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Restoring professionalism:
What can public administration learn from social psychology theories?

Abstract

Administrative reform is about changing structyriestitutions and about changing the attitudes,
motives and work conduct of the people workingiwitfiose structures. Our previous research (Sobis
& De Vries, 2008) into the process of technicaliistasice to governments in CEE-countries in
transition during the period 1990-2004, found ttta ineffectiveness thereof was due to a
combination of problems. We pointed to a combimatibcontrary objectives among the organizations
involved and awkward resource dependencies witteratd-chain, and also to the emergence of a
specific kind of attitudes among professionalgublic administration, one often thinks that
performance measurement, monitoring and evaluatongd solve that problem. This approach,
however, has proven to have serious negative $idet® The main objective of this paper is to skar
for alternatives to this approach.

In this paper, we seek these alternatives witiéndiscipline of social psychology. This discipline
sees human behavior as the result of the intenadfanental states and immediate social situations.
We will argue that public administration can ledrom theories in social psychology and the
application thereof to organizational behavior letpublic sector. An application on the technical
assistance by western advisors to the governmer@&E-countries in transition illustrates the
findings.

1. Introduction

This paper is about one of the major problems ilipadministration reform, namely ways to create
or restore professionalism and what the discipdin@ublic Administration can learn in this regard
from theories and experiments as developed anductedi in the academic discipline of social
psychology.

From our previous research into the technicaktaste provided to CEE-countries during their
transition process, we concluded that the disappearof the classic values of professionalism @huse
part of the flaws. These classic values of profesgdism include commitment and empathy, non-
misrepresentation, having the clients’ interestsiind, building expertise, aiming at interventidhat
best suit the situation at hand, and that are basedund problem diagnosis. They are opposite to
modern values in professionalism in which advicgreferably emotion-free, aimed at keeping up
appearances and financial gains for the advisooswladvice is founded on his formal education, and
whose interventions are based on standard setichgr@fixed goals.

This problem is likely to be more general thart aygplicable to the advisory world. Regardless of
the issue at stake — public integrity, managemedtaaganizational, service delivery or politico-
administrative relations - one of the main quesialways crucial is how to restore professionalism.
The emerging dominance of these novel values gaxed im hand with steering based on principles
derived from the market and neo-institutional tlye@entral concepts are competition, value for
money, reducing information-asymmetry by using @emiance measurement, monitoring, evaluations
and benchmarking (cf. Kubr, 2002). The downsidesdbf have been discussed many times (see a/o
Halachmi & Bouckaert, 1996, Hood, 1991, Lonti & Goey, 2007).

The reduction of information asymmetry using perfance measurement might well result in an
artificial picture of reality. Furthermore, it isrte and energy consuming (Easterly, 2006), oftén no
used in the way it is intended, and it seems teease the kind of professionalism one wants tocavoi
that is, the one keeping up appearances (Sobis &rles, 2008). Many scholars have also pointed to
the perverse implications of incentives and comursureorganizations that often do not meet the
intended goals. Many question the underlying assiomphat attempts to adjust input, process, and
output on the basis of such neo-institutional insients would almost automatically result also in
improved outcomes, i.e. professionalism (Behn, 28@¥%aird & Loeffler, 2003). However, an
adequate alternative has not yet emerged. Therefongght be useful to search for alternative ways
to restore and improve professionalism. That is#yxavhat this paper intends to do.



The basic question underlying this papemibgther scientific disciplines related to public
administration — in this paper social psychologyffer an alternative to the neo-institutional
approach of reducing information asymmetry, usmgeitives and reorganizations in order to
improve professionalism in complex organizations.

We search for the answer to this question in sifiedisciplines that are related, but nonetheless
separate from Public Administration. In this papes,concentrate on the body of knowledge as
produced in Social Psychology. This seems to b®miging discipline, because as will be argued
below, attitude change, which is a crucial dimendar restoring professionalism, is exactly thei¢op
social psychology addresses. Furthermore, thigpliise has an interesting theoretical traditiont tha
can be useful to target this problem. On the @rahsocial psychology focusesagnitive balance
—the necessary condition for people’s thinking,tfair capacity to act. On the other hand, social
psychologists have developed theories departitigeinheory of cognitive balance, but developed
beyond the basic concepts. They explain how paeglenstruct their cognitive balance in case they
experienced cognitive imbalance, cognitive incoitgrand cognitive dissonance; and how they use
self-persuasion and perceive themselves. Thesedhgwovide us with tools to analyze people’s
uncomfortable feelings disturbing them to act eantinue function in a professional way. This
discipline proposes an interesting solution, namselyialization resulting in a psychological contrac
This paper discusses those theories and is steachyrthe following sub-questions:

1. What are the central concepts in social psychology?

2. How is the problem of restoring and creating prsif@salism defined and approached in social
psychology?

3. Which practical lessons on restoring and creatiofgssionalism in public sector
organizations emerge from that research and tinesgies?

4. Does this approach offer an adequate solutiondopooblem and is it applicable to the area
of international technical assistance?

2. Thesocial psychological approach to theresort of professionalism in general

At the hart of social psychology is the phenomeoibsocial influence on individuals. It is widely
known that other people influence us all during lfer(Kaplan, 2001: 2772). It is not so surprising
that one of the major tasks of social psychology isxplain how people are influenced by their abci
world.

Below, we present some social psychological tlesahat in our opinion have relevance and
explanatory power to our research. We belief tbaiad psychology with its understanding for values,
norms, attitudes, change of attitudes or even ahahgrofessional identities can explain how to
restore and improve professionalism when transfgtknowledge from the Western countries to the
countries in the need of know-how when aid prowgdin

In social psychology, the definition of our pratlée., restoring of professionalism (especially in
the process of technical assistance) can be ietegbin several ways. It involves concepts such as
beliefs, values, norms, preferences, attitudesivemtneeds, expectation, customs, and goals. All
these concepts seem to be promising factors, taiex some degree how the involved in the aid-
chain could change from idealist and committedgssionals into cynical, detached professionals,
keeping up appearances, making careers and mamépeahaps provide an answer to the questions,
how to restore the values, and how to change dtgufor the better.

Margaret Mooney Marini (2001) has presented aisterd theory distinguishing all these
concepts that can be useful to explain organizatibehavior. In fact, she is writing about social
values and norms in general, but her approach seeb@salso relevant to organizations and their
influence on individual behaviors, in our opini@tcording to her:

Values and norms are evaluative beliefs that syitbeaffective and cognitive elements to orient
people to the world in which they live. Their exalue element makes them unlike existential beliefs
which focus primarily on matters of truth or faleeldl, correctness or incorrectness. Their cognitive
element makes them unlike motives that can deowe édmotions or psychological drives. Values and
norms involve cognitive beliefs of approval or gigeoval. Although they tend to persist through time



and therefore faster continuity in society and harparsonality, they also are susceptible to change
(Marini, 2001: 2828).

Marini argues that “values and norms involve cdgaibelieves of approval and disapproval’. They
essentially contribute to faster continuity by depenent of human personality in a society.
Moreover, values and norms can also be changeidiby $he emphasizes that:

The evaluative criteria represented in values aachrs influence the behavior of subject units at
multiple levels (e.g., individuals, organizatioasd societies) as well as judgments about the betgav
of others, which also can influence behavior. (.alués and norms also affect evaluation of the
governing policies and practices of societies dngthave an impact on diplomatic relations and the
policies of one society’s government toward otloeieties (2001: 2828).

A value is seen as “a belief about the desirahiiftg mode, means, or end of action” (Marini, 2001:
2828). Value informs us what is perceived as a gespective a bad behavior in a specific situation.
The evaluative criteria of value are based on nigralesthetics and achievement not on “scientific
utilitarian grounds”. She stresses that a valueotibe mixed witha preferencga value can be seen
as a specific type of preference, but “not all erefices are values”. A similar remark concerns the
concept ofan attitude Marini explains:

An attitude refers to an organization of severdldie around a specific object or situation, whesea
value refers to a single belief of a specific kindbelief about desirability that is based in copibens

of morality, aesthetics and achievement and tramdsespecific behaviors and situation (Marini, 2001:
2828).

Marini argues that a value should not be confusid tive concept of enotivebecause the last one is
based on:

(...) the ability to induce valences (incentives) thhay be positive or negative. A value has a motive
property, involving a predisposition to act in ateén way, because it affects the evaluation of the
expected consequences of an action and thereferehibice among possible alternatives; howeves, it i
a less person-centered concept than a motive, vdigthencompasses emotions and drives. A value is
a particular type of motive involving a belief albaesirability of an action that derives from

evaluation of that action’s expected consequenteassituation (Marini, 2001: 2829).

According to Marini (2001), a value differs alsorfta needhat is rather perceived as “a requirement
for the continued performance of an activity anel attainment of other valued outcomes” (p. 2829).

A need has usually biological or psychological aki many cases, human needs create the structure
of economic situation e.g., people need incomedaatinfluence an actor to act against this pesson’
desire or values. Finally, evengoalseems to be something different then a value gwewalue can

be thought as a value just because goals aredftéte selected based on values. “Values are nd$ goa
of behavior. They are evaluative criteria thatwsed to select goals and appraise the implicafion o
action” (Marini, 2001: 2829)

A norm according to Marini (2001) in many respects playsmilar role for individuals’ behavior
as a value. It is also an evaluative belief bagethorality, aesthetics, and achievements. Howeher,
distinction between these two concepts is followmgalue puts stress on the desirability of bedravi
while “a norm is a belief about the acceptabilitypehavior” (p. 2829). A norm point out rather wihic
a behavior is right respective wrong, “allowablesues unallowable or it indicates what a behavior
ought to be or ought not to be” (p. 2829). Thugmohave also a prescriptive character about what
should be done, while values represent a feelirdgsirability, of attraction or repulsion. Moreoyvar
norm are much more concrete since it refers taae@ncrete behavior i.e., what should be done.
However, a norm is different thencustombecause “a custom involves an expectation of what
actor will do” (p. 2830) e.g., drinking tee in Eaghtl 5 o’clock is a custom, not a norm what the
Englishmen ought to do.

The distinctions between the concepts of valugfepence, attitude, motive, need and goal and the
concept of norm and a custom are promising fattoexplain to some degree how the involved in the



aid-chain could change from idealist and commifieafessionals into cynical, detached professionals,
keeping up appearances, making careers and money.

3. Theexplanation of disturbed professionalism in Social Psychology

One of the major findings in Social Psychologyhiat values and attitudes are rather stable. One
can change a political regime from a communist ¢aggitalist system, but this does not automatically
imply that the values of the individuals in the obad regime also alter (cf. Rokeach, 1973). This is
also true in the world of public administration axating to Szucz and Stromberg (2006), who found
little value change among local elites in the 1argdollowing the transformation in Central and
Eastern Europe. This general finding implies twiagh: firstly, it is difficult to change value sgshs
and secondly, if such value change is nonethetessalished, it will be probably lasting for
people’s thinking and acting.

3.1. The problem as a consequence of flawed szatiain

The creation of values, attitudes, and norms ftwal®r occurs in what social psychologists call a
process of socialization i.e., the process througich people are integrated in society or an
organization through exposure to the opinions anidres of other members of society or the
organization. First of all, parents pass on vahras norms to their children in a culture that aeat
order, prediction and meaning. Thanks to cultunandividual constructs intellectual pictures and
understanding of reality that provide him/her vittle insight how to act.

Various scientific disciplines focused attentionswcialization. However, each discipline did it in
its own way. Anthropologists perceive socializatedmost as cultural transmission from one
generation to the next and focus their studiesgfien on the relation between “culture and
personality” (Malinowski, 1927; Mead, 1928). Psylduists or social psychologists (Piaget, 1926;
Goslin, 1999) have interest in socialization assthe&al process that influences an individuals’
cognitive development until maturation. There ave approaches to the concept. Firstly, socialiratio
can be seen as the learning and internalizingeo$ditial roles and statuses of the groups to which
individuals belong. These new roles we learn firighin the family and in this case, we are talking
about primary socialization. Successively we obsesacondary socializing agents appearing like play
groups and work groups who continue the processititir the experience of rewards or punishment to
induce proper behavior.

Socialization can also be seen as self-conceptgioon e.g., George Herbert Mead (1934)
perceived the self as a reflexive phenomenon tatldps through symbolic interaction, by language.

In its most common and general usage, the terntiadiaation” refers to the process of interaction
through which an individual (a novice) acquires tierms, values, beliefs, attitudes, and language
characteristic of his or her group. In the courdeaoquiring these cultural elements, the individself
and personality are created and shaped. Sociabratiherefore addresses two important problems in
social life: societal continuity from one generatito the next and human development (Gecas, 2001:
2855).

According to social psychological theories dealivith various approach to cognitive balance, when
socialization is lacking this can result in distedbself-persuasion or a self-perception that facose
the wrong criteria.

3.2.  Consistency theories

Is it possible for values and attitudes to charfyetassic approach to explain attitude change aa$o
psychology departs from so-callednsistency theoriedt is assumed that attitudes provide cognitive
structure thus facilitating the ease with whiclomfiation can be processed, the ease to work and the
ease to gain self-esteem. Individuals are assumsttite for balance and coherence in their attisud
Theories that focus on these phenomena do existetdsr, these suggest rather different approaches
in explaining how people create balance in vargitigtions they experience.

A classic theory departing from consistency thasthe theory created by Heider (1946, 1958) on
cognitive balancén which it is assumed that individuals strivebdong to stable systems. Personal



stability is achieved if persons | like do like tbeme others or other things as | do. It emphasizes
belongingness to a group. It is seen in such pbavidte “the enemies of my enemies are my friends”,
and it is relevant to explain friendship developmennformity and reactions to criticism.

Heider predicted that actors try to alter theaditan in order to have it become balanced and the
theory predicts that one’s strive for balance igsarimportant than content. As Rosenberg (1960)
noted, the resolution of inconsistency follows pla¢h of least resistance. Hence, the effort toratta
balance might well go at the expense of conteniginis what is actually seen in the area of
international technical assistance.

Osgood and Tannenbaum (1957) argue somethingasimitheir incongruity theory. People tend
to decrease a cognitive imbalance by decreasingrbertance of their original values. If a positive
and negatively object are linked, the tendencgugatd neutrality i.e., indifference. As Abelson
(1959) already noted, there are several ways ti@eelbalance in an imbalanced situation. One can
add complexity to the situation, or reduce precigia which the imbalance gets blurred).

Looking upon it from a public administrative pegspive imbalanced situations are explanatory
for increasing bureaucratization, emphasizing ptaces, indifference and detachment, e.g. pathways
to our ideal type of modern professionalism.

A related theory is the one by Festingercognitive dissonancéissonance occurs according to
Festinger if two elements of knowledge are in saicklation that when only considering these
elements the obverse of one element would foll@mfthe other. Every person will try to reduce
dissonance and to achieve consonance. It impleg#ople try to seek evidence to confirm their
actions that they try to make their actions conftortheir attitudes and even that people change
preferences under the strain of dissonance.

This theory poses a quite different light on irtoess, the role of utility and its influence on
behavior. According to this theory reducing cogmtdissonance is much more important in
explaining choices than maximizing utility. In tfemous Festinger-Carlsberg experiment, which was
repeated and adapted many times, people dislikiagka(e.g. making a false testimony) were offered
an incentive to do so nevertheless. The experinsdwed that the higher the incentive the less
enjoyable the task was perceived. Normally, or ttizéwg from the assumption that everybody
maximizes economic utility, one would not expeds$ tirhe reward for doing something one does not
like to do could compensate for the behavior. Havein Festingers theory such outcomes can be
explained because the dissonance between thevpbsjerceived reward and the negatively
perceived task makes people feel uncomfortablecéleame would expect those people that are most
outspoken of the negative aspects of a task tods namcomfortable, whereas for those people that do
not care that much, the dissonance is smallertaddven might change their attitudes towards being
positive about the task.

The experiment was repeated many times by diffexeiolars in Social psychology and is known
as thereverse incentive experimetitis comparable to our findings in the techniass$istance
provided to CEE-countries, where we observed advigoing to CEE-countries in transition without
any preparation, doing hardly anything else thanddrd setting and providing advice which fell flat
but nevertheless writing self-evaluations makirairak about excellent work, impressive progress and
huge effectiveness. It can be similarly appliethiedodonor-organizations reporting to their finascer

According to social psychological theorizing bystieger and Carlsmith the outcomes of the 1959
experiment were conform the expectations of therthen cognitive dissonance. People who received
more money were less enjoying their task becawsedpnitive dissonance between their attitudes
towards the task (negative) and the reward (p@&jiis/larger.

The theory on self-persuasion (Mead, 1934) statgso respond to one’s own behavior is a
product of social interaction. Every organizatiands the problem to train its employees to respond
external and internal stimuli, how to evaluate tkelves and the way they are expected to handle the
tasks to be performed. The questions are; what whbom the employees refer their own actions when
judging and how to induce them to use a propereafe-frame. A classic example may illustrate this.
When do you say you are hungry? Is it a consequaine@hysiological event that your body needs
input in order to keep functioning or are you laukiat your wrist-watch as many in the modern day
society do to see if it is already lunch time? Ehme question arises when evaluating one’s work.
What is the frame of reference? Does it accortheéqtan? Does one follow procedures? Does one
feel in all the questions in the evaluation rep@rt2s one accomplish the prefixed goals?



This is similar to the findings coming from aneaitative theory in social psychology, namely the
self-perception theorgBem, 1972). In this theory, it is supposed thedpde infer their attitudes from
their behavior in the same way outsiders do. kedsshat we only have that knowledge of our own
behavior and its causation that another persomage, and that we therefore develop our attitugees b
observing our own behavior and concluding whatuatés must have caused them. Hence, if we are
forced to act in a particular way, our attitudesaods the work will change accordingly. Centrathis
guestion ‘what must my — this man’s -attitudesfdeam — he is- willing to behave in this fashion i
this situation’ (Bem, 1972: 28). If | am behavigstway, my attitudes must be like this and hence,
these are thus, my attitudes.

This theoretical approach is somewhat in line v previous presented examples of cognitive
imbalance experienced by the respondents from wsigoganizations.

Summarizing

This section used social psychology theories tdagxpvhy organizational behavior can become
disturbed, how values can be changed. The theopoies to flawed socialization, disturbed self-
persuasion, cognitive imbalance, incongruity, disswe and self-perception, which prove to be a
mixture of various feelings. This being the casatdoes such analysis offer as solutions. The next
section will address that question.

4. Solutions offered by social psychology

In public administration, the dominant approacipitablems in organizational behavior is to control,
monitor, use performance measurement and (selfg@vans. Given the theories presented above, the
solutions derived from theories in social psychglage quite different. First, we pointed to
socialization theories. Following this line of tking, one can point to the possibility to create
professionalism by organizational socialization.r®¥specifically such socialization provides an
answer to the question when professionalism cardsed. The consistency theories with their more
specific focus on how people loose balance andea@neate balance in various situations they
experience might provide a solution for restoringf@ssionalism. Combining both might result in
what is known in social psychology as a so-caiegchological contradn which properly socialized
professionals can work without oversight, monitgramd performance measurement. This issue will
be explained below.

4.1. Socialization

Attitudes are passed on from parents to childrehmaany of these acquired values are quite stable
though the remainder of one’s life (Rokeach, 19H8)wever, experiments in social psychology show
that this influence and stability decreases ataegoints in the life cycle. There are certaimp®in a
person’s life, in which he or she is more opendw influences and is able and willing to change
attitudes. The first point is when children entighhschool (Jennings, 1968). The second pointds th
freshman’s year in university (Goldsen, 1960) dredthird point is when people acquire a job, in
which case they are open to organizational soeitdia. In principle, each time people come under
new influences, their world changes and so migkit thttitudes. Our life is like wandering through
plenty of organizations like family, school, spolttb, recreational settings, political party, radigs
organizations, voluntary associations, workplae union, professional organizations, stateAdtc.
these organizations or rather their staffs arei$osocialization-agents, who influence our values,
norms, attitudes, and behavior.

The susceptibility to value-change during thet fimriod after which people have acquired a job
suggests when socialization is likely to accomplighinternalization of specific values. It poitds
the effectiveness of addressing these values asluole especially during the first period a new
employee enters the organization coherent and daeyripehavior. With regard to our basic problem,
the restoration and creation of the values of moitmal attitudes, this implies that the experisnce
employees internalize during the first period (s@®e the first months, for others the first year is
crucial) in which they enter the new situation detiee for a large part the direction their attitadee
moving. Employees can be socialized in a “rightuef’. It is the latent steering of employees’
behaviors.



Such socialization is almost entirely brought abdmumiddle management. Social psychologists
usually name them “experienced organizational mesib8ustaining values, attitudes and norms are
internalized by the examples to follow and by ttaéning that the mid-level managers provide. The
idea of socialization implies that since values aadns are rather stable, transmitting the necgssar
values and norms in this period, affects the altituof the employees for a long time i.e., irrespec
of monitoring and measuring. Thus, early socialmatan save a lot of monitoring costs later on.

As tothe formatof such socialization, findings from the literagguggest that the sustainability of
the acquired knowledge, skills and incorporatedes)l attitudes and norms vary with the socialipatio
tactics used. Some have distinguished betweenctioeversus individual socialization, formal
versus informal socialization, sequential versusloan socialization, fixed versus variable
socialization, serial versus disjunctive social@atand investiture versus divestiture (Van Maanen
and Schein, 1979). Recent research pointed tarthertance of especially the sequential, formal,
serial, and investiture nature of socialization isecialization through structured career progoess
and institutionalized training programs, as welthasprovision of role models and support from
experienced organizational members (Cable, 1994).

As tothe content®f such socialization understood in terms of ‘raéptogramming’, the number
of topics to be included, and the relative impoctanf each of them varies. Most scholars agredtthat
should at least involve the following four topi¢$) acquiring knowledge about the formal features o
organization (i.e., goals, strategy and organipafistructure) and its informal features (i.e.,
organizational culture and power relations). (2)sThsults in acceptance; learning to function imith
groups, how to do the job and the acknowledgemiethieoneeded skills and knowledge. (3) It also
results in the incorporation of work group valuggitudes, norms and understanding for good
friendships; that leads to (4) establishing persohange and learning with regard to identity,-self
image, and motives behind doing a job (Schein, 19980; Fisher, 1986; Louis, 1980; Morrison,
1994; Greenhouse, 1999). According to them soeitidin involves multiple stages from anticipatory,
through accommodation to role management (Feldd®ifg) or from confronting and accepting
organizational reality through achieving job cha@ind locating oneself inside the organization to
mutual acceptance, satisfaction, motivation andrositment (Wanous, 1992).

The contents can also be focused on cognitivelamba and cognitive dissonance. Such feelings
can arise also because of the discrepancy betwgeanivational expectations and pragmatic
feasibility, the discrepancy between the presunupasority of knowledge of the newcomer and the
experience within the organization to deal withrsnovel ideas. Thus, the cognitive imbalance, and
dissonance that arise might well be more conseguéhan the cognitive imbalance occurring
between two friends who feel differently about stmreg, or between two enemies who share similar
preferences as social psychologists or psychokgisfue.

If one would anticipate on such cognitive dissagnhe mentioned theories offer the tools to
change the values of employees in the oppositetdire If such dissonance is experienced and the
assumption is true that it is experienced as afeaspnt drive state, the individual is motivated to
reduce it. This can be done blyanging cognitiondf two cognitions are discrepant, the actor can
simply change one to make it consistent with theotThe actor can change cognitions in the
direction of other cognitions. A second possibilgydding cognitionsif two cognitions cause a
certain magnitude of dissonance, that magnitudéeareduced by adding one or more consonant
cognitions. Thirdly, the actor caaiter his weighing of cognition&ince the discrepant and consonant
cognitions are weighed by importance, it may beaathgeous to alter the importance of the various
cognitions.

A good preparation or socialization in this regarteasible, because of the extensive experience
in the field. Such socialization could prepare esyipks for the inevitable occurrence of cognitive
dissonance and provide criteria, even try to ir&#ze such criteria to assure that employees when
arriving in a situation that requires changing,indar reweighing cognitions do so in the direction
the mission of the task requires.

In order to accomplish this, it has been argudthige newcomers especially during the first year
of their arrival work in teams with tenured and esipnce employees, because in Social psychology
the expected results come about especially throutghaction (Tannenbaum et al, 1992). In all our
research, we only found one example of such ansnte socialization process.



The literature addressing the variance in effectdss of such teams argues that this depends on
contextual characteristics, such as the rewar@syand the organizational culture (Ashfort, 1998),
team characteristics such as the manner of coagimin@ommunication, and conflict resolution, on
individual characteristics and team diversity andlee interaction between these characteristics
(Tannenbaum et al, 1992). Others pointed to theainpf team motivational processes, such as group
cohesion, collective efficacy, and performancesnsieadership motivation, team effective process,
leadership and team affect, and coordination peeesleongkoo Yoon (2006) pointed to the role of
the presence of a leader’s salient vision andriatibn to self-sacrifice to enhance team effectagsn

4.2 Resulting in a psychological contract

Such socialization results in clarity and congreeabout what the new employee and the organization
he or she is working for can reasonably expect fooim another. In social psychology, this is cailed
psychological contractt is unlike the normal contract in which the idst the pay and all kind of

legal arrangements are laid down. It “relates toround and therefore is intangible (Wellin, 2007).1
Argyris (1960) first has used this term and defiriexb the implicit understanding between a group o
employees and their supervisor. He sketched thehpsygical contract in exactly the way we search
for, namely as a means to reduce oversight andaiohite described it as:

A relationship may be hypothesized to evolve betweeemployees and the foremen, which
might be called the ‘psychological work contradthe employee will maintain high production,
low grievances etc. if the foreman guarantees aspects the norms of the employee informal
culture (i.e. let the employees alone, make cettadéy make adequate wages and have secure
jobs) (Argyris, 1960).

Later on Schein defined the psychological contaadhe unwritten expectations operating at all sime
between every member of an organization and thewsmanagers and others in that organization...
Each employee has expectations about such thirggay or pay rate, working hours, benefits and
privileges that go with a job... the organizatiorodiss more implicit, subtle expectations that the
employee will enhance the image of the organizatiolh be loyal, will keep organizational secrets
and will do his or her best (Schein, 1965).

More recently, Denise Rousseau (1994, 1995), ieetbthe psychological contract as something
that essentially exists in each individual's heslthe “individual beliefs, shaped by the orgamirat
regarding terms of an exchange agreement betweendnals and their organization” (Rousseau,
1995, p. 9). Wellin perceives the psychologicaltcast as “the actions employees believe are
expected of them and what response they expeetumrfrom the employer” (2007: 27). As such, the
psychological contract cannot be laid down on pagesome companies think or something to be
agreed upon during the last phases of recruitnheits original meaning it is something that emarge
from a socialization period.

Summarizing

This section addressed the question in which waymblem regarding professionalism can be
solved using social psychology theorizing. Firs, discussed the “when” of attitude change. It was
argued that in social psychology people’s valuesaititudes are rather stable. However, social
psychology provides us also with some evidenceptkaple are open for new ideas, able, and willing
to change their values whenever they enter in agiation. This implies that they will be open for
change especially during the first period they eateorganization. Socialization during that period
seems therefore sensible. It was argued furthaguginsistency theories that value change becomes
more probable when people experience cognitive liamee, incongruity and dissonance. In such
circumstances, they are likely to change, addweigh their cognitions. It could thus be
recommended to create (artificial) situations ajritive dissonance during this period of socialaat

in order to see how and in which way newcomers gbhaadd or reweigh cognitions and to adjust this
process in order to make this congruent with comdajectives. In this way a psychological contract
can emerge, as an implicit understanding of mwgypéctations, in which the basic values and



company procedures, and the criteria to be usethking difficult choices in adverse situation adlwe
as the relative weights thereof are incorporated.

5. Anillustration of thetheories

We started this paper with the question social lpsipgy asks, namely how people are influenced by
their social world. In the previous section, thewers provided by social psychology were presented.
This seems to be a relevant idea, because it happéoo many young employees that they are hardly
socialized during the first year in their work. Hoyers do not take the necessary time to invest in
these newcomers. Sometimes they are even compigtesed and left alone. Sometimes, in large
organizations, their employers do not even know they are there or why they were hired in the firs
place.

Given our previous research into the practicentefrhational technical assistance we wonder
whether the answer social psychology provides jidiegble to this area. It is of course a speciahar
in which consultants are employed by donor orgdiuza in order to advice public institutions.
Comparable to interim managers it cannot be expebeg such advisors are socialized within the
context of their clients before they start advisifidnis is unreralistic and there is a strong argoim
that this would run counter to their independehtmyever, one might expect of them that they were
socialized within the organization they are paidlbynight even be of extreme importance that this
becomes reality, because people working in thedaafrinternational technical assistance are
especially susceptible to situations inducing ctigmiimbalance. Applying the theory on cognitive
dissonance to our field of international technasdistance, the recipients who receive grants from
donor-organization or government to hire foreigmisars will develop a favorable attitude towards
this donor-organization. However, they also seathésors who hardly give useful advice, to whom
they develop a negative attitude, and simultangaest those advisors well rewarded by the donor-
organizations. This could result in a cognitive al@mce from the perspective of the recipients. The
same goes for the advisors who might have a pesditislination to being effective and like the donor
organization for paying them for the job, but whslike the donor-organization for their desired
contents of the work to be done. Moreover, it igli@able to donor-organizations in relation to thei
government. On the one hand, they are on the saméacause of the financial relation, but
regarding major objectives in relation to whatée@ssary and possible to do, the views often differ
considerably (Sobis & De Vries, 2009). This alssufts in an imbalanced situation. This can be
illustrated by what we heard from one of our resjgonts in the area of technical assistance:

You feel quite often that you get jammed; on theeland, you have some demands from aid-recipient
and you are within the real project-work. To beg&r your work, you have to do that what is in a
contract, defined by those who pay for your work.tle other hand, you have to show flexibility
towards aid-recipients. There is a big differenetvieen the situation of being aid-recipient and of
being aid-provider. You do not talk about the sahiegs. | was the leader of a project to Russiavds

a tough job. You have bureaucrats on the one sideyau have to keep all the deadlines. On the other
hand, you have the representative of various gawental departments who want something more that
was specified within the contract (...). Now, | reaoend only the methods | know that would be
promising in practice. It has to do with my earl@xperiences.

Below we will analyze the social psychology thesiire this light and illustrate the analysis withmso
guotes from people in that field who were intenaelw Of course, such analysis combined with some
guotes does not present evidence or prove. liljustrates in which way the social psychology
theories can be applied in the reality of orgadretl behavior especially in an international segtilt

is illustrative for the social psychological answe@the question how the involved actors in the
Western aid-chain to the CEE- countries were imib@gl by the organizations to which they belonged
when providing aid and how the answer to this qaestan help to change this influence for the
better. In international advisory work and techhassistance, foreign advisors are bound to eneount
situations in which cognitive imbalance, incongywt dissonance arises. Be it because of cultural
variety and even culture shock or because of therefpancy between beliefs one does not share but
has to respect. One can refer to the culturalndisins made by Hofstede (1980), who distinguished
among others high-power cultures in which high gada conformity, hierarchy, supervision, weak



work ethic, absence of trust, paternalism and aatycdominate, and low-power distance cultures in
which the opposite values dominate. He furtherndisgnguished between three other dimensions of
cultural difference, in terms of individualism aoadllectivism, masculinity and femininity and high
and low degrees of uncertainty avoidance.

To make it clear from the start, many of the peapt interviewed shared the opinion that any
form of socialization was lacking when they entetfeglbusiness. To give some quotes:

| was not prepared nor did anything to prepare nifysmt at all. | was sent abroad in this way twice
First, | was sent by the Department of Finance wsbbw in 1992. Later in 2001-2002, | went there
again with the TACIT project. Two times, | did hawe time to any preparation. | went only to seatwh
could be done (...) certainly; | was more prepare@mwhwent there the second time. The year of 2001,
they had at least an office in Moscow to such thaperation. They had the bas and resources but it
was not at all preparation. It was a very limitedderstanding how to provide this aid. It was nothi

to start this work.

Moreover:

The problem is when a person who describes a casiunifor an aid-recipient country does not know
anything about the country to which the aid-projiscaddressed. | have seen students who did it like
this. How can they propose recommendations anditbesthe transfer of knowledge to the country
about which they know nothing? It demands somedajzation in an area. It is not enough to an aid-
project. It concerns the aid-projects that are eotpd to give some impact on the economic
development. TACIT have gotten awfully reviewhimregard. It sheered stupidity.

We differed not much from the EU standard-setdfs.had no co-operation with other aid-providers.
However, we ought to work towards the same diractBometimes, when \@nsultants/experts) met

on various conferences, we experienced a very fgmlithg when exchanging thoughts and experiences
from aid providing. We repeatedly told one anothet;us meet once a month. There were many people
but no one had such activities in their commissiime and money for the administrative work to

invite others and to prepare an agenda for a meetwere lacking. We wanted to share experiences but
we neither had time nor resources for that (...) ¥éaot gone through any education program
preparing me to this work. We were independenuinativities through thick and thin.

A representative of aid-organization explained:

Some aid-projects demand pilot studies to idetitidysocial or environment problems. For those

things, we are hiring private consultants and expefhey make expertise. We agree about their work-
duties, financial contribution, earnings (...). H#rcbe university teachers who have competence, or
consultants that have a firm position on a market have this competence. We are choosing people to
work in different ways, due to a purpose with dasise and we can always be criticized for that (...).
We observe development in this regard. At the Inégin we had very limited knowledge about aid-
recipient countries. The first consultants and etqeever got any preparation from us (...), when our
activities were more and more expanding, especialijarding the environment issues, it proved that
we have had good consultants that had knowledghisiiopic and about the local conditions of aid-
recipients.

One can observe that some rudiments of socializégezame visible through time. However, we still
have the impression that the actors involved didmternalize the values, attitudes and norms for
behaviors during a socialization process just bee@ugeneral some mistakes still occurred. At the
beginning of transition, any experiences how to/jg® aid to the post-socialist countries and the
Western aid-organizations was lacking and projeced just at showing that they care, that they are
assisting, especially if it concerned the countwéh which they had some historical relations. @he
the respondents told us that: “An internationakcgdzed division of labor among aid-organizations
arose. Sweden went into Central European countiithassome specialized skills” (R5, 2005: 4). Not
one aid-organization had provided aid to CEE be#fme therefore, they had to learn by doing and by
drawing an analogy to the experiences of aid pingitb the African or Latin American countries,
which were rather different. At the end of 1990 &id-organization had some experiences and went

10



further with aid providing to the Balkans and Adiat stories from these recipients are not optimist
on expected improvements.

This could be explained by the nature of what s@salized at work i.g., organizational steering
based on procedures and biased performance mea&surdrhis reminds us of disturbed self-
persuasion, because if such organizational soataliz does not include rewards for the substance of
work, one cannot expect that the classic valugsaiessionalism will be created, or will surviva. |
the same way as the well-fed individual says Heiiggry, because it is nearly 6 pm, the employek wil
judge his work positive because he has filled litha questions in the evaluation report. If neweosn
learn that to care or to show empathy to listemdapt one’s advice to the problems at hand, and to
adapt one’s advice to the specific circumstances dot pay off, and that the only thing that doeg p
off is a positive (self) evaluation report, evethifs refers to an artificial world that in realitgpes not
exist, it is probable that the classic values ofgssionalism disappear. As one of the advisosusi

It is very difficult with aid. Many variants and asres are possible in the area. Transfer of
knowledge... How to measure that? Do you count thebeu of papers that you distributed? Do you
count the number of participants in training? | dot know how to do it. The most successful projects
caused that everybody was pleased. When you fiedoperation method, not a training program then
you fee that, it works.

Concentrating on the field of foreign technicalistssice, we have presented some statements of our
respondents, who confirmed that young and inexpeei@ advisors did not get time to prepare their
mission. The interviews conducted with the represere of aid-organizations and Governmental
agencies showed that they were interested in thgr@ss in the recipient countries as long these
countries took their own responsibility for devalmgnt. They assumed that the transfer of Western
knowledge was enough assistance resulting in “wii-golutions (Sobis & de Vries 2007, 2008).
Aid-organizations were almost solely interestegasitive evaluations about standards that the
advisors were supposed to set. Therefore, whdtelpihternalize as values? That it is not necessary
to prepare decently, that it does not matter what &f advice is given, and that it does not matter
whether one leaves before the advice is implemented

The young academics entered a field of foreignsady work they hardly knew and they entered
an organizational setting of which it was ambiguatgt to expect. In addition, how were they
socialized? Their commissioners told them sometlikag “Let’'s see and describe what they need”;
“Just do something. Act as if you know what to dtake up appearances and set your goals
beforehand. Afterwards just write down that you aidonderful job and that you were very effective,
and we give you the next assignment. Subsequéehdy,were let loose in the jungle of international
advice to CEE governments”.

This practice was quite different from recommeratet made in psychological literature about the
importance of preparing personnel for overseastearfLanier, 1979; Argyris, 1999), of orientation
programs (Anchor & Marston, 1981; Grochowski & B&era, 2002), and the need to convince
newcomers of the importance of contingencies (T@883). Such socialization would include pre-
visits, early language training, intensive studyhastory, culture and etiquette, the provision of
handbooks, counseling facilities, developing a coagce between the advisors and organization’s
expectations about the job, and developing belighé mission, technical skills, political senstiv
and cultural empathy (Cleveland et al, 1960).

We are aware that a process of socializatiomms tonsuming. Perhaps, it was even impossible to
conform to such an ideal situation for newcomeihateginning of aid-providing to the CEE
countries. However, we belief that after two-thyears it became possibly, when the aid providers
collected the first experiences in the questioremtiney knew what should be done and how in order
to adapt much more aid-providing to the needsafatipients without loosing the win-win relations
between aid-providers and aid-recipients. They knéaat behavior was effective in practice within
CEE-countries. Our empirical data tell us, howetleait aid-providers did not change their aid-
projects and programs in this regard. They justedan with the same institutional and
organizational standard further to the Balkans,thedost-socialist countries in Asia. This indéasat
that the professionalism thereof in its classicarathnding can be still disputed (Sobis & de Vries,
2008).
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As tocognitive incongruityvhich as we argued can be seen in denial, baigtéfinding an
overarching value that overcomes the imbalanc#égrditiation (redefining the situation),
transcendence (relating the imbalance to a morteaagbsevel to subsume it) and cease thinking.
The theory on cognitive dissonance provides anaggtion for the flight away of the classic
professionals, who do not enjoy the fashion, incltlihey are supposed to act and who become
cynical and frustrated, because of this cognitigsa@hance. It could explain why in foreign advisory
work especially the real classic professionals terfaecome cynical and angry and eventually so
disappointed that they flee their organization, wiheir task is only judged and rewarded through
monitoring, performance measurement and evaluatiowhich the relevant aspects are not measured
and the things measured are not relevant. For theroognitive dissonance is highest. To illustrate
this with some quotes:

A lot of aid was conducted in a very naive way., #x@y had sent some consultants abroad and they
believed that those consultants prepared the grdanthe reform-programs. To carry out
transformation, it demands both: the investigafiuections, what is needed to do in a country ared th
legislative functions the Parliament has to prepdtés the only way to function as a good
international team. However, with hindsight it wagpolitical process. They have to have some dgkills
do this job.

Regarding EU aid-providers; when a decision was enladw to spend money it concerned also how to
make over this money again. We promised e.g.v®3ymillions Euro to do something in a recipient
country during a decided time. It was almost a d&d that we gave 2-3 millions Euro to two-three-
years projects. The capacity of the aid-receiverspgend this money was rather limited; they cowld n
do it in a reasonable way. Thus, projects endell pibducing only a huge number of reports or other
written material, which no one saw. After this, e\ projects started in similar ways.

If I look at the global effect of all the aid-prejs, in which | was involved in different countrideen |

see that | have contributed to modernization ofauss authorities, their understanding for modern
working-methods. We speeded up the work. Insteallirg at the same process from the perspective of
labor market, then we did not contribute so mutks enough to see the long queue at employment
agencies.

It also explains why the advisors not caring thatimabout the values involved in their work are
more easily convinced to find these proceduregigesand even adapt their behavior to the
procedures because of changing their attitudestatiwat is important in their work. Hence, when an
organization measures it staff for its detachmiéngbility to make up appearances and to achieve
prefixed goals, it runs the risk that it is stucikhathat type of professionals. The professionats)

are caring, problem-oriented, have the client€nests in mind. They build expertise, aim at
interventions that best suit the situation at hamd, base their advice on sound problem diagnosis
might well run away. One of the respondents said:

We were in Russia 10 years. Certainly, they haveeket economy but it did not work really well.
Advice to them is time consuming and we do not tfevéme to be with them all the time. | belibftt
we will leave Russia before the project accompfishe major objectives. On the other hand, these
objectives are not our goals. Russia has to fulidm. We have no objectives, we are rather asgisti
or supporting in reaching them. They have to de tiork by themselves.

The same person explains how it was possible Bo6tledish experts to buy local expertise in a case
it would be useful to aid providing:

We had a basic principle that we pay our civil sgrwvand aid-recipients pay theirs. We could not pay
for the civil servants from the aid-recipient cotg, even if sometime their expertise would béulise
for our projects. There were more and more aid-ectg in which we needed their local expertise, but
we could not pay them. Then, we paid the Swed#resxabout 5000 Swedish crones a day, which is
enormous. You can ask; why did you do so? We didas@mur experts could pay the local consultants.
That was the method...
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According to self-perception theories the outcomebe reverse incentive experiment might be
explained by a change in attitude, where thoseldowere stuck with the question ‘who am | that |
am acting in this fashion in this situation’ andved this problem by changing their attitudes
according to their behavior. By inducing peopl@atbin a certain way, one creates the associated
values among them.

Some quotations from our previous research araladtecetion from the period of 2003-2007
illustrate quite well how the Swedish aid-provideese changed their attitudes towards aid-providing
and moved their aid projects from assistance tal&welopment of democracy. This was characteristic
for the first phase of aid providing into the aiwjects or programs addressing the public sector,
especially within a social securities system in a@&E countries, and how the actors involved
perceived their role within the chosen countries:

During the first period of aid providing, | belietieat we did correctly. The theory was missing tves
tried to investigate the state of things before imgla decision what we could do (...). It had takee f
long years before we understood that they needsidtasce to the public sector especially in social
work. It was quite new for us. It was no one whd aay experience in this regard. It was probably so
because we were acting up to our convictions thiatsector should work well during socialism. Itsva
really surprise for us that this sector had to leformed. This aid became the first priority for the
Swedish government, and it was perceived veryipelsitoy us and by the aid-recipients. Shortlyrafte
in 1996, we were creating the new strategies howotoperate with those countries to help them and
develop democracy, market economy and improvesighinorly environment.

In Sweden, we started with assistance in 1989drfrdmework of BITS and we had a lot of knowledge
about these countries. They have been our neighbMaeeover, our aid had to do with a very flexible
politics. If we felt that one of our projects didtrwork in practice, we removed it. We were flexibl
aid-providing all the time, while EU had big progns, very formal and be pressed for time.

We are only financing the aid-projects. We do moidsexperts abroad. The consultancy agency just
recruits and hires experts. Many consulting agesigiere involved.

Another respondent who participated in many prgjecid playing different roles in them turned from
the idealistic person into the critical one regagdihe role of the western aid-providers to the
countries in transition:

| am very skeptic towards aid-projects that youéhawshort time to conduct them. | mean that many EU
projects had too short time to carry out them wi@ectation is to change the world e.g., the mtoje

for Turkey 2003 for 10 millions Euro to modernirepboyment agency. It is a huge project and you
have no people to work. The employment agencyydiwgted in its capacity to provide this

assistance. Decision-making is top-down. This ozgion cannot handle such the project. It demands
assistance and expertise to see the whole systésmiribney ought to be divided in the batter way and
the longer time (...) It is much money that goexpedise. | have impression that they send many
western consultants to create a well working labwrket in CEE but it is not only that. It is very
lucrative for the West. You give yours money otiybu create employment to yours own people.

From the analysis of the collected interviews @whd that, even persons who were rather critical
towards the Western aid providing turned into taespn who were proud over her own contribution:

I am most proud over that | have initiated a veopcrete cooperation between Sweden and Russia for
preventing crime. The team | have created wherigypating in the aid-project is working together up
today, like equal partners dealing with a fiscajildation. They based their co-operation on trinsttt
they created earlier. | am really glad to know it.

Another respondent adds:

There is a difference between the aid to the posalist countries in Europe and the aid to devaigp
countries. It is not a question about Sweden earnioney in these countries and that the Swedish
money stays in Sweden. This aid is expected tagdr these countries and Sweden. Aid should
contribute to signing a contract; extend some eadicaontacts that can make it easier for firms and
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enterprise to set up their business. However,imjgortant that Sweden have a competence that is
demanded.

Thus, the self-perception theory can help us tetstdnd the various even mixing feelings behind
participation within different aid-projects.

All'in all the above analysis argues that the alqasychology theorizing can be used to analyze
the organizational behavior within the aid chaid #me idea of proper socialization, resulting kirad
of psychological contract might offer a solutiorthe problems in professionalism as encountered
previously. We argued that such socialization da#nly apply to the ‘normal’ employees in an
organization, but also to the world of internatioadvisory work. We argued that it is insufficidat
donor organizations just to hire consultants amdl $kem as tabula rasas e.g. nitwits into the fidgdd
might be better not just to negotiate about a emhtbut also negotiate about the time to prepare,
discuss intensively; what can be mutually expeatddht the consultants might expect on the job, and
to discuss the mutual expectations in the probede of emerging cognitive dissonance and seeming
inconsistencies. This is important for all involiednternational assistance. The recipient psofit
from a well —prepared consultant; the consultaafifsrbecause the advice given will be valued more
if it is based on knowledge of the situation atdieand the donor-organization profits, becauge it
better informed in advance about the choices theutants are likely to make in case cognitive
dissonance or other imbalances surface. Howevet to¢he obvious advantages, there are also some
drawbacks to this approach. These will be discussdte next section.

6. A reflection on the added value for Public Administration

Theories stemming from Social Psychology offerraaresting analysis of the problem we are facing,
namely how to create and restore professionalispuinlic organizations, as well as a direction in
which solutions might be found. The solution isgiaiuin organizational socialization, exposing
employees early in their career to situations ifictvicognitive dissonance is bound to occur, resglti
in a kind of psychological contract, i.e. the im@rzation of the classic values of professionalism
This could create justified trust that the job wbbk done according to expectation and even under
adverse circumstances. It could make continuoussigheg — monitoring, performance measurement,
evaluations redundant.

Rousseau (1995) argues that the psychologicataxins promise-based and, over time, takes the
form of a mental model, programming, or schemactviig relatively stable and durable. There is,
however, also criticism with regard to the concéfdrk Roehling (1997) e.qg., criticized the
conceptualization and the lacking research inta#gsimptions and implications of the construct. As
he says: “Reported empirical investigations of psjogical contracts can be counted on one’s
fingers” and “a lack of recognition and attentioncompeting views of the PC construct continues to
be reflected in the PC literature” (Roehling, 198): Such empirical research could test the lgstin
value of early socialization, it could test the bihesis that learning is more effective when ietak
place early in one’s career, which is oppositditiea of lifelong learning, and it could showttita
is possible to make newcomers in an organizati@aptachange or reweigh their cognitions. Such
research could also address the question; whetisetriie, as O’Donnell and Shields argue that,r@he
the contract is mainly relational “based on buigdperformance through feedback and a
developmental focus — without scores and ratings&sults in enduring trust, but where it is mginl
transactional and “psychological contract is focuamund short-term and monetized exchange” the
process “can lead to distorted results and rag@esof equity, ratings moderation and forced
distributions” (O’Donnell & Shields, 2002: 439).

A second point of criticism concerns the concegali. Guest (1998) addressed the conceptual
problems in the usage of the psychological cont@iting different scholars, he is able to conclude
that different conceptualizations exist, in terfip@rceptions, expectations, beliefs, promises and
obligations. This is problematic because “Failareneet expectations is of a rather different order
than failure to meet obligations” (Guest, 1998:)6%kcording to him, it is also conceptually unclea
when a psychological contract exists and whentetargues further that the legal metaphor is
inappropriate, because it is all in the eyes ofbleolder that it is unclear what the agency istaat
in many organizations, “there are multiple ageotslie organization and they may be ‘offering’
different and sometimes competing contracts” (18%2). In this situation, it can be unclear, wihat t
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key dimensions and the contents of a psychologimatract are. Guest is of the opinion that one
solution to this ‘problem’ is to make psychologicahtracts more transparent, but according to Him,
psychological contracts are defined as being utewiand implicit, they cease to be psychological
contracts upon being made open and explicit (1698). Guest argues there are serious problems
concerning the content validity, the constructditi questions about the testability and appliligbi
and concept redundancy.

Notwithstanding his own criticism, Guest acknovges: “The psychological contract provides a
potentially fruitful construct with which to makersse of and explore <new>employment
relationships” (p. 659). According to him, it islato explicate and reduce the growing inequaltity i
power i.e., in the relationship between the unregméed individual and the sometimes monolithic
organization, and “it has the potential, not yetlized, to integrate a number of key organizational
concepts ... such as trust, fairness and exchangé6()).

Regarding the confusing conceptualization, thecephof psychological contract has indeed been
conceived in different ways with varying emphadsang at least five dimensions:

Emphasizing promises and obligations versus intieateon of values;

Emphasis on the contract side versus the psyclualbgjide;

Emphasis on the organizational versus on individsakcts;

Emphasis on transactional versus relational aspects

Emphasis on the possibility to change a psycho#giontract versus the sustainability
thereof

arwpdpE

Socialization and psychological contracts arenest phenomena. Although, according to our
knowledge, empirical data are lacking, some orgdiurs do indeed proceed accordingly. Welling
(2007) has given a number of examples of psychcébgontracts and what is central in such
contracts. It is illustrating to see how, for ingta, a consulting company like Ernst & Young has
interpreted the psychological contract.

Figure 1: Ernst & Young's implied psychological ¢@tt:

What Ernst & Young expects from its people What employees can expect from Ernst &
Y oung
1. | Do the right thing and succeed for clients Recgand reward individual's contribution
2. | Energy, enthusiasm, stretch and excel yourself | njoy&able place to work

3. | Build relationships, teamwork and the courage tp Care, listen and respond to people’s ideas and

lead concerns
4. | Take charge and personal responsibility for your Continuous learning opportunities, access to
career knowledge and support for personal and career

growth, and achieving your potential

Source: Wellin, 2007: 21.

It is illustrative for the general trend towardsprasizing promises and obligations, the contralg, si
the organizational side, and transactional aspé&hbts.kind of arrangement is more reflecting the
company policy, or at least their favorable imadingreof. It is similar to raising children, telijin

them to do their best at school and be nice ta fienhds in exchange for food, pocket money and
some parental attention. More important — anddifti— is to learn and facilitate them in making
choices, how to behave, if they made mistakes. \i¢hdo, if they fail exams, and what to do and not
to do if e.g., their free time activities interfesth homework, in case they get into a quarrdigint

with their peers, if they are tempted to do sonmgthiheir parents don’t want them to do, and what to
do in case of other serious dilemmas.

Given our arguments presented in the previousosegta psychological contract should involve
something different than many present-day companads of it. It should be the result instead of the
starting point of a thorough socialization processgsult in which specific values are internalized
the heads of employees e.g., about the criteriaHoices to be made, when basic dilemmas pop up. It
should provide clarity about what to do when shenta goal achievement conflicts with long-term
effectiveness. What to do when effectiveness aficiezicy collide. How to react when external or
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internal constraints inhibit optimal choices. Wtatlo when one is confronted with unethical
behavior. What to do when a client wants somethorgpletely different than was agreed; and what
to do when — inevitably — something goes wrong.

Concluding, this section argued that despite fseimed advantages mentioned by the proponents
of the concept of psychological contract, the sstggprocess from socialization, through exposing
newcomers to situations in which cognitive imbakgnocongruity or dissonance arises, towards a
psychological contract is a far from definitive widn. However, we belief that applying the
principles of the psychological contract could reglthe risk of rising expectations in any
organization, which is when it results in disappient automatically results in increased monigprin
and steering. There are still many uncertaintiéack of empirical backing and much conceptual
diffusion, which disputes whether it is a processful in the public sector and whether it can was
originally its intention — be an alternative foetpractice of continuous monitoring, performance
measurement and evaluation.

7. Conclusions

This paper asked the question whether Public Adstration could learn something from insights
from social psychology, regarding ways to createestore professionalism in public organizations in
other ways than by measurement, reorganizationsising incentive systems. We asked this question
because of our findings in the area of internalitezhnical assistance in which according to us a
dramatics change has occurred, in which the classies of such advisory work have disappeared
and a novel much less appreciated form of profeaigm came to dominate. We argued that the
position of many people within the world of foreigonsultancy-industry, and in many other
organizations as well, is similar to those of thedents in the famous Festinger-Carlsmith experimen
of 1959.

It explains why people with strong feelings abitng substance for their work will experience the
stress predicted by the consistency theories tlraisfon cognitive imbalance, incongruity and
dissonance, whereas others, less pronounced irattigides, will change their attitudes according
their behavior being a result of self-persuasiosedf-perception, and abandon the classic values of
professionalism. Social psychology theories offeeaplanation why classic professionals flee from
such situations and the modern professionalststaidminate the organizations involved. As long as
we are not able to measure outcomes and thesalgrtode derived inductively from reports on
procedures, inputs and outputs, we may destroy tharewe build up.

Do social psychology theories give us only a @gplanation for the problem observed, or do
they also offer an alternative? The first solutresuld be not to expose people to situations sindar
the experimental setting of Festinger and CarlstiE9§9) and at least not offer rewards for such
behavior. However, in practice the opposite isblésiOrganizations increasing ask their employees t
create the artificial reality by writing positiveports about their work. Social psychology theogzi
tells us that intensive socializing, training amdypding structure, resulting in a psychologicahtact
might work. Very pragmatically, it tells us to:

1. Socialize newcomers during the first period theteethe organization. It is especially in
these months or even the first year that it is iptesso shape their attitudes. Therefore, clear
guidance that transfers the right values and psafaal attitude is indispensable;

2. Expose them to situations in which cognitive imbaks, incongruity or dissonance is bound to
occur and train them to adjust, add or reweighr tb@gnitions in accordance to the classic
values of professionalism;

3. Recognize the decisive role of experienced orgéinizanembers. It is not the role of
leadership but the role of middle management thatucial. Middle management will mainly
guide new professionals. It is the transfer of galand attitudes and the perception of
professionalism these people pass on to the newsdiret is of great importance;

4. Strive for an implicit mutual understanding of egfaions — a psychological contract - which
is not just a transactional contract about payfaformance, or an individualized
employment contract, but the result of an extenksgening and adaptation process of
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cognitions by which mutual and apparently justifiegst is created and oversight can be
diminished accordingly.

One may note that this is quite different fronthe strive for lifelong learning, the emphasis on
skills and knowledge in training programs, the praed role of leadership and the distrust indicated
by continuous oversight.

Whether it will indeed work is not sure. The reflen on this theorizing points to many
uncertainties about the lasting value of socidliratabout its ability to replace the continuous
monitoring and continuous performance measurentgminted also to the gap with reality where
many organizations give far too little attentiom@sw~comers and training programs are just meant to
improve skills and knowledge. In addition, it p@dtto the changing interpretation of the
psychological contract, transforming it to somedkaf steering mechanism, while it was originally a
means to ensure that self-steering does not riesoéthavior that runs opposite to the goals of the
organization. Such self-steering is important, beeanany professionals have to take decisions
independently, but at the same time has to bdatestrduring an intensive socialization process in
order to accomplish justified trust regarding pssfenals that act out of the required values of
professionalism. This is especially the case irifpr consultancy where professionals not only go
outside the organization to conduct their adviseoyk, but get completely out of sight when leaving
the country.

Socializing employees in order to be able to ttiisin to make the best decisions possible,
internalizing values, resulting in some form ofsyghological contract, could make a difference in
everyday practice in any organization.
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