Chapter 1

THE PSYCHOLOGICAL CONTRACT AND COMMITMENT

Materials Needed:  Name tags or name tents for all students and chairs or desks for representatives in the front of the class. One tennis ball per each group of approximately 15 students. 
Objectives:  After completing this chapter, students should be able to:

A.  Define the psychological contract and discuss the obligations of the contract currently

in place.

B.  Explain the importance of the psychological contract and what happens when it is

violated.

C.  Explain the benefits of committed employees and what employers can do to foster

commitment.

D.  Describe external influences that affect workplace expectations.

E.  Explain the self-fulfilling prophecy and how managers can apply this concept.

F.  Explain the pinch model.

G.  Make a psychological contract with their professor.

Preparing the Classroom:
· Write the class agenda on the board (feel free to modify if necessary as the class unfolds). 

· While students are preparing to be interviewed in groups, set up a chair for each representative and one for yourself in the front of the room.
Sample Class Agenda:
6:00–6:25
Name Juggling and Introduction 

6:25–6:45
Students prepare to be interviewed in groups

6:45–7:05
Instructor interviews students

7:05–7:15
Students prepare to interview instructor

7:15–7:40
Students interview instructor

7:40–8:00
Summary and Debriefing (Pinch Model)

Setting the Stage—Lecturette
We are still working on getting students to learn each other’s names at this point, so we do “name juggling.”  We form groups of approximately 15-20 students.  If you only have 25 students in the class, one group will suffice.  The students stand in a circle and are given a series of instructions:

1. “Our challenge in this exercise is to learn everyone’s name in the next 15 minutes. Throw the ball to students whom you do not know.  When you catch the ball, say your first name.” (Write tricky names on the board with phonetic spellings.  After everyone has caught the ball at least once, ask this question.) “Can anyone go around the circle and say everyone’s name?  Let’s see how many you can get.”

2. “Now say the name of the person to whom you are going to throw the ball.  When you catch the ball, say your name AND where you live/what you’re majoring in/where your work” (choose one). (After everyone has caught the ball at least once, ask this question again.) “Can someone else go around the circle and remember everyone’s name?”

3. “Now when you catch the ball, say the name of the person who threw it to you and then say the name of the person to whom you are going to throw the ball.” (After everyone has caught the ball at least once, ask this question again.) “Can someone else go around the circle and remember everyone’s name?”

We quickly define the psychological contract and why it’s important, provide a current example, and ask whether any of them have seen examples of broken contracts. What was the aftermath? Read the class activity instructions to the class and begin the exercise.

Alternative Approaches

An innovative method for going over the syllabus is to give them a group quiz on the syllabus. This forces them to discuss the key aspects and ensure that they have really read it.

Issues to Consider in Leading the Experiential Exercise
A. This unit is designed to let students get to know you and exchange expectations. By encouraging them to think about what they want out of the course, they are more likely to take responsibility for their own learning. It's useful to think about your answers to the interviewer questions ahead of time. Try to put yourself in their place and envision the key issues for them. If your syllabus is clear and detailed, you can avoid devoting all the interview time to the mechanics of grades, paper length, etc. 

B. The key issue is the initial negotiation of a psychological contract between you and the class, which legitimizes the renegotiation of that contract during the course as either you or the students feel what Sherwood and Glidewell call a "pinch." (See the Pinch Model in Exhibit 1-1 in Chapter 1 and the PPt. slides.) This is not intended to be just a simulation of how the socialization process might take place in a real organization. Rather, it is designed to be a real contracting activity that clarifies how you and your students are going to work together in the real organization of the class for the entire term. It is a genuine attempt to avoid a violation of the contract wherein expectations are transgressed and parties to a relationship eventually become psychologically disconnected from each other.

C. Your own behavior in this class may strike many students as rather surprising (unless they are familiar with your reputation as an experiential professor). They may be unaccustomed to interacting with professors in this way. Consequently, you may well find some signs of disbelief, e.g., sighs, cynical looks. This is the first sign of a "pinch" in that some of their implicit expectations are undoubtedly being violated. You should try to be sensitive to these signs and confront them as much as possible in this session. In doing so, you will be modeling a very important norm of openness and directness that should elicit comparable behavior on their part. This also makes it easier for people to raise their own "pinches" with classmates or with you later on in the course. Incidentally, we've never had students complain about serious pinches; having a vehicle in place for dealing with problems is merely a safeguard.  The midcourse evaluation form, Appendix N, is the method we use to identify pinches halfway through the course.
D. The questions that you ask the students will be of your own choosing. Unless you instruct them otherwise, however, they can concentrate on the four general areas outlined in the workbook when preparing to be interviewed by you. We suggest you take notes on their responses (or have a teaching assistant or student take notes). Afterwards, you can put their goals on a transparency that can be reviewed along with the course objectives in the last class session when you evaluate the course. 

The following issues may arise in regard to the workbook student interview questions:

1. Goals. Within the larger framework of the learning goals established by you and the textbook, what specific things do students want to get out of the course? There will be different responses and they will, for the most part, be reasonable ones. Occasionally students will ask why we bother seeking their input if the syllabus is already laid out. One response is to note that although organizations always have both goals and constraints, they must also integrate individual goals. Another response is to mention that an understanding of student goals helps the instructor know what types of examples to use in class and how much emphasis to place on different areas. If possible, the instructor can also make some modifications in the syllabus. Some professors prepare a short syllabus for the first segment of the course and incorporate the results of the interview in a complete syllabus that is handed out later on.

2. Attitudes and Reservations. These questions allow students (especially those who are simply taking the course as a requirement) to examine their feelings about their new association with what is often regarded as the "soft-touchy-feely," less-quantitative area of either organizational behavior or the business school curriculum. Students are usually struggling more with the stereotypes about the discipline rather than with a prejudice that they themselves hold. You can stress the importance of both hard and soft subjects. We'd avoid getting into an argument with students or pushing your own point of view too strongly. The intent with these questions is to get the issue out in the open and acknowledge their concerns so that the focus can be on learning.

If there are fears about experiential learning, they often concern being forced to do role plays in front of everyone or disclosing more of themselves than they want. We reassure students that participation in role plays in front of the entire class is strictly voluntary (and rare). Other role plays occur in their learning groups with everyone participating, so no one feels under much performance pressure. Concerning self-disclosure, we point out that no one is ever pressured to talk about themselves and this is not a T-group atmosphere. Nevertheless, it is true that the more they invest in the course and the more they open themselves up to examining their own behavior and receiving feedback from others, the more they will learn in the course. They themselves will determine their receptivity and openness without pressure from others. We point out that this course is like a laboratory. It's a safe place to see how your behavior affects others and vice versa and to make mistakes and learn from them. It is better to learn these things in a course among people whom most students come to see as friends than at work where the repercussions are more serious.

Students who have little or no work experience sometimes worry that this is a serious constraint in a course like this. You can honestly reassure them that lack of experience has never proved to be a major drawback. Even if they cannot contribute work examples or lessons, they have experience in other types of organizations.  They can participate in the class exercises and tease out the learning from them as well as other students. This particular concern usually vanishes after the first few classes. It helps that the Personal Application Assignments (PAAs) can be written on incidents that have taken place outside a work setting.

3. Resources. With this question, we are modeling our belief that adults bring skills and expertise to the classroom that can benefit everyone. This allows students to establish themselves as people with knowledge to contribute. It also alerts the instructor that there are extremely capable students in the class who can be used as a resource or who may be likely to "compete" with the instructor. You can defuse the latter situation by sincerely welcoming their expertise ("I'm glad to hear we have someone in the class with experience in that area") and requesting their opinions in class ("Sam, you've had experience with self-managed work teams. What do you think are the main difficulties with implementing them?").

4. Reputation. This is a good opportunity to learn about your reputation as a teacher or a department, although you are more likely to hear the positive side than the negative. If you seem open, they will mention negative things they have heard. This gives you a chance to explain or to note that you have made changes in assignments, etc. Sometimes, it can be an impetus to change your ways.   
5. Ground Rules. We've found that asking this question in the beginning of both courses and seminars eliminates most negative behaviors and gives the participants a sense of ownership over the environment we are creating. If someone exhibits a behavior that was talked about here, another student is likely to point that out to the offender, saving the instructor from taking on the role of authoritarian. If the students fail to mention it, the instructor can refer back to the ground rules in a low-key manner. If you happen upon an especially unruly group, you can post the ground rules on the wall or provide each student with a copy.

E. The students also have the opportunity to interview you. You can set the stage here and signal what type of questions you are willing to take. (“I’ll answer any question except those you might hear on a daytime talk show.”) Students seem to appreciate being able to question instructors about their background and life. They typically ask us about our educational history, work experience, family, hobbies, biggest work mistake or success, life goals, why we teach rather than consult full-time, pet peeves about students, etc. Afterwards they always comment that they like having this understanding of our personal context. However, if you are a very private person, you may wish to limit them to the questions pertaining to the course like those in the workbook.

This might be such a new experience for students that you may see a whole range of behaviors, from currying favor to outright hostility (a very rare occurrence, but it's good to be prepared). How you deal with these behaviors is, of course, a function of your own personal style and teaching style. Humor is helpful. Being honest about your feelings ("It feels as if I'm under attack" or "Feels like I'm being buttered up") usually helps to clear the air and allows the entire group to share the problem and, hopefully, the solution to it as well. The most important thing to remember here is that your behavior should model the behaviors (openness, respect, non-defensive reaction, curiosity) that will set a solid foundation for the rest of the course.
The reference in the book to self-fulfilling prophecy and the role of expectations is a perfect opportunity to tie in your own high expectations of the students. If you like, you can hand out "How to Succeed in Organizational Behavior by Really Trying" (Appendix D) in this session.

F. The debriefing questions, "What differences do you see when you compare this method to the traditional way other courses begin?" and “What is the impact on you as a student?” model how we will examine the results of behavior throughout the rest of the course. Students often comment that it's easier to speak up and participate in a course that begins like this and that they feel more motivated to work as a result of the interviews. This provides an opportunity to bring up the "decision to join versus decision to participate" concept, which is exemplified in the different goals students give for taking the course. This leads into a discussion on commitment.
G. We ask for examples about broken psychological contracts in real life as a lead-in to the Sherwood-Glidewell Model. 

H. We make the link between the importance of expectations in the pinch model and the effect of expectations on behavior described in the self-fulfilling prophecy. Then we relate this to ourselves as teachers who have high expectations of students in the hopes that they will meet them.

I. We finish the class by going over the Learning Points and Action Scripts so the students become familiar with these sections. Make sure you explain to students how to use the workbook. For every chapter, they read the objectives and opening vignette and do the class preparation. Their before-class homework and assignments are found in the class preparation instructions, rather than in the syllabus. We go over the homework for the next class and ask for questions.
Relevant Reader Articles
“The Psychological Contract: Violations and Modifications” by Denise M. Rousseau

“Putting People First for Organizational Success” by Jeffrey Pfeffer and John Veiga
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