
he lifeblood of any social organi
zation is people. For example, a 
university must have faculty, an 
auto manufacturer must have 
design engineers, and a profession-

)as,:oa.l1 team must have players. Thus, to 
viable, all organizations must peri
go through the process of bringing 
employees and training them to 

full-fledged organizational members. 
this process, orgauizations must first 

potential employees and determine 
their qualifications match organiza

needs. This process, however, is not 
I&\,ttllc.\ire(:ticlnal--that is, applicants are seeking 

and evaluating organizations as potential 
i'ij:)1}jJlayers. Once employees enter an organi
,!,~,~tion, they must be trained not only to per

;!GloIlmjob-specific tasks, but also to learn the 
!.~)ll'tur:e of the organization. This process is 

bidirectional; that is, organizations do 
, •....• ,,',.',0" to socialize new employees, aud new 

"'lnjJloyec:s seek out information to help them 
to their new work environment. Taken 

Jogether, this entire process can be viewed as 
;·Y. attnlcbion and socialization. 

This chapter begins with an examination 
the first stage of the attraction process, 

namely recruiting, from the perspective of 
hoth the organization and the applicant. As 
will be shown, organizations use a variety of 
methods to recruit potential employees, and 
a number of factors can impact the success of 
recruiting efforts. At the same time, appli
cants, or potential employees, evaluate the 
sUitability of potential employers. In general, 
potential employees attempt to make some 
determination of the extent to which they fit 
with an organization. 

Attraction and 
Socialization 

The focus of the chapter then shifts 
to employee socialization. Once a recruit 
accepts employment he or she becomes 
an official member of an organization. In 
order to become a full-fledged organizational 
member, however, a process of socialization 
is needed. Organizational psychologists have 
examined the socialization process in an 
effort to understand the various tactics orga
nizations use to socialize new employees, 
determine what employees learn as they are 
socialized, and describe the tactics new 
employees use to obtain information during 
the socialization process. 

The chapter concludes with a discussion 
of the impact of diversity on employee 
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socialization. In contemporary organiza
tions, it is quite common for new employees 
to enter organizations with demographic 
characteristics, experiences, and values that 
are far different from those of the majority of 
employees. Because of this, it may be espe
cially difficult for such individuals to be fully 
socialized into an organization. Fortunately, 
there are steps an organization can take to 

deal with the impact of diversity on the 
socialization process. 

THE RECRUITMENT PROCESS: 
AN ORGANIZATIONAL 
PERSPECTIVE 

The aim of recruiting is to generate a large 
pool of highly qualified applicants so that the 
organization can select those who stand the 
best chance of becoming successful and 
remaining with the organization for a long 
period of time. In college athletics, for exam
ple, coaches typically spend most of the off
season recruiting highly prized high school 
athletes. Although recruiting is usually not 
considered an organizational topic, it is cov
ered briefly in this chapter because it is 
strongly related to socialization. Successful 
recruiting increases the chances that the new 
employees an organization selects will fit 
well into the culture of the organization 
and will be socialized more successfully. 

Recruitment Planning 

Organizations typically do not recruit new 
employees randomly. Rather, an organiza
tion's recruiting efforts are typically based 
on careful planning as to (1) the number of 
employees that will be needed in various 
jobs, (2) when these new employees will be 
needed, and (3) the present and future sup
ply of potential employees in the labor mar
ket. An organization that understands these 

three elements of planning will be able 
focus its recruiting efforts much more 
tively. According to Cascio (1998), this 
cial first step in the recruitment process . 
known as recruitment planning. 

What type of information does an 
nization need to develop a sound 
ment plan? First and foremost, rp'-Yllitnopn 

planning should coincide with an org,ani:za 
tion's strategic planning. A strategic 
be thought of as an organization's plan 
"where we're going" and "how we're 
get there." Strategic planning must be 
to recruitment planning because strategi, 
plans often have clear implications for 
ing needs. As an example, let's say the 
of a professional football team decides 
replace an offensive system that relies 
on running plays with one that relies 
ily on passing. This change in strafegy 
require players with different skills and 
will have implications for recruiting. 
coach would want to focus on obtaining 
highly talented quarterback and corps 
receivers, either through the college 
or by other means (e.g., trades, tree-ageTlt 
signings). 

Another factor that should be c011siclen,d 
in developing a recruitment plan is 
sion planning. Succession planning , .. _ .. L .. _ 

making projections as to the likelihood 
turnover within various job categories. 
is often done on the basis of projected 
ments, but may be based on other factors 
well (Le., employees in limited-term 
employees returning to school). Based 
these projections, an organization can 
gear its recruiting efforts toward attracting 
individuals who have the skills necessary 
perform the work of those who may be leav
ing the organization. As with any prediction, 
there is some degree of uncertainty in suc
cession planning. For example, since there is 
no mandatory retirement age for most 

The Recruitment Process: An Organizational Perspective • 

'f)eICUllations, organizations are often uncertain 
the retirement plans of senior employees. 

third consideration in recruitment 
is the skills and abilities of 

employees. Many organizations ask 
employees to periodically complete 

is known as a skills inventory. A skills 
;jh',enctolY may ask employees to document 

experiences, continUing education 
'(ji,[ny), and special skills and competencies. 
j'.lf;'cqrwrrl employees possess the skills and 

',:·.'itbilities needed by an organization, there is 
.5c't;ill:l,ViclUsly less need to recruit from outside 

This is important because filling 
" ;l1clsitiOIls internally has certain advantages 

, less adjustment for the employee and 
cost for the organization) and may create , ; .,"--

.','jpo,;iti've incentives for employees. 
A final piece of information that is useful 
developing a recruitment plan is some 

;,llsseSSlmeIGt of the supply of labor for various 
""'19'0 categories. This type of information can 
·>,.,,'1't~n be obtained relatively easily from gov

etrrment agencies, trade associations, and, in 
cases, professional organizations. In 

field of VO psychology, for example, 
Society for Industrial and Organizational 

(SlOP) collects information 
; ,'''D'OUL the supply of labor in the profession. 

question an organization is seeking 
to answer is whether the supply of employ

in different job categories is very plentiful 
or very scarce. For example, the supply of 

•• "ttelrneys in the United States has grown to 
the point where they are quite plentiful in the 

·.",,1:aDClT market. In contrast, software develop-
ers and computer programmers are in rela
tively short supply. 

Labor market information is useful 
because it will influence the approach an 
organization will take in its recruiting efforts, 
as well as the choice of speCific recruiting 
sources. To fill jobs for which labor is in 
short supply, organizations may need to be 

highly aggressive in their recruiting efforts 
and perhaps offer other incentives (e.g., sign
on bonuses) to attract new employees. Such 
recruiting efforts may require the assistance 
of executive search firms and may be interna
tional in scope. This is often the case when 
organizations need to recruit high-level exec
utives or highly skilled technical specialists. 
In contrast, when the supply of labor is 
plentiful, organizations may be able to 
devote fewer resources to recruiting efforts, 
and may adopt a much less aggressive and 
costly approach. For example, if many 
unskilled manual labor positions are open, 
organizations may rely on referrals from cur
rent employees or simply select from walk-in 
applicants. 

Recruiting Methods 

Assuming that an organization has devel
oped a sound recruitment plan, the next 
step is to choose some methods of recruiting. 
A key decision for any organization that 
plans to recruit new employees is whether 
to invite applications from internal and 
external sources. The primary form of inter
nal recruiting is advertising to current 
employees (Le., through job postings). As 
stated earlier, recruiting internally has many 
advantages. Internal transfers and promo
tions are less expensive than bringing in 
new employees, may proVide positive in
centives for current employees, and may 
require less training for those employees 
who apply and are accepted. It has also been 
shown that employees recruited internally 
may be more likely to stay with an organiza
tion (Spector, 2006). 

On the other hand, new employees 
recruited from the outside may bring a fresh 
perspective to the organization. Also, some 
organizations may be forced to hire outsiders 
because their current employees have not 
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acquired the skills necessary to perform a 
given job. 

Compared to a current workforce, ex
ternal recruiting sources are much more 
plentiful, as indicated in Table 3.1. Although 
a specific recruiting source may be required 
because of the nature of the job, some gen
eral comments can be made about recruiting 
sources. For example, the most frequently 
used recruiting source is some form of adver
tising-typically, in print or electronic 
media. Use of the Internet, in particular, 
has become the preferred method of recruit
ing for many organizations in the past 
10 years (Chapman & Webster, 2003). 

The recruiting sources listed in Table 3.1 
indicate considerable variation in cost. The 
least costly recruiting sources are typically 
walk-ins and employee referrals. In addition 
to their low cost, employee referrals may 
be attractive because these applicants typi
cally possess greater knowledge of the orga-

TABLE 3 J 

nization than other applicants do. This 
explain why employees who are 
by organizational members tend to 
lower levels of turnover, compared to 
(Gannon, 1971; Reid, 1972). An 
danger in reliance on employee rderr:als. 
that it may perpetuate nepotism, and the 
may be an overly homogeneous wc'rkllonce.' 

Internet advertising is also a relativelv i. 
expensive way for organizations to ad'/er!!;, 
employment opportunities. According to 
survey of human resource professionals 
ducted by Chapman and Webster (2003), 
primary advantage of the Internet is that 
allows an organization to develop a 
large applicant pool due to its wide aV:all'1D1! 
ity. It also allows an organization to 
applicants more efficiently through 
application procedures, and provides a 
visually appealing medium for describing 
culture of an organization (Braddy, 
& Kroustalis, 2006). 

Typical External Recruiting Sources Used by Organizations 

1. Advertising: newspapers (classified and display), technical and profeSSional journals, direct mail, 
television, Lhe Internet, and (in some cases) outdoor advertising. 

2. Employment agencies: federal and state agencies, private agencies, executive search firms, management 
consulting firms, and agencies specializing in temporary help. 

3. Educational institutions: technical and trade schools, colleges and universities, coop work/study prc'g"'IIlS, 
and alumni placement offices. 

4. Professional organizations: technical societies' meetings, conventions (regional and national), and 
placement services. 

5. Military: out-processing centers and placement services administered by regional and national retired 
of(icers' associations. 

6. Labor unions. 
7. Career fairs. 
8. Outplacement firms. 
9. Walk-ins. 

10. Write-ins. 
11. Company retirees. 
12. Employee referrals. 

Source: W. F. Cascio. (1998). Applied psychology in personnel management (5th ed.). Upper Saddle River, NJ Prentice Hall. 
Reprinted by permission of Pearson Education, Inc., Upper Saddle River, NJ. 
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,Cllapman and Webster (2003) also note 
potential disadvantages associated 

the use of Internet advertising. The 
of these is that Internet advertising 

'gelrleratesuch a large applicant pool that 
potential applicants becomes 

labor intensive. Respondents in 
also noted that using the Internet 

1~$:\.1i!ed in somewhat of a "loss of personal" 
in the recruitment process. 

most costly recruiting methods used 
hClJ:gaJ1iz:aticms are the use of employment 

and, to a lesser extent, on-campus 
. It should be emphasized, how

that the cost of a recruiting source 
be weighed against other factors. 

ir,:xamI,le, most organizations are willing 
;tp,i!fC'ur the cost of employment agencies or 

}::t::/CeC,utlvese,;rcn firms when they must select 
senior executives. Poor hiting 

:','adds'loflS at this level may cost an organiza
,,:tioltl.nlillloflS of dollars. Campus recruiting is 
,·.t¥lpican'!justified in cases in which organi
,j'#tiOflS are seeking entry-level employees in 
".«0".0 where the supply of labor is relatively 

(e.g., engineering, computer science, 
This method of recruitment 

allows an organization to convey much 
detailed information about its culture 
& Yu, 2006), which may help appli

,. r.nt< make more informed decisions about 
,c. Whether or not they would fit in the organi

This could lead to greater retention in 
future. 
Other than cost, how else can organiza

. tions evaluate the potential usefulness of 
·different recruiting sources! Two commonly 
used indexes are yield ratios and time lapse 
.data. A yield ratio is simply the total number 
bfcandidates generated by a given recruiting 
source (Internet advertising, for example), 
relative to the number of qualified candi
dates. From an organization's perspective, 
an ideal recruiting source is one that delivers 

a large number of candidates who are well 
qualified for the pOSition the company is 
attempting to fill. This allows the organiza
tion to be highly selective in making its hir
ing decisions. 

Time lapse data represent estimates of 
the time it takes to go from one step to the 
next in the recruiting and hiring process. For 
example, organizations may estimate the 
time needed for each step that takes place 
between the initial contact with an applicant 
and the first day of employment with the 
organization. Time lapse data help an orga
nization identify bottlenecks in the recruit
ment process that may cause applicants to 
lose interest (see Comment 3.1). When those 
bottlenecks are identified, an organization 
can sometimes take steps to speed up the 
process; however, this is not always possible. 
For example, recruitment for government 
jobs that require security clearance has to 

be quite lengthy to allow for background 
investigations. 

THE RECRUITMENT PROCESS: 
THE APPLICANT'S 
PERSPECTIVE 

From the organization'S perspective, the 
recruitment process involves trying to "put 
our best foot forward" in order to attract 
potential employees. At the same time, we 
know that applicants are trying to determine 
which organizations are most attractive to 
them. In this section, we examine how, and 
on what basis, applicants make such judg
ments about organizations. 

In a very general sense, when applicants 
evaluate potential employers, they are mak
ing some judgment as to whether they fit 
with these organizations. An applicant is 
really asking himself or herself: "Can I see 
myself doing this job in this organization?" 
This question can obviously be answered on 
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COMMENT 3.1 

RESEARCH ON RECRUITING 

BECAUSE OF THE importance of recruiting, there 
has been considerable research on it over the 
years (see Rynes, 1991). One theme is very 
evident in recruiting research: The recruiter is 
not a key factor in whether an applicant 
decides to accept employment with an orga
nization. Rather, the nature of the job and 
other conditions of employment (e.g., salary, 
benefits, promotion potential) appear to be 
much more important. The one thing about 
recruiters that does appear to be important, 
however, is their knowledge of the job lhat an 
applicant is seeking. This may be the reason 
that organizations often select technical spe
cialists to recruit in their technical specialty. 

Another very clear theme in the recruiting 
literature-the way organizations treat appli
cants during the recruiting process-is impor
tant. For example, if an organization treats 
applicants rudely, or is very lax about keeping 
them informed, this approach will tum off 
applicants and make them less likely to accept 
an offer of employment. Why is this the case? 
Most recruiting researchers contend that, dur
ing the recruiting process, applicants form an 
impression of a potential employer. Thus, 
when an applicant is not treated well during 
the recruiting process, negative Signals tell the 
applicant what the organization would be like 
as an employer. 

Most recently, research on recruiting has 
shovvn that the image organizations project to 
potential applicants is very important. In much 
the same way that consumers form perceptions 
of different brands of the same product (e.g., 
different brands of beer), job seekers form 

many levels; thus, some explanation is 
needed as to the bases on which applicants' 
assessments of fit are made. Perhaps the 
easiest dimension on which applicants can 
make an assessment of fit is whether their 

perceptions of different employers. Research 
has also shown that these perceptions are 
important determinant of whether or not 
seekers pursue employment with a 1;"'"". "[ga, 
nization. The practical implication of 
recent findings is that organizations need 
pay close allention la the image they portray 
in recruiting materials, company websites, 
even advertising. 

In summary, research has shown that, in 
comparison to many other factors, recruiting 
does not have a large impact on applicants' 
decision making. Nevertheless, the recruiting 
process is important, largely because, if 
done well, it has the palential to tum 
applicants. Organizations should strive to 
employ knowledgeable recruiters who treat 
applicants with respect. It is also imperative 
that organizations attempt to avoid lengthy 
time delays, and to maintain contact with 
applicants during the recruitment process. 
Organizations must also be aware of the image 
they projecl to potential applicants, as well as 
the general public. 

Sources: S. L. Rynes. (1991). Recruitment,job choice, and 
post-hire consequences: A call for new research direc
lions. In M. D. Dunnelte and L. M. Hough (Eds.), Hand
book of industlial and organizational psychology (2nd ed., 
Vol. 2, pp. 399-444). Palo Alto, CA: Consulling Psychol
ogists' Press; S. L. Rynes, R. D. Bretz,]r., and B. Gerhart. 
(1991). The importance of recruitment injob choice: A 
different way of looking. Personnel Psychology, 44, 487-
522; Lievens, F., &: Highhouse, S. (2003). A relation of 
instrumental and symbolic altributes to a company's 
attractiveness as an employer. Personnel Psychology, 56, 
75-102. 

skills and abilities must match the skills 
abilities required to perform a given j 
(Kristof, 1996). For most faculty PU'"LH)''' 
in universities, for example, a Ph.D. in 
speCialty is required, and in many 
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experience is desired. If a 
does not have a Ph.D., he or she 

would not fit in such a position. 
that an applicant does pos

necessary job-relevant skills and 
what other bases does that appli
to assess his or her fit with a partic-

,orl1;arlizllticm! According to Schneider's 
Attraction-Selection-Attrition frame

applicants are attracted to and stay 
,tg,mizatiol1s with cultures that are com

with their personalities. Compared 
li,'lg;rnents about skills, abilities, and cre

making judgments about an orga
culture is far more difficult. Since 
are not organizational members, 

typically must rely on secondhand in
sources such as company web

(Cober, Brown, Levy, Cober, &: 
2003), company recruiting bro

&:Yu, 2006), and experiences 
have had with an organization as a 

(Lievens &: Highhouse, 2003). 
the difficulty of making this type 

faliSe:ssnaellt, research has generally sup-
the ASA framework; that is, members 

'5/c)(ori;aniz8Itic,m, and even work groups, 
to be rather homogeneous in terms of 

(George, 1990; jordan, Herriot, 
Chalmers, 1991; Schaubroeck, Ganster, 

1998; Schneider, Smith, Taylor, &: 
:F1e:enor, 1998). 

To simply say that applicants are 
.'at.tracted to organizations with cultures they 
;pe:rceive to be compatible with their person

.. , .. " ... "~" is a rather imprecise statement. Such a 
'statement begs the question: What aspects of 

.:< l,er:50rLality, and what aspects of organiza
tional culture? To address this question, 
Judge and Cable (1997) investigated the rela
tionship between the Big Five personality 
traits (neuroticism, extraversion, openness 
to experience, agreeableness, and conscien
tiousness) and job applicants' attraction to 

organizations with different cultural profiles. 
Organizational culture can be thought of as 
the underlying values and basic assumptions 
that guide much of the behavior of organi
zational members. (See Chapter 14 for a 
more extensive examination of organiza
tional culture.) 

The results of this study showed that 
applicants were attracted to organizations 
with cultural profiles that were congruent 
with their personalities. As an example of 
how this works, consider the personality 
trait of conscientiousness. A person who is 
highly conscientious is dependable and 
achievement oriented, and plans well. judge 
and Cable's (1997) study showed that those 
who are highly conscientious prefer organi
zations with cultures that can be described as 
highly detail oriented, and that place an 
emphasis on tangible outcomes. This may 
very well be due to the fact that highly con
scientious individuals are meticulous about 
their work and are likely to produce tangible 
outcomes. 

More recent research has supported 
judge and Cable's (1997) findings, with 
one qualification. Specifically, there is evi
dence that applicants tend to make judg
ments about organizations in much the 
same way that consumers make judgments 
about different products (e.g., Cable &: Tur
ban, 2001). Furthermore, this information 
may be more salient than judgments about 
organizational culture when decisions are 
made whether to pursue employment with 
a particular organization. According to Lie
vens and Highhouse (2003), this has impor
tant practical implications for recruitment 
because organizations need to be aware of 
how they portray themselves in advertise
ments and other media such as organization 
websites. 

Another way that applicants may judge 
their fit to a particular organization is on the 
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basis of commonality in perceived values. 
Values simply represent things that are 
important to people and organizations. Sup
pose that a person places a strong emphasis 
on the value of individual achievement. It is 
unlikely that this person would be attracted 
to an organization that places a strong 
emphasis on the value of teamwork and 
collective achievement. Several studies have 
in fact demonstrated that applicants are 
attracted to organizations that they perceive 
to have values similar to their own (Chat
man, 1991; Dawis, 1990). The major impli
cation is that an organization must be careful 

COMMENT 3.2 

to convey accurate information to ~rr ,_. __ ,< 

regarding its values. Obviously, 
applicants base their judgments of an 
nization's values on more than just m:ru.itir 
materials. For example, applicants may 
such judgments on information from 
encounters with the organization (e.g., 
customer), and the way the organization 
portrayed in the media. A broader 
tion is that organizations must clarify 
values and attempt to operate in a way that 
consistent with those values. These 
suggest that value clarification is also a 
exercise for applicants (see Comment 

VALUE CLARIFICATION: WHAT WOULD YOU WALK THE I-BEAM FOR? 

VALUES REPRESENT THINGS, ideas, or goals that are 
important to people. For one person, acquir
ing material wealth may be extremely impor
tant; for another, the most important thing 
might be to help other people. There is evi
dence that when people search for jobs, 
careers, and organizations, values playa very 
important role. That is, people want their 
work lives to be compatible -with their values, 

Despite the importance of values, many 
people never take the time to seriously clarify 
what their values are, However, value clarifi
cation occurs very quickly when people have 
to make choices, Many readers may recall 
when they were involved in the process of 
selecting a college to attend. For some, being 
able to maintain regular contact with family 
and friends is highly valued, and therefore 
their choice may be heavily influence by geo
graphical location. For others, the prestige 
of the institution is most highly valued, and 
thus they may attend a highly prestigious 
college located far from home. Of course 
the most difficult situation is one in which 
all of one's choices possess highly valued 
attributes. 

An example of a more dramatic way to look 
atvalue clarification was encountered by one of 
the authors while attending a training seminar 
several years ago. The person leading the semi
nar described a situation in which an I-beam 
approximately six inches -wide was placed 
between the roofs of two skyscrapers that were 
about 50 feet apart. Needless to say, walking 
across this I-beam would be extremely danger
ous. She then asked one of the seminar par
ticipants whether he would walk across this 
I-beam if $100,000 were waiting at the other 
end. When he quickly responded "No," she 
then asked whether he had any children. When 
he replied that he had two sons, ages 5 and 3, 
she asked whether he would walk this I -beam if 
his 5-year-old son were stranded on it. As you 
might guess, his response was now an unequiv
ocal "Yes." (This man obviously didn't have 
teenagers yet!) Few situations in life require 
such dramatic value clarification. However, it 
is a good way to begin thinking about what one 
really values in life, So the next time you're 
unsure about your values, asking yourself 
"What would I walk the I-beam for?" might 
provide some useful answers. 

addition to personality and values, 
may make other assessments of 

l1t:iba:sed on a variety of other factors. For 
ilf~rnpJe, an applicant may have strong feel

about work-family issues, and thus be 
ttr~lclt;U to organizations that are very pro

regarding work-family initiatives 
2005). Some people seek 

,.fubelcship in organizations for more ideo
re:.sc'ns. As an example, enlistment in 

armed services is due at least partially 
of patriotism. 

that an organization is able to 
a pool of highly qualified applicants, 
obviously utilize some selection pro-

ice{iur'es, make offers to applicants, and ulti-
end up with new employees. When 

sbJ;ne{me is hired, a process of socialization is 
'1(e{1uired to transform the new outsider em

into a full-fledged organizational 
;.fuerrlber. In this section, organizational so-
;jaljization is defined, models of the organi-

socialization process are reviewed, 
tactics used by both organizations and 

:tTl'1elNC{)mers during the socialization process 
described. The concluding section exam

/W\i><thp impact of diversity on organizational 
·j{~;{)cializati(m efforts. 

()pfiining Organizational 
'/,/ Socializial io n 

socialization represents the 
'Droce.ss by which an individual makes the 

from outsider to organizational 
What does a person have to learn 

,mUll""! to make this transition successfully? 
to Van Maanen and Schein 

in the broadest sense, socialization 
'h).volves learning the culture of an organiza-

Organizational Socialization • 

tion. Thus, socialization is synonymous 
with the process of acculturation of new orga
nizational members. Another important part 
of the socialization of new members is learn
ing the task-related and social knowledge 
necessary to be successful members of an 
organization (Louis, 1990). Stated differ
ently, socialization i.s about learning to do 
your job effectively and getting along with 
others in the organization. 

One of the most comprehensive defini
tions of organizational socialization was pro
vided by Chao, O'Leary-Kelly, Wolf, Klein, 
and Gardner (1994). Their definition, which 
contains six dimensions, encompasses ele
ments of task-related learning, knowledge 
of the social climate, and culture transmis
sion. These six dimensions are presented in 
Table 3.2. 

The first dimension proposed is history. 
As new employees become socialized into 
an organization, they gradually become 
familiar with an organization's history, 
which may include long-held customs and 
traditions. Many organizations provide 
newcomers with this information during 
their initial orientation. New employees at 
Walt Disney World, for example, learn a 
great deal about the life of Walt Disney 
and the traditions of the Disney Corpora
tion in their initial training, which is called 
"Traditions 101" (Peters &: Waterman, 
1982). 

TABI E 32 
Six Dimensions of Organizational Socialization 
(Chao et aI., 1994) 

1. History. 
2. Language. 
3. Politics. 
4. People. 
5. Organizational goals and values. 
6. Performance proficiency. 
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The second dimension of socialization is 
language. All organizations utilize some ter
minology and jargon that is more familiar to 
organizational members than to outsiders. 
Some of this language may reflect the dom
inant profession within an organization (e.g., 
a law firm), but in many cases it is also 
organization specific. Perhaps the best exam
ple of organization-specific terminology is in 
the military. Newcomers to military organi
zations quickly learn about the reliance on 
military-specific terminology and acronyms. 
For example, presentations are referred to as 
briefings, and assignments are referred to as 
missions. With respect to acronyms, some 
readers may recall a hilarious scene in 
the movie Good Morning, Vietnam, in which 
the actor Robin Williams manages to squeeze 
every possible military acronym into one 

COMMENT 3.3 

ACRONYMS AND MILITARY CULTURE 

ONE OF THE biggest shocks for civilians work
ing for or with the military is the heavy reli
ance on acronyms in the military. For 
example, the person you are working most 
closely with is your POC (Point of Contact), 
and when someone goes to another location 
temporarily, he or she is TDY (Temporary 
Duty). Both authors have worked extensively 
with the U.S. Army, so we're both very familiar 
with military acronyms. Dr. Britt was an offi
cer in the U.S. Army, so he no doubt was 
familiarized during basic training. Dr. Jex first 
encountered military acronyms during work 
on a year-long research contract for the United 
States Recruiting Command (USAREC, of 
course) in the early 19905. Evidently, the peo
ple we were working vtith on this project were 

sentence. Having worked as contractors 
the U.S. Army in the past, both authors 
personally attest to the reliance on acr'onyr 
in the military (see Comment 3.3). 

A third aspect of socialization is 
As newcomers become socialized into 
organization, they gradually begin to 
stand the politics or unwJitten rules that 
ern behavior within the organization. 
example, this may involve learning how 
get things done, how to obtain 
work assignments, and who the most 
ential people in the organization are. 
things may appear to be obvious at first, 
they may actually be more complex. In 
organizations, newcomers often find 
power and influence are only mClderat, 
related to hierarchical leveL For ex"m]pl, 
clerical employees can sometimes 

concerned about the contractors' lack of 
understanding of military acronyms; they pro
vided a booklet explaining the meaning of all 
military acronyms-the booklet was about an 
inch thick! However, once everyone working 
on the project learned some of the more 
important acronyms, they actually became 
quite comfortable vtith this form of commu
nication. 

Why does the military make such extensive 
use of acronyms? Although there is no official 
explanation for this, most likely acronyms were 
adopted because they facilitate speed of com
munication, something that might be critical 
during an actual military operation. Acronyms 
also serve to distinguish the military from other 
types of organizations. 

Ylrlflu,ential because they control the flow 
b:rclmlatlon and access to those at higher 

of the organizations. 
fourth dimension of socialization is 

Most organizational newcomers typi
belong to some group or unit, so they 
establish and maintain good working 

tiolosrLip' with others. This may involve 
relationships both within the 

group and in the organization as a 
. Such relationships provide friend-

to newcomers, but they also provide 
information about the organization 

2002). For example, they may 
a newcomer to understand the history 

politi(:s of the organization, help them to 
their job tasks, and help clarify their 

within their work groups (Morrison, 
. In many universities, for example, 

PYClce,;s is facilitated by pairing new 
"'"" " .. with senior faculty mentors. These 

relationships are important in 
newcomers to adjust to their new 

g1;\l):oundiIlgs, make contacts within the uni
?Y.ef5,lY, and understand the history of the 

"'.,C. T(," fifth dimension is organizational goals 
values. Although members of organiza

do not become robots who blindly 
?,;lf611ow orders, they must learn the goals 

values of the organization and, to some 
assimilate them as their own. An 

working for McDonald's, for 
; ~l<arrtple, must learn to get at least somewhat 

up about the prospect of satisfying cus
;;;lorners. As stated earlier, some of this learn

is accomplished in the attraction stage 
>,tit,cause employees tend to be attracted to 

drgarlizatioil1s that they identify with ideolog
. However, applicants typically do not 
a complete grasp of the goals and values 

an organization until they become regular 
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The final dimension of SOcialization, 
according to Chao et a1. (1994), is perform
ance proficiency. All organizational new
comers must learn to perform their jobs 
proficiently or they will not be able to main
tain their membership for long. Building 
performance proficiency is a complex proc
ess that involves developing an understand
ing of one's job duties, as well as acquiring 
the speCific skills necessary to perform them. 
As will be shown later in this chapter, a 
consistent theme in the organizational social
ization literature is that this dimension is the 
top priority of new employees when they 
initially enter an organization. This is under
standable; rewards and other future oppor
tunities within the organization are often 
contingent on performance. 

The Socialization Process: An 
Organizational Perspective 

The process of organizational socialization 
can be viewed from two distinct perspectives: 
(1) the organization and (2) the newcomer. 
When viewed from an organizational per
spective' the focus is on the stages newcomers 
pass through during the socialization process, 
and the socialization tactics used by organi
zations to get them through these stages. 
When viewed from the perspective of the 
newcomer, the focus is on the ways in which 
newcomers learn about and make sense of 
their new organizational environment. In this 
section, we examine socialization from an 
organizational perspective. 

Stages of Socialization 

Organizational psychologists have tended to 
view socialization largely in terms of stages 
that new employees pass through during the 
socialization process. Feldman (1976, 1981) 
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FIGURE 3 1 
Feldman's (1981) Model of the Stages of 
Organizational Socialization 

Anticipatory Socialization 

Change and Acquisition 

Behavioral Outcomes 

Affective Outcomes 

Source: D. C. Feldman. (1981). The multiple social
ization of organization members. Academy of Manage
ment Review, 6, 309-318. Reprinted by permission of 
the Copyright Clearance Center. 

proposed what has become the most influen
tial stage model of organizational socializa
tion. This model is presented in Figure 3.l. 

The first stage in this model is anticipatory 
SOCialization, which refers to processes that 
occur before an individual joins an organi
zation. This form of socialization typically 
occurs during the recruitment phase, when 
applicants gather information abour the 
organization and make some assessment of 
whether they would fit within it. As stated 
earlier, applicants rely on a number of infor
mation sources to make this assessment (e.g., 
recruitment brochures, company representa
tives, company websites, past experiences as 
a consumer). Although all these information 
sources are helpful to applicants, they are 
obviously not firsthand so the accuracy of 
this assessment may vary. 

In some cases, however, anticipatory 
cialization may actually occur much 
than the recruitment phase. For 
people often have an opportunity to try 
certain occupations through 
summer jobs, or other related ClI.jXllUlCe 

According to Feldman (1981), anticip,atOI 
socialization is most valuable when an 
cant has a realistic picture of the orE~anizaltio 
and the job he or she will be performing. 
fact, much research has been done on 
value of realistic job previews (RJPs), 
prepare new employees for the realities 
the jobs they will be performing and 
organizations they will be working in 
Wanous, 1989). Related to this, it is 
desirable if the applicant actually has the 
and abilities that are congruent with the 
being sought, and has needs and values 
are congruent with the organization. 

As the newcomer moves in to the 
zation and becomes an official member, 
encounter stage begins. According to 
man (1981), this stage represents the 
at which the newcomer begins to see 
and organization as they really are. 
number of reasons, this period may 
considerable adjustment. The newcomer 
have to balance the demands placed on 
or her by the organization with 
demands. A new attorney in a large law 
for example, may find that new ass'Jci"te 
are expected to work in excess of 80 
per week if they want to eventually 
partners. This is also the time when 
new employee is learning the demands 
his or her role within the organization. 
this simply requires clarification of 
responsibilities with one's supervisor, but 
may also involve mediating conflicting 
demands. 

After new employees become ac(:lirnale( 
to their new roles, they eventually reach 
stage labeled by Feldman as change 

~jS)tlOn. At this point, the employee has 
fairly comfortable with his or her 

role both in terms of performing re
job tasks and, perhaps more imp or
adjusting to the culture of the 

(aniza'tioJl. At this point, an employee is 
all cylinders, so to speak. For an 
this would be the point at which 

handling a number of cases and is 
nfQ'rtabledoing so. During the change and 
uiSitie,nphase, the new employee has also 

to some resolution regarding role 
eIDlmds; that is, the employee has gained, 

his or her supervisor and coworkers, a 
understanding of what is and is not 

'PC'".lCU. At this point employees are also 
to achieve some reasonable balance 

their work and their personal lives. 
a large extent, when the change and 

~uisitjlon stage is reached, the new em
'Y'"'.""" become socialized, at least accord

the model. To assess the extent of 
lali:,ation, Feldman included behavioral 
lallec:tive outcomes within the model. At 

jehaVlOY:1l1evel, the extent of socialization 
assessed by whether an employee is 
of carrying out his or her role-related 

tgnlmelrrts. For example, we would hardly 
the socialization process successful 

"" 'eIIl{JltJyee were unable to perform his or 

innovative in carrying out 
responsibilities, and is cooperative with 

employees. According to Van Maanen 
Schein (1979), when an employee is 

z~Q'tlaljze:d into a new role, this may take the 
of custodianship, content innovation, or 

innovation. A custodial approach requires 
0silrm"lv performing a role exactly as written, 

or no deviation. Most readers have 
CiS~lI~(>ubtedly heard the phrase "It's not in my 

description." Content innovation and role 
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innovation, on the other hand, imply that the 
new role occupant may introduce changes 
into the content or even into the nature of 
the role. An example of content innovation 
might be a physician informing patients 
directly about the results of lab tests rather 
than having nurses do this. An example of 
role innovation might be expanding the role 
of production workers to include not only 
product assembly, but also quality control 
and perhaps even communication with prod
uct end users. Feldman's model proposes that 
putting one's stamp on the new role being 
occupied is an aspect of socialization. 

A third behavioral index of the extent of 
socialization is turnover. If an employee 
leaves an organization, one could certainly 
make the case that this represents a break
down in the socialization process (Feldman, 
1981). This is only partially true, however; 
turnover may occur because of plentiful job 
opportunities (Carsten &: Spector, 1987), or 
because an employee has exceptional skills 
and thus may have opportunities in other 
organizations (Schwab, 1991). It is also pos
sible for an employee to remain in an orga
nization but resist being fully socialized (see 
Comment 3.4). 

Affective outcomes associated with soci
alization refer to things such as attitudes 
toward work, level of motivation, and 
involvement in one's job. According to Feld
man's model, when employees are success
fully socialized, they tend to exhibit higher 
levels of job satisfaction, internal work moti
vation, and job involvement. As with turn
over, these outcomes may also be impacted 
by many factors and are thus imperfect indi
cators of socialization. 

Recently, researchers have proposed that 
the most immediate outcome of socialization 
is to increase an employee's sense of embedded
ness within the organization. Embeddedness 
reflects the degree to which employees feel 
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COMMENT 3.4 

ORGANIZATIONAL SOCIALIZA TION AND CONFORMITY 

As NEWCOMERS BECOME socialized into an orga
nization, they begin to understand the orga
nization's culture. Furthermore, once they 
understand an organization's culture, they 
begin to assimilate thal culture. Thus, it is 
assumed that one of the signs that an organi
zation is not successful in socializing new 
employees is turnover. Those who do not 
conform to an organization's culture end up 
leaving that organization. This may be true in 
some cases but, in others, nonconformists end 
up staying in an organization. 

Based on what we know about turnover, 
there may be situations in which an individual 
does not embrace the culture of an organiza
tion, yet has few other employment options. 
The nonconforming employee may simply 
learn ways to cope with working in such an 
organization. There may also be individuals 
who do not embrace the culture of an organi
zation, yet may work there for a variety of 
reasons-compensation, geographical prefer
ences, or simply because it's easier than looking 
for another job. Such employees may also find 
ways to cope with working for an organization 
that they do not fit into. 

connected to others in the organization, feel as 
though they fit in, and feel as though they 
would give something up by leaving (Mitchell, 
Holtom, Lee, Sablynski, & Erez, 2001). 

Socialization Tactics 

Feldman's (1981) model, which describes 
the stages employees go through during the 
socialization process, has received empirical 
support (e.g., Feldman, 1976), but it does 
not describe the specific tactics organizations 
use to socialize newcomers. For example, 

There may be cases, however, when 
employee does not conform and the or~:aniza_. 
tion must adapt. If an employee is unusllally 
talented, or possesses a very rare skill, 
organization may in some cases be forced 
put up with a great deal of nonconformity. 
A good example of this can be found "'_'~"'cr 
Pearlman's 2006 book Love me, Hate 
Bonds and the Making of anAntihero. In ,hoC h._,I. 

Pearlman describes how the San Francisco 
Giants have essentially treated Barry Bonds 
like royalty, despite the fact that the star 
fielder is often rude "H<~ C>UlUJe,;cenU.mg; [0 IarlS,' 
members of the media, and at times even 
own teammates. If Bonds were unable to hit 
home runs, it is highly unlikely that the Giants 
would put up with such behavior. Employees 
in most organizations have far less freedom 
deviate from conventional nonns of conduct 
than Barry Bonds. 

Source: Pearlman,]. (2006). Love me, hate me: Bany Bonds 
and the making of an antihero. New York, NY: Harper 
Collins Publishers, Inc. 

what exactly does a police department 
to break in new recruits after they gYfldUlal 
from the training academy? What m"tnlJO 
does a major league baseball team use 
help talented minor league players 
the difficult transition to playing 
major league level? How does a universit' 
lielp a new professor make the 
from graduate school to faculty status 
Comment 3.5)? 

The most comprehensive description 
socialization tactics was provided by 
Maanen and Schein (1979) in their 

ION INTO ACADEMIA 

MOST PROFESSORS, socialization begins dur
graduate training and continues into the 

out of graduate school. Traditionally, 
,d'lliz:,ticm into academia has been a rather 

process; newcomers essentially nav
their own way through. In many gradu

eproi;Yalms, advanced students are assigned 
courses without a great deal of guid

In some departments, graduate student 
iStluctorS are assigned a faculty mentor they 

go to if they have questions, but they are 
much on their own in teaching the 

This same basic approach is often 
when graduate students make the tran
into faculty positions. Other than some 

guidelines, and occasional advice 
a kind senior colleague, most new faculty 

left alone to navigate their way through the 
years of academia. 
In recent years, there has been a trend in 

!"fn,mv universities to institute formal mentor-
;{mIU,ro;grams for new faculty, and for graduate 

stu.de!rrts seeking to pursue academic careers 
(Perhncan, McCann, &. McFadden, 1999). In 

case of graduate students, formal instruc
is provided in teaching and in working 

organizational socialization literature. 
~'lj.t,.cordingto these authors, socialization tac

can be described according to the six 
c;~rhe11Si(ms that are presented in Table 3.3. 

•..• JINOlfe that these are not specific tactics per se, 
dimensions that fonn a very useful 

'tramework for understanding specific tac
As can be seen, organizations may opt 

new organizational members 
'\!I~llecth'ely or individually. As an example 

socialization, an organization 
;\(.)ll}l!~ht bring in a group of new recruits and 

them tlirough an extensive training 
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with students. New faculty mentoring pro
grams typically involve assigning new faculty 
to a more senior faculty mentor. A mentor may 
provide advice on things such as teaching, 
beginning a research program, the tenure proc
ess, and even navigating university politics. 
Do formal mentoring programs produce better 
quality faculty? This is a difficult question to 
answer because few, if any, programs have 
been systematically evaluated. However, one 
would assume that most new faculty probably 
find such programs helpful. The only potential 
downside to formal mentoring is that if it is too 
formal, it may decrease the creativity and indi
viduality of new faculty. Althongh there is a 
certain amount of comfort in having a senior 
colleague there to provide advice in difficult 
situations, navigating those difficult situations 
alone can result in a great deal of growth and 
development for new faculty. 

Source: B. Perlman, L 1. McCann, and S. H. McFadden. 
(1999). How to land that first teaching job. In B. Perlman, 
L L McCann, and S. H. McFadden (Eds.), Lessons learned: 
Practical advice for the teaching oj psychology. Washington, 
DC: The American Psychological Society. 

course together. In state police departments, 
for example, large groups of individuals are 
typically hired at the same time, and these 

TABLE 33 
Van Maanen and Schein's (1979) Six Dimensions 
of Organizational Socialization Tactics 

Collective Individual 
Formal Informal 
Sequential Random 
Fixed Variable 
Serial Disjunctive 
Investiture Divestiture 
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individuals subsequently attend a training 
academy as a group or cohort. Among the 
clear advantages of collective socialization 
include being more economical from the 
organization's perspective and providing op
portunities for newcomers to develop a sense 
of cohesion and camaraderie among them
selves. Allen (2006), for example, found that 
collective socialization was associated with 
stronger feelings of embeddedness among 
members of a financial services firm. Accord
ing to Van Maanen and Schein, a potential 
danger of collective socialization is that it is 
most likely to produce only a custodial ori
entation among newcomers; that is, new
comers socialized in this manner may not be 
particularly innovative in performing their 
roles. 

Examples of individual socialization 
would include skilled apprenticeship pro
grams and, in a more general sense, mentor
ing. This form of socialization is typically 
used when the information a newcomer 
must learn is very complex, and when so
cialization takes place over a long period of 
time. Compared to group socialization, indi
vidual socialization allows an organization 
somewhat more control over the information 
passed on to the newcomer, and this is more 
likely to produce outcomes that are desired 
by the organization. For example, Van Maa
nen and Schein (1979) point out that those 
socialized individually are more likely to be 
innovative in the way they carry out their 
roles, as compared to those socialized collec
tively. It has also been shown that individual 
socialization may lead to greater role clarity 
Gaskyte, 2005). 

Despite the apparent value of individual 
SOCialization, there are some drawbacks. One 
obvious drawback is cost. For a senior man
ager to give one-on-one mentoring to a man
agement trainee, or for a master plumber to 
work with a journeyman, is time consuming 

and expensive. Also, in certain oC(:u~)atil 
a custodial role orientation CUCVU,,');t:a 

collective socialization is desirable. 
example, if a police officer does not 
proper procedures when making an 
the chances of obtaining a conviction 
very slim. Also, if soldiers do not 
strictly to agreed-on rules of CUi'PI',ClJJ 

during peacekeeping missions, their 
may result in violations of 
law. 

The second dimension depicted in 
3.3 is formal versus informal. 
recruits' attendance at a residential 
academy is an example of formal 
tional socialization (e.g., Van 
1975). Note from the previous discussl 
that this is also collective 
although all forms of formal socializatii 
need not be collective. For example, 
toral students are being socialized into 
chosen professions in the context of a 
mal program of study. Within doctoral 
grams, however, much of the OV'_'"'C>Ld,L" 

takes place during informal 
between students and their faculty m,:nto! 
The most common form of informal 
ization is the very familiar on-the-job 
ing. The new employee is not di:;tillgllislle 
from more experienced colleagues, but 
or her initial performance expectations 
obviously lower. 

According to Van Maanen and 
(1979), formal socialization tends to 

used in situations in which newcomers 
expected to assume new ranks or ctL.Lmevc 

certain status in an organization, when 
is a large body of knowledge for newcomle1 
to learn, or when errors on the part of a 
employee may put others (including 
newcomers themselves) at risk. This 
certainly apply to law enforcement jobs, 
well as many forms of professional 
ing (e.g., law, medicine, dentistry). lnf'onna 

on the other hand, is most 
_when it is necessary for a newcomer 

learn new skills and work meth
to develop highly specific practical 

would apply to a wide variety of 
such as convenience store clerks, 

employees, and production em-
in manufacturing. 

socialization assures the organi
all newcomers have a relatively 

set of experiences during the 
process. In profeSSions such as 

lll,:dicin.e, and dentistry, the common
educational programs ensures that 

eente:rirlg these profeSSions have a com
of knowledge. A potential draw-

formal socialization is that it may 
a custodial approach to one's role. 

earlier, this is desirable in some 
In other cases, however, some innova

. desirable even if the role occupant has 
a fairly standard set of facts and 

Medical training, for example, 
the formal acquisition of a great deal 

fOlm;ltil)n This is obviously necessary in 
to diagnose and treat many illnesses. 

however, physicians may also need 
from doing things by the book in 

to provide high-quality care for their 
For example, a patient may have an 

that is a very rare condition and that 
an unconventional form of treat

Informal socialization allows employ
develop their own unique perspective 

roles, and to introduce changes in 
roles when they are able to perform 

'i:' .. ',OC:lallZ2Itlcm tactics can also be viewed in 
of whether they are sequential versus 

,~,q'~'W""L For example, to become a physi
one is required to complete a clearly 

,;.,l,emled sequence of steps: undergraduate 
,;ttailling, medical school, internship, and res

In contrast, for many management 
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positions in organizations, socialization is 
more random because there is no clear 
sequence of steps that one must follow. 
Rather, over time, one gradually acquires 
the skills and experiences necessary to 
assume progressively higher levels of manage
rial responsibility. 

According to Van Maanen and Schein 
(1979), a sequential approach to socializa
tion is typically used when employees are 
being socialized to move up through a clearly 
defined organizational hierarchy. In the 
Army, for example, an officer cannot assume 
the rank of colonel before passing through 
lower-level ranks such as captain, major, 
and lieutenant colonel. Because of these 
clearly defined steps, sequential socialization 
tends to produce more of a custodial than an 
innovative role orientation. In many organi
zations, for example, employees must put 
in their time at headquarters if they hope 
to obtain promotions in the future. When 
socialization is more random, however, new 
employees may be exposed to a greater vari
ety of views and opinions regarding their 
roles. As a result, such individuals may be 
more innovative regarding their speCific role 
responsibilities or perhaps even the way 
their roles fit into the organization. 

Socialization efforts may also be distin
guished in terms of being fixed versus vari
able. When socialization is fixed, a newcomer 
knows in advance when certain transition 
points will occur. In many entry-level man
agement training programs, for example, 
new employees know in advance that they 
will be rotated through the organization for 
a speCific period of time before being granted 
a permanent assignment. When socialization 
is variable, the organization does not tell the 
new employee when transitions will occur. 
Instead, the message often given is that a new 
assignment will be forthcoming "when we feel 
you're ready to handle it," and no specifics are 
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given as to how and when readiness will be 
determined. 

. Fixed socialization patterns are most typ
Ically assocIated with changes in an em
ployee's hierarchical status. In academic 
institutions, for example, faculty rank is 
determmed in this fashion. Typically, a fixed 
number of years must be invested before a 
faculty member can move from assistant to 
associate, and, finally, to full professor. An 
advantage of fixed socialization is that it gives 
an employee greater time to understand his 
or her role 0askyte, 2005), and tends to 
make an employee feel more a part of the 
organization (Allen, 2006). It is unlikely, 
though, that a fixed period of time can be 
speCIfied before a newcomer in an organiza
tion is fully accepted and trusted by his or her 
coworkers. 

According to Van Maanen and Schein 
(1979), fixed socialization is more likely than 
vanable socialization to facilitate innovative 
role responses. Variable socialization tends 
to create anxiety among new employees, and 
such a . maety acts as a strong motivator toward 
conformIty. Variable socialization also keeps 
new employees offbalance and at the mercy of 
socializing agents within the organization. At 
first glance, this may appear ideal from the 
organization's perspective, but it can backfire. 
If an organization is very arbitrary or vague 
about the speed of a new employee's career 
progression, highly talented employees may 
SImply leave for better jobs. 

. Socialization efforts may also be distin
gUIshed as being serial or disjunctive. When 
sOClahzatlOn occurs in a serial fashion expe-
rienced memb ' ers groom newcomers to 
assume similar types of positions in the orga
mzatlOn. In most police departments, for 
example, recruits fresh from academy train
mg are paired with veteran police officers 
who help them to learn the ropes. In addition 
to fulfillmg a training function, serial social-

ization serves to pass on the culture of 
organization from one generation to the 
For example, during the socialization 
ess, experienced employees often pass on 
history and folklore of the organization 
newcomers. Disjunctive socialization, 
contrast, occurs when new recruits do 
follow in the footsteps of their pn,dc:ce';sol 
or where no role models are available. 
would occur when a new employee 
a newly created position, or one that 
been vacant for some time. 

According to Van Maanen and 
(l979), serial socialization is more 
than disjunctive socialization to 
social acceptance into an 
which is closely related to the previom 
described term embeddedness 
et a!., 2001). In many organizations, it 
often necessary to come up through the 
in order to be truly accepted by others. 
socialization is also useful in 
where moving up in the organizational 
archy requires some continuity in 
values, and attitudes. In the military, 
example, a person coming from the 
world might have the necessary mana!;erii 
and technical skills to assume a w,:" -,e V< 

rank. However, such a person would 
have difficulty due to a lack of the 
standing of military culture and 
that is needed for such a position. This 
also true in academic departments 
graduate students enter each year ,.".dUt',""C 

&: Zickar, 2006). 
Serial and disjunctive socialization 

differ in that serial socialization is more 
than disjunctive socialization to be 
ated with a custodial role orientation. 
junctive socialization, on the other hand, 
more likely to facilitate innovation. 
approaches to socialization, however, 
certain inherent risks. The custodial 
orientation facilitated by serial 'U'Clallz,m<'" 

iesHaDle if the experienced member of 
organization-the person doing the 

his or her job well and 
the correct image of the organiza

If this is not the case, a serial approach 
.$o,ciili"lticm may perpetuate a culture of 
,lIir,rdtv within the organization. This pro

can be seen when professional sports 
are unsuccessful year after year. In 
cases, veteran players on such teams 

on a culture of losing to newcomers. 
advantage of disjunctive socialization 

;1~ .. U'la<H· may allow a newcomer to define his 
role in a very innovative and original 
. This, however, requires consider

personal initiative on the part of the 
An employee who is not highly 

pt",at€:d, or who perhaps lacks confidence, 
flounder if socialized in this manner 

Saks, and Zweig, 2006). New
socialized in this manner may also 
influenced by persons in the orga
who do not have particularly desir

work habits. If disjunctive socialization 
';:<li{h,pn organizations may have to do con-
\\~tderab,le screening during the hiring pro

and carefully monitor those who 
<;:partilcil',ate in the socialization process. 

The final dimension of organizational 
is(fcia.liZilticm tactics depicted in Table 3.3 is 

distinction between an investiture versus 
\.?<cliv€;stitm·e approach. When investiture so
;i.~jaliz'ltic'n is used, the organization capital

on the unique skills, values, and 
.~I;tltlld€:s the newcomer brings to the organi

.:,;zation. The organization is telling the new
"Be yourself' because becoming a 

.,uernoer of the organization does not require 
to change substantially. Manyorganiza

attempt to communicate this message 
}itlrirlg orientation programs and in a variety 
pfother ways (e.g., giving employees discre
tion over how they do their jobs). Perhaps 

most powerful way to communicate this 

Organizational Socialization • 

message is simply via the way the newcomer 
is treated in day-to-dayinteractions. If a new
comer is punished for displaying his or her 
individuality, this suggests that the organi
zation does not want to capitalize on that 
employee's unique characteristics. 

When divestiture socialization is used, an 
organization seeks to fundamentally change 
the new employee. An organization may wish 
to make the new employee forget old ways of 
doing things, and perhaps even old attitudes 
or values. Put differently, the organization is 
not building on what the new employee 
brings to the job; instead, it seeks a more 
global transformation. The first year of many 
fonus of professional training involves a good 
deal of divestiture socialization. During the 
first year of doctoral training in many fields 
(including psychology), for example, stu
dents are taught to view problems from a 
scientific perspective and to base their judg
ments on empirical data. For many students, 
this is a form of divestiture socialization 
(albeit a mild one) because they typically have 
not thought this way prior to entering gradu
ate training. More dramatic examples of 
divestiture socialization are used in organiza
tions such as religiOUS cults, radical political 
groups, and organized crime families. In these 
cases, new members may be required to aban
don all forms of personal identity and give 
their complete loyalty to the organization. 

According to Van Maanen and Schein 
(1979), divestiture socialization tends to be 
used when recruits first enter an organiza
tion, or when they are striving to gain social 
acceptance. For example, a new law-school 
graduate may dramatically change many of 
his or her attitudes and assumptions during 
the first transition to practicing law. Changes 
in lifestyle and spending habits may also be 
necessary in order to gain social acceptance 
among other attorneys in a law fIrm. Failure 
to make such changes may lead to social 
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isolation and perhaps to disillusionment 
with one's chosen profession. 

Perhaps not surprisingly, research has 
show that newcomers in organizations tend 
to react much more favorably to investiture 
socialization, both in terms of job attitudes 
and retention (Allen, 2006; Cable & Parsons, 
2001). According to Allen, use of investiture 
socialization tends to make new employees 
feel embedded within an organization, which 
makes them more likely to stay. While there 
may be some extreme cases when divestiture 
socialization must be used (e.g., intelligence 
agencies), most organizations are probably 
much better off using an investiture approach 
to socialization. 

Van Maanen and Schein's (1979) model 
has proven to be quite useful in facilitating 
an understanding of the organizational soci
alization process. Importantly, the authors 
cite considerable empirical support for many 
of the propositions in the model. Further
more, in recent years more empirical reseach 
has emerged linking specific socialization 
tactics to a number of socialization outcomes 
(e.g., Allen, 2006). 

Despite its enduring value, a number of 
things about this model must be kept in 
mind. First, although the tactics represented 
by each of the models are described as 
though they are discreet forms of socializa
tion, in reality they represent opposite ends 
of a continuum. As an example, most social
ization efforts are neither completely formal 
nor completely informal-they fall some
where in between. Also, many of the social
ization tactics described in this section occur 
in combination. An organization may social
ize new recruits individually, using an infor
mal, serial approach. This highlights the 
complexity of the organizational socializa
tion process and suggests a possible reason 
why it is often difficult to predict the out
comes of socialization. 

Finally, despite the compleXity of 
nizational socialization tactics, making 
explicit is quite useful for 
If managers are aware of the tactics 
are available for socializing new 
the socialization process can be 
more effectively. Organizations can 
those methods of socialization that are 
to provide the most desirable outC()illI~S 
both the organization and the new 

The Socialization Process: A 
Newcomer Perspective 

Despite the value of early theory 
on organizational socialization 
1976,1978; Van Maanen, 1975; Van 
& Schein, 1979), this literature had a 
gap. Specifically, socialization was 
almost exclusively from an orga,ni2:atiol 
point of view, or as something the 
tion does to the newcomer. Thus, very 
research focused on how newcomers 
sense of the complex maze of technical 
interpersonal information facing them 
ing the socialization process. There was 
very little work investigating how 
comers actively seek out information 
the socialization process despite the 
that we know that new employees do 
To fill this void, the focus of more 
work on organizational socialization 
shifted quite dramatically to the oT),an.iz 
tional newcomer. More specifically, 
zational psychologists have become 
interested in how newcomers gather 
mation about their new organizations 
how they make sense out of this i'llfonrLatiOl 

Information-Seel<ing Tactics 

According to Miller and Jablin (1991), 
comers actively seek information 
organizational SOCialization, and they do 
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Jablin's (1991) Model of Newcomer Information-Seeking Behavior 

Types of 
Information 

Key Sources of 
Information 

• Referent ..... -----------1 . Supervisors 
• Appraisal 
.. Relational 

• Coworl<:ers 
• Relational 

Information-Seeking Tactics Newcomer's 
Levels of: 

• Testing Limits 
• Indirect 
• Surveillance 

.. Disguising • Role Ambiguity 
Conversations 

• Third Parties 1----10-1. Role Conflict 

• Observing • Overt 

Individual Differences and 
Contextual Factors 

V. D. Miller and F. M. jablin. (1991). Information seeking during organizational entry: Influences, 
and a model of the process. Academy oj Management Review, 16, 92-120. Reprinted by permission of 

'0olPyriight Clearance Center. 

tl,UlUU.lUt:I of ways. Figure 3.2 presents a 
developed by Miller and Jablin to 

the complex process of newcomers' 
processes. As can be 

the first step in this model, one factor 
initially determines information seeking 

newcomer's perceptions of uncer
Generally speaking, newcomers put 

effort into information seeking when 
perceive a great deal of uncertainty in 

Newcomers' perceptions 
depend on a multitude of 

J'ilctors such as the nature of the information 
is seeking, individual differences and 

';i¥,COjltextulal factors, availability of information 
and, ultimately, the level of role 

•• ···.··.'.,SPllflict and ambiguity one experiences. In 

actual organizations, the degree of uncer
tainty varies considerably. 

A second factor influencing the choice of 
newcomers' information-seeking tactics is 
the social costs associated with these tactics. 
Social costs really center on the image new
comers want to project to others in the orga
nization, such as supervisors and coworkers. 
Most readers have probably had the experi
ence of beginning a new job and having 
coworkers say, "If you have any questions, 
just ask," or "There's no such thing as a 
stupid question." Although experienced 
employees may be completely sincere in 
making these statements, newcomers may 
still feel uncomfortable when they must 
repeatedly ask questions of supervisors or 
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coworkers. In doing so, one incurs an 
obvious social cost: appearing incompetent 
in the eyes of one's supervisor ancIJor co
workers. When the social costs of informa
tion seeking are high, newcomers tend to use 
less overt information-seeking tactics and are 
more likely to seek out nonthreatening in
formation sources. 

Based on perceptions of uncertainty, and 
on the social costs of information seeking, 
newcomers choose from a variety of infor
mation-seeking tactics. The most straight
forward tactic newcomers use to obtain 
information is overt questioning. If a new 
employee does not know how to use a copy 
machine, he or she can simply ask someone 
how to use it. Of all the possible information
seeking tactics, overt questioning is clearly 
the most efficient. It is also the most likely 
to yield useful information and may even 
help the newcomer to develop rapport with 
others. Despite these advantages, newcomers 
may incur considerable social costs by using 
overt questioning because they run the risk 
of appearing incompetent and may be 
viewed as an annoyance by some coworkers. 
Such costs obviously depend on the number 
of times the same question is repeated and, 
to some extent, the manner in which the 
questions are asked. If an employee contin
ues to ask coworkers how to use a copy 
machine after 6 months on the job, or rudely 
demands such assistance, he or she would 
likely be seen as an annoyance. 

Another information-seeking tactic new
comers may use is indirect questioning: not 
asking someone to provide the exact infor
mation that is needed, but asking a question 
that gets at it indirectly instead. For example, 
a new employee hired for a sales position 
may eventually want to move into a position 
in the organization's human resources de
partment. As a new employee, this person 
may feel uncomfortable directly asking his 

or her supervisor about the po>ssibilitv 
obtaining a transfer. As an alterrlatjive. 
new employee may casually ask a 
this way: "I have a friend who works 
Corporation and he was initially hired 
purchasing agent but eventually tra.nsfen 
into market research. Does that type of 
happen much here?" By using this anc'rm, 
the employee reduces the risk of 
his or her supervisor by asking what 
be perceived as an inappropriate 
Unfortunately, this type of question may 
generate the most accurate information. 
the newcomer's organization, transfers 
purchasing to market research may be 
mon, but going from sales to human 
sources is very rare. 

A somewhat riskier inform'lticm-see:ki 
tactic, testing limits, may 
newcomers. This involves creating "Lual:lC 
in which information targets must 
For example, if a new employee is uncer'ta 
about whether attendance at 
mandatory, he or she may deliberately 
meeting one week and await the SUDelM';C 
reaction. If there is no negative reaction, 
employee may presume that att,encianLce: 
not mandatory. On the other hand, if his 
her supervisor reprimands the 
this Signals that attendance is irrlpe,rt31 
and should be viewed as mandatory. 
ing that the employee attends sutlsec1uel 
meetings, this one infraction is unlikely 
have a negative impact. 

Another technique newcomers may 
to seek information is through disguised 
versations. This involves initiating a 
sation with someone for a hidden nn~,,<i 
A new employee may be uncertain 
whether employees in the organization 
expected to bring work home on the 
ends, but is uncomfortable asking about 
directly. To obtain the information, the 
comer may strike up a conversation with 

'ernplloy,ee about what he or she did 
weekend. If the fellow employee 
he or she spent time on a work

this suggests to the new
the organization expects employ
work home. 

conversations can be useful 
they save the newcomer from having 

.pc'terlti,tlly embarrassing questions of 
In the previous example, the new-

may worry that he or she will be seen 
by fellow employees if bringing 
on the weekend is the norm. 

other hand, if this is not the norm, 
eWI:orner may worry that he or she will 
:tce:ive:d as trying to make others look 

a rate buster) if this question is 
directly. The major disadvantage of 

conversations is that the new
has little control over the response 

.€,:jrllolnn"ticm source. That is, the fellow 
in the previous example may be 
and not divulge whether he or she 

.' any time working. 
of the major nonverbal information-

"'rirr '"r,i,r< used by newcomers is observa
example, organizational newcomers 
become keenly aware of the behav
are rewarded and punished in the 

.IlJ2:aUUIl.. Although newcomers will typi
utilize observation to obtain many types 

l~IjfDrnnatilon, they will rely most heavily on 
~llna':tic when the social costs of asking the 

.• il:)Jorrnat:ion source directly are high. A new 
;~litpjloy"e may be uncomfortable directly ask

or her supervisor what is considered 
outstanding performance. Observing 
may be the safest route to acquiring 

information. . 
related to observation is the 

of surveillance to gather information. 
primary distinction between surveil
and observation is that surveillance is 
dependent on retrospective sense mak-
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ing, and is more unobtmsive than observa
tion. A newcomer may use surveillance to 
try to understand organizational norms with 
regard to the length of the workday. To do 
this, he or she may pay close attention to the 
behavior of fellow employees near the end of 
the day. The use of surveillance allows the 
newcomer to obtain important information 
while avoiding the social costs of asking 
what may be an embarrassing question 
(e.g., "What hours do we work?"). Unfortu
nately, this is somewhat risky because the 
newcomer has no control over the target 
under surveillance. Thus, newcomers tend 
to use surveillance in situations of extremely 
high uncertainty. Newcomers will also tend 
to use surveillance to a greater degree to 
obtain information from coworkers rather 
than supervisors. Newcomers typically have 
less opportunity to obtain information from 
supervisors in this manner, and the behavior 
of coworkers has more information value 
than supervisory behavior. 

A final information-seeking tactic con
tained in Miller and Jablin's (1991) model 
is the use of third parties, or seeking infor
mation from those other than the primary 
source of information. The use of third par
ties actually encompasses several of the 
information-seeking tactics described 
previously. For example, an employee who 
is unsure whether a supervisor is pleased 
with his or her performance may directly or 
indirectly ask coworkers whether they think 
the supervisor is pleased. Like other indirect 
tactics, acquiring information in this way 
spares an employee potential embarrassment. 
In the previous example, if the employee's 
supervisor has not been pleased with his or 
her performance, asking the supervisor about 
this directly would obviously be uncomfort
able. As with all indirect information-seeking 
tactics, however, new employees may receive 
inaccurate information by not going directly 
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to the most relevant information source. In 
the authors' experience, bitter conllicts in 
organizations are often started because peo
ple do not go to each other directly to obtain 
information. As anyone who has played the 
game "Telephone" knows, secondhand infor
mation may be highly distorted. 

Outcomes of Information-Seeiling 
Tactics and Socialization 

Having described the major information
seeking tactics used by newcomers, the next 
issue addressed in Miller and Jablin's (1991) 
model is the various outcomes associated 
with information-seeking tactics. At a gen
erallevel, different information-seeking tac
tics provide newcomers with information 
that varies in both quantity and quality. 
According to Miller and Jablin, the quality 
of information is reflected primarily in new
comers' levels of role ambiguity and role 
conflict. Role ambigUity simply means that 
an employee is uncertain about his or her 
role responsibilities. For example, role ambi
guitymay result if a supervisor is very unclear 
about performance standards. 

Role conflict, on the other hand, occurs 
when information obtained from different 
sources is inconsistent. This might occur, 
for example, if a newcomer receives mixed 
messages from a supervisor and coworkers 
regarding performance standards. Levels of 
role ambigUity and conflict are typically 
highest when newcomers rely on indirect 
or covert tactics to acquire information. 
Because these tactics are far removed from 
the most relevant information source, they 
provide newcomers with the least opportu
nity to verify the accuracy of the information 
they obtain. Given that both role ambiguity 
and role conflict are associated with negative 
outcomes (e.g., Jackson &: Schuler, 1985), 
organizations need to create an environment 

in which newcomers feel comfortable 
direct information-seeking tactics, 
overt questioning. 

Since Miller and Jablin's (1991) 
there has been considerable research 
many aspects of newcomers' inl[ormal 
seeking. Ostroff and Kozlowski \.l'~'J,LJ. 

example, examined the relationship 
the types of information acquired 
socialization, and the use of different . 
mation sources. These authors propoSE,d 
newcomers use different 
sources to acquire different types 
tion. To acquire task-related i'11formati'Jll 
was expected that testing (e.g., mono, 
different approaches to one's SllnPlrvi,;nr' 

experimentation (e.g., performing one's 
tasks in different ways and evaluating 
effects) would be relied on most he:avilv. 
obtain information abont group proc"s, 
however, it was expected that cnworl< 
would be the most useful 
source. The most important source of 
mation about roles was expected to be 
vation of the behavior of others. 

This study also examined a nUlml)er 
outcomes of the socialization process, 
well as changes in the socialization 
over time. New employees who conSlaer 
themselves more knowledgeable about 
job-related tasks, role demands, 0"''''''_ 

dynamics, and the organization as a 
were expected to be more satisfied 
their jobs; be committed to and feel 
adjusted to their organization; eXlperien 
fewer stress-related symptoms; and 
lower levels of turnover intent. Over 
knowledge in all areas was expected 
increase. The authors proposed that 
edge of the group would initially be 
but knowledge of the task would equal 
over time. Knowledge of the organization 
a whole was expected to be the slowest 
develop. 

on data collected at two points in 
219 individuals who had been 

and engineering majors in college, 
in this study were sup

example, observing the behavior 
was used most for acquiring 

was followed by interpersonal 
(coworkers and supervisors), exper

and objective referents (e.g., 
written manuals). Also, as pre

different information sources were 
.d"pending on the type of information 
)helents were trying to acquire. For in

about the role being performed, 
(ari(ients relied more heavily on super

than on coworkers, but tended to rely 
coworkers for information about 

"",>m"! dynamics of their work group. 
infotnoation about the task, exper

was used to a greater extent than 
peIrsonal sources such as supervisors or 

terms of knowledge of different do
at Time 1 respondents reported that 

about the group was greater than 
of the task, role, and organiza

pattern had changed somewhat at 
At this point, knowledge of the task 

surpassed knowledge of the role and 
and knowledge of the organization 

the lowest. There was only one 
wbLicfl kllO\\dedge changed from Time 

2: Respondents reported becoming 
...•• ,1i',,,'[,, krlovvle,dg"able about the task. 

':·;'~\Ih"n relationships among information 
cClJ.lisitio:n, knowledge, and outcomes were 

'e~~rnin.ed, a number of trends emerged. At 
points in time, acquiring knowledge 
one's supervisor was associated with 

'1llil>hpr levels of job satisfaction and commit
and lower levels of turnover intent. 

>lttterestingly, acquiring knowledge from 
>,(;Ibw()[kers was associated with high levels 

and commitment, and low 
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levels of stress and turnover at Time I, but 
these relations were not supported at Time 2. 
This finding suggests that supervisors are a 
constant source of information, whereas 
coworkers may initially be very influential 
but their influence wanes over time. Acquir
ing information from observing others and 
through experimentation was positively re
lated to stress-related symptoms. This may 
be due to the fact that observing others 
may provide unclear information and thus 
may result in role ambiguity. Acquiring in
formation through experimentation may be 
stressful because it may often result in fail
ure, at least when job tasks are first being 
learned. 

Respondents who believed they pos
sessed more knowledge about all of the 
domains reported higher levels of satisfac
tion, commitment, and adjustment. How
ever, the two that stood out as most strongly 
related to these outcomes were knowledge of 
task and role domains. It was also found that 
correlations were stronger between level of 
knowledge and outcomes than they were 
between sources of information and out
comes. The implication is that, for new
comers to feel adjusted, it is important that 
they feel knowledgeable about both their 
job-related tasks and their work-group role. 
Where this information is acquired is less 
important than the fact that it is acqUired. 

When changes in the relationship among 
information sources, knowledge, and out
comes were examined, it was found that 
newcomers who increased the information 
obtained from supervisors over time also 
experienced positive changes in satisfaction, 
commitment, and adjustment. This further 
reinforces the importance of the supervisor 
as an information source during the social
ization process. It was also found that positive 
changes in task knowledge were associated 
with positive changes in both commitment 
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and adjustment and effected a reduction in 
stress. This finding reinforces the impor
tance of task proficiency to the adjustment 
of the newcomer. 

Ostroff and Kozlowski's (1992) study has 
a number of important implications. Consis
tent with Miller and Jablin's (1991) model, 
the results suggest that newcomers use dif
ferent methods to acquire different types of 
information. The resnlts also clearly show 
that supervisors are important information 
sources for employees, although newcomers 
may initially rely just as much on coworkers. 
Perhaps the most important lesson from this 
study is that acquiring task knowledge is of 
paramount importance to the adjustment of 
new employees. Thus, organizations need to 
make sure that new employees receive 
proper training and, in some cases, on-the
job coaching in order to increase their task 
knowledge over time. A related implication 
is that organizations should not overload 
new employees with ancillary duties. 

In another longitudinal study of the so
cialization process, Morrison (1993) col
lected data, at three points in time, from 
135 new staff accountants. In this study, it 
was proposed that newcomers acquire a 
number of types of information, most of 
which were comparable to those in Ostroff 
and Kozlowski's (1992) study. For example, 
Morrison proposed that newcomers acquire 
information on how to perform their job
related tasks. Newcomers also acquire what 
Morrison described as referent information, or 
information about one's role. Newcomers 
also must acquire information about how 
they are performing their jobs (labeled Per
formance Feedback). In many cases, new
comers need to acquire what may be 
described as normative information, or infor. 
mation about the norms within the organi
zation. Finally, newcomers need to acquire 
social information, or information about their 

level of social integration into their 
work group. 

In addition to describing the 
information acquired, this study 
that there are multiple ways of 
each type of information. Consistent 
past socialization research, it was 
that information could be acquired 
one's supervisor or from an 
peer; through monitoring others' 
by responses to direct inquiries; or 
available written sources. Consistent 
Ostroff and Kozlowski (1992), the 
sions of socialization examined 
mastery, role clarification, 
and social integration. 

Newcomers seeking greater ctWUU1Jt: 

technical information and performance 
back were expected to exhibit higher 
of task mastery than newcomers 
lesser amounts of this information. It 
also expected that newcomers 
greater referent information and 
ance feedback would report 
higher levels of role clarity. With 
acculturation, it was expected 
would be associated with seeking 
amounts of nonnative information and 
feedback from others. Finally, social 
tion was also expected to be highest 
those seeking greater amounts of normat 
information and social feedback 

The results of this study partially 
ported the hypotheses. For example, it 
found that technical information (from 
supervisors and peers) and written 
were statistically significant predictors 
task mastery. Interestingly, though, 
direction of the relation between 
information from peers and task nlasteryWc 
negative. This may be due to the fact 
peers may not always have an adequate 
tery of the technical information that 
sought by newcomers. 

also found that to facilitate role 
newcomers tended to make use 

information, performance feed-
thl,oUgll inquiries), and consultants' 

feedback For example, a person 
a work group may pay attention to 

group members as to whether his 
performance is satisfactory; infor

feedback from the supervisor; 
advantage of written feedback from 

performance review. Using these 
sources makes sense because 
likely to be relevant to employ-

)le.l~l",CU activities. 
integration was related primarily 
of normative inquiries and mon

activities. This finding suggests that 
,mloloyelos may feel uncomfortable ask

direct feedback from either peers or 
in their efforts to determine 

of social integration. Indeed, it is 
that most people would feel com
asking fellow employees directly 

the degree to which they are liked 
li"h'~th<er they fit in with the work groups. 

sources of feedback would not pro
type of information either. 

, for the acculturation dimension, 
significant predictor was monitor-

some extent, this finding mirrors the 
with regard to social integration. To 

[talb011tthe culture of the organization, a 
ler[lpJoy"emust primarily observe others 

organization and how things are done. 
likely due to the complexity of cul

but may also be due to the potential 
costs associated with more direct forms 

jjlo.LLU'lL seeking. Because culture is 
taken for granted or internalized 

;;Sch"in, 1990), newcomers may run the 
embarrassment by asking directly 

things many experienced organiza
members consider to be obvious or 

MUllane. Overall, Morrison's (1993) study, 

Organizational Socialization CD 
like that of Ostroff and Kozlowski (1992), 
suggests that newcomers use a variety of 
information-seeking tactics, and they use 
different tactics for acqUiring different types 
of information. 

Unfortunately, neither of the studies just 
described examined whether information 
seeking during the socialization process has 
an impact on the success of newcomers. It is 
clear, for example, that newcomers seek and 
acquire information, and that they use differ
ent information sources to acquire different 
types of information. What is less clear, how
ever, is whether employees who increase 
their knowledge over time are ultimately 
more successful than employees who acquire 
less information. 

Chao et a1. (1994) addressed these issues 
in a longitudinal study of 182 engineers, 
managers, and professionals, conducted over 
a 3-year period. Career success in this study 
was measured by respondents' levels of per
sonal income and career involvement. With 
respect to personal income, the only social
ization dimension that was predictive was 
knowledge about the politics of the orga
nization. Employees who developed the 
greatest knowledge of organizational politics 
tended to have the highest incomes. This may 
be due to the fact that those who become very 
knowledgeable about the politics of the orga
nization may be most likely to make the 
contacts and form the alliances needed to 

reach levels in the organizational hierarchy 
that are associated with high levels of income. 

In terms of career involvement, the only 
socialization dimension that was predictive 
was knowledge of the goals and values of the 
organization. Specifically, those who indi
cated having a greater deal of knowledge of 
the goals and values of the organization 
reported higher levels of career involvement 
than those with less knowledge. Looking 
at this another way, it is difficult for new 
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employees to become highly involved in 
their careers if they are unsure of what their 
employers are trying to accomplish. Taken 
together, these findings suggest that certain 
aspects of socialization may contribute to 
affective outcomes (Ostroff & Kozlowski, 
1992), and other aspects may be more 
important in determining success. 

Another interesting finding from this 
study was that changes in the socialization 
dimensions were related to changes in both 
measures of career success. Thus, for em
ployees to sustain a high level of success over 
time, they must continually increase their 
knowledge in crucial areas of socialization. 
This finding suggests that, to sustain a high 
level of success over time, one must never 
stop learning. Thus, organizations should 
provide learning opportunities for employ
ees and, when possible, design work in a way 
that allows employees to learn (Parker & 
Wall, 1998). 

Given the shift in focus of recent social
ization research to newcomer infonnation
seeking strategies (e.g., Miller & Jablin, 
1991), the influence of other socializing 
agents and methods has been de-emphasized 
(e.g., Van Maanen & Schein, 1979). As a 
result, much less is known about the com
bined effect of newcomers' information
seeking strategies and the behavior of others 
(e.g., peers and supervisors) in explaining 
the socialization of organizational new
comers. Bauer and Green (1998) examined 
this issue in a very ambitious longitudinal 
study of 205 newcomers, 364 of their cow
orkers, and 112 of their managers. Like past 
socialization research, this study examined 
newcomer information seeking, several 
dimensions of socialization (feelings of task 
proficiency, role clarity, and feelings of being 
accepted by one's manager), and socializa
tion outcomes such as performance, job sat
isfaction, and organizational commitment. 

What makes the study unique, ho'we,rp.· 
that the behaviors of managers de:3iglGei 
facilitate socialization were also 
Thus, this study addresses the need 
dual perspective. 

As with the research previously 
cussed, it was expected that the type 
formation sought by newcomers 
provided by managers would match 
ization outcomes. For example, it was 
dicted that task-oriented in 
seeking and managers' clarifying 
would be related to feelings of task 
ciency and role clarity. For feelings of 
ance by one's manager, it was expected 
the best predicators would be social 
mation sought by the newcomer, as 
managers' supporting behaviors. For 
comes, it was expected that feelings of 
proficiency would predict performance, 
feelings of acceptance by one's 
would be predictive of both job satisf~ICI 
and organizational commitment. A final 
diction examined in this study was that 
effects of both information-seeking 
and managerial behavior on 
outcomes would be mediated by np'CFJc()m. 
perceived level of socialization. 

The results of this study showed that 
managerial clarifying behavior at Time 2 
dicted role clarity at Time 3. This same 
occurred for predicting performance 
at Time 3. These findings are interest 
because they seem to contradict recent 
cialization research that has placed 
a strong emphasis on the 
seeking tactics of newcomers. Rather, 
findings suggest that the behaviors of 
agers are the most important factor, at 
for these outcomes. With respect to 
of acceptance by one's manager at 
the only variable that was predictive 
managers' supportive behaviors at 
Again, employees' information seeking 

on this measure. With respect to 
:diaJlOGal hypotheses, no support was 

the mediating role of socialization 
~TE:lation between newcomers' infor

seeking and outcomes. There was, 
evidence that feelings of task pro

and role clarity fully mediated the 
between managerial behavior 

"rf,orraarlce. Role clarity and feelings 
:eptarlce partially mediated the relation 

managerial behaviors and organiza-
,h::ommitment. These findings suggest 
cehaviors of managers, such as provid
arilfic~ltic'n and support, have a positive 

on things such as newcomers' per
and affective outcomes, but only to 
that they facilitate the socialization 

broader implication of Bauer and 
(1998) study is that the behavior 

11Vlou:almanagers toward new employ
critical factor in employee socializa

stated earlier, this study is also 
'Worthv because the recent organiza

socialization literature has focused 
on information-seeking tactics 

'knov.'le(ige acquisition of newcomers. 
work on organizational socialization 

heavily on the organizational 
to socialize newcomers. This sug

that a more balanced view of organiza-
socialization is needed-that is, 

:ializatilon is the result of a complex inter
between socialization tactics used by 

and the information-seeking 
l.s<mse-rnalnng processes of newcomers. 

either the organizational or the new
perspective provides a limited picture 
organizational socialization process. 
final issue regarding the newcomer 

.persp,ective is the expectations that new
;spffiers bring to the socialization process. 
~.·I'eklma.n's (1981) model showed, there 

of anticipatory socialization prior 
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to newcomers' formal entry into the organi
zation. One way that prior expectations have 
been examined is through the study of real
istic job previews (RJPs) (Wanous, 1989; 
Wanous, Poland, Premack, & Davis, 1992). 
As was stated in the earlier section on recruit
ing, the basic idea behind realistic job pre
views is that, prior to organizational entry, 
the newcomer is given a realistic preview of 
what the job will entail, even if some of this 
information is negative. Despite the intuitive 
appeal of RJPs, meta-analyses have shown 
that they have a very small impact on turn
over (McEvoy & Cascio, 1985; Reilly, Brown, 
Blood, & Malatesta, 1981). 

Another approach to dealing with new
comers' expectations is to focus information 
at a more general level. For example, Buck
ley, Fedor, Veres, Weise, and Carraher 
(1998) conducted a field experiment that 
evaluated the effect of what they described 
as an expectation lowering procedure (ELP) 
among a sample of 140 employees recently 
hired by a manufacturing plant. The ELF 
consisted of lecturing the new employees 
on the importance of realistic expectations, 
and how inflated expectations can lead to a 
number of negative outcomes. This study 
also included one condition in which 
employees were provided with a RJP. This 
allowed the researchers to test the impact of 
an RJP against the more general ELP. 

The results of this study indicated that 
both the RJP and ELP had pOSitive effects. 
For example, employees in those two con
ditions initially had lower expectations than 
those who received neither intervention, 
although there was no difference after 6 
months. Most importantly, lower levels of 
turnover and higher levels of job satisfaction 
were found in the RJP and ELP conditions, 
compared to those receiving neither inter
vention. It was also found that expectations 
mediated this effect; that is, both RJP and 
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ELP interventions lowered turnover because 
they first lowered employees' expectations. 

An important implication of this study is 
that organizations may not have to develop 
job-specific realistic previews for newcomers 
in order to facilitate realistic expectations. 
Rather, the expectations of newcomers can 
be changed to be more realistic by more 
general interventions of the type conducted 
by Buckley et a1. (1998). From a practical 
point of view, this is encouraging because 
developing RJPs is more time-consuming 

COMMENT 3.6 

than more general interventions 
ELP. RJPs must be job-specific; thus, 
RJPs must be developed, depending 
number of jobs in an organization. The 
general point to be gleaned from this 
that newcomers do much better Wllerl! 

come into a new organization with 
expectations of both their jobs and 
future lives within the organization. 
it's always a good idea to have 
infortnation as possible before ch'Josin 
job or career (see Comment 3.6). 

HOW TO DEVELOP REALISTIC EXPECTATIONS 

THERE IS CONSIDERABLE research evidence to 
support the value of having a realistic picture 
of the job one will be performing, as well as 
life in the organization in which one will be 
working. Despite the value of realistic expec
tations, many readers might be wondering 
how to gain this type of information while still 
in college. Many students do so through 
internships, participation in cooperative edu
cation programs, and summer employment. 
Many university placement offices post (and 
keep records of) tbese types of jobs at local, 
national, and international levels. Recent 
research has also shovm that college students, 
and job seekers in general, make considerable 
use of company websites (Braddy, Meade, & 
Kroustalis, 2006), as well as their experiences 
with an organization as a consumer (Lievens 
& Higbhouse, 2003). 

A somewhat less conventional way to 
obtain information is to set up an informational 
interview with a member of the profession you 
wish to pursue, or an employee of the organi
zation you would like to work for. This 
involves simply contacting such an individual 
and asking for about 30 minutes of his or her 
time. Before the meeting, it's a good idea to 

prepare a list of questions about the professi,OI 
or the organization. Although time may 
always permit an informational interview 

professional people are often very willing 
talk about their profeSSion 1O an eager 
student. 

What, Ihen, is the best way to 
realistic expectations? In this author's op,inion, 
direct experience with a member of an 
nization is most likely to provide the 
accurate and timely information. Despite 
accessibility of company websites, one 
remember that organizations control the 
mation on these sites, and therefore they 
provide an overly optimistic picture. It has 
been shown that users of company we:bsites 
form impressions of an organization based 
only on the actual content of the website, 
also by it's design (e.g., how easy it is to 
how visually appealing it is; Caber, 
Levy, Cober, & Keeping, 2003). Relying 
one's experiences as a consumer may also 
to inaccurate information about a job 
particular organizations. For example, 
organizations are highly customer focused so 
they often may treat consumers much 
than tbey do their employees. 

ization Process: An 
onist Perspective 

stated, early research on 
socialization was focused pri

on the tactics organizations use to 
newcomers. The focus then shifted 

that is, researchers became inter
Ulld'~rstarlding the manner in which 

acquire and use information 
the socialization. While both types 

continue, the most recent trend 
ialization research has been to under

interaction between organizational 
the methods newcomers use to 

information. This is an exciting de
in socialization research because 

the most realistic view of what 
happens when employees first enter 

In this section we briefly 
''''.1:es,~an:h that has been guided by this 
'acliOllist perspective to socialization. 

issue that researchers have recently 
is whether the impact of organiza-

socialization tactics differs depending 
to which newcomers seek 

trmltion .. Grumanet a1. (2006), for exam
in a study of 140 university stu-

organizational socialization tactics 
strongly related to socialization 

among newcomers who exhibited 
feedback-seeking and information

behaviors. Kim, Cable, and Kim 
found similar results in a study of 

pairs from seven 
~ni;'ati,ons located in South Korea. These 
,arcners also found that socialization tac

little effect on employees who pro
developed strong relationships with 

supervisors. 
together, both of these studies 

that organizational socialization tac
in fact not be needed in many cases. 

newcomers are highly proactive about 
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seeking information and feedback, and when 
they develop strong working relationships 
with their immediate supervisors, organiza
tions may simply not need to do a great deal 
to socialize them. 

Another issue that has been examined in 
recent socialization research is the manner in 
which employees are socialized into work 
teams. Given the prevalence of teams in orga
nizations (Kozlowski &: Bell, 2003), and the 
fact that an employee's ties to his or her work 
group are often stronger than they are to the 
organization as a whole (Meyer &: Allen, 
1997), this is clearly an important issue. As 
an example of this research, Chen G. (2005) 
examined the socialization process in 104 
project teams from three high-technology 
organizations. The most important findings 
of this study were that employee empower
ment and the expectations of team members 
were both positively related to newcomer 
perfortnance. More specifically, new employ
ees performed the best when they felt 
empowered and when their teams expected 
them to perform well. 

It has also been shown that the manner in 
which team members are socialized into the 
organization as a whole may have an impact 
on the overall effectiveness of teams. For 
example, Oh, Chung, and Labianca (2004) 
conducted a study of 77 work teams from 11 
organizations in Korea and found that teams 
whose members had more social relation
ships with members of other teams were 
more effective than teams whose members 
had fewer such relationships. While this 
finding may be somewhat specific to the 
Korean context, it suggests that employees 
should not only be socialized into a team but 
also to the organization as a whole. 

In summary, this section provided 
a small sampling of recent socialization 
research examining the dynamic interaction 
between organizational socialization tactics 
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and newcomer information seeking. While 
more research clearly needs to be done, this 
research has already contributed to a greater 
understanding of employee socialization 
than examining organizational socialization 
tactics or newcomer information seeking 
in isolation. Future organizational socializa
tion research will likely follow this interac
tionist framework. 

THE IMPACT OF DIVERSITY 
ON ORGANIZATIONAL 
SOCIALIZATION 

Given increasing levels of diversity in the 
workplace, organizations are understand
ably concerned about how this may impact 
the socialization process. Research has in fact 
shown that women and ethnic minorities are 
more strongly attracted to organizations they 
perceive as managing diversity more effec
tively (Ng & Burke, 2005) and providing 
more opportunities to minorities (Perkins, 
Thomas, & Taylor, 2000). Thus, such con
cerns are well founded. 

Jackson, Stone, and Alvarez (1992) 
reviewed the literature on the impact of 
diversity on socialization into groups and 
came up with a number of propositions, 
many of which are relevant to the broader 
issue of organizational socialization. Accord
ing to these authors, the primary dilemma 
posed by diversity is that many individuals 
who are perceived as different must still be 
socialized and assimilated into organiza
tions. This would be the case, [or example, 
if a female executive were promoted to an all
male top-management group. Not only does 
such an individual tend to stand out, but it 
may also be difficult for such individuals to 
become accepted and seen as "part of the 
team." According to Jackson et aI., this 
occurs simply because people tend to like, 
and feel more comfortable around, persons 

perceived to be similar to themselves 
Byrne, 1971). 

Because people are attracted to, 
more comfortable with, those who are 
ilar to themselves, those perceived as 
are often at a disadvantage during the 
ization process. According to Jackson 
(1992), newcomers who are dis:sinoi],lr 
often less likely to form the social 
receive, from experienced 
members, the feedback necessary to 
ilate well into organizations. 
organizational members may not 
ately exclude those who are Uemc)graplii( 
different, but there is a subtle terlUE:nc 
shy away from such individuals. 
puts women and racial minorities at a 
advantage because, in many orisarliz<ttio 
the most influential members are white 

How can organizations facilitate 
cialization of a demographically 
workforce? Jackson et a1. (1992) 
a number of strategies that might 
facilitate the socialization process. For 
pie, they recommended that when 
minority employees enter an or,gmlizatior 
the same time, collective socialization 
esses should be used, if possible. Recall 
Van Maanen and Schein's (1979) des;cri:pt 
of organizational socialization tactics 
collective socialization has the benefit of 
erating communication and support 
those socialized in the same cohort. This 
of socialization may help women, 
minorities, and perhaps older employees 
less isolated, and may facilitate the 
ment of social support networks within 
organization. In professional baseball, 
example, the socialization of players 
Latin American countries is greatly enhaIlO 
by the formation of these types 
support networks (see Comment 3.7). 

Another recommendation o[ 
et a1. (1992) is for organizations to 
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BEiNG 17 years old and living on your 
a foreign country where you don't 

the language and have little familiarity 
the culture. Worse yet, you are under 

nelld(lUS pressure on your job-in facl, if 
perform well you will be sent back 

native country and more than likely 
poverty. Sounds like a pretty far
scenario, right? Actually it's a pretty 

experience for many talented young 
players who corne to the United 

from Latin American countries such as 
Dominic:an Republic, Panama, Venezuela, 

Rico with the dream of becoming 
league stars. 

do Latin players cope with their 
circumstances? Actually, many do 

nnOgl'anls aimed at both newcomers 
l'stablistled organizational members. For 

such training programs might 
at increasing awareness of some 

problems they may face in the social
process, and further helping them to 

coping strategies. For established 
~u."",uv.ua. members, such training may 

to increase awareness of some of the 
women and racial minorities face 

they are being assimilated into the 
"'~C"UVH •• As Jackson et a1. point out, 

such diversity training programs 
have the unintended consequence of 

ghli.ght:ing the differences rather than the 
UWHllles between people. It is also possi
•.. that if such programs are forced on 

they may create less favorable 
toward diversity. 

third recommended strategy is the use 
procedures in the selection of female 

not adjust well and end up returning to their 
native countries. For those who do survive, an 
important coping mechanism is support from 
each other. As Omar Vizquel of the San Fran
cisco Giants explains, "Latin players lend to 
band togetherin the States and help each other. 
Some people call it La Cadena-Spanish for 
The Chain. It's nothing formal; just a feeling 
of obligation the older players have toward 
the younger ones." Examples of this might 
be helping a younger player secure housing, 
or simply explaining to them how to order a 
meal in English. 

Source: Vizquel, O. (with Bob Dyer). (2002). Omar! My l!{e 
on and off the field. Cleveland, OH; Gray &: Company 
Publishers. 

and minority employees. Assimilating any 
newcomer into an organization will be much 
easier if the individual has the skills and 
abilities needed to do the job (Ostroff &: 
Kozlowski, 1992). Although socialization of 
female and minority employees may initially 
be difficult, organizations are typically prag
matic enough to accept those who are capa
ble of performing their jobs well and making 
a positive contribution. This also suggests 
that no one benefits when organizations hire 
and promote unqualified individuals on the 
basis of gender or racial preferences. This 
became very obvious to one of the authors 
several years ago when teaching a course 
composed primarily of African Americans, 
many of whom worked in professional posi
tions in the auto industry. When the issue of 
racial quotas was discussed during class, the 
vast majority of these African American stu
dents were strongly opposed to this method 
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of addressing past racial discrimination. 
Most expressed a strong desire to be seen 
as having made it on the basis of their own 
talents, and not because of a government
mandated program. 

Finally, performance appraisal and re
ward systems can go a long way toward 
assimilating female and racial minority 
employees into organizations. For example, 
managers in organizations should be eval
uated, at least to some degree, on the extent 
to which they develop all of their subordi
nates. If female and minority employee sub
ordinates continually have a difficult time 
adjusting, this should reflect poorly on the 
evaluation of a manager. If an organization 
rewards on the basis of the performance of 
work groups, it is in a group's best interest to 
maximize the talents of all group members, 
regardless of gender, race, or age. This may 
explain the relative success of the military, at 
least in comparison to civilian organizations, 
in providing opportunities for racial minor
ities (Powell, 1995). Mission accomplishment 
is the highest priority in military organiza
tions, and those who contribute positively to 

the mission are likely to be rewarded and 
accepted, regardless of race. 

CHAPTER SUMMARY 

In this chapter, we examined the ways that 
organizations attract new organizational 
members, and the process by which they 
are socialized. Organizations utilize a variety 
of methods to recruit potential newcomers; 
the choiCe of method is dependent on a 
number of factors such as the nature of the 
job, cost, relative quality of candidates gen
erated, and time considerations. Regardless of 
the method chosen, recruiting research sug
gests that organizations are best served by 
providing recruits with accurate information, 
and treating them with respect and courtesy. 

Recruiting obviously is not a 
process. Job seekers, who are the 
organizational recruiting efforts, nalUlarp 

messages put out by organizations and 
some judgment as to the attractiveness 
organization. Research suggests that 
ments of organizational atl:mctive!1e,,, 
made primarily on the basis of job 
judgments of fit with the organization. 
is, job seekers make some judgment 
whether several aspects of the oq,arliz< 
fit with their abilities, values, and 
ality. It has also been shown more 
that job seekers evaluate 
much the same way that consumers 
different products. The major imp]j,:ation 
organizations is that it is in their best 
to provide an accurate portrayal of their 
ture to potential employees. 

Once an individual is hired, the 
of organizational socialization 
Although many definitions of soc:ialilzati 
have been provided, most see it as the 
to which a new employee is able to do 
her job, get along with members of the 
group, and develop some under'standilng' 
the culture of the organization. Or'gaJJizatic 
may use a variety of tactics to socialize 
nizational newcomers. The choice of 
depends, to a large extent, on the nature 
job a newcomer will assume in the 
tion and the ultimate goals of the so(:ializati 
process. 

Like recruiting, socialization is a 
process. Organizational newcomers 
seek information about the organization 
may use a variety of tactics in order to 
information. The choice of tactics 
largely on the level of uncertainty, the 
of the information being sought, and the 
ceived social costs of obtaining it. A co:t1siste! 
finding in recent socialization research is 
newcomers initially put their efforts 
obtaining information that will help them 
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CHAPMAN AND THE MECHANISMS UNDERLYING RECRUITMENT 

one of the main things that attracted 
to doing research on recruiting was how it 

to be relevant for just about everyone 
yet we knew very little about it. We all 
for jobs at some point in our lives and 
to make hard choices about what to do 

where to work. Furthermore, every com
has to worry about finding and compet

good employees so the broad appeal of 
recmil:ing was compelling to me. Despite this 

the area seemed to be nearly wide open 
investigation, and I found the opportunity 

explore the unexplored to be very interest
For me, the route to conducting recruiting 

".+<'5e"rch was somewhat indirect. 
In the mid 90's lwas doingmyPh.D. in 110 

P:sycholog~1 Ulld'T the supervision of Pat Rowe 
the University of Waterloo. Fat had been 

interview research since the mid 1950's 
quickly interested me in looking at the 

dy'l1arnic interpersonal processes in employ
ment interviews. In the course of doing inter

>L ~,'ip", research with Pat I noticed that many 
!!~LJ,app,liGmts did not like the rigorous and highly 

valid structured interview fonnats that most 
,ac"demi,:s recommend. I became more and 

more interested in how applicants reacted to 

those interviews as wen as how they reacted to 
various interview media (telephone, videocon
ference etc.). I was also curious about how 
those reactions affected their impressions of 
organizations. This ultimately led me to spend 
more and more time thinking about recruiting 
and job choice. This interest led me to sign up 
for a session with Sara Rynes in the late 1990'5 
at a doctoral consortium with a small group 
of Ph.D. students interested in recruiting 
research. Rynes pointed out that the recruiting 
field was still in its infancy, and I was imme
diately struck by the large number of un
explored areas that really needed attention. 
She recommended a recruiting book by Allison 
Barber that had just been published. The com
bination of Rynes' encouragement and Barber's 
book motivated me to focus more on my 
recruiting research stream. 

I think I have learned a lot about recruiting 
from conducting research, speaking vvith pro
fessional recruiters, and from talking to people 
who are going through the job choice process. 
One of the things that has intrigued me the most 
has been the role that recruiters play in our job 
choice decisions. For a long time the collective 
vvisdom of researchers had been that recruiters 
didn't matter much---it was all about pay and 
location. Some of my work has refuted this 
premise by taking a look at the mechanisms by 
which recruiters influence our thinking. Rather 
than having direct effects on our decisions, 
recruiters appear to playa role in influencing 
our perceptions of job and organizational 
attributes as well as providing us vvith signals 
about what it might be like to work for their 
organization. We also found that recruiters had 
the most influence on the best candidates
those who had to choose among multiple job 
offers. Now, with my students at the University 
of Calgary, I am looking at integrating the 
persuasion literature with the recruiting liter
ature. I believe there is considerable overlap in 
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these areas that could help us understand what 
employers can do to improve recruiting. 

I now live and work in Calgary, Canada, a 
beautiful city near the Canadian Rockies that is 
home to a booming oil and gas industry. 
Unemployment here is approaching zero and 

skilled tradespeople in this city of 1 
mlllle'" people is extremely difficult. With 

of dollars in oil and gas projects 

perform their job tasks competemly, and that 
will enable them to get along with members of 
their immediate work group. Once they are 
able to perform their job tasks competently, 
the focus of information seeking shifts to 
broader issues such as the culture of the orga
nization. Recent research has begun to exam
ine the interaction between organizational 
socialization tactics and newcomer informa
tion seeking. 

A final issue examined was the impact of 
diversity on the socialization of organiza
tional newcomers. Those perceived as differ
ent by established organizational members 
may face a number of unique challenges in 
the socialization process. In the extreme, 
such individuals run the risk of being margi
nalized and never really fitting in. Organiza
tions can, however, take steps to facilitate the 
socialization of older employees, females, 
and racial minorities. Through facilitating 
the development of support networks, pro
viding training programs, using valid selec
tion procedures, and placing an emphasis on 
performance and employee development, 
organizations can make sure that these indi
viduals are accepted and their talents are 
fully utilized. 

depending on finding qualified people to 
the work, I get a great deal of satisfaction seeing 
how the fundamental research in recruillin, 
can be used to help real companies develop 
scientifically based strategies to compete in one 
of the tightest labor markets in North America. 

Derek S. Chapman 
Department or Psychology 
University of Calgary 
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