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I. Introduction 

Organisations operate in all areas through people and it is their contribution that will 

ultimately determine the success or otherwise of the organisation. Whether employees 

will be predisposed to contribute to the organisation by engaging in discretionary 

extra-role behaviour is likely to depend on their perceptions about the supportiveness, 

or otherwise, of the organisational culture and the expected benefits that may flow to 

them from the organisation. Aselage & Eisenberger (2003) support this by their 

argument that employees increase their efforts to help the organisation, to the degree 

that the organisation is perceived to be willing, and able, to reciprocate. 

 

The culture of the organisation will reflect the policies, practices and philosophies of 

management, and the tone and expression of these, and this paper will argue that 

perceptions of these will influence the contributory actions of the employees. These 

perceptions are likely to encourage, or discourage, employees from sharing their 

knowledge and acting in a cooperative way. 

 

II. The importance of a functional employment relationship 

The foundations of functional employment relationships are that the exchanges 

between employees and employers are characterised by a shared understanding or 

mutuality of all obligations and commitments. Dabos &Rousseau (2004) suggest that 

the development of mutuality of understanding, between employees and employers, 

produces not only better employment relationships, but may also improve career 

success on the one hand, and improved employee performance on the other. 

 

Organisational membership encompasses both rights and protections for the 

individual and the organisation, according to Masterson & Stamper (2003). 

Organisations are owed obligations from their employees eg performance and 

attendance and in return employees are entitled to basic rights eg safe workplaces, 

pay, etc. But while these rights and protections will vary from organisation to 

organisation, all organisational members have some basic rights and the responsibility 

to deliver on their basic obligations. 
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Success for an organisation is therefore likely to depend on management’s ability to 

foster the development of a culture which supports and encourages the accessing, 

developing and then the utilisation of the knowledge and skills of their employees to 

enable the organisation to build on its capabilities. Zwell (2000) argues that a 

successful culture in this context will be one which displays, to employees, that 

employee development is valued and a culture that encourages highly competent 

employees to exercise their talents to impact positively on the organisation. 

 

An organisation’s culture will be seen as setting the conditions under which 

employees are expected to work, and a positive culture would provide a working 

environment in which people are engaged, motivated and rewarded in a positive way 

for their contribution to the success of the organisation. 

 

Deal & Kennedy (1982) support the argument that creating a strong organisational 

culture can be a significant factor in determining the extent to which employees will 

contribute to the organisation. Guest (1994) also supports this proposition by arguing 

that culture, by helping employees understand what their obligations to the 

organisation are, is a better motivator to perform in a cooperative way to support the 

organisation’s interests, than would financial incentives or bureaucratic requirements. 

 

According to Eisenberger, Huntington, Hutchison & Sowa (1986) employees will 

form perceptions about the organisation’s policies and practices to determine the 

likely effect of these policies and practices on them. If the culture is perceived by the 

employee to be favourable to them, then the prospects for knowledge sharing and 

cooperation are likely to be maximised. On the other hand if the perception is 

unfavourable, then employees’ will be discouraged from participating in these 

activities, to the detriment of the organisation. 

 

Axtell, Holman, Unsworth, Wall, Waterson & Harrington (2000) argued that the 

perception of a supportive, non judgemental climate would be conducive to 

encouraging positive cooperative actions by employees. Further they found that 

employees were more likely to behave cooperatively if their ideas were positively 

received and not subject to ridicule. 
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The importance of this non judgemental culture was also supported by Oldham, 

(2003), who argued that organisations need to develop a culture of sharing, but that 

they also needed to acknowledge both the ideas that were submitted and the person 

who submitted them, because this would encourage employees to share their creative 

ideas with others. Cabrera (2003) also argued that a non judgmental acceptance of an 

employee’s contribution would be likely to encourage further contributions. In a 

similar way Shalley & Perry-Smith (2001) also argued that, if employees expected 

that their work would be critically judged, then their creative contributions were likely 

to be lower. Likewise Edmondson (1999) said that the anticipation of a critical 

judgment would constitute a threat to the employee’s self interest and self esteem and 

result in lower contributions and in the sharing of fewer ideas. 

 

On the other hand treatment that greatly exceeded the organisation’s obligation to an 

employee, would have a much more favourable effect on perceived organisational 

support than if the obligation was just met, according to Aselage & Eisenberger 

(2003). In contrast, favourable treatment, that an organisation was highly obliged to 

provide, would not indicate any high level of regard for the employee, as it would be 

viewed as less discretionary. 

 

III. The reciprocity norm 

Employee’s perceptions of perceived organisational support towards them, through 

the reciprocity norm, contribute to a sense of general obligation to care about the 

organisation and contribute to the organisation’s objectives. Eisenberger, Armeli, 

Rexwinkel, Lynch & Rhoades (2001) found that the relationship between perceived 

organisational support and felt obligation towards the organisation, was highest for 

employees with a strong exchange ideology, but also that most employees accept the 

reciprocity norm to some degree. 

 

Bowen, Gilliland & Folger (1999) argue that the relationship between employer and 

the employee is through the psychological contract, which is an implicit agreement 

about what each party gives and gets from the relationship and it also embodies the 

implicit rules and regulations that determine the relationship. Rhoades & Eisenberger 
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(2002) argue that it is the expectation of reciprocity that enables the employee to 

reconcile the differing contributions that are sought by them and by their employer. 

 

It is important to view the psychological contract as a dynamic set of expectations 

(Vos, Buyens & Schalk (2003). The psychological contract being refined, in a 

sensemaking process, during the socialisation period as a result of employees forming 

perceptions about promises made to them and their interpretations of experiences 

encountered in the work setting. 

 

The key motivation for sharing knowledge and ideas and acting cooperatively was the 

expected reciprocity from their organisations, according to Cabrera (2003) while 

Wayne, Shore & Liden (1997 p 83) state that ‘… employees seek a balance in their 

exchange relationship with the organisation, by having attitudes and behaviours 

commensurate with the degree of employer commitment to them as individuals’. 

 

Employees are primarily concerned with the commitment by the organisation to them 

and their perception that the organisational support will potentially provide benefits to 

them. An assessment that the organisation values their contribution and shows an 

interest in their well-being, is likely to create an expectation of approval, monetary 

rewards, access to resources and respect for the employee. 

 

Perceptions of the psychological contract will be influenced by expectations about the 

support likely to be given to the individual. Aselage & Eisenberger (2003) argue that 

individuals have distinct expectations about the level of treatment they can expect and 

that violations of these expectations will affect the assessment of perceived 

organisational support. Where expectations are that favourable treatment will be 

forthcoming, any violation of promises will have very detrimental effects on 

perceived organisational support. This is because a failure to fulfil the terms of the 

psychological contract conveys a low valuation of the employee’s contributions and 

lack of concern for the employee’s well being (Aselage & Eisenberger 2003). On the 

other hand, where expectations are lower, then the violation of these expectations will 

have a smaller detrimental effect on perceived organisational support. 
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Rousseau & Tijoriwala (1998) argue that it is an individual’s perception of the 

psychological contract that will determine the reciprocal contribution by the employee 

with repeated violations of this contract likely to result in withdrawal behaviours by 

the employee. On the other hand a build up of confidence in this relational contract, 

over the longer term, is likely to lead to the continued satisfaction of the employee’s 

wants and needs. This in turn is likely to increase the perception and trust that the 

organisation will meet its obligations and be supportive of the employee according to 

Robinson & Wolfe Morrison (1995). 

 

Guest (2002) argues that an employee’s response, by way of an increased willingness 

to contribute, will be reflected through the psychological contract and its links to 

performance and hence output. The need for a worker centred or worker friendly 

approach is supported by Guest (2002) to encourage the development of trust and the 

consequent discretionary extra-role activities, by employees, which organisations 

need. This discretionary contribution will be encouraged, according to Ashford & 

Saks (1996) by the reinforcement of a supportive environment, which in turn 

contributes to the self worth of the employee. Grover & Crooker (1995) also found a 

strong connection between a worker commitment and the demonstration by the 

organisation that it provided organisational support, care and concern and that the 

organisation was fair in its dealings with employees. 

 

IV. Perceived organisational support 

Prior employment and organisational experiences help clarify an employee’s 

perception of organisational support (Lester, Kickul & Bergmann (2007)). These prior 

perceptions will be continually challenged by perceptions of current employer support 

for them. Perceptions that employer support is improving and obligations to them are 

fulfilled, show to the employee that the employer values their relationship, which in 

turn will encourage employees to view the relationship as a continuing one. 

 

Perceived organisational support is defined by Rhoades & Eisenberger (2002), as the 

view that employees form about the level of care and consideration that they see is 

being directed towards them by the organisation. This view is about how the 
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organisation ‘… values their contribution and cares about their well being’ 

(Eisenberger, Huntington, Hutchison & Sowa 1986, p 504). 

 

Employees form a global view about the level of organisational support being offered 

to them, according to Rhoades & Eisenberger (2002). Eisenberger, Huntington, 

Hutchison & Sowa (1986) argue that it is this perceived level of support which will 

determine the level of the employee’s reciprocal contribution to the organisation. An 

individual’s perception of this perceived support will be based on their anticipated 

satisfaction of their own emotional needs for approval, esteem and affiliation. This 

will be moderated by their assessment of the likelihood that the organisation will 

positively respond to greater effort by them, by adequately rewarding them for this 

extra effort. 

 

Psychological contracts reside within individuals, but both firm and societal-level 

factors help to frame them. Thomas, Au & Ravlin (2003) contend that although 

psychological contract theory is related to the willingness of employees to rely on 

employee promises and respond with a felt obligation in return, individual differences 

are likely to produce differing responses. These differences are likely to influence 

how concepts of the psychological contract are perceived, how violations are 

evaluated and what responses may occur. 

 

Wayne Shore & Liden (1997, p 90) argue that ‘… employees who feel they have been 

well supported by their organisation, need to reciprocate by performing better and 

engaging more readily in citizenship behaviour than those who reported lower levels 

of perceived organisational support’. In this context, perceived organisational support 

therefore is a measure of the likelihood of reciprocal behaviour by an employee 

because, according to Goulder (1960), when one does a favour for another, there is an 

expectation of some return in the future. 

 

The perceived level of fair treatment was the most significant determinant of 

perceived organisational support according to Rhoades & Eisenberger (2002). 

Perceptions of fairness are closely associated with assessments of procedural justice 

and expectations that your opinions will be valued, your contributions recognising and 
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your well being cared for. An individual’s assessment of the level of procedural 

justice is likely to take into account the type of controls exercised by management and 

the extent to which the allocation of resources and rewards are seen as discretionary 

and going to those whose contribution has been the greatest. 

 

Eisenberger, Fasalo & Davis-La Mastro (1990) argue that a positive assessment of 

perceived support from the organisation is likely to result in the following behaviours: 

(i) An increased conscientiousness in performing their in-role responsibility. 

(ii) An increased desire to be involved with the organisation. 

(iii) An increased desire to assist the organisation. 

(iv) An increased commitment to innovative behaviour. 

(v) An increased contribution to spontaneous problem solving. 

(vi) An increased likelihood that the employee will interpret the organisation’s 

gains and losses as their own and 

(vii) An increased likelihood that the employee will internalise the values and 

norms expressed by the organisation. 

 

Support for the above findings also comes from Shore & Tetrick (1991 p 637) who 

argued that a positive assessment of perceived organisational support will have a 

direct influence on ‘… the employee’s subsequent commitment to the organisation’ 

because it engenders a perception that there is an equitable and fair relationship 

between the employee and the organisation. Support also comes from Eisenberger, 

Huntington, Hutchison & Sowa (1986) with their argument that positive assessments 

of perceived organisational support can increase an employee’s level of obligation to 

engage in behaviour that supports the goals and objectives of the organisation. It is 

likely also that the HR policies and practices of the organisation that have positively 

effected an employee’s history of rewards, such as early job assignments and 

promotion, would be positive for the growing perception of perceived organisational 

support and on how employees feel they have been cared for and valued by the 

organisation. 

 

V. Developing an environment of trust 
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McAlister (1995) argued that trust could be affective, as represented by a special 

reciprocal relationship between employees and the organisation, or cognitive trust, 

which is based on a judgement about management’s reliability and integrity. A similar 

distinction was made by Dirks & Ferrin (2002) between affective/relational trust 

between two parties, and character/cognitive based trust. This paper is based on a 

discussion of the affective/relational perceptions and its effect on an employee’s 

predisposition to share their knowledge with others, for the benefit of the 

organisation, and their willingness to engage in discretionary extra-role activities. 

 

Trust is defined by Cook & Wall (1980 p 39) as ‘… the extent to which one is willing 

to ascribe good intentions and have confidence in the words and actions of other 

people’ and is about the perceptions of the future behaviour of another person and the 

potential for positive benefits that may result. Tyler (2003) argues that this social 

capital or attitudinal approach to trust is important because of its effect on the internal 

motivation of the employee in positively responding to an expectation of returns or 

rewards from positive behaviour towards the organisation. 

 

This social capital view of trust is important, according to Barney & Hansen (1994), 

because it can result in positive social outcomes as a result of improved individual or 

group contributions to the organisation and potential competitive advantage. Nahapiet 

& Ghoshal (1998) also support this view that the development of social capital can 

provide a basis for trust, and the dependent cooperation and collective input which 

can assist the organisation to achieve its objectives. 

 

A failure to develop an environment of trust between employees and the organisation, 

is likely to involve the organisation in high transaction costs according to Beccerra & 

Gupta (1999). This is likely, because in the absence of a high trust relationship, 

management is likely to be faced with considerable costs, time and energy in seeking 

the compliance of employees. The importance of obtaining support from employees 

rather than trying to shape their behaviour via incentives or sanctions, received strong 

support from Tyler (2003 p 563) who claims that ‘Attitudes, commitment and 

intrinsic motivation are the most important predictors of extra-role behaviour’. 
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Lester, Kickul & Bergmann (2007) suggest that the important notion of continuing 

support for employees is important for employee reciprocation, will lead management 

to ensure that organisational changes, and their effect on the psychological contract, 

are clearly explained and understood. This need for explanation is extremely 

important and also problematic, when unfulfilled obligations by management result 

from situational variables beyond the organisation’s control. Under these 

circumstances, organisations still need to provide support for employees. 

Environmental uncertainty, leading to such changes as downsizing or restructuring, 

can result in the erosion of trust and the belief that the organisation cares and shows 

loyalty to employees. The development of perceptions of employee support will be 

improved if employees take enough care to ensure that adequate information, about 

the reasons behind decisions, is communicated to employees. Obviously this 

communication will be more effective and believable where management are 

considered to be credible and then provide legitimate explanations for their decisions. 

 

VI. Relational/affective trust 

Konovsky & Pugh (1994) argue that relational or affective trust is likely to be 

developed from the perception of care and concern shown to an employee by the 

management of an organisation and from the subsequent reciprocal actions of the 

employee. Where there is a perception that the management are interested in the well-

being of the employee, then the employee is likely to respond by showing an 

increased willingness to involve themselves in discretionary extra-role activities. 

Trust develops from the relational aspects of the interaction between the two parties 

and operates as a social exchange process (Whitener, Brodt, Korsgaard & Werner 

1998) over and above the terms of the normal commercial employment contract. Blau 

(1964) argues that this high quality relationship incorporates the psychological 

contract elements of trust, goodwill and mutual obligation. 

 

A positive relational/affective trust is likely to lead to improvements in job related 

outcomes, such as job performance, according to Dirks & Ferrin (2002), because this 

trust will create an environment where people will be willing to respond outside the 

traditional employment relationship. Eisenberger, Fasalo & Davis-La Mastro (1990) 

argue that the degree of response by an employee will be influenced by that 
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employee’s characteristics, their prior work experience and features of the job. 

Important in an individual’s response, according to Shore & Shore (1995) will also be 

the perception that the care and consideration is given in a discretionary way and that 

it is given as a form of reward for performance and that it is not given to those whose 

contribution has been negligible. 

 

The perceived fairness of the decision making process, as it effects an individual 

employee, is likely to be an important influence on how that employee assesses the 

perceived organisational support, according to Tyler & Blader (2000). They argue that 

people are particularly concerned, in decision making, about whether employees are 

seen to have been treated with dignity and whether there is a perception that resources 

have been distributed fairly. These are considered to be of higher importance than the 

more practical result of the outcome for the individual, or achieving the result the 

employee might have liked. This procedural justice aspect is also highlighted by 

Rhoades, Eisenberger & Armeli (2001) who argue that the social or interactional 

justice aspects are of prime importance to individuals. 

 

VII. Trust in supervisors and managers 

Shanock & Eisenberger (2006) suggest that organisations should cultivate perceived 

organisational support of supervisors, because this is likely to have an effect on lower 

level employees. Positive perceptions of perceived organisational support by 

supervisors is likely to lead to supervisors reciprocating this favourable support by 

increasing their support towards their subordinates. Shanock & Eisenberger (2006) 

argue that this increased perception, by employees, of increased support given to them 

by supervisors, is likely to increase employee perceptions of organisational support 

and, as a consequence, increase their in-role performance and extra-role behaviour. 

 

Eisenberger, Huntington, Hutchison & Sowa (1986) argue that employees see 

supervisors and managers as representatives of top management and form perceptions 

about the organisation based on the actions of the supervisors and managers. The 

perceptions they form about the level of care affecting their well being, and the level 

of appreciation for their efforts given by supervisors and management, will be 
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transposed to a judgement that they have received favourable or unfavourable 

treatment from the organisation. 

 

According to Amabile (2005) the behaviour by supervisors and managers that best 

promotes feelings of leader support, is; demonstrating a receptiveness to employee’s 

ideas; giving assistance during stressful periods; showing respect for the feelings of 

employees; and refraining from taking action which has the effect of reducing the 

employee autonomy. This approach is supported by Konovsky & Pugh (1994) who 

argue that employees may be willing to go beyond their role requirements, provided 

there is trust that the supervisor or manager is demonstrating appreciation of, and care 

towards, the employee. 

 

Tan & Tan (2000) found that there was a significant positive relationship between the 

level of trust and the level of innovative behaviour. They argued for a connection 

between trust and the amount of autonomy which was given to employees to explore 

new ways of doing things. This was also supported by Ross & La Croix (1996) who 

found that there was a strong correlation between trust in supervisors/managers and 

the extent of risk taking by employees. 

 

VIII Conclusion 

The adaptation process of psychological contract development is likely to be both 

unilateral and reciprocal. Vos, Buyens & Schalk (2003) argue that unilateral 

adaptation is used by employees to reassess and modify their expectations and 

obligations under their psychological contract, based on their perceptions of the 

comparison of promises made to them and employee inducements actually received. 

They then in turn vary their future promises of contributions to the organisation based 

on what they had contributed in the past. 

 

On the other hand changes in their understanding of expectations and contributions in 

the psychological contract can be based on a reciprocal adaptation process. Under this 

process, employees vary their planned contributions to the organisation based on the 

level of inducements they receive from their employer. 
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Employees continually monitor and respond to changes in the level of perceived 

organisational support and perceived commitment to them, according to Rousseau & 

Tijoriwala (1998). A perception that the organisational is supportive is likely to be the 

basis for assessing whether they feel the organisation cares about their welfare and 

values their contribution. A positive assessment of perceived organisational support is 

likely to encourage the employee to identify with the organisation, and encourage a 

willingness to commit to the organisational objectives by showing a willingness to 

engage in discretionary extra role behaviour. The relational/affective involvement 

with the organisation, as has been argued, will be the moderator of the level of 

employee satisfaction in terms of meeting their own needs for recognition, approval 

and influence, and the expectation that benefits will flow to them from their 

contribution. 

 

Kerkhoff, Winder & Klandermans (2003 p 627), following research on employees of 

a Works Council, argued that ‘… a relational model of trust predicts that trust is 

enhanced when management shows respect and values the Works Council and its 

members by giving them information on time and by dealing with Council members 

in a friendly and respectful way’. 

 

This chapter has argued that an employee’s perception of the support given to them by 

the organisation, will be strongly related to the reciprocation by employees engaging 

in activities which are directed to assist the organisation in achieving its objectives. 

The extent of this reciprocation, by the employee, will be based on their assessment of 

how successfully management communicates to employees that they, the employees, 

are important and are valued members of the organisation. 
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