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The World
of Work is 

Evolving!
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Freedom is 
Choice

What they do
Where they work
When they work
Who they work for
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• Engagement

• Retain & Develop

• Trust, Transparency, & Stability

• Diversity, Inclusion, Belonging

• Multi-Generation, Gig, & Temp 
Workers

• Technology Empowered

• Cloud-based

• Mobile First

• Real-time Data & Analytics

• AI-Driven Automation

WORKFORCEWORKPLACE WORK

Everything Has Changed!

• Flexible Work/Schedules
• Modified Work Weeks
• Remote
• Hybrid
• Work-Life Integration
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Which Path is the Business Taking? 

Status Quo Recoup Status Quo 2

Perpetual Decline 1

Resilient Growth3

What Path is My Organization On?
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Which Path is the Business Taking? 

Status Quo Recoup Status Quo 2

Perpetual Decline 1

Resilient Growth3

What Path Am I On Personally?
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We have an opportunity to improve and positively impact the 
lives of so many people.



9

1. Individual employee motivation and management.

2. Motivation and management of teams and 
departments.

3. Recruitment and selection and induction.

4. Training and development.

5. Assessment of leadership – vision, style, capability.

6. Organizational communication.

7. Organizational philosophy and culture.

8. Fundamental organizational purpose, constitutional 
rules and ownership.

The Psychological Contract
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Definition Violations Looking Ahead

The Psychological Contract

Management
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The Tools
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What do Employees 
Expect from Employers?

What do Employers 
Expect from Employees?
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Expectations

Reality



See the Whole 
Person

More Flexibility 
& 

Options

Modern 
Technology

Transparency 
& 

Communication

Consistency From Employer  



It is about making a lasting 
emotional impression!
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Moments That Light the Path



What is Engagement?

Employee engagement is not
the same as engaging 
employees.

It is the outcomes of actively 
engaging employees!



Moments that Light the Path
The Employee Journey

DAILY

WEEKLY

MONTHLY

YEARLY

ONCE

Apply for a job

Interview

Get hired

Onboard Enroll in Benefits

Set GoalsGet Paid

Access Pay Stub

View Schedule

Request Time Off

Clock In/Out

Swap a Shift

View Accrued Hours

Take Vacation

Attest to Hours

Submit Timecard

Request LOA

Training & Development

Take a Sick Day
Complete Assigned Tasks

Review Performance

Attain New Skills

Get Promoted

Retire
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Mental Maps

I am unique! I think differently 
than you.

I have my own 
expectations.

I have my own 
way of learning.
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We All Create Mental Maps

• Management
• Learning Styles
• Human Behavior
• Ethics 
• Values
• The Psychological Contract



Mental Maps

✓ Created in our Mind

Source:  Kenneth Craik, Scottish Psychologist

✓ Assumptions and Experiences

✓ Ethics and Values

✓ Purpose and Meaning



What Image Comes to Mind?



Mental Maps help determine 
if we feel our work has 
meaning and purpose.



The reason for which something is 
done or created or for which 

something exists.
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What is purpose?
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Perception 
Creates Our 

Reality

Experiences 
From Our 

Perceptions 
Create Our 

Reality
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Definition
What is the psychological contract?



Understanding the Employer/Employee Contract

25
Definition
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Expectations

Psychological Contract = The relationship between 
an employer and its employees, concerning mutual 
expectations of inputs and outcomes. The fairness
or balance as perceived by the employee. 

Employer

Expectations

Employee

Expectations

Definition
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Expectations

Psychological Contract = The relationship between 
an employer and its employees, concerning mutual 
expectations of inputs and outcomes. The fairness
or balance as perceived by the employee. 

Employer
Expectations

Employee
Expectations 

= Everyday
Experiences =

Definition



The Employer-Employee Dynamic
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Meet 
ER

Expectations 

Meet 
EE 

Expectations

Employer Employee



The Employer-Employee Dynamic
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1.  PROVIDES

Meet 
ER

Expectations 

Meet 
EE 

Expectations

Essential values aligned with 
employee expectations.

Employer Employee

Pay
Benefits
Culture

Flexibility
Work-Life Balance



The Employer-Employee Dynamic
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1.  PROVIDES 2.  EXPECTS

Meet 
ER

Expectations 

Meet 
EE 

Expectations

Unmet employee 
expectations break the 
Psychological Contract.

Essential values aligned with 
employee expectations.

Recognition
Positive Culture

Flexibility 
Wellness

Employer Employee

Pay
Benefits
Culture

Flexibility
Work-Life Balance



The Employer-Employee Dynamic
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1.  PROVIDES 2.  EXPECTS

Meet 
ER

Expectations 

Meet 
EE 

Expectations

Unmet employee 
expectations break the 
Psychological Contract.

Essential values aligned with 
employee expectations.

Recognition
Positive Culture

Flexibility 
Wellness

Employer Employee

Pay
Benefits
Culture

Flexibility
Work-Life Balance

Meet 
Employer 

Expectations

Meet 
Employee

Expectations

The Gap



The Employer-Employee Dynamic
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1.  PROVIDES 2.  EXPECTS

3.  PROVIDES

Meet 
ER

Expectations 

Meet 
EE 

Expectations

Unmet employee 
expectations break the 
Psychological Contract.

Bare-minimum 
discretionary efforts 
applied. 

Essential values aligned with 
employee expectations.

Recognition
Positive Culture

Flexibility 
Wellness

Employer Employee

Pay
Benefits
Culture

Flexibility
Work-Life Balance

Low Engaged
Low Productivity

Poor Service
Low Commitment

Meet 
Employer 

Expectations

Meet 
Employee

Expectations

The Gap



The Employer-Employee Dynamic
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1.  PROVIDES 2.  EXPECTS

3.  PROVIDES

Meet 
ER

Expectations 

Meet 
EE 

Expectations

Unmet employee 
expectations break the 
Psychological Contract.

Bare-minimum 
discretionary efforts 
applied. 

Negative business impact. 

Essential values aligned with 
employee expectations.

4. IMPACT

Recognition
Positive Culture

Flexibility 
Wellness

Employer Employee

Pay
Benefits
Culture

Flexibility
Work-Life Balance

Low Engaged
Low Productivity

Poor Service
Low Commitment

Productivity Suffers
Toxic Culture

High Turnover
Bottom-Line

Meet 
Employer 

Expectations

Meet 
Employee

Expectations

The Gap



The Psychological Contract - Closing the Gap
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1.  PROVIDES 2. EXPECTS

3.  PROVIDES4.  IMPACT
Employer

Expectations are Met 

Employee 
Expectations are Met Psychological Contract is 

honored. 

Discretionary efforts are 
applied to a high degree.

Foundation for positive 
business impact and 
employee trust

Essential wants and needs 
aligned with employee 
expectations.

Employer Employee



Types of Psychological 
Contracts
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Transactional
(Extrinsic)

Relational
(Intrinsic)

Definition



Types of Psychological 
Contracts
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Transactional
(Extrinsic)

• Economic 
• Raises
• Promotions
• Rewards

Relational
(Intrinsic)

Definition



Types of Psychological 
Contracts
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Transactional
(Extrinsic)

• Economic 
• Raises
• Promotions
• Rewards

Relational
(Intrinsic)

• Emotional
• Subjective
• Loyalty
• Job security

Definition
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Can you think of a time when 
an employer went above and 

beyond for you?
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Can you think of a time when an 
employer missed the mark?
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Violations
Who does the psychological 
contract impact?



Recruiters
• Overpromise or 

oversell
• Promised security then 

fired
• Promised one job, but 

given another
• Misrepresented 

responsibilities

Systems & 
Processes
• Unfair Compensation
• Benefits -Changes
• Performance Review
• Unuseful Feedback
• Promotions – Broken Promises

Coworkers
• Lack of Support
• Bullying
• Group Think

Psychological Contract Violations

Who
& 

What

Violations

Managers
• Controlling
• Bad Modellng 

Behavior
• Micro-Manage
• Poor Communication



Consequences of a Violation or Breach

Anger, Betrayal, 
Sadness

Lack of 
Trust

Lower 
Commitment

Job Satisfaction
Lowered

Withdrawal

42
Violations



Everyone!

43
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ManagementExploring the Importance 
of Managers

and HR



PEOPLE KNOWLEDGE

32 4
Set Goals

Build & Keep 
Trust

1
Model

Behavior
Feedback

Opportunities

Job 
Security

People Managers Key to the Experience

45
Management



1
Job

Security

• Reassure team members that 
their employment is secure.

• Communication is key when it 
is not.

People Managers Key to the Experience

46
Management



2
Feedback

Opportunities

• Two Way Feedback
• Solicit Information 
• Actively Listen
• Take Action

People Managers Key to the Experience

47
Management



3
Model 

Behavior

• People Performance
• Engagement
• Be the Example

People Managers Key to the Experience

48
Management



4
Set Goals,

Build & Keep
Trust

• Be Realistic
• Help Employees Reach Goals
• Be Trustworthy

Source: World at Work 

People Managers Key to the Experience

49
Management
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-Everyone, Everyday!

“Hi, how are you?”

Management



But Wait, What About the 
Employee Obligation?

51
Talent

• Yes, it’s a thing, too!
• No, it’s not ALL on the employer.
• Look inward, ask questions.
• Be honest with yourself.
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Mending Broken Psychological Contracts

Provide fair and transparent explanations and communications of sudden 
changes in policy and practices

Whenever possible, involve employees in decisions that affect them

When possible, avoid surprise changes

Explain clearly why expectations may have been or may have not been met

Talent
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The
Tools

What tools help with maintaining 
the psychological contract?



Tools to Assist with the 
Psychological Contract!
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The Tools

Communication Technology

Artificial Intelligence
&

Data Analytics

Training
& 

Development



Communication
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The Tools

• Have a plan & defined 
protocols

• Cut through the clutter
• Make important messages 

repetitive
• It’s not what you say, it’s how 

you say it



Stay Interviews

What attracted you 
to this 

organization?

Do you still feel the 
same way? Why or 

why not?

Do you feel like 
you are doing your 
best work? Why or 

why not?

Where do you see 
yourself in five 

years?

How can we help 
you get there?

The Tools
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HR’S ROLE 

Intentionally Ensure
Well-being!



Consider
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Use Data and Analytics

Identify:
Burnout
Fatigue
Flight Risk
People Trends



Consider
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Policy Check Ups

• Mental Health Days
• Family Support Days
• Additional 

Bereavement Days
• Rest Days

The Tools



Consider
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Gaps

Identify any new 
situations or 
unanticipated
circumstances that 
impact the 
psychological contract.

The Tools
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Looking 
Ahead

What can we expect moving forward with 
the employee/employer relationship?



Great Expectations!

62
Looking Ahead

Employer 
Expectations

Make sure not to give 
the wrong perception 
to an employee and to 
make sure promises are 
upheld.

Employee 
Expectations

Manage their 
expectations and be 
good organizational 
citizens.
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Looking Ahead

This is complicated yet 
simple at the same time!
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There is no one size 
fits all solution

The psychological 
contract is constantly 

evolving and 
changing

Contract violations 
and breaches can be 

repaired

We all play a part in 
psychological 

contracts at work

Well informed 
managers hold the 

key

Looking Ahead



Psychological Contract Action Plan

Awareness

• Is your C-suite team aware of the psychological contract and its impacts?
• Is your HR team aware of the psychological contract and its impacts?
• Is meeting employee expectations built into your strategic plan?
• Are managers aware of, and trained in the importance of the impacts of the psychological 

contract, and they role they play in upholding it?

• Do you have the policies and procedures in place to meet employee expectations? Do you 
measure this?

• Are tech and other tools provided and updated regularly to allow employees to perform 
their job efficiently, and safely?

• When considering change, do you take employee sentiment into account?
• Does HR have the tools needed (HR tech, reporting, staff, etc.) to do their job efficiently?

• Do you have a two-way communication structure?
• Do managers regularly have one-on-one meetings with employees to learn their unique 

expectations?
• Do you communicate important messages repeatedly, and by using multiple channels?
• Are teams (including HR) siloed, or collaborative?
• Are you proactive about employee surveys, and not reactive?

Awareness

Building
Blocks

Communication



Looking for more content?

The Workforce Institute has you covered 
with actionable:

tips checklists         quizzes
Improve Your 1:1s Essential Onboarding Steps

Attracting Talent Checklist What kind of people manager 
are you?

For more ways to create a 
great workplace experience, 
scan the QR code to get free 

access to insights you can 
begin implementing today.

Or click here for these tools

workforceinstitute.ck.page/sociallinks
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Additional Content

HCM360

https://workforceinstitute.org/wp-content/uploads/The-Heard-and-the-Heard-Nots.pdf
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Additional Content

HCM360 Importance Satisfaction Analysis Triple E Gap Analysis

https://www.ukg.com/resources/interactive/triple-e-gap-analysis


Thank You!

Teresa Smith
Partner Director
Human Insights and HCM Strategic 
Advisory

teresa.smith@ukg.com

@teresagarrison

mailto:teresa.smith@ukg.com


• The Top Trends in Talent You Can’t Miss

• Certificate of Completion

• Tuesday, January 24, 2023 | Little Rock
• Presented by  Teresa Smith, SHRM PMQ, HRP, FPP, PFA, DS, Partner Director, Human Insights and HCM Strategic Advisory Group | UKG

•

Industry Research, Podcasts, 
Blogs, 
Books, and More.

The Workforce Institute (WFI) at 
UKG is a think tank that helps 
organizations drive performance 
by addressing human capital 
management issues that affect 
both hourly and salaried 
employees. Through education 
and research, the WFI empowers 
organizations with practical ideas 
for optimizing the 21st-century 
workplace.

workforceinstitute.org

Get ready to be inspired! Today's 
HR leaders are expected to be 
creative problem solvers who push 
the boundaries of what's possible 
for people and work. But they 
don't have to go at it alone. Our 
event —HR Studio — is where 
people professionals can connect, 
collaborate, and exchange new 
ideas to take back the workplace. 
At this free one-day event, you’ll 
get the chance to hear from 
visionary speakers with real-world 
experience plus earn professional 
credits.
To learn more and see upcoming 
locations, click here.

This program has been approved 
for 1 HR (General) credit. 

UKG is an HR Certification Institute’s® 
approved provider for recertification 
credits toward any of HRCI’s eight 
credentials, including aPHR™, 
aPHRi™, PHR®, PHRca®, SPHR®, 
GPHR®, PHRi™ and SPHRi™.

For more information about certification,  
visit the HRCI website at www.hrci.org.

This program has been approved 
for 1 PDC credit.

UKG is recognized by SHRM to offer 
Professional Development Credits 
(PDCs) for SHRM CP or SHRM SCP. 

For more information about certification 
or professional development credits, 
visit SHRM website at shrm.org.

618667 23-N32UZ

http://workforceinstitute.org/
https://www1.ukg.com/about-us/events/hr-studio
http://www.hrci.org/
http://shrm.org/


UKG Logo and Tagline
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