in the organization", "willingness to accept a transfer"
that directly reflect this specific target group. Even though, this list was
appropriate for Rousseau's sample, it cannot be used as a general measure
without researching the relevance of the items in other settings. However, Ten
Brink (2004) states that "In empirical research, the majority of researchers haue
used or based their items on Rousseau's questionnaire (e.g. Robinson, Kraatz &
Rousseau, 1994; Robinson & Morrison, 1995; Robinson, 1995, 1996; Craig &
Tetrick, 1999; Guest & Conway, 2001; Irving & Gellatly, 2001, Coyle-Shapiro,
2001, Tekleab & Taylor, 2003)" (p. 40). Some researchers have randomly added
or removed several employer obligations to Rousseau's (1990) items. The
majority of these items refer to the same kind of terms as described by Porter,
Pearce, Tripoli and Lewis (1998) (Ten Brink, 2004). Their items were designed
to represent rewards for performance, job and career growth opportunities and
commitment to employees. A theoretical explanation of the attribution of items
to the scales was not given nor was a factor analysis performed to assess the
adequacy of the scales.

The suitability of the content of the items for the sample needs to be
assessed. If the questionnaire has not been used for specific sample before,
preliminary research is necessary. Simply adding or deleting a couple of items is
not the appropriate method. For example, Sens (2005) used the TPCQ (Freese &

Schalk, 1997) in a university setting, after establishing the usefulness of the
items in interviewing supervisors, employees and HR professionals, leading to
the addition of the item "image of the research group" relevant for university
professors.

In later research Rousseau & De Palma (no date) developed a more
extensive list for psychological contract research among hospital nurses, with 38
employer obligations and 32 employee obligations, providing better
opportunities for generalization (see Rousseau and Tijoriwala, 1996).

The problem of generalizability in psychological contract research is
created by the specific setting for which the questionnaires were developed. For
example, a questionnaire developed by Guzzo, Noonan & Elron (1994) was based
on the psychological contracts of expatriates, leading to typical psychological
contracts. Employees, for example, expect housing, domestic staff, spousal

6 Note that this list and the list by Rousseau and De Palma, is not the later Psychological Contract
Inventory (PCI), also by Rousseau (2000), which is a feature questionnaire. This list was especially
designed to measure transactional, relational, balanced and transitional psychological contracts and
is not is not discussed in this section, as a content approach is adopted here.
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employment, currency protection, home-leave allowance, club membership,
Western-style family health care, and language instruction. Likewise, Thomas
and Anderson (1998) developed a psychological contract questionnaire for the
British Army, including specific items like accommodation and effects on family.

A list of psychological contract items suitable for a larger setting was
drawn up by Herriot, Manning & Kidd (1997). This list was the result of a
thorough study by Manning (1997), who interviewed 184 employees and 184
managers, randomly selected across a wide range of different jobs and
organizations. He questioned them about their perceived view of the terms
contained in psychological contracts. The respondents recounted 1026 work
related incidents (incidents where the respondent was treated in a way that was
below or beyond their expectation). These incidents were categorized into 12
main expectations that employees hold of their employer organizations and
seven that organizations expect of their employee members. By asking
respondents to report either violations or over-fulfillment of psychological
contracts, Manning was able to distinguish aspects that are of relevance to the
employees and managers. Unfortunately, this list has not been used as a basis
to develop scales in subsequent studies on psychological contracts. What is
important to note about this study, as Conway (1999) has argued, however, is
that Herriot, Manning & Kidd (1997) might be assessing the content of
violations of psychological contracts, rather than merely the content of the
psychological contract. Conway (1999) states that this could be an important
difference, because certain obligations that are seen as part of an employee's
psychological contract might be overlooked or under-represented because they
are infrequently violated or exceeded (De Vos, 2002). Although this argument is
relevant, the risk of missing items is probably not so great, as many items that
were found by Manning, are also found in other researches.

De Vos (2002), like many other psychological contract researchers,
constructed a psychological contract questionnaire combining items from
different psychological contract questionnaires (Coyle-Shapiro & Kessler, 1998;
Freese & Schalk, 1996b, 1997; Guest & Conway, 1997; Herriot, Manning &
Kidd, 1997; Ho, 1999, Millward & Brewerton, 1999; Rousseau, 1990). Many
psychological contract questionnaires are based on other psychological contract
questionnaires, and therefore not very often completely new items appear. The
variation in questionnaires concerns mainly the number of items (with the
exceptions of psychological contract questionnaires that are being designed for
unique circumstances like serving in the army (Thomas & Anderson, 1998) or
being expatriate (Guzzo, Noonan & Elron, 1994), or items that are the same
items but belong to different scales.

The variation in items and scales only exists with regard to
organizational obligations. With regard to employee obligations the list by
Rousseau (1990) and Rousseau & De Palma (no date) is widely accepted.
However, most scholars have added or deleted some items, or slightly changed
the wording of the items (De Vos, 2002). The items found by Herriot, Manning &
Kidd (1997) cover virtually the same areas.

The overview of dimensions used in previous research highlights that
there has not been general agreement on the dimensions constituting the
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psychological contract. Indeed, it is quite possible that the dimensions may
differ according to the research setting (Herriot, Manning & Kidd, 1997) and
may also differ according to the cultural setting (Rousseau & Schalk, 2000).
Thomas and Anderson (1998) demonstrate how in a U.S. study performance
related pay and rapid advancement is of importance, whilst a sample of British
employees most frequently mentions a safe working environment as an
employer obligation (Herriot, Manning & Kidd, 1997). Research by Huiskamp
and Schalk (2002) including 1331 employees employed at 27 organizations
confirms that there are great differences in psychological contracts across
organizations.

In Appendix 1 the reader will find the originally designed
questionnaires measuring the content of psychological contracts. The
questionnaire of De Vos (2002) is also presented, because it went through
rigorous psychometric testing and it provides an opportunity to look at
psychological contracts in the Dutch language area in Belgium. Only the
questionnaires that measure both perceived employee and organizational
obligations are presented. The items by Freese and Schalk (1997) can be found
in Appendices 2 (Dutch) and 3 (English). For a well designed a priori feature
questionnaire the reader is referred to Van den Brande (2002), or to the
Psychological Contract Inventory by Rousseau (2000), which has been validated
in several different language areas.

The fundamental question of which items are to be included in
psychological contract content measures cannot be answered with a
standardized list. It is rather a matter of establishing whether the list has been
constructed in a methodologically sound way and whether the list of items is
suitable to the sample that is being assessed. Measuring both employee and
employer obligations is essential, as a contract is an agreement of perceived
mutual obligations.

Which items are to be included in a psychological contract questionnaire
remains an important issue in the research domain. Another, more crucial issue
is the kind of response scale being used in psychological contract content
research,  as most of the variation exists  in the type of scales that are being used.
In the response scale the true psychological contract spirit is or is not reflected.
In the next section, we will go into this matter.

4.5 Measuring fulfillment or violation of the
psychological contract: response scales
In the previous section we concluded that there is great variation in lists of
psychological contract content items. However, there is even greater variation in
response scales. Researches assessing the content of the psychological contract
do not encounter this great variation in response scales. Usually the response
scales are formulated as follows: "to what extent do you expect Xr, or "to what
extent do you believe your employer is obligated to provide XF" (Rousseau, 1990,
Robinson, 1996, Coyle-Shapiro & Kessler, 2000). The variation in response
scales is found in evaluation-oriented scales. Examination of the different
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response scales of questionnaires that are being used to evaluate the
psychological contract, reveals that there are several choices to be made when
measuring fulfillment or violation of the psychological contract:
1. Terminology of the psychological contract: promises/ obligations/

expectations (4.5.1)
2.    Level of measurement: global or item-level (4.5.2)
3. Distinction between breach and violation of the psychological contract, and

salience of the promises (4.5.3)
4. Distinction between violation and (un)fulfillment of the psychological

contract (4.5.4)
First, Table   11 is presented in which an overview  of the response scale   in
evaluation-oriented psychological contract research is given. In the next
subsections we will go into the differences per theme.

Table 11 Response scales of psychological contract questionnaires measuring
evaluation

Author /year Response scale
Robinson & Please indicate how well your employer has fulfilled the
Rousseau (1994) promised obligations that they owed you. (5 point scale:

1="very poorly" to 5="very well fulfilled").
Has your employer ever failed to meet the obligations that
were promised to you? (dichotomous scale "experienced no
violation" or "experienced violation").

Schalk, Freese & My organization provides sufficiently for X (dichotomous,

Van den Bosch "Yes" or "No")
(1995) My organization should provide for X (dichotomous, "Yes"

or "No")
Rousseau& To what extent has the organization implicitly or explicitly

DePalma promised to provide X? (5 point scale: 12'not at all" to 5-"to
(no date); a very great extent").
Rousseau (2000) Overall, how well does your employer fulfill its

commitments to you? (single item) (5 point scale: 1="not at
all" to 52'to a very great extent").
In general, how well does your employer live up to its
promises to you? (single item)(5 point scale: 1="not at all",
5="to a very great extent").
To what extent have you promised, implicitly or explicitly
to provide each of the following? (1="not at all obligated",
5="very obligated").
Overall, how well have you fulfilled your commitments to
the organization?
Overall, how well have you fulfilled your promises to the
organization? (1="not at all", 5="to a very great extent").

102



Psychological contract questionnaires

Author /year Response scale
Morisson & How explicitly has your employer promised X (5 point scale
Robinson (1997) 1=="very implicit" to 5 2'very explicit").

Please, indicate the degree to which the employer has
fulfilled X (5 point scale: 1="not at all fulfilled" to 5="very
well fulfilled").

Freese& Schalk Please, indicate to what extent the organization meets your

(1997) expectations concerning X? (7 point scale: 1 'much less
than expected" to 7="much more than expected")
Please, indicate whether the degree of fulfillment of your
expectations concerning X is acceptable to you
(dichotomous: "acceptable" or "not acceptable").

Porter, Pearce, To what extent does the organization give X? (5 point scale,
Tripoli & Lewis 1="minimally or not at all" to 5=="to a very large extent")
(1998)
Thomas & Did you expect X to be poor or good? (7 point scale: 1="very
Anderson (1998) poor" to 7="very good").

How important is X to you (3 point scale 1="not important"
to 3="very important").

Turnley & "How important is X to you" (16 items) (10 point scale:
Feldman (1999) 1="not important", 10="extremely important")

"Please, compare the amount of what you actually received
to the amount that the organization had committed to
provide" (-2="received much less than promised" to
2="received much more than promised".

Robinson & Psychological contract breach
Morrison (2000) Almost all of the promises made by my employer during

recruitment have been kept so far (R)
I feel that my employer has come through in fulfilling the
promises mad to me when I was hired (R)
So far my employer has done an excellent job of fulfilling its
promises to me (R)
I have not received everything promised to me in exchange
for my contributions
My employer has broken many of its promises to me even
though I've upheld my side of the deal
Psychological contract violation
I feel a great deal of anger toward my organization
I feel betrayed by my organization
I feel that my organization has violated the contract
between us
I feel extremely frustrated by how I have been treated by
my organization
(5 point scale: 1 'strongly disagree", 5="strongly agree")

Coyle-Shapiro & To what extent is the organization obligated to provide X?
Kessler (2002) (5 point scale: 1 'not at all" to 52'to a very great extent
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Author /year Response scale
To what extent does the organization provide X? (5 point
scale: 1="not at all" to 5="to a very great extent").

Ten Brink, Den To what extent does the organization provide X? (5 point
Hartog,Koopman scale: 1="not at all" to 5=fcompletely")
& Van Muyen Is X sufficiently provided for by the organization? (5 point
(2002) scale: 1="not at all" to 5="completely").

Kickul, Lester & Respondents first specify which of the presented promises
Finkl (2002) had been made to them, then they rate on a 5 point Likert

scale how well the organization has fulfilled each promise
(1="not at all fulfilled"; 52'very fulfilled")

Conway & Briner Diary method:
(2002) Respondents are asked: Has your organization broken any

explicit promises to you today? and Has your organization
broken any implicit promises to you today?

Guest & Conway First indication of promises made regarding 13 items on a 4
(2002) point scale: 12'no promise made", 2="suggestion of a

promise, nothing actually said or written down", 3='strong
suggestion of a promise, nothing actually said or written
down, 4="written or verbal promises have been made".
Then the respondent is asked to indicate for the items he
rated 3 or 4 "to what extent has the organization met its
promise or commitment?", 4 point scale: 1="not met",
2="met to some extent", 3="met", 4="exceeded".

Tekleab & Taylor (Company) has done a good job of meeting its obligations to
(2003) me (R).

(Company) has repeatedly failed to meet its obligations to
me
(Company) has fulfilled the most important obligations to
me (R)
I have done a good job of meeting my obligations to
(company)(R)
I have fulfilled the most important obligations to (company)
(R).

(5 point scale: 12'strongly disagree", 5== 'strongly agree")
Ten Brink (2004) To what extent do you expect X from the organization? (5

point scale: 1=rnot at all" to 5="completely").
To what extent has the organization met X? (5 point scale:
1="not at all" to 5="completely").

4.5.1  Terminology:  Promises,  obligations, expectations
Which are elements that absolutely need to be included when studying
psychological contracts? Rousseau and Tijoriwala (1998) mentioned that
assessments should focus on promises resulting obligations and reciprocal
exchanges. Both employee and employer obligations should be included in
psychological contract research. For Dutch research, we define the assessment
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somewhat broader demanding that the assessment must be based on either
expectations or promises (an implicit promise for example, would not be
considered a promise in Dutch culture). In a psychological contract response
scale either the words promise or obligation, or in the Dutch language
expectation, should be present. The response scales used by Schalk, Freese &
Van den Bosch (1995), Thomas and Anderson (1998) and Porter, Pearce, Tripoli
and Lewis (1998), and Ten Brink, Den Hartog, Koopman & Van Muyen (2002)
do not meet this criteria.

4.5.2 Leuel of measurement
Another issue related to measuring the psychological contract is how specific the
measure the psychological contract should be. Is simply asking an employee how
he appraises his relationship with the organization sufficient or is it necessary
to know the evaluation of each of the content items of the psychological
contract? Some researchers measure the content of the psychological contract on
item level, but evaluate the psychological contract in a global way (Robinson &
Rousseau (1994), Rousseau (2000), Tekleab & Taylor (2003), Robinson &
Morrison (2000)). Most of them use the following items: "How well has your
employer fulfilled the obligations that you believe they owe you?" (from "very
poorly" to "very well fulfilled"). Or "Has or had your employer ever failed to meet
the obligations that were promised to you?"

Conway and Briner (2005) mention the main advantage and the
disadvantages of a specific item measure over a global evaluation. The
advantage is that the specific item measure can identify which items are being
fulfilled and which are not; the main disadvantages of specific item measures
are that important psychological contract items may be omitted from the set of
promises, and that the method of aggregating the items into a composite score
by taking a simple average is unlikely to reflect how an employee
psychologically aggregates experiences.

Because it reduces the length of the questionnaire, one could argue to
simply forget about the specific measure. However, the problem is that using
solely a global method will not yield specific intervention issues. De Vos &
Buyens (2001) researched the development of the psychological contract of 333
new employees during their first year of employment in a new organization. The
results show that employees change both their own promises and their
perception of organizational promises in function of their experiences. They
proved that the significance of the relationships between own promises and
perceived organizational promises, though all in the same direction, differed
according to the underlying content. For example, the evaluation of obligations
regarding job content, social atmosphere and work-life balance lead to changes
in perception, where as the evaluation regarding financial rewards and career

development did not. This finding demonstrates the multi-dimensionality of the
psychological contract construct. De Vos & Buyens (2001) state that to
understand the dynamics of psychological contract development, it is essential
to look at those dimensions and not consider the psychological contract as a
holistic, uni-dimensional construct.
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Therefore, the preferred way of measuring psychological contract
violation is to measure violation of each of the psychological contract scales or
items, like the questionnaires by Freese & Schalk (1997), Kickul, lester &

Finkl, (2002), Coyle-Shapiro & Kessler (2002), Guest & Conway (2002) and Ten
Brink (2004).

The Tilburg Psychological Contract Questionnaire is a speci/ic content
measure.

With regard to the establishment of psychological contract fulfillment or
violation on item level two approaches are being used. Researchers use either a
direct measure (i.e. questioning the extent to which the perceived obligations
are met) or a difference score to assess the discrepancy between perceived
obligations and the actual inducements by the organization (Ten Brink, 2004).
Arnold (1996) discussed the reliability and validity problems related to the use
of difference scores. He recommends to deal with each scale separately. "The
separate components that are embedded with the concept of the psychological
contract may haue liues of their own" (p. 515). Using a "gap" score, like Porter,
Pearce, Tripoli and Lewis (1998) did, is therefore not a preferred technique in
psychological contract violation research. Moreover, when researchers subtract
the perceived obligations from the actual inducements, the evaluation of a
violation of the psychological contract is interpreted by the researcher instead of
by the employee, which seems curious as the psychological contract is an
individual perception. Also, it is a misperception to think that the absolute
levels of delivered inducements can be established, as this is also subject to
interpretation processes by the employee.
Ten Brink, Koopman & Van Muyen (2002) resolve this by studying the separate
and combined effects of commensurate measures for employees' actual
experiences ("to what extent does the organization provide X?") and their
expectations or perceived obligations ("Is X sufficiently provide for by the
organization?", both 5 point scales). The question is, whether employees are
capable of differentiating between "subjective" expectations and "objective"
perceptions of inducements. These perceptions will probably be colored by the
evaluation of the received inducements. And this is, in fact what Ten Brink et
al. (2002) found. Both scales correlated .90, inferring that they are probably
measuring more or less the same thing.

Ho (1999), Ten Brink et al. (2002), Ten Brink (2004) and Coyle-Shapiro
& Conway (2005) found stronger relationships between employees' experiences
and employees' attitudes in using the actual experiences rather than the
fulfilled promises approach. One could argue to just forget about the fulfilled
promises scale. And indeed, this is what some researchers have done, by just
looking at actual inducements by organizations (Porter, Pearce, Tripoli & Lewis,
1998). However, with regard to the definition of psychological contracts, this
cannot be considered a measure of psychological contracts. The elements of
expectations, promises or obligations need to be included. Questionnaires only
asking for actual inducements cannot be distinguished from job satisfaction
researches. If it is true, that these researches are better predictors of

106



Psychological contract questionnaires

organizational commitment, intention to turnover or other employee attitudes,
we need to discuss the possible redundancy of the concept of the psychological
contract. Changing measurement methods into measures without psychological
contract features is blurring the discussion.

The Tilburg Psychological Contract Questionnaire is a direct measure
of the evaluation of fulfillment or violation of the psychological contract.

4.5.3 Breach or  violation of the psychological contract
The distinction Morrison and Robinson (2000) make between breach and
violation of the psychological contract, has been widely accepted by researchers.
Breach refers to the "cognition that one's organization has failed to meet one or

more obligations within one's psychological contract in a manner commensurate
with one's contributions" and violation refers to "the emotional and affective state
that may under certain conditions follow from the belief that one's organization
has failed to adequately maintain the psychological contract" (p.230). This
distinction between breach and violation is not always made in psychological
contract violation measures.

Morrison and Robinson (2000) have developed a perceived breach scale
and a emotional reaction scale, which measures psychological contract violation.
An example of an item in this scale is "I feel extremely frustrated by how I have
been treated by my organization" This four item scale is a good addition to the
existing psychological contract scales. However, it should be taken into account
that the timing of the measurement will have a great influence on the results,
the acute emotional feelings will be strongest at the moment of a breach of an
important obligation, and will subdue within days.

Another way to establish violation (instead of breach) of the contract, is
to directly ask for the evaluation of the level of fulfillment (instead of trying to
make a computation of expectations versus inducements and inferring the
evaluation of the psychological contract). This is done by Robinson and
Rousseau (1994) and Freese and Schalk (1997). Freese and Schalk (1997) use
two scales: a degree of fulfillment scale, which permits an examination of the

scope of contract completion while the violation dichotomy obtains the
respondent's point of view as to whether the contract is actually violated.
Violation is measured by the use a "acceptable or "not acceptable" scale. The
opening instructions are: "Please indicate whether the level of fulfillment of the
perceived obligation is acceptable or not acceptable to you. With "not acceptable"
we mean that you are really bothered by the level of fulfillment of this perceived
obligation and that you believe that this level of fulfillment should absolutely
change".

An advantage of these response scales is that it is redundant to measure
the relevance or importance of the items, as only breaking important promises
to the employee will result in feelings of violation. The relevance of items is
seldom measured by researchers. Exceptions are Guest and Conway (2002) and
Kickul, Lester and Finkl (2002), who first established whether a promise had
actually been made to the employee. Only for the promises that had been made,
the employee had to rate the level of fulfillment.

107



Chapter 4

However, also in these cases, it is not known whether these are
important promises to the employee. For example: Picture the scene of an
organization that has shown an employee their internet site on which it is
indicated that all employees are entitled to participate in certain training
programmes. The organization has not kept this promise. The employee,
however, is not interested in participating in a training programme and will not
perceive a violation of his psychological contract. In their daily diary study of
psychological contract breach Conway & Briner (2002) found that breached
promises of greater importance to the relationship result in stronger affective
reactions. Thomas and Anderson (1998) acknowledge the relevance of the
importance of promises by asking respondents "How important is X to you?".
Feldman and Turnley (1999) asked respondents to indicate the importance of
the listed promises, and the level of fulfillment of the perceived promises
(ranging from "received much less than promised" to "received much more than
promised"). In addition, they used the global assessment of psychological
contract violation by Robinson & Rousseau (1994).

A psychological contract questionnaire ideally distinguishes between
breach and violation or it establishes whether a promise is important to the
employee and also, whether the promise has been made to the employee. The
Tilburg Psychological Contract Questionnaire distinguishes between breach
and violation.

4.5.4 Violation or fulfillment Of the psychological contract
Contract violation is not the opposite of contract fulfillment, since employees can
report both the existence of a violation while at the same time the organization
can be perceived as keeping some, but not all, of the contract's terms. (Rousseau
& Tijoriwala, 1998). Two studies examine this issue, where both Conway and
Briner (2002) and Lambert, Edward & Cable (2003) find support for treating
breach and fulfillment as separate, rather than bipolar constructs.

When judging global assessments of fulfi]lment or violation of the
contract, a striking phenomenon can be observed. Some researchers use
measures of psychological contract violation that are reversed scored items of
psychological contract fulfillment. For instance, Robinson and Morrison (2000)
measure psychological contract breach with reverse scored items like "I feel that
my employer has come through in fulfilling the promises made to me when I
was hired" or "So far my employer has done an excellent job of fulfilling its
promises to me", and Tekleab and Taylor use items like "(Company) had fulfilled
the most important obligations to me". Measures of discrete contract violation
and global contract fulfillment, though related appear to measure different
psychological experiences and are not interchangeable.

The Tilburg Psychological Contract Questionnaire distinguishes
between (un)fulfillment and violation of the psychological contract.
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4.5.5  Criteria for psychological contract measures
In this section, we define criteria, based on the arguments presented in the
sections above, which the ideal content and evaluation measure of psychological
contracts should meet:
a.  The source of the content items need to be accounted for, psychometric

properties need to be provided.
b.  The suitability of the content of the items for the sample needs to be

assessed. If the questionnaire has not been used for specific sample before,
preliminary research is necessary. Simply adding or deleting of a couple of
items is not the appropriate method.

c.  The definition of the psychological contract should be reflected in the
response scale. Terms like "perceived obligations" or "promises", or in Dutch
"expectations" need to be included in the response scale. Only reporting on
actual inducements as provided by organizations is not sufficient as a
psychological contract measure, nor is measuring perceived organization
support an equivalent for measuring the psychological contract. Measuring
perceived promises or obligations are essential in psychological contract
research.

d.   The psychological contract consists of both perceived employer obligations
and perceived employee obligations. Both scales need to be included in a
questionnaire. And just as importantly, results on both scales need to be
reported by the researchers.

e.   The evaluation of the psychological contract is ideally measured on item
level. We urge researchers to use multiple items scales, to increase the
reliability of the questionnaire.

f.   Because of the psychological nature of the contract, the evaluation of the
psychological contract needs to be established directly by the respondent
and not by the researcher. For example, a difference score (perceived
promise minus actual level of inducements) of -1 is an imbalance though not
very large. In some cases this might not be a problem for the respondent
(either because the discrepancy is only small, the promise is not important,
because the person is low on equity sensitivity or because it is the only
imbalance in the psychological contract). In other cases it might be the last
drop that makes the cup run over. The evaluation of whether there is a
violation of the psychological contract thus needs to be indicated by the
respondent.

g.  Violation of the psychological contract is not the opposite of fulfillment.
Violation should not be measured using reversed fulfillment items.

h. Distinguishing between breach and violation of the contract is crucial. This
can either be done with a scale measuring feelings of frustration, other
intense emotions or on item level by indicating the feeling that the level of
fulfillment of the particular item is unacceptable to the employee. Another
possibility is to assess the relevance and importance of the perceived
promises.

When all of these criteria are applied, many psychological contract scales need
to be developed: perceived organization obligations, perceived employee
obligations and a breach and violation scale. All of these scales relate to each
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other somehow and need to be reported on. This is why measuring the
psychological contract apparently becomes a methodological nightmare. When
reading literature on psychological contracts, it is striking how often the
psychological contract is measured with multiple response scales, but where the
authors choose to report the results on one scale only. How these response scale
relate to each other and should be methodologically tested is hardly explored.
Also the relationship between perceived organization obligations and perceived
employee obligations is a research area that needs attention. Reporting results
on only one dimension of the psychological contract (mostly perceived
organization obligations), cannot be considered as a research on psychological
contracts. Psychological contracts are by definition exchange relationships, and
both sides of the deal need to be researched and reported on. Millward and
Hopkins (1998) are the only researchers who capture the exchange relationship
in a single scale. Example items include: "I have a reasonable chance of
promotion, if I work hard", "I am motivated to contribute 100% to this company,
in return for future employee benefits". It certainly reflects the psychological
contract definition. However, it is questionable whether the exchange
relationship can be captured in quid pro quo items.

Despite the enormous variation on psychological contract

questionnaires, most of them do not meet all of the criteria above. It is an
illusion to assume that there will ever be one standardized fully accepted
psychological contract questionnaire. Psychological contract questionnaires
should be a reflection of the organization, sector, cultural and economical
situation. A simple translation of an English questionnaire is not suitable for
the Dutch situation or vice versa. For example, it is not until recently that
expectations about performance based pay are normal in the Netherlands. The
fundamental question of what items are to be included in psychological contract
content measures cannot be answered with a standardized list. It is rather a
matter of establishing whether the list has been constructed in a
methodologically thorough way and whether the list of items is suitable to the
sample which is being assessed.

Agreement on the response scales is also hard to accomplish, with
regard to the ongoing discussion on the psychological contract definition. As the
response scale of the psychological contract questionnaires should reflect the
definition, different definitions lead to different response scales. This definition
problem has not been solved after 15 years of discussion. therefore it is wiser to
establish which questionnaire (for feature, content and evaluation) suits which
definition and research question best.

In the next section, we will discuss the development of the Tilburg
Psychological Contract Questionnaire (Freese& Schalk, 1997).

4.6 The construction of the TPCQ
In the Dutch language area the items of the Tilburg Psychological Contract
Questionnaire (Freese & Schalk, 1997) are often used, sometimes adjusted,

abbreviated or extended (Schouten, 2002; Huiskamp & Schalk; 2002, Sens,
2005), sometimes as a basis for newly constructed scales (De Vos, 2002; Ten
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Brink, 2004). In this section the construction of the Tilburg Psychological
Contract Questionnaire is described.

4.6.1 Pilot questionnaire
In 1993 a precursor of the Tilburg Psychological Contract Questionnaire was
developed (Van den Bosch, 1993; Freese, 1994). This initial study was done to
establish the content of the psychological contract of Dutch employees. 338
Employees of six organizations in recreation, health care and education
participated in this pilot study. When we started this research no well
established general measure of psychological contracts existed. There were
questionnaires by Schein (1965), Kotter (1973), Guzzo, Noonan & Elron (1994)
and Rousseau (1990). However, each of these questionnaires were designed for a
specific target group. Our pilot questionnaire consisted of 67 items and was
based upon a list of expectations drawn up by Kotter (1973) and on a list of work
values derived from the Minnesota Importance Questionnaire (Lofquist &
Dawis, 1969). We considered the use of multi-item scales of importance. Item
analysis and principal axis factoring confirmed the subdivision of 38
psychological contract items into five categories: Job Content (five items, a=.71),
Opportunities for personal development (four items, a=.61), Social Aspects (four
items, a=.67), HRM policies of the organization (16 items, a=.82) and Rewards
(nine items, a=.80) (Schalk, Freese & Van den Bosch, 1995; Freese & Schalk,
1996b). Respondents were asked whether a certain work-related aspect was
sufficiently provided for by the organization and whether the employee felt that
it was the task of the organization to take care of that aspect. This
questionnaire did not include employee obligations, instead internal
absenteeism was measured. Only five (out of 10) items were useable (a = .69).
6,Sometimes, I come in late, I sometimes work fewer hours than I am required to,
I take breaks when I am tired, Sometimes I stop working early, When I don't
feel like working, I read the newspaper during work time".

4.6.2 The deuelopment of the TPCQ
The psychometric analysis of our pilot questionnaire, the omission of the
perceived employee obligations scale and new developments in work value
research forced us to redevelop the list of psychological contract items, although
we did not abandon the statistically sound items of the initial list. Also, the
development of the "Dynamic Model of Psychological Contracts" by Schalk and
Roe (in press) called for a new kind of response scale. This model differentiates
between acceptable and unacceptable variations of the level of fulfillment of
perceived organizational obligations.

4.6.2.1 Work values
From a theoretical perspective, work values are closely related to psychological
contract content items. Work values represent beliefs about ideal ways of
behaving at work and ideal work outcomes (Nord, Brief, Atieh, & Doherty,
1985). Wilpert & Maimer (1994) describe work related values as a "set of
sentiments and evaluations of people concerning the right, correct and morally
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justified or required behavior for which they are paid". Harding, Philips and
Fogarty's factorial analysis of several work values (1986) report three main
work valued dimensions: personal development, pleasant climate and security &
reward. The Meaning Of Work study (1987) reports four dimensions (in
correspondence with motivation theory, the intrinsic/extrinsic dichotomy): pay
related goals, economic goals (working conditions, convenient working hours),
expressive goals (autonomy, variety, interesting work) and social goals.

Because work value research has yielded many items that are of
relevance for psychological contracts the symposium "Values and Work - A
comparative perspective" in Tilburg (with international contributors to work
value research like participants such as Becker, Claes, Elizur, Ester, Halman,
Poortinga, Roe, Schwartz, Triandis, Wilpert and Zanders) was attended. A
literature survey of the papers presented was done in order to create a list of
possible psychological contract items. Also, questionnaires on the research fields
of work motivation, satisfaction, and met-expectation were consulted. The
statistically sound items from the pilot questionnaire were included as well. In
Appendix 4 a list of references of the sources used for the construction of the
TPCQ is presented. For each of the work values the original definition(s) of the
researcher(s) was searched. These definitions were translated into Dutch.
Values that were not directly related to the work situation were removed, just
like possible outcomes of met or unmet expectations (like job satisfaction,
cultural identity or commitment). Also values that are related to personality or
reasons to work (like altruism or hedonism) were discarded from the list. Then
we looked at synonymous or overlapping definitions (for instance "ability
utilization" and "the use of skills, ability and knowledge"). The definition and
the items that proved best fit were chosen. Expert opinions of a group of nine
researchers on psychological contracts were involved in this process. Eventually,
43 psychological contract items were included in the TPCQ. The list of items
was then sent to the participating organizations to establish whether the items
were suitable for the sample. For an overview of the initial list of work value
items and the definitions of the scales with their corresponding items, the
reader is referred to the master's thesis of Welten (1996) and Van der Vlis
(1996).

4.6.2.2  Response  scales
The response scales were designed to reflect the "Dynamic model of
Psychological Contracts" (Schalk & Roe, in press). In this model, it is assumed
that there is a certain acceptance band within which employees accept
deviations from what they expect. These limits of what is perceived as
acceptable and tolerable by employees with respect to reciprocal obligations
should be taken into account to explain consequences of changes in psychological
contracts. As long as the level of fulfillment of the psychological contract does
not cross the borders of what is considered acceptable to the employee, the
failure to meet certain perceived obligations will not lead to a fundamental re-
evaluation of the contract, or to a drop in commitment, nor will the employee
end his relationship with the organization. However, when these acceptance
bands are trespassed by the organization, strong employee reactions will occur.
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This is in congruence with the distinction that Morisson and Robinson (1997)
make between "breach" and "violation" in their "development model of
violation".

In our response scales a distinction is made between a possible under or
overfulfillment of the contract (breach), and violation of the contract (in which
case the underfulfilment is considered to be unacceptable and will result in
strong employee attitudes and behaviors (for example a drop in commitment or
a stronger intention to turnover). Respondents are asked whether a certain
work-related aspect is provided for by the organization in the way it was
expected by the employee (ranging from "less" to "more" than expected, 7 point
scale) and whether the employee felt that this level of fulfillment is acceptable
or not (dichotomous, "acceptable", "not acceptable"). When an employee
considers the fulfillment of a certain psychological contract item to be not
acceptable, the employee strongly feels that this level of fulfillment needs to be
changed (instruction on top of the page).

4.6.2.3 Perceived employee obligations
The list of perceived employee obligations in the Tilburg Psychological Contract
Questionnaire were drawn up from the questionnaires of Rousseau & De Palma
(no date) and Herriot, Manning & Kidd (1997). We added our internal
absenteeism items that were statistically sound in the pilot questionnaire
(Schalk, Freese & Van den Bosch, 1995). The 21 employee obligations were
assessed on a 5 point scale ranging from 1 C'I feel absolutely not obligated to do
this") to 5 ("I feel very strongly obligated to do this") according to Rousseau's
response scale. To assess fulfillment we used the global response scale by
Rousseau and De Palma (no date): "To what extent have you fulfilled your
commitments to organization?" (1="not at all", 5="to a very great extent"). The
items and their sources can be found in Appendices 2 (Dutch) and 3 (English).

4.6.3 Organizational Commitment and Intention to Turnouer
Scales of the TPCQ
In our research project "Organizational change and the psychological contract"
the relationship between violations in the psychological contract and
organizational commitment and intention to turnover is being studied.

Meyer and Allen (1991) defined commitment as "a psychological state
that   characterizes the employees relationship   with the organization   and   has
implications for the decision to continue membership with the organization" (p.
67). The Organizational Commitment Model by Meyer and Allen (1991) has
clearly dominated commitment research in the past few years and can be
regarded as a quasi-standard research approach (Lubich, 1997). Their model
conceptualizes organizational commitment as being a three-dimensional
construct consisting of the components (1) affective commitment, the emotional
attachment to an organization when employees identify with an organization
and enjoy the membership, (2) continuance commitment, based on the perceived
cost-benefit evaluation of maintaining organizational membership and (3)

113



Chapter 4

normative commitment, the feelings of obligation to remain with the
organization. Thus, each component leads to the same main behavioral
consequence, namely remaining with the organization, although antecedents
and additional consequences may differ (Ten Brink, 2004). The Organizational
Commitment Model and the accompanying questionnaires (Affective
Commitment Scale, Continuance Commitment Scale and the Normative
Commitment Scale) were developed as a reaction to the criticism by many
researchers to the formerly most popular Organizational Commitment
Questionnaire (OCQ) by Mowday, Steers and Porter (1979). Mowday et. al.
(1979) defined commitment as the relative strength of an individual's
identification with and involvement in a particular organization. Organizational
commitment is the belief and acceptance of organizational goals and values, the
willingness to exert effort towards organizational goals and the desire to remain
in the organization. With this description, suggested consequences of
organizational commitment, namely the willingness to exert effort and the
intent to remain with an organization, are included in the definition of the
construct (Lubich, 1997). Although the OCQ has shown excellent psychometric
qualities, like a relatively high internal consistency and test-retest reliability (a
ranging from .82 to .93) (Cook & Wall, 1980; Mowday, Steers & Porter, 1979;
Cook, Hepworth, Wall & Warr, 1981; Mathieu & Zajac, 1990), the two issues
that have raised criticism: the dimensionality of the instrument and the
inclusion of propensity to quit items in the instrument (Reichers, 1985; Becker,
1992), have led many researchers to choose the Meyer & Allen instrument over
the OCQ. However, the Affective Commitment Scale by Meyer and Allen
provides basically the same information as the OCQ (correlation between both
scales is roughly .83) (De Gilder, Van den Heuvel & Ellemers, 1997). The Meyer
& Allen questionnaire has been validated for its psychometric characteristics
and demonstrates good internal consistency reliabilities (Allen & Meyer, 1990,
1996; Meyer & Allen, 1984, 1991).

In the Tilburg Psychological Contract Questionnaire only two forms of
commitment are measured: affective commitment and continuance commitment.
In our research project we are interested in the relationship between
commitment and turnover intention. Findings in literature indicate that the
predictive power of commitment on turnover is largely based on affective
commitment (Meyer, Allen & Smith, 1993; Jaros, 1997). Furthermore, there is
an ongoing debate about whether affective commitment and normative
commitment are sufficiently distinguishable from each other. In their meta-
analysis Meyer, Stanley, Herscovitch & Topolnytsky (2002) found a correlation
of .74 between both scales. The relationships between affective and normative
commitment on the one hand, and antecedents, correlates and consequences on
the other are similar, typically only the strength of the relationship differs (less
strong for normative commitment) (Ten Brink, 2004). The continuance
commitment scale does display discriminant validity concerning the ACS (a
correlation of -.01 between ACS and CCS)(Meyer & Allen,1984). Continuance
commitment could be relevant in our project. There was a negative economic
situation at the time of the interviews and the personal characteristics of the
respondents (mainly females holding part-time jobs in home help organizations)
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gave them few job alternatives. If the intention to turnover was low, we wanted
to be able to distinguish between affective commitment (wanting to stay because
the employee enjoys the membership of the organization, the preferred state for
the organization) and continuance commitment (remaining because the costs of
leaving are too great).

Affective Commitment Scale:
The items of the Affective Commitment Scale were derived from the OCQ
(Mowday, Steers & Porter, 1979) and the ASQ by Meyer and Allen (1984, 1990
and 1991). The items were translated into Dutch, and in some cases slightly
adjusted. Examples are:  "I really care about the fate of this organization";  and "I
don't feel part ofthis organization".

Continuance Commitment Scale:
The eight items of the CCS by Allen and Meyer (1990) were translated into
Dutch and some items were slightly adjusted to conceptually make a better fit to
the Dutch language. The items reflect the costs associated with resigning from
an organization. Both perceived personal sacrifices and perceived lack of
available alternatives are addressed. For example: "I feel I have too few options
to consider leaving this organization" and "Too much in my life would be
disrupted if I decided I wanted to leave my organization now".

Intention to Turnover Scale:
One of the assumed reactions to violations of psychological contracts is the
intention to leave the organization or actual turnover. In our study actual
turnover is hard to measure due to privacy regulations and the dropout of
respondents from the sample (longitudinal design). The intention to turnover
can be regarded as the strongest and most direct precursor of actual turnover
behavior (Jaros, 1997) Therefore, we chose to measure intention to turnover in
this research project. It is defined as the "conscious wish to terminate one's
membership with an organization" (Lubich, 1997). There is substantial
empirical base examining the organizational commitment/turnover linkage
(Mowday, Steers & Porter, 1979; Porter & Smith, 1974; Mathieu & Zajac 1990).
The Intention to Turnover scale was constructed by the authors. It is a
combination of self-constructed items and items derived from other
questionnaires (Franklin (1975) and the items from the OCQ that in our opinion
measure intention to turnover rather than commitment). An example is: "It
would take very little change in my present circumstances to cause me to leave
this organization". This item loaded in a pilot research .75 on the intention to
turnover scale (Freese, 1994). Example items are: "I often think about quitting"
and "I am trying to find another job".

All scales initially consisted of eight items. Respondents indicated the
extent of their agreement with each item on a 7 point Likert scale (1 = I
absolutely do not agree, 7=I fully agree). It was taken into consideration that
not all of the items were stated in the same positive affect direction, to avoid
response tendencies. The items of the three scales were randomly presented in
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the questionnaire. In Appendix 2 (Dutch) and Appendix 3 (English) the entire
list of items of the commitment and intention to turnover scales is presented.

4.7 Results of the questionnaire analyses
The TPCQ is a Dutch questionnaire, which was later translated into English,
and was used in Australia. The analyses reported are carried out on the Dutch
version. Data were obtained from 450 employees of three health care
organizations. 98 % of the respondents are women, the level of education is
moderate, mean age is almost 40 years, and tenure about 8 years. Most of the
employees work part-time, with an average of 21 hours a week. Although the
sample is not representative for employees in general, it is a representative
sample from the participating organizations. An additional sample of 30
respondents was obtained from a Dutch bank. These respondents participated in
the employees' council of the bank and filled in the questionnaire on a training
for employee council members.

4.7.1  Missing  data analysis
First missing data analysis was performed. The percentage missing data was
quite low, ranging between 2 and 4% for the psychological contract scales and 1
and 2% with regard to the employee attitudes scales. Since list wise deletion of
missing observations would result in a substantial reduction of sample size,
missing scores were estimated by the regression imputation method provided by
the Missing Value Analysis procedure in SPSS (Little & Rubin, 2002) . In the
approach applied here, each missing score is replaced by a value which is
obtained by adding a randomly chosen regression residual to the expected value
of the missing score under the appropriate regression analysis. This imputation
procedure was carried out separately for each scale.

4.7.2 Factor analyses and item analyses
Separate exploratory factor analyses were carried out on the item level for the
following scales: the Perceived Organization Obligations (43 items), the
Perceived Employee Obligations (21 items), the Affective Commitment scale (8
items), the Continuance Commitment scale (8 items), and the Intention to
Turnover scale (8 items).

In factoring these scales, the recommendations formulated by Fabrigar,
Wegener, MacCallum and Strahan (1999), and by Conway and Huffcutt (2003)
were closely followed. All analyses applied Principal Axis Factoring followed by
an oblique Oblimin rotation in case more than one common factor was retained.

As the psychological contract items were newly developed, an
exploratory factor analysis (PAF with Oblique rotation) was performed on the
psychological contract items (7 points Likert scale). If the goal of the analysis is
to identify latent constructs underlying measured variables, it is more sensible
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to use EFA than PCA (Fabrigar, Wegener, MacCallum & Strahan, 1999).The
number of common factors was determined by means of a parallel analysis
(Hayton, Allen & Scarpello, 2004). The recommendation by Fabrigar et al.
(1999) to use maximum likelihood estimation was not followed since the score
distributions of a substantial number of individual items strongly deviated from
normality. The factor loading of an item on a common factor was considered as
salient and theoretically relevant when larger (in absolute value) than 0.3. An
additional criterion of attribution of an item to a scale was that it should have a
lower loading on the other factors (preferably below 0.30, Cortina, 1993).
Deletion of an item loading higher than 0.30 on other components will depend
on theoretical reasons and the difference between the item loadings on the
components. The results of factor analyses can be summarized as follows:

• Factor analysis of the Tilburg Psychological Contract questionnaire revealed
five common factors that could be interpreted meaningfully. They were
labeled Job Content, Career Development, Social Atmosphere, Good
Organization Policies, and Reward.

• Factor analysis of the Perceived Employee Obligations questionnaire
yielded two common factors: In-role Obligations and Extra-role Obligations.

•  The separate factor analyses of the Affective Commitment scale, the
Continuance Commitment scale, and the Intention to Turnover scale all
yielded a solution with one common factor.

Then item analyses was done on the separate scales, to assess the fit of the
items in the assigned scale (both statistically and theoretically) and the
reliability of the scales. To assess the reliability of the scales, the following
criteria were used:

•     Cronbach's a should be at least .70 (Nunally, 1967).

Because Cronbach's a is strongly influenced by the number of items in the scale,
additional criteria are:

•     the mean inter-item correlation should be 0,30, and the minimum inter-item
correlation should be at least 0.20 (Cortina, 1993).

4.7.2.1 Perceived Organizational Obligations (Psychological contract
scales)
Theoretical interpretation of the components lead to a 5 component solution,
accounting for 46% of the variance. In Appendix 7 the factor structures and item
loadings of the perceived organizational obligations items are presented. Below
the perceived organizational obligations scales are described.
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a) Job Content:
This scale was accepted like suggested by the factor analyses. "Not being
disturbed during work" and "Challenging and stimulating work" only correlated
.17  with each other.  The  rest  of the items  met the criterion  of an item-rest
correlation of at least .20. We decided to keep all of the items in the scale.

b) Career Development:
"Rewards for exceptional performance or occasions" loads .347 on this scale.
However, on theoretical grounds we attributed these items to the Rewards scale
on which it loads .319.

c) Social Atmosphere:
This scale was accepted as obtained by the factor analyses. "Influence on how
things go within your department", also loaded negatively on the Rewards scale,
but theoretically it makes more sense to attribute it to the Social Atmosphere.

d) Organizational Policies:
This scale contained two items that loaded highly on two factors. "To get
feedback on performance" also loaded on the Social Atmosphere scale.

Theoretically it could be attributed to both of the scales, but it loaded slightly
higher on the Organizational Policies scale and therefore it was included in this
scale. "Good benefits package" was moved to the Rewards scale, although it
loaded higher on the Organizational Policies scale. This was done on theoretical
grounds and to improve the Rewards scale.

e) Rewards:
The Reward Scale as suggested by factor analyses was a weak scale. "Work
pressure" loaded negatively on this factor, but theoretically this makes little
sense, therefore it was not included in this scale. "Rewards for special
performance or occasions" loaded high on both the Career Development scale
and the Rewards Scale. For theoretical reasons we attributed it to the Rewards
scale. Then "Reimbursement of travel, education or child care costs" and "Job
securitf' loaded below .30 on this factor. We did not want to remove these items
from the questionnaire and decided to perform a item analysis on the list.
Cronbach's a was .72, and the correlations between the items met the reliability
criteria. Therefore the items remained in this scale. In the Table 12, the final
perceived organizational obligations scales, the items, reliabilities, correlations
and descriptives are presented.
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Table 12 Perceived Organizational Obligations scales: items, reliabilities
and descriptives

Statistical properties, Items
N=480
Job Content Variation in your work
Number of items = 10 Not being disturbed during work
Cronbach's a= .87 Working in your own fashion
Mean inter-item The ability to deliver quality goods and/ or services
correlation: .41 Responsibility within your field of work
Lowest inter-item Meeting customers' needs or desires
correlation: .17 Show your true potential

Challenging and stimulating work
Possibilities to take initiative
Work that suits your knowledge and competencies

Career Development Progression in your field of work
Number of items = 5 To get promoted from time to time
Cronbach's a= 0.79 Acquisition of knowledge and competencies
Mean correlation:0.43 Change jobs within the organization
Lowest inter-item Training or education
correlation: 0.27
Social Atmosphere Positive relationships between colleagues
Number of items = 9 Positive working atmosphere
Cronbach's a= .89 Good mutual cooperation
Mean correlation: .47 Getting to know other people through your work
Lowest inter-item Support by colleagues and supervisors
correlation: .23 Recognition and appreciation

The possibility to express your opinions
Influence on how things go within your department
A fair supervisor

Organizational Policies Feedback on performance
Number of items = 11 Trust in management
Cronbach's a= .90 Fairness/transparency of measures or procedures
Mean correlation: .46 Flexibility of the organization when applying rules and
Lowest inter-item regulations
correlation: .23 Open, clear and direct communication channels

Provision of information needed
An efficient organization
Good physical working conditions
Good HRM practices
Work-life balance
Good working time arrangements

Rewards Good salary
Number of items = 5 Reimbursement of costs of training, child care and travel
Cronbach's a= .72 Job security
Mean correlation: .34 Rewards for exceptional performance or special occasions
Lowest inter-item Good benefits package
correlation: .23
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The values of Cronbach's a is above 0.70 in all scales, the mean inter-item
correlation was in all cases above .30 and the inter-item correlation is in all
scales above 0.20, with exception of the Job Content scale and thus meet our
criteria of reliability.

The Violations scales was constructed by obtaining the "acceptable" or
"not acceptable" scores on each of the items of the Perceived Organizations
Obligations scales (40 items, Cronbach's a = .92). Here the number of violations
instead of the content of the violations is being assessed. As we learned from
Chapter 3, a violation is usually not attributed to one single event, but rather to
a host of incidences in several areas.

4.7.2.2 Perceiued Employee obligations (Psychological contract scales)
Principal Axis Factoring with Oblimin rotation was done on the employee
obligations items. Before hand, we did not have a factor structure in mind. The
two factor solution explained 30% of the variance. In Appendix 8 the factor
structures and item loadings are presented.

The items "provide advance notice if taking a job elsewhere" and "not
supporting the organization's competitors" had factor loadings below .30 and
were removed from the scales.
When we studied the items in the scales the following labels were derived:

• In-role Oblieations: the items in this scale reflect behavior that is expected
from the employee who performs his tasks well.

• Extra-role Obli'rations: these items reflect behavior of an employee who is
willing to walk an extra mile on behalf of the organization, if it falls within
his job description.

We made no further adjustments to the solution provided by the factor analyses.
Results of the item analysis demonstrated that the items "Cooperate well with
your colleagues" and "Protect confidential information" correlated only .19 with
each other. We decided to accept the items, as the correlations with all of the
other items were well above .20. We removed the item "Accept a transfer to
another geographical location if necessary" from the Extra-role Obligations
scale, it correlated below .20 with several items. "Follow the organization's
norms and policies" and "Volunteer to do non-required tasks if necessary"
correlated  only  .17  with each other. Because the other item-rest correlations
were satisfactory, we decided to accept these items in the scale. The Extra-role
Obligations scale had slightly too low mean inter-item correlations (.28 instead
of at least .30). We decided not to make any further adjustments to the scale. In
the Table 13 the final perceived employee obligations scales, the items,
reliabilities, correlations and descriptives are presented.
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Table 13 Perceived Employee Obligations: items, reliabilities and descriptives

Statistical properties Items
N = 480
In-role Obligations Cooperate well with your colleagues
Items = 10 Deal honestly with the organization

Cronbach's a= .83 Provide good service
Mean inter-item Assist others with their work
correlation: .33 Behave and dress in a professional manner
Lowest item-rest Protect confidential information
correlation: .19 Deliver good work, both qualitatively and

quantitatively
Only taking sick-leave when you are really ill
Dealing cautiously and keen on costs with the
organization's properties
Concentrating on organization's affairs only instead of
private matters

Extra-role Protect the organization's image
Obligations Provide the organization with innovative suggestions
Items = 8 for improvement
Cronbach's a = .75 Volunteer to do non-required tasks if necessary
Mean inter-item Work extra hours if that's what is needed to get the
correlation: .28 job done
Lowest item-rest Develop new skills if that's in the organizations
correlation: .17 interest

Accept a job change within your organization
Not support the organization's competitors
Follow the organization's norms and policies
Participate in social activities of the organization

4.7.2.3Affectiue Commitment
The one common factor solution accounted for 30% of the variance. "I could just
as well be working for a different organization as long as the type of work were
similar" did not load on the factor and was removed from the scale. This
adjusted (English) ASQ item was also removed from the Dutch scale by De
Gilder, Van den Heuvel & Ellemers (1997). The other items loaded .47 to .70 on
the factor. Cronbach's a is .78, somewhat lower than the .83 reported by De
Gilder, Van den Heuvel & Ellemers (1997). The items "I really care about the
fate of this organization" and "deciding to work for this organization was a
definite mistake on my part" correlated only .19 with each other. The inter-item
correlations with the other items all met the criterion of at least .20. Therefore
the items were included in the scale. The Affective Commitment Scale is
presented in Table 14.
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Table 14 Psychometric characteristics of the Affective Commitment scale

Affectiue Item Factor
Commitment loading

I am extremely glad that I chose this .700

Items: 7 organization to work for over others I was
considering at the time I joined

a = .78 I really care about the fate of this organization .477

Deciding to work for this organization was a .472
Mean inter- definite mistake on my part (R)
itern .596I find that my values and the organization'scorrelation: 34 values are very similar

For me this is the best of all possible .615
Lowest inter- organizations to work for
item

.613I feel very little loyalty to this organization (R)
correlation: 19

I don't feel part of this organization (R) .613

4.7.3.4 Continuance Commitment
The one common factor solution accounted for 23% of the variance. Factor
loadings ranged from .36 to .58, except the item "I feel that I have too few
options to consider leaving this organization", which was removed from the
scale. The mean inter-item correlation is too low, because several items correlate
about .18 with others. "It would be very hard for me to leave my organization
right now, even if I wanted to" and "Right now, staying with this organization is
a matter of necessity as much as desire" correlate only .06 with each other. We
decided to keep the scale as it was, because it is the Dutch translation of the
CCS (Allen & Meyer, 1991). Cronbach's a is .70, equal to the a reported by De
Gilder, Van den Heuvel & Ellemers (1997). Allen & Meyer (1996) reported an a
of .75 in the English version. The psychometric characteristics of the
Continuance Commitment scale are presented in Table  15.
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Table 15 Psychometric characteristics of the Continuance Commitment scale
Continuance Item Factor
Commitment loading

I am not afraid of what might happen if I quit my .433
Iterns: 7 job without having another one lined up (R)

It would be very hard for me to leave my .520
a = .70 organization right now, even if I wanted to

Too much in my life would be disrupted if I decided .582
Mean inter- I wanted to leave my organization now
itern I think I would soon have another job if I would .494
correlation: give up my job with this organization (R)
.25 It wouldn't be too costly for me to leave this .566

organization now (R)
Lowest inter- Right now, staying with this organization is a .359
item matter of necessity as much as desire
correlation' One of the main reasons I continue to work for this .581
.06 organization is that leaving would require

considerable personal sacrifice

4.7.3.5 Intention to Tizrnouer

The one common factor solution accounted for 46% of the variance. Factor
loadings ranged from .53 to .77. Cronbach's a was .86 and the item-rest
correlations all met the criterion of at least .20. All of the items were accepted.
The psychometric characteristics of the Intention to Turnover scale are
presented in Table 16.

Table 16 Psychometric characteristics of the Intention to Turnover scale
Thrnouer Item Factor

Intention loading
I plan to continue to work here until I retire (R) .545

Number of I often think about quitting .619
iterns: 8 I am looking for an opportunity to find a job in .724

another organization
a = .86 I would leave this organization if I was offered the .527

same job in another organization
Mean item- I am trying to find another job .771
rest .769If it's up to me I will soon have a job with another
correlation: organization
.45 .746It would take very little change in my present
Lowest circumstances to cause me to leave this
inter-item organizationcorrelation: If I had a chance I would change to some other .663
.21 organization
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4.7.3 Correlations between the researched scales and test-retest
reliabilities
In Appendix 9 the inter-correlations between all of the developed scales are
presented. The scales measuring perceived organizational obligations all
correlate significantly with each other. The perceptions regarding organizational
obligations thus relate to each other and to the Violations scale. With regard to
the perceived employee obligations, there is a distinction between In-role
Obligations and Extra-role Obligations. The Extra-role Obligations scale
correlates significantly with all of the perceived organizational obligations
scales, whereas In-role Obligations only correlates significantly with Job
Content and Social Atmosphere. The correlations between the perceived
employee obligations and perceived organizational obligations are quite low. It
is remarkable that the Violations scale does not correlate with perceive
employee obligations. If the organization violates the psychological contract
there is no relationship with the employee's perception of employee obligations.
Organizational Commitment and Intention to Turnover correlate significantly
with all of the psychological contact scales; the correlations with Organizational
Policies and Violations are highest. The correlation between Affective
Commitment and Intention to Turnover is quite high. If the level of Affective
Commitment of an employee is lower, the Intention to Turnover is stronger.

The questionnaires were administered three times within a one-year
period. In Table  17 the test re-test correlations are presented.

Table 17 Test re-test correlations of the psychological contract and attitude
scales

Tl & T2 T2 & T3 Tl & T3

Job Content 0.543** 0.630** 0.446**

Career Development 0.536** 0.615** 0.501**
Social Atmosphere 0.464** 0.690** 0.462**
Organizational Policies 0.645** 0.678** 0.563**
Rewards 0.518** 0.583** 0.475**
In-role Obligations 0.572** 0.654** 0.577**

Extra-role Obligations 0.686** 0.752** 0.646**
Affective Commitment 0.744** 0.787** 0.649**
Continuance Commitment 0.709** 0.757** 0.683**

Intention to Turnover 0.686** 0.698** 0.568**

The correlations between the consecutive measurements are all significant at
1%. The strongest correlations can be found between Time 2 and Time 3.
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4.8 Concluding summary and remarks
In this Chapter the development of the Tilburg Psychological Contract
Questionnaire was described. First criteria were developed to describe the
features of sound psychological contract questionnaires. Four themes were
discussed on which psychological contract questionnaires may differ. The
Tilburg Psychological Contract Questionnaire is a specific, unilateral content
and evaluation measure. The criteria that were developed are almost fully met
by the TPCQ. Only with regard to the measurement of perceived employee
obligations, it is recommended to measure fulfillment on item-level instead of a
global fulfillment item.

In the TPCQ both employee and employer obligations as observed by the
employee are measured. The employer obligations can be categorized into Job
Content, Career Development, Social Atmosphere, Organizational Policies and
Rewards. Perceived employee obligations consist of In-role Obligations and
Extra-role Obligations. These items were constructed after thorough theoretical
research, the scales were constructed after factor analyses. We suspect that
some items were discarded from our statistical analysis, because of the special
characteristics of our sample (mainly low educated, part-time working, female
employees with low mobility). Therefore we recommend to include those items
for future research and to decide upon their fate based on new data.

The response scales reflect the difference between psychological contract
breach and violation. The outcome variables Organizational Commitment and
Intention to Turnover correlate significantly with all of the psychological
contract scales. Organizational Policies and Violations have the strongest
correlations with Organizational Commitment and Intention to Turnover.
Remarkably, the Violations scale did not correlate significantly with the
perceived employee obligations scales. The statistical properties of the Tilburg
Psychological Contract Questionnaire are adequate and stable over time. In the
next chapter, we will use the TPCQ in our longitudinal study of the dynamics of
psychological contracts during organizational change.
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A longitudinal study of organizational change and
the psychological contract7

ING bank started a large organizational restructuring in which 2200 jobs were

being outsourced. 771ree spouses of ING employees sent a letter to the CEO of ING

bank to protest against the outsourcing of their husbands'unit. The message  of
the letter was that ING is treating their loyal employees like garbage: "Thanks to
the contributions of our husbands the company has grown to a pro/itable
multinational. In May we receiued the inhuman message that ING will no longer
use their services. We cannot and will not accept that the company treats our
husbands like this. We haue a uery heavy job keeping the moral of our husbands
high. Seeing them so depressed in these uncertain circumstances hurts us a lot.
Some Of us have neuer been able to haue an own job, because our husbands
worked in shifts. We never complained about shifts being changed, we adjusted
our liues to their work. Now our husbands feel uery frustrated and keep telling
us: 'We were good enough to build this company, now that ING is making a
profit of seuen billion,  we are kicked out"." The CEO read the letter and asked the
management Of the unit of the employees to inuite the wiues for a meeting.
(Volkskrant, 6-12-05)

Organizational change processes have an impact on employees. The case above
demonstrates the large impact of organizational changes on psychological
contracts. Psychological contracts comprise the reciprocal obligations that arise
in the employment relationship as perceived by the employee (Rousseau, 1990).
Here, even the spouses seem to have a psychological contract with their
husbands' employer. Their frustration and feelings of being treated unfairly
urged them to write a letter to the CEO of the organization.

7 This chapter is based on Freese, C., Schalk, R. & Croon, M. (submitted): Changes in psychological
contracts, organizational commitment and turnover in times of organizational change: a longitudinal
study.
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5.1 Introduction
Many publications in the management sciences have highlighted the influential
changes that have occured in the relationship between employees and
organizations in recent years (Hiltrop, 1995; Herriot & Anderson, 1997;
Anderson & Schalk, 1998; Frese, 2000 and Guest 2004). These changes are

caused by an increasing global competition, rapid technological advancement,
corporate culture change due to mergers and acquisitions, increased complexity
of work, reduced supervision, changing job and career concepts and increased

cultural diversity (Frese, 2000). Different demands are put on the workforce;
employees are expected to work on flexible contracts, on different tasks, in
changing teams, at a faster pace and in an increasingly technical environment.
Accordingly, the psychological contracts of employees are expected to change.

Although empirical data (SCP, 2004; De Korte & Bolweg, 1993; Van den
Brande, Janssens, Sels & Overlaet, 2002) point out that work values and
psychological contracts do not change dramatically over time, the language of
the psychological contract literature is firmly rooted in "that much favored
rhetorical device of management of the all changing world" (Culinane &
Dundon, 2006). As they put it "a polarized caricature is frequently set up
between a supposedly placid, stable past and a new innovative and highly
competitive present."[...] 'There exists an unquestioning assumption about  the
scale and inevitability of changes, which much of psychological contract and
HRM literature seems to embrace with very little scrutiny" (p. 123).
Furthermore, like Conway and Briner (2005) state "it is difficult to evaluate
whether or not there was an actual transition from an old contract to a new
contract because no decent historical data with which to test the proposition are
available" (p.49).

Organizational changes are presumed to have an impact on the
psychological contract, because the changes are likely to affect what the
organization will offer to the employees involved and/or what the organization
expects to receive from its employees. During organizational change processes a
lot of insecurities occur: insecurities about procedures, about consequences for
one's career, daily activities, power and future rewards, and dismissal or
transfer (Ashford, 1988). Insecurities about the disappearance or change of
perceived obligations in the employment relationship are used to explain why
employees experience a period of organizational change as stressful (Ashford,
1988).
Psychological contracts are assumed to be influenced by organizational changes
in a number of ways. In the first place, the change itself may have consequences
for the work situation of employees, for example when their role and tasks are
affected, and they have to adapt to new circumstances and changed demands.
This might lead to the introduction of new obligations (Sims, 1994). An
organization that wants to emphasize teamwork more will probably value
different employee competencies than before. In this case cooperation, for
example, will be considered as an important value. In the second place, when
the atmosphere in the organization changes as an inadvertent effect of the
change process, this might in itself be a cause of a violation of the psychological
contract. In addition, employees may become insecure about the future and
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wonder if more expectations will be violated (Morrison, 1994). Finally, the
implementation process (communication, participation and support) will have
consequences for the psychological contract (Schalk, Campbell & Freese, 1998).

The way the organization deals with the change process concerns opinions on
who should be involved in the change process, which information needs to be
provided and which support needs to be given. All these factors include potential
violations of psychological contracts.

In contrast to the abundance of literature assuming changing
psychological contracts in times of change, however, empirical field research on
the effects of organizational changes on psychological contracts is scarce. The
few exceptions (Turnley & Feldman, 1998; Freese, Heinen & Schalk, 1999
(longitudinal); Pate, Martin & Staines, 2000 (longitudinal) and Kickul, Lester &
Finkl, 2002), provide some evidence that psychological contracts are affected
during an organizational change process. In addition, interviewing employees
undergoing an organizational change process often shows that they indicate that
their perceived obligations had changed since the start of the change
implementation process. For instance, the organization expected the employees
to be more flexible, employees' responsibilities increased, work pressure
increased, opportunities for career development changed, the social atmosphere
was affected, employees needed to be more cost-conscious and overtime was no
longer paid, as reported by Freese & Schalk (Chapter 3). Employees in
downsizing or restructuring organizations experienced psychological contract
violations with regard to job security (Turnley & Feldman, 1998), compensation
and advancement opportunities (Turnley & Feldman, 1998; Pate, Martin &
Staines, 2000) and communication (Pate et al., 2000). Pate et al. (2000)
described that particularly HR policies and practices led to psychological
contract breach. Thus psychological contracts seem to be affected when
organizational changes are implemented.

The aim of this study is to add to the existing literature on the impact of
organizational changes on psychological contracts by (1) examining the
magnitude of psychological contract change in times of organizational change by
(2) using a longitudinal design, and (3) examining the exchange between
employer and employee obligations and organizational commitment and
intention to turnover in a causal model.

We question the supposed magnitude of the changes in psychological
contracts that are often assumed in the management literature. As Rousseau
(1995) did put it: a psychological contract constitutes "cognitive structures that
once formed are relatively durable and resistant to change". Therefore, we
expect psychological contracts to be resilient, and able to recover from violation
(Freese & Schalk, Chapter 3). Cross-sectional studies on the psychological

contract are not able to capture these dynamic changes. Therefore, to study the
effects of organizational changes on psychological contracts and changes in the
psychological contract in general, a longitudinal research design is essential. If a
longitudinal research design is chosen, insight can be acquired on whether the
relationships between psychological contracts and outcome variables are stable
or variable over time, by using linear structural equation models. In section
5.3.5 this method is clarified.
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Another problem of research on organizational changes is pointed out by
Roehling, Cavanaugh, Moynihan & Boswell (2000). They state that it is overly
simplistic to assume that the factors in the business environment (e.g. increased
competition or corporate downsizing) and social environment (e.g., changing
values regarding work-life balance or changing workforce demographics) that
are driving changes in the employment relationship, have an equal influence
across organizations. Many organizational change studies are based on random
samples of employees working at a host of different organizations, which makes
it impossible to assess the influences of societal and business change factors.
Organizational change studies should concentrate on organizations with shared
organizational settings to be able to capture these influences.

5.2 Hypotheses
The first group of hypotheses deals with changes in psychological contracts over
time.  In a longitudinal study Robinson, Kraatz and Rousseau (1994) measured
perceived obligations of 96 business school alumni at recruitment and two years
later. They established that the alumni perceive that they owe less to their
employers over time, while seeing their employers as owing them more. Earlier
we argued that psychological contracts might be resilient to change. Therefore,
it is tested whether the psychological contracts of health care workers change
over time.

Hypothesis  1:
()uer time, employees perceive less employee obligations.

Hypothesis 2:
Ouer time, employees perceiue  that the fulfillment of perceiued organizational
obligations decreases,  and the number of uiolations of perceived organizational
obligations increases.

An additional hypothesis concerns the changes in organizational commitment
and intention to turnover over time. Because it is assumed that the number of
violations increases, it is assumed that organizational commitment decreases
and the level of intention to turnover increases.
Hypothesis 3:
Ouer time, a/fectiue and continuance commitment decrease and intention to
turnouer increases.

A second group of hypotheses is related to the impact of organizational changes
on psychological contracts. We expect that during the change implementation
process certain perceived obligations are fulfilled to a lesser extent and that the
number of violations of the psychological contract increases. In addition, because
the psychological contract is a multi-dimensional contract (De Vos, Meganck &
Buyens, 2006), we expect that certain aspects of the psychological contract are
affected by the organizational changes to a greater extent than others.
Delayering of the organization, for example, would be expected to primarily
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have an impact on Career Development, whereas implementation of new
technology could have an effect on Job Content.

Hypothesis 4:
During an organizational change process the fulfillment of perceived
organizational obligations decreases.

Hypothesis 5:
During an organizational change process the fulfillment of perceived employee
obligations decreases.

Hypothesis 6:
The organizational change process increases the number of psychological
contract violations.
Hypothesis 7:
Organizational changes will haue differential effects on the different components
of psychological contracts (Job Content, Social Atmosphere, Career Development,
Organizational Policies, Rewards, In-role and Extra Role Obligations).

The third group of hypotheses is related to the causal order of effects of changes
in psychological contracts. The psychological contract is an exchange
relationship. The scales of perceived employee obligations and perceived
organizational obligations are often seen as separate entities, but fulfilling
perceived obligations should be studied as an outcome of the exchange
relationship (Coyle-Shapiro & Kessler, 2002). In this study the level of perceived
employee obligations is modeled as an outcome of the fulfillment or violation of
perceived organizational obligations. With respect to the consequences of
fulfillment or violation of the different components of psychological contracts, we
expect that when psychological contracts are fulfilled to a lesser extent or
violated more often, this will be accompanied by lower levels of organizational
commitment and higher levels of intention to turnover. In addition, we want to
assess whether certain perceived obligations are related to employee attitudes,
whereas others are not. And we examine the direct influence of organizational
change on the levels of organizational commitment and intention to turnover.

Hypothesis 8:
The non-fulfillment or uiolation ofperceiued organizational obligations is related
to a lower leuel Ofperceiued employee obligations.
Hypothesis 9:
Psychological contract fulfillment or violation of the different components of
psychological contracts haue differential e#ects on a#ective and continuance
commitment.
Hypothesis 10:
Organizational changes negatiuely affect the level of a/fective and continuance
commitment.
HvPothesis 11:
Psychological contract ful/illment or uiolation of the different components of
psychological contracts will have differential e#ects on the intention to turnouer.
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HyDothesis 12:
During organizational changes the leuel of intention to turnouer increases.

The last group of hypotheses concerns the effects of the type of organizational
changes and the change implementation process on psychological contracts.
Turnley & Feldman (1998) suggest that future research needs to examine the
attributions that employees make when they perceive that their psychological
contracts have been violated. Kickul, Lester and Finkl (2002) found that the
level of interactional justice (the way changes were handled) significantly
affected employee responses of job satisfaction, in-role job performance,
organizational citizenship behavior and intention to leave when intrinsic
outcomes like autonomy, responsibilities and participation were breached. This
indicates that certain aspects in the change implementation process might lower
the chances of psychological contract breach, like the level of involvement in the
change process and perceived organizational support or the quality of the
information that is provided on the change process. Likewise satisfaction with
the implementation process and having a clear image of the future (experiencing
less uncertainty) might have an influence on the effects of psychological contract
breach. Finally we assume that not all kinds of organizational changes have the
same effect on the fulfillment and violation of psychological contracts,
organizational commitment and intention to turnover. The organizational
changes that occurred in the researched organizations were a new supervisor, a
different team composition, a different contract, changes in tasks and changes in
the organizational structure. The following hypotheses were formulated:

Hypothesis 13a:
Employees who were inuotued in the change process experience fewer uiolations
and higher leuels of fulfillment of perceived organizational obligations than
employees who were not inuolued in the change process.
Hypothesis 13b:
Employees who were involved in the change process perceive more employee
obligations, haue higher levels Of organizational commitment and lower levels of
intention to turnover than employees who were not inuolued in the change
process.
Hypothesis 148
Employees who received clear information on the change process experience fewer
violations  and  higher  leuets  of fulfillment  of perceived  organizational  obligations
than employees who did not receiue clear information.
Hypothesis 14b:
Employees who received clear information on the change process perceive more
employee obligations, haue higher levels oforganizational commitment and lower
levels of intention to turnover than employees who did not receiue clear
information.
HvDothesis 15a:
Employees who perceiued organizational support during the change process
experience fewer violations and higher levels of fulfillment of perceived
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organizational obligations than employees who did not perceive organizational
support.
Hypothesis 15b:
Employees who perceived organizational support during the change process
perceiue more employee obligations, haue higher leuels Of organizational
commitment and lower levels of intention to turnover than employees who did not
perceive organizational support.
Hypothesis 16a:
Employees who haue a clear image of the future experience fewer violations and
higher levels of fulfillment of perceived organizational obligations than
employees who do not haue a clear image of the future.
Hypothesis 16b:

Employees who have a clear image of the future perceive more employee
obligations, haue higher levels of organizational commitment and lower levels of
intention to turnover than employees who do not have a clear image of the future.
Hypothesis  178
Employees who are satisfied with the change process experience fewer violations
and higher levels of fulfillment of perceived organizational obligations than
employees who are not satisfied with the change process.
Hvpothesis 17b:

Employees who are satisfied with the change process perceive more employee
obligations, haue higher leuels Of organizational commitment and lower levels of
intention to turnover than employees who are not satisfied with the change
process.
Hypothesis 18:
Different kinds Of organizational changes haue differential effects on
psychological contracts and organizational commitment and intention to
turnouer.

Most longitudinal studies use samples of young professionals or graduates,
probably because of their connections with the university. These graduates are
often employed at many different organizations (mostly universities or
prestigious organizations), with various organizational settings. Research on the
effects of organizational transformation by Nelson, Cooper & Jackson (1995)
indicates that employees in positions of less control (mainly manual workers)
and higher uncertainty suffer the greatest negative effects of major
organizational change. In our research, we will therefore concentrate on a
sample of low educated employees in the health care sector from four
organizations with similar organizational contexts.

5.3 Method

5.3.1 The participating organizations
At the time this study was started, the government policies for the provision of
home care in the Netherlands had just drastically changed. That necessitated
organizations providing home care to cut costs and operate more customer
friendly and efficiently. The consequence was that organizations started to
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merge, restructure and implement many organizational changes. Because we
wanted to study the effects of organizational changes, we approached several
organizations that went through such major organizational change processes.

Four organizations were willing to participate in our research. Three
organizations provide home care for persons with (mental or physical) health
problems and their families, and one of them also provides counseling and
advice related to health issues. Tasks of the employees include physical care
(treating wounds, providing medication, washing patients or helping them to get
dressed), housekeeping and taking care of the children of the patients. The
fourth organization hosts elderly people who are not able to care for themselves
because of mental or physical problems. Tasks of the employees are virtually the
same as the tasks of the home care employees.

Health care organizations were going through a lot of changes in the
Netherlands, because of the need of reducing costs of health care, trends to treat
patients at home  as long as possible, ageing of the population and changing
demands of clients. Thus, the social service sector was being confronted with
decreasing budgets, a need for greater cost-efficiency, and more emphasis on
customer-orientation. Organizations in home care were forced by the
government to work together with other health and home care organizations, to
be able to provide full scale service, and to reduce bureaucracy. Two home care
organizations in our sample merged with each other (these organizations are
treated as one organization in our results). The other home care organization
chose to work closely together with another health care organization. All of the
participating organizations had to reorganize their middle management layer.

The merging organizations also went through a radical restructuring
process according to the 'business process redesign' (BPR) approach. New jobs
were created, and employees had to apply for one of the new jobs. Since jobs
were restructured, the content of many jobs was changed. The home care
employees were faced with new teams, new supervisors, a strict separation of
care and cleaning services, the introduction of strict time schedules that
prescribed the minutes they were allowed to work on each task and the
bureaucracy that accompanied this system and travel cost benefits were cut.
Furthermore, a new work schedule of night and weekend shifts was introduced.
The intake procedure for clients also changed; it was no longer conducted by
employees of the organizations but by an independent institution. Management
tried to implement a more customer-oriented approach, and a new reward
system was established. In addition, new hires were no longer offered
permanent contracts and sometimes vacancies were not filled. The home for
elderly people was in a process of restructuring tasks, comparable to the
merging home care organizations, besides the reorganization of the middle
management layer in order to reduce costs.

5.3.2 Research design
A longitudinal design has several advantages compared with a cross-sectional
design (De Vos, 2002). First, it allows us to capture changes in the employee's
psychological contracts over time and to study intra-individual differences in
this change process. To assess whether organizational change affects the
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psychological contract of employees, longitudinal research is a necessity.
Furthermore, problems of common method variance inherent in using only
perceptual measurements in a cross-sectional design are reduced and
longitudinal data have more statistical possibilities regarding model building
and testing (De Vos, 2002).

The design of the study was to present the first questionnaire before the
actual implementation of changes      (Time 1: pre-test), the second     one
approximately one month after change implementation (Time 2: first post-test)
and a third measurement seven months after the change implementation (Time
3: second post-test). The questionnaires were sent to employees, at different
points in time related to the situation in the four participating organizations. At
a formal level, the merger was effectuated before the start of the study.
However, the actual implementation of the restructuring was planned to take
place between Time 1 and Time 2.

5.3.3 Sample
At the first measurement, 869 employees were approached of whom 450
responded (response rate 52%). The second time employees who had
participated in the first study were asked to fill in the same questionnaire (N =
413). The response rate was 59% (245 employees). Data for all three
measurement points were available of 186 employees (76% of the respondents of
measurement 2 sent back the third questionnaire). In Table 18 the response
rates of the participating organizations are presented.

Table 18 Response rates

A                          B                          C                          Total
Sent Resp. Sent Resp. Sent Resp. Sent Resp.

Tl 225 128 137    52 507 270 869 450

(57%) (38%) (53%) (52%)
T2  91     56     52     28 270 161 413 245

(62%) (54%) (60%) (59%)
T3  56     46     28     20 161 120 245 186

(82%) (71%) (75%) (76%)

In organization A due to administrative problems 37 respondents could not be
traced for the second measurement, which lowered the response rate for the
second measurement. Respondents could not be treated completely
anonymously, as changes in their psychological contracts were observed over
time. However, organizations were only given aggregated data.

The mean age of the sample of 450 respondents was almost 40 years,
mean tenure with the organization eight years, and on average employees had
their current job six years. Most employees in the sample were female (98%) and
more than half of them (57%) took care of children living at home. Most
employees had a low educational level (58%), 17% was highly educated, and 25%
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had an intermediate educational level. Almost 80% of the employees had a
partner who contributed more to the family income than the respondents did
themselves. Twelve percent of the employees had supervisory tasks, and most
of the employees had part-time jobs (mean number of working hours 21, s.d.
9.0), in a tenured position (97%). Although our sample seems to contain
relatively many women and many part-time employees, this sample is
representative for employees working in home care. A large majority (95%) of
the employees in home care are female (Vulto & Moree, 1993, Hornman, 1994).
Virtually all employees on the shop floor work part-time (95%, Hornman, 1994).

A common threat to the validity of longitudinal findings is nonrandom
subject attrition (Little, Lindenberger & Maier, 2000). Attrition occurs when not
all subjects who have been asked to participate in a longitudinal study
participate in all assessments. We assessed whether the 186 respondents who
completed questionnaires on all three measurement points are representative
for the total sample (450 respondents). With logistic regressions it was
examined whether participation in the second and third assessment could be
predicted with regard to age, supervision, organization, and the scores on the
psychological contract and attitude scales. Only the organization to which the
respondents belonged predicted whether they participated the next time.
Whether a subject dropped out of the study could not be predicted on the basis of
the variables measured at a previous time. The participants who remained in
the sample did not differ on the variables mentioned above from the participants
who dropped out of the sample, nor did they differ in their answers on the
questionnaire scales.

5.3.4 The Tilburg Psychological Contract Questionnaire (TPCQ)
To all respondents the TPCQ (see also Chapter 4) was sent 3 times. The
questionnaire consisted of six parts:
Part  1:
Demographic characteristics (such as age, gender, education) (only at Time 1),
and (changes in) job, contract, home situation;
Part 2:
An assessment of perceived organization obligations, see also Freese & Schalk

(1997) (7 point Likert scale, 1 ='less than expected", 7 = "more than expected"):
•    Job Content (10 items, Cronbach's a=.87), for example: "To have work that

is varied".
• Career Development (5 items, Cronbach's a=.83), for example: "Achieve

progress in my.field of work".
• Social Atmosphere (9 items, Cronbach's a=.90), for example: "A good

atmosphere at work".
• Organizational Policies (11 items, Cronbach's a=.91), for example:

"Fairness and transparency of measures and procedures".
• Rewards (5 items, Cronbach's a=.73), for example: "Rewards for

exceptional performance or special occasions".
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Part 3:
An assessment of experienced Violations (40 items, Cronbach's a=.92) of the
perceived organization obligations (dichotomous score: level of fulfillment of
each of the perceived organization obligations is: 1 = "Acceptable", 2 = "not
Acceptable" (40 items));
Part 4:
An assessment of employee obligations. Items derived from Rousseau & De
Palma (no date), Manning (1993) and Schalk, Freese & Van den Bosch (1995), (5
point Likert scale, 1 = "I feel absolutely not obligated to do this", 5 = "I feel very
strongly obligated to do this")
• In-role Obligations (10 items, Cronbach's a=.86), for example: "Provide

good service".
• Extra-role Obligations (8 items, Cronbach's a=.77), for example: 'Work

extra hours if that is what is needed to get the job done".
Part 5:
An assessment of employee attitudes, (7 point Likert scale, 1 = "I absolutely do
not agree", 7 = "I fully agree"):
• Affective Commitment. Items derived from OCQ (Mowday, Steers &

Porter, 1979) and ASQ (Meyer & Allen, 1991), (7 items, Cronbach's a=.84),
for example: "I really care about the fate of this organization".

• Continuance Commitment. Items derived from CCS (Meyer & Allen,
1991) (7 items, Cronbach's a=.70), for example: "It would be very hard for
me to leave my organization right now, even if I wanted to".

•   Intention to Turnover. (8 items, Cronbach's a=.88). Newly constructed
scale, with items from QCQ (Mowday, Porter & Steers, 1979), Franklin
(1975) and Freese & Schalk (1997), for example: "I often think about

quitting".
Part 6:
Questions about the organizational changes and experiences in the change
process. For example "Did something change in the past six months in your
work or the organization policy?"(1 = yes, 2 = no), "What kind of changes were
there?" (eight categories: job, tasks, (formal) contract, team composition,
supervisor, organization (personnel) policy, organizational structure; 1 = yes, 2 =
no), "Are you satisfied with the change implementation?" (1 = no, 2 = no change,
3 = yes), "Are you (mentally) preoccupied with the change?" (1 = no, 2 = yes,
somewhat, 3 = yes, very much).

5.3.5 Research model and statistical analyses
The regression analyses carried out on the research questions concerning the
influence of the organizational change process on the psychological contract
scales are based on the conceptual model (shown in Figure 6) that postulates
certain explanatory relationships among the variables in this study.
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Figure 6 Research model

According to this model the entire set of variables is partitioned in four blocks.
The first block consists of the single dichotomous variable Change (did a change
take place in your work or organization the past six months?); the second block
contains the perceived organizational obligations; Job Content, Career
Development, Social Atmosphere, Organizational Policies, Rewards and
Violations, the third block contains Affective Commitment, Continuance
Commitment, In-role Obligations and Extra-role Obligations and, finally, the
fourth block consists of the single dependent variable Intention to Turnover.
Based on this conceptual model several regression models can be defined by
relating each variable in a particular block to all the variables in the previous
blocks. In total 11 different regression models can be defined:

•   first, we have the six regression analyses in which each of the perceived
organizational obligations scales is regressed on Change;

•   second, we have the four regression analyses in which each of the four
variables (Affective Commitment, Continuance Commitment and the
perceived employee obligations) in the third block are regressed on the

seven variables from the first and second block;

•    finally, we have the regression analysis of Intention to Turnover from the
fourth block on all 11 variables from the previous three blocks.
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All variables were measured at three time points in time. Since carrying out all
11 regression analyses separately for the three points in time would involve an
overwhelming number of analyses the results of which would be very difficult to
integrate into a substantive model, we opted for a different strategy. For each of
the dependent variables we built a linear structural equation model (LSEM) in
which its three measurements are related to the relevant explanatory variables
measured at the same point in time as the dependent variable itself. We
illustrate this approach by means of an example in which a dependent variable
Y and a single explanatory variable X is measured at three points in time. The
consecutive measurements on the two variables are denoted by the triples (Yl,
Y2, Y3) and (Xl, X2, X3).  The type of model that will be considered for these
data consists of a set of three regression equation with each measurement of Y
being regressed on the explanatory variable measured at the same point in time.
More formally, this model is specified by three regression equations:

Yl  = al  + bl Xl  + El

Y2 =a2 + b2*'.2 + E2
b =a3 + bjX3 + EJ

or, more concisely, by

Yt =at + btxt + Et

with t = 1,2, or 3. Note that it is not assumed that the regression coefficients of
X remain constant over time.

Although it may seem that the unknown regression parameters are
estimated by carrying out separate linear regression analyses for the three
dependent variables, this is only the case when the three error terms are
mutually uncorrelated. When the association or correlation between two
measurements of Y is not completely explained by the effects of their respective
explanatory variables these error terms will be correlated. A model of this type
with correlated error terms (and with no additional equality restrictions on the
regression parameters) is known as a "seemingly unrelated regressions" or SUR
model (Zellner, 1962). Such a model is considered as an appropriate model for
analyzing repeated measurements of a dependent variable in its relationship
with a fixed set of time-varying explanatory variables.

When the data do not contain missing values, the parameters of a SUR
model are usually estimated by means of a generalized least squares procedure
(see Srivastava & Giles,  1987). Here, the parameters of the regression equations
were estimated by AMOS 6 which is a software package for fitting and testing
linear structural equations models. This program was chosen, because it
provides full information maximum likelihood (FIML) estimates of the
parameters when the data contain missing scores. Several simulation studies
have shown that the FIML approach is the most efficient method among the
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available methods to deal with data missing at random. FIML estimation is
therefore the appropriate method for analyzing longitudinal data when there is
a considerable dropout of subjects throughout the study, like in the present
study.

FIML estimation by means of AMOS requires that the SUR model is
recast as a linear structural equations model (LESM). This was done in the
following way. The system of three regression equations linking each
measurement of the dependent variable to its explanatory variables represents
the core of the structural equations model. Since in a SUR model the error terms
from the different equations are allowed to correlate, these mutual error
correlations were specified as additional unknown parameters. An additional
important point to consider was whether the error term in a particular equation
is also allowed to be correlated with the explanatory variables in the two other
equations. Drton and Richardson (2004) have made clear that the original SUR
model as formulated by Zellner (1962) implies that a dependent variable Yt is
conditionally independent from the explanatory variables Xt'  for t'# t given the
explanatory variables Xt. The association or correlation between Yt and Xt' is
then spurious and is completely explained by their dependence on Xt. In the
context of a linear structural equations model, conditional independence of this
kind means that the error term Et from the regression equation for Yt is
uncorrelated with all explanatory variables that are not included in that
equation. It furthermore implies that no common causes of Yt and Xt' are left
out of the model. Conditional independent assumptions of this kind are very
strong and are probably very difficult to justify in practical data analyses.
Therefore, the linear structural equations models formulated in this study were
extended by allowing a correlation between each error term and the explanatory
variables that are not included in its corresponding regression equation.

When no further constraints are imposed on the model parameters, the
structural equation model defined in this way is a saturated model against
which more restrictive sub-models can be tested. Two particular types of sub-
models were systematically tested in this paper:
•   In the first type of restrictive models the hypothesis was tested that the

effect of an explanatory variable remained constant over time by setting its
regression coefficients in the three equations equal to each other. In terms
of the simple example introduced above this model tests the null hypothesis:

bl = b2 -b3
•   In the second type of restrictive models the hypothesis was tested that a

particular explanatory variable had no significant effect on the dependent
variable at any point in time by setting all its regression coefficients in the
three equations equal to zero. In terms of the same example we now test the
null hypothesis:

bl =b2 =b3 =0
Both hypotheses were tested for each of the explanatory variables in turn while
the regression coefficients of the remaining explanatory variables were left free
to vary. In this way LSEM analyses were separately carried out for each of the
11 dependent variables  in this study. Given the large number of statistical tests
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carried out in this study, the significance level was set at 1% to reduce the risk
of Type 1 errors. Straightforward application of the Bonferroni correction would
have lead to such an a-level that the statistical power of all analysis would be
seriously jeopardized.

5.4 Results

5.4.1   Changes  in the psychological contract and employee attitudes
over time

For each scale in this study a separate analysis was carried out by means of
AMOS 6 in which first the means, variances and co-variances were estimated
for the three measurements without imposing any constraint on those
parameters. In a second analysis the same parameters were estimated again but
now under the null hypothesis that the mean scores on a scale did not change
over time. AMOS 6 was used because it allows the full information maximum
likelihood approach to missing data. By means of a conditional log likelihood
test, the hypothesis of no change over time could be tested. In Table 19, the
results are presented.

Table 19 Means  over time

Means Null hyporhesis test (df=2)
Tl T2 T3 CMIN P Mean

Job Content 4.36 4.39 4.24 5.522 .063 4.35

Career 3.56 3.56 3.43 2.661 .264 3.54

Development
Social 4.83 4.73 4.62 7.718 .021 4.78

Atmosphere
Organizational 3.93 3.87 3.72 8.694 .013 3.87

Policies
Rewards 3.74 3.75 3.60 5.878 .053 3.71

Violations 1.19 1.18 1.20 1.978 .372 1.19

Affective 5.31 5.15 5.04 35.905 .000* 5.24

Commitment
Continuance 4.59 4.46 4.28 42.756 .000* 4.51

Commitment
In-role 4.44 4.41 4.38 5.537 .063 4.43

Obligations
Extra-role 3.46 3.47 3.41 5.957 .051 3.46

Obligations
Intention to 2.53 2.66 2.74 12.138 .002* 2.59

Turnover

141



Chapter 5

A general inspection of the scale means reveals that the fulfillment of the
perceived organization obligations Job Content and Social Atmosphere are
experienced as slightly better than expected (means about 4.4 and 4.8 on a 7-
point scale), whereas the fulfillment of Career Development, Organizational
Policies and Rewards is experienced as slightly less than expected (means about
3.5. 3.9 and 3.7). The employees have high scores on perceived employee
obligations, and the standard deviations are much smaller than on other scales.
Employees differentiate, however between In-role Obligations (mean about 4.4)
and Extra-role Obligations (mean about 3.5). We asked the respondents to
indicate to what extent they had fulfilled their obligations to the organization in
general. The mean fulfillment of employee obligations (single item) did not
change over time and was rated quite high (4.2 on a 5-point scale). The mean
scores on the employee attitude scales show that the employees in our sample
have on average positive feelings about their work situation, characterized by
high affective commitment (mean about 5.2 on a 7-point scale) and low intention
to turnover (mean about 2.6 on a 7-point scale). With respect to the hypotheses,
the following results were obtained:

Hypothesis 1: ()uer time, employees perceive less employee obligations.

This hypothesis was rejected.
Hypothesis 2 Ouer time, employees perceive that the fulfillment of perceived
organizational obligations decreases, and  the  number  of violations  of perceived
organizational obligations increases.
This hypothesis was rejected.

Hypothesis 3: Ouer time, affective and continuance commitment decrease and
intention to turnover increases.
This hypothesis was accepted. Although the psychological contract does not
change over time, organizational commitment and intention to turnover do
change. Different dynamics are at stake here.

5.4.2 Organizational change, the psychological contract,
organizational commitment and intention to turnover
In order to adequately assess the extent to which large scale organizational
changes affect employees, it is important to identify whether the individual
employees have noticed these organizational changes and whether they were
affected by the organizational changes. In changing organizations some
employees may be affected quite drastically by the reorganization process, while
for others it is business as usual (Nelson, Cooper & Jackson, 1995). Even though
the employees involved in this study all work in the same organizations which
were undergoing massive changes during the period the data were gathered, it
cannot be assumed that they are affected in the same way by the organizational
change process. Therefore, we asked employees at each measurement point
whether in their opinion an organizational change had taken place in their
organization in the past six months. Psychological contracts can only be affected
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by organizational changes if employees actually experience organizational
change. Much to our surprise, at Time 1, when the management had assured us
that the changes had not been formally introduced yet, 79% of the respondents
(N=147) indicated that they had perceived a change, the highest percentage of
all measurement moments. At Time 2 65% (N=118) and at Time 3 59% (N=108)
of the employees perceived organizational changes. Organizational change thus
was an ongoing process in the organizations involved in this study. The
organizational changes include a changed organizational structure, different
tasks, new teams and supervisors and other kinds of contracts.

With respect to the impact of the organizational changes on the
psychological contract and attitudes the results of the LSEM analyses are
described below. The column with the heading Test 1 refers to tests of the null
hypothesis that regression coefficients of the independent variables remain
constant over time. The column with heading Test 2 refers to the tests of the
null hypothesis that all those regression coefficients are equal to zero. Both tests
were separately carried out for each dependent variable. While testing both
hypotheses for the regression coefficients for each independent variable, the
coefficients in the equations for the remaining variables are left free.

If the first null hypothesis is rejected (pSO.01), the regression
coefficients vary over time. If the second null hypothesis is rejected (I)50.01), the
independent variable has a significant effect on the dependent variable that is
considered. To increase readability, only the regression coefficients that are
significant are presented here. In Table 20, the results of the tests of the
regression analyses of organizational change on the perceived organizational
obligations are presented.

Table 20 Test of time invariance and significance of the influence of
organizational change on perceived organizational obligations

Test 1 (df =2) Test 2 (df=3)
CMIN P CMIN p

Job Content 3.623 .163 3.923 .270

Career Development 0.968 .616 2.377 .498

Social Atmosphere 3.105 .212 3.606 .307

Organizational Policies 4.256 .119 23.968 .000*

Rewards 4.490 .106 23.959 .000*

Violation 1.990 .370 23.444 .000*

Table 20 shows that the regression coefficients do not vary over time. In
addition, three variables are influenced by organizational changes:
• Organizational Policies:

Invariant regression coefficient of Change: B = .427 (se = .094).
Standardized values are  .147,  .185,  and .200, respectively.

• Rewards:
Invariant regression coefficient of Change: B = .382 (se = .086).
Standardized values are .137,  .182,  and .198, respectively.

• Violation:
Invariant regression coefficient of Change: B =  -.071 (se = .015).
Standardized values are -.165, -.181, and -.189, respectively.

143



Chapter 5

Hypothesis 4: During an organizational change process the fulfillment of
perceiued organizational obligations decreases.
This hypothesis is partially accepted. The change process leads to a decreased
fulfillment of some perceived organizational obligations (Organizational Policies
and Rewards), but not of all of them.

Hypothesis 6: The organizational change process increases the number of
psychological contract violations.
This hypothesis is accepted.
Hypothesis 7: Organizational changes will haue differential effects on the
di/ferent components ofpsychological contracts.
This hypothesis is accepted. The organizational change process has a time-
invariant effect on the perceived level of fulfillment of the scales Organizational
Policies and Rewards, but has no effect on the perceived levels of fulfillment of
the scales Job Content, Career Development and Social Atmosphere.

In Tables 21 and 22 the results of the tests of the regression analyses of
organizational change and perceived organizational obligations on In-role
Obligations and Extra-role Obligations are presented.

Table 21 Test of time invariance and significance of the influence of
organizational change and perceived organizational obligations on In-role
Obligations

Test 1 (df=2) Test 2 (df==3)
CMIN P CMIN        p

Change 4.968 .083 5.144 .162

Job Content 2.081 .353 5.698 .127

Career Development 7.213 .027 12.621 .006*

Social Atmosphere 8.790 .012 14.156 .003*

Organizational Policies 2.311 .315 2.443 .486

Rewards 3.274 .195 6.053 .109

Violations .900 .638 14.838 .002*

Table 21 shows that the regression coefficients do not vary over time. In
addition, In-role Obligations are influenced by three variables:
• Violation

Invariant regression coefficient B= .364 (se = .100).
Standardized values are  .167,  .169, and .175, respectively.

• Career Development:
Invariant effect regression coefficient B = -.036 (se = .015).
Standardized values are -.121, -.113 and -.120 respectively.

• Social Atmosphere:
Invariant regression coefficient B = .042 (se = .018).
Standardized values are  .128,  .122,  and .124, respectively.
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Table 22 Test of time invariance and significance of the influence of
organizational change and perceived organizational obligations on Extra-role
Obligations

Test 1 (df=2) Test 2 ((if=3)
eMIN         P               CMIN         p

Change 3.723 .155 4.449 .217

Job Content 4.608 .100 8.675 .034

Career Development 5.105 .078 5.810 .121

Social Atmosphere 4.036 .133 4.428 .219

Organizational Policies 2.030 .362 4.504 .212

Rewards 2.102 .350 3.285 .350

Violation 2.441 .295 4.678 .197

Final model: No significant effects for any predictor.

Hypothesis 5: During an organizational change process the fulfillment of
perceived employee obligations decreases.

This hypothesis is rejected. Organizational change does not affect perceived In-
role or Extra-role Obligations.

Hypothesis 8: The non-fulfillment or violation of perceiued organizational
obligations is related to a lower level Ofperceiued employee obligations.
This hypothesis is partially accepted. A lesser fulfillment of Career
Development, Social Atmosphere and Violations of the psychological contract
have a negative time-invariant effect on In-role Obligations, but not on Extra-
role Obligations. Job Content, Organizational Policies and Rewards have no
significant effects on In-Role or Extra-role Obligations.

In Tables 23 and 24 the results of the tests of the regression analyses of
organizational change and perceived organizational obligations on Affective
Commitment and Continuance Commitment are presented.

Table 23 Test of time invariance and significance of the influence of
organizational change and perceived organizational obligations on Affective
Commitment

Test 1 (df=2) Test 2 (df=3)
CMIN P CMIN p

Change .588 .745 3.023 .388

Job Content 3.254 .197 11.509 .009*

Career Development 6.535 .038 8.454 .038

Social Atmosphere .619 .734 1.057 .787

Organizational Policies .328 .849 27.921 .000*

Rewards 2.590 .274 2.883 .418

Violation 3.975 .137 7.648 .054
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Table 23 shows that the regression coefficients do not vary over time. In
addition, Affective Commitment is influenced by two variables:
•   Job Content:

Invariant regression coefficient B = .097 (se=.030).
Standardized values are .145,.123 and .134 respectively.

• Organizational Policies:
Invariant regression coefficient B = .231 (se = .029).
Standardized values are: .360,.320 and .331 respectively.

Table 24 Test of time invariance and significance of the influence of
organizational change and perceived organizational obligations on Continuance
Commitment

Test 1 (df=2) Test 2 (df=3)
CMIN P CMIN p

Change 4.999 .082 8.230 .041

Job Content 1.616 .446 1.983 .576

Career Development 1.665 .435 2.274 .517

Social Atmosphere .531 .767 2.090 .554

Organizational Policies 4.146 .126 20.283 .000*

Rewards .103 .950 .470 .926

Violation 1.146 .564 1.247 .742

Table 24 shows that none of the explanatory variables has a significant effect at
any of the points in time except:
• Organizational Policies

Invariant regression coefficient B= . 160 (se=.032).
Standardized values are: .211, .200 and .205 respectively.

Hypothesis 9: Psychological contract fulfillment or uiolation Of the different
components of psychological contracts  will have differential effects on affectiue
and continuance commitment.
This hypothesis is accepted. The level of fulfillment of Social Atmosphere,
Career Development and Rewards and the number of Violations in general,
have no effect on Affective Commitment. Whereas the lower levels of fulfillment
of Job Content and Organizational Policies are accompanied by lower levels of
Affective Commitment. For Continuance Commitment, only the level of
fulfillment of Organizational Policies had an influence.

Hypothesis 10: Organizational changes negatiuely affect the leuel of affectiue and
continuance commitment.
This hypothesis is rejected.

In Table 25 the results of the regression analyses of organizational change,
perceived organizational/employee obligations and organizational commitment
on intention to turnover are presented.
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Table 25 Test of time invariance and significance of the influence of
organizational change, perceived organizational/employee obligations and
organizational commitment on intention to turnover

Test 1 (df=2) Test 2 (df=3)
CMIN P CMIN p

Change 3.787 .151 19.830 .000*

Job Content .362 .835 .368 .947

Career Development 4.888 .087 4.979 .173

Social Atmosphere 1.907 .385 2.141 .544

Organizational Policies 3.113 .211 9.122 .028

Rewards 7.165 .028 8.318 .040

Violation .803 .669 16.546 .001*

Affective Commitment 1.783 .410 229.329 .000*

Continuance Commitment 4.286 .117 23.449 .000*

In-role Obligations 1.007 .604 13.756 .003*

Extra-role Obligations 1.257 .533 25.665 .000*

Table 25 shows that Job Content, Career Development, Social Atmosphere,
Organizational Policies and Rewards have no effect on Intention to Turnover.
There are time-invariant effects on Intention to Turnover for:
•     Change: B = -.211 (se= .046), B = -.040,-.057, and -.045 respectively.
•       Violation:  B = .965 (se =.145), 13 - .080,.  080 and .078 respectively.
• Affective Commitment: B = -.777 (se=.042),13 = -.681, -.683 and -.750.
• Continuance Commitment: B= :142 (se = .018), 13 = -.265, -.263 and -.259

respectively
• In-role Obligations: B = -.280 (se = .077), 13 - :056, -.065 and -.080

respectively.
• Extra-role Obligations: B = .291 (se = .046), 13 = .096,.115 and .140

respectively.
Hypothesis 11: Psychological contract fulfillment or violation of the di/ferent
components of psychological contracts (Job Content, Social Atmosphere, Career
Deuelopment, Organizational Policies, Rewards, In-role and Extra Role
Obligations) will have differential effects on the intention to turnover.
This hypothesis is accepted. Intention to Turnover is not affected by the level of
fulfillment of perceived organizational obligations. The level of fulfillment of
perceived employee obligations do influence the intention to turnover. Note that
the sign of regression coefficient of Extra-role Obligations is positive whereas a
negative value is expected on substantive grounds. This is an example of a
suppressor effect (Maassen & Bakker, 2001). Extra-role obligations correlate
highly positive with two other predictors (In-role obligations and Affective
commitment) that have negative coefficients in the regression equation. The
(non-causal) indirect effect of Extra-role Obligations on Intention to Turnover
turns out to be highly negative.
Hypothesis 12: During organizational changes the level of intention to turnover
increases.

This hypothesis is accepted.
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Conclusive model:
To summarize the results from the hypotheses 1 to 12, Figure 7 is presented
here.

-  Job Content

Career Development

Social Atmosphere   -3

B Organizational Policies
'

1, Rewards

'..h -'D Violations

V
Organizational '                                    -                          -            I    Intention to TurnoverChange

A
V ,

In-Role Behaviour
A

Extra-Role Behaviour

I   Afl'ective Commitment                                              A

D Continuance Commitment

Figure 7 Graphic representation of the results

5.4.3 The inBuence of different kinds of organizational changes
and the implementation process on the psychological contract
The next results concern the effects of change implementation on psychological
contracts, organizational commitment and intention to turnover. Here the
effects of the variables and not the possible changes in the variables are being
researched. Therefore, independent sample t-tests  at Time 1 are carried out.
The results of the t-tests at Time 2 are used to cross-validate the findings at
Time 1 (by Time 3 the number of observations became too small). Only the
Significant effects at Time 1 are presented. To get an impression of the
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magnitude of the effects that are found, Cohen's d is computed for the
Significant results. Cohen's d is an effect size index. An effect size index is,
unlike a significance test, independent of the sample size. Cohen's d is computed
as follows:

d = (Mi-M2)/0

If the variances of the two groups are homogeneous, the standard deviation of
each group could be used (Cohen, 1988), which is tested with Levene's test of
equality of variances. If the variances are not homogeneous, an estimation of the
pooled standard deviation is computed:

4 [(Ni-1)s12 + 012-1)822/ (Ni+N2-2)]

Cohen (1988) defined effect sizes as "small, d=0.2, ", "medium, d=0.5" and "large,
d=0.8". An effect  size  of 0.2 means that there  is 14.7% non-overlap  in the scores
of the two different groups. An effect size of 0.5 corresponds with 33%  non-
overlap and an effect size of 0.8 corresponds with 47.4% non-overlap between
the two groups. Values of 1.0 correspond with 55.4% non-overlap and 1.2
correspond with 62.2% non-overlap.

In Table 26 the results of the tests of hypotheses 13a and 13b are
presented (*pSO.05, **pSO.01).

Table 26 The effect of involvement in the change process on the psychological
contract, organizational commitment and turnover intention

Effect of inuoluement in the t-value and Effect size Confirmation at
change process at Tl N=311 significance Cohenk d Tm N=129
Job Content 1.97* 0.24 Yes**
Career Development 3.06** 0.36 Yes*
Social Atmosphere 3.81** 0.46 Yes**

Organizational Policies 4.62** 0.55 Yes**
Rewards 3.08** 0.36 Yes*
Violations -4.27** -0.49 Yes*
Extra-role Obligations 3.11** 0.37 No
Affective Commitment 4.78** 0.54 Yes*
Intention to Turnover -2.17* 0.25 No

Hypothesis  138 is accepted: Employees who were not involved in the change
process perceiue lower leuels of fulfillment of all of the perceiued organizational
obligations scales and they experience more violations of the psychological
contract. Involvement in the change process has a great effect on the perceived
fulfillment of Organizational Policies. The effects on the other variables are
small to moderate.

Hypothesis 13b is partially accepted. Employees who were not involved in the
change process have lower levels of affectiue commitment and haue higher
intentions to leaue the organization as opposed to employees who were involved in
the change process. These employees perceive lower levels of Extra-role
Obligations. Involvement in the change process has a great effect on Affective
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Commitment, the effects on Extra-role Obligations and Intention to Turnover
are small to moderate. There is no difference in the perceptions of In-role
Obligations and Continuance Commitment between employees who were
involved in the change process and employees who are not. The findings
concerning Extra-role Obligations and Intention to Turnover were not replicated
at Time 2.

In Table 27 the results of the tests of hypotheses 14 a and 14b are presented
(*pSO.05, **pSO.01).

Table 27 The effect of clear information on the psychological contract,
organizational commitment and intention to turnover

Effect of clear information on t-ualue and Effect size Confirmation
change process at Tl N=306 significance Cohen's d     at T2? N=128
Job Content 3.37** 0.41 Yes**

Career Development 3.48** 0.40 No
Social Atmosphere 4.05** 0.50 Yes**

Organizational Policies 7.73** 1.01 Yes**

Rewards 3.52** 0.45 No
Violations -6.75** -0.88 Yes**

Extra-role Obligations 2.45** 0.31 No
Affective Commitment 5.68** 0.69 Yes**

Continuance Commitment 2.34* 0.30 No
Intention to Turnover -5.21** -0.68 Yes**

Hypothesis 148 is accepted. Employees who did not receive clear information on
the change process perceiue lower levels of fulfillment of all of the perceiued
organizational obligations scales and they experience more violations of the
psychological contract. The effect of clear information on the perceived level of
fulfillment of Organizational Policies and Violations in general is very large and
there is a large effect on the perceived level of fulfillment of Social Atmosphere.
Hypothesis 14b is partially accepted. Employees who did not receiue clear
information on the change process haue lower levels of Affective and Continuance

Commitment and have higher intentions to leaue the organization as opposed to
employees who were involved in the change process. Employees who received
clear information perceive more Extra-role Obligations. The effects of clear
information on Intention to Turnover and Affective Commitment are large. The
effect sizes of Extra-role Obligations and Continuance Commitment are small to
moderate. There is no difference in the perceptions of In-role Obligations
between employees who received clear information and employees who did not.
The findings concerning Career Development, Rewards, Extra-role obligations

and Continuance commitment were not replicated at Time 2.
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In Table 28 the results of the tests of hypotheses 15a and 15b are presented
(*pSO.05, **pSO.01).

Table 28 The effect of perceived organizational support on the psychological
contract, organizational commitment and intention to turnover

Effect of perceived org. Support t-ualue and Effect SLZe Confirmed at
at Tl, N=313 significance Cohen's d T21 N=125
Job Content 5.17** 0.66 Yes**

Career Development 3.79** 0.50 No
Social Atmosphere 7.01** 0.87 Yes**

Organizational Policies 9.18** 1.22 Yes**

Rewards 4.08** 0.47 Yes**

Violations -8.29** -1.13 Yes**

Affective Commitment 6.54** 0.83 Yes**

Intention to Turnover -6.40** -0.82 Yes**

Hypothesis 15a is accepted. Employees who did not perceiue organizational
support during the change process perceive lower levels of fulfillment of all
perceiued organizational obligations scales and they experience more uiolations Of
the psychological contract. The findings concerning Career Development could
not be replicated at Time 2. The effect of perceived organizational support on the
perceived level of fulfillment of Organizational Policies, Violations of the
psychological contract in general, and Social Atmosphere is very large. The
effect of perceived organizational support on Job Content and Career
Development is also large.
Hypothesis 15b is partially accented. Employees who did not perceiue
organizational support during the change process haue lower levels of Affectiue
Commitment and higher intentions to leaue the organization, as opposed to
employees who perceived organizational support during the change process. The
effect of perceived organizational support on Affective Commitment and
Intention to Turnover is very large. There is no difference in the perception of
employee obligations and Continuance Commitment between employees who
perceived organizational support and employees who did not perceive
organizational support.

In Table 29 the results of the tests of hypotheses 16 a and 16b are presented
(*PSO.05, **prSO.01)
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Table 29 The effect of having a clear image of the future on the psychological
contract, organizational commitment and turnover intention

Effect ofhauing a clear t-ualue and Effect Confirmed at
image  of  the  future  at  T1 signihcance size T22 N=129
N=312 Cohen's d
Job Content t=3.93** 0.46 Yes*

Career Development t=2.57* 0.32 No

Social Atmosphere t=3.26** 0.36 Yes*

Organizational Policies t=5.24** 0.63 Yes**

Rewards t=4.23** 0.46 Yes*

Violations t=-2.16* -0.26 No

Affective Commitment t=2.27* 0.26 Yes*

Intention to Turnover t=2.94** -0.34 No

Hypothesis 16a is accepted. Employees who do not haue a clear image of the
future perceive lower levels of fulfillment of all perceived organizational
obligations scales and they experience more violations of the psychological
contract. There is a great effect of a clear image of the future on the perceived
level of fulfillment of Organizational Policies. The effects on the other variables
are small to moderate. The findings concerning Career Development and
Violations were not replicated at Time 2.
Hypothesis 16b is partially accented. Employees who do not have a clear image
of the future haue lower leuels of affectiue commitment and higher intentions to
leave the organization as opposed to employees who do haue a clear image of the
future. There is no difference in the perception of employee obligations and
Continuance Commitment between employees who have a clear image of the
future and employees who do not have a clear image of the future. The effect
sizes are small to moderate.
In Table 30 the results of the tests of hypotheses 17a and 17b are presented
(*PSO.05, **PSO.01).

Table 30 The effect of satisfaction with the change process on the psychological
contract, organizational commitment and intention to turnover

Effect of satisfaction with t-ualue and Effect size Confirmation

change process on significance Cohen's d at T22
Tl, N=294 N=120
Job Content 4.06** 0.51 Yes**
Career Development 4.28** 0.58 No
Social Atmosphere 4.89** 0.60 Yes**

Organizational Policies 7.48** 0.92 Yes**

Rewards 4.47** 0.58 No
Violations -7.67** .0.99 Yes**

Affective Commitment 5.66** 0.73 Yes**

Intention to Turnover -5.04** -0.65 Yes**
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Hypothesis 17a is acceoted. Employees who were not satisfied with the change
process perceive lower levels of fulfillment of all perceived organizational
obligations scales and they experience more uiolations of the psychological
contract. The findings concerning Career Development and Rewards were not

replicated at Time 2. Satisfaction with the change process has a great influence
on the perceived level of fulfillment of Organizational Policies and Violations in
General. The effect on the other variables is also large.

Hypothesis 17b is partially accepted. Employees who were not satisfied with the
change process have  lower  levels  of Affective  Commitment  and  higher  intentions

to leave the organization as opposed to employees who were satisfied with the
change process. The effect sizes are large. There is no difference in the

perception of employee obligations and Continuance Commitment between
employees who were satisfied with the change process and employees who were
not satisfied with the change process.

The general conclusion that can be drawn is that the implementation factors
influence the fulfillment and violation of perceived organizational obligations.
Perceptions of In-role Obligations are not affected by the change implementation
variables. Most findings were confirmed at Time 2, although the findings with
regard to the fulfillment of Career Development were in most cases not
replicated. Clear information on the change process, perceived organizational
support and satisfaction with the way the changes are implemented have the
greatest effects on perceived organizational obligations. The fulfillment of
obligations with respect to Organizational Policies is affected greatly, and the
change implementation factors are strongly related to violations of the
psychological contract in general.

Finally hypothesis 18 is tested to assess whether different kinds of
organizational changes have differential effects on psychological contracts and
organizational commitment and intention to turnover. Changes reported by the
respondents were a new supervisor, a different team composition, a different
contract, changes in tasks and changes in the organizational structure. Cross-
validation was not possible, due to the small number of observations in each
category at Times 2 and 3. Only the significant results are presented in Table 31
(*PLIO.05, **PSO.01).
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Table    31 The effects of different kinds of organizational changes    on   the
psychological contract, organizational commitment and turnover intention

Kind oforganizational t- ualue and Effect size
change significance Cohen's d
New supervisor (N=85) Career Development 1.96* 0.24
New Team Social Atmosphere -2.45* -0.28
(N=77) Org. Policies -3.36** -0.37

Violations 2.93** 0.33

Other contract No significant effects    -                     -
(N=42)
Different tasks Violations 2.63** 0.33

(N=41) Extra-role obl. 2.59** 0.31
Org. Structure (N=77) No significant effects     -                      -

Hmothesis 18 is accepted. Different kinds Of changes haue differential effects on
psychological contract scales. When we look at the effect sizes however, the
effects are only small to moderate. A new team has the greatest (negative)
influence on the perceived fulfillment of Organizational Policies. None of the
changes have an effect on perceived employee obligations, with the exception of
obtaining different tasks on Extra-role Obligations. Employees perceive more
Extra-role Obligations if they have acquired new tasks. There were no effects on
organizational commitment, and Intention to Turnover. We also asked
employees which change affected them most. At Time 1 most people indicated
that the new supervisor had the greatest impact, changes in organizational
structure and contracts were also mentioned many times. However, these last
two variables do not influence the psychological contract or the outcome
variables. As cross-validation of these results was not possible, further research
to confirm these results is necessary.

5.5 Discussion
In this section, a conclusive summary of the research results is given. In the
next subsections limitations, future research directions and managerial
implications are presented.

5.5.1 A conclusive summary of the results
In Table 32 the results are summarized. For each hypothesis a conclusion is
drawn.
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Table 32 A conclusive summary of the tested hypotheses
H Acceptance Conclusion

Rejection
(P<0.01)

1 Rejected Over time, there is no change in perceived employee
obligations.

2 Rejected Over time, there is no change in the fulfillment or
violation of perceived organizational obligations.

3 Accepted Over time, affective and continuance commitment
decrease and the intention to turnover increases.

4 Partially If an organizational change occurred the past six
accepted months, the level of fulfillment of some perceived

organizational obligations decreased, but not all of them.
5 Rejected Organizational change does not affect perceived

employee obligations (In-role or Extra-role Obligations).
6 Accepted. If an organizational change occurred the past six

months, the number of violations of perceived
organizational obligations in general increased.

7 Accepted The organizational change process has a differential
effect on the different components of psychological
contracts. Organizational changes have a time-invariant
effect on the perceived level of fulfillment of the scales
Organizational Policies and Rewards, but have no effect
on the perceived levels of fulfillment of the scales Job
Content, Career Development and Social Atmosphere.

8 Partially The non-fulfillment or violation of some perceived
accepted organizational obligations are related to a lower level of

perceived employee obligations. A lesser fulfillment of
Career Development, Social Atmosphere and violations
of the psychological contract have a negative time-
invariant effect on In-role Obligations, but not on Extra-
role Obligations.
Job Content, Organizational Policies and Rewards have
no significant effects on In-Role or Extra-role
Obligations.

9 Accepted Psychological contract fulfillment or violation of the
different components of perceived organizational
obligations have differential effects on affective and
continuance commitment.
Lower levels of fulfillment of Job Content and
Organizational Policies are related to lower levels of
Affective Commitment. The level of fulfillment of Social
Atmosphere, Career Development and Rewards and the
number ofViolations in general, have no effect on
Affective Commitment. For Continuance Commitment,
only the level of fulfi]lment of Organizational Policies
had an influence.
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H Acceptance Conclusion
Rejection
(P<0.01)

10 Rejected The occurrence of organizational changes the past six
months did not affect the levels of affective and
continuance commitment.

11 Accepted Psychological contract fulfillment or violation of the
different components of psychological contracts have
differential effects on the intention to turnover.
Intention to turnover is not affected by the level of
fulfillment of perceived organizational obligations, but it
is affected by violations of the psychological contract in
general. Lower levels of perceived employee obligations
are related to higher levels of intention to turnover.

12 Accepted If an organizational change took place the past six
months, the level of intention to turnover increased.

13a Accepted Employees who were involved in and satisfied with the
14a change process, who received clear information and

15a perceived organizational support during the change

16a process  and  had a clear image of the future experience
17a fewer violations and higher levels of fulfillment of

perceived organizational obligations.

13b Partially These employees have higher levels of affective
14b Accepted commitment and lower levels of intention to turnover
15b than employees who were not involved in the change

16b process. In-role Obligations were not affected by the
17b change implementation variables, perceived Extra-role

Obligations were only affected by involvement and clear
information.

18 Accepted Different kinds of organizational changes have
differential effects on psychological contracts and
organizational commitment and intention to turnover.
A new team composition has the greatest effect on
perceived organizational obligations. None of the
changes have an impact on perceived employee
obligations,  with the exception of obtaining different
tasks on Extra-role Obligations. There were no effects of
the different kinds of changes on organizational
commitment, and intention to turnover.

All significant effects that were found were time-invariant effects. The
relationships between the independent and dependent variables are thus quite
constant over time. When the specific changes that took place in these
organizations are taken into consideration (new organizational structure, new
Supervisors, and changing tasks and contracts), our findings that the perceived
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level of fulfillment of Organizational Policies decreased can be justified. As
travel costs and over-time benefits became less favorable, the decreased level of
perceived fulfillment of Rewards is also evident. Although the perceived
fulfillment of the other scales (Job Content, Social Atmosphere and Career
Development) was not affected by the organizational change process, the
number of violations (levels of fulfillment that were considered unacceptable by
the employee) in general (concerning all of the perceived organizational
obligations scales) increased as a consequence of the organizational change
process. Employees going through a phase of organizational change do evaluate
their relationship with the organization more negatively, with the evaluation of
Organizational Policies and Rewards contributing most to the negative
evaluation. An organizational change process thus greatly influences the
psychological contract, as far as perceived organizational obligations are
concerned. The change process does not affect the employee's part of the deal,
they do not perceive less employee obligations.

With this research we confirmed the findings of De Vos, Meganck &
Buyens (2006) that the psychological contract should be considered as a multi-
dimensional concept. Organizational changes have differential effects on the
different content aspects of the psychological contract.

Furthermore, our findings partially support the recommendation of
Coyle-Shapiro & Kessler (2002) to study perceived employee obligations as an
outcome of fulfillment or violation of perceived organizational obligations. There
is an exchange relationship between the fulfillment or violation of
organizational obligations and perceived employee obligations, although the
nature of the exchange is not unequivocal. A lesser fulfillment of Career

Development and Social Atmosphere and violations of the perceived
organizational obligations in general have a negative effect on In-role
Obligations, but not on Extra-role Obligations. Job Content, Organizational
Policies and Rewards have no significant effects on In-Role or Extra-role
Obligations.

With regard to these last results, the finding that there was a
relationship with In-role Obligations but not with Extra-role Obligations was
surprising. Intuitively we would have assumed that Extra-Role Obligations
would be affected to a greater extent than In-role Obligations. However, the
results we found were consistent over the three measurement moments. More
research to explain these results is needed, however.

The way organizational changes are implemented influences the
fulfillment and violation of perceived organizational obligations. Clear
information on the change process, perceived organizational support and
satisfaction with the way the changes are implemented have the greatest
effects, mainly on the perceived fulfillment of Organizational Policies and
violations of the psychological contract in general. Affective Commitment,
Intention to Turnover and in some cases perceived Extra-role Obligations were
also affected by the way the organizational changes were implemented. In-role
obligations were not affected by the change implementation variables. These
findings were supported by the results of the second measurement.
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Different kinds of organizational changes have differential effects on
psychological contract scales. A new team composition has the greatest effect on
perceived organizational obligations, although the effect sizes were small to
moderate. None of the changes have an impact on perceived employee
obligations, with the exception of obtaining different tasks on Extra-role
obligations. Employees perceive more extra-role obligations if they acquired new
tasks. There were no effects of the different kinds of changes on organizational
commitment, and intention to turnover. Unfortunately, cross-validation of these
results was not possible. Further research to confirm these results is necessary.

Finally the conclusion can be drawn that it is useful to distinguish
between breach (obligations are fulfilled to a lesser extent) and violations (level
of fulfillment is unacceptable to the respondent) and to report on both scales
separately, as both scales have an additive predictive effect on the perceived
employee obligations, organizational commitment and intention to turnover.

5.5.2 Contributions, limitations and suggestions for future
research
Empirical field research on the effects of organizational changes on
psychological contracts is scarce, and longitudinal research on organizational
change is virtually non-existent (with exception of the research by Pate, Martin
& Staines, 2000). Therefore, our research project is a valuable contribution to
psychological contract research. A longitudinal design allows us to capture
changes in the employee's psychological contracts over time and study intra-
individual differences in this change process. Another strength of this research
is that the models that are used to test the changes in psychological contracts
and outcome variables over time, also investigate the changes in the
relationships between the dependent and independent variables over time.

An important shortcoming of most of the longitudinal studies is the use
of samples of young professionals or graduates, employed at a host of different
organizations. Our research concentrated on a sample of low educated
employees in the health care sector from four organizations with similar
organizational backgrounds, providing information on psychological contracts
from a completely different sample of employees. On the other hand, scholars
might question the generalizability of the results to others sectors or even
countries.

In this study we did not confirm the findings of Robinson, Kraatz and
Rousseau (1994) who found that employees perceive less obligations for
themselves over time. However, their sample of 94 business school alumni
differs substantially from our 450 mainly low educated health care workers.
Also the time span between the measurement moments differed, a two year
period, versus a six months period. Conway & Briner (2005) remarked that in
longitudinal research time elapse between surveys is often not justified in any
way. A useful direction for future research would be to investigate which time
span between measurements best captures psychological contract change.

A limitation of this study is that the outcomes studied are attitudes and
intentions and not actual employee behavior. Future research should include
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performance ratings by supervisors or co-workers on in-role and extra-role
behavior, absenteeism data and actual turnover.

The change process in the participating organizations proved to be a
continuous process, which, as the results show, had in fact already started
before the first measurement point. Therefore, assessing the effect of 'the'
(turnkey) change was not possible, nor were we able to collect pre and post
change data. For organizational change research it is important to identify
whether the individual employees have undergone the organizational changes
and took account of these. Even though the employees in this study all work in

I the same organizations undergoing massive changes, they were not affected in
  the same way by the organizational change process. Perceptions of the

organizational change differed between employees, even among direct co-
workers. Some of the employees experienced no change at all, whereas others
were very much mentally preoccupied with the change process. More research is
needed on why some employees perceive organizational changes and are affected
by them, whereas for others it is business at usual.

5.5.3 Implications for managers
If an organization plans to implement changes to the organization, the risk of
violating the psychological contract is great. If organizations are not aware of
the content of the psychological contract, they cannot predict how the changes
affect the psychological contract and whether some crucial aspects of the
psychological contract are violated. When organizations change, managers often
expect their employees to change along with the change process. Employees,
however, often expect that the organization respects the old deal. The rejection
of change plans and counter-productive employee behavior is often called
"resistance to change" or "inflexibility", attributing the behavior to some
personal defect of the employees involved. Managers tend to attribute the
unwillingness to cooperate with their change plans to the tendency of employees
to reduce uncertainty or to conservatism, the clinging to ideas of keeping the
way things were. It is fairer to look at the resistance to change from two
different angles: resistance to the change process and willingness to change. In
some cases the change process itself might indeed be a bad idea; in other cases
employees tend to resist the change in order to reduce uncertainty. The
willingness to change is influenced by the judgment of the employee whether or
not he will gain from the new situation, and whether or not the content of the
psychological contract is affected. This is not a resistance to the change itself,
but a reaction to restore the balance in the psychological contract. Two aspects
need to be distinguished in intervention processes: the case in which the
employee is right in his judgment and the case in which there is a perception
problem.

In case of a perception problem (the organizational change is beneficial
to the organization, but the employee tends to concentrate on the negative
aspects) the way the organizational changes are implemented turns out to be
crucial. In our research we found that psychological contracts are susceptible to
violations during organizational change processes. Employees who are insecure
about the future are more vulnerable to psychological contract violation.
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Providing clear information about the organizational changes and information
on what kind of behavior the organization expects from the employee is an
effective way of psychological contract management. Employees who think they
received clear information, perceive organizational support with the change
process, who are involved in the change process and who are satisfied with the
way the changes are implemented, evaluate their psychological contract in a
more positive way. Organizations must emphasize the benefits that can be
gained from the new situation. Positive evaluations of the psychological contract
are related to lower levels of intention to turnover.

Our findings are congruent with findings from organizational change
research. From an organizational or managerial point of view, a key issue in
planning for action in implementing organizational change is how to motivate
commitment to organizational change. Kirkpatrick (1985) suggested three key
factors to facilitate employee acceptance and support of change: participation,
communication and empathy. Effective communication can take away at least
part of the feeling of uncertainty and lack of information about the change,
reducing speculation and unfounded fears (Covin & Kilmann, 1990; Bronson,
1991; Covin, 1993). When interest is shown in their feelings and perceptions
(support and empathy), employees are more likely to be less defensive and more
willing to share their concerns and affairs (Covin & Kilmann, 1990; Shaw,
Fields, Thacker & Fisher, 1993). By involving organizational members directly
in the planning and implementation process of change, one cannot only
overcome resistance, but also make high quality changes and take into account
the needs of individual members in the changes (Bronson, 1991; Darcy &
Kleiner, 1991; Cummings & Worley, 1993).

160



6

Conclusions, a critical review and practical
recommendations

Radio Shack fired 400 employees at its headquarters by sending them an e-mail,
which stated: "The work force reduction notification is currently in progress.
Unfortunately your position  is one  that has been eliminated. " Employees were
permitted to pack their personal belongings in boxes that were provided in the
cafeteria, and say goodbye to their co-workers within half an hour. The
management chose this approach out of efficiency reasons. A Radio Shack spokes
women stated: "It was important to quickly inform as many people as possible.

.There was a professional and friendly atmosphere  .

In Great Britain a sales representatiue was fired by sms. While she was on sick
leave, she received the message at home. The shop manager stated that "Sms is
part of our youth culture and we saued her the trip to the shop to receive the bad

33

news.

Some of the chapters in this dissertation start with cases of incidents with
regard to the employment relationship. This was done to provide an
understanding of the relevance and the influence of psychological contracts in
daily working life. Many employees would experience a severe violation of their
psychological contract if they were treated like the employees described above,

 

even though the organization has not broken any formal rules concerning the
dismissal of employees. During change implementation processes a lot of
breaches of psychological contracts occur. This thesis deals with the research
question how organizational changes influence the perceptions of fulfillment,
breach and violation of psychological contracts. In this final chapter, we
summarize the main conclusions of our research project, we evaluate whether
our research goals have been accomplished, and discuss the strengths and
weaknesses of our research project. Directions for future research are given and
finally attention is paid to the practical implications of psychological contract
research for HR managers.
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6.1 Research goals and contributions
Our research goal was to establish whether psychological contracts are affected
during organizational change processes. We also assessed the influence of
organizational change processes on organizational commitment and intention to
turnover. We were interested in factors in the change implementation process
that would influence the evaluation of the psychological contract. Finally we
studied the dynamics of psychological contracts, particularly the issue whether
violated psychological contracts can be restored again after the elapse of time.
The conclusive answers to these research questions are presented in section 6.2.
In this section we will pay attention to the contributions of this dissertation to
the psychological contract debate.

Our contributions to psychological contract research have concentrated
on the following areas:
1.  A description of psychological contracts in the Netherlands (Freese &

Schalk, 2000) in Chapter 1.
2.   A historical overview of psychological contract research (Freese & Schalk,

1993; Schalk & Freese, 1998a; Schalk, De Jong & Freese, 2007) in Chapter
2. This was done to clarify our position in the psychological contract debate,
as a basis for our theoretical model and to justify the choices we made while
developing the Tilburg Psychological Contract Questionnaire.

3.     The validation of the Dynamic Model of Psychological Contracts (Schalk  &
Freese, 1997; Freese & Schalk, to be submitted) in Chapter 3. This model

explains why changes in psychological contracts in some cases lead to
changes in employee attitudes and behavior and in some cases have no
effect.

4. A definition of criteria to assess psychological contract questionnaires
(Freese & Schalk, submitted) and the construction of the Tilburg

Psychological Contract Questionnaire (Schalk, Freese, & Van den Bosch,
1995; Freese & Schalk, 1997; Freese, Schalk & Croon, submitted) in

Chapter 4. This questionnaire was developed to measure the psychological
contracts  of the employees  in our main study.

5. A three-wave longitudinal study of changes in psychological contracts
during organizational change processes in three health care organizations
(Freese, Heinen & Schalk, 1999; Schalk & Freese, 2000; Schalk, Heinen &

Freese, 2001; Freese, Schalk & Croon, submitted) in Chapter 5.
6. Practical implications of psychological contract research for human

resources management (Freese & Schalk, 1996; Schalk & Freese, 1998b;
Schalk& Freese, 1998c) in Chapter 6.

6.2 Main Conclusions
In Chapter 2 our research questions were presented. These questions, which are
repeated below, deal with the measurement of psychological contracts, the
dynamics of psychological contracts and the influence of organizational changes
on the psychological contract. In the next subsections a conclusive answer to
each of these questions is given.
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•     How is the psychological contract measured best?
•     Do psychological contracts change over time?
•      Do organizational changes affect the content of the psychological contract of

the employees involved?
• Which aspects of the psychological contract change if the organization

changes?
•    Does the level of fulfillment of the psychological contract decrease during

organizational change?
• Are there more psychological contract violations during times of

organizational change?
•  If psychological contracts are violated, which employee attitudes and

behaviors can be observed?
•    Does the way changes are implemented have an influence on perceptions of

fulfillment and violations of the psychological contract?
•  Do some organizational changes affect psychological contracts more than

others?
•     Are there differential effects of violations or non-fulfillment of the different

content scales of the psychological contract on organizational commitment
and intention to turnover?

•     Are there different dynamics of psychological contracts as an adjustment to
perceived breaches in the psychological contract?

•  Are there incidents that inevitably lead to severe psychological contract
violation?

•    Once violated, can psychological contracts be restored again after the elapse
of time?

• Which variables ease the effect of psychological contract breach?

6.2.1 Measuring psychological contracts

•      How is the psychological contract measured bestF

This research question was answered by first identifying criteria that
appropriate psychological contract measures should meet. These criteria
included accounting for the source of the items and establishing the suitability
of the questionnaire for the sample used and the inclusion of "psychological
contract concepts". Furthermore a good psychological contract questionnaire
needs to assess both perceived employee and organization obligations and it
distinguishes between psychological contract breach and violation. Preferably
multi-item scales are used and evaluation of the psychological contract is
assessed on item level by the employee. Finally violation of the psychological
contract may not be measured by reversing the scores on fulfillment. It was
concluded that despite the enormous variation on psychological contract
questionnaires, most of them do not meet all of the criteria. We also concluded
that it is an illusion to assume that there will ever be one standardized fully
accepted psychological contract questionnaire. Psychological contract
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questionnaires should be a reflection of the organization, sector, cultural and
economical situation. The fundamental question of what items are to be
included in psychological contract content measures cannot be answered with a
standardized list. It is rather a matter of establishing whether the list has been
constructed in a methodologically thorough way.

Then the Tilburg Psychological Contract Questionnaire (TPC) was
developed. The TPC is a specific, unilateral content and evaluation measure.
Both employee and employer obligations as observed by the employee are
measured. Breach and violation are assessed independently of each other with
their own response scales. The items were constructed after thorough
theoretical research, the scales were constructed after factor analyses. The
perceived organization obligations consist of five scales: Job Content (10 items,
a=0.87), Career Development (5 items, a=0.79), Social Atmosphere (9 items,
a=0.89), Organizational Policies (11 items, a=0.90) and Rewards. (5 items,
a=0.72). The perceived employee obligations consist of two scales: In-role
Obligations (10 items, a=0.83) and Extra-role Obligations (8 items, a=0.75). The
statistical properties of the TPCQ are adequate. The reliabilities of the scales
were stable across different measurements.

6.2.2 Dynamics of psychological contracts

•   Are there different dynamics  of psychological contracts  as an adjustment  to
perceived breaches in the psychological contract,

The interviews with employees going through an organizational change phase
indicated that there were four possible reaction patterns to the perception of
changes in the psychological contract: "balancing", "negative revision", "positive
revision" and "desertion", a first proof of the validity of the model by Schalk and
Roe (in press). Psychological contracts of employees are dynamic. Psychological
contracts may, for instance, swing between balancing and revision or desertion
and revision. Negative revision seems to be a transition period. After the elapse
of time psychological contracts either become balanced again, or when the
situation prolongs or deteriorates, the psychological contract is deserted. Not all
negative changes in psychological contracts were experienced as violations of the
psychological contract. Some employees gave examples of incidents that had
affected their psychological contract in a negative way. However, they talked
about their relationship with the organization in a positive fashion and no
consequences for organizational commitment, intention to turnover or extra-role
behavior were found. The theoretical distinction between "breach" and
"violation" (Morrison & Robinson, 1997) of the psychological contract thus is a
useful distinction. The positive counterpart of violation exists, it is here called
"positive revision", although it has little effect on employee behavior.
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•  If psychological contracts are uiolated, which employee attitudes and
behauiors can be obseruedf

The results of the interviews indicated that violations of the psychological
contract are related to decreased organizational commitment and OCB, higher
(intention to) turnover, seeking union support, negative emotions and feelings of
frustration, absenteeism and sabotage.
With our longitudinal research we found evidence for relationships between
breach and violation of the psychological contract with affective and continuance
commitment and intention to turnover.

•  Are there incidents that inevitably lead to severe psychological contract
violation/desertionf

Particular incidents that would certainly lead to desertion of the psychological
contract were not found. Desertion of the psychological contract is rather an
accumulation of negative incidents. However, what was striking was the high
incidence of violations in the category social atmosphere, the impossibility to
solve problems by communicating with the management (not feeling supported
or being taken seriously), constant high work pressure and distortion of the
work-life balance. No career opportunities, sexual intimidation, not being paid
and not being able to deliver quality service were also mentioned as severe
violations of the psychological contract.

•    Once violated, can psychological contracts be restored again after the elapse
of time ,

Psychological contracts are dynamic and may restore from a perceived violation.
Some employees, for example, who now display the positive revision pattern
have experienced a severe violation of the psychological contract and were
already actively searching for another job. By the time of the interview however,
the employment relationship was appraised in a very positive way.

• Which variables ease the effect of psychological contract breach?

Employees with good customer relations or employees who have goodinterpersonal contact with their colleagues are less likely to show decreased
levels of effort. We also found that it matters whether the organization is held
accountable for the breaches in psychological contracts. Many employees
indicated that the organization could not be blamed for the changes in the
psychological contract, because it was the government that imposed these
changes. Therefore their feelings of commitment did not suffer from the breach.

•    Are there differential effects of violations or non-fulfillment of the different
content scales of the psychological contract on organizational commitment
and intention to turnouerf
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Of the psychological contract scales, the level of fulfillment of Organizational
Policies affects the level of affective Commitment and Continuance Commitment
and the level of fulfillment of Job Content affects the level of Affective
Commitment. The level of fulfillment of Social Atmosphere, Career Development
and Rewards and the number of violations in general, have no effect on Affective
or Continuance Commitment. Intention to turnover is affected by quite different
scales. It is not affected by the level of fulfillment of perceived organizational
obligations or violations in general. Lower levels of perceived employee
obligations are related to higher levels of intention to turnover.

6.2.3 Organizational change and the psychological contract

•    Do organizational changes affect the content of the psychological contract of
the employees inuoluedp

• Which aspects Of the psychological contract change if the organization
changesf

As a consequence of organizational change, employees perceive different
organizational and employee obligations. In this study, employees perceived
that the content of work changed (cleaning, caring and medical tasks were
strictly separated) and they considered the work to be less challenging, the
organization applied strict work schedules that prescribed the minutes that
employees were allowed to spend on tasks. This increased work pressure.
Employees were expected to be more flexible, with regard to the demands of the
clients they had to help. The social atmosphere changed, as employees were
expected to work with different colleagues (more flexible contracts), there were
increased feelings of insecurity and there was less time for social conversation
with clients. With respect to career development, some employees perceived

fewer opportunities (because middle-management levels were cut), whereas
others were able to become supervisors as a consequence of the organizational
restructuring process. Employees perceived many changes in the organizational
policies, decision-making became more top-down, and communication became
worse. Also management stressed the importance of cost-consciousness, which
affected training opportunities (less money available), and rewards (travel costs
and overtime payments were cut). Perceived organizational obligations changed,
most of the times the evaluation of the level of inducements the organization
provided became less favorable. Perceived employee obligations also changed,
but in this case new obligations were introduced. Management now stressed
employee nexibility, customer-orientation and cost-consciousness.

•   Does the level of fulfillment of the aspects of the psychological contract
decrease during organizational changef

The answer to this question was obtained by the longitudinal questionnaire
data. The level of fulfillment of some aspects of the psychological contract
decreases, but not all of them. Organizational changes affect the level of
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fulfillment of perceived organizational obligations, but not the level of perceived
employee obligations (In-role or Extra-role Obligations). During organizational
changes perceived obligations with regard to Organizational Policies and
Rewards are fulfilled to a lesser extent. The levels of fulfillment of Job Content,
Career Development and Social Atmosphere are not affected during the
organizational change process.

• Are there more psychological contract violations during times of
organizational change,

Yes, if employees experience an organizational change, the number of violations
of the psychological contract is higher.

•    What happens to the leuels Of organizational commitment and intention to
turnouer during the organizational change processF

Over time, organizational commitment decreases and intention to turnover
increases, regardless of whether the employee experienced a change the past six
months or not. If employees perceived a change in the past six months, their
intention to turnover increased, but their levels of affective and continuance
commitment were not affected directly by the change process.
•    Does the way organizational changes are implemented have an in/luence on

perceptions offulfillment and violations of the psychological contractf

The way organizational changes are implemented influences the fulfillment and
violation of perceived organizational obligations. The perceived fulfillment of
Organizational Policies and violations of the psychological contract in general
are most strongly affected. Affective Commitment, Intention to Turnover and in
some cases perceived Extra-role Obligations were also affected by the way the
organizational changes were implemented. In-role Obligations were not affected
by the change implementation variables. Psychological contracts of employees
who have no clear image of the future, or who are not satisfied with the way the
changes are implemented, are affected negatively by the change process. The
psychological contract is positively influenced when employees are involved in
the implementation process, when clear information about the change process is
provided and when employees feel supported by the organization. Their
psychological contracts are fulfilled to a greater extent, affective commitment is
higher and they are less likely to leave the organization. Clear information on
the change process, perceived organizational support and satisfaction with the
way the changes are implemented have the greatest effects on perceived
organizational obligations.

•   Do some organizational changes affect psychological contracts more than
others?

Different kinds of organizational changes (like a new supervisor, a different
team composition, other contracts, changed organizational structure and
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changed tasks) have differential effects on psychological contract scales,
although the effect sizes are only small to moderate. A new team composition
has the greatest effect on perceived organizational obligations. None of the
changes have an impact on perceived employee obligations, with the exception of
obtaining different tasks on Extra-role obligations. There were no effects of the
different kinds of changes on organizational commitment, and on intention to
turnover.

•     Does the psychological contract change ouer timeF

No, the psychological contract does not change over time. The level of fulfillment
of perceived organizational obligations and the level of perceived employee
obligations remain constant over time.

6.3 Discussion and future research
In this section we discuss the strengths and limitations of our research with
regard to the sample, the instrument and the research design. In 6.3.4
directions for future research are suggested.

6.3.1 The sample
An important shortcoming of most of the longitudinal studies on psychological
contracts is the use of samples of young professionals or graduates, probably
because of their connections with the university. Another problem is that most
of the research is not done within the setting of one or a few organizations, but
rather a host of different employers (mostly universities or prestigious
organizations), with different organizational settings. The strength of our
research is that we concentrated on low educated employees in the health care
sector from only three similar organizations. However, a limitation of our
sample is that it reduces the generalizability of our findings. This study was not
conducted on a representative sample of employees in the Netherlands and this
should be taken into account when interpreting our results. For instance, we
expect the effects of violations of psychological contracts on intention to turnover
to be lower than in other samples. These mainly female employees only have a
few employment options and tend to work in health care out of vocation. In the
villages there is usually only one health care organization to work for. Moreover,
these women mainly want to work during school time hours, or want to be able
to go to work by bike.

6.3.2 The instrument
We were primarily interested in the evaluations of employees on the change
process and their employment relationship. The use of self-reported data is
therefore justified. It is also the best way to measure psychological contracts
(Rousseau & Tijoriwala, 1998; Conway & Briner, 2005). The Tilburg
Psychological Contract Questionnaire (TPCQ) was developed after a careful
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application of criteria good psychological contract questionnaires should meet.
The psychometric features of the TPCQ are adequate and stable over different
measurements. It is suitable for employees in health care organizations. It is
possible that we have excluded content items that are more relevant to
employees in other organizational settings. Therefore, we recommend the
inclusion of several items that were excluded from our analysis, but that are
certainly relevant for other samples. "To supervise other people" and "A
reasonable workload" may be added to the Job Content scale and "Accept a
transfer to another geographical location if necessary", "Provide advance notice
if taking a job elsewhere" and "Not support the organization's competitors" may
be added to the Extra-role Obligations scale. The response scales by Rousseau
and De Palma (no date) were used for measuring employee obligations. With
respect to the criteria we formulated, we would recommend to assess the
fulfillment of these obligations on item level instead of using a single item global
assessment. The interviews provided rich data, that were a useful addition to
the information that was gathered by the questionnaires. Psychological
contracts are an idiosyncratic experience and standardized data are not able to
fully capture their spirit. The use of interview techniques or diary studies is
therefore strongly recommended.

6.3.3 The research design
A major strength of our research is the longitudinal design. The dominant
approach in psychological contract research is a cross-sectional questionnaire
survey (Conway & Briner, 2005). This assesses between- rather than within
person effects, which is unsuitable when examining dynamic and within-person
processes suggested by psychological contract research. Psychological contracts
are idiosyncratic and changes in these contracts need to be observed intra-
individually. Therefore a longitudinal design is essential.

Another strength of this research is that the models that are used to
test the changes in psychological contracts and outcome variables over time, also
investigate the changes in the relationships between the dependent and
independent variables over time.

Despite its many advantages, a longitudinal research design is not
without problems such as selection and mortality of subjects (De Vos, 2002). A
common threat to the validity of longitudinal findings is nonrandom subject
attrition. Attrition may lead to bias or selectivity if the persons who continue to
participate differ from those who dropped out (Little, Lindenberger & Maier,
2000). Our analysis of attrition suggests that attrition had no systematic effects
upon the respondents' scores. Only the organization in which the employee was
employed predicted the survival of the respondent. This can be explained by the
commitment the organizations showed regarding the research. In one
organization the manager who initiated the research in the organization quit
during the organizational change process, which could have influenced the
response rate.

A limitation of this study is that the relationship between the predictors
(psychological contract breach) and dependent measures (organizational
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commitment, intention to turnover, in- and extra role obligations) included
common method variance as they were taken from one source; the employee.
The associations could therefore, be attributed to a response bias on the part of
the employee. It should be noted however, that a social desirability bias would
probably have attenuated the strength of the relationships. In other words,
employees were probably more lenient in their self-ratings of in-role and extra-
role behavior than for example their supervisors would have been. It is possible
that independent ratings of employee behaviors would have yielded stronger
relationships between the independent and dependent variables. For future
research, it is recommended to supplement the data with information on in-role
and extra-role behavior obtained from supervisors or colleagues.

A strength of this research is that it is a field study. However, in field
studies many factors can not be controlled for. Our design was chosen to have a
pre-assessment of the psychological contract before any organizational changes
took place and two post-assessments. However, although the management
assured us that the formal introduction of the changes had not taken place yet,
the number of employees who indicated that a change had taken place was
highest at the first measurement. Our design failed in this perspective and thus
we obtained no pre-assessment.

A related issue is the selection of the time span between the
measurements. The effects of violations of psychological contracts are most vivid
at the time of the violation. With a fixed time span between the measurements
it is impossible to capture the effects at the right moment. One of our research
questions concerned whether psychological contract could restore from violation.
We chose a six months period between the measurements so that a reasonable
amount of time would have passed to give the respondents time to adjust to the
changes and to reduce the amount of insecurity about the changes. However, we
do not have a justification for the exact time elapse between the surveys, and
literature provides no answer concerning the ideal time elapse.

6.3.4 Future research directions
•     In our research we found evidence that the positive counterpart of violation

exists. Positive revision of the psychological contract occurs, although we
found little effect on employee behavior. More research on this topic is
needed. Likewise, there were indications that there might also be positive
outcomes of the violation of psychological contract like the exertion of extra
effort. Researchers tend to concentrate on negative outcomes, whereas
positive outcomes are neglected.

•   With Conway & Briner (2005) we conclude that the length of between
survey waves is chosen on the basis of convenience rather than theory.
Unfortunately there is no theory specifying what would be an appropriate
time lag. Long time intervals are unlikely to provide sufficient insight into
the event-based dynamic nature of psychological contracts. In this respect
"the demand for clean research models and quantitatiue studies does not
necessarily fit the messy realities of contemporary work and organizational
life" (Rousseau & Fried, 2001), nor can it potentially reveal all of the
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employee's interpretations and individual experiences of the employment
relationship (Parzefall, 2007). Morgan & Smircich (1980) illustrated the
shortcomings of quantitative research models and methods in this respect
by stating "in manipulating data through sophisticated quantitatiue
approaches, such as multivariate statistical analysis, social scientists are in
effect attempting to freeze the social world into structured immobility and to
reduce the role of human beings to elements subject to the in/luence ofa more
or less deterministic set of forces" (p.498). Future psychological contract
research therefore should concentrate on completing quantitative data with
qualitative research measures and should investigate the possibilities of
formulating criteria for optimum time spans between measurements.

•  Some organizational change processes have a greater influence on the
psychological contract than others. This does not reflect the scope of the
change, but the effect it has on the employee. Of the types of organizational
change that were investigated, a different team composition has the
greatest influence on employees, whereas changes in the organizational
structure have no effect at all. What makes a certain kind of organizational
change more influential then others?

•   Also researchers must ensure themselves that the employees in a changing
organization do actually perceive the organizational change. In our research
it was perception of change and not actual change that predicted effects on
psychological contracts and attitudes. It would be interesting to investigate
why some employees perceive organizational changes and are affected by
them, whereas others experience organizational life as business as usual.

•  We assume that worker-ideology has an influence on the effect size of
violations of psychological contract and outcome variables.     The
characteristics of our sample may have had an influence on the effect sizes.
For instance, we expect the effects of violations of psychological contracts on
intention to turnover to be lower than in other samples. These mainly
female employees only have a few employment options and tend to work in
health care out of vocation. For future research worker ideology as a
moderator should be studied. Likewise the moderating effects of good client
relationships and interdependency between colleagues must be investigated.

•    Our research and research by De Vos, Meganck & Buyens (2006) indicates
that violations of different aspects of the psychological contracts may lead to
different outcomes. For instance, Freese, Schalk & Croon (submitted) found

that during organizational changes, the level of fulfillment of perceived
obligations with respect to organizational policies and job content affects the
level of affective commitment, whereas the other content dimensions have
no effect on affective commitment. In addition, De Vos, Meganck & Buyens
(2006) found that the fulfillment of promises relating to career development
opportunities turned out to be the best predictor of both intention to leave
and job search behavior. The differential impact of the different content
dimensions proves that the psychological contract is a multi-dimensional
construct and that it is relevant to take these dimensions into account. Both
studies, however, did not measure actual behavior like absenteeism,
performance as appraised by supervisors or colleagues or turnover. It is an
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interesting research avenue for the future to study the differential effects of
the different content dimensions of the psychological contract on actual
behavior.

6.4 Practical implications
In this last section we will explore the possibility to translate the findings from
psychological contract research into HR practices. Is the psychological contract
useful in human resources management or is it just a metaphor to describe
employee-organization relationships?

6.4.1 The application of the concept Of psychological contracts in
organizations today
First of all, it is noteworthy that there is virtually no empirical data on
psychological contract management in organizations. It is mentioned however,
for instance by Welch (2001), as a tool in a reorganization project at General
Electric. Although organizations do not use the concept psychological contract,
some organizations do apply the concept to their business practices. In Chapter
4 we presented a mission statement by Rijk Zwaan that makes explicit what
employees might expect from the organization and how the organization expects
its employees to behave. The organization refers to these rules in job interviews
and customer contacts. Another example of the integration of the concept of
psychological contracts in business practices can be found on the website of
Allstate, an insurance company. On this website "The Allstate Partnership" - "a
set of mutual expectations between the company and employees"- is described.
Allstate describes in detail what it expects from its employees, ranging from
high performance, continual development of needed skills, demonstration of a
high level of commitment to achieve company goals, ethical behavior and the
continual improvement of processes that address customer needs. The other side
of the deal is also mentioned by Allstate; its own obligations regarding its
employees. Allstate promises to offer work that is challenging, open
communication, recognition for accomplishments, competitive pay, learning
opportunities and respect for the work-life balance. Roehling, Cavanaugh,
Moynihan & Boswell (2000) describe how Hallmark uses this technique of
explicitating mutual expectations during a reorganization process that
substantially altered expectations regarding the employer-employee
relationship. Another example is the "good employer" paragraph 7A: 1638z BW
(Wessels, 1991) in the Dutch Civil Code. This paragraph indicates that an
employer should behave in the best interest of the employee regarding issues
that have not been written down in contracts or covered by law and regulations.
It was not until 2006 that TNO investigated what was meant by this vague
paragraph. The issues found are closely related to the aspects psychological
contract research yielded. "Good employers" provide challenging work,
autonomy, information, and charismatic leadership. They stimulate the
employability of employees and prevent an imbalanced situation between
private and working life (Van Sloten, Huiskamp, Kraan & Goudswaard, 2006).
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They also investigated employee obligations. "Good employees" take care of their
employability, demonstrate innovative working behavior, prevent distortions in
the work-life balance, walk the extra mile and do not cut corners. Whether or
not an employer or employee meets the "good employer/employee" criteria can
easily be assessed by using psychological contract questionnaires.

Because of a lack of empirical data, claims of outcomes of applying
psychological contract concepts systematically to business practices, like
increased performance, innovativeness, reduced absenteeism, or reduced
unwanted turnover cannot be verified. However, there are indications that
psychological contract management does yield these positive outcomes. The
TNO study for example, indicated that the application of "good employers"
practices prevents absenteeism and increases productivity. Furthermore,
psychological contract research found many attitudinal and behavioral outcomes
of psychological contract violation. This includes organizational commitment,
trust, job satisfaction, extra-role behavior, early return from repatriation,
performance rated by supervisors or customers, organizational citizenship
behavior rated by supervisors or co-workers, absenteeism and actual turnover
(Robinson & Rousseau, 1994; Schalk, Freese & Van den Bosch, 1995; Coyle-
Shapiro & Kessler, 2000; Turnley & Feldman, 2000; Schalk & Huiskamp, 2001).
Sonnenberg (2006) found that employees who work in organizations with more
HR policies, report fewer violations of their psychological contracts. HR
practices, like recruitment, training or reward systems, send signals that are
relevant for employees' assessment of fulfillment of their psychological
contracts. Furthermore, as a result of more HRM practices in an organization,
employees perceive that they have higher obligations towards the organization.
Sonnenberg (2006) only refers to the number of HR policies, but not to the
integration and the actual performance of these HR practices. Investigating the
effects of psychological contract management as an HR tool is an exiting new
domain that very well fits the trend to discover new tools to manage employee-
organization relationships.

6.4.2 Psychological contract management in times of
organizational change
The process of consciously introducing a new psychological contract during a
large scale restructuring process was described by Laubschner (2007), an HR
manager employed at a financial company in South Africa. Below a summary of
this process is described.

The company had a history of offering stable employment,  was a key role-player
in the economy and the employment relationship existed of reciprocal loyalty.
Now, due to changed business realities, this organization faced recurring
retrenchments. The organization realized that the development of a positiuely
experienced psychological contract was of utmost importance for employee
engagement and the retention of willing and motivated staff. The company
engaged in a number Of initiatives to support employees and assist them  with the

173



Chapter 6

redefinition of their psychological contracts. Issues the executiue management
had to deal with, were:
• How does the company uiew its work force, given the continuous

retrenchments,
•   How do we enable employees to redefine their careers and aspirations given

these circumstancesf
•   How do we effectiuely deal with the retrenchment process in a way that is

enabling and not just supportiue for those who are directly affected but also
for those who remain on the pay-rollf

•  How do we ensure that a new psychological contract is put in place
expeditiously and that initiatiues that are introduced support the new
psychological contractf

Then these questions were translated into three phases to change the
psychological contract. In the first phase business imperatiues were
communicated to the staff members in workshops. Implications for both
retrenchees as those who stayed behind were discussed Emotions and personal
responsibility for careers were key issues. In, the second phase all employees
participated in "map your life" workshops. In these workshops the new business
reality was described, self-analysis and personal future pictures were made.
These were linked to company and job-specific requirements. T'hese sessions
presented a clear shared mindset. Also, a project team was formed to design
initiatives in core business processes, marketing, human resources and
organization development. Additionally, surveys from the past were analyzed to
provide benchmarks and track progress.  In the third phase the new psychological
contract was created on a collective level. It started with a presentation of the
CEO to emphasize the hard business results that were necessary to suruiue. Being
"an employer of choice" was a business strategy. Furthermore the business results
needed, the environment that the company wanted to create for the employees
and the reciprocity needed to enable this process were discussed. The outcomes of
these phases were uery positive. All of the business objectives were met.
Additionally, job satisfaction measurements increased, there was a greater
alignment of business strategy throughout the organization, the perception of the
organization's leadership improved  and the indicators  for  the IIP measurements
were met. Moreover, employees showed more initiative and participated in
initiatiues such as the Innovator of the Year, and, finally the company has been
named to be one of the best companies to work for in South Africa in 2006
(Laubschner, 2007).

This is a fine example of successfully introducing a new psychological contract
during an organizational change process. Human factors are critical in
successfully introducing an organizational change. An estimate of Davey,
Kinicki, Kilroy & Scheck (1998) for example, attributed employee problems as
being responsible for between one-third to half of all merger failures (Cartwright
& Cooper, 1994). Introducing a successful new deal as a consequence of
organizational change is hard but possible, as was shown in the case above. In
times of change, management must be aware of the changed desired
inducements and contributions, especially with regard to organizational policies
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(Freese, Schalk & Croon, submitted), and thus explicitly communicate these
changed obligations to their employees. The key issue is to break the
psychological contract, but at the same time the organization must aim to
prevent a psychological contract to be violated. As Cullinane & Dundon (2006)
remarked, the violation of psychological contracts might be the result of broken
promises or, just as well, the result of wrong expectations to begin with.
Psychological contract management thus starts with open, explicit
communication and a reflection on the messages an organization wants its
employees to receive. The formulation of an explicit policy will require
employers to carefully think through a number of important questions (see also
Schalk & Freese, 1998c):
•       What kind of organization do we want to be?
•  What kind of employee behavior do we need in order to become the

organization we want to be? Which inducements do we expect from our
employees to achieve our goals?

•   What kind of commitment is required to meet the strategic goals of the
organization?

•       Does this kind of commitment vary for different employee groups?
• Which inducements do we need to offer in order to achieve this kind of

commitment?
The way the new deal is communicated may prevent negative effects on
commitment and behavior. It is essential to be respectful to employees and
acknowledge the value of their former contributions, even though these
contributions are now no longer wanted. Kickul, Lester & Finkl (2002)
demonstrated that managers need to show sensitivity, concern, empathy and
respect to the disgruntled employees. If these employees are not convinced that
they will continue to be respected, fair procedures alone may not be enough to
prevent reductions in performance and morale. Communication on
organizational changes tends to be top down, which is normal considering the
information provided. However, a psychological contract is a mutual
arrangement and organizations must find ways to listen to their employees to
ensure that they are able to agree with or challenge the obligations and
expectations presented to them. Employees who are satisfied with the way the
changes were implemented, with regard to the perception of involvement in the
change process, organizational support, information given, and who have a clear
picture of the future experience less violations of their psychological contracts,
are more committed and less likely to leave the organization (Schalk, Campbell
& Freese, 1998; Freese, Schalk & Croon, submitted). Hubbard & Purcell (2001)
did a two-year field study on acquisition. They identified seven factors that
shaped employees' expectations: quality of communication, credibility of
information, trust in management action, credibility of leadership, fairness of
action, consistency of action and communication and logic of management action
or behavior. Management must beware of what they tell employees during the
first information meeting on organizational change. Reassuring employees is
tempting to reduce insecurities, but it might cause psychological contract breach
at a later stage, when promises that are made can not be kept (Garrow, 2003).
Particularly in times of transition organizations may not be able to live up to the
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obligations of long term relational psychological contracts. Turnley and Feldman
(1998) advise organizations in such cases to stick more closely to transactional
elements they can more readily control. For instance, do not make commitments
to newcomers about job security or long-term career progress. Instead, promise
competitive wages. If violations of psychological contracts do occur, this  does not
need to be the end of the deal however. Psychological contract may restore from
violation (Freese & Schalk, submitted). Good relationships between colleagues
or with clients moderate the negative effects of psychological contract breach
(Freese & Schalk, submitted). The ideology of employee self-reliance (Edwards
et al, 2003) and perceived third party blame (Freese & Schalk, submitted)
reduces the extent to which employees perceive redundancy programmes or
organizational changes as psychological contract violation. This means that HR
practices that stress employee responsibilities with regard to employability are
effective in reducing the chances of psychological contract violations during
organizational changes. If organizational changes are enforced by parties
beyond the control of the organization (like government requirements, or
competitive demands) this should be communicated clearly to their employees,
because it eases the effects of psychological contract breach.

6.4.3 Psychological contracts and HRM
Studies on HRM practices suggest that a fit between an organization's strategy
and its HRM strategy is a necessary precondition for success (Paauwe, 2004). To
the extent that the firm's HRM philosophies and practices are clear in defining
the firm's obligations to its employees (flexibility versus commitment; short-
term versus long-term) and defining its expectations of employee obligations,
both transactional and relational contracts produce desirable results for the firm
and the employees (Flood, Ramamoorthy, Kelly & Armstrong, 2007). Flood et al.
(2007) present a table in which different HR philosophies are coupled with
different perceived organizational and employee obligations. For instance, an
organization that aims for workforce stability and that has a relational-
commitment orientation, in which so called "paternalistic" obligations are
perceived, provides life-time employment, investments in specific skills,
compensation that is based on seniority, narrow seniority-based vertical career
paths, performance appraisal focused on behavior (loyalty), and long-term
incentives. In such an organization, turnover is mostly due to retirement.

Firms           Ioperating in a stable environment may benefit when the psychological contract
is one of paternalistic obligations, whereas firms operating in a dynamic
environment may find desirable consequences when the psychological contract
consists of more dynamic obligations. Different business settings and HR
philosophies create perceived organizational obligations and perceived employee
obligations that should not be in contradiction with each other. For instance,
expecting employees to be flexible matches with generous training programmes.
The HRM philosophy, but also rules and procedures, business practices, HR
practices, and communication to clients, all send implicit messages to employees
on which psychological contracts are based. A union as employer of course raises
high expectations on being a good employer, just like organizations that have
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high rankings on "good employer" lists. Likewise, there are many different
persons within the organization, e.g. supervisors, HR managers, and colleagues
who form psychological contracts (Rousseau, 1995), either by direct
communication or by observing the treatment of other employees. Some of these
different agents may contradict each other. It is essential to create uniformity in
the messages that reach employees to prevent psychological contract violation to
happen. Organizations thus must be explicit about the kind of organization they
want to be, and what they expect from employees, just like for instance Allstate
and Rijk Zwaan are. This statement needs to be communicated continuously
and unambiguously to all employees. Furthermore, all of the HR instruments
regarding recruitment, selection, performance appraisal, training and career
development should reflect the values mentioned in the mission statement.
It all adds up to three simple rules:
1.   Practice what you preach, fulfill the promises made
2.   Only make promises when you can live up to them
3.     Be honest about the inducements you are not willing to offer
Although some researchers insist it is the absolute level of inducements the
organization delivers, regardless of the inducements that were promised that
matters (Ten Brink, 2004; Lambert, Edwards & Cable, 2003), our research
clearly points out that it does matter whether a promise has been made.
Although the employees in our research were very dissatisfied with their pay
level (low level of actual inducement), this did not cause psychological contract
violation because they knew pay would be low when they started working for
this organization (no promise of inducement made). So, when the organization is
not willing to pay a competitive salary, it must certainly be open about it.
Lambert, Edwards and Cable (2003) point out that managers who make and
keep promises made at low levels may not have satisfied employees. This could
well be true, yet, managers who make promises at a high level but can't keep
them, will probably have even less satisfied employees. Laubschner (2007)
points out that it is sometimes necessary to remind employees of the compelling
offer the organization provides.

HR managers often aim for the strategic levels of Ulrich's (1997) HR
roles. Based on the results of our interviews, in our opinion psychological
contract management starts with excellency on the operational level. Being an
administrative expert and employee champion is a tangible starting point and
prevents psychological contract violation from occurring. It was shocking to
encounter so many basic values that were broken in our research project. Not
getting paid, not being treated with respect by management or co-workers
(being shouting at or bullied), or being sexually harassed were psychological
contract violations that could easily have been prevented by respecting basic
moral values and good administrative and employee practices. Prevention of
constant high work pressure is also a crucial factor in preventing psychological
contract violation.

In the following subsections, examples are given that show how to
incorporate the psychological contracts on some HR areas, like recruitment,
selection and introduction, career management and retention management.
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6.4.3.1 Recruitment, Selection and Introduction
Explicitly communicating mutually perceived obligations is the way we perceive
psychological contract management. In recruitment and selection it is essential
to give a realistic job preview (Wanous, 1980; Wanous, Poland, Premack, &
Davis, 1992). Honest information on the strategy and business practices of the
organization, the job content, the introduction process, the career opportunities,
training, rewards and how the work-life balance is perceived by the organization
should be given. Selling the organization to the applicant, sometimes driven by
pride of the organization (which is highly valued by organizations) sometimes
leads to rhetoric, "we are the best employer", that creates high expectations and
might easily lead to violations of psychological contracts (Grant, 1999). A careful
balance between pride and honesty must be sought. Meta-analysis by Phillips
(1999) on realistic job previews prior to hiring indicates that employees who
received a realistic job preview were less likely to leave the organization. Also
the applicant must be encouraged to express his ambitions, and expectations of
the organization. Recruiters should gather information about an employee's
most valued outcomes and then specify what the candidate can expect in that
area of the employer (Lester & Kickul, 2001). The socialization process is a
critical phase in which newly hired feel that many promises are broken (Thomas
& Anderson, 1998; De Vos, 2002; De Vos, Buyens & Schalk, 2003). De Vos (2002)
recommends that during the initial phase of the employment relationship
employers should actively shape the psychological contract with newcomers and
try to bring newcomers' promissory beliefs in line with reality. They should not
only focus on financial rewards, but also on more subjective parts of the
employment relationship, like social atmosphere, work-life balance and career

development opportunities. An ideal introduction programme consists of
collective introduction seminars in which newcomers obtain detailed
information about the organization and during which they can exchange
information with peers and relevant organizational representatives. These
should be complemented by more individualized socialization tactics such as
mentoring to ensure that the personal aspects of the employment deal receives
further attention.

6.4.3.2 Career management
A career can be described as an ongoing negotiation process on the psychological
contract of the employee (Herriot & Pemberton, 1995). Organizations wishing to
develop long-term relationships with their employees should consider not only
individuals' expectations, perceptions and values, but also potential changes in
these characteristics over time (McFarlane-Shore & Tetrick, 1994). Individual
changes just like organizational changes need to be brought into congruence
with mutually perceived obligations. Managers should discuss this topic during
performance appraisals. Competency management (De Lange, 2004) and
personal development plans are examples of aligning personal and
organizational ambitions and making the psychological contract explicit.
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6.4.3.3 Retention  management
The retention of talented employees who have competencies that are critical for
organizational survival is a serious challenge to HR managers today. These
employees tend to attach more importance to planning their own career path
than to organizational loyalty; which results in voluntary turnover that is not
wanted by the organization. In working out a retention policy for HR it is
necessary to assess what it is that makes employees stay with the organization
and what would make them think about leaving, segmented by employee
groups. Research by De Vos, Meganck & Buyens (2006) demonstrated that
career development is the most important retention factor since offering good
opportunities for career development not only prevents employees from leaving
the organization, but it also contributes in a positive way to their loyalty to the
firm. Retention policies aimed at financial rewards and work-life balance may
hardly be effective, since they have no significant impact on loyalty, intentions
to stay or job search behavior.

6.5 Conclusive remark
Employment relationships are becoming more and more individual
arrangements, making psychological contract management highly relevant, for
both practitioners and researchers. It is an exciting challenge to offer individual
deals ("i-deals", Rousseau, 2005) that are fair and beneficial for both employee
and organization, especially in times of change.
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The employment relationship is granted a lot of attention today, because of the
many changes in society, economy and the labor market. These changes are
caused by an increasing global competition, rapid technological advancement,
corporate culture change due to mergers and acquisitions, increased complexity
of work, reduced supervision, changing job and career concepts and increased
cultural diversity (Frese, 2000).

Many publications in the management sciences have highlighted that
these changes greatly influenced employment relationship without scrutiny.
However, very little empirical research has been done on shifts in the perceived
obligations that exist in the employee-organization relationship. These mutually
perceived obligations between organization and employee are also called
"psychological contracts" (Argyris, 1960; Rousseau, 1989). Moreover the results
of the little empirical research (SCP, 2004; De Korte & Bolweg, 1994 and Van
den Brande, 2002) point out that there is no evidence for a revolutional change
in mutually perceived obligations. There is a gradual shift of perceived
obligations, for example the introduction of new obligations regarding the work-
life balance. However, many basic values remain the same: employees expect
fair supervision, a nice working atmosphere and job security (De Korte &
Bolweg, 1994). The revolution in employment relationships applies to only a
small minority of young, highly educated managers or professionals, about 4% of
Flemish employees (Van den Brande, 2002). This raises the question whether
psychological contracts change as a consequence of organizational changes and
if they do, which dynamics can be observed.

Large scale organizational restructuring processes are designed to
deliberately change employee attitudes and behavior. Old securities disappear
and new obligations are introduced. This can be experienced as a violation of the
psychological contract. Research indicates that violations of psychological
contracts lead to negative employee attitudes and behavior. Lower levels of
organizational commitment, extra-role behavior, job satisfaction, performance
and higher levels of absenteeism and (intention to) turnover and even sabotage
are related to violations of psychological contracts (Robinson & Rousseau, 1994;
Schalk, Freese & Van den Bosch, 1995; Herriot, Manning & Kidd, 1997; Coyle-
Shapiro & Kessler, 2000; Turnley & Feldman, 2000; Schalk & Huiskamp, 2001).
An organizational transformation process is therefore an interesting period to
investigate the dynamics of psychological contracts. Interesting research
questions are, for example:
•  How do organizational changes influence the psychological contracts of

employees involved?
• Which perceived obligations change as a result of organizational change?
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•    Once violated, can psychological contracts be restored again after the elapse
of time?

• What happens to perceived employee obligations, organizational
commitment and intention to turnover during an organizational change

phase?
•     Does the way organizational changes are implemented have an influence on

perceptions of fulfillment and violations of the psychological contract?
•   Do some organizational changes affect psychological contracts more than

others?

These questions play a central part in this dissertation.

In the introductory chapter, trends in Dutch society are discussed. This is done
to paint a picture of Dutch psychological contracts, and to provide an
understanding of the aspects that have an influence on psychological contracts.
Psychological contracts are driven by cultural, societal and organizational
norms. In Chapter 1 themes like the political and economic situation and social
relations in the Netherlands are described, just as the cultural values in the
workplace, based on Hofstede (1993). Furthermore we discuss Dutch labor laws,
the characteristics of the labor market supply, changes in working hours,
temporary and flexible work, women in the Dutch labor market, rewards and
HR  policies in organizations.

In Chapter 2 the history of psychological contract theory is examined, together
with the different theoretical approaches that appeared over time. This is done
to clarify our position in the debate and to justify the choices we made with the
development of the Tilburg Psychological Contract Questionnaire (Freese &
Schalk, 1997). The concept of the psychological contracts was first used in
employment relationships by Argyris (1960). A small group of researchers
(Argyris, 1960; Levinson, Price, Munden, Mandl & Solley, 1962; Schein, 1965 en
Kotter, 1973) defined the psychological contract as an implicit contract between
employee and organization, that defines which contributions and inducements
each of the parties needs to make. After about 15 years of silence, two
researchers independently of each other picked up the theme again in the late
80s. Herriot (1988) used the same definition as the early researchers, whereas
Rousseau (1989) chose a new perspective. She defined the psychological contract
as "the individual's beliefs about mutual obligations, in the context of the
relationship between employer and employee". By using this definition the
perspective shifts from a bilateral relationship between two parties at different
levels (individual and organizational) to the unilateral, singular level of the
individual. The perspective of the organization is no longer included. Rousseau's
definition has attracted many followers, although in recent years the voices to
also include the organizational level have become louder. Besides the unilateral
and bilateral debate, there is discussion about terminology (expectations,
obligations or promises) and about the possibilities to distinguish different types
of psychological contracts like transactional and relational contracts. Some
researchers have concentrated on the specific content of psychological contracts,
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while others studied violations of psychological contracts. The outcomes of all
these different research areas are discussed in Chapter 2.

In our research project we use Rousseau's definition, a unilateral
approach of psychological contracts. We study the content and violations  of
psychological contracts. Although research on psychological contracts has gained
an overwhelming amount of attention the past 15 years, organizational change
as antecedent variable of psychological contract breach is a theme that has been
ignored so far. This is a pity as the organizational change phase provides the
opportunity to study the dynamics of psychological contracts more closely.
Employees often respond differently to the same kind of organizational changes
and we assume that this is related to the content of their psychological
contracts. This theme is researched in this dissertation.

Schalk & Roe (in press) have developed the "Dynamic model of psychological

contracts" to explain why in some cases the psychological contract is violated by
adjustments in the perceived obligations and in other cases, the psychological
contract remains unaffected. In Chapter 3 this model is presented. According to
this model the dynamics of psychological contracts consist of either three
patterns: "balancing", "revision" or "desertion". If the perceived discrepancy
between an actual inducement and the perceived obligation is not so great, the
employee will try to fit the experience into the existing psychological contract.
This cognitive adjustment has no consequence for organizational commitment,
intention to turnover or extra-role behavior. If the deviance is great, two
possible reactions might occur. When the limit of tolerance is trespassed and
basic values of the employee are affected, the psychological contract will be
deserted. One may expect commitment to drop strongly and intention to
turnover to become much higher. In many cases, employees resign and negative
employee behavior occurs like calling in sick, open conflicts, emotional
expressions and the refusal to walk the extra mile. When the psychological
contract is revised, the employee makes cognitive adjustments to the perceived
obligations (the content of the psychological contract). There will be an
adjustment in the levels of organizational commitment, intention to turnover
and the willingness to perform extra-role behavior depending on the direction of
the revision (positive or negative). The validity of the model was subjected to a
test by interviewing 41 employees of organizations  that  were  in the middle of
major organizational restructuring processes. These interviews confirmed the
existence of the dynamics "balancing", "revision" and "desertion" as described by
the model. Most employees indicated significant changes in perceived
obligations. These changes concerned Job Content (work became less
challenging, there was higher work pressure and the organization expected
employees to be more flexible), Career Development (more or fewer career
opportunities were perceived, there was less money available for education and
training), Social Atmosphere (increased feelings of insecurity, different
colleagues and less time for social talk with clients), Organizational Policies
changed (there was more cost-consciousness, top-down decision-making, and
worse communication) and Rewards became less favorable (travel costs and
overtime payments were cut). Most changes were negative changes, but not all
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changes were experienced as violations of the psychological contract. Of the 18
employees who displayed the "balancing" pattern, some gave examples of
incidents that had affected their psychological contract in a negative way.
However, they talked about their relationship with the organization in a
positive fashion and no consequences for organizational commitment, intention
to turnover or extra-role behavior were found. The theoretical distinction
between "breach" and "violation" (Morrison & Robinson, 1997) of the
psychological contract is thus a useful distinction. Twelve employees displayed
the "revision" pattern. They indicated that certain perceived obligations had
been violated and this bothered them. Because these respondents often reported
to be committed to their clients rather than to the organization, commitment
was not affected in all cases. Some of them mentioned a time frame by which the
situation had to be improved. We therefore conclude that revision seems to be a
transition period. After the elapse of time psychological contracts either become
balanced again, or when the situation prolongs or deteriorates, the psychological
contract is deserted. This dynamic is displayed by five respondents whose
psychological contracts were in positive revision. Some of them had experienced
a severe violation of the psychological contract and were already actively
searching for another job. By the time of the interview however, the employment
relationship was appraised in a very positive way. The outcomes of positive
revision were not in all cases affected. Employees indicated that their levels of
organizational commitment and willingness to exert extra effort were already at
a high level and this did not increase. The intention to turnover decreased. Five
respondents deserted their psychological contract. One of them resigned, two
were searching for another job and the other two had diminished their working
hours or were close to retirement. They spoke very negatively about their
employer and the willingness to exert extra effort had vanished completely. The
tolerance boundaries of psychological contracts were also examined. Violations
of the psychological contract are related to decreased organizational
commitment and OCB, higher (intention to) turnover, seeking union support,
negative emotions and feelings of frustration, absenteeism and sabotage.
Moderating factors are perceived accountability for the negative situation and
good relationships with colleagues or customers. We searched for incidents that
would inevitably lead to desertion of the psychological contract in a sample of 12
employees who resigned out of frustration. In only one case the trespassing of
the limit of tolerance caused an employee to resign at the spot. Desertion of the
psychological contract was not caused by a single disruptive event. Desertion is
rather an accumulation of violations that leads to turnover in the end.
Meanwhile, conscious adjustments are made to the content of the psychological
contract, to cognitive deal with the inequity, bridging the period in which the
employee had already decided to quit until the new job was found or when
frustrations eventually accumulated to a level that the respondent could no
longer deal with. In this period negative attitudes and behaviors occur, like
calling in sick or sabotage (like the waitress who deliberately gave wrong orders
to the kitchen to get her boss into trouble). Although it was impossible to
distract particular incidents that would almost certainly lead to desertion of the
psychological contract, we found some interesting results. What was striking
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was the high incidence of violations of the social atmosphere, the impossibility
to solve problems by communicating with the management (not feeling
supported or being taken seriously), constant high work pressure and the
introduction of obligatory night- and weekend shifts which intervened with the
private lives of the respondents. No career opportunities, sexual harassment,
not being paid and not being able to deliver quality service were also mentioned.
Apparently, these aspects may create serious violations of psychological
contracts.

In Chapter 4 the construction of the Tilburg Psychological Contract
Questionnaire (TPCQ) is described. The enormous amount of research projects
in the psychological contract domain has led to a variety of questionnaires with
different quality levels and different foci. Therefore this chapter starts with a
categorization and evaluation of existing psychological contract questionnaires.
Psychological contracts can be attributed to different categories by answering
the following questions:
• Does the instrument represent a unilateral or a bilateral view of

psychological contracts? Stated differently: is the instrument designed for
the employee only, or are there also scales included for organization
representatives?

•  Does the instrument measure features, the content or an evaluation of
fulfillment or violation of the psychological contracts?

In the first part of Chapter 4 we define the criteria which the ideal content and
evaluation measure of psychological contracts should meet.
a.    If the content of psychological contracts is measured, the suitability of the

items for the sample needs to be assessed. The source of the content items
needs to be accounted for and psychometric properties should be provided.

b.  The definition of the psychological contract should be reflected in the
response scale. Concepts like "perceived obligations", "promises", or
64expectations" need to be included in the response scale.

c.   The psychological contract consists of both perceived employer obligations
and perceived employee obligations. Both scales need to be included in a
questionnaire. And just as important, results on both scales need to be
reported by the researchers.

d. Preferably multi-item scales are used, also when fulfillment and violation
are measured. Fulfillment of the psychological contract does not exclude
violation of the psychological contract and vice versa. A single item
measuring fulfillment or violation is therefore not sufficient.

e.     The evaluation of the psychological contract needs to be established directly
by the respondent and not by the researcher.

f.   Violation of the psychological contract is not the opposite of fulfillment.
Violation should not be measured using reversed fulfillment items or vice
versa.

g. Distinguishing between breach and violation of the contract is crucial.
Despite the enormous variety of psychological contract questionnaires, none of
the existing questionnaires meet all of the criteria above. At the same time we
conclude that it is an illusion to assume that there will ever be one standardized
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fully accepted psychological contract questionnaire. Psychological contract
questionnaires should be a reflection of the organization, sector, cultural and
economic situation.

The TPCQ is a specific, unilateral content and evaluation measure. Both
employee and employer obligations as observed by the employee are measured.
Breach and violation are assessed independently of each other. The items were
constructed after thorough theoretical research, the scales were constructed
after factor analyses.
The perceived organizational obligations consist of five scales:
•    Job Content (10 items, a = 0.87)
• Career Development (5 items, a = 0.79)
• Social Atmosphere(9 items, a = 0.89)
• Organizational Policies(11 items, a = 0.90)
•    Rewards. (5 items, a = 0.72)
Perceived employee obligations consist of two scales:
• In-role Obligations (10 items, a = 0.83)
• Extra-role Obligations (8 items, a = 0.75)
The statistical properties of the TPCQ are excellent. The reliabilities of the
scales were stable across different measurement moments (3). For our main
research project we also developed organizational commitment and intention to
turnover scales. These scales also met the psychometric quality norms. In
Appendices 2, 3, 5 and 6 the TPCQ is presented. The scales measuring the
fulfillment of perceived organizational obligations all correlate significantly with
each other and with violations of the psychological contract in general.
Perceived organizational obligations and perceived employee obligations are
assumed to be related to each other. Extra-role Obligations indeed significantly
correlate (though weakly) with perceived organizational obligations. However,
In-role obligations are only related with Job Content and Social Atmosphere.
Organizational Commitment and Intention to Turnover correlate significantly
with all psychological contract scales. The table with inter-scale correlations is
presented in Appendix 9.

Then the TPCQ was used in our main study. In Chapter 5 the results of a three
wave longitudinal study in which 450 employees of four organizations in the
health care sector participated. These organizations went through an extensive
organizational change process. Health organizations are going through a lot of
changes in the Netherlands, because of the need of reducing costs of health care,

trends to treat patients at home as long as possible, ageing of the population
and changing demands of clients. The organizations in home care were forced by
the government to work together with other health and home care
organizations, enabling them to provide full scale service, and to reduce
bureaucracy. Two home care organizations in our sample merged with each
other (these organizations are treated as one organization in our results). The
employees were faced with new teams, new supervisors, a strict separation of          
care and cleaning services, the introduction of strict time schedules that
prescribed the minutes they were allowed to work on each task and the
bureaucracy that accompanied this system. Furthermore, travel cost benefits
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were cut and a new work schedule of night and weekend shifts was introduced.
Management tried to implement a more customer-oriented approach, and a new
reward system was established. In addition, newly hired were no longer offered
permanent contracts and some vacancies were not filled.

With the questionnaires it was investigated whether organizational
changes affect psychological contracts, organizational commitment and
intention to turnover. It was also investigated whether different kinds of
organizational changes have different effects on psychological contracts and
which change implementation processes ease the effects of psychological
contract breach.

At the first measurement, 869 employees were approached of whom 450
responded. For the second measurement employees who participated in the first
study were asked to fill in the same questionnaire. This time 245 employees
responded. Data for all three measurement points are available of 186
employees.

Linear structural equation modeling was used to test the changes in
psychological contracts and outcome variables over time, and also to investigate
the changes in the relationships between the dependent and independent
variables over time.

First, it was investigated whether psychological contracts,

organizational commitment and intention to turnover change over time. The
results did not support earlier findings by Robinson, Kraatz and Rousseau
(1994) that perceived employee obligations decrease over time. In our sample,
the fulfillment of organizational obligations did not change within the year of
measurement either, but there were negative changes in organizational
commitment and intention to turnover.

Then the effects of organizational changes on psychological contracts,
organizational commitment and intention to turnover were measured. First, it
was asked whether the employee had perceived a change the past six months.
This yielded a remarkable result. Employees have substantially different
perceptions on changes in the organization. There was no single "objective"
change in our research. Organizational changes negatively affected the
fulfillment of perceived organizational obligations, but did not affect perceived
employee obligations. The conceptualization of the psychological contract as an
exchange relationship between perceived organizational and employee
obligations was supported by the finding that a lesser fulfillment of Social
Atmosphere and Career Development and violations of organizational
obligations in general was related to lower levels of perceived In-role
Obligations. Overall, the experience of organizational changes and a lesser
fulfillment or violations of several psychological contract scales was related to
lower levels of organizational commitment and higher levels of intention to
turnover.

The way organizational changes are implemented influences the
fulfillment and violation of perceived organizational obligations. The perceived
fulfillment of Organizational Policies and violations of the psychological contract
in general are most strongly affected. Affective Commitment, Intention to
Turnover and in some cases perceived Extra-role Obligations were also affected.
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In-role Obligations were not affected by the change implementation variables.
Psychological contracts of employees who have no clear image of the future, or
who are not satisfied with the way the changes are implemented are affected
negatively by the change process. The psychological contract is positively
influenced when employees are involved in the implementation process, when
clear information about the change process is provided and when employees feel
supported by the organization. Their psychological contracts are fulfilled to a
greater extent, affective commitment is higher and they are less likely to leave
the organization. Clear information on the change process, perceived
organizational support and satisfaction with the way the changes are
implemented have the greatest effects on perceived organizational obligations.

Different kinds of organizational changes (like a new supervisor, a
different team composition, other contracts, changed organizational structure
and changed tasks) have differential effects on psychological contract scales,
although the effect sizes are only small to moderate. A new team composition
has the greatest effect on perceived organizational obligations. None of the
changes have an impact on perceived employee obligations, with the exception of
obtaining different tasks on Extra-role obligations. There were no effects of the
different kinds of changes on organizational commitment, and intention to
turnover.

In Chapter 6 the main conclusions of our research project are summarized, we
evaluate whether our research goals have been accomplished, we discuss the
strengths and weaknesses of our research project and we give directions for
future research. In the second part of the chapter, we pay attention to the

practical implications of psychological contract research for HR managers. It is
addressed how psychological contract management is used in organizations
today and what this ideally could look like. We also discuss how the
psychological contract can be managed during organizational change. This is
illustrated with a case study. The chapter ends with a discussion of the
application of the concept of the psychological contract in HR practices, like
selection and recruitment, socialization processes, career management and
retention management. The main conclusions of our research are:
• Organizational changes affect the psychological contract.
•   A psychological contract is a multi-dimensional concept and it has different

consequences, dependent of which aspect of the psychological contract is
violated or fulfilled.

• There is an exchange relationship between perceived organizational
obligations and perceived employee obligations.

• Violations of psychological contracts are related to organizational
commitment, intention to turnover, extra-role behavior, sabotage, seeking
legal advice and absenteeism.

• Employees respond differently to discrepancies in the psychological
contract. We found patterns of balancing, revision and desertion. Each of
these patterns have differential effects on organizational commitment,
intention to turnover and the willingness to exert extra effort.

• Psychological contracts may restore from violation.
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•    Desertion of the psychological contract is not a reaction to a single critical
incident. It is rather an accumulation of incidents on several aspects of the
psychological contract.

•  A good implementation process of the organizational changes, in which
employees are involved and receive clear information on the change process
leads to fewer violations of the psychological contract

•    If the effects of organizational changes on employees are investigated, it is
essential to establish whether the employee perceived the organizational
change and if so, which change he perceived

•      Of the different kinds of organizational changes a new team composition has
the greatest effect on psychological contracts.

•       The content of the psychological contract does not change over time
•    If psychological contracts are measured, a longitudinal quantitative design

complemented with qualitative data like interviews or diary studies, is the
ideal method.

With regard to the sample, the strength of our research is that we concentrated
on low educated employees in the health care sector from only three similar
organizations, a totally different sample as compared with the wide spread use
of samples of young professionals or graduates. However, a limitation of our
sample is that it reduces the generalizability of our findings. The longitudinal
design and the statistical analyses are strengths of our study. For future
research, it is recommended to measure actual employee behavior, like
absenteeism or turnover data and performance appraisals by supervisors or
colleagues.
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De relatie tussen werknemer en organisatie mag zich door de vele
veranderingen in de maatschappij, de economie en de arbeidsmarkt in een
enorme belangstelling verheugen. Deze veranderingen zijn, bijvoorbeeld,
globalisering en wereldwijde competitie, de snelle ontwikkelingen in de
informatietechnologie, veranderende organisatieculturen als gevolg van fusies
en overnames, de toegenomen complexiteit van het werk, verminderde
supervisie, veranderende opvattingen over werk en loopbanen en toegenomen
culturele diversiteit op de werkvloer 9rese, 2000). Vaak wordt in de
managementliteratuur voetstoots aangenomen dat door deze vele
veranderingen, de arbeidsrelatie tussen organisatie en werknemer ook enorm
verandert. Echter, hier is nauwelijks wetenschappelijk onderzoek naar gedaan.

De arbeidsrelatie wordt ook wel beschreven als opvattingen over wat
organisatie en werknemer elkaar zouden moeten bieden in de ogen van de
werknemer. Deze opvattingen worden ook wel een psychologisch contract
genoemd (Argyris, 1960; Rousseau, 1989). De uitkomsten van de weinige
wetenschappelijke onderzoeken die er zijn (De Korte & Bolweg, 1994; Van den
Brande, 2002 en SCP, 2004) wijzen erop dat er geen sprake is van een
revolutionaire verandering in de zaken die werknemers verwachten van hun
organisatie. Er is wel een lichte verschuiving, zoals de introductie van de
verwachting dat arbeid en zorg op elkaar afgestemd kunnen worden, maar toch
blijven veel basisverwachtingen gelijk: werknemers verwachten een
rechtvaardige leidinggevende, een prettige werksfeer en zekerheid van baan en
inkomen (De Korte & Bolweg, 1994). De revolutie in de arbeidsrelatie blijft
beperkt tot een zeer klein groepje van hoog opgeleide jonge managers en
professionals, zo'n 4% van de Vlaamse beroepsbevolking (Van den Brande,
2002). Dit werpt de vraag op of psychologische contracten wel veranderen en als
ze dan veranderen hoe de dynamiek daarvan verloopt.

Gestructureerde organisatietransformatieprocessen zijn erop gericht het
gedrag en de houding van de werknemer te veranderen. Op dergelijke
momenten wordt er dus een bewuste poging ondernomen om psychologische
contracten te veranderen. Oude zekerheden worden weggenomen en nieuwe
verplichtingen komen daarvoor in de plaats. Dit kan gezien worden als een
schending van het psychologisch contract. Uit onderzoek blijkt dat schendingen
van psychologische contracten leiden tot allerlei negatieve gevolgen voor
werknemerattitudes en -gedrag. Verminderde organisatiebetrokkenheid, een
hogere intentie tot verloop, absenteisme, verminderd extra-rol gedrag, lagere
arbeidssatisfactie, lagere prestaties en zelfs sabotagepogingen kunnen
voortkomen uit een geschonden psychologisch contract (Robinson & Rousseau,
1994; Schalk, Freese & Van den Bosch, 1995; Herriot, Manning & Kidd, 1997;
Coyle-Shapiro & Kessler, 2000; Turnley & Feldman, 2000; Schalk & Huiskamp,
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2001). Een organisatietransformatieproces is dus een interessante fase om
onderzoek te doen naar de dynamiek van psychologische contracten. Vragen die
daarbij gesteld kunnen worden zijn bijvoorbeeld:
•  Wat is de invloed van organisatieveranderingen op de psychologische

contracten van de betrokken medewerkers?
• Welke waargenomen verplichtingen in het psychologisch contract

veranderen?
•   Kan een psychologisch contract dat geschonden is, zich weer herstellen en

ontstaat er dan weer een goede relatie tussen werknemer en organisatie?
•    Wat gebeurt er met de waargenomen verplichtingen van de werknemer zelf,

de organisatiebetrokkenheid en de intentie tot verloop gedurende het
organisatieveranderingsproces?

•   Zijn er factoren in het implementatieproces van de organisatieverandering
die ervoor zorgen dat psychologische contracten minder snel geschonden
worden?

•   En hebben sommige soorten organisatieveranderingen een groter effect op
psychologische contracten dan andere?

In dit proefschrift staan deze vragen centraal.

In het inleidende hoofdstuk wordt allereerst een beeld geschetst van de
Nederlandse samenleving, om de lezer een indruk te geven van hoe
psychologische contracten in Nederland eruit zien en door welke factoren deze
beinvloed worden. Psychologische contracten worden namelijk sterk beinvloed
door de culturele omgeving waarin zij geschapen worden. Thema's die in
Hoofdstuk 1 aan de orde komen zijn; het politieke systeem en de
maatschappelijke inrichting van Nederland, de sociale relaties tussen overheid,
werkgevers en werknemers, arbeidswetgeving, economische ontwikkelingen en
verschuivingen op de aanbodkant van de arbeidsmarkt. Vervolgens wordt
aandacht besteed aan culturele waarden die van invloed zijn op de relaties
tussen organisaties en werknemers ontleend aan Hofstede (1993). Verder wordt
gekeken naar de veranderingen in de arbeidsmarkt: verschuivingen in
werktijden, ontwikkelingen in tijdelijk en fiexibel werk, de positie van vrouwen
op de arbeidsmarkt en het beloningssysteem. Tot slot wordt stilgestaan bij hoe
HRM praktijken in organisaties van invloed zijn op de waargenomen
verplichtingen van werknemers en organisaties.

In Hoofdstuk 2 wordt ingegaan op de ontstaansgeschiedenis van het
psychologisch contract en de richtingenstrijd die gaande weg ontstond. Dit is
nodig om ons eigen standpunt in het debat te positioneren en de keuzes te
onderbouwen die we maakten bij de ontwikkeling van de Tilburgse
Psychologisch Contract Vragenlijst (Freese & Schalk, 1997). Het begrip

psychologisch contract werd in arbeidsrelaties voor het eerst gebruikt door
Argyris (1960). Een klein groepje onderzoekers (Argyris, 1960; Levinson, Price,
Munden, Mandl & Solley, 1962; Schein, 1965 en Kotter, 1973) definieerden het
psychologisch contract als een impliciet contract tussen werknemer en
organisatie dat beschrijft wat beide partijen zouden moeten bijdragen en
ontvangen in de relatie. Nadat het zo'n 15 jaar stil was geweest aan het front,
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pakten twee onderzoekers onafhankelijk van elkaar het thema weer op aan het
eind van de jaren 80. Herriot (1988) hanteerde de definitie van de eerste
onderzoekers, terwijl Rousseau (1989) een nieuwe invalshoek koos. Zij
definieerde het psychologisch contract als de opvattingen die de werknemer
heeft van wederzijdse verplichtingen in de arbeidsrelatie. Hierbij staan de
opvattingen van de werknemer centraal; het organisatieperspectief wordt in
deze visie niet onderzocht. Deze opvatting kreeg grote navolging, hoewel er nu
ook weer tendensen zijn om het organisatieperspectief mee te nemen. Daarnaast
is er strijd over de terminologie, hebben we het over verwachtingen,
verplichtingen of beloftes en is het mogelijk om typologieen van psychologische
contracten te ontdekken, zoals transactionele en relationele contracten?
Sommige onderzoekers richten zich meer op de specifieke inhoud van het
psychologische contract en anderen doen onderzoek naar schendingen van
psychologische contracten. De uitkomsten van het onderzoek van al deze
verschillende benaderingswijzen wordt behandeld in Hoofdstuk 2.

In ons onderzoek gebruiken wij de definitie van Rousseau, een
eenzijdige benadering van het psychologisch contract. Wij richten ons op de
specifieke inhoud en schendingen van psychologische contracten. Ondanks een
explosie aan psychologisch contract onderzoek de afgelopen 15 jaar, is er
nauwelijks onderzoek gedaan naar organisatieveranderingen als oorzaak van
veranderingen en schendingen van psychologische contracten. Werknemers
reageren vaak verschillend op organisatieveranderingen en wij vermoeden dat
dat te maken heeft met de inhoud van hun psychologisch contract. Deze lacune
in de psychologisch contract literatuur wordt met dit proefschrift gevuld.

Schalk en Freese (1997) en Schalk en Roe (in druk) hebben het "Dynamisch
model van psychologische contracten" ontwikkeld om een verklaring te bieden
voor het feit dat niet alle veranderingen in psychologische contracten leiden tot
schendingen. In Hoofdstuk 3 wordt dit model besproken. Het model beschrijft
hoe het psychologisch contract zich volgens drie verschillende patronen kan
bewegen als reactie op veranderingen in de vervulling van waargenomen
verplichtingen: "balanceren", "revisie" of "verbreken". Als de geconstateerde
afwijking niet zo groot is, zal de werknemer proberen een cognitieve verklaring
te vinden en de ervaring in te passen in het bestaande psychologisch contract.
Er zijn geen gevolgen voor organisatiebetrokkenheid, de intentie tot verloop of
de geneigdheid tot extra inzet. Als er grotere afwijkingen zijn, dan zijn er twee
mogelijkheden: In het geval dat de verandering raakt aan absolute
basiswaarden van de werknemer zal het contract ernstig geschonden zijn en zal
de werknemer het contract verbreken. Er zal dan een grote daling in
organisatiebetrokkenheid te zien zijn en een sterke geneigdheid tot ontslag
nemen. In veel gevallen zal het leiden tot daadwerkelijk ontslag en er ontstaat
negatief werknemergedrag, zoals openlijke conflicten, emotionele uitbarstingen,
ziekmelden en geen enkele bereidheid meer tot het verrichten van extra taken.
In het geval van "revisie" past de werknemer de waargenomen verplichtingen
aan en er zal een aanpassing zijn van organisatiebetrokkenheid, de bereidheid
tot het uitvoeren van extra taken en de intentie tot verloop, al naar gelang het
een positieve dan wel negatieve revisie betreft.
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Door middel van interviews met 41 medewerkers van veranderende
thuiszorginstellingen en 12 medewerkers die uit frustratie ontslag hebben
genomen, toetsten we de validiteit van dit model. Uit de resultaten blijkt dat
organisatieveranderingen van invloed zijn op psychologische contracten. De
meeste werknemers gaven aan dat sommige waargenomen verplichtingen
verdwenen, terwijl er andere bijkwamen als gevolg van de herstructurering. De
veranderde verplichtingen betroffen de inhoud van het werk (bijvoorbeeld het
werk werd minder uitdagend, er ontstond een hogere werkdruk en de
organisatie verwachtte meer flexibiliteit), loopbaanmogelijkheden (er kwamen
meer of minder doorgroeimogelijkheden, er was minder geld voor trainingen), de
sociale sfeer veranderde (toegenomen gevoelens van onzekerheid, steeds andere
collega's en minder tijd om met clil#nten te praten), het organisatiebeleid
wijzigde (meer nadruk op kostenbewustzijn, top down beslissingen, slechtere
communicatie) en de beloningen werden minder gunstig (de
reiskostenvergoeding werd afgeschaft en overwerk niet meer betaald). De
meeste veranderingen in het psychologisch contract werden als negatief
ervaren, toch werd in lang niet alle gevallen het psychologisch contract
geschonden.

De door Schalk en Roe beschreven patronen zijn alle drie terug te
vinden. Van de 18 respondenten met een psychologisch contract dat in balans
was, gaf een aantal van hen voorbeelden waarbij hun psychologisch contract in
negatieve zin beinvloed was. Toch beschreven zij hun relatie met de organisatie
in positieve bewoordingen en waren er geen gevolgen voor de
organisatiebetrokkenheid, intentie tot verloop of de bereidheid iets extra's te
doen voor de organisatie. Het in de theorie gemaakte onderscheid tussen een
"breuk" in het psychologisch contract en een "schending" van het psychologisch
contract (Morrison & Robinson, 1997) is derhalve een zinvol onderscheid. Twaalf
werknemers vertoonden het negatieve "revisie patroon", ze gaven aan dat
bepaalde waargenomen verplichtingen geschonden werden en ze hadden daar
problemen mee. Omdat deze respondenten vaak aangaven zich voornamelijk
betrokken te voelen bij hun clienten en niet zozeer de organisatie, werd de
betrokkenheid niet in alle gevallen aangetast. Een aantal van hen gaf duidelijk
een termijn aan waarbinnen de situatie verbeterd zou moeten zijn. Dit leidt tot
onze conclusie dat revisie een soort transitiefase is, soms zal het psychologisch
contract weer teruggaan naar een "balans" situatie, in andere gevallen zal het
contract verbroken worden. Dat deze dynamiek er is, blijkt uit de resultaten van
de vijf respondenten die positieve revisie vertonen. Enkele van hen hebben
namelijk een zeer ernstige schending van het psychologisch contract
meegemaakt, waarbij al gezocht werd naar een andere baan. Toch werden de
psychologische contracten ten tijde van het interview als uiterst positief
beschouwd. De uitkomstvariabelen waren echter niet allemaal in de verwachte
richting. De werknemers gaven aan dat ze al sterk betrokken waren en ook hun
geneigdheid om iets extra's te doen nam niet toe. De intentie tot verloop was wel
verminderd. Naast de twaalf werknemers uit de steekproef die uit frustratie
ontslag hadden genomen, hadden ook vijf medewerkers van de
thuiszorginstellingen hun psychologisch contract verbroken. Daarvan had 6dn
ontslag genomen, twee waren op zoek naar een andere baan en twee anderen
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hadden hun uren verminderd of wachtten hun pensioen wel af. Ze spraken in
erg negatieve bewoordingen over de organisatie en de bereidheid om extra
dingen te doen was volledig verdwenen. De uitkomsten van schendingen van het
psychologisch contract die genoemd werden waren: verminderde
organisatiebetrokkenheid, lagere bereidheid een stapje extra te zetten, grotere
intentie tot verloop, daadwerkelijk ontslag, reductie van contracturen, negatieve
gevoelens zoals frustratie of opstandig gedrag, steun zoeken bij vakbonden,
ziekmelden en sabotage-acties. Waargenomen organisatiesteun, het attribueren
van de oorzaak van negatieve veranderingen aan derden of een goede relatie
met klanten of met collega's verminderde het optreden van negatieve
werknemerattitudes en -gedrag.

We zochten naar welke incidenten en daarmee samenhangende
basiswaarden onherroepelijk zouden leiden tot een verbroken psychologisch
contract. In slechts 66n geval was het overschrijden van de tolerantiegrens
aanleiding tot het onmiddellijk ontslag nemen van de werknemer. De resultaten
duiden erop dat ook het verbreken van het psychologisch contract een geleidelijk
proces is, waarbij gecumuleerde negatieve ervaringen uiteindelijk leiden tot het
nemen van ontslag. In de tussentijd treden er wel negatieve attitudes en
gedragingen op zoals bijvoorbeeld ziekmelden of sabotage acties (bijvoorbeeld
een serveerster die opzettelijk verkeerde bestellingen doorgeeft aan de keuken).
Met name aanhoudende hoge werkdruk, geen loopbaanmogelijkheden, geen
steun door de organisatie op kritieke momenten, minder uitdaging in het werk,
verplichte nacht- en weekenddiensten, seksuele intimidatie, het niet langer
kunnen leveren van kwaliteit en het niet uitbetalen van salaris zijn
breekpunten.

In Hoofdstuk 4 wordt beschreven hoe de Tilburgse Psychologisch Contract
Vragenlijst (TPC) is ontwikkeld. Omdat er een veelvoud aan psychologisch
contractvragenlijsten in met name het Engelstalig vakgebied bestaat, zijn
allereerst criteria opgesteld waaraan een psychologisch contract vragenlijst zou
moeten voldoen, om deze naam te mogen dragen. Het hoofdstuk begint daarom
met een categorisatie en beoordeling van bestaande psychologisch contract
vragenlijsten. Psychologisch contractvragenlijsten kunnen in categorieen
ingedeeld worden op basis van de volgende vragen:
•  Reflecteert het instrument een unilaterale of bilaterale visie op het

psychologisch contract? Met andere woorden, wordt alleen de werknemer
bevraagd of moeten de vertegenwoordigers van de organisatie ook hun
mening geven?

•     Meet het instrument kenmerken, de inhoud of een evaluatie van vervulling
dan wel schending van het psychologisch contract?

Op grond van de behandeling van bovengenoemde vragen komen wij tot de
volgende criteria waaraan een goede psychologisch contract vragenlijst moet
voldoen:
a. Als de inhoud van het psychologisch contract gemeten wordt, moet

vastgesteld zijn of de vragenlijst geschikt is voor de doelgroep waarvoor deze
wordt ingezet. Verantwoording van de bronnen van de items dient te
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worden afgelegd, evenals een beschrijving van de psychometrische gegevens
(waaronder ook de factorstructuur van de vragenlijst).

b.   De definitie van het psychologisch contract hoort weerspiegeld te zijn in de
antwoordschalen, termen zoals waargenomen verplichtingen, beloften of
verwachtingen horen daarin thuis.

c. Zowel waargenomen werkgeververplichtingen als waargenomen
werknemer-verplichtingen moeten worden gemeten, het is immers een
contract. Even zo belangrijk is het rapporteren van de resultaten over beide
schalen.

d. Multi-item schalen verdienen de voorkeur, zeker ook bij het vaststellen van
vervulling en schending van het psychologisch contract. Schending en
vervulling sluiten elkaar niet uit, het kan betrekking hebben op
verschillende aspecten van het psychologisch contract. Daarom geeft het
antwoord op 66n vraag of het psychologisch contract geschonden dan wel
vervuld is geen betrouwbaar beeld.

e.   De evaluatie van de staat van het psychologisch contract (dus de mate van
schending of vervulling) dient vastgesteld te worden door de werknemer zelf
en niet door de onderzoeker.

f.    Schending van een psychologisch contract is niet het tegenovergestelde van
vervulling van het psychologisch contract. Schending van het psychologisch
contract mag dus niet gemeten worden door de score op vervulling items te
hercoderen of vice versa.

g.  Een goede psychologisch contract vragenlijst maakt onderscheid tussen
breuk en schending van het psychologisch contract.

Ondanks de enorme vari6teit aan psychologisch contract vragenlijsten kan
vastgesteld worden dat niet een vragenlijst voldoet aan al deze criteria. Tevens
concluderen wij dat het onmogelijk is om tot een algemeen geaccepteerde
vragenlijst te komen. Zo zijn psychologische contracten cultuurgebonden en is
het afhankelijk van de organisatiecontext en de kenmerken van de steekproef
welke aspecten onderzocht dienen te worden.

De TPC gaat uit van een unilaterale visie, waarbij zowel waargenomen
organisatie- als werknemer verplichtingen gemeten worden. Daarnaast wordt
de mate van vervulling dn schending van het psychologisch contract vastgesteld.
Breuk en schending van het psychologisch contract kunnen afzonderlijk
vastgesteld worden. De TPC werd ontwikkeld na uitvoering
literatuuronderzoek. De onderliggende factorstructuur en de psychometrische
kenmerken van de TPC zijn onderzocht. Met behulp van factoranalyses werden
diverse schalen onderscheiden. De waargenomen organisatieverplichtingen
bestaan uit 5 schalen:
a.    Inhoud van het werk (10 items, a=0,87)
b.   Loopbaanontwikkeling (5 items, a=0,79)
c. Sociale sfeer (9 items, a=0,89)
d.   Organisatiebeleid (11 items, a=0,90)
e.    Beloningen (5 items, a=0,72)
De waargenomen werknemerverplichtingen bestaan uit 2 schalen:
f. In-rol verplichtingen (10 items, a=0,83)
g. Extra-rol verplichtingen (8 items, a=0,75)
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De schalen van de TPC bezitten uitstekende psychometrische kenmerken. De
betrouwheden zijn ook over verschillende meetmomenten (3) heen stabiel en de
schalen correleren significant met elkaar over de verschillende tijdstippen.
Daarnaast zijn ten behoeve van het hoofdonderzoek ook schalen ontwikkeld om
organisatiebetrokkenheid en intentie tot verloop te meten. Ook deze schalen zijn
voldoen aan de psychometrische kwaliteitseisen. De vragenlijsten zijn
opgenomen in Appendices 2, 3, 5 en 6. De schalen die waargenomen
organisatieverplichtingen meten hangen allemaal significant met elkaar samen,
en ook met de schendingen van het psychologisch contract in het algemeen. Er
ZOU een samenhang rnoeten zijn tussen de waargenomen
organisatieverplichtingen en de waargenomen werknemerverplichtingen. Extra-
rol verplichtingen hangen inderdaad significant, doch zwak, samen met de
waargenomen organisatieverplichtingen. In-rol verplichtingen hangen alleen
samen met Inhoud van het Werk en Sociale Sfeer. Organisatiebetrokkenheid en
Intentie tot Verloop hangen significant samen met alle psychologisch contract
schalen. De correlatietabel kan gevonden worden in Appendix 9.

Vervolgens zijn de vragenlijsten ingezet in het hoofdonderzoek. In Hoofdstuk 5
worden de resultaten weergegeven van een longitudinaal onderzoek waaraan
450 medewerkers van vier zorginstellingen meededen, die 3 keer de TPC
invulden, met tussenliggende periodes van 6 maanden. Deze zorginstellingen
hadden te maken met grootschalige veranderingsprocessen. Vanwege de nadruk
op kostenbesparingen, de tendens om mensen zo lang mogelijk thuis te
behandelen of te verzorgen en veranderende eisen van patienten, is de
zorgsector sterk in beweging. De organisaties in ons onderzoek werden
gedwongen samen te werken, om volledige zorg te kunnen leveren en
bureaucratie te verminderen. Twee van de organisaties in ons onderzoek gingen
dan ook met elkaar fuseren. Verder hadden ze te maken met reorganisaties van
het middenkader en ontstonden er nieuwe teams met andere leidinggevenden.
Verplegende, verzorgende en huishoudelijke taken werden strikt gescheiden en
strakke werkschema's werden geintroduceerd, waarbij minutenverantwoording
diende te worden afgelegd. Reiskosten en overwerk vergoedingen werden
versoberd en een nieuw avond/weekend rooster werd ingevoerd. Ook kregen
nieuwe medewerkers geen vaste contracten meer.

Met de vragenlijsten werd onderzocht of organisatieveranderingen een
effect hebben op de psychologische contracten, de organisatiebetrokkenheid en
intentie tot verloop van de betrokken medewerkers. Ook werd onderzocht of
sommige organisatieveranderingen meer effect hebben dan andere en of er
factoren in het implementatieproces zijn die de gevolgen van schendingen in het
psychologisch contract verminderen.

Van de 869 benaderde medewerkers retourneerden 450 medewerkers de
eerste keer hun vragenlijst, daarvan deden 245 ook de tweede keer mee. De
laatste keer stuurden 186 medewerkers hun vragenlijst terug. We hebben
gecontroleerd of de uitvallers verschilden qua persoonlijke kenmerken en score
op de eerdere vragenlijsten van de werknemers die wel alle drie de keren
hebben meegedaan. Dat bleek niet het geval te zijn.
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Voor elk van de afhankelijke variabelen werd een linear structural
equation model gebouwd, waarin de drie meetmomenten werden gerelateerd
aan de relevante variabelen gemeten op hetzelfde moment als de afhankelijke
variabele. Deze methode staat het toe om niet alleen veranderingen in de
schalen over de tijd te meten, maar ook eventuele veranderingen in de relaties
tussen de afhankelijke en onafhankelijke variabelen vast te stellen. Er is
allereerst onderzocht of psychologische contracten, organisatiebetrokkenheid en
intentie tot verloop veranderen in de loop van de tijd. De resultaten van
Robinson, Kraatz en Rousseau (1994) dat waargenomen
werknemerverplichtingen afnemen over de tijd konden niet bevestigd worden.
In onze steekproef, veranderen de waargenomen vervulling van
organisatieverplichtingen niet binnen het jaar dat wij gemeten hebben. Ook de
waargenomen werknemersverplichtingen bleven gelijk. We vonden wel
veranderingen in organisatiebetrokkenheid (nam af) en intentie tot verloop
(nam toe). Vervolgens is gekeken naar de effecten van organisatieveranderingen
op psychologische contracten en organisatiebetrokkenheid en intentie tot
verloop.

Allereerst is gevraagd of de werknemer een verandering had
waargenomen de afgelopen 6 maanden. Dat leverde al meteen een opmerkelijk
resultaat op. Werknemers blijken daar erg verschillende opvattingen over te
hebben. Van een "objectieve" organisatieverandering met eenduidige gevolgen
voor medewerkers was dus geen sprake in ons onderzoek. Ook was er geen
sprake van 6dn organisatieverandering, er waren meerdere, voortdurende
veranderingen. Een organisatieverandering heeft invloed op de waargenomen
vervulling van organisatieverplichtingen, maar niet op waargenomen
werknemerverplichtingen. Er blijkt inderdaad een ruilrelatie te bestaan tussen
organisatieverplichtingen en werknemerverplichtingen, hoewel deze niet
eenduidig is. Een lagere vervulling van Sociale Sfeer en Loopbaanontwikkeling
en schendingen van het psychologisch contract in het algemeen is gerelateerd
aan lagere waargenomen In-rol verplichtingen. Organisatieveranderingen
hangen samen met een hogere intentie tot verloop, maar er is geen effect
gevonden op organisatiebetrokkenheid. Alle effecten die gevonden zijn, zijn
tijdsonafhankelijke verbanden. De relaties tussen de afhankelijke en
onafhankelijke variabelen zijn dus stabiel over de tijd.

Daarna is gekeken welke factoren in het implementatieproces de kans
op een schending van het psychologisch contract kan verminderen. Werknemers
die betrokken werden bij de verandering, die steun ervoeren van de organisatie,
die tevreden zijn met de manier waarop de veranderingen zijn doorgevoerd, die
vonden dat ze duidelijke informatie ontvingen over het veranderingsproces en
een duidelijk beeld van de toekomst hebben, rapporteren minder schendingen
van het psychologisch contract en hogere vervulling van de waargenomen
organisatieverplichtingen schalen. Daarnaast vertonen zij een hogere
organisatiebetrokkenheid en een lagere intentie tot verloop. Er zijn geen
effecten gevonden voor In-rol verplichtingen. Extra-rol verplichtingen werden
slechts beinvloed door betrokkenheid bij het veranderingsproces en duidelijke
informatie. De waargenomen vervulling van organisatieverplichtingen ten
aanzien van Organisatiebeleid en schendingen van het psychologisch contract in
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het algemeen worden het sterkst beinvloed door de factoren in het
implementatieproces. Duidelijke informatie, betrokkenheid bij het
implementatieproces en tevredenheid over het implementatieproces hebben een
zeer sterk effect op psychologische contracten. Tot slot is gekeken of het een
verschil maakt welk soort verandering heeft plaatsgevonden. Een nieuwe
teamsamenstelling blijkt effecten te hebben op de waargenomen verplichtingen
ten aanzien van sociale sfeer, organisatiebeleid en schendingen in het algemeen,
terwijl een nieuwe leidinggevende effect heeft op de vervulling van
waargenomen verplichtingen ten aanzien van loopbaanontwikkeling. Het
krijgen van andere taken gaat samen met het waarnemen van meer Extra-rol
verplichtingen en meer schendingen van het psychologisch contract. Het
wijagen van de organisatiestructuur of een ander contract leidt niet tot
verschillende effecten. De gevonden effecten van een nieuwe teamsamenstelling
zijn het grootst, echter de gevonden effecten zijn slechts klein tot matig. Het
type organisatieverandering heeft geen effect op organisatiebetrokkenheid,
waargenomen In-rol verplichtingen en intentie tot verloop.

In Hoofdstuk 6 warden de belangrijkste conclusies samengevat. Er wordt
ingegaan op de bijdragen en beperkingen van de studie en worden
aanbevelingen voor toekomstig onderzoek gedaan. In het tweede deel van het
hoofdstuk is er uitgebreid aandacht voor de praktische toepasbaarheid van het
psychologisch contract. Er wordt stilgestaan bij hoe psychologisch
contractmanagement tegenwoordig in organisaties wordt toegepast en wat hoe
dat er in een ideale situatie uit zou kunnen zien. Ook wordt besproken hoe er
tijdens organisatieveranderingsprocessen optimaal gebruik van psychologisch
contract management gemaakt kan worden. Dit wordt toegelicht aan de hand
van een praktijkcasus. Er wordt afgesloten met een bespreking van het
toepassen van het psychologisch contract bij HR praktijken zoals werving en
selectie, socialisatieprocessen, loopbaanontwikkeling en retentiemanagement.
De belangrijkste conclusies uit ons onderzoek zijn:
• Organisatieveranderingen hebben effect op psychologische contracten.
•     Het psychologisch contract is een multi-dimensionaal concept. Het schenden

of niet vervullen van verschillende aspecten van het psychologisch contract
heeft verschillende effecten.

•  Er is een ruilrelatie tussen waargenomen organisatieverplichtingen en
waargenomen werknemer verplichtingen.

• Schendingen van psychologische contracten hebben effecten op
organisatiebetrokkenheid, intentie tot verloop, extra inspanning, sabotage,
juridische stappen en absenteisme.

• Medewerkers reageren verschillend op discrepanties in het psychologisch
contract. Deze reacties "balanceren", "revisie" of "desertie", leiden tot
verschillende effecten op organisatiebetrokkenheid, de bereidheid extra
inspanning te leveren en de intentie tot verloop.

• Psychologische contracten kunnen herstellen van schendingen.
•   Desertie van het psychologisch contract is niet het gevolg van een kritiek

incident, maar het is een optelsom van incidenten op meerdere gebieden.
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•   Een goed implementatieproces, waarbij werknemers betrokken worden bij
het veranderingsproces en duidelijke informatie krijgen, leidt tot minder
schendingen van psychologische contracten.

•     Bij onderzoek naar organisatieveranderingsprocessen is het van belang vast
te stellen of de werknemer de organisatieverandering heeft waargenomen
en zo ja, welke verandering deze heeft waargenomen.

•   Van de verschillende types organisatieveranderingen heeft het veranderen
van de teamsamenstelling het grootste effect op het psychologisch contract.

•     De inhoud van het psychologisch contract verandert niet over de tijd.
• Voor wat betreft het meten van psychologische contracten is een

longitudinale kwantitatieve methode aangevuld met kwalitatieve gegevens,
bijvoorbeeld verkregen uit interviews of dagboekstudies, de ideale methode.

Met betrekking tot de steekproef van thuiszorgmedewerkers kan opgemerkt
worden dat het enerzijds een totaal andere groep is dan de hoogopgeleide, pas-
afgestudeerden die vaak het onderwerp van studie zijn bij psychologisch
contract onderzoek. Echter de generaliseerbaarheid van de resultaten is dus ook
beperkt. Het longitudinale karakter en de analysemethode van ons onderzoek is
een sterke kant van deze studie. Voor toekomstig onderzoek is het aan te
bevelen om ook werknemergedrag als absent:eisme, prestatiebeoordelingen door
leidinggevenden of collega's en verloopcijfers te gebruiken.
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Appendix 1: Items measuring the content of
psychological contracts by often cited psychological
contract questionnaires

Researcher Employer obligations Employee obligations
Rousseau Advancement; high pay; merit Overtime; loyalty; extra-role
(1990) pay; job security; training; behavior; notice of leaving;
Robinson, development; support. acceptance of transfers; no
Kraatz & competitor support; proprietary
Rousseau protection; minimum stay of 2
(1994) years.

Rousseau & Attractive benefits package; Be a good team player; adhere
DePalma performance-based pay; fair to professional standards; meet

treatment; necessary resources minimal acceptable standards
to do job; healthy work for performance; minimum stay
environment; opportunity for of 2 years; protection of image;
career development; interesting accept transfer to another

job; support; flexible benefits region; provide organization
package; meaningful work; open    with own unique knowledge
communication; tools to perform and input; provide leadership;
job; secure job; collaborative perform job in reliable way; not
work environment; good look for job elsewhere; accept
working conditions; opportunity internal transfer; participate in
to learn; high responsibility; training; deal honestly; advance
health benefits; competitive notice; provide good service;
salary; open feedback; materials assist others; travel; behave
and equipment needed to professionally; protect
perform job; opportunities for confidential information;
promotion; autonomy; clean promote positive attitude;
work environment; skill perform socially useful work;
development; respect; provide innovative suggestions
cooperative work relationship; for improvement; volunteer to
vacation benefits; opportunities do non-required tasks; work
to advance and grow; bonuses; extra hours to get job done;
honest treatment; work space develop new skills; accept job
needed to do your job; change within unit; work well
challenging job; job security; with others; dress
training, collegiality, travel professionally; no support of
opportunities. competitors; exceed

performance expectations;
follow norms and policies; work
as a team.
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Researcher Employer obligations Employee obligations
Manning Training; fairness; justice; Work contracted hours; produce
(1993) humanity; fair benefits; job good work; honesty; loyalty;

Herriot, security; flexibility around appropriate self-presentation;
Manning & employee needs; consulting and extra-role behavior; take care of
Kidd (1997) communicating with employees; organization's property.

job discretion; recognition; safe
work environment; equitable
pay.

De Vos Career development: In & Extra Role Behavior:
(2002) Opportunities for promotion; Work fast and efficiently;

opportunities for career cooperate well with your

development within this colleagues; assist your
organization; opportunities to colleagues in their work; deliver
grow quantitative work, share
Job content: information with your
A job in which you can make colleagues; get along with your
decisions by yourself; colleagues; flexibility; work
opportunities to show what you extra hours to get your job
can; a job with responsibilities; done; take work home
opportunities to use your skills regularly; volunteer to do tasks
and capacities that are strictly no part of your
Social atmosphere: job if necessary; work during
A good atmosphere at work; the weekend if necessary
positive relationships between Ethical behavior
colleagues; a good mutual Protect confidential information
cooperation; a good about the company; use the
communication among organization's properties
colleagues honestly ; use the resources you
Financial rewards: receive from the organization
Financial rewards for honestly ; follow the policies
exceptional performance; wage and norms of the organization
increases based on your Loyalty:
performance; an attractive pay Accept no job offers you receive
and benefits package; regular from other organizations; not
benefits and extras immediately look for a job
Work-life balance: elsewhere; remain with this
Respect for your personal organization for at least some
situation; opportunities for years
flexible working hours Employability:
depending on your personal Participate in training courses
needs; the opportunity to decide outside your working hours;
for yourself when you take your take personal initiative to
vacation; a flexible attitude follow additional courses
concerning the correspondence
between your work and private
life
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Appendix 2: Tilburgse Psychologisch Contract
Vragenlijst

De Tilburgse Psychologisch Contract vragenlijst bestaat uit waargenomen
organisatieverplichtingen (schaal A tot en met E) en uit waargenomen
werknemerverplichtingen (schaal F en G).

Instructie bii schaal A tot en met E:
Geeft u voor iedere stelling aan in hoeverre de inhoud van de stelling
overeenkomt met uw verwachtingen. U kunt dit doen door een kruisje te
plaatsen in het hokje van uw keuze. Hoe meer naar links u een kruisje in de
hokjes plaatst, hoe minder de organisatie aan uw verwachting voldaan heeft.
Geeft u vervolgens aan of de mate waarin tegemoet gekomen wordt aan uw
verwachtingen wel of niet acceptabel voor u is. Met niet acceptabel wordt
bedoeld dat u er duidelijke moeite mee heeft dat er aan die bepaalde
verwachting niet tegemoet gekomen wordt en dat u vindt dat dat zou moeten
veranderen.

Twee response schalen per item:
7 hokjes: helemaal links "minder dan verwacht", helemaal rechts "meer dan
verwacht".
2 hokjes: "acceptabel", "niet acceptabel".

A. Inhoud van het werk (N=10, a=.87)
1. Afwisselend werk kunnen doen
2. Ongestoord kunnen werken
3. Op uw eigen manier kunnen werken
4. Kwaliteit kunnen leveren
5. Verantwoordelijkheid kunnen dragen
6. Aan wensen van klanten tegemoet kunnen komen
8 Kunnen laten zien wat je kunt
10 Uitdagend en stimulerend werk kunnen verrichten
11. Initiatief kunnen nemen
12. Vaardigheden en capaciteiten kunnen gebruiken
* Leiding kunnen geven8
* Werkdruk

8 Uit one onderzoek verwijderd, maar vanwege de bijzondere karakteristieken van onze steekproef,
verdient het aanbeveling deze items bij nieuw onderzoek opnieuw op te nemen en statistisch te
analyseren.
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B. Loopbaanontwikkeling (N=5, a=.79)
13. Vooruitgang boeken binnen uw eigen vakgebied
14 Promotie kunnen maken
15 Veel kunnen leren
16 Van functie kunnen veranderen binnen uw organisatie
17 Trainingen en opleidingen kunnen volgen

C. Sociale sfeer (N=9, a=.89)
18. Omgaan met aardige collega's
19. Goede sfeer op het werk
20. Goede onderlinge samenwerking
21. In het werk andere mensen kunnen leren kennen
22. Steun krijgen van collega's en leidinggevenden
23. Gewaardeerd worden
24. Uw eigen mening kunnen uiten
25. Invloed kunnen uitoefenen op de gang van zaken
28. Een rechtvaardige leidinggevende

D. Organisatiebeleid (N=11, a=.90)
27. Terugkoppeling krijgen over de resultaten van uw werk
29. Vertrouwen kunnen hebben in het management
30. Duidelijkheid en rechtvaardigheid bij het nemen van maatregelen
31. Flexibiliteit van de organisatie in het toepassen van regels en procedures
32. Communicatiekanalen zijn open, duidelijk en direct
33. U ontvangt die informatie die u nodig hebt
34. De organisatie werkt efficiant
35. Goede arbeidsomstandigheden
36. Goed personeelsbeleid
37. Flexibiliteit van de organisatie in het kunnen afstemmen van werk en priva
leven
38. Goede werktijdregelingen en het in goed overleg kunnen opnemen van vrije
dagen

E. Beloningen (N=5, a=.72)
39. Een passend salaris
40. Vergoedingen voor trainingen/opleidingen, kinderopvang, reiskosten
41. Zekerheid van baan en inkomen
42. Beloningen voor bijzondere prestaties of gelegenheden
43. Goede secundaire arbeidsvoorwaarden

Instructie bii schaal F en G:
Deze vragen gaan over in hoeverre u zich verplicht voelt bepaalde dingen te
doen ofjuist niet te doen voor de organisatie. Geeft u met een cijfer in het hokje
voor de uitspraken aan in hoeverre u vindt dat de uitspraak een verplichting
voor u inhoudt.
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5 Dunts-schaal:
1 = Ik voel me hier totaal niet toe verplicht
2 = Ik voel me hier nauwelijks toe verplicht
3 = Ik voel me enigszins toe verplicht
4 = Ik voel me hier sterk toe verplicht
5 = Ik voel me hier zeer sterk toe verplicht

Na de schalen volgt de vraag:
In hoeverre hebt u in het algemeen uw verplichtingen vervuld ten opzichte van
de organisatie?
5 punts-schaal
1 = totaal niet
2 = nauwelijks
3 = enigszins
4 = in grote mate
5 = in zeer grote mate

F. In role behavior (N=10 , a=.83)
1. Goed samenwerken (a)
4. Eerlijk zijn in de omgang met de organisatie (a)
6. Goede service aan klanten en collega's bieden (c)
7. Anderen helpen met hun werk (a)
8. U op professionele wijze gedragen en kleden (a)
9. Vertrouwelijke informatie beschermen (a)
17. Goed werk leveren, zowel kwalitatief als kwantitatief (b)
18. Alleen verzuimen als u echt ziek bent (c)
19. Voorzichtig en kostenbewust omgaan met organisatie -eigendommen (b)
20. U uitsluitend richten op organisatiezaken in plaats van priva
aangelegenheden (c)

G. Extra role behavior (N =8, a=.75)
2. Het imago van de organisatie hoog houden (a)
10. Op positieve wijze meedenken met de organisatie (bv. aanbevelingen doen
hoe het beter kan) (c)
11. Vrijwillig niet-verplichte taken doen als dat nodig is (a)
12. Overuren maken als dat nodig is om het werk af te maken (a)
13. Nieuwe vaardigheden ontwikkelen als dat in het belang van de organisatie
is (a)
14. Een andere functie binnen de organisatie accepteren (a)
16. Het beleid en de normen van de organisatie volgen (a)
21. Deelnemen aan sociale activiteiten van de organisatie (c)
* Een overplaatsing naar een andere regio accepteren als dat nodig is (a)* Tijdig aankondigen dat u op zoek bent naar een nieuwe baan (a)
* De concurrenten van de organisatie niet steunen (a)
(a) items afkomstig van Rousseau & De Palma
(b) items afkomstig van Herriot, Manning & Kidd (199D
(c) items afkomstig van Schalk, Freese & Van den Bosch (1995)
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Appendix 3: Tilburg Psychological Contract
Questionnaire

The Tilburg Psychological Contract Questionnaire consists of perceived
organization obligations (scales A to E) and perceived employee obligations
(scales F and G).

Instructions scale A to E:
Please indicate for each statement to what extend the actual situation in this
organization meets your expectations. You can do so by marking the box of your
choice. The more the box of your choice is situated on the left side of the page,
the less your organization fulfils your expectations. Please also indicate whether
the degree of fulfillment of your expectations is acceptable for you. Not
acceptable means that you are really bothered by the level of fulfillment of this
expectation and that you feel that this should change.

2 response scales:
7 boxes, on the left "less than expected", on the right "more that expected".
2 boxes, "acceptable" and "not acceptable".

A. Job Content (N = 10, a=.87)
1. Variation in your work
2. Not being disturbed during work
3. Working in my own fashion
4. The ability to produce quality goods and/or services
5. Responsibility within your field of work
6. To be able to meet customers' needs or desires
8. Show my true potential
10. Challenging and stimulating work
11. Possibilities to take initiative
12. Work that suits my knowledge and competencies
*A reasonable workload
*Supervise other people9

9 These items were removed from our study. However due to the characteristics of our sample, we
recommend the addition of these items to the questionnaire for future research and renewed
statistical analysis.
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B. Career Development (N =5, a=.79)
13. Achieve progress in my field of work
14. To get promoted from time to time
15. Acquisition of knowledge and competencies
16. Change jobs within the organization
17. Training or education

C. Social Atmosphere (N = 9, a= .89)
18. Positive relationships between colleagues
19. Positive working atmosphere
20. Good mutual cooperation
21. Getting to know other people through your work
22. Supported by colleagues and supervisors
23. Recognition and appreciation
24. To possibility to express your opinions
25. Influence on how things go within your department
28. A fair supervisor

D. Organizational Policies (N = 11, a=.90)
27. Feedback on performance
29. Trust in management
30. Fairness and transparency of measures or procedures
31. Flexibility of the organization when applying rules and regulations
32. Open, clear and direct communication channels
33.  Provision of information needed
34. An efficient organization
35. Good physical working conditions
36. Good HRM practices
37. Work-life balance
38. Good working time arrangements

E. Rewards (N = 5, a= .72)
39. A good salary
40. Reimbursement of costs of training, child care and travel
41. Job security
42. Rewards for exceptional performance or special occasions
43. Good benefits package

Instructions of the F and G scale:
These questions concern to what extend you feel obligated to do certain things
for the organization or not. Write a mark on the line before the statements
indicating to what extend you feel this is an obligation for you:
1 = not at all obligated
2 = slightly obligated
3 = somewhat obligated
4 = fairly obligated
5 = very obligated
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After the respondent has filled in the F and G scale the following question is
asked:

Overall, how well have you fulfilled your commitments to your organization?

1 = not at all
2 = slightly
3 = moderately
4= to a great extent
5 = to a very great extent

F. In role behavior (N = 10, a=.83)
1. Cooperate well with your colleagues (a)
4. Deal honestly with the organization (a)
6. Provide good service (c)
7. Assist others with their work (a)
8. Behave and dress in a professional manner (a)
9. Protect confidential information (a)
17. Deliver good work, both qualitatively and quantitatively (b)
18. Only taking sick-leave when you are really ill (c)
19. Dealing cautiously and keen on costs with the organization's
properties (b)
20. Concentrating on organization's affairs only instead of private matters (no
long private phone calls, reading the paper, unnecessary surfing on the internet
etc.) (c)

G. Extra role behavior (N =8,a= .75)
2. Protect the organization's image (a)
10. Provide the organization with innovative suggestions for improvement (c)
11. Volunteer to do non-required tasks if necessary (a)
12. Work extra hours if that's what is needed to get the job done (a)
13. Develop new skills if that's in the organizations interest (a)
14. Accept a job change within your organization (a)
16. Follow the organization's norms and policies (a)
21. Participate in social activities of the organization (c)

*Accept a transfer to another geographical location if necessary (a)
*Provide advance notice if taking a job elsewhere (a)
*No competitor support (a)

(a) items derived from Rousseau & De Palma
(b) items derived from Herriot, Manning & Kidd (1997)
(c) items derived from Schalk, Freese & Van den Bosch (1995)
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items in the TPCQ.
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Appendix 5: Affectieve betrokkenheid,
Continuiteitsbetrokkenheid en Intentie tot verloop
schalen

Instructie voor de resDondent:

Geeft u per stelling aan in hoeverre u het eens bent met de stelling. U kunt dit
doen door een kruis in het hokje te zetten dat uw mening weergeeft.

1= totaal niet mee eens
2 = sterk mee oneens
3 = mee oneens
4 = neutraal
5 = mee eens
6 = sterk mee eens
7 = volledig mee eens

Oriainele bronnen van de items:

a = OCQ, Mowday, Steers & Porter (1979)
b = ASQ, Meyer & Allen (1991)
c = CCS, Meyer & Allen (1991)
d = Franklin (1975)
e = Freese & Schalk (1997)

* is aangepast
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Affectieve Betrokkenheid (N = 7, a= .78)
•    Ik ben heel blij dat ik ervoor gekozen heb om voor deze organisatie te gaan

werken (a)
•     Wat er met deze organisatie gebeurt, trek ik me aan (a, b)
•    Mijn besluit om voor deze organisatie te gaan werken was een grote fout (R)

(a)

•   Ik vind dat mijn persoonlijke normen en waarden sterk overeenkomen met
wat de organisatie belangrijk vindt (a)

•  Voor mij is deze organisatie verreweg de beste organisatie om voor te
werken (a)

•    Ik voel me nauwelijks verbonden met de organisatie (R) (a)
•    Ik voel me niet thuis bij de organisatie  (R) (b)

ContinuYteitsbetrokkenheid (N = 7, a= .70):
•    Ik zou me geen zorgen maken als ik nu mijn baan had opgezegd, zonder dat

ik al een nieuwe baan had (R) (c)
•    Het zou mij veel moeite kosten om deze organisatie te verlaten, zelfs als ik

dit zou willen (c)
•  Mijn leven zou teveel overhoop raken als ik nu besloot de organisatie te

verlaten (R) (c)
•   Ik denk dat ik redelijk snel weer een baan zou hebben als ik nu mijn baan

zou opgeven (R) (e)
•   Het is voor mij op dit moment goed mogelijk om de organisatie te verlaten

02) (C*)
•   Op dit ogenblik is het aanhouden van mijn baan binnen deze organisatie

een noodzakelijkheid (c)
•  Weggaan bij deze organisatie zou een te grote persoonlijke opoffering

betekenen (c*)

Intentie tot Verloop (N = 8, a= .86):
•    Ik wil mijn loopbaan uitdienen bij deze organisatie (R) (d)
•     Ik denk er vaak aan om ontslag te nemen (e)
•   Ik houd mijn ogen goed open om bij een andere organisatie ander werk te

gaan doen (e)
•   Als een andere organisatie mij een zelfde soort baan aanbood als die ik nu

ook heb, dan zou ik dit aanbod accepteren. (d*)
•      Ik ben actief op zoek naar een andere baan (d)
•   Als het aan mij ligt dan heb ik op korte termijn een baan bij een andere

organisatie (e)
•    Er hoeft nog maar weinig negatiefs te gebeuren of ik ga op zoek naar een

andere baan (a)
•    Als de kans zich voordoet, dan ga ik voor een andere organisatie werken (d)
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Appendix 6: Affective commitment, Continuance
Commitment and Intention to Turnover Scales

Instruction for the respondent:

Indicate for each statement to what extent you agree. You can do so by drawing
a circle around the mark that indicates your opinion.

1 = totally disagree
2 = strongly disagree
3 = disagree
4 = neutral
5 = agree
6 = strongly agree
7 = fully agree

Original sources of the items:

a = OCQ, Mowday, Steers & Porter (1979)
b = ASQ, Meyer & Allen (1991)
c = CCS, Meyer & Allen (1991)
d = Franklin (1975)
e = Freese & Schalk (1997)

* is adjusted
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Affective Commitment (N = 7, a= .78)
•    I am extremely glad that I chose this organization to work for over others I

was considering at the time I joined (a)
•       I really care about the fate of this organization (a,b)
•    Deciding to work for this organization was a definite mistake on my part (R)

(a)

•     I find that my values and the organization's values are very similar (a)
•      For me this is the best of all possible organizations to work for (a)
•      I feel very little loyalty to this organization (R) (a)
•      I don't feel part of this organization (R) (b)

Continuance Commitment (N = 7, a=.70)
•   I am not afraid of what might happen if I quit my job without having

another one lined up (R) (c)
•     It would be very hard for me to leave my organization right now, even if I

wanted to (c)
•   Too much in my life would be disrupted if I decided I wanted to leave my

organization now (R) (c)
•    I think I would soon have another job if I would give up my job with this

organization (R) (e)
•     It wouldn't be too costly for me to leave this organization now (R) (c*)
•    Right now, staying with this organization is a matter of necessity as much

as desire (c)
•    One of the main reasons I continue to work for this organization is that

leaving would require considerable personal sacrifice (c*)

Intention to Turnover (N = 8, a= .86)
•    I plan to continue to work here until I retire (R) (d)
•    I often think about quitting (e)
•     I am looking for an opportunity to find a job in another organization (e)
•   I would leave this organization if I was offered the same job in another

organization (d*)
•     I am trying to find another job (f)
•      If it's up to me I will soon have a job with another organization (e)
•    It would take very little change in my present circumstances to cause me to

leave this organization (a)
•      If I had a chance I would change to some other organization (d)
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Appendix 7 Factor loadings of perceived
organizational obligations

Component

12345

1. Variation in your work .472

2. Not being disturbed during .418

work
3. Working in your own fashion .615

4. Produce quality goods or .550

services

5. Responsibility .719

6. Meeting customers needs .572

7. Work pressure -.337

8. Show true potential .549

9. Supervise others

10. Challenging and stimulating .529 .384

work
11.  Possibilities  to take initiative .661

12. Work that suits knowledge and .540

competencies
13. Progression in work .591

14. Get promoted .748

15.Acquisition knowledge and .463

competencies
16. Change jobs .595

17. Training or education .301

18. Positive relationships with ..708
colleagues
19. Good atmosphere ..777

20. Good cooperation ..832

21. Getting to know other people ..484
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Component

22. Support ..757

23. Recognition and appreciation ..540

24. Express your opinions -.449

25. Influence ..352 ..337

26. Deviating from organizational .365

rules
27. Feedback .368 ..339

28. Fair supervisor -.500

29. Trust in management .689

30. Fairness and transparency of .748

measures or procedures
31.  Flexibility of organization .753

32. Communication .789

33. Information .604

34. Efficient organization .776

35. Good physical working .370

conditions
36. Good HRM policies .545

37. Work-life balance .540

38.Good working time .367

arrangements
39. Good salary .417

40. Reimbursement of training .230

costs, child care or travel
41. Job security .188

42. Rewards for exceptional .347 .319

performance
43. Good benefits package .401 .365
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Appendix 8: Factorloadings perceived employee
obligations

12

1. Cooperate well with your colleagues .391

2. Protect the organization's image .380

3. Accept a transfer to another geographical location if .468

necessary
4. Deal honestly with the organization .447

5. Provide advance notice if taking a job elsewhere* .243

6. Provide good service .693

7. Assist others with their work .457

8. Behave and dress in a professional manner .472

9. Protect confidential information .471

10. Provide the organization with innovative suggestions .516

for improvement
11. Volunteer to do non-required tasks if necessary .471

12. Work extra hours if that's what needed to get the job .513

done
13. Develop new skills if that's in the organizations .642

interest

14. Accept a job change within your organization .574

15. Not support the organization's competitors* .279

16. Follow the organization's norms and policies .355

17. Deliver good work, both qualitatively and .693

quantitatively
18. Only taking sick-leave when you are really ill .703

19. Dealing cautiously and keen on costs with the .616

organization's properties
20. Concentrating on organizational affairs only instead .645

of private matters
21. Participate in social activities of the organization .351
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Appendix 9: Intercorrelations between the researched scales
Total Sample M SD         1                  2                3                 4                5                 6                7                 8                9                 10
(N=480)
1. Job Content 4.12 1.06
2. Career 3.58 1.30 .691**
Development
3. Social 4.79 1.20 .583** .410**

Atmosphere
4.Org. Policies 3.88 1.20 .552** 490** .645**

5. Rewards 3.75 1.15 .491** 524** .433** .602**

6. In-role 4.42 0.39 .098** .016 .092* .084 .074

Obligations
7. Extra-role 3.41 0.52 .162** .115* .098* .146** .144** .498**

Obligations
8. Violations 1.19 0.18 -.389** ..392** -.469** ..566** -.410** .060 ..030

9. Affective 5.28 0.77 287**224** 305** 425** .275** .330** .385** 285**
Commitment
10.Cont. 4.59 0.93 .101* .063 .096* 246** .125** .147** .198** ..113* .515**

Commitment
11. Turnover 2.58 1.02 ..243** ..186** ..298** .,411** -.224** -.223** ..143**333** -.669** 447**
Intention
*two-tailed significant p=0.05, ** two tailed significant p=0.01
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Dankwoord

De ontdekker (J. Slauerhoff)

Hij had het land waaruoor hij scheepging lief,
Lief, als een urouw 't uerborgen komende.
Er diep aan denkend stond hij droomende,
Voor op de plecht en als de boeg zich hief

Was 't hem te moede of't zich ree(is bewoog
Onder de uerten, waarin 't sluimerde,
Terwijl 't schip, door de waterscheiding schuimende,
Op  de aanbreke,ide geboort' toeuloog.

Maar toen het lag ontdekt, leek /let uerraad.
Geen stille onzichtbare streng uerbond hen tweein.
Hij wit(ie 't weer uerheimlijken - te laat.
Het lag uoor allen bloot. Hem bleef geen raad
Dan uoort te uaren, doelloos, desolaat
En zonder drift - leeg, ouer leege zeedn.

Het gevoel van leegte dat Slauerhoff oproept met zijn prachtige gedicht,
bekruipt me nu het doel van de reis dan eindelijk bereikt is. Gelukkig is dat niet
het enige gevoel, Slauerhoff besteedt in zijn gedicht geen aandacht aan de
herinnering van de rijkdom van de reis ernaar toe. Met de ervaringen en lessen
die ik heb opgedaan tijdens de lange reis, kan ik de leegte bestrijden.

Mijn eigen psychologisch contract is de afgelopen jaren meerdere malen
plotseling radicaal van inhoud veranderd. En alle keren was het een zogeheten
"internally induced change", dat wil zeggen het contract veranderde omdat
ikzelf, door mijn persoonlijke omstandigheden veranderde. De ziekte van Anina
en het grotendeels opzeggen van mijn arbeidscontract, maakten de inhoud van
mijn psychologisch contract met de organisatie totaal anders. Uiteindelijk
hebben deze veranderingen ertoe geleid dat dit proefschrift nu eindelijk af is,
daar waar dat anders misschien nooit het geval zou zijn geweest. Anina, jouw
ziekte bracht het belang van de inhoud van dit project terug tot bijna nul, echter
de kracht van het geloof in eigen kunnen en doorzettingsvermogen is een ander
doel, en door jou veranderden doel en middel van plaats en is het project toch
afgekomen. Het tot stand komen van dit proefschrift zou niet gelukt zijn zonder
de steun van velen in mijn omgeving. Op het gevaar af mensen tekort te doen,
wil ik hen hier toch bij naam noemen:

Reni Schalk nam mij iedere keer opnieuw serieus in mijn pogingen om
weer eens te starten met mijn proefschrift en liet zich telkens weer positief uit
over de slagingskans van mijn project. Met veel plezier kijk ik terug op onze
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samenwerking en de bezoeken aan congressen in binnen- en buitenland. Dat jij
mijn promotor bent geworden doet recht aan jouw oprechte betrokkenheid en
verheugt mij zeer.

Mijn student-assistentschap bij Methoden en Technieken van
Onderzoek is later van grote invloed gebleken op het welslagen van dit project.
Niet alleen werd de liefde voor de wetenschap en SPSS er gewekt, ook deed ik er
blijvende contacten op. Zo is Marcel Croon van onschatbare waarde voor mij
geweest. Dankzij Marcel werden de vele methodologische valkuilen en
ingewikkelde statistische analyses overwonnen. Ook Ton Heinen, mijn vroegere
baas, nu manager van het Oldendorff Research Institute, ben ik dank
verschuldigd voor de praktische hulp die hij geboden heeft. Met Anita Hendrikse
en Bianca Elmers heb ik veel plezier gehad bij MTO en ik waardeer nog steeds
de inspirerende etentjes met Anita.

Naast de deelnemende organisaties, waaraan ik veel dank verschuldigd
ben, hebben ook veel studenten met hun afstudeeronderzoek naar
psychologische contracten bijgedragen aan dit onderzoeksproject. Ze hebben
geholpen de Tilburgse Psychologisch Contract vragenlijst (TPC) te testen bij
uiteenlopende bedrijven, tot in Australia toe! Sommige studenten hebben in het
kader van hun eigen onderzoeksterrein de TPC gebruikt. Anderen hebben delen
van de gegevens van mijn hoofdonderzoek verzameld, of interviews gehouden.
Daarnaast is een aantal van hen conceptueel bezig geweest. Ze hebben zaken
uitgezocht die bruikbaar bleken voor dit project, maar ook paden bewandeld die
doodliepen en dus niet in deze dissertatie zijn terechtgekomen, maar
desalniettemin erg belangrijk zijn geweest. Hun namen zijn, in alfabetische
volgorde: Lisa Boelaert, Roy Bakx, Maike de Bot, Jos Brand, Vincent Brus,
Jennifer Campbell, Nicky van Dijk, Josine Heinen, Marieke Geerts, Annik
Leliaert, Willeke Manders, Martijn Paulen, Carla Sluysmans, Cyril van de Ven,
Charlotte Vermond, Marije van der Vlis en Benedicte Welten.

De toenmalige sectie Arbeids- en Organisatiepsychologie is bijna geheel
uitgevlogen, toch wil ik mijn ex-collega's hier noemen: Robert Roe, Tharsi
Taillieu, Peter van den Berg, Fred Zijlstra, Paul Jackson, Titia Meijer, Irene

Krediet, Reinout de Vries, Marlou Hacfoort, Matthieu den Hoedt en Ingrid
Veldhuizen dank ik voor de inhoudelijke gesprekken die wij hadden. Het doet
me deugd dat Cristina Costa, met wie ik van de geneugten van het niet-
wetenschappelijke gedeelte van de congressen heb geproefd, mijn paranimf wil
zijn.

Mijn externe collega's in binnen- en buitenland wil ik danken voor hun
enthousiasme, inspirerende discussies en opbouwende kritieken: vooraleerst
Denise Rousseau, de onbetwiste goeroe op psychologisch contract gebied. Denise,
thank you for your enthusiastic yet critical comments on my research project. I
am so proud that you were willing to participate in my promotion committee.
Also many thanks to Peter Herriot, an English gentleman, whose kind remarks
and support were greatly appreciated by me. Ik heb het ontstaan van een
internationale groep rond psychologische contracten van nabij meegemaakt door
de organisatie van de Tilburgse Psychological Contract Workshop samen met
Rend Schalk en vond het geweldig om met deze groep (in wisselende
samenstelling) te discussiaren en te publiceren.

240



Dankwoord

Mijn collega's van Avans Hogeschool te 's Hertogenbosch hebben hun
eigen zeer belangrijke bijdrage gehad. Titia Bredde en Willem de Lange
vervulden een sleutelrol bij het voltooien van mijn proefschrift. Zij gaven mij een
stok achter de deur en stelden harde deadlines, maar niet zonder hun
enthousiasme en betrokkenheid bij mijn project te tonen. Zij zijn het levende
bewijs dat het schenden van het psychologisch contract uiteindelijk tot mooie
prestaties kan leiden. Het vervult mij met trots dat Willem zitting wil nemen in
mijn promotiecommissie.

Ook een woord van dank aan al mijn collega's van P&A in Den Bosch
die mij ondanks mijn vele afwezigheid toch nog beschouwen als lid van het
team. Ook de steun van Dick te Boekhorst wil ik niet onvermeld laten. Een
bijzonder woord van dank richt ik tot mijn oud-collega's Tonnie Huibers en
Twan Sens. Het voor- en nabespreken van de lessen en de intense discussies
tijdens etentjes vormen een ware inspiratiebron voor mij.

Lieve vrienden en familieleden, bedankt voor alle steun gedurende het
afgelopen zware jaar. Ik voel me een rijk mens omdat ik weet dat jullie er
onherroepelijk voor ons zijn op momenten die ertoe doen. BEDANKT!

Mijn schoonouders Rien en Iedje bedank ik voor het feit dat ze altijd
geinteresseerd waren in de voortgang van mijn proefschrift, dat ze er altijd zijn
voor ons en voor het liefdevol opvangen van onze kinderen, zodat ik verder kon
werken aan dit proefschrift.

Niels, al heb ik de weddenschap ruimschoots verloren (volgens mij heb
je nog steeds een etentje tegoed), en baalde ik wel eens van de vraag wanneer
het nou eindelijk af zou zijn, toch waardeer ik je interesse in mijn project zeer.
Je bent vast een waardige ceremoniemeester. Ook de keuze van jouw partner
stemt mij blij: Aletta, ik was zo brutaal om jouw geweldige aanbod om mijn
dissertatie te corrigeren aan te nemen. Je weet precies de juiste toon te treffen,
mocht je kiezen voor een loopbaan als vertaler, dan zul je daar zeker succesvol
in zijn!

Ook mijn ouders Harry en Rina bedank ik voor de praktische steun in
de vorm van oppassen op de kinderen als die weer eens ziek of vrij waren, zodat
ik verder kon werken aan mijn boek. Maar ik wil jullie vooral bedanken voor het
laten zien hoe de wereld eruit ziet en wat ouderschap betekent. lets wat ik ook
mijn eigen kinderen mee wil geven is hen stimuleren om de doelen die zij
zichzelf stellen te verwezenlijken, zoals jullie dat bij ons hebben gedaan. En
mam, bedankt voor de mooie omslag!

Tot slot, mijn drie schatjes heb ik beloofd hen op deze plek te bedanken
voor het overblijven elke dag, zodat ik dit boekje kon afschrijven. Hierbij draag
ik dit boek aan jullie op:

Voor Anina: met bewondering voor de kracht die je hebt getoond als het
er echt toe doet, een goede inspiratiebron

Voor Linde: vanwege je rake opmerkingen die mij aan het denken
zetten, alle lege blaadjes zijn nu echt vol

Voor Jelmer: omdat je zo'n verrassend lief ontwapenend mannetje bent
En tenslotte voor jou, Pieter: voor onze verhitte discussies over HRM in de
praktijk, toch echt iets anders dan in theorie, maar vooral voor je
onvoorwaardelijke steun, liefde en vertrouwen in de goede afloop.
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