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Thesis Abstract 

The socialisation process represents an excellent opportunity for organisations to 

facilitate a workforce that is autonomous and motivated. Existing literature has 

focused largely on the development of newcomers’ competence and social networks 

as significant outcomes of socialisation. However, research efforts have overlooked 

the importance of engaging with an important motivational resource—employees’ 

sense of self-determination to facilitate successful adjustment. The current thesis 

proposes a more extensive view of organisational socialisation by incorporating 

internalisation and newcomers’ experience of autonomy as critical indicators of 

newcomer adjustment. The introductory chapters provide rationale for the 

dissertation research by identifying key gaps and limitations of the literature, before 

introducing self-determination theory (SDT) as a meaningful lens to advance the 

field. The first empirical study in Chapter 4 found newcomers’ need satisfaction for 

competence, relatedness, and autonomy as key mechanisms that connect 

organisational socialisation tactics and supervisors’ autonomy support to 

socialisation outcomes. The initial review also reveal important limitations 

associated with the leading framework and scale of socialisation tactics. Chapter 5 

presents efforts to address these limitations and offers a refined framework of 

organisational socialisation tactics that incorporates SDT’s assumptions on human 

motivation. A series of validation studies presented in Chapter 6 provides evidence 

for the reliability and validity of the new Socialisation Experience Scale. Overall, the 

current thesis argues for the importance of examining not only newcomers’ sense of 

competence and relatedness, but also their autonomy, in advancing our 

understanding of organisational socialisation. In addition to a theoretical framework 

that is more relevant to the contemporary organisational landscape, the current 
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research provides a reliable and valid instrument that will support future socialisation 

research and practice endeavours.  

Keywords: newcomer adjustment, motivation, onboarding; self-determination theory; 

socialisation   
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Chapter 1 

General Introduction and Overview of Thesis
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General Introduction and Overview of Thesis 

The contemporary organisational landscape is characterised by rapid change, 

disruption, and uncertainty (Grant & Parker, 2009). An important consequence of the 

ever-changing environment and uncertainty is that an organisation’s survival no 

longer depends on its stability, but rather its adaptability and agility. Accordingly, an 

autonomous, engaged, and motivated workforce is highly desirable as it is associated 

with higher levels of active learning, performance, flexibility, proactivity, creativity, 

and commitment towards the organisation (Bakker 2014; Bakker et al. 2014; Ryan & 

Deci, 2017). At the foundation of fruitful employee-organisation relationships is the 

successful transition of newcomers into productive and committed organisational 

‘insiders’.  

The time of early entry when newcomers experience organisational 

socialisation represents one of the most critical phases of the employer-employee 

relationship. This period represents an excellent opportunity for organisations to 

shape its employees’ entry experience in a way that facilitates an adaptive workforce. 

Indeed, new employees become effective organisational members through the 

process of organisational socialisation. Cumulatively, the socialisation literature has 

focused on the roles of organisations (e.g. organisational socialisation tactics), 

newcomers (e.g. proactive personality and behaviour), and insiders (e.g. supervisors) 

as antecedents to newcomer adjustment. These drivers of socialisation influence a 

wide range of outcomes that can broadly be categorised into two important aspects of 

adjustment: learning (e.g. self-efficacy, role clarity, task mastery) and assimilation 

(e.g. social integration and acceptance), which in turn explain the indirect relations 

between socialisation factors and distal outcomes such as performance, 
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organisational commitment, and retention (Bauer, Bodner, Erdogan, Truxillo, & 

Tucker, 2007; Saks, Uggerslev, & Fassina, 2007).  

Thus far, the socialisation process is primarily understood through the lens of 

uncertainty reduction theory and sense-making theory (Batistič & Kaše, 2015), based 

on the widely-held assumption that the transition phase encountered when employees 

enter new working environments is inherently anxiety-provoking and stressful (Van 

Maanen & Schein, 1979). By focusing on reducing negative effects, these traditional 

approaches to studying organisational socialisation has led to a neglect in ‘positive-

oriented’ research (Ashforth, Myers, & Sluss, 2012), such as on the development and 

maintenance of  newcomers’ work engagement and motivation (Saks & Gruman, 

2018). Despite the importance of facilitating work motivation, our understanding of 

the motivational processes underlying the transformation of newcomers into 

participating and effective insiders is limited, thus highlighting a gap in the 

socialisation literature. 

Sociologists define socialisation as the “multifaceted process through which 

individuals learn and internalise cultural norms, codes, and values” (Šaras & Perez-

Felkner, 2018). How newcomers come to understand their role, acquire skills to 

master tasks, and become socially integrated within the organisation is relatively well 

established. However, our understanding of how new employees internalise and 

accept meaningful values during organisational entry is still lacking. Internalising 

and accepting an organisation’s values as ones’ own is particularly important for 

newcomers, since it could determine the extent to which they subsequently follow 

the implicit norms within an organisation, thereby being autonomous and self-

determined in their actions. Yet, relatively little scholarly attention has focused on 

the internalisation aspect of newcomer socialisation. Such a gap in empirical 
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knowledge raises important questions around if and how socialisation experiences 

influence newcomers’ incoming motivation and the extent to which they internalise 

given and learned information during the entry period.  

This thesis is grounded upon a motivational framework, specifically self-

determination theory (Deci & Ryan, 1985), that provides an empirically sound 

theoretical platform for studying newcomer socialisation. With internalisation and 

employee autonomy in mind, the research efforts that will be presented in the 

following chapters focus on articulating conditions by which to support new 

employees’ motivation. Described in more detail in Chapter 3, a core assumption of 

self-determination theory is that people are active organisms, with evolved 

propensities toward growing, mastering surrounding challenges, and integrating 

novel experiences into a coherent sense of self (Ryan & Deci, 2000). This natural 

and intrinsic functioning can either be fostered or impeded by individuals’ social 

contexts. Using self-determination theory to study socialisation thus shifts the focus 

from reducing uncertainty and anxiety towards providing social-contextual 

‘nutriments’ for newcomers’ growth and optimal functioning. These nutriments refer 

to the basic psychological needs for competence, relatedness, and autonomy. That is, 

when social contexts (i.e. socialisation environment) support individuals’ needs, they 

in turn promote internalisation and high-quality, or autonomous, motivation 

regulations within individuals.  

My overarching research aim is to investigate the newcomer adjustment 

process using the self-determination theory framework, and (re)introduce 

internalisation as a central aim of organisational socialisation. Guided by this goal, 

this dissertation seeks to give insight into a motivational perspective on newcomer 

socialisation, that is: how do socialisation factors affect newcomers’ psychological 
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need satisfaction and in turn, their long-term motivation and attitudes towards their 

work and organisation? 

Overview of Dissertation 

The current dissertation aims to develop our understanding of newcomer 

socialisation in a motivational context, and presents a series of empirical studies that 

use self-determination theory as a theoretical lens through which to examine the 

newcomer adjustment process. Thus far, organisational socialisation and self-

determination theory literatures have developed largely in isolation from each other. 

Prior to the empirical studies, Chapter 2 presents a review of key areas of the 

organisational socialisation literature, outlining the main pillars of socialisation 

research and advances in the field in relation to processes and outcomes of newcomer 

socialisation. The chapter also identifies the gaps and limitations associated with 

current methods and ways in studying newcomer adjustment. Chapter 3 then 

introduces self-determination theory as a valuable lens to study socialisation. 

Through organisational socialisation tactics, a newcomer’s adjustment is 

influenced by the ways in which the organisation they have joined chooses to 

integrate and socialise them. Under autonomy-supportive conditions, individuals are 

more likely to internalise the value of doing activities that are not initially interesting 

(Deci, Eghrari, Patrick, & Leone, 1994). Chapter 4 presents a study that investigates 

the role of supervisor autonomy support and organisational tactics on need 

satisfaction as proximal outcomes of socialisation, which in turn was hypothesised to 

affect employees’ commitment towards their organisation and intentions to remain. 

This study is the first to directly integrate the self-determination theory and 

socialisation literatures to demonstrate need satisfaction as a mediating mechanism.  
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In order to better equip future scholars to study the effects of organisational 

socialisation tactics, Chapters 5 and 6 present a refined framework and scale of 

socialisation tactics that is rooted in self-determination theory. The research project 

is divided into three phases across the two chapters. In Phase 1, Chapter 5 presents a 

review of the origins and assumptions of Van Maanen and Schein’s (1979) 

socialisation tactics framework, as well as Jones’ accompanying scale. The chapter 

also contrasts the original assumptions with SDT’s assumptions behind the 

socialisation process and presents a new five-dimensional framework of socialisation 

tactics supported by a qualitative study. Chapter 6 presents Phase 2 and 3, which 

involve the development of the accompanying Socialisation Experience Scale, and a 

series of validation studies to demonstrate its reliability and validity as a tool for 

future research in this area. Chapter 7 summarises the findings of all studies and 

discusses the overall contribution of this thesis.  
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Chapter 2 

Organisational Socialisation 
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Organisational Socialisation 

Organisational socialisation is the process through which “an individual 

acquires the social knowledge and skills necessary to assume an organisational role” 

(Van Maanen & Schein, 1979, p.211). Successful socialisation facilitates the 

transformation of an organisational ‘outsider’ into a participating and effective 

‘insider’ (Bauer, Bodner, Erdogan, Truxillo, & Tucker, 2007). Socialisation 

encompasses broad learning and adjustment processes when one adapts to a new 

role, brought together through efforts of both the organisation and the individual 

(Bauer & Green, 1998; Chao, 2012). Organisations can contribute to the socialisation 

process through human resource practices such as on-boarding, training, and 

influencing newcomers through different socialisation tactics. Research has revealed 

that the ways in which an organisation integrates newcomers into the organisation 

can be a significant driver of subsequent affective and behavioural outcomes. In 

addition, newcomers play an active role in their own socialisation into an 

organisation by means of seeking out necessary information and proactively making 

sense of their new environment.  

 Importantly, ineffective socialisation of new employees is a primary source of 

premature voluntary and involuntary employee turnover (Bauer, Morrison, & 

Callister, 1998). Industry reports suggest that while it takes an average of eight 

months for new hires to contribute to the organisation at full capacity, approximately 

a third of them look for a new job within the first six months, and almost a quarter 

would leave before a year on the job (Jelinek, 2019). However, given a well-

structured and effective onboarding experience, 69% of new hires are more likely to 

stay with an organisation for at least three years, and 58% for more than three years 

(Hireology, 2020). Gallup reports $1 trillion in annual turnover cost to U.S. 
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businesses (McFeely & Wigert, 2019), pointing to the economic importance of a 

successful socialisation process, which is characterised by the integration of 

newcomers into effective insiders who are less likely to engage in voluntary turnover 

(Bauer et al., 1998). In addition, socialisation is fundamental to organisations as it is 

a key process in ensuring the continuity of central values and norms. Organisations’ 

recruitment and selection investments are more likely to yield greater returns when 

the ensuing socialisation process facilitates the alignment of personal and 

organisational values, as newcomers are then more likely to be committed and 

willing to stay in the organisation (Cable & Parsons, 2001; Kim, Cable, & Kim, 

2005).  

 

Figure 1. Guiding framework for a literature review on newcomer socialisation. Red, 

bolded texts denote areas that are the focus of this dissertation. 

 

Figure 1 above depicts the critical components and theoretical framework of 

organisational socialisation (Ashford & Nurmohamed, 2012; Ashforth, Myers, & 

Sluss, 2012), which I will be reviewing in the sections below. My aim is to first draw 

focus into the specificity of newcomer socialisation as an organisation phenomenon, 

before pointing out the key gaps in previous socialisation research that I seek to 

address in this dissertation. Thus, the first section relates to stage models that outline 
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the boundaries of the field. Although not specifically related to the dissertation 

research, this brief section provides essential context needed to understand the 

boundaries and focus of my research (encounter and adjustment stages). Following 

this, I review core assumptions and theories that have underpinned socialisation 

research over the past few decades, noting any challenges to the assumptions. Such a 

review helps identify the roots that have influenced the key constructs studied in the 

literature. I then discuss key research on the antecedents of newcomer adjustment, 

including the role of organisations through socialisation tactics and the role of 

newcomers through proactive behaviour. Here, I will pay particular attention to the 

way in which socialisation tactics have been studied and point out some key 

limitations that will be addressed in later chapters (Chapter 5 and 6). Lastly and in 

conclusion of this chapter, I review the key outcomes that previous socialisation 

research has considered, yet paying particular focus on critical outcomes that have 

been neglected. Specifically, I challenge existing assumptions of what ensues a 

successful socialisation process and introduce self-determination theory as a fitting 

and meaningful framework to advance the model of organisational socialisation.  

2.1 Setting the Stage: Boundaries of Newcomer Socialisation 

In clarifying the conceptualisation of organisational socialisation, it is critical 

to determine the boundaries of the domain. Whenever an individual crosses a job-

related boundary, a process of socialisation ensues. Such boundaries, whether it be 

one that borders an organisation (e.g. when a newcomer first joins an organisation), 

one that defines a particular group within an organisation (e.g. when an employee is 

transferred into a new team or department, when an organisation undergoes 

significant change), or that between levels within an organisation (e.g. when an 
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employee is promoted), occur throughout an individual’s career. Van Maanen & 

Schein (1979, p.213) declared that “organisational socialisation is ubiquitous, 

persistent, and forever problematic”. Indeed, an average person is estimated to hold 

an average of 12.3 jobs in their working life (Bureau of Labor Statistics, 2019). In 

addition to being an ongoing matter for working individuals’ lives, socialisation also 

represents a management problem for organisations as they hire, promote, and move 

employees between functional areas.  

Based on early and seminal theorising by socialisation scholars (Feldman, 

1981; Louis, 1980; Van Maanen, 1978; Van Maanen & Schein, 1979) that focused 

on the entry period, organisational newcomer socialisation has taken centre stage 

and shaped the evolution of socialisation research. Socialisation needs for 

organisational newcomers, as opposed to employees who are changing role 

functions, are most salient. This is because crossing organisational boundaries 

necessarily encompasses other ‘boundary layers’ such as those that are functional 

and hierarchical - by having to learn a new role and their social standing in the 

organisation (Chao, 2012). Thus, socialisation research has progressed in generating 

theories, knowledge, and findings specific to newcomers entering an organisation 

over that related to other transitions, such as people moving from function to 

function within an organisation. Thus, for the purposes of this dissertation, the terms 

organisational socialisation and newcomer socialisation are used interchangeably.  

Some of the earliest research on socialisation considered the onset and 

boundaries of the process through theorising the stage model of socialisation 

(Feldman, 1976, 1981; Porter, Lawler, & Hackman, 1975; Van Maanen, 1975). The 

stage model describes socialisation commencing with an anticipatory stage where 

individuals first connect with an organisation and encompasses all the learning that 
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happens before they join the organisation (e.g. in an interview, learnings from others 

who are familiar with the organisation). Prior to this stage, Ashforth, Sluss, and 

Harrison (2007) also theorised a vocational socialisation stage, where people’s 

environment such as their peers, family, education, and surrounding media influence 

their active, or sometimes more accidental, choice of occupation. The 

accommodation or encounter stage begins with employment and involves new 

recruits’ seeing and experiencing what working in the organisation is truly like, 

during which time some initial shifting of knowledge, skills, attitudes, and values can 

occur. The adjustment or metamorphosis stage refers to the period whereby the 

newcomer ‘transforms’ deeper into an insider as he/she masters the skills required 

for the job, effectively performs the tasks and role, develops reciprocal relationships 

with colleagues, and adjusts to group norms and values. Although it is presumed that 

the onset of the encounter phase precedes the commencement of the adjustment 

stage, there is continuity and overlap between the stages. Following the main body of 

socialisation research, the current dissertation focuses on the entry period of 

organisational socialisation that pertains to new employment relationships where 

socialisation needs are most salient. Accordingly, it relates most directly to the 

encounter and adjustment stages of socialisation.  

A critical boundary question for the socialisation literature relates to the 

conclusion or end of the socialisation process. Estimates of the socialisation process 

time-frame is far from established empirically, as studies have measured it at a range 

from weeks (Bauer & Green, 1994), to 3-6 months, and 12-18 months (Bauer et al., 

1998). Some scholars have even argued that the socialisation process is never-

ending, as employees are continually learning about how to effectively contribute to 

their organisations (Harvey, Wheeler, Jonathon, & Buckley, 2010). Critically 
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however, the assumption that organisational socialisation is a process that starts in 

childhood and adolescence to shape one’s vocational socialisation, and which 

continues throughout the person’s tenure in the organisation, is precarious as it blurs 

the distinctions between this field and others, such as work design. Thus, some 

boundaries are necessary to help scholars study the socialisation process more 

rigorously. For instance, the continual accumulation of knowledge after a set period 

following a newcomer or employee transition is more suitably studied under work 

performance and organisational learning more broadly, rather than socialisation per 

se (Ashford & Nurmohamed, 2012). 

2.2 Revisiting the Assumptions & Theoretical Grounds of Newcomer 

Socialisation 

There currently exists no cohesive or widely accepted theory of socialisation 

that researchers have agreed on (Ashforth, Sluss, & Harrison, 2007; Cooper-Thomas 

& Anderson, 2006). Though scholars have developed ‘in-house’ theories that pertain 

specifically to socialisation (e.g. Saks & Gruman, 2012; Van Maanen & Schein, 

1979), most empirical studies and hypotheses are underpinned by theories that are 

established in the wider body of social psychology, organisational psychology, and 

organisational behaviour. As such, our understanding of organisational socialisation 

is a result of many theories that scholars have ‘outsourced’ and applied specifically 

to the socialisation process and context. These propositions and hypotheses are then 

tested with samples involving new hires, and to a lesser extent, individuals moving 

roles within an organisation, to be incorporated as a theory of socialisation for 

subsequent studies (Ashford & Nurmohamed, 2012; Chao, 2012). Nevertheless, the 
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theoretical ‘imports’ of socialisation can be traced back and linked to the 

assumptions outlined by Van Maanen and Schein (1979). 

Van Maanen and Schein (1979) documented six core assumptions that 

formed the foundation of their seminal theory of organisational socialisation. Below, 

I articulate this theoretical section in a holistic way by outlining the original 

assumptions of socialisation and review each in relation to more prominent theories 

that scholars have used to investigate the socialisation process (where relevant). 

Scholars have studied primarily socialisation through the following lenses: 

Socialisation as a means to reduce uncertainty, socialisation as a social process and a 

means to build social capital, and socialisation as a means to instil organisational 

values and norms in newcomers. A review of how these theories have contributed to 

the literature as well as how they link back to Van Maanen and Schein’s (1979) six 

assumptions of socialisation serves two main purposes. First, the theoretical 

arguments and findings form the foundation in which I build my hypotheses and 

predictions for the studies in this dissertation. Perhaps more importantly, such a 

review traces a blueprint of the causal chain that has shaped how scholars view and 

understand the socialisation process. In doing so, we can more easily identify any 

gaps or limitations in the way that newcomer socialisation has been studied.   

2.2.1 Socialisation as Anxiety-Provoking and Uncertainty Reduction Theory 

Upon entering a new setting, newcomers must navigate through the novelty, 

ambiguity, and complexity surrounding their roles, tasks, groups, and organisations. 

The first and foremost assumption of the uncertainty-reduction account of 

socialisation is that (1) organisational transitions represent anxiety-provoking 

situations, so that individuals who are undergoing such transitions are motivated to 
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learn the functional and social requirements of their new role to reduce the 

accompanying anxiety. Sources of anxiety are many, with examples such as feelings 

of loneliness in a new situation and possibly location, and feelings of pressure from 

performance anxieties when tasked with new duties and responsibilities.  

The above assumption is perhaps the most influential and widely-accepted in 

the literature, as it has formed the basis of bulk of the research conducted in the field. 

Subsequently, and not surprisingly, uncertainty reduction theory and desire for 

control are frequently evoked theoretical perspectives of socialisation. Under these 

theories, it is assumed that newcomers are motivated to reduce the associated anxiety 

through gaining control and increasing the predictability of their environment 

(Berger, 1979; Berger & Calabrese, 1975). Understanding behaviours that are 

appropriate, expected, or rewarded assists newcomers to move beyond social norms 

to more meaningful interactions (Chao 2012). The assumption that the entry period is 

anxiety-provoking is useful in making predictions and understanding the adjustment 

process, however, as discussed in further detail below and in Chapter 5, the focus on 

uncertainty reduction as a primary goal of socialisation may not be as adaptive as it 

used to be. Indeed, in today’s increasingly uncertain and flexible business 

environments, researchers and practitioners alike are forced to shift their focus 

towards encouraging employee’s adaptability and proactivity as to gain a competitive 

advantage in current and the future of work (Gownder, 2019; Griffin, Neal, & Parker, 

2007; McKinsey & Company, 2017; Park & Park, 2019; Schwartz & Monahan, 

2018; Strauss, Griffin, Parker, & Mason, 2015). 
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2.2.2 Socialisation as a Social Process and Social Exchange/Capital Theory.  

Van Maanen and Schein (1979) also noted that (2) “organisational 

socialisation and learning does not occur in a social vacuum strictly on the basis of 

the official and available versions of the new role (p.8).” That is, new incumbents are 

always interacting and receiving cues from existing members such as colleagues, 

subordinates, and superiors, as well as clients for a sense of accomplishment and 

competence (or lack thereof). Theories underpinned by social interactions, such as 

social exchange theory and social capital theory thus provide applicable frameworks 

in which researchers can better understand the socialisation process. Social exchange 

theory describes the rules for exchange processes between individuals, ranging from 

formal negotiations to informal and tacit rules of reciprocity (Molm, Peterson, & 

Takahashi, 2001). As newcomers develop relationships with other members of the 

organisation, the exchanges are likely to become more predictable, which lessens 

uncertainty and ambiguity, thereby allowing them to forge work identities and derive 

meaning from their jobs (Wrzesniewski & Dutton, 2001). Outside of role and task-

related elements, developing a social sense within the new work setting is also a 

critical antecedent of adjustment (Fisher, 1985; Reichers, 1987).  

Social capital is defined as the “resources embedded in a social structure that 

are accessed and/or mobilised in purposive actions” (Lin, 1999, p.35). Aside from 

the typical structural and relational aspects of social capital, Nahapiet and Ghoshal 

(1998) proposed a model of social capital that included a cognitive dimension. The 

structural dimension of social capital can be understood as the “impersonal 

configuration and structural characteristics of a network” (Korte & Lin, 2013, p.412). 

Within the socialisation context, newcomers must discover the configurations of the 

social structures of the organisation, and in this process learn how their own 



 

 

17 

 

positions evolve and fit in with respect to those of others in the organisation 

(Ashforth, Sluss, & Harrison, 2007; Van Maanen & Schein, 1979).  

The relational dimension of social capital concerns the network and 

relationships formed among individuals within a group. Within the socialisation 

context, high levels of reciprocal appreciation and support (inclusion), understanding 

and acceptance (affection), and shared control contribute to the adjustment and 

integration if newcomers into the organisation and their work group (Korte & Lin, 

2013). Through this relational lens, a relatively large body of empirical research has 

highlighted the importance of the quality of interpersonal relationships developed 

between new hires and existing organisational members (e.g. Choi, 2014; Fisher, 

1985; Graen & Uhl-Bien, 1995; Jokisaari & Nurmi, 2012; Morrison, 2002). Indeed, 

in a series of in-depth interviews, Korte & Lin (2013) reported that overall, the 

primary driver of newly hired engineers’ socialisation outcomes was the quality of 

the relationships they formed with coworkers and managers.  

The cognitive dimension of social capital captures critical content that 

newcomers learn about their new role and the organisation (Nahapiet & Ghoshal, 

1998). Given that newcomer learning is a key element in socialisation, the inclusion 

of the cognition component is necessary to understanding the effects of social 

relations and networks in the socialisation process (Korte & Lin, 2012). 

2.2.3 Socialisation and Organisational Values.  

Van Maanen and Schein further proposed that (3) the continuity and 

predictability of an organisation’s mission and performance depends largely on the 

socialisation process. Specifically, traditions of an organisation can only survive if 

new incumbents are taught to see the organisational environment as do their more 
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experienced colleagues. However, since the 1970’s when Van Maanen and Schein 

first penned their assumptions, the working context along with research in 

organisational psychology/behaviour has greatly evolved. In a phenomena Arthur 

and Rousseau (Arthur, 1994; Arthur & Rousseau, 1996) termed “boundaryless” 

careers, transitions are occurring more frequently than ever- employees are more 

likely to switch jobs, and adaptability and agility are essential for organisations to be 

at a competitive advantage. As such, the assumption that the predictability of 

organisations’ performance is based on the continuity of traditions might not hold 

true in today’s era marked by rapid change, disruption, and uncertainty (Grant & 

Parker, 2009). While early research using institutionalised socialisation tactics from 

Van Maanen and Schein’s (1979) model have drawn focus on ‘moulding’ 

newcomers to encourage loyalty and organisational identification, research has since 

acknowledged the role of newcomers as active drivers of the socialisation process, 

taking into account their personal values, initiatives in shaping socialisation 

outcomes.  

In addition, (4) the authors reject the notion that individuals must internalise 

organisationally relevant rules, values, or motivations to be contributing members of 

the organisations. Yet, contemporary theories in psychology and management have 

since demonstrated the predictive power of self-determined behaviour, as facilitated 

by internalisation of external regulations, on critical organisational and employee 

outcomes (discussed in more detail in Chapter 3; Deci, Olafsen, & Ryan, 2017; Deci 

et al., 2001; Ryan & Deci, 2000a). Speaking on the characteristics of modern 

employer-employee relationships, such that the expectations of organisations from 

employees differ from those of the past, Lacaze and Bauer (2014) argued: 

“Submission to authority is replaced by autonomy and a large understanding of 
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organisational contexts and objectives. As external control is uneasy in largely 

defined jobs, organisations need employees who have internalised organisational 

goals” (p. 59). While the literature has, thus far, yet to directly acknowledge 

mediating mechanisms to which newcomers internalise organisational goals and 

values, it has recognised the importance of the congruence between newcomers and 

organisations through the lens of person-organisation fit.  

Person-organisation (P-O) fit, a theory centred on the compatibility between 

people and the organisations in which they work, also holds significant weight in the 

socialisation literature. Establishing high levels of P-O fit is integral in retaining a 

workforce that has the flexibility and organisational commitment required in a 

competitive a business environment (Kristof, 1996). The fit literature suggests that 

whilst high levels of congruence facilitates employee commitment and intentions to 

stay within the organisation, perceptions of misfit can elicit stress (Edwards, 1996) 

and numerous negative job outcomes (Kristof-Brown, Zimmerman, & Johnson, 

2005). A key question that newcomers must resolve during the initial stage of 

membership is “how do I fit in here?” (Cable & Parsons, 2001) and organisational 

socialisation represents an important process whereby P-O fit is negotiated and 

developed. The literature posits that individuals are motivated to reduce the stress 

provoked by misfit to bring about a better fit, or, failing that, to withdraw from the 

situation (Ashford & Nurmohamed, 2012). Thus, scholars have proposed that when 

socialisation experiences enable newcomers’ values to be aligned with those of their 

organisation, they are more likely to feel committed and subsequently less inclined to 

leave the organisation. Notably, this proposition deviates from Van Maanen and 

Schein’s original assumption that individuals do not need to internalise 

organisational relevant values to be contributing members of their organisation. 
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Empirical research has focused on both individual and organisational 

socialisation practices as primary influences in facilitating P-O fit (Chatman, 1989; 

Kristof, 1996). In a study with newcomers at accounting firms, (Chatman, 1991) 

found that mentorship activities and attendance at work-related social events during 

socialisation had positive effects on new hires’ subsequent levels of P-O fit. Higher 

levels of initial and socialised fit then predicted participants’ retention two and a half 

years later. In investigating the links between tactics and person-organisation fit, 

Cable and Parsons (2011) found that socialisation tactics, particularly those related to 

social aspects and how socialisation content were delivered to newcomers, were 

related to newcomers’ subjective fit perceptions, and subsequently lower turnover 

decisions. Further work by Kim and colleagues (2005) replicated and extended the 

previous results and found that the relationship between socialisation tactics and P-O 

fit was moderated by several proactive behaviours that employees engaged in to gain 

control over the new environment. Overall, empirical evidence from this line of 

research suggests that, to the extent that organisations want to inculcate high P-O fit, 

they should benefit from delivering institutionalised, or structured, socialisation 

practices. To the extent that they place lower emphasis on P-O fit and focus more on 

innovation and newcomers discovering their own ways, individualised tactics may be 

more appropriate (Kim et al., 2005).   

2.2.4 Generalisability of Socialisation.  

While acknowledging variation in content and type of adjustment achieved, 

Van Maanen and Schein also theorised that (5) “the way in which individuals adjust 

to novel circumstances is remarkably similar”, such that new incumbents always 

undergo a period of initiation and adjustment and are faced with a ‘reality shock’ 
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when they first encounter a new working context. Finally, and relatedly, they (6) 

aimed to develop a general and typical theory that holds true across differences 

between individuals, occupational roles, and organisations. To this end, Van Maanen 

and Schein (1979) outlined a typology of six bipolar tactics that socialisation agents 

(e.g., organisations, managers) use to integrate their new recruits into the 

organisation. While referring to the generalisability of tactics, the authors noted,  

“…any given tactic represents a distinguishable set of events which influence 

the individual in transition and which my make innovative responses from 

that individual more likely than custodial (or vice-versa). It is possible, 

therefore, to denote the various tactics used by organisations and then to 

explore the differential results of their own use upon the people to whom they 

are directed” (p.230) 

The tactics are described in more detail in the section below. 

2.3 A Common Model of Organisational Socialisation  

Figure 2. A common model of organisational socialisation. 

Figure 2 above depicts a research model that scholars commonly adopt to 

investigate the effects of socialisation factors on newcomer adjustment outcomes, 

also reported in two separate meta-analytic studies (Bauer et al., 2007; Saks et al., 

2007).  
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2.3.1 Socialisation Factors and Antecedents 

Organisational Socialisation Tactics. Much of the research interest in how 

organisations integrate and socialise their new employees can be traced back to Van 

Maanen and Schein’s (1979) seminal piece on the theoretical model of socialisation 

tactics. Prior to their work, socialisation research lacked an overarching framework 

to suggest how and why organisation practices, such as newcomer orientation and 

mentoring, had the effects they did. Their typology of socialisation tactics has by far 

received the most amount of research attention in the organisational socialisation 

literature, and continues to be a common way to distinguish organisations in how 

they socialise newcomers (Bauer & Erdogan, 2012). Socialisation tactics were 

defined as “the ways in which the experiences of individuals in transition from one 

role to another are structured for them by others in the organisation” (Van Maanen & 

Schein, 1979, p.230). The authors proposed six bipolar tactics that can be employed 

by organisations to structure the socialisation experience of newcomers.  

Subsequent work by Jones (1986) classified each of the six bipolar tactics 

along a continuum of institutionalised and individualised tactics. Individualised 

tactics reflect an absence of structure and newcomers experience socialisation more 

by default than design (Ashforth, Saks, & Lee, 1997). Conversely, institutionalised 

socialisation reflects a more structured and formalised socialisation process. It 

involves collective socialisation via the grouping of newcomers for a common set of 

experiences, formal training so that newcomers are first considered distinct from 

existing organisational members and a fixed timeframe and specific sequence of 

activities (sequential) to achieve learning milestones. Institutionalised socialisation 

also involves having a newcomer socialised by an organisational insider (serial), and 

investiture tactics where newcomers receive feedback that affirms their identity and 
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personal characteristics (Bauer & Erdogan, 2012; Saks et al., 2007). Institutionalised 

socialisation has thus far received the most empirical support in predicting positive 

outcomes of organisational socialisation. Based on factor analysis, Jones (1986) also 

grouped the six tactics into three broader factors: context, content, and social.  

Jones’ (1986) measurement of socialisation tactics holds a major position in 

the study of organisational socialisation tactics. To date, the paper has over 2000 

citations as reported by Google Scholar, and its accompanying measure is the only 

published scale of organisational socialisation tactics in the field. The scale, and how 

it has been conceptualised, has received considerable criticism, however (Ashforth et 

al., 1997). Indeed, a closer examination of Jones’ (1986) scale and items suggest a 

psychometrically ‘ill’ measure. Although Jones theorised and constructed the initial 

item pool with three distinct categories in mind (social, context, and content), an 

examination of the results reported in Jones (1986) reveals four dimensions 

containing items with cross and low factor loadings (e.g., ten items with factor 

loadings <.50, two items with cross loadings >.40). Additionally, and perhaps not 

surprisingly, the three dimensions are not typically reflected in subsequent studies. 

Rather, factor analyses have yielded one (e.g., Ashforth, Saks, & Lee, 1998; Gruman, 

Saks, & Zweig, 2006; Kim et al., 2005), three (Cable & Parsons, 2001), and six 

factors (Ashforth & Saks, 1996), with the number of factors often varying across 

studies (Bauer et al., 2007), pointing to a limitation in the construct validity of the 

scale and a need for a refined scale with a more precise factor structure.  

Related to the construct validity issue above, the continuum conceptualisation 

of institutionalised (i.e. structured, supportive socialisation) vs individualised (i.e. 

‘sink or swim’ experience) tactics have led to decades of studies that point to an 

arguably intuitive general finding: institutionalised socialisation tactics result in more 
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positive socialisation outcomes than individualised socialisation tactics (Saks & 

Gruman, 2012). Researchers may be limited to using a one or three factor 

conceptualisation of socialisation tactics as a function of the ill-conceived measure. 

In addition to other limitations (elaborated further in Chapter 5), the poor 

psychometric properties of such a widely-used scale and potentially flawed 

conceptualisation of tactics suggest an urgent need of an updated framework and 

scale of organisational socialisation tactics. Chapters 5 and 6 of this thesis address 

these concerns.  

Newcomer Proactivity. Socialisation scholars have also focused on 

newcomers’ proactive personality and behaviours and their impact on adjustment. 

Proactive personality is a personal disposition toward proactive behaviour. Bateman 

and Crant (1993) defined proactive personality as the relatively stable tendency to 

affect environmental change, and described people high on this trait to “scan for 

opportunities, show initiative, take action, and persevere until they reach closure by 

bringing about change” (p.105). In the newcomer context, individuals that score 

highly on the proactive personality trait demonstrate increased proactive behaviours, 

have higher motivation to learn (Major, Turner, & Fletcher, 2006), develop more 

social networks (Thompson, 2005), and are more invested in their work (Parker & 

Sprigg, 1999). Newcomers’ proactive dispositions also influence whether they will 

take advantage of the learning and relationship building opportunities presented by 

factors such as socialisation tactics (Gruman et al., 2006) and interdependency of 

their jobs (Kammeyer-Mueller, Livingston, & Liao, 2011). As a result, proactive 

newcomers have better role clarity, increased understanding of the organisational 

culture (Thompson, 2005), and remain in a position longer (Parker & Sprigg, 1999).  
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Compared to its individual difference counterpart, research on newcomer 

proactive behaviour has received far more attention in the socialisation literature. 

Proactive behaviour is a form of motivated work behaviour that is anticipatory and 

future-oriented, self-initiated by employees to gain control and make things happen 

to affect their personal comfort and/or their environments (Grant & Ashford, 2008; 

Parker & Collins, 2010). Relatedly, newcomer proactivity involves “the self-initiated 

active steps newcomers take to reduce uncertainty about their work environments” 

(Fang, Duffy, & Shaw, 2011, p.132). Grant and Ashford (2008) proposed ambiguity 

as a situational antecedent of employee proactive behaviour, operating under the 

assumption that employees are motivated to reduce uncertainty when they encounter 

situations of ambiguity. Ambiguity is omnipresent during the socialisation period, 

therefore newcomers are more likely to seek information and support to understand, 

predict, and influence their environments (Ashford & Black, 1996; Wanberg & 

Kammeyer-Mueller, 2000). 

In their seminal study on proactivity during organisational entry, Ashford and 

Black (1996) identified seven dimensions of newcomer proactivity, including 

information seeking, feedback seeking, general socialising, networking, relationship 

building (boss), positive framing, and negotiation of job changes. Empirical evidence 

suggests that newcomer proactivity facilitates adjustment (Bauer et al., 2007; Klein 

& Heuser, 2008). For example, sense making, the search for and acquisition of job- 

and organisational- related information or feedback, relates positively to role clarity 

and task mastery (Morrison, 1993). Relationship building, which involves general 

socialising, networking, and building relationships with supervisors, relates 

positively with social integration as well as role clarity (Wanberg & Kammeyer-

Mueller, 2000). Newcomer proactive behaviours also improve person-environment 
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fit through taking control of the person (newcomer) and/or the environment (the new 

work context; Cooper-Thomas, van Vianen, & Anderson, 2004). 

Research findings tend to show that newcomers who engage in one type of 

proactive behaviour are also likely to engage in other proactive behaviours. That is, 

even as there are different types of proactive behaviours, many of them are 

moderately or strongly correlated (Ashford & Black, 1996; Gruman et al., 2006; Kim 

et al., 2005). When studied as an aggregate, newcomer proactivity positively 

influences learning, role innovation, performance, job satisfaction, identity, and 

intentions to stay within the organisation (Ashforth, Sluss, & Saks, 2007). Although 

the strong associations between proactive behaviours support the notion that 

proactive behaviour stems from personality factors within the individual (Crant, 

2000), the collective nature of proactive behaviour may also be a function of 

environmental factors in particular organisations that allow for, or encourage, 

proactivity in general (Cooper-Thomas & Burke, 2012).  

An Interactionist Perspective. More recent studies have adopted an 

interactionist approach in understanding the socialisation phenomena. From a 

psychological perspective, the theme of interactionism posits that human behaviour 

is controlled internally as well as externally, that is, situations are as much a function 

of persons as vice versa (Schneider, 1983). Reciprocal causal links are present 

between person, environment, and behaviour. Indeed, by studying socialisation via 

this integrated approach, many studies have shown that both organisational and 

newcomer efforts are critical in shaping a positive and effective socialisation 

experience. For example, in a longitudinal study of newcomers from various 

organisations, Kammeyer-Mueller and Wanberg (2003) found that socialisation 

influences from the organisation (including supervisors and coworkers) and 
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newcomers (pre-entry knowledge and proactive personality) independently relate to 

proximal adjustment outcomes. Further, Kim et al. (2005) found that different 

proactive behaviours moderated the relationship between organisational tactics and 

newcomer fit perceptions differently. More specifically, the effect of institutionalised 

tactics on newcomers’ PO-fit perceptions was stronger when newcomers’ engaged in 

positive framing and general socialising, whereas the positive association between 

institutionalised tactics and PO-fit was weaker as newcomers reported higher 

proactive relationship building with their supervisors.  

Newcomers’ engagement in proactive behaviour also depends on their 

socialisation tactics experience. Indeed, Gruman et al. (2006) found that newcomers 

are most likely to engage in proactive behaviours including feedback and information 

seeking, building relationships, and general socialising when their socialisation is 

institutionalised. However, more work is needed to further our understanding of the 

specific interplay between organisational tactics and newcomer proactivity (Fang et 

al., 2011). For example, research on how specific organisational tactics, rather than 

institutionalised/individualised tactics as a whole, facilitate proactive behaviours may 

provide deeper insight into specific context in which newcomers are prompted to 

engage in proactive behaviours. As described in Chapter 5, this interactionist 

approach is taken into account when I conceptualised and created a refined 

socialisation tactics framework and scale.  

2.3.2 Socialisation Outcomes: What Represents Successful Socialisation? 

Ultimately, successful integration of new hires puts organisations at a 

competitive advantage, as employees are able to contribute to work functions and the 

success of the organisation effectively. Successful socialisation has been 



 

 

28 

 

operationalised according to both proximal work adjustments and distal outcomes 

(Bauer et al., 2007; Bauer & Erdogan, 2012; Saks et al., 2007), where proximal 

adjustments precede and predict more distal outcomes that mark the successful 

socialisation of newcomers. Socialisation is “the process by which individuals are 

transformed from organisational outsiders to acquire the knowledge, skills, attitudes, 

and behaviours required to be participating and effective members” (Feldman, 

1976). Thus, by definition, newcomers are successfully socialised when they 

transition into “participating and effective organisational insiders”. Research to date 

provides copious evidence for the important role that organisational socialisation 

plays in shaping longer-term, or distal, outcomes that are critical to organisations. 

“Participating and effective organisational insiders” have been operationalised and 

studied using constructs such as employees’ job satisfaction, commitment to the 

organisation, performance, and retention, and are typically measured towards the end 

of socialisation period, depending on the study context.  

Proximal adjustment outcomes reflect, more directly, how well or poorly 

newcomers are adjusting to their new role within an organisation. In other words, 

they are a measure of the quality of adjustment that newcomers experience as a 

function of their socialisation experience. As such, they provide a better 

understanding of the processes by which socialisation experiences influence the 

above distal indicators of newcomer adjustment.  

As discussed in the theoretical lens section (2.2.1), researchers have drawn 

upon uncertainty reduction theory to explain the associations between socialisation 

tactics, newcomer proactivity, and outcomes. For example, Saks and Ashforth (1997) 

theorised that socialisation tactics serve to reduce the degree of uncertainty faced 

during early socialisation as organisations help shape the type of information 
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newcomers receive. From the organisation’s perspective, communicating a coherent 

organisational identity with clear goals and the telling of organisational stories 

through socialisation activities can help newcomers identify accepted behaviours and 

norms, as well as those that are likely to be valued and rewarded (Chao, 2012). In 

particular, institutionalised socialisations help newcomers reduce uncertainty by 

providing early entry-related information in a structured way (Fang et al., 2011; 

Gruman et al., 2006; Lapointe, Vandenberghe, & Boudrias, 2014). From the 

newcomer’s perspective, proactive behaviours such as information-seeking and 

building relationships help them gain a sense of control. Morrison (1993) theorised 

that employees are more satisfied, committed, and perform better when they reduce 

uncertainty and ambiguity, proposed as an aversive state. Furthermore, 

organisational tactics, in particular social tactics in institutionalised form, and 

newcomer proactivity are conducive for newcomers to access social capital. 

Institutionalised socialisation helps newcomers access social capital and social 

information as they provide newcomers with opportunities to be connected with 

experienced insiders. In addition, when newcomers engage in proactive behaviours 

such as relationship building, sense making, and positive framing, they also increase 

their accessibility to social capital (Fang et al., 2011).  

Based on the above theoretical reasoning, previous socialisation models have 

thus focused largely on role properties (clarity, ambiguity, and conflict), self-

efficacy, and social acceptance by organisational insiders as proximal indicators of 

adjustment that mediate the relationship between predictors and distal outcomes of 

socialisation (Bauer et al., 2007; Bauer & Erdogan, 2012; Wanberg, 2012). Role 

clarity refers to one’s understanding of what is expected to perform the work, self-

efficacy is the degree in which a newcomer feels able to fulfil role requirements, and 
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social acceptance is the experience of feeling liked and trusted by peers. These 

outcomes are typically measured early on in the adjustment process, in the first six 

months of newcomer entry. Although they provide an indication of adjustment, 

proximal outcomes do not capture the specific contents or type of learnings that 

newcomers encounter.  

Focusing on the identification of socialisation contents, Chao, O’Leary-Kelly, 

Wolf, Klein, and Gardner's (1994) socialisation scale captures different content areas 

that the authors concluded were key learning outcomes during organisational 

socialisation. Six socialisation dimensions including performance proficiency, 

politics, language, people, organisational goals and values, and history were 

supported by factor analysis of data from full-time professionals. In developing the 

Newcomer Socialisation Questionnaire (NSQ), Haueter, Macan, and Winter (2003) 

sought to further develop Chao et al. (1994)’s scale, including adopting a more 

systematic approach in capturing socialisation by concentrating on three dimensions 

including task, group, and organisational socialisation. Each element of socialisation 

encompasses items that tap into both factual information (e.g. I know my work 

group’s objectives) and comprehension of expected job and role behaviours (e.g. 

When working as a group, I know how to perform tasks according to the group’s 

standards). In a similar vein and based on the NSQ, Perrot and Campoy (2009) 

developed a scale that also includes the three domains (work, team, and 

organisational socialisation), albeit with a larger focus on internalisation. 

Recognising that the internalisation process has received scarce empirical attention in 

the literature despite being increasingly recognised, the authors took into account 

both learning content (e.g. I know the responsibilities, tasks and projects that I was 

hired for) and internalisation process (e.g. I feel ownership of the outcomes of my 
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work) when crafting their items. More recently, Cooper-Thomas and colleagues 

(2019) also developed the Newcomer Understanding and Integration Scale to 

overcome limitations of previous measures of socialisation content. Leveraging items 

from previous measures, the scale measures socialisation content along the proposed 

three core domains of role, relationships, and organisation. 

2.4 Summary 

In summary, learning and assimilation outcomes represent characteristics of 

successful newcomer socialisation. However, socialisation researchers have given 

little attention to the internalisation of learnings and how newcomers come to 

experience autonomy and self-determination in carrying out their roles, pointing to a 

key consideration that has been overlooked. As discussed earlier, this gap in the 

literature may be attributed to Van Maanen and Schein’s (1979) assumption that 

rejected the importance of internalising organisational values, goals, and motives in a 

successful socialisation process. The focus in their theorising on role orientation 

outcomes and ‘moulding’ individuals may also be a contributing factor. Relatedly, 

the outdated and criticised socialisation tactics framework, and Jones’ (1986) 

psychometrically-problematic scale warrant a refined framework and measure of 

organisational socialisation tactics to advance the literature. Indeed, employer-

employee relationship dynamics have evolved since Schein (1968) defined 

socialisation as an “indoctrination” process. Lacaze and Bauer (2014) also called for 

new perspectives in understanding newcomers’ socialisation, citing self-

determination theory as a positive motivational perspective through which to 

understand socialisation conditions that affect newcomers’ psychological capital and 

proactive behaviours. Although without the focus on psychological capital, the 
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current dissertation answers Lacaze and Bauer’s, as well as Ashford and 

Nurmohamed's (2012), calls to expand our thinking behind what represents a 

successful socialisation process. More specifically, this dissertation aims to provide a 

novel and meaningful lens to advance the theory of socialisation by taking 

employees’ inner motivational resources into account. To this end, in the next 

chapter, I argue for the theoretical and practical value of using self-determination 

theory as a lens to examine newcomer socialisation, which in turn guide the 

empirical testings to follow. 
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Newcomer Socialisation through a Self-Determination Theory Lens 
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Newcomer Socialisation through a Self-Determination Theory Lens 

Different organisational socialisation practices are an important source of 

diversity in newcomer adjustment outcomes. Consider the experiences of two 

newcomers—Ingrid and Elijah—who were recently employed by two separate 

consulting firms: Integrated Consulting and External Consulting, respectively. Both 

were confronted with learning the necessary skills, abilities, behaviours needed to 

perform their new roles, and the values important to their organisation; both were 

provided resources necessary to do so through their organisation’s socialisation 

tactics. A few months into the job, Ingrid and Elijah now fully understand their roles 

and are connected with other members of the organisation. Yet, while Ingrid is fully 

engaged and thriving at Integrated Consulting, feeling a sense of congruence in the 

tasks she undertakes, Elijah views his daily tasks a chain of obligations, and finds 

himself working on them because he ‘has to’ at External Consulting. Ingrid looks 

forward to work each day and is actively promoting Integrated Consulting to her 

friends and family; whereas Elijah finds himself ‘going through the motions’ at 

External Consulting, frequently browsing online employment marketplaces in search 

for other job opportunities.  

The contrasting dynamics between Ingrid and Elijah can be explained by the 

extent to which each are driven by motivations that have been internalised to become 

self-congruent and endorsed. Internalisation refers to the process in which 

individuals ‘take in’ or transform externally imposed information, goals, and 

demands to become an integral part of their own self-endorsed goals (Deci, Eghrari, 

Patrick, & Leone, 1994). Through differences in their socialisation experiences, 

Ingrid has come to identify with the significance of her daily tasks and objectives, 

whereas Elijah may not have fully endorsed and internalised the knowledge acquired 
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during the encounter and adjustment stages of socialisation. The process of 

internalisation is of great interest to motivational researchers given its potential to 

determine the affective and behavioural consequences that accompany the type of 

motivation it yields. Indeed, it is not enough to know that there has been some 

measurable change in adjustment (e.g. through contents of adjustment), it is also 

critical and meaningful to know what kind of change and adjustment has occurred. 

More specifically, socialisation research can be advanced by empirically accounting 

not only for how newcomers achieve role clarity and become integrated socially, but 

also how they come to accept and internalise the external information obtained 

during the socialisation period, such as work goals and organisational values (Perrot 

& Campoy, 2009).  

Self-determination theory (SDT) is a theory of human motivation that is 

particularly suited to explain the role of socialisation experiences as determinants of 

newcomers’ adjustment quality. Internalisation is a core concept in SDT (Deci & 

Ryan, 1985) as the theory assumes that humans carry the propensity to integrate 

social norms and regulations through active internalisation and integration. Through 

the specification of social conditions and psychological processes, SDT provides 

theoretical grounds to understand how externally regulated behaviours and activities 

can become more autonomously self-regulated by an individual. A core nexus in the 

theory is a set of deeply evolved, basic psychological needs for competence, 

relatedness, and autonomy (Deci & Ryan, 2000; Ryan & Deci, 2000b). The extent to 

which these needs are satisfied or thwarted influences the type of motivation 

regulation (representing different levels of internalisation) individuals hold for 

engaging in activities. In other words, social contexts can either support or thwart 

individual’s basic needs, which in turn affect the level of internalisation and quality 
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of motivation they carry. Anchored in this broad theoretical framework, researchers 

can examine social-contextual factors that affect people’s quality of motivation and 

related outcomes.  

In this dissertation, I apply the above framework as a theoretical basis to the 

study of newcomer socialisation and adjustment. I am particularly interested in how 

socialisation experiences (as social-contextual factors) affect newcomers’ adjustment 

in the form of satisfaction of needs for competence, relatedness, and autonomy. 

Indeed, there are theoretical and practical value in understanding the relative 

effectiveness of various socialisation practices for managing newcomer motivation. 

Based on SDT, organisational socialisation tactics that can satisfy newcomers’ needs 

should also have a desirable impact on newcomers’ motivation quality, which in turn 

influences the quality and dynamics of their work behaviour. By examining how 

organisational socialisation tactics affect need satisfaction, motivation, and 

subsequent outcomes, organisations can be better equipped to create a motivational 

learning and socialisation experience for newcomers.  

In the sections to follow, I present SDT as a fitting and meaningful lens to 

study newcomer socialisation. In doing so, I first provide an overview of SDT by 

introducing the core assumptions and tenets of the theory. The review then focuses 

on basic psychological needs in more detail, while proposing the satisfaction of 

newcomers’ need for competence, relatedness, and autonomy as a key mechanism to 

newcomer adjustment.   

3.1 Self-Determination Theory Overview 

Originally developed by psychologists Edward L. Deci and Richard M. Ryan, 

SDT has evolved over the last few decades to become a leading theory of human 
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motivation, with its application spanning across education, family, sport and 

exercise, health, work settings, and more (Ryan & Deci, 2017). The word motivation 

comes from the Latin word movere (“to move”) and is a psychological construct that 

concerns the processes responsible for variations in intensity, persistence, quality, 

and direction of a person’s behaviour. Relatedly, work motivation refers to “a set of 

energetic forces that originates both within as well as beyond an individual’s being, 

to initiate work-related behaviour, and to determine its form, direction, intensity, and 

duration” (Pinder, 1998, p.11). 

3.1.1 A Psychological Theory on Supporting Human Development.  

SDT is fundamentally concerned with the social conditions that facilitate or 

hamper human flourishing. The theory assumes that people are active organisms, 

with evolved natural tendencies toward growing, mastering ambient challenges, 

internalising experiences into a coherent sense of self, and integration into larger 

social structures (Ryan & Deci, 2000). In other words, SDT claims that humans have 

an intrinsic inclination to take interest, learn, and gain mastery over their 

environment, and a propensity to assimilate social regulations through active 

internalisation and integration processes. The theory also adopts a dialectical/ 

interactionist approach by specifying that these development tendencies (growth, 

engagement, and integration) interact with the individuals’ social context and require 

ongoing social nutriments and supports. As will be discussed in detail in a later 

section, the ‘social nutriments and supports’ for optimal functioning are specified 

using the concept of basic psychological needs for competence, relatedness, and 

autonomy. These needs are essential to self-determination as they facilitate the 

internalisation process through which initially external or controlled behaviours 
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become more autonomously regulated. For example, in a longitudinal study of 

organisational change in a telecommunications company, Gagné, Koestner, and 

Zuckerman (2000) showed that autonomy supportive conditions facilitated 

employees’ need satisfaction and subsequently, acceptance of change (i.e. 

internalisation) after being subjected to a significant organisational transformation. 

The degree of internalisation and integration achieved can be characterised through 

SDT’s specification of multiple behavioural, or motivational, regulations described 

below.   

3.1.2 The Differentiation of Motivation through Behavioural Regulations  

SDT distinguishes between intrinsic and varied extrinsic sources of 

motivation that underlie human behaviour, as well as a description of the impact of 

each type of motivation regulation in the quality of human functioning. At its core, 

SDT uses the classic concepts of intrinsic and extrinsic motivation. However, 

through rigorous research into people’s reasons for engaging in different activities, 

SDT has evolved to distinguish between autonomous motivation and controlled 

motivation (Ryan & Connell, 1989). Autonomous motivation is characterised by a 

sense of choice and volition, whereas controlled motivation is grounded in a sense of 

pressure and having to engage in a certain behaviour. Intrinsically motivated 

behaviour is prototypically autonomous and describes motivation driven by 

enjoyment of an activity and interest in the activity itself. The experience of intrinsic 

motivation is that the activity seems effortless yet intensely engaging, and 

characterised by positive emotions (Deci, 1971). In contrast, extrinsic motivation 

represents doing something for an instrumental reason that sits outside of doing the 

activity for its own sake (Ryan & Connell, 1989). Importantly, SDT postulates that 
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the forces driving extrinsic motivation vary in the degree to which they are 

autonomous or controlled.  

Whether an extrinsically motivated activity or behaviour is experienced as 

controlling or autonomous is a function on the degree to which the reasons for 

pursuing the task have been internalised by the person (Gagné & Deci, 2005). A core 

process underlying social development, internalisation represents individuals’ natural 

tendency to integrate less interesting (i.e. not intrinsically motivating), but important 

values and behaviours in their social environment into their sense of self (Deci & 

Ryan, 2000). The notion that externally regulated tasks can be internalised and 

integrated within the self is a key contribution of SDT to the motivation literature. 

Coercive factors such as external rewards, punishments, and self-worth contingencies 

that drive behaviour reflect controlled forms of extrinsic motivation. External 

regulation is characterised by behaviours driven out of rewards and punishments 

administered by other people, whereas introjected regulation is marked by 

behaviours driven out of internally administered rewards and punishments. Albeit 

partially internalised, introjected regulation represents a controlled form of extrinsic 

motivation that is grounded by goals or behaviours that are pursued as a result of 

contingent self-worth (pride), guilt, and shame, and can be manifested as ego 

involvements or public self-consciousness (Deci & Ryan, 2000). Identified 

regulation, on the other hand, is an internalised and autonomous form of extrinsic 

motivation. Through the identification process in which individuals recognise and 

accept the underlying value of a goal or behaviour, people more fully internalise its 

regulation and accept it as their own. As such, the behaviour is driven by personal 

significance and self-endorsement. Lastly, integrated regulation refers to the most 

internalised and autonomous form of extrinsic motivation, where individuals have 
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accepted and assimilated externally imposed beliefs and values into their own sense 

of self, or self-identity. However, scholars have found it difficult to distinguish 

integrated regulation from identified and intrinsic factors due to extremely high 

correlations, therefore it is often not included in measures (Gagné et al., 2015) or 

tests of the motivation continuum (Howard, Gagné, & Bureau, 2017). 

 

 

 

 

 

 

 

 

Figure 1. The different types of extrinsic motivation specified on a self-

determination continuum, as specified within SDT and adapted from Gagné & Deci 

(2005). 

 

The above conceptualisation of motivation regulations (depicted in Figure 1) 

provides a guide to which socialisation researchers can understand and measure 

adjustment that occur within newcomers during the socialisation period, to answer 

important research questions about socialisation drivers and their outcomes. For 

instance, has the newcomer encountered a superficial adjustment driven largely by 

external and introjected levels that are less effective in sustaining behaviour, and thus 

more likely to be linked to negative outcomes (e.g., Elijah’s experience)? Or has the 

newcomer encountered a more lasting form of adjustment touching internal attitudes 

and beliefs, which manifests itself in identified and integrated forms of motivation 
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regulations? In turn, such autonomous forms of regulations have been empirically 

shown to foster important, current-day employee characteristics such as proactivity, 

engagement, and well-being (e.g., Ingrid’s experience). It is only when we know 

something about the nature and depth of newcomers’ adjustment that we can make 

meaningful predictions about the way in which the adjustments will be reflected in 

subsequent perceptions and actions in the workplace. 

Indeed, the distinction between motivation regulations as specified in SDT is 

empirically supported (Howard, Gagné, & Bureau, 2017; Howard, Gagné, Morin, & 

Forest, 2018) and functionally important. Empirically, the link between autonomous 

motivation regulations and positive outcomes has been observed for employees as 

well as organisations, such as commitment and retention (Fernet, Austin, & 

Vallerand, 2012; Richer, Blanchard, & Vallerand, 2002), and performance (Kuvaas 

& Dysvik, 2009). Thus, the why, or the underlying drivers behind activities and 

behaviour do matter. Importantly however, even though SDT theorises that humans 

have a natural tendency to internalise and integrate external information such as 

socially salient practices and values, this process can either be facilitated or hindered 

by the social context. Specifically, people’s experience of competence, relatedness, 

and autonomy (the focus of this thesis) with respect to a relevant behaviour 

influences the varying degrees of internalisation and motivation regulations adopted 

towards the behaviour.  

3.1.3 Basic Psychological Needs  

The concept of needs is one that has been salient since the early theorising of 

SDT (e.g., Deci, 1975; Deci & Ryan, 1980, 1985). Important within SDT is the 

concept that people from all cultures share the evolved and fundamental 
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psychological needs for competence, relatedness, and autonomy. Each need is 

defined and discussed in more detail in a section below. Briefly, need for competence 

reflects humans’ propensity to have an effect on their environment; need for 

relatedness reflects humans’ strong desire for reciprocal interpersonal connections 

for thriving; and need for autonomy reflects humans’ innate propensity to feel 

volitional and self-endorsement while carrying out an activity. 

In SDT, needs are described as “innate psychological nutriments that are 

essential for ongoing psychological growth, integrity, and well-being” (p.229, Deci 

& Ryan, 2000). That is, the satisfaction of these basic needs functions as a source 

that energises the internalisation and integration process that contributes to human 

thriving. In contrast, the frustration of needs not only hampers the growth potential of 

individuals, but will lead to ill-being and maladaptive functioning (Vansteenkiste & 

Ryan, 2013). There is a universality implication to the conceptualisation of these 

needs stating that they apply to all individuals, even if individuals may report 

differential valuing of each need (Ryan & Deci, 2017). Indeed, Chen et al. (2015) 

measured need satisfaction and frustration across four cultures and demonstrated that 

the need variables predicted critical outcomes across Belgium, China, USA, and 

Peru. They found that well-being correlates of need satisfaction were statistically 

equivalent across the four countries in two studies. Importantly, participants’ desires 

or values towards the needs did not affect, or moderate, the relationships between 

need satisfaction and outcomes. All three needs also uniquely contributed to 

outcomes after controlling for critical covariates such as income, financial 

satisfaction, and health satisfaction, further supporting the universality claim for need 

satisfaction.  
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Further, while certain personal characteristics such as self-esteem and 

proactive personality facilitate the satisfaction of needs, demographic variables are 

generally unrelated to basic need satisfaction (Van den Broeck, Ferris, Chang, & 

Rosen, 2016). It may be noteworthy that while other need ‘candidates’ have been 

suggested, they do not meet SDT’s stringent criteria for inclusion as a basic 

psychological need. These criteria include a construct that is predictive of 

psychological integrity and health, specifies content, explains empirical phenomena, 

represent a growth rather than deficit need, and one that operates universally (Ryan 

& Deci, 2017). While an in-depth discussion into the specific criteria for qualifying 

as a basic need is beyond the scope of this dissertation, Ryan and Brown (2003) 

provide a discussion concerning needs for self-esteem, Martela & Ryan (2016) for a 

benevolence need, and Ryan & Deci (2000b) for needs related to meaning and 

security.  

Psychological need satisfaction represents a key factor in facilitating the 

process of internalisation, prompting higher levels of autonomous motivation 

regulations. To the extent that these needs are satisfied, optimal functioning and 

psychological growth (i.e., internalisation) are promoted; and to the extent that the 

needs are thwarted or frustrated, more negative outcomes and ill-being are predicted 

(Chen et al., 2015; Van den Broeck, Ferris, Chang, & Rosen, 2016). For example, 

meta-analytic results demonstrate that the degree of basic need satisfaction 

determines various aspect of employee attitudes (e.g., affective commitment, 

intentions to stay), employee well-being (e.g., engagement, thriving), and behaviour 

(e.g., performance, organisational citizenship behaviour; Van den Broeck et al., 

2016). 
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3.1.4 Optimal Functioning as Distal Outcomes 

In their review of influential theoretical lenses of work motivation, Van den 

Broeck, Carpini, and Diefendorff (2019) identified optimal functioning as the 

ultimate product of employee motivation. Based on prior descriptions of optimal 

functioning (Gagné & Vansteenkiste, 2013, Fredrickson, 2004), Van den Broeck and 

colleagues (2019) defined it as “the manifestation of intra- and interpersonal growth 

and development in terms of employee well-being (e.g. positive emotions and 

vitality), attitudes (e.g. positive attitudes toward others and the organisation), and 

behaviour (e.g. performance, proactivity, and collaborative behaviours)” (p.519).  

Using SDT to study socialisation shifts the focus from reducing uncertainty 

and anxiety towards providing social-contextual ‘vitamins’ for employee growth and 

optimal functioning. The interaction between individuals as active, growth-oriented 

organisms and their social context forms the basis for theoretical predictions about 

behaviour, experience, and development. Granted, the dominant distal outcomes 

studied in the socialisation literature are in line with aspects of optimal functioning, 

particularly with attitudes and behaviour. Indeed, two separate meta-analytic reviews 

identified organisational commitment, job satisfaction, performance, retention, and 

role orientation as key distal outcomes of organisational socialisation (Bauer et al., 

2007; Saks et al., 2007). Interestingly, Van Maanen and Schein (1979) originally 

claimed their belief that rather than the attitudes, motives, beliefs, or values 

associated, it is how an individual behaves in the new organisational role (i.e. 

behavioural outcomes) that are organisationally and theoretically relevant to the 

outcomes of the socialisation process. Hence, the authors focused heavily on 

newcomers’ role orientation, whether it is innovative or custodial), as a key outcome 

when operationalising their socialisation tactics framework. The potential limits of 
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their approach are further discussed in Chapter 5. In short, advancements in 

socialisation research suggest that important outcomes of socialisation are not 

confined to behavioural or role orientation outcomes.   

In this dissertation, I propose that a key theoretical mechanism connecting 

newcomers’ socialisation experience to optimal functioning outcomes is the extent to 

which newcomers’ overall psychological needs are satisfied. In the next section, I 

provide arguments for commonly studied proximal outcomes of socialisation to be 

re-envisioned as psychological need satisfaction under SDT’s well-established 

theoretical framework. Using SDT as a theoretical lens for newcomer socialisation 

enables a more expansive account of what represents a successful socialisation.  

3.2 Basic Psychological Needs as Proximal Outcomes 

SDT propositions regarding how social-contextual factors can promote or 

undermine people’s sense of autonomy, competence, and relatedness have theoretical 

import and practical significance for newcomer socialisation. Organisations may be 

able to reap immense benefits by shaping newcomer socialisation in a way that 

satisfies newcomers’ basic needs. As highlighted above, various studies demonstrate 

psychological need satisfaction as a reliable predictor of employees’ optimal 

functioning in the forms of psychological, behavioural, and developmental 

experiences that mark a successful socialisation experience (e.g., learning, 

persistence, thriving, and commitment towards the organisation; Deci, Olafsen, & 

Ryan, 2017; Van den Broeck, Carpini, & Diefendorff, 2019).  

Despite the importance of understanding how socialisation might help satisfy 

(or thwart) newcomers’ needs and subsequently promote (or thwart) autonomous 

regulations and better work outcomes, we know little about these relationships. An 
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early study examining the concept of psychological needs satisfaction in the 

workplace involved participants who were part of a transitional employment program 

associated with a state psychiatric hospital (Kasser, Davey, & Ryan, 1992). As part 

of the program, participants were provided with vocational training, experience, and 

income through a variety of job placements ranging from low-skill employment to 

computer programming in the community. Kasser and colleagues found that 

employees’ need satisfaction was significantly related to managers’ ratings of the 

employees’ adjustment in their respective jobs, and, importantly, their readiness for 

regular employment settings. Albeit not a study focused on socialisation and 

involving a non-typical work setting due to the study population and conditions of 

work, the results of this study provides budding evidence of the importance of need 

satisfaction in work adjustment settings, a process central to socialisation of 

newcomers. 

Below, I provide arguments to embed need satisfaction into the study of 

newcomer adjustment process. For each need, I will first provide a definition and 

SDT’s arguments for the need to be universally important for facilitating intrinsic 

and integration processes. I then extend the review into the socialisation context to 

discuss the varying degrees to which each need has been proposed and examined so 

far as an important indicator of newcomer adjustment.  

3.2.1 Need for Competence 

Competence is characterised by a sense of mastery and perceived ability to 

cause desired outcomes in one’s surroundings. SDT’s perspective on competence 

derives from the work of R. White, who proposed competence as a basic need as it 

“satisfies an intrinsic need to deal with the environment” (White, 1959, p.318). He 
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labelled people’s propensity toward feeling competent and having influence over 

one’s environment as effectance motivation, and posited that its effective functioning 

is the basis for healthy development. Competence, or having effectance, is a readily 

researched construct in psychology and is widely accepted as a core element in 

motivated actions (Bandura, 1989; Deci, 1975; Harter, 2012), such that individuals 

who have greater confidence that they will succeed in a task is more likely to exert 

effort toward the task . The concept of efficacy or competence is also a readily 

accepted condition for motivated behaviour within goal theories (e.g., Locke & 

Latham, 1990), Vroom’s valence-instrumentality-expectancy theory (Vroom, 1964), 

and the theory of flow (Csikszentmihalyi, 1990). For example, Vroom contends that 

people are most motivated when they believe that their performance (expectancy) 

will lead to an outcome (instrumentality) that is attractive (valence). However, in line 

with White (1959), SDT places a particular focus on the intrinsic satisfaction 

associated with effective mastery, rather than the extrinsic satisfaction related to 

desired outcomes or reinforcements. That is, self-determination theorists posit that 

competence functions as a psychological experience that needs to be fulfilled in 

order to promote processes such as intrinsic motivation, integration of values and 

regulations, and, ultimately, psychological health (Ryan & Moller, 2017). 

Competence and newcomer adjustment. Drawing from uncertainty 

reduction theory, researchers have theorised that as newcomers may face uncertainty 

and anxiety upon organisational entry, those who feel that they are able to master and 

feel confident in their new job are more likely to have favourable organisational and 

individual outcomes. Indeed, self-efficacy and task mastery represent key proximal 

constructs that are highly related to socialisation outcomes, such as organisational 

commitment, satisfaction, and turnover (Bauer et al. 2007). From a self-
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determination theory perspective, having self-efficacy and feeling a sense of task 

mastery compares to satisfying the need for competence. More specifically, 

competence need in this context refers to an innate psychological nutriment that 

when satisfied, will drive and motivate newcomers to engage in their new role and 

experience psychological growth through developing the necessary knowledge and 

skills required for the job. On the other hand, if newcomers’ need for competence is 

thwarted or not fulfilled through their socialisation experiences, whether as a 

function of organisational tactics, proactivity from themselves, supervisor or 

colleague support, they are less likely to experience optimal growth and development 

in integrating into the new role and organisation, rather, resulting in helplessness and 

a lack of motivation (Deci & Ryan, 2000). 

3.2.2 Need for Relatedness 

Relatedness is characterised by a sense of meaningful connection with others. 

The need for relatedness refers to people’s inherent propensity to feel involved with 

others and have a sense of belonging, as discussed and studied in other theories on 

intimacy and attachment (e.g., Baumeister & Leary, 1995; Bowlby, 1988; McAdams, 

1989). For example, Bowlby’s attachment theory implies that security of attachment 

is important for intrinsic motivation. Attachment theories have found that infants 

display more intrinsic motivation, reflected through curiosity and exploratory 

behaviours, when they are securely attached to a primary caregiver (Ainsworth, 

Blehar, Waters, & Wall, 2014; Grossmann, Grossmann, & Zimmermann, 1999). 

Baumeister and Leary (1995) also posit that people commonly behave in ways that 

bring them acceptance, approval, and group membership as a function of the need for 

belongingness. 
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 In an early 2-phase experimental study investigating the effects of feedback 

and rewards on children’s intrinsic motivation, Anderson, Manoogian, and Reznick 

(1976) attempted to create a control condition in which there was no praise, rewards, 

nor positive feedback given to preschool children. Although the researchers expected 

this condition to yield a moderately high level of intrinsic motivation, they 

unexpectedly found a large decline in children’s intrinsic motivation. They attribute 

this finding to children’s experience of rejection and relatedness frustration, which 

negatively affected their intrinsic motivation (Ryan & Deci, 2017). Importantly, SDT 

also acknowledges that people can engage in intrinsically motivating activities 

solitarily (Ryan & Deci, 2000b). However, in line with the theory’s focus on intrinsic 

and autonomous motivational dynamics, the need for relatedness is important in 

understanding people’s tendencies to internalise values and regulations and in turn, 

well-being (Ryan & Deci, 2011). Out of the need to belong and feel connected, an 

assumption is that individuals are more likely to take interest in what others believe 

and do and what is expected of them. In turn, people are more equipped to behave in 

ways that ensure acceptance and involvement (Ryan & Deci, 2017).  

Internalisation and integration are more likely in the presence of ambient 

supports for relatedness. Indeed, Van den Broeck and colleagues' (2016) meta-

analysis reported that employees’ relatedness need satisfaction was negatively related 

to external motivation, and associated positively with introjected, identified, and 

intrinsic motivation in an increasing fashion (i.e., according to SDT’s controlled to 

autonomous motivation continuum). Using experience-sampling methods and a 

sample of heterogenous workers, Ryan, Bernstein, and Brown (2010) found that 

workers were more likely to report low relatedness (and low autonomy) during 

weekdays at work compared to weekends, and these reports were related to higher 
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ill-being and somatic symptoms. Research on ostracism provides further support on 

the importance of relatedness need satisfaction in influencing employees’ optimal 

functioning. In two experimental investigations, Lustenberger and Jagacinski (2010) 

found that participants who were ostracised displayed poorer performance and 

experienced lower positive mood and relatedness compared to included participants. 

Additionally, ostracism influenced participants’ intrinsic motivation through positive 

mood. The experience of social exclusion thwarts people’s sense of belongingness, 

and increases job-induced anxiety, depression, job search behaviours, and turnover 

intentions (Ferris, Brown, Berry, & Lian, 2008). 

Relatedness and newcomer adjustment. Studies evoking theories related to 

social interactions such as social exchange theory and social capital theory (discussed 

in Chapter 2) have contributed to the significant finding of the importance of 

organisational insiders for newcomer adjustment. Not only do organisational insiders 

influence newcomers’ learning process in terms of gaining information, the 

successful socialisation of newcomers also depend on newcomers feeling socially 

comfortable, accepted, and included by organisational insiders, including their peers 

and superiors. Indeed, research has often treated social acceptance and social 

integration as proximal indicators of newcomer adjustment.  

High-quality relationships with both leaders (Jokisaari, 2013; Sluss & 

Thompson, 2012) and peers (Jokisaari & Nurmi, 2009; Kammeyer-Mueller, 

Wanberg, Rubenstein, & Song, 2013; Morrison, 2002) are positively related to 

favourable socialisation outcomes such as organisational commitment, performance, 

and retention, even after controlling for personality and role clarity. While previous 

studies focus on the instrumental value or an exchange view of human interactions 

and relationships on socialisation outcomes, SDT scholars posit that beyond these 
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extrinsic benefits, the need for relatedness is an innate one (Ryan, 1995; Ryan & 

Deci, 2017). That is, as described above, it is argued that based on the significant 

adaptive benefits accompanying quality relationships, people have evolved to carry a 

behavioural propensity to seek out and maintain close and trusting relationships with 

others. Thus, while research has yet to investigate this in ‘SDT terms’, one might 

expect that newcomers who are in a context that conveys warmth and inclusion, as 

well as having opportunities to contribute to their work teams, are more likely to 

have a more positive socialisation experience and be better integrated within their 

new role in the organisation. In contrast, if newcomers are held at a distance from 

existing organisational members, are not given the opportunities to voice and 

contribute to their team based on their short tenure, or do not have access to 

emotional and concrete resources provided by colleagues, this undermining of their 

need for relatedness is likely to play a role in ill-being and negative adjustment 

outcomes.  

Thus far, the commonly studied proximal outcomes of socialisation that 

address task and social transitions of newcomer adjustment can be organised and 

captured under the SDT framework as fulfilment of newcomers’ psychological needs 

for competence and relatedness. Extending previous theoretical viewpoints of 

reducing uncertainty and sensemaking, an SDT perspective views the satisfaction of 

newcomers’ need for competence and relatedness as necessary not only for affective 

consequences such as having role clarity and increased sense of integration, but also 

for facilitating the active internalisation and integration process that would lead to 

employees’ optimal functioning at work. Importantly, however, the need for 

autonomy is not one that is salient within the socialisation literature. Below, I 

introduce autonomy need satisfaction as an important construct that, with its 
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consideration in the socialisation process, would push the literature forward to more 

expansively understand the drivers and indicators of successful socialisation.  

3.2.3 Need for Autonomy 

Autonomy is characterised by a sense of choice, volition, and self-integration. 

The need for autonomy in SDT refers to the need to self-regulate one’s experiences 

and actions, reflected in behavioural functioning that is driven by a sense of 

voluntariness, congruency, and integration (de Charms, 1968; Ryan, 1993). 

Individuals acting autonomously engage in behaviours that are self-endorsed or 

consistent with their own authentic interest and values, whereas autonomy is 

thwarted when a person experiences pressure, coercion, and a sense of alienation 

from self (Ryan & Deci, 2006).  

SDT’s conceptualisation of autonomy can be traced back to Heider (1958) 

and de Charms’ (1968) work on perceived locus of causality (PLOC)(Ryan & 

Connell, 1989). On the inference of intentionality, Heider (1958) claimed that 

individuals perceive action and/or outcomes as either intentional (i.e., personally 

caused) or nonintentional (i.e., impersonally caused). Extending on Heider’s work, 

de Charms (1968) later argued for a further distinction between freely performed and 

externally induced intentional actions. de Charms proposed that intentional (i.e., 

personally caused) acts can stem from internal perceived locus of causality (I-PLOC) 

or external perceived locus of causality (E-PLOC). I-PLOC relates to behaviours that 

are truly volitional where individuals see themselves as the origin of action, whereas 

E-PLOC reflects situations where one engages in a behaviour due to external 

pressures or introjected forces. For example, a newcomer may want to participate in 

company networking because they enjoy social events and see the value in getting to 
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know their colleagues. In this instance, the newcomer is likely to feel like the 

originator of their behaviour, rather than a ‘pawn’, and their PLOC would be 

internal. On the other hand, a newcomer may also be intentionally attending the 

company’s networking event, yet they are doing so only because they feel like they 

have to, due to perceived expectations from managers or colleagues. Thus, SDT’s 

notion of autonomous versus controlled forms of motivation reflect de Charms’ 

distinction between I-PLOC and E-PLOC, respectively.  

Importantly, SDT carefully distinguishes autonomy from the concept of 

individualism, independence, freedom of choice, or separateness and detachment 

from others (Ryan, La Guardia, Solky-Butzel, Chirkov, & Kim, 2005; Ryan & 

Lynch, 1989). For example, Chen, Vansteenkiste, Beyers, Soenens, and Van 

Petegem (2013) conducted a study with Chinese adolescents in an attempt to 

disentangle autonomy from independence. They found participants’ level of 

independent decision-making did not significantly predict well-being or need 

satisfaction. However, self-endorsed motives (i.e., autonomy) for both independent 

and dependent decision-making predicted a unique positive effect on participants’ 

psychological well-being, and this relationship is mediated by psychological need 

satisfaction. Further, Chirkov, Ryan, Kim, and Kaplan (2003) empirically tested their 

hypothesis that cultural values and practices (e.g., collective versus individualistic) 

are endorsed at a between cultural level, whereas the relative autonomy of 

individuals for practicing these norms impact their well-being within cultures. Their 

results from participants across South Korea, Russia, Turkey, and the United States 

supported their hypothesis: for all cultures and both genders, participants’ well-being 

was predicted by the degree to which they experienced autonomy in behaving 

according to cultural norms. Supporting the notion that autonomy, as an experience 
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of self-endorsement, is important for psychological health across cultures, 

participants’ cultural membership did not moderate the above relation.  

In terms of work context and although related, SDT’s conceptualisation of 

autonomy is somewhat different from the focus on task characteristic-nature of 

autonomy typically held in organisational psychology (Morgeson & Humphrey, 

2006; Oldham, Hackman, & Pearce, 1976). Rather than a task characteristic where 

employees perceive having decision-making power on aspects of their work, 

autonomy in the SDT context refers to the subjective experience of psychological 

freedom, harmony, and integrated functioning during activity engagement (i.e. 

feeling volitional and pressure-free; Van den Broeck, Vansteenkiste, de Witte, 

Soenens, & Lens, 2010).  

Autonomy represents an integral ingredient in intrinsic motivation and is 

crucial for the full internalisation of external values and regulations (Deci et al., 

1994; Deci, Ryan, & Koestner, 1999). As noted earlier, the internalisation of 

regulations can be merely introjected, or it could be a fuller form through 

identification. Whilst the satisfaction of competence and relatedness facilitates the 

internalisation of underlying values and regulatory structures of a behaviour to an 

extent, it is the satisfaction of autonomy that allows for fuller internalisation, thereby 

determining whether identification, rather than just introjection, will occur (Gagné & 

Deci, 2005). For example, an early experimental study by Ryan (1982) involved the 

manipulation of autonomy in conditions where participants received positive 

feedback (i.e., competence need satisfaction). All participants were given positive 

feedback on completing an activity, however, half included controlling language 

after being told that they had done well, such as “just as they you should” or “as was 

expected”. Participants who received the controlling language displayed significantly 
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less intrinsic motivation, suggesting the unique role that autonomy need satisfaction 

plays in individuals’ autonomous motivation.  

In another study of positive feedback in a work setting, Hewett and Conway 

(2016) found that positive feedback that is very salient (i.e., reward is expected or 

conspicuous when task is being performed) is likely to be experienced as controlling, 

thereby decreasing employees’ intrinsic motivation. In sum, individuals experience 

fuller internalisation as they can truly concur with, and willingly enact, adopted 

values and practices (Ryan & Deci, 2017). Such internalised forms of motivation 

regulation is important because they are linked to a host of positive outcomes 

including higher job satisfaction, organisational commitment, and well-being 

compared to controlled forms of motivation (Deci et al., 2017; Howard, Gagné, 

Morin, & Forest, 2018). 

Autonomy and newcomer adjustment. Autonomy as a proximal outcome 

of socialisation is important because from an SDT perspective, it is not sufficient for 

a newcomer to simply reduce uncertainty to achieve role clarity and feel accepted 

through socialisation experiences. That is, one can undergo a socialisation experience 

that helps understand what needs to be done on the job, whilst feeling socially 

integrated, yet still not fully see the value of it or accept it as a personal goal. 

Frequently studied proximal outcomes (i.e., those that satisfy competence and 

relatedness) do not fully capture how newcomers internalise and integrate learned 

information to be aligned with their sense of self. Studies have mainly focused on 

newcomers’ understanding and ability to do their job and be socially integrated 

within their workgroup as a means of explaining the socialisation process. As a 

result, although the importance of social integration and reducing uncertainty to build 

competence in facilitating longer-term newcomer adjustment are well established, 
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our understanding of how new employees transform external sources of information 

and values (either given by the organisation or learned by the newcomer) to become 

integrated within the individual is lacking.  

The notion of accounting for autonomy as a proximal indicator of newcomer 

adjustment implies that newcomers should also come to understand the meaning and 

importance of their job tasks, and experience self-determination (or I-PLOC) while 

engaging in them. Indeed, higher levels and longer lasting socialisation outcomes 

will likely accompany newcomers’ efforts that are rooted internally rather than 

externally (Lacaze & Bauer, 2014). When embedded in SDT, the objectives of 

organisational socialisation are not only focused on developing outcomes such as 

commitment, retention, and performance, but also for employees to experience well-

being and personal growth (i.e. optimally motivated) while contributing to 

organisational effectiveness wholeheartedly.  

The importance of the experience of autonomy, even in interpersonal helping 

contexts during socialisation is highlighted in a recent study by Rubenstein, 

Kammeyer-Mueller, and Thundiyil (2020). The researchers found that newcomers 

were more likely to reciprocate help towards supervisors if they attributed their 

supervisor’s initial helping behaviour as altruistic rather than self-oriented for 

tangible gains. Through an SDT lens, their results suggest that while interpersonal 

help may increase newcomers’ relatedness and subsequent helping behaviour to 

contribute to the work team, the attribution of received help to supervisor-self-

oriented motives can dampen the positive relationships between receiving and 

reciprocating help. A plausible key to this undermining is the extent to which the 

help received is experienced as autonomous or controlling, and the intrinsic value of 
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the help given (along with the associated behavioural benefits) can be undermined in 

cases where it is experienced as controlling. 

Socialisation research has thus far neglected the role of autonomy, directly 

and operationalised as a sense of self-determination, in understanding newcomer 

adjustment, pointing to an important gap in the literature. Rather, as highlighted in 

the preceding chapter, Van Maanen and Schein’s early theorising suggested custodial 

role orientation as a key outcome of institutionalised socialisation tactics. In this 

regard, there was a heavy emphasis on newcomers as ‘pawns’ rather than active 

agents of socialisation, and no consideration of internalisation and the role of 

autonomy in the process. However, as Lacaze and Bauer (2014) observed, “Research 

on organisational socialisation has progressively evolved from a vision of 

organisations imposing their values to their members to a vision of proactive 

employees striving to reduce uncertainty by seeking out information”. (p. 59) 

In line with the essence of progressive development of the socialisation 

literature, and an expectation for employees to have a sense of personal 

responsibility, I also argue that newcomers’ experience of autonomy and 

internalisation should be a critical consideration in the socialisation process. Van 

Maanen and Schein’s (1979) original assumptions related to uncertainty reduction 

and socially embedded are in line with SDT’s proposed needs for competence and 

relatedness, respectively. However, their assumption rejecting the importance of 

internalisation directly oppose SDT’s assumptions. Under an SDT perspective, 

newcomers will not only will be motivated to reduce uncertainty and interact with 

organisational members, they are also engaging in an active internalisation and 

integration process during the socialisation period. Additionally, the degree to which 



 

 

58 

 

their need for autonomy is satisfied will significantly predict the quality of their 

internalisation, and subsequently, adjustment and socialisation outcomes.  

Previous models of socialisation do not directly consider the internalisation 

process where newcomers’ come to perceive and experience a I-PLOC, or autonomy, 

in carrying out their job. As Ashford and Nurmohamed (2012) fittingly described: 

“…when we think of individuals as being socialised we not only think of 

them as being knowledgeable and skilled, but also as people who have bought 

into the prevailing norms, who feel part of the organisation and who are 

excited about its goals. This broader sense of outcomes suggests a needed 

expansion of our definition of socialisation, from one simply about acquiring 

knowledge and skills to one also referencing a growing identification with the 

organisation and internalisation of its values. It also suggests an emphasis on 

different mediating processes than those that have dominated the literature to 

date.” (p.15)   

Autonomy need satisfaction represents an excellent candidate for Ashford and 

Nurmohamed’s reference to a different mediating process to study how newcomers 

grow in identification with the organisation and internalise its goals and values.  

 Perhaps the closest example to studying autonomy in socialisation pertains to 

a study by Cable, Gino, and Staats (2013). The authors drew on authenticity research 

and theorised that socialisation experiences that encourage newcomers to express 

their personal identities and authentic selves would lead to better adjustment 

outcomes. In a field experiment of new telemarketing employees in India, the authors 

created three different groups of socialisation experiences: an individual identity 

group, an organisational identity group, and a control group that received no special 

training. The individual identity group received training that emphasised the 
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importance of new employees’ authentic selves at work, whereas the organisational 

identity group received training that emphasised the strengths of the organisation. Six 

months post-training, they found that the individual identity group was associated 

with better retention rates and customer satisfaction ratings compared to the control 

and organisational identity groups. These results were later replicated in a controlled 

laboratory setting. Their findings have major implications for the study of 

organisational socialisation, as they highlight the importance of considering 

mechanisms for valuing employees for their own unique resources and the 

encouragement of authenticity in facilitating adjustment. Autonomy need satisfaction 

and experience of self-congruence are hallmarks of authenticity (Ryan & Ryan, 

2019). As such, Cable and colleagues’ research suggests that autonomy does in fact 

play a critical role in the degree to which an organisation can reap the positive 

benefits of a new employer-employee relationship, including lower turnover rates 

and better performance.    

3.3 Summary and Overview of Empirical Studies 

In summary, applying an SDT lens to study newcomer socialisation may 

allow for a deeper understanding of the processes through which socialisation 

experiences affect newcomers’ internalisation of the external information and 

regulations that they encounter during organisational entry. All three psychological 

needs represent nutrients that allow people to develop their capacities and realise 

their full potentials right from the start of employment (Gagné, Deci, & Ryan, 2017). 

Considerable evidence show that need satisfaction, as defined within SDT, is critical 

in promoting favourable work outcomes that are also important distal outcomes of 

socialisation as described in the optimal functioning section above. These outcomes 
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include engagement and job performance (Baard, Deci, & Ryan, 2004; Deci et al., 

2001), thriving and well-being at work (Van den Broeck, Vansteenkiste, de Witte, 

Soenens, & Lens, 2010, Nie et al. 2014), commitment, retention (Gagné, 2003; 

Richer, Blanchard, & Vallerand, 2002). 

There is also a growing trend in the promotion of employees’ positive health 

(Seligman, 2008) and positive experiences at work (Luthans, 2002). While previous 

theoretical viewpoints (e.g., uncertainty reduction theory, social exchange theory, PO 

fit) have significantly advanced our understanding of newcomer adjustment, they do 

not directly account for the importance of the internalisation process or adopt a 

‘positive’ view on how newcomers can become engaged and thrive. Such a focus is 

particularly important in today’s volatile, uncertain, and complex work 

configurations to promote employees’ engagement and thriving, both of which are 

critical for employee and organisational successes (Spreitzer, Lam, & Fritz, 2010). 

SDT as a psychological theory identifies the necessary social conditions and 

psychological processes that facilitate or forestall the extent to which newcomers 

become not only well-adjusted, but also engaged, optimally motivated, and thrive.  

To this end, the primary objective of this thesis is to embed self-

determination theory into the study of newcomer socialisation, and investigate need 

satisfaction as explaining mechanisms for the relationship between socialisation 

drivers and outcomes. In so doing, I hope to make several contributions to the 

existing socialisation literature. Firstly, Chapter 4 provides the first empirical study 

of psychological need satisfaction as mediating mechanisms between socialisation 

drivers and outcomes. This chapter is presented in a standalone manuscript format, as 

published in the Journal of Business Psychology. In Chapters 5 and 6, which are 

presented in typescript, I aim to advance the theorising of organisational socialisation 
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tactics through a refinement of Van Maanen and Schein’s (1979) socialisation tactics 

framework. Together with my colleagues, I also develop and validate an 

accompanying Socialisation Experience Scale to provide a reliable and valid 

instrument for future research in this area.   
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Chapter 4 

Satisfying Newcomers’ Needs: 

The Role of Socialisation Tactics and Supervisor Autonomy Support 
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needs: The role of socialization tactics and supervisor autonomy support. Journal of 
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Note. This chapter was written in American English for publication and is presented in this thesis as 

published. 
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4.1 Abstract 

We investigate a novel approach to newcomer socialisation based on self-

determination theory (SDT). A core assumption of SDT is that when social contexts 

support basic psychological needs for autonomy, competence, and relatedness, 

people are more likely to integrate new experience effectively and thrive in their 

environment. We sought to examine the role of psychological need support within 

the context of newcomer socialisation, the period of early entry where newcomers 

learn their new job and become integrated within the organisation. We propose that 

organisational socialisation tactics and perceived autonomy supportive supervision 

jointly influence newcomers’ basic psychological needs and in turn, their 

organisational commitment and withdrawal cognitions. Results from structural 

equation modelling analyses from a time-lagged study of 489 MBA interns supported 

our hypothesized model. There were significant indirect effects of institutionalized 

socialisation tactics and supervisor autonomy support on both affective 

organisational commitment and withdrawal cognitions, via psychological need 

satisfaction. Use of institutionalized tactics also was negatively associated with 

interns’ specific need for autonomy, suggesting individualized tactics may play a role 

in supporting newcomers’ sense of self-determination. A post hoc moderation 

analysis further suggested a substitutive pattern in the interaction between supervisor 

autonomy support and institutionalized tactics, emphasizing the central role that 

supervisors play in newcomer socialisation, particularly when it pertains to 

newcomers’ psychological need satisfaction. Our results indicate SDT is a promising 

and meaningful lens through which to study newcomer adjustment.  

Keywords: socialisation; autonomy support; need satisfaction; commitment; 

withdrawal cognitions; self-determination theory 
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4.2 Introduction 

Starting a new job is a process that entails change, learning, and overcoming 

uncertainty. Organisational socialisation is the process whereby newcomers 

transition from being organisational outsiders to learning the ins and outs of their 

new role and organisation in order to become engaged and effective insiders who are 

committed, satisfied, and intent on remaining with their organisation (Bauer, Bodner, 

Erdogan, Truxillo, & Tucker, 2007; Saks, Uggerslev, & Fassina, 2007). Industry 

statistics show that 23-25 percent of new hires leave in their first year (Allied HR IQ, 

2012; Baumann, 2018) while those who go through formal socialisation programs 

are 50 percent more likely to be retained by their employers for at least three years, 

and 34 percent more proficient in their first 8-12 months (Baumann, 2018). It is 

therefore crucial for organisations to understand and facilitate new hires’ adjustment 

processes to maximize the effectiveness of costly personnel recruitment, selection, 

and training practices.  

In this study, we investigated the effectiveness of newcomer socialisation 

experiences through a novel lens of psychological needs based on self-determination 

theory (SDT; Deci & Ryan, 1985, 2000). Decades of SDT research point to the 

importance of facilitating high-quality, sustainable motivation via the satisfaction of 

psychological needs for autonomy, competence and relatedness (Ryan & Deci, 

2017). With numerous studies suggesting basic psychological need satisfaction as a 

reliable predictor of desirable work outcomes such as intrinsic motivation, 

performance, thriving, and commitment (Deci, Olafsen, & Ryan, 2017), 

organisations may be able to reap immense benefits in the employment relationship 

by shaping newcomer socialisation in a way that facilitates these needs. Indeed, 

psychological need satisfaction is a pre-requisite for optimal motivation that leads to 
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adaptive psychological, behavioral, and developmental experiences that would be 

desirable for newcomers (e.g. learning, persistence, commitment towards the 

organisation; Deci et al., 2017; Van den Broeck, Ferris, Chang, & Rosen, 2016).We 

therefore sought to investigate the function of need satisfaction during the period of 

early entry that represents one of the most critical phases of organisational life. More 

specifically, we propose that a key theoretical mechanism connecting newcomers’ 

socialisation experience to critical outcomes including commitment and withdrawal 

cognitions is the extent to which newcomers’ overall psychological needs are 

satisfied.  

SDT propositions regarding how social-contextual factors can promote or 

undermine people’s sense of autonomy, competence, and relatedness have theoretical 

import and practical significance for newcomer socialisation. We argue that 

commonly studied proximal outcomes of socialisation can be re-envisioned as 

psychological need satisfaction under the established theoretical framework of SDT. 

Using SDT in this way as a theoretical lens for newcomer socialisation also enables 

us to explain more distal outcomes that extends previously established effects of 

need satisfaction, as we elaborate in the discussion section. 

In this investigation, we examined two critical sources of newcomer 

adjustment—socialisation tactics provided by organisations, and the provision of 

autonomy support from supervisors—as levers by which newcomers feel committed 

and intent on remaining with an organisation. While research informs that a 

structured, institutionalized socialisation experience positively contributes to 

newcomer adjustment, its impact on psychological need satisfaction is yet to be 

established. This is particularly true in the context of autonomy need satisfaction, a 

key motivational ingredient in fostering desirable organisational outcomes (Ryan & 
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Deci, 2017). By gaining a deeper understanding of how socialisation tactics influence 

psychological need satisfaction, organisations can also make better decisions to 

foster desirable outcomes such as employee commitment and retention early in the 

employee-employer relationship.  

Furthermore, supervisors play a unique and critical role in newcomer 

adjustment outcomes (Kammeyer-Mueller et al., 2013). Studies examining the 

motivational impact of workplace situational factors using SDT have focused on 

employees’ perceptions of supervisor autonomy-supportive behaviors (Slemp, Kern, 

Patrick, & Ryan, 2018), though not in the context of newcomer adjustment, nor in 

conjunction with organisational socialisation tactics. Importantly, employee 

commitment and retention fueled by motivational quality are facilitated when 

employees perceive supervisors as autonomy-supportive, and evidence suggests it is 

possible to train supervisors to be more autonomy-supportive (e.g. Hardré & Reeve, 

2009). This study thus sheds light on the importance of supervisors’ autonomy 

supportive orientation in newcomer adjustment, and offers practical guidance to 

organisations and practitioners with a cluster of behaviors that supervisors might 

adopt to improve newcomer retention and commitment.  

To this end, we tested a model (Figure 1) in which socialisation tactics and 

perceived supervisor autonomy support (here onwards referred to as supervisor 

autonomy support) together predict socialisation outcomes through need satisfaction. 

We used a two-wave survey design involving 489 MBA interns who worked full-

time at various organisations.  
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Figure 1. Hypothesized model. 

4.2.1 Organisational Socialisation Tactics 

Organisational socialisation is the process by which individuals gain the 

knowledge, skills, attitudes, and behaviors necessary to adapt to a new work role 

(Van Maanen & Schein, 1979). Effective socialisation helps new hires become 

participating and effective insiders (Bauer et al., 2007; Feldman, 1976), and 

encompasses broad learning and adjustment processes within newcomers (Wanberg, 

2012). Organisational socialisation is also a primary mechanism by which 

organisational culture is transmitted and maintained (Bauer, Morrison, & Callister, 

1998). Adequate socialisation is associated with positive outcomes, including 

individual performance, organisational commitment, and retention (Bauer et al., 

2007; Saks et al, 2007).  

Organisations use a variety of tactics to socialize their new hires. Van Maanen 

and Schein (1979) originally proposed six different socialisation tactics that were 

subsequently grouped into three factors (context, content, and social) along an 

individualized-institutionalized continuum (Jones, 1986; Kim et al., 2005). 

Individualized tactics are relatively less structured; newcomers experience 

socialisation more by default than design and are left to fend for themselves.  
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Institutionalized tactics are more structured, systematic, and formalized (Jones, 

1986). Organisations that use institutionalized tactics typically provide newcomers a 

common set of learning and formal training experiences (context), clear information 

about the timing and sequence of activities to achieve learning milestones (content), 

and mechanisms to connect newcomers with experienced organisational members 

who provide positive social support and feedback that affirms their identity (social).  

Organisational actions can facilitate the socialisation process and have a 

positive impact on newcomer adjustment. For instance, meta-analytic studies showed 

that institutionalized tactics are positively associated with organisational 

commitment and intentions to remain, both key distal indicators of newcomer 

adjustment (Bauer et al., 2007; Saks et al., 2007) which we include in our study.  

Importantly, researchers have argued that studies should identify the processes 

by which socialisation tactics influence the above distal indicators of newcomer 

adjustment (Saks & Ashforth, 1997). Based on the assumption that newcomers are 

motivated to reduce uncertainty and anxiety in their new surroundings, previous 

socialisation models have focused largely on role properties (clarity, ambiguity, and 

conflict), self-efficacy, and social acceptance by organisational insiders as proximal 

indicators of adjustment that predict more distal outcomes, including organisational 

commitment and retention (Bauer et al., 2007; Bauer & Erdogan, 2011, 2012; 

Wanberg, 2012). Role clarity refers to clear expectations about work process and 

outcomes, self-efficacy is the degree in which a newcomer feels able to fulfill role 

requirements, and social acceptance is the experience of feeling liked and trusted by 

peers. 

Other theoretical mechanisms through which newcomers successfully adjust 

and integrate into their new roles include perceived organisational support (Perrot et 
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al., 2014), embeddedness (Allen, 2006; Allen & Shanock, 2013), and person-

organisation fit (Beenen & Pichler, 2014; Cable & Parsons, 2001; Kim et al., 2005). 

We propose an alternative perspective based on SDT that examines the potential 

mediating role of basic psychological needs argued to explain the effects of both 

socialisation tactics and supervisor autonomy support on individual outcomes. 

4.2.2 Self-Determination Theory (SDT) and Psychological Needs 

Applied SDT research is documented in many areas of psychology, including 

education, sports, exercise and health, and organisational psychology and 

management (see Ryan & Deci, 2017 for a comprehensive review). SDT (Deci & 

Ryan, 1985) adopts an organismic perspective to assume that humans have evolved 

tendencies toward growing, mastering challenges, and integrating new experiences 

into a meaningful sense of self. Human development is marked by “proactive 

engagement, assimilating information and behavioral regulations, and finding 

integration within social groups” (Ryan & Deci, 2017, p.4). These developmental 

tendencies require ongoing social support that prompt individuals toward active 

engagement and psychological growth. Within SDT, these nutriments for 

development and functioning are specified using the concept of innate psychological 

needs for autonomy, competence, and relatedness (Deci & Ryan, 2000).  

Autonomy refers to the degree of volition one experiences; competence refers 

to the degree of mastery and perceived ability to cause desired outcomes; and 

relatedness refers to the degree to which an individual feels appreciated, respected, 

and interpersonally connected with others (Deci & Ryan, 1985). To the extent that 

these needs are satisfied (i.e., subjectively experienced as fulfilled), research 

documents that people will experience optimal development and functioning, defined 
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as the “manifestation of intra- and interpersonal growth and development in terms of 

employee well-being (e.g., positive emotions, vitality), attitudes (e.g., job 

satisfaction, organisational commitment), and behavior (e.g., performance, 

proactivity, and collaborative behaviors)” (Van den Broeck, Carpini, & Diefendorff, 

2019, p.30). 

We concur with a recent review of the newcomer socialisation literature that 

argues for new perspectives in understanding newcomer socialisation, including 

conceptualizing these three needs as mechanisms by which socialisation tactics 

influence newcomer outcomes (Lacaze & Bauer, 2014). Given the accumulating 

evidence of the importance of need satisfaction in promoting psychological growth 

and positive outcomes (Ryan & Deci, 2017), and relatedly organisational 

commitment and retention in employees (Van Den Broeck et al., 2016), we propose 

that need satisfaction can further explain how and why socialisation tactics lead to 

newcomer adjustment.  

The three psychological needs are well suited to conceptualizing newcomer 

proximal adjustment outcomes. For instance, self-efficacy and task mastery represent 

key newcomer adjustment outcomes that contribute to newcomers’ retention and 

organisational commitment (Bauer et al., 2007). Experiencing self-efficacy and task 

mastery satisfies the need for competence as competence refers to people’s basic 

need to feel effectual in their pursuits and to have mastery within a task domain, and 

is widely accepted as a core element in internally motivated actions (Bandura, 1977; 

Harter, 2012; Ryan & Deci, 2017). Competence need satisfaction refers to the degree 

to which newcomers understand their role, feel like they are developing new skills 

and are capable and confident in fulfilling their new role (Deci & Ryan, 2000; Van 

den Broeck, Vansteenkiste, de Witte, Soenens, & Lens, 2010). As newcomers 
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experience multiple uncertainties surrounding their new role, those who are 

supported by the organisation in ways that build feelings of competence during the 

socialisation process are likely to view their organisations as a place to further 

develop their knowledge and skills, and therefore as an attractive potential longer 

term career destination. This should lead to higher organisational commitment and 

intention to remain with the organisation. 

Newcomers’ social network development and acceptance by organisational 

insiders also are important mechanisms for successful socialisation (Fang et al., 

2011; Jokisaari, 2013). Conventional proximal outcomes of social acceptance and 

social integration—which represent the degree to which newcomers feel socially and 

relationally connected with others in the organisation (Saks et al., 2007)—find their 

SDT counterpart in newcomers’ psychological need for relatedness. The need for 

relatedness concerns our inherent desire to feel socially connected. Relatedness is 

satisfied through the experience of feeling cared for by others, a sense of belonging, 

and by being a significant and contributing member of social groups (Ryan & Deci, 

2017), as indicated by social acceptance and integration (Saks et al., 2007). Having 

established relationships and a sense of connectedness with peers in turn fosters 

attachment to the organisation, and consequently, organisational commitment and 

intention to remain (Bauer et al., 2007). Thus, the commonly studied proximal 

outcomes of socialisation that addresses task and social transitions of newcomer 

adjustment can be organized and captured under the SDT framework as fulfillment 

of newcomers’ psychological needs for competence and relatedness.  

In addition, an SDT approach to studying socialisation includes the need for 

autonomy, which fosters commitment and retention in work settings (Gagné & 

Bhave, 2011). Autonomy in the SDT context refers not to independence or freedom 
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from structure, but to the exercise of volition and self-regulation. That is, people’s 

autonomy needs are met when they are allowed to act in accord with their authentic 

self-integrated values and interests. Though individual need for autonomy, along 

with provision of autonomy through job design, have been investigated as predictors 

of proactive behavior in newcomers (Yu & Davis, 2016), to our knowledge 

autonomy need satisfaction has not been investigated as a proximal outcome of 

socialisation. From an SDT perspective, it is not sufficient for a newcomer to simply 

reduce uncertainty and feel accepted through socialisation tactics. That is, one can 

undergo an organisation’s orientation and training to understand what he or she 

needs to do on the job whilst feeling socially integrated, yet still not fully see the 

value of it or accept it as a personal goal. By accounting for autonomy as a proximal 

outcome in the socialisation process, we embed the idea that not only should 

newcomers understand their organisational role (i.e., feel competent), they also 

should come to understand its meaning and importance (Perrot & Campoy, 2009).  

Due to the novelty and uncertainty that go with the start of a new job, it could 

be challenging for newcomers to experience fulfillment of their autonomy, 

competence, and relatedness needs if left to their own devices—effectively 

individualized tactics that are largely informal, unstructured, and thrust newcomers 

into their new roles with a ‘sink or swim’ approach. Thus, we expect institutionalized 

tactics will satisfy newcomers’ basic psychological needs for three reasons.  

First, by reducing role ambiguity and uncertainty, institutionalized tactics 

facilitate feelings of competence in newcomers (Bauer et al., 2007; Gruman, Saks, & 

Zweig, 2006). As such, compared to newcomers who are more likely to struggle to 

figure out on their own what is expected of them with individualized tactics, we 

anticipate newcomers who experience institutionalized tactics will feel more 
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competent and more able to impact their surroundings constructively. Second, 

institutionalized tactics also should fulfill newcomers’ proximal need for relatedness 

by offering positive social support, formal mentors and role models, and a structured 

setting for socializing newcomers with existing organisational members. Finally, 

undergoing a relatively more structured, systematic, and formalized socialisation 

process, along with positive social support from existing organisational members 

(Jones, 1986), should provide new hires with the necessary information about their 

roles, both in terms of role requirements and its importance to the organisation. As 

such, institutionalized tactics should provide an optimal balance of structure and 

individual expression that is made possible by the formal organisational routines (e.g. 

structured training) in conjunction with interpersonal support (e.g. mentoring) that is 

in turn is likely to fulfill newcomers’ need for autonomy.  

It is worth noting that although newcomers may experience a broader array of 

choices with individualized (versus institutionalized) tactics, these tactics are 

unlikely to provide an optimal level of autonomy. According to SDT, autonomy is 

defined as having a broader sense of self-determination, rather than merely having 

more choices to make, for example in an unstructured and ambiguous environment. 

Individualized tactics should be less likely to provide newcomers a rationale for how 

things are done through formal channels and less likely to offer structured, sequential 

experiences for learning their roles. This lack of structure and support from such 

‘sink or swim’ tactics are likely to cause role ambiguity and stress (Bravo, Peiró, 

Rodriguez, & Whitely, 2003; Jang, Reeve, & Halusic, 2016; Saks et al., 2007), 

thereby thwarting newcomers’ autonomy needs (Van den Broeck et al., 2016). 

Further, individualized divestiture tactics that aim to “mold newcomers into forms 

that the organisations wish” (Jones, 1986, p.265) and social feedback that does not 
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affirm newcomers’ incoming identity and personal characteristics, are likely to 

thwart their needs for autonomy and self-determination. Thus, compared to 

individualized tactics, we predict that institutionalized tactics will provide a more 

optimal amount of structure and support that will fulfill newcomers’ psychological 

needs for autonomy, competence and relatedness.  

Hypothesis 1. Institutionalized tactics are positively related to newcomers’ 

psychological need satisfaction. 

Collectively, satisfaction of all three needs in concert should prompt 

individuals towards more effective adjustment and integration within an 

organisation. Indeed, SDT posits that when people feel that they are effective and 

connected to others, and self-directed with regards to a particular behavior (e.g. 

learning the ropes of a new role), they are more likely to internalize the values and 

regulatory processes related to that behavior (Gagné & Deci, 2005).  Internalization 

represents one’s active transformation of information or values, initially reinforced 

by external sources, to become integrated within the individual self (Ryan & Deci, 

2000). In the socialisation process, we expect such internalization will motivate 

newcomers to transition effectively from being organisational outsiders to integrated 

and participating insiders. Consequently, consistent with positive indicators of 

effective socialisation, this process should also lead to higher commitment and 

intentions to remain in the organisation. 

In treating need satisfaction as a proximal outcome of socialisation, and given 

known associations between need satisfaction and organisational commitment and 

withdrawal cognitions (Van den Broeck et al., 2016), we also propose an indirect 

effect of socialisation tactics on these distal newcomer adjustments via the 

satisfaction of basic needs. We define withdrawal cognitions as newcomers’ 
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intentions and thoughts of leaving their employer, including intentions to search for a 

different job (Miller, Katerberg, & Hilin, 1979). The affective component of 

organisational commitment also is our focus here as a distal outcome which we 

define as newcomers’ emotional attachment to, identification with, and involvement 

in, their organisation. Organisational commitment can be developed as a function of 

work experiences that facilitates employees’ feelings of challenge and “comfort” in 

the organisation (Meyer, Allen, & Smith, 1993). The creation of a socialisation 

experience that affords opportunities for need satisfaction thus further enhance 

newcomers’ commitment and intentions to stay within the organisation. To this end, 

we propose that stemming from an institutionalized socialisation process, newcomers 

who experience a sense of autonomy in their work responsibilities, gain competence 

of their work tasks and responsibilities, and who develop social bonds with 

organisational members (i.e., psychological need satisfaction), are more likely to 

experience a sense of attachment to the organisation and view it as a longer-term 

career destination.  

Hypothesis 2a. There is a positive indirect effect of institutionalized tactics on 

newcomers’ organisational commitment via their psychological need 

satisfaction.   

Hypothesis 2b. There is a negative indirect effect of institutionalized tactics on 

newcomers’ withdrawal cognitions via their psychological need satisfaction. 

4.2.3 Supervisor Autonomy Support 

While socialisation tactics focus on organisational processes and efforts to 

introduce newcomers to their role and their place in the organisation, direct 

supervisors also play a critical role in this process. Supervisors are in a unique 
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position to support subordinates’ competence needs by providing knowledge and 

informational feedback, support their relatedness needs by acting as a reference point 

for social validation, and support their autonomy needs by directly influencing 

newcomers’ work assignments and goals (Ashforth, Sluss, & Harrison, 2007; Graen, 

1976). Cumulatively, research has revealed that supervisors make a major 

contribution to new hires’ role learning and adjustments (e.g. Bauer & Green, 1998; 

Harris, Boswell, Zhang, & Xie, 2014; Jokisaari, 2013; Jokisaari & Nurmi, 2009; 

Sluss & Thompson, 2012). For example, early supervisory support or undermining is 

foundational to later work adjustments including organisational commitment, 

withdrawal behaviors, and turnover (Kammeyer-Mueller et al., 2013).  

Despite research demonstrating the important role of supervisor support during 

socialisation, few studies have specified more clearly how immediate supervisors 

become an active relational source of socialisation by identifying the supervisory 

behaviors or practices that lead to adjustment outcomes (Sluss & Thompson, 2012). 

Studies guided by SDT have devoted a lot of attention to work-related factors that 

influence need satisfaction and autonomous work motivation. In particular, research 

on managerial behavior has shown that when supervisors lead and manage their 

subordinates in an autonomy supportive fashion, employees feel more competent, 

autonomous, and relationally connected in the workplace (Baard et al., 2004; Gillet, 

Gagné, Sauvagère, & Fouquereau, 2013; Van den Broeck et al., 2016). More 

specifically, supervisors who are autonomy supportive provide a meaningful 

rationale for work activities in an informational manner, afford choice when possible, 

avoid the use of external rewards or sanctions to motivate behavior, acknowledge 

employees’ perspectives and feelings, and encourage initiation and proactivity. As 

such, supervisor autonomy support facilitates the satisfaction of employees’ needs 
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for autonomy and self-initiation, competence, and relatedness  (Baard et al., 2004; 

Deci et al., 2001). In contrast, a controlling managerial style shifts the perceived 

cause of one’s behavior to an external source by signaling to employees that the 

leader is the initiator of action (Slemp et al., 2018). 

Hypothesis 3. Supervisor autonomy support is positively related to 

newcomers’ psychological need satisfaction. 

Although supervisor autonomy support has not been examined as a source of 

newcomer adjustment, prior research with incumbent employee samples have shown 

its positive impact on employee outcomes through higher employee psychological 

need satisfaction of autonomy, competence, and relatedness (e.g., Gillet, Gagné, 

Sauvagère, & Fouquereau, 2013; Hardré & Reeve, 2009; Kuvaas & Dysvik, 2009). 

For instance, autonomy-supportive work climates in a cross-cultural setting predicted 

satisfaction of overall need satisfaction for competence, autonomy, and relatedness, 

which in turn predicted positive employee outcomes including task motivation and 

psychological adjustments to the job (Deci et al., 2001). Moreover, perceived 

managerial autonomy support had a direct positive effect on acceptance of 

organisational change (Gagné, Koestner, and Zuckerman, 2000). Other empirical 

studies have also pointed to the positive implications of supervisor’s autonomy-

supportive style on worker’s satisfaction (Deci, Connell, & Ryan, 1989; Moreau & 

Mageau, 2012) and performance (Baard et al. 2004). Finally, a more recent study of 

newcomers in a healthcare setting found supervisor autonomy support was positively 

associated with higher work satisfaction, greater psychological health and lower 

intent to leave (Moreau & Mageau, 2012). 

Whilst the ways in which organisations ‘process’ their newcomers are 

important, the interpersonal orientation of immediate supervisors towards new 
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employees during this integration period should be equally, if not more, important. 

For newcomers, supervisors serve as a critical information source for successful 

socialisation (Ostroff & Kozlowski, 1992). The way in which supervisors treat their 

new members (i.e., autonomously or controlling), such as when providing knowledge 

and feedback, should be critical in shaping newcomers’ commitment towards the 

organisation and their thoughts of staying or leaving a job. We expect newcomers’ 

perception of autonomy support from their supervisors to be positively related to 

their need satisfaction, and in turn their commitment and withdrawal cognitions, 

above and beyond socialisation tactics.   

Hypothesis 4a. There is a positive indirect effect of supervisor autonomy 

support on newcomers’ organisational commitment via their psychological 

need satisfaction. 

Hypothesis 4b. There is a negative indirect effect of supervisor autonomy 

support on newcomers’ withdrawal cognitions via their psychological need 

satisfaction.  

4.3 Method 

4.3.1 Participants and Procedures 

The study sample included 489 Master of Business Administration (MBA) 

summer interns from 11 full-time programs1 in the United States. They worked full-

time with the prospect of a permanent job offer upon completion of their 10-12-week 

internship. The participants’ employment setting is therefore representative of 

organisational entry experiences in that newcomers are eager to acquire the social 

 
1 We calculated the intra-class coefficients (ICC) for all study variables to check for non-

independence within schools. We did not include interns’ program as a control variable in our 

analyses because these ICCs were very small, ranging from .004 to .022. 
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knowledge and skills required to assume a new organisational role, with an initial 

probationary period followed by potential longer-term employment. The sample was 

37% female and averaged 5.5 years of industry experience (SD = 2.5 years). 

Participants completed their internships in a wide range of industries including 

manufacturing/consumer goods and services (30%), financial services (26%), 

consulting (15%), technology (11%), health care (10%), and non-profit/utilities (8%).  

We collected demographic data and pre-entry intentions to accept a full-time 

offer (a control variable explained below) before the internship started from 792 

interns who consented to participate in the study, out of a population of 3389 

potential participants who were completing the first year of a two year MBA degree 

(23.4% response rate). Study variables were collected in two phases: immediately 

after the midpoint of their internship (Survey 1), and within a week after completing 

the internship (Survey 2). To encourage participation, there was a $200 prize draw 

for participants who completed the surveys at Survey 1 and a separate draw for 

Survey 2, as well as two $200 bonus draws for participants completing both surveys. 

792 interns who gave their consent to participate in the study and completed the pre-

entry survey were contacted for Survey 1, in which 588 of them responded (73.9% 

retention rate for the pre-entry survey and survey 1). Five to seven weeks later, 489 

completed Survey 2 (83.2% retention rate for surveys 1 and 2).  

4.3.2 Measures 

Survey 1 measured perceptions of supervisor autonomy support and 

socialisation tactics employed by interns’ host organisations. Survey 2 measured 

adjustment and outcomes of socialisation, including need satisfaction, organisational 

commitment, and withdrawal cognitions. The pre-entry survey measured 
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demographic variables (sex, internship industry) and a critical control variable (pre-

entry job acceptance intentions). 

Socialisation Tactics. We measured participants’ perceptions of socialisation 

tactics using items adapted from Jones’ (1986) socialisation tactics scale (α = .89), 

measured on a 1 (strongly disagree) to 5 (strongly agree) Likert-type scale. Higher 

scores represent more institutionalized (vs. individualized) tactics. Three items 

measured each set of tactics (nine total) related to context (e.g., “I got to know other 

MBA interns through a set of planned activities”, α = .76), content (e.g., “I have a 

clear understanding of a timetable of events for the internship”, α = .83), and social 

aspects of socialisation (e.g., “I learn my job by observing experienced members of 

the organisation”, α = .73).  

Supervisor Autonomy Support.  We used a six item scale (Baard et al., 2004) 

to measure interns’ perceptions of supervisors’ autonomy support (e.g., “My 

manager listens to how I would like to do things” and “I feel my manager provides 

me choices and options”, α = .93) on a 1 (strongly disagree) to 6 (strongly agree) 

Likert-type scale.   

Need Satisfaction. We measured need satisfaction with ten items from the 

basic need satisfaction at work scale (Deci et al., 2001, a = .91) using a 1 (strongly 

disagree) to 7 (strongly agree) Likert-type scale.2 Satisfaction of autonomy was 

measured with three items (e.g., “I feel I had a lot of input into deciding how my job 

got done”, a = .81). Competence was assessed with four items (e.g., “I felt very 

competent when I was at work”, α = .82). Three items tapped into the satisfaction of 

relatedness (e.g., “I considered the people I worked with to be my friends”, α = .83). 

 
2 Our measure initially included eleven items, however, we removed a negatively-keyed item from the 

autonomy subscale due to a low factor loading of .23 as indicated in a confirmatory factor analysis. 
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Organisational Commitment. Three items were taken from the affective 

commitment subscale of the organisational commitment measure (Allen & Meyer, 

1990), assessed with a 1 (strongly disagree) to 5 (strongly agree) Likert-type scale 

(e.g., “I feel a strong sense of belonging to the organisation”, α = .90). 

Withdrawal Cognitions. We measured interns’ withdrawal cognitions with 

three items from Colarelli (1984); (e.g., “I frequently think about other employers I 

would rather work for”, a = .80) using a 1 (strongly disagree) to 5 (strongly agree) 

Likert-type scale.  

Job Acceptance Intentions. Given that MBA summer internships in this 

context typically are used to select potential candidates for permanent full-time 

positions, participants’ withdrawal cognitions may be shaped by the potential for a 

full-time job offer. To account for this, we controlled for pre-entry job-acceptance 

intentions measured prior to the start of the internships. Participants indicated their 

intentions to accept a hypothetical full-time offer with their respective organisations 

on a 1 (highly unlikely) to 6 (highly likely) Likert-type scale.  

4.4 Results 

4.4.1 Analytical Strategy 

Analyses were conducted using Mplus 7.3 (Muthen & Muthen, 2014). We 

started our analyses with confirmatory factor analyses for each construct separately 

and an assessment of the measurement model that underpinned all constructs of 

interest simultaneously. We then tested hypotheses using structural equation 

modelling (SEM) and evaluated the hypothesized model’s fit by comparing its fit to 

that of the measurement model.   
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Multiple goodness-of-fit indices were used to evaluate model fit, including the 

robust χ2 statistic (see below), the comparative fit index (CFI), root mean square 

error of approximation (RMSEA), and standardized root mean-square residual 

(SRMR). CFI values above .90 are considered adequate (Hopwood & Donnellan, 

2010), or excellent fit for scores above .95 (Hu & Bentler, 1999). RMSEA fit indices 

below .07 are considered adequate (Steiger, 1990), and indices below .06 indicate 

excellent model fit (Hu & Bentler, 1999). Lastly, SRMR scores below .08 indicate 

good model fit (Hu & Bentler, 1999). We employed robust maximum-likelihood 

estimation (MLR) procedures due to multivariate non-normal distributions in the 

data (multivariate kurtosis = 65.4, critical ratio = 25.6). MLR provides standard 

errors of the parameter estimates and χ2 tests of fit that are robust to multivariate non-

normality (Yuan & Schuster, 2013).  

The significance of change in model fit was determined using differences in 

goodness of fit indices of the constrained model relative to those of the more 

complex model. Specifically, we examined change in (Δ) CFI, ΔRMSEA, and 

ΔSRMR (Chen, 2007; Cheung & Rensvold, 2002) with values smaller than or equal 

to .010, .015, and .030 for the three indices respectively, being indicative of only 

trivial reductions in model fit. Indirect effects were estimated and tested by 

constructing 95% bias-corrected standardized confidence intervals by bootstrapping 

10,000 samples (Preacher & Hayes, 2008). An indirect effect was deemed 

statistically significant if the bootstrap-derived confidence interval did not contain 

zero (Mackinnon, Lockwood, & Williams, 2004; Preacher & Hayes, 2008). 
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4.4.2 Measurement Model 

Bifactor Exploratory Structural Equation Modeling of Need Satisfaction. 

Like other studies using the same measure of need satisfaction, we observed strong 

correlations among the three need factors (r > .80; Van den Broeck et al., 2016). 

Opting not to average the needs to create an index of overall need satisfaction, as 

cautioned by Van den Broeck et al. (2016), we employed a bifactor exploratory 

structural equation modeling (bifactor-ESEM) framework in conceptualizing need 

satisfaction to test our hypotheses. The bifactor-ESEM model has been deemed 

superior to traditional ‘independent clusters’ confirmatory factor analyses and non-

bifactor models across recent studies (Brunet, Gunnell, Teixeira, Sabiston, & 

Bélanger, 2016; Sánchez-Oliva et al., 2017; Tóth-Király, Morin, Bőthe, Orosz, & 

Rigó, 2018) due to the construct-relevant multidimensional nature of need 

satisfaction. In this conceptualization, each need satisfaction item is allowed to load 

on one global factor (G-factor) and on one specific factor (S-factor; i.e. their target 

loadings), with all cross-loadings freely estimated but targeted to be as close to zero 

as possible using an orthogonal bifactor target rotation procedure (Reise, 2012). The 

G-factor represents ‘global’ need satisfaction that drives responses to all the items in 

the set, whereas the S-factors reflect specific components unique to the subsets of 

items (autonomy, competence, and relatedness respectively) not already explained by 

the global component.  

In line with prior research (Brunet et al., 2016; Sánchez-Oliva et al., 2017; 

Tóth-Király et al., 2018), the bifactor-ESEM representation of need satisfaction 

demonstrated good fit with the data (χ2(11) = 35.75, p < .001, CFI = .99, RMSEA = 

.07, SRMR = .01). In addition to exhibiting small cross-loadings, the bifactor-ESEM 

solution also demonstrated superior fit in relation to the other representations of 
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participants’ responses to the need satisfaction scale that we modelled (see the online 

supplement for details). Based on these conditional examinations (see Morin, Arens, 

& Marsh (2016) for further detail), the bifactor-ESEM solution was retained to 

represent need satisfaction in subsequent analyses.  

In interpreting the S factors within the bifactor-ESEM model, target factor 

loadings (i.e. the factor loadings of the items that are expected to form the factor of 

interest) should be significant and of the same sign. Following Gignac and 

Kretzschmar's (2017) recommendations, we also evaluated each dimension’s ‘omega 

hierarchical subscale’ estimate (ωh(s); Reise, Bonifay, & Haviland, 2013), which 

provides a standardized effect size index of unique latent variable’s strength. ωh(s) 

values smaller than .10 are considered very small, .10 to .20 to be relatively small, 

.20 to .30 to be typical, and larger than .30 are considered indicative of relatively 

‘strong’ factors (Gignac & Kretzschmar, 2017).  

Overall, the standardized factor solutions associated with the bifactor-ESEM 

model revealed a G-factor with a large omega hierarchical estimate of .87, well-

defined by significant, strong, and positive loadings from all items (λ = 0.63-0.83, M 

= 0.71). Over and above this G-factor, the autonomy and relatedness S-factors also 

retained some specificity, with the relatedness S-factor being slightly more well-

defined by the target items (λ = 0.33–0.52, M = 0.44, ωh(s)= .26) than the autonomy 

S-factor (λ = 0.29–0.50, M = 0.38, ωh(s)= .19).  However, the competence S-factor 

contained non-significant target factor loadings both positive and negative in sign, 

and had a very small ωh(s) of .09. The competence S-factor therefore did not meet 

criteria as a distinct interpretable dimension of need satisfaction in this study (Gignac 

& Kretzschmar, 2017). Although we retain competence in the final model, we need 

to consider that most of its variance is taken into account by the G-factor. 
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Complete Measurement Model. Before testing our hypotheses, we inspected 

the fit of the complete measurement model and distinctiveness of our construct set, 

namely: socialisation tactics, supervisor autonomy support, need satisfaction, 

affective commitment, withdrawal cognitions, and job-acceptance intensions as a 

control variable. This measurement model in which all factors were allowed to 

correlate is baseline against which we evaluate our hypothesized structural model.  

In constructing the measurement model, to model institutionalized 

socialisation, we calculated three sets of composite scores using the mean of the 

responses to the items for context, content, and social. We then treated these 

composites as indicators of a general institutionalized factor (e.g. Gruman, Saks, & 

Zweig, 2006; Kim et al., 2005). Six items indicated supervisor autonomy support, 

and organisational commitment and withdrawal cognitions were each represented by 

three items. Individual Confirmatory Factor Analyses (CFA) for each of these 

constructs yielded acceptable fit and factor loadings. Need satisfaction was modelled 

via the bifactor-ESEM discussed above. Intentions to accept an offer was included in 

the CFA as a single manifest variable. 

The complete measurement model as specified above yielded good fit to the 

data, SBS-χ2(145) = 389.38, p < .001, CFI = .95, RMSEA = .06, SRMR = .06. This 

model displayed better fit compared to other, simpler models, such as an eight-factor 

model with socialisation tactics and supervisor support as one factor, SBS-χ2(153) = 

861.90, p < .001, CFI = .84, RMSEA = .10, SRMR = .08; a three-factor model 

separating the items by data collection period, SBS-χ2(322) = 2289.758, p < .001, 

CFI = .72, RMSEA = .11, SRMR = .09; and a single-factor model, SBS-χ2(324) = 

3532.12, p < .001, CFI = .55, RMSEA = .14, SRMR = .12. 



 

 

87 

 

Table 1. 

Means, Standard Deviations, and Correlations between Study Variables 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Notes. N = 489. S-factor = bifactor-ESEM-derived specific factor not accounted for by global need satisfaction. Numbers in parentheses 

represent coefficient alpha reliability. Time lag between Survey 1 and Survey 2 is 5-6 weeks.   

* p < .05. **p < .01.*** p < .001. 

Variable M SD 1 2 3 4 5 6 7 8 

Survey 1           

1. Institutionalized Tactics 3.60 0.79 (.89) 
  

   
  

2. Supervisor Autonomy Support 4.77 0.96 .38*** (.93) 
 

   
  

           

Survey 2           

3. Global Need Satisfaction factor 5.38 1.04 .30*** .51*** (.91)    
  

4. Autonomy S-factor 5.45 1.20 -.14** .18*** - (.81)     

5. Competence S-factor 5.20 1.16 -.02 -.12** - - (.82)    

6. Relatedness S-factor 5.49 1.15 .12* .02 - - - (.83)   

7. Organisational Commitment 3.34 0.96 .32*** .44*** .67*** -.08* -.23*** .16*** (.90) 
 

8. Withdrawal Cognitions 3.20 1.05 -.43*** -.31*** -.48** .13** .21*** -.10* -.63*** (.80) 

           

Control           

9. Job Acceptance Intentions 4.58 1.12 .16** .04 .09* -.12** -.02 -.05 .16* -.43** 
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Table 1 displays descriptive statistics and bivariate correlations. Of interest, 

institutionalized tactics and supervisor autonomy support were positively associated 

with global need satisfaction and organisational commitment, and negatively related 

to withdrawal cognitions. Institutionalized tactics also were negatively correlated 

with the autonomy S-factor. As expected, global need satisfaction was positively 

related to organisational commitment and negatively correlated with participants’ 

withdrawal cognitions. 

 
 

Figure 2. Final Structural Model with Standardized Path Coefficients. 

Notes. *p < .05. **p < .01. ***p < .001. ID = Ill-defined factor. Dotted lines 

represent non-significant path coefficients. 

 

4.4.3 Structural Model 

To test our hypotheses, we specified a structural model with the hypothesized 

pathways. Figure 2 depicts our final structural model and includes all the 

standardized path coefficients. This model yielded a good fit to the data (SBS-

χ2(155) = 437.11, p < .001, CFI = .94, RMSEA = .06, SRMR = .08). In examining fit 

relative to the measurement model, ΔCFI (.008), ΔRMSEA (.002), and ΔSRMR 
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(.013) at three decimal places yielded differences smaller than the recommended 

critical values, supporting the adequacy of this structural model. Altogether, the 

predictors accounted for 55.3% of the variance in organisational commitment, and 

43.3% of the variance in withdrawal cognitions. 3  

4.4.4 Hypothesis Testing 

In light of the bifactor-ESEM representation of need satisfaction, we first 

report results relating to the global need satisfaction factor as hypothesized, followed 

by an additional section on results for the specific need factors.  

Global Need Satisfaction. Interns who reported experiencing more 

institutionalized socialisation tactics also tended to report relatively higher levels of 

global need satisfaction, β = .120, p < .05, supporting Hypothesis 1. The indirect 

effect of institutionalized socialisation to organisational commitment, through global 

need satisfaction, was significant, β =.080, 95% CI [.018, .141], supporting 

Hypothesis 2a. The indirect effect of institutionalized socialisation tactics on 

withdrawal cognitions, via global need satisfaction, also was significant, β = -.055; 

95% CI [-.098, -.011], supporting Hypothesis 2b.  

Hypothesis 3 was supported as supervisor autonomy support was positively 

related to global need satisfaction, β = .475, p < .001. The indirect effect from 

supervisor autonomy support to organisational commitment through global need 

satisfaction was significant, β = .315; 95% CI [.242, .388], supporting Hypothesis 4a. 

Finally, the indirect effect from supervisor autonomy support to withdrawal 

 
3 Given that we measured need satisfaction, organizational commitment, and withdrawal cognitions at 

the same time, we examined an alternative structural model where we reversed the causal order of the 

mediators and dependent variables. This model yielded a significantly poorer fit to the data, providing 

further support for our pathways hypothesizing need satisfaction to explain the relationship between 

predictors and outcomes. 
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cognitions via global need satisfaction also was significant, β = -.216; 95% CI [-.276, 

-.156], supporting Hypothesis 4b.  

Specific Need Satisfaction Factors. Institutionalized tactics positively related 

to participants’ relatedness not accounted for by global need satisfaction, β = .128, p 

< .05, but was negatively related to the autonomy S-factor, β = -.232, p < .001. 

Supervisor autonomy support was positively related to participants’ autonomy need 

satisfaction, β = .303, p < .001. There were no significant indirect effects between the 

predictors and outcomes via the specific need factors. 

4.4.5 Exploratory Moderation Analysis 

To assess the potential interactive effects of institutionalized tactics and 

supervisor autonomy support on need satisfaction, we conducted an exploratory, post 

hoc moderator analysis4. To this end, we specified an interaction term between 

institutionalized tactics and supervisor autonomy support using the XWITH 

command in Mplus, and regressed the G-factor and the three S-factors on the 

interaction factor in addition to the institutionalized tactics and supervisor autonomy 

support factors. We found a significant negative interaction between the two on 

global need satisfaction, β = -.084, SE = .042, p < .05, with the plot displayed in 

Figure 3. The results suggest that institutionalized tactics have a weaker relationship 

to general need satisfaction when supervisor autonomy support is stronger. There 

were no significant interactions between supervisor autonomy support and 

institutionalized tactics on the specific need factors. 

 

 

 
4 We would like to thank an anonymous reviewer for suggesting this post hoc analysis. 
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Figure 3. Post hoc interaction plot for the moderating effect of supervisor autonomy 

support on the relationship between organisational socialisation tactics and global 

need satisfaction. 

4.5 Discussion 

We investigated socialisation tactics and supervisor autonomy support as key 

levers to improve organisational commitment and reduce withdrawal cognitions 

through their positive impact on newcomers’ psychological need satisfaction. 

Reports from two waves of data collection from a large sample of MBA interns 

supported our proposed self-determination model of socialisation. More specifically, 

institutionalized tactics and supervisor autonomy support, experienced prior to mid-

internship, led to affective commitment and intentions to stay in the organisation at 

the conclusion of the internship, after controlling for pre-entry intentions to remain. 

These relations were explained through the global satisfaction of needs for 

autonomy, competence, and relatedness.  

Our findings extend previous research on newcomer adjustment in the 

socialisation process, particularly around the advantages of institutionalized tactics 

over individualized tactics. The positive influence of institutionalized tactics on 
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global need satisfaction suggests that socializing newcomers in a more structured 

fashion such as providing information through formal channels, helping newcomers 

learn their roles in a practical sequence, and providing positive social feedback that 

affirms their competencies and personal characteristics likely provided a social-

contextual environment in which their psychological needs for competence, 

relatedness, and autonomy were met. Less emphasis on institutionalized tactics (i.e. 

more emphasis on individualized tactics) on the other hand, did not provide sufficient 

support for newcomers’ psychological needs in general.  

Whilst our findings largely support previous research in this regard, results also 

revealed a negative association between institutionalized tactics and the specific 

autonomy S-factor not accounted for by global need satisfaction. A reasonable 

interpretation of this finding is that individualized tactics supported unique variance 

in autonomy not accounted for by global need satisfaction, possibly by encouraging 

newcomers to question the status quo and to develop their own unique approach to 

their roles. This result, however, should be interpreted with caution due to the 

relatively low specific factor loadings and small uniqueness that the autonomy S-

factor carried. Nevertheless, it represents a novel finding that suggests, pending 

further investigation and replication, a paradoxical effect of institutionalized versus 

individualized tactics on autonomy. Specifically, while institutionalized tactics 

largely supported newcomers’ need satisfaction for autonomy in conjunction with 

competence and relatedness (seen in global need satisfaction), a highly structured 

and orderly socialisation experience may also have slightly thwarted employees’ 

sense of  autonomy in the socialisation process (seen in the specific autonomy need). 

Put differently, while individualized tactics did not support newcomers’ overall 



 

 

93 

 

psychological needs, they may also have supported some level of autonomy. We 

discuss this in more detail below.    

Results further indicated that supervisor autonomy support significantly 

contributed to the satisfaction of psychological needs, which in turn predicted 

increased affective commitment and decreased withdrawal cognitions at the end of 

the internship. Prior research has demonstrated a spillover effect of newcomers’ 

relational identification with their supervisors to their own organisational 

identification (Sluss, Ployhart, Cobb, and Ashforth,  2012). We extend this finding 

by showing how supervisors’ embodying specific behaviors can also have strong, 

positive influences on newcomers’ commitment towards and intentions to stay within 

the organisation. Indeed, supervisor autonomy support exhibited a stronger positive 

influence on newcomer need satisfaction than institutionalized tactics as indicated by 

the larger standardized beta weight.5  

 Interestingly, our post hoc moderation analysis suggests that newcomers’ 

psychological needs were more likely to be satisfied when they experienced higher 

levels of supervisor autonomy support, regardless of whether they were socialized 

using low (i.e. individualized) or high institutionalized tactics This finding highlights 

that supervisor autonomy support serves as an important, albeit overlooked relational 

mechanism in shaping positive socialisation experience and outcomes. The 

interaction effect suggested that institutionalized tactics had a weaker relationship to 

psychological need satisfaction when supervisors were perceived as autonomy 

supportive; however when newcomers experienced lower levels of supervisor 

 
5 Following the suggestion of an anonymous reviewer, we conducted Relative Weights Analysis to 

test for the unique and relative contribution of our predictors on newcomers’ psychological need 

satisfaction. Consistent with our discussion, supervisor autonomy support was a stronger predictor as 

it explained more variance in global need satisfaction than institutionalized tactics. Full results are 

reported in detail in the supplementary document.  
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autonomy support, institutionalized tactics had a more positive influence on global 

need satisfaction. We do recommend caution in interpreting these results as this was 

a post hoc analysis, the p-value (.043) was close to the alpha level (.05), and we 

tested four moderators (raising the risk of Type I errors). 

Nonetheless, the moderation result may shed additional light on the mixed 

body of findings on interactions between relational and structural antecedents of 

socialisation, specifically that “the use of institutionalized tactics does not always 

produce synergetic interactions with the relational drivers of adjustment” (Nasr, El 

Akremi, and Coyle-Shapiro, 2019, p.771). We found a negative interaction term 

where supervisor autonomy support substituted for institutionalized socialisation and 

did not produce synergistic effects in influencing newcomers’ global need 

satisfaction. This was surprising as research in educational settings shows autonomy 

support and structure as complementary, rather than antagonistic, with engagement-

fostering instructional styles (Jang et al., 2016). We encourage further study of the 

interdependencies and interactions between structural and relational antecedents of 

newcomer adjustment to include autonomy support as a valuable predictor of 

socialisation. Autonomy support as defined by SDT differs from permissiveness and 

neglect (i.e. lack of structure or involvement; Moreau & Mageau, 2012). Research to 

disentangle the interplay between autonomy support and structured entry experiences 

will add theoretical and practical contributions to our understanding of the newcomer 

socialisation process.  

4.5.1 Theoretical Implications and Future Directions 

Our findings add to the socialisation literature in several ways. First, we found  

psychological need support as a key mediating mechanism of newcomer adjustment, 
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demonstrating the importance of psychological need satisfaction in this critical phase 

of organisational life. We offer SDT as a new lens for explaining newcomer 

adjustment by focusing on psychological need satisfaction—a prerequisite for high 

quality motivation, enhanced performance, and well-being—as a proximal outcome. 

By organizing the commonly used indicators of newcomer adjustment (i.e., task 

mastery, self-efficacy, and social integration) and accounting for newcomers’ need 

for autonomy under an established motivational framework, SDT provides a fitting 

framework to enhance our understanding of the proximal outcomes of socialisation 

by focusing on psychological states that can increase newcomers’ commitment and 

decrease withdrawal cognitions. That is, SDT provides a novel lens to re-envision 

proximal socialisation outcomes as psychological states of basic need fulfillment. 

Basic fulfillment of these needs, according to SDT, should provide benefits that go 

beyond the distal outcomes measured in this study.  

Second, our results extend the role of institutionalized tactics as addressing 

newcomers’ overall psychological need satisfaction. On the other hand, the finding 

that individualized tactics also may satisfy certain aspects of the specific need for 

autonomy by allowing newcomers to shape their own socialisation experience is 

reflected through the negative association of institutionalized tactics on the specific 

autonomy need factor.  

Third, in line with prior research, our study highlights the critical role that 

supervisors play as socialising agents on adjustment, particularly via satisfying 

newcomers’ psychological needs. Importantly, our results suggest supervisor 

autonomy support had a stronger influence on newcomers’ adjustment—as indicated 

by psychological need satisfaction—compared to organisational tactics. Indeed, our 

post hoc moderation analysis showed institutionalized tactics were less important to 
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newcomers’ need satisfaction when they reported high levels of supervisor autonomy 

support. 

This initial investigation of psychological need satisfaction as a mediating 

mechanism in the organisational socialisation process also opens up several 

additional interesting research avenues. To date, research has overlooked the role of 

motivational quality in understanding newcomer socialisation. Though we did not 

directly measure the various regulatory processes (i.e. amotivation, external, 

introjected, identified, and intrinsic; see Gagné et al., 2015) that range from 

controlled to autonomous motivational quality, according to SDT, basic need 

satisfaction is a psychological state that facilitates individuals’ autonomous 

motivation. Our findings suggest that structured organisational entry experiences 

(i.e., institutionalized tactics) and autonomy supportive supervision during 

newcomers’ socialisation experiences independently satisfy basic psychology needs 

that—according to SDT—foster autonomous motivational processes that drive 

adaptive behavior. Future research should examine the role of socialisation 

experiences on newcomers’ motivational orientations as theorized by SDT. Such 

empirical examination will allow a deeper understanding of the development of 

autonomous, or controlling, motivation within employees from the start of the 

employment relationship.   

Whilst the nature of our study and data somewhat limits the extent to which we 

can develop a nuanced understanding of the role of autonomy in the socialisation 

process, we recommend future research to investigate the dynamics of the need for 

autonomy as an outcome of socialisation practices and the role it plays in facilitating 

or hindering newcomers’ adjustment. For example, how would the increased use of 

technology and self-guided learning influence newcomers’ autonomy? Over-reliance 
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on technology, for instance, may thwart newcomers’ relatedness needs. Could there 

be a sequencing-of-needs effect during the socialisation process? It may be possible 

that tactics that overemphasize newcomers’ autonomy needs during the immediate 

entry period may not enable effective socialisation; rather, the need for autonomy 

may become more relevant over time, as newcomers feel more competent and 

relationally connected in their roles. This suggest a potential sequencing during entry 

that focuses on competence and relatedness needs, with a gradual increase in 

emphasis on autonomy needs as newcomers begin to adjust to their new work role. 

Research using intensive longitudinal or experimental methods may help answer 

these research questions.  

Building on the above, there is a growing body of work on need frustration and 

thwarting (Gillet, Fouquereau, Forest, Brunault, & Colombat, 2012; Vander Elst, 

Van den Broeck, De Witte, & De Cuyper, 2012). Distinct from an absence of need 

satisfaction, need frustration is experienced when basic needs are thwarted within 

social contexts (Gillet et al., 2012). More specific investigations of the role that 

structural and relational socialisation antecedents play in newcomers’ need 

satisfaction and frustration may better inform our theoretical understanding of the 

inner workings of the adjustment process, such as disentangling the paradoxical 

effect of socialisation tactics on need for autonomy, as well as the potential staging 

of needs.  

A major advantage of incorporating SDT into a model of organisational 

socialisation is that it provides theoretical ground for understanding how 

socialisation efforts may relate to many other critical, yet understudied, outcomes of 

the process, such as newcomer wellbeing and innovative behaviors. According to 

SDT, satisfaction of these basic psychological needs constitutes the central 
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psychological process through which people experience psychological growth and 

greater well-being (Deci & Ryan, 2000). Conversely, thwarting of these 

psychological needs yields alienation, diminished motivation, and ill-being (Ryan & 

Deci, 2000). 

Role innovativeness is also an outcome of socialisation that requires more 

research attention (Bauer et al., 2007). There is some evidence that more 

institutionalized tactics may reduce role innovation (Jones, 1986, Allen & Meyer, 

1990). Given that intrinsic motivation is a critical ingredient for creativity (Amabile, 

1998), innovation suffers when work environments do not support autonomy 

(Amabile, Conti, Coon, Lazenby, & Herron, 1996). Our finding that individualized 

tactics supported unique variance in autonomy need satisfaction provides further 

suggest SDT may offer a useful framework to examine the relation between 

socialisation and newcomers’ innovative behaviors. 

4.5.2 Study Limitations 

Our contributions should be considered in light of several study limitations. 

Given that our sample was comprised of MBA interns, generalizing our results to 

other newcomer populations may be limited. For this reason, we measured 

newcomers’ adjustment outcomes at relatively earlier and shorter time periods than 

typical socialisation studies, where researchers have tended to collect information at 

6 months, 9 months, and 1 year intervals following entry for distal outcomes (Bauer 

et al., 2007). Despite this, our study generated findings that could apply to various 

employment relationships including professional internship programs, contingent 

work arrangements, and full-time jobs with probationary entry periods for new 

employees—especially since the internships in our sample typically are viewed as 
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recruiting experiences that may lead to permanent employment. Furthermore, a 

recent review of socialisation (and mentoring) research noted that “the way in which 

we define and operationalize socialisation may need to evolve as socialisation 

processes become more short term with more rapid life cycles” (Allen, Eby, Chao, & 

Bauer, 2017, p.334), suggesting a need to capture ‘quicker’ socialisation processes, 

what HR practitioners sometimes call “rapid onboarding”.    

This study employed self-reports, commonly seen as a study limitation as it 

raises concerns of common method bias and the accuracy of respondents’ 

perceptions (Podsakoff, Mackenzie, Lee, & Podsakoff, 2003). The data were 

collected over two time periods separated by 5-7 weeks and via different scale 

anchors between variables as steps to reduce such potential bias. Furthermore, in the 

context of socialisation research, “accommodation and affective outcomes seem most 

appropriately assessed by the newcomer; for example, no other person can more 

accurately assess how accepted a newcomer feels” (Bauer & Green, 1994: 220). 

Nevertheless, future studies should seek to include multiple sources of data not only 

to mitigate such bias, but also to contribute different perspectives and meaningful 

insights to newcomer adjustment. These sources can include those from managers, 

peers, and objective measures such as absenteeism and actual turnover data. 

We also recognize that existing socialisation research acknowledges the 

important role that employees can play in the organisational entry process, especially 

through proactively seeking information and networking with insiders (Ashford & 

Black, 1996; Bauer & Green, 1998; Wanberg & Kammeyer-Mueller, 2000). 

Although we did not test this interactionist approach in our study, future research 

could extend our findings by examining the role of newcomer proactivity. An SDT 

approach fits well with the proactive tactics literature as being proactive, by 
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definition, involves self-regulated efforts (Parker, Bindl, & Strauss, 2010). This is 

particularly relevant should future research examine the role of autonomous versus 

controlled motivation for newcomers. In contrast to controlled forms of proactivity, 

autonomously motivated newcomer proactivity should lead to more effective change 

and goal attainment, as well as enabling the satisfaction of psychological needs 

which in turn contributes to a virtuous self-reinforcing cycle of sustained proactivity 

(Strauss & Parker, 2014). 

Finally, the scale items used in the current study did not allow for a complete 

separation of the three psychological needs, or provide strong unique variance for 

each of the specific factors (i.e. competence) after accounting for global need 

satisfaction. This could stem from the nature of the scale (seen in other studies e.g. 

Johnson & Finney, 2010), or possibly having too few items restricted by field study 

considerations. Future studies could consider using a different and more 

comprehensive scale that consistently distinguishes the three needs (Van den Broeck 

et al., 2010). This will allow a more in-depth examination of the contribution of each 

need, and thus the mechanisms by which they may explain variance in distinct 

socialisation outcomes.  

4.5.3 Practical Implications 

Organisations that can fast-track the transition and integration of new hires into 

their roles are at a competitive advantage because they can start benefiting from the 

newly hired employees and their accompanying skills and knowledge sooner (Perrot 

et al., 2014). Our results show that organisations that ensure a proper integration that 

is rooted in self-determined behavior, indicated by need satisfaction, are likely to 

benefit immensely in the form of employee commitment and retention. Employers 
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should evaluate how currently employed socialisation tactics and entry experiences 

may satisfy or thwart newcomers’ psychological needs for autonomy, competence, 

and relatedness. For example, in the absence of mentors or previous incumbents for 

the specific role, it is important to look at other means to satisfy newcomers’ 

relatedness, such as the assignment of an informal buddy, or even organizing casual 

‘coffee catch-ups’ with a few team members to help the new hire feel relationally 

connected. 

 In addition, organisations increasingly are leveraging information and 

communication technologies in human resources and socialisation practices. Such 

technology-based socialisation experiences including web-based orientations and 

virtual learning modules are typically defined by their self-management features, 

thereby representing more individualized than institutionalized tactics (Gruman & 

Saks, 2018). Organisations should be cautious of the negative consequences of these 

tactics on newcomers’ needs, and by extension, their commitment towards the 

organisation. When employing technology-based socialisation tactics, it is important 

for organisations to focus on maintaining an environment in which newcomers’ 

needs for competence, relatedness, and autonomy can be met by for example, 

strategically implementing institutionalized forms of e-learning rather than defaulting 

to its typical individualized forms. As suggested by Gruman and Saks (2018), 

possible approaches to this include ensuring that newcomers who undergo online 

training are given the opportunity to discuss learnings collectively with others, and 

providing new employees with online mentors to coach them and affirm their 

individual identities and competencies.  

From a managerial perspective, our findings underscore the significance of an 

autonomy supportive approach in satisfying newcomers’ need satisfaction and 
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facilitating newcomers’ adjustment. That is, providing newcomers with supervisor 

support that involves choice and a rationale for completing work tasks, 

acknowledging employees’ perspectives and feelings, and encouraging participation 

and initiation, goes a long way in making employees feel committed and wanting to 

stay in an organisation. Furthermore, given the negative interaction between 

institutionalized tactics and supervisor autonomy support on global need satisfaction, 

companies that do not have the resources to implement highly institutionalized 

socialisation tactics, or those who adopt individualized socialisation should prioritize 

efforts to better equip managerial personnel to facilitate the transition of newcomers. 

Accordingly, organisations should train (Hardré & Reeve, 2009) and encourage 

supervisors who are responsible for newcomers to be autonomy supportive to 

enhance newcomers’ socialisation experiences and integration.  

4.5.4 Conclusion 

Our findings provide unique and meaningful insight into the organisational 

socialisation process. To our knowledge, this is the first empirical study to test and 

demonstrate the role of psychological need satisfaction in newcomer socialisation, 

thereby extending both organisational socialisation and self-determination theory 

research. Our findings suggest need satisfaction, and motivation by extension, as 

practical and appropriate mechanisms to explain newcomer adjustment and 

socialisation outcomes. Accordingly, we expect future efforts in this line of research 

to be fruitful and beneficial for both organisational theory and practice.  
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Chapter 5 & 6 Foreword 

The previous study was the first known examination of need satisfaction as 

mechanisms by which socialisation tactics might operate to influence newcomer 

adjustment. However, we were not able to test the specific effects of each tactic on 

participants’ need satisfaction, as we could not meaningfully separate the tactics into 

the three areas of institutionalised socialisation (content, context, social), nor the six 

specific tactics. Given previous criticisms on the scale and the potentially outdated 

nature of Van Maanen and Schein’s (1979) classification scheme, as briefly 

described in the introduction chapters, my thesis advisors and I saw a need for a 

more valid and reliable measurement tool, and one that is rooted in a framework that 

is applicable to contemporary work.  

In the next two chapters, we develop a novel, refined framework of 

organisational socialisation tactics. In doing so, we revisit the original assumptions of 

organisational socialisation as outlined by Van Maanen and Schein (1979), as well as 

the theoretical and empirical roots of Jones’ (1986) socialisation tactics scale. 

Drawing from self-determination theory (Deci & Ryan, 1985; Ryan & Deci, 2017), 

we (re)introduce internalisation as an important factor and outcome of socialisation 

that organisations must facilitate to ensure a motivated and engaged work force. 

According to self-determination theory, internalisation represents the transformation 

process of an attitude, belief, or behavioural regulation that is acquired externally 

into a personal value and goal (Deci, Eghrari, Patrick, & Leone, 1994; Deci, Connell, 

& Ryan, 1989). The primary aim of Chapter 5 is to advance the theory of 

socialisation by expanding the current focus on uncertainty reduction towards 

providing newcomers resources to grow and thrive in their new environment during 

the socialisation period. In so doing, we embed the notion of autonomy, 



 

 

104 

 

internalisation, and newcomer proactivity in refining the typology of organisational 

socialisation tactics. The aim of Chapter 6 is to develop and validate a measure of the 

new organisational socialisation tactics that is based on the refined framework. The 

Socialisation Experience Scale was validated and assessed against the sole, yet 

criticised scale of organisational socialisation tactics by Jones (1986). 
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Chapter 5 

Newcomer Socialisation Tactics: Toward a Refined Framework 
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Newcomer Socialisation Tactics: Toward a Refined Framework 

5.1 Introduction 

Organisational socialisation tactics—the methods by which organisations 

structure newcomers’ entry experiences—comprise a significant part of the 

organisational socialisation literature. The seminal work by Van Maanen and Schein 

(1979) described six pairs of people processing tactics that organisations use to 

influence newcomers’ custodial or innovative responses towards their role. These 

tactics are most often captured empirically using a measure developed by Jones 

(1986), who further grouped the tactics into three broad categories located along a 

single individualised-institutionalised continuum (depicted in Figure 1). Since Van 

Maanen and Schein (1979) introduced their socialisation tactics framework, and 

Jones’ (1986) subsequent initial empirical study of the tactics, the study of 

socialisation tactics as a key antecedent to newcomer adjustment has captured the 

attention of socialisation scholars. Indeed, research on socialisation tactics has 

consistently been identified as a key area or aspect of socialisation research (Bauer et 

al., 2007), particularly in the early shaping of the literature (Batistič & Kaše, 2015). 

There is good reason for its interest; substantial research has shown the importance 

of the six tactics in influencing critical employee outcomes. Meta-analytic studies 

have found that socialisation tactics affect proximal adjustment outcomes (e.g. role 

clarity, social integration, fit perceptions) as well as distal socialisation outcomes 

(e.g., job satisfaction, organisational commitment, turnover intentions; Bauer et al., 

2007; Saks et al., 2007).   
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Figure 1. A classification of Socialisation Tactics based on Jones’ (1986) 

conceptualisation. 

Along with its notable contributions, the organisational tactics ‘stream’ of 

socialisation research has received considerable criticism. For example, Ashforth, 

Sluss, and Harrison (2007) raised the “black box” nature of socialisation tactics, in 

that the tactics represent the structural side of socialisation process rather than 

specific activities and events that they entail. Their observation led Saks and Gruman 

(2012) to note that the strong focus on organisational socialisation tactics research 

over the last two decades has not resulted in meaningful practical offerings to 

organisations, nor theoretical advancements to the study of socialisation. Indeed, as 

Saks and Gruman (2012, p.37) noted, “we really do not know much more today than 

we did 25 years ago: institutionalised socialisation tactics result in more positive 

socialisation outcomes than individualised socialisation tactics”. 

Also problematic is the classification scheme of the tactics, particularly in 

relation to the investiture dimension. For instance, although Jones (1986) classified 
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investiture as an institutionalised tactic, it has not consistently operated in the same 

manner as the other institutionalised tactics, such that the direction of its 

relationships with outcomes is not always the same as the relationship between other 

dimensions and outcomes (Ashforth, Sluss, & Saks, 2007; Ashforth & Saks, 1996). 

Further, Ashforth and Saks (1996) noted that Jones’ (1986) measurement of 

investiture tactics seem to reflect social support, rather than identity affirmation as 

was originally defined by Van Maanen and Schein (1979). The common grouping 

and use of tactics as a single institutionalised-individualised continuum also limits 

the ability to draw nuanced conclusions about the influence of each tactic on 

newcomer adjustment, thereby reinforcing Saks and Gruman’s concerns about the 

meaningful theoretical and practical offerings of the current socialisation tactics 

framework.  

Coherent development of the organisational socialisation tactics literature is 

further hampered by the lack of a psychometrically sound measure. Researchers have 

noted several problems and limitations associated with Jones’ (1986) socialisation 

tactics scale. In particular, Ashforth and Saks (1996) and Saks, Uggerslev, and 

Fassina (2007) have raised concerns regarding the scale’s reliability and validity. 

Although Jones constructed the initial item pool with the expectation that the items 

fall into three distinct dimensions (social, context, content), these dimensions are not 

typically recovered in subsequent studies. Rather, studies have identified one (e.g., 

Ashforth, Saks, & Lee, 1998; Gruman, Saks, & Zweig, 2006; Kim, Cable, & Kim, 

2005), three (e.g., Cable & Parsons, 2001), or six factors (Ashforth & Saks, 1996), 

which points to a limitation in the construct validity of the scale and a need for a 

refined scale with a more robust factor structure. Overall, the problems encountered 

with research examining socialisation tactics relate to both the original framework by 
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Van Mannen and Schein (1979) and its associated scale and further classification by 

Jones (1986). 

In addition to the aforementioned weaknesses of the current methods in 

conceptualising and measuring socialisation tactics, an updated, refined framework 

and measure of organisational socialisation tactics are warranted for several reasons. 

First, a consideration of contemporary work and employment suggests the need to 

update the socialisation tactics framework. For example, work arrangements and 

methods have changed considerably over the last four decades, which have likely 

affected the nature of tactics used to socialise employees. Despite their original call 

for future research into additional tactics (Van Maanen & Schein, 1979, p.37), the 

authors’ work remains the only theoretical model of socialisation tactics, and one that 

was based largely on research with police officers (i.e., a highly institutionalised 

environment; Van Maanen, 1975). To our knowledge, there have been no attempts to 

offer a new theoretical perspective or further refinements of the framework, bar Saks 

and Gruman’s (2012, 2018) socialisation resources theory which focuses on the 

specific resources to newcomers in their first year of organisational entry and 

socialisation. 

Similarly, despite its limitations, Jones’ (1986) measure of organisational 

tactics remains the only known measure of socialisation tactics. After more than three 

decades, it is questionable whether all the items of the Jones’ (1986) scale still apply 

in contemporary organisational settings. Consider items such as “The steps in the 

career ladder are clearly specified in this organisation” and “There is a clear pattern 

in the way one role leads to another or one job assignment leads to another in this 

organisation”. Are these items describing factors truly relevant to organisational 

socialisation today? Instead, they appear to reflect work standards and norms of the 
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1980s, prior to the shift to a more flexible employment market and work 

arrangements as we have today. As such, as a whole, there has been limited research 

advancing in relation to the theorising and measurement of tactics over the past 40 

years. A refined framework that takes into account the changing nature of work, 

while drawing from rich information gained from previous research on socialisation, 

can help organisations integrate their newcomers more strategically.  

Socialisation research including Van Maanen and Schein’s (1979) framework 

has focused largely on reducing uncertainty as a primary aim of newcomer 

socialisation. Stemming from the assumption that the socialisation process is filled 

with uncertainties and thus anxiety-provoking, uncertainty reduction theory posits 

that newcomers are motivated to reduce the anxiety faced through gaining control 

and increasing the predictability of their environment (Berger, 1979; Berger & 

Calabrese, 1975). Although uncertainty reduction theory has helped scholars reach a 

deeper understanding of the ways in which socialisation factors affect newcomer 

adjustment and outcomes, viewing socialisation through the lens of reducing 

uncertainty can restrict the way we define the socialisation process.  

As noted by Saks and Gruman (2018), uncertainty reduction is too narrowly 

focused on minimising and lowering job demands (e.g., role conflict and role 

ambiguity) and ignores newcomer resources that are critical in facilitating 

newcomers’ work engagement, such as the facilitation of employee’s job crafting 

behaviour to optimise their personal work goals (Tims, Bakker, & Derks, 2012; 

Tims, Derks, & Bakker, 2016). Indeed, the importance of reducing uncertainty to 

build competence and social networks in facilitating longer-term newcomer 

adjustment are well established. However, we lack an understanding of how new 

employees transform external sources of information and values to become 
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integrated within themselves (i.e., the process of internalisation), such that they feel 

more self-determined and motivated to perform their role. Thus, we aim to create a 

refined framework of organisational tactics that extends the scope of reducing 

uncertainty and anxiety. Specifically, we take into consideration the extent to which 

newcomers come to feel self-determined in their work, which should be an important 

consideration in the theorising of newcomer socialisation.  

The business environment is more dynamic and uncertain than it used to be, 

resulting in a shift of research focus from jobs and their fixed tasks to a broader 

understanding of work roles in dynamic organisational contexts (Griffin, Neal, & 

Parker, 2007). When uncertainty in organisational contexts are high, as they are 

increasingly becoming, there is a greater need for an autonomous workforce that is 

adaptive and proactive in initiating change to effectively respond to changing 

conditions and demands (Griffin et al., 2007). The evolving business environment is 

challenging traditional aims of organisational socialisation, too. Rather than 

facilitating a controlled environment to ensure goal attainment (e.g., formalised job 

trainings, uniform job standards), perhaps a more balanced socialisation strategy is 

the achievement of control and flexibility simultaneously through the facilitation of 

an autonomous and engaged workforce (Parker, 2014). In this regard, past 

approaches to newcomer socialisation have not ‘kept up’ with the changing nature of 

work to account for a full range of constructs that contribute to effective adjustment. 

A narrow focus on reducing uncertainty or providing control limits the scope for 

studying many other changes that occur during a newcomers’ socialisation period, or 

the mediating processes that explain the relationships between socialisation factors 

and outcomes.  
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Lastly, the continued use of the Jones (1986) socialisation scale is 

methodologically problematic, thereby placing artificial boundaries around the study 

of mechanisms that occur during socialisation, leaving many such mechanisms 

poorly understood. For example, as mentioned earlier, past research has proven 

difficult for researchers to reliably differentiate the original dimensions using Jones’ 

(1986) scale. The poor reliability and structural inconsistency of the sole 

organisational tactics scale may have led to the increased adoption of the 

institutionalised-individualised continuum conceptualisation of socialisation tactics. 

In turn, this overly simplistic continuum limits the richness of information that can 

otherwise be obtained by using the specific tactic dimensions, as was the case in the 

study reported in Chapter 4. Indeed, the inability to empirically differentiate the 

items into previously proposed dimensions and tactic categories, coupled with other 

criticisms of the scale and its related theoretical framework pointed to a severe 

limitation in the literature. This in turn prompted the present research efforts to 

advance the socialisation tactics literature.    

In proposing a new framework and measure of socialisation tactics, we aim to 

build on the foundation laid by previous researchers to extend organisational 

socialisation tactics’ predictive potential. It is important to continue this line of 

research because tactics are primarily under organisational control, thus making 

practical and managerial implications more straightforward (Allen & Shanock, 

2013). The existing body of socialisation findings, in addition to recent developments 

in management and psychological theories can shed light on certain aspects of 

socialisation experience, leading to a revised socialisation model and scale that are 

more relevant to today’s organisational newcomers’ experiences.  
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We sought to build on Van Maanen and Schein’s (1979) existing framework 

and to develop a refined measure we call the Socialisation Experience Scale (SES). 

Our focus was on newcomer socialisation experiences, as shaped by their 

organisation, that can influence adjustment outcomes relating to reducing uncertainty 

and facilitate newcomers’ engagement and motivation. To this end, this work aims to 

extend existing research in two noteworthy ways. First, we challenge and expand 

existing assumptions about socialisation to build upon Van Maanen and Schein’s 

(1979) original framework and develop a refined set of socialisation tactics using 

theories of psychology and management that are more relevant for contemporary 

work. Second, in developing and validating the SES, we provide a reliable and valid 

instrument for studying socialisation tactics within its nomological network. We 

present the research process and results of our efforts in three phases. The first phase 

(the rest of this chapter) describes the process we took to refine and formulate 

socialisation tactic dimensions. Chapter 6 then presents the development and 

refinement of the SES, followed by a last section on the validity evidence of the 

scale, specifically its convergent, discriminant, and criterion validity. 

5.2 Formulation of Socialisation Tactic Dimensions 

Given the importance of content validity, we adopted a deductive and 

inductive approach in refining the framework. To develop a comprehensive 

framework and measure of socialisation tactics, we first sought to identify as many 

tactics as possible. We employed three approaches: a close examination and critique 

of Van Maanen and Schein’s original framework, a consideration of the outcomes of 

socialisation and changes to the organisational landscape (e.g. increased workforce 

mobility and use of information technology), and a qualitative survey. 
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5.2.1 Re-examination of Van Maanen and Schein’s Tactics  

We began by examining Van Maanen and Schein’s (1979) original tactics to 

redefine or separate any dimensions that we deemed were double-barrelled. For 

example, collective versus individual tactics refer to the way in which new 

incumbents are either grouped together and put through a common set of 

experiences, or processed singly in isolation through a potentially unique set of 

experiences. However, it is not unusual to have a group of newcomers from different 

departments to enter an organisation together. These newcomers may undergo 

common experiences related to organisational-related information, while also 

experiencing unique learning activities related to their role. Thus, we reconsidered 

this dimension—but renamed it as group socialisation—as one that purely refers to 

whether or not newcomers share their entry experiences with other newcomers, 

regardless of whether or not these experiences are unique.  

In addition, formal versus informal tactics reflect the manner in which new 

incumbents are segregated from regular organisational members while being put 

through a tailored set of experience for newcomers, as opposed to cases where new 

incumbents are not differentiated from other more experienced organisational 

members and undergo a more laissez-faire socialisation. Apart from highly 

institutionalised organisations such as police or the military, organisational 

newcomers are rarely isolated or segregated from regular organisational members in 

the increasing interdependence of work systems (Grant & Parker, 2009; Griffin et al., 

2007; Howard, 1995) As such, this dimension can be separated into two tactics. The 

first relates to the extent to which newcomers experience formal activities tailored 

for newcomers, in which we label a structured socialisation experience. Secondly, 

the extent to which organisations segregate newcomers from experienced 
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organisational members can also be a tactic in itself – one we label as access to 

insider support. We view this dimension as one that is more closely related to the 

original serial versus disjunctive tactic, where organisations provide experienced 

members to groom and act as role models for new incumbents. 

As alluded to earlier, the investiture-divestiture dimension from Jones (1986) 

differs significantly from the original conceptualisation by Van Maanen and Schein 

(1979). Based on Van Maanen and Schein’s (1979) original conceptualisation, this 

tactic dimension refers to either providing newcomers with feedback and support that 

affirms their incoming identity and personal characteristics (investiture), or seeking 

to deny and strip away certain personal characteristics of the new employee 

(divestiture) in order to give them new ones. However, the emphasis in Jones’ 

definition, the “degree to which newcomers receive positive or negative social 

support after entry from experienced organisational members” (p.265) and scale 

items created (e.g., “almost all of my colleagues have been supportive of me 

personally”) were related to social support. As Ashforth and Saks (1996; 1997) 

argued, while social support is part of the investiture/divestiture process, it does not 

wholly define the construct and should not be treated as the same. In response, the 

authors developed new items to capture the original theorising of investiture. 

Accordingly, we classified support from insiders and identity affirmation as two 

different tactics.  

5.2.2 A (Re)consideration of the Underlying Assumptions and Outcomes of 

Socialisation 

The original tactics and propositions by Van Maanen and Schein (1979) 

revolved largely around how newcomers behave, as measured by role orientation. 
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That is, tactics were linked with the role orientation that an individual would most 

likely adopt during the role transition (Van Maanen & Schein, 1978; Jones, 1986). 

The authors documented that rather than the attitudes, motives, beliefs, or values 

associated with the role, it is how an individual behaves in the new organisational 

role (i.e. behavioural outcomes) that is organisationally and theoretically relevant to 

the outcomes of the socialisation process. Challenging this assumption, socialisation 

research has evolved largely since then to include many non-behavioural (e.g., 

attitudinal) constructs that have proven to be critical for newcomer adjustment, 

which ultimately lead to important distal outcomes that are both affective (e.g., 

commitment, identification) and behavioural (e.g., turnover, job performance) in 

nature. As such, our thinking behind the new proposed set of tactics were not 

bounded by how they might only affect behavioural outcomes. Rather, we took into 

consideration attitudinal outcomes that an accumulation of research has suggested 

are also important for newcomer adjustment, such as role clarity, self-efficacy, and 

social integration. 

Van Maanan and Schein (1979) outlined the assumption that new hires will 

put in effort to reduce the uncertainty faced during the socialisation period. 

Subsequently, and not surprisingly, uncertainty reduction theory and desire for 

control are frequently evoked theoretical perspectives of socialisation (Batistič & 

Kaše, 2015; Bauer et al., 2007; Ellis et al., 2017; Fang et al., 2011; Saks & Gruman, 

2018). Under these theories, newcomers are assumed to be motivated to reduce the 

associated anxiety through gaining control and increasing the predictability of their 

environment (Berger, 1979; Berger & Calabrese, 1975). Understanding behaviours 

that are appropriate, expected, or rewarded assists newcomers to move beyond social 

norms to more meaningful interactions with organisational members (Chao, 2012).  
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Consequently, many socialisation studies have focused on learning and 

assimilation outcomes that reduce the uncertainty or anxiety surrounding the entry 

process. Learning outcomes include mastering tasks, acquiring role clarity, and group 

and organisational level knowledge. Assimilation outcomes describe the extent to 

which newcomers are socially integrated and assimilated with their work group and 

organisation. In capturing both of these types of outcomes, empirical studies 

commonly include constructs such as role clarity, task mastery, organisational 

knowledge, social integration, social identification, and fit, to mark newcomer 

adjustment (Bauer et al., 2007; Saks et al., 2007). Importantly, socialisation tactics 

and in particular, institutionalised forms of socialisation, have been considered a 

significant influence on these newcomer adjustment outcomes, which in turn have 

lasting impacts on distal socialisation outcomes, such as job performance and 

attitudes including commitment, satisfaction, and turnover intentions. 

As highlighted in the introduction, anchoring the study of socialisation on 

uncertainty reduction can limit the scope for studying many other changes that occur 

during a newcomers’ socialisation period, or the mediating processes that explain the 

relationships between socialisation factors and outcomes. For example, Saks and 

Gruman (2018) noted that the uncertainty reduction pathway is narrowly focused on 

minimising and reducing job demands and places too little emphasis on providing 

newcomers with job resources that are important for facilitating newcomers’ work 

engagement. These authors developed socialisation resource theory as an alternative 

pathway to focus on providing newcomers with resources required to develop work 

engagement in their first year (Saks & Gruman, 2012).  

Saks and Gruman (2011) found that socialisation tactics indirectly relate to 

work engagement through newcomers’ fit, emotions, and self-efficacy. They 
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proposed that the unexpected absence of a direct association may be a function of 

tactics operating predominantly by reducing job demands rather than providing job 

resources. Perhaps this lack of a direct association between socialisation tactics and 

work engagement can also be traced back to the way in which socialisation tactics 

were conceived. That is, Van Maanen and Schein (1979) conceptualised their 

framework with the assumption that socialisation tactics aim to reduce newcomers’ 

uncertainty, stress, and anxiety (with role orientation as an outcome), rather than a 

focus on what organisations can do to facilitate growth, thriving, and success in the 

role during their transition period.  

As such, a refined framework of organisational tactics that is less focused on 

uncertainty reduction may eliminate some weakness surrounding the current 

socialisation tactics framework. Rather, a more comprehensive framework may 

increase its potential to facilitate and directly predict other, important newcomer 

adjustment outcomes such as newcomers’ work motivation and thriving. In line with 

this notion, we propose a missing piece to shifting the focus from reducing 

uncertainty to ensuring newcomers are engaged, thriving, and succeeding in their 

role is the consideration of internalisation as a key process in socialisation. Indeed, 

the process of internalisation constitutes an important aspect of socialisation that has 

been overlooked. As Ashford & Nurmohamed (2012) noted,  

“while less noted by researchers, socialisation also is, in part, a process of 

co-optation or seduction- a process by which individuals come to see their 

goals as aligned with the organisation, to believe in the meanings leaders 

work hard to convey, and in the mission organisations espouse and live by. 

Indeed, when we think of individuals as being socialised we not only think of 

them as being knowledgeable and skilled, but also as people who have bought 
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into the prevailing norms, who feel part of the organisation and who are 

excited about its goals. This broader sense of outcomes suggests a needed 

expansion of our definition of socialisation, from one simply about acquiring 

knowledge and skills to one also referencing a growing identification with the 

organisation and internalisation of its values. It also suggests an emphasis on 

different mediating processes than those that have dominated the literature to 

date.” (p.15) 

Successful internalisation of learnings, whether it be of knowledge and skills 

or organisational goals and values of organisations is critical for newcomers because 

of the consequences it carries. Ashforth and Mael (1989) highlight internalisation as 

an important process in regards to the development of organisational identity through 

socialisation. Socialisation is also one of the primary ways in which organisational 

culture is transmitted and maintained (Louis, 1980). Through socialisation, 

organisations transmit knowledge, behavioural regulations, attitudes, and values to 

employees. It is entirely possible for newcomers to understand, but reject, 

organisational goals and values. In such cases, newcomers may exhibit compliance 

through external behaviours which inhibits them from enacting authentic, desirable 

behaviours that are wholly volitional (Cable et al., 2013; O’Reilly & Chatman, 1986; 

Perrot & Campoy, 2009). Yet, effective and successful socialisation arguably has not 

occurred if behaviours are enacted only when others monitor or enforce them, or 

when individuals merely ‘go through the motions’ at work. Rather, to be truly 

effective, new incumbents must both assimilate and carry out behaviours on their 

own, in the absence of immediate contingencies or surveillance (i.e. internalised 

behaviour). To this end, we propose that an updated framework of socialisation 

tactics that considers the internalisation process is one that is most useful to both 
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organisations and employees (Cable et al., 2013; Kahn, 1990), and will advance our 

understanding of the conditions under which newcomers can be successfully 

socialised to be optimally motivated employees.  

Scholars have in the past placed a focus on the internalisation of 

organisational values in defining socialisation (e.g. Fogarty & Dirsmith, 2001; 

Fournier & Payne, 1994; Perrot & Campoy, 2009). Yet, the core theories that are 

widely used to understand socialisation do not adequately capture or articulate 

internalisation as a process or important outcome of newcomer adjustment. To 

overcome previous shortcomings, we draw upon socialisation resource theory (Saks 

& Gruman, 2012) self-determination theory (Ryan & Deci, 2017) to examine the 

socialisation process.  

Socialisation resource theory (Saks & Gruman, 2012) provides arguments to 

place a stronger focus on providing newcomers with socialisation-specific resources 

to develop and maintain worker engagement. As Saks and Gruman (2012) noted, 

“helping individuals achieve their work goals and stimulating personal growth, 

learning, and development are fundamental aspects of newcomer socialisation” (p. 

21). In line with their focus, and drawing from self-determination theory, our 

socialisation tactics framework therefore focuses on understanding how tactics 

provide the social-contextual nutriments for growth, rather than reducing uncertainty 

and anxiety as has been considered traditionally. Through an organismic lens, self-

determination theory explicates the idea that people are active organisms, with 

evolved tendencies toward growing, mastering ambient challenges, and integrating 

new experiences into a coherent sense of self (Deci & Ryan, 1985).  

Elaborating on internalisation as the process of learning norms and 

behaviours in developmental psychology, Gagné and Deci (p.3, 2014) noted, “SDT, 
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being an organismic theory, assumes that socialisation is not something “done” to 

people, but instead is what the organism does naturally by using environmental 

supports and nourishments (Deci, 1995). Without such supports, the internalisation 

functions less effectively”. The same principle applies to socialisation in an 

organisational context. Social contexts can either support or thwart newcomers’ 

natural tendencies toward active engagement and psychological growth during the 

adjustment period. These social ‘vitamins’ are specified using the concept of basic 

psychological needs for competence, relatedness, and autonomy. Self-determination 

theory is particularly well positioned to explain how socialisation factors, in this 

context socialisation tactics, can meet core newcomer needs and subsequently, 

development tendencies including growth, engagement, and integration.  

Thus, while formulating the dimensions, we asked ourselves, what are some 

socialisation experiences that can lead to a newcomers feeling competent, related 

towards others, and autonomous in their new role? Instead of focusing on how 

socialisation tactics might be able to mould individuals, self-determination theory 

allowed us to conceptualise the dimensions based in unique organisational contexts 

that would facilitate or hinder newcomers’ growth in the process of taking up a 

particular role. Consequently, we formulated potential dimensions based on Van 

Maanen and Schein’s original framework and a consideration of newcomers’ basic 

psychological needs for competence, relatedness, and autonomy. We also conducted 

a qualitative survey to ensure that we identified as many salient tactics as possible.  

5.2.3 Qualitative Study 

The aim of the qualitative study was twofold. We first wanted to assess if the 

original dimensions proposed by Van Maanen and Schein (1979) were still 
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applicable in today’s working contexts. Our second aim was to extend and elaborate 

the existing framework around socialisation tactics. As such, we used Van Maanen 

and Schein’s (1979) original framework as a basis and guide for data collection and 

analysis. A qualitative approach allowed us to explore any tactics that were not 

originally proposed but are currently salient for newcomers of various organisations 

and occupations- a possibility that was raised by Van Maanen and Schein (1979) as 

they called for future research in this area.  

We used a crowdsourcing data-acquisition platform, Amazon Mechanical 

Turk (MTurk) to ensure that our sample included participants from a variety of 

occupations and jobs in an effort to maximise variation (Miles & Huberman, 1994). 

In order to examine newcomer socialisation tactics, we chose to study those who 

have been working in an organisation for longer than 6 months, but less than 2 years. 

The choice of the tenure condition maximised our chances of sampling workers who 

were likely to be socialised, but still able to recall and reflect on their socialisation 

experience. The final sample consisted of 62 MTurk participants. Their average age 

was 33.14 years (SD = 7.29), 59.7% of the sample identified as males. They worked 

in various industries, with the majority from information and technology (17.7%), 

customer service (12.9%), sales (11.3%), accounting and finance (9.7%), 

manufacturing (6.5%), and teaching and education (6.5%). Within the sample, 62.9% 

held foundational level work positions, 17.7% held mid-level management, and the 

remaining 19.4% held first-level management positions.  

We collected demographic variables and general socialisation experience for 

all participants. First, we briefly described organisational socialisation (see Appendix 

A2.1) and asked participants to think back to when they still felt like they were a 

newcomer and were undergoing the socialisation process. Then, we asked 
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participants to judge how long their socialisation period was, what activities they 

engaged in on their first day of work (as a primer), and a description of their general 

experience of being socialised (e.g. learning about their role and organisation, and 

being integrated with others). After completing this initial section, to manage 

participants’ overall workload, they were randomly allocated to complete one of two 

streams in the second part of survey, each containing different questions.   

In line with our first aim to better understand existing tactics in current 

working contexts, one-half of the participants completed a survey containing 

questions related to specific tactics. In this version of the survey, participants 

provided open-ended responses regarding their experience in relation to a range of 

specific tactics provided by their organisation during their socialisation period. The 

range of tactics were derived from the thought process described in the previous two 

sections, re-examining the Van Maanen and Schein (1979) and Jones (1986) 

conceptualisations, and devising potential tactics that will facilitate internalisation. 

Specifically, there were open-ended questions related to formal orientation and 

training, mode of delivery for training and orientation (online, face to face, or both), 

sequencing of training, and activities/ experiences tailored for newcomers. We also 

asked questions related to identity affirmation and divestiture experiences, feedback, 

voice and power distance, job duties and responsibilities, group socialisation, and 

mentoring systems. Appendix A2.3 provides the full questionnaire in this section.  

Extending existing theory involves “filling in what has been left out- that is 

by extending and refining its existing categories and relationships” (Locke, 2000, 

p.103). As discussed above, facilitating internalisation and newcomers’ self-

determination is an area that is relatively unexplored in the previous theorising of 

socialisation tactics. In order to identify important tactics that facilitate this critical 
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process, we used self-determination theory’s three needs, theorised to facilitate 

internalisation, to guide the second part of our data collection. Accordingly, the 

second half of the participants completed the ‘need satisfaction’ stream of the survey. 

In this stream, participants completed three short-answer questions. They were first 

given a brief description of the importance of each need as a socialisation outcome. 

Each description was followed by an open-ended question that asked participants to 

report on what their organisation did (or did not do) to satisfy (or fail to satisfy) their 

need during their socialisation period (i.e. feel more competent, related to others, and 

self-determined). In all questions throughout the survey, we were careful to construct 

the questions such that we would invite responses based on what the organisations 

did, rather than efforts from the newcomers to socialise themselves (Appendix A2.4).  

Using a multi-step content analytic procedure, the qualitative data was 

analysed by travelling back and forth between the data and an emerging theoretical 

categories (Strauss & Corbin, 1990; Locke, 2000; Miles & Huberman, 1994). First, I 

reviewed participants’ responses to create provisional categories and first-order 

codes. Next, a research assistant was given the names of the identified dimensions 

and coded each comment into the appropriate dimensions. In cases where no 

dimensions appropriately described the comments, new dimensions were created. 

Reasons for classification were discussed between myself and the research assistant, 

and we came to agreement regarding how most accurately to categorise any 

discrepancies. After the data had been coded, the dimensions with similar underlying 

themes were collapsed into higher-order factors. The resulting framework of tactics, 

organised in five identified dimensions are described below.  
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5.3 Refined Framework of Organisational Socialisation Tactics 

5.3.1 Structured Socialisation 

Structured socialisation relates to the provision of activities and experiences 

that are specifically designed for newcomers to be integrated and assimilated to the 

organisation (e.g. formal on-boarding activities, welcome social events, training 

program, feedback check-ins). Newcomers who experience structured socialisation 

are provided the necessary conditions to develop a sense of clarity and mastery over 

their new role. In addition to mentions of training programs, the qualitative data also 

revealed feedback as a significant component of structured socialisation experiences. 

For example, a participant noted “[The organisation] helped me by providing 

training in essential job functions and feedback on my performance. They 

periodically had me demonstrate what I'd learned and provided helpful feedback.” 

Further, structured experiences include sequencing, or scaffolding of learning that 

build on each other to facilitate learning. As described by a participant: “As my role 

grew, each task was demonstrated and I subsequently would perform it until 

whichever person had trained me was satisfied”. As such, structured socialisation 

refers to the extent to which newcomers experience formal introduction, learning, 

and feedback processes that are purposefully designed to facilitate their adjustment 

into their role and organisation.  

The provision of structure is not a foreign concept in socialisation. Indeed, 

the cluster of tactics categorised into institutionalised tactics by Jones (1986) have 

frequently been understood as structured, systematic, and formalised program for 

newcomers. Structure is also a well-established learning principle, particularly in the 

educational literature (de Charms, 1984; Jang, Reeve, & Deci, 2010). Grolnick 
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(2002) and Reeve (2006) conceptualised structure using three components: 

communication of expectations before learning, offering guidance during learning, 

and providing constructive feedback after learning. From a motivational perspective, 

structure nurtures learners’ need for competence, internal locus of control, and 

mastery motivation rather than helplessness and a lack of self-efficacy (Jang et al., 

2010). This is because the provision of guidance and constructive feedback for a 

learning activity help learners effectively deal with tasks at hand (Skinner & 

Belmont, 1993). In contrast, a laissez-faire climate where newcomers lack sufficient 

guidance and support is likely to result in vagueness and confusion (Vansteenkiste et 

al., 2012).  

5.3.2 Insider Support 

Newcomers seek out social support and aid from others as they adjust 

(Feldman & Brett, 1983; Nelson & Quick, 1991). Insider support refers to the extent 

to which the socialisation process provides newcomers access to and support from 

more experienced colleagues. For example, mentoring is a form of insider support 

tactic by which newcomers become socialised (Allen et al., 2017; Kammeyer-

Mueller & Judge, 2007). This dimension includes Van Maanen and Schein’s (1979) 

notion of segregating newcomers from regular organisational members within their 

formal vs informal tactic. While having access to a colleague (or colleagues) can be 

theoretically separated from receiving support from them, these two processes are 

likely to act synergistically in practice. That is, receiving mentoring or support from 

a ‘buddy’ necessarily requires having access to at least one colleague. Similarly, by 

having access to other employees, whether directly physically or virtually, 

newcomers are able to observe and gather information regarding their role, team, and 
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organisation in general. Fang et al. (2011) and Jokisaari and Nurmi (2012) also 

identified access to and mobilisation of social capital in theorising the importance of 

social capital in influencing newcomer adjustment indicators. A participant echoed 

the importance of being around other employees in their learning process by 

describing: “Honestly, I feel that I learned the most by observing a lot and listening 

to everyone from all the different departments”. Our data supports previous research 

findings that the provision of insider support is an important driver of socialisation. 

For example, a participant noted “My interactions with my colleagues over [the] 

course of several months were the parts that really on-boarded me to the 

organisation. Through those interactions, I learned a great deal about the company, 

my role, and how to perform my job function.”  

5.3.3 Group Socialisation 

 Group socialisation tactics involve providing newcomers with opportunities 

for shared learning experiences with other new employees. Newcomers who undergo 

group socialisation are socialised alongside other employees who are new to the role, 

team, or organisation. It is defined by the experience of being in a cohort with other 

newcomers, and having access to provide and receive support from each other. For 

example, a participant noted “I got to train with a group of about 20 people that I'd 

be working with on a team. It was helpful to train with the people that I'd be working 

with. That made us feel less pressure if we didn't know something or had a question 

to ask.” 

Notably, Van Maanen and Schein’s collective dimension is defined as  

“taking a group of recruits who are facing a given boundary passage and putting 

them through a common set of experiences together” vs “processing recruits singly 
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and in isolation from one another through a more or less unique set of experience” 

(p.38). Compared to its traditional counterpart, our dimension does not specify 

newcomers to undergo a common set of experiences. That is, newcomers could be 

socialised with other new hires at a broad organisational level, yet also undergo a 

unique set of experience for their specific roles. 

5.3.4 Identity Affirmation  

Individuals identify with organisations in order to enhance their sense of 

collective self-esteem and connect with others to feel a sense of belonging with a 

larger group (Ashforth, Harrison, & Corley, 2008). For example, a participant from 

the qualitative study shared that they tried to act in a way that would make them 

more accepted. Groups and organisations can also actively engage in shaping 

members’ identity (Ashforth & Mael, 1989; Pratt, Rockmann, & Kaufmann, 2006). 

Identity affirmation reflects the “degree to which [the] socialisation process confirm 

or disconfirm the entering identity of the recruit” (Van Maanen & Schein, 1979, 

p.64). For example, a participant noted: “during the on-boarding period it was 

severally emphasised just how much of an importance the company insists on being 

your own boss and being able to express yourself”. In contrast, when asked about 

having their incoming identity and values affirmed or disconfirmed, another 

participant noted: “They expected me to be them. I was not myself in that 

environment. Even if my action was positive (profitable), I was expected to do as I 

was told because it was proven and their mission”. In this sense, socialisation tactics 

can alter newcomers’ perceptions of fit between themselves and their organisation, as 

well as the degree of congruence between their personal values and the 

organisation’s values (Cable & Parsons, 2001; Kim et al., 2005). In return, the extent 
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to which newcomers’ perceive a level of fit with their organisation has important 

consequences on their long-term adjustment (Cooper-Thomas et al., 2004; Saks et 

al., 2007). 

5.3.5 Agency 

SDT “views human beings as proactive organisms whose natural or intrinsic 

functioning can be either facilitated or impeded by the social context (Deci et al. 

1994, p.120). Work contexts have important influences on individual proactivity 

(Grant & Ashford, 2008; Ohly & Schmitt, 2016; Parker et al., 2010), an important 

antecedent to newcomer adjustment. In a similar vein, organisations can influence 

the extent to which newcomers successfully internalise external cues and information 

encountered during the socialisation process to facilitate intrinsic and proactive 

functioning. Organisational socialisation researchers have theorised that socialisation 

tactics are a key factor that influences newcomer proactive behaviour (Cooper-

Thomas & Burke, 2012; Griffin, Colella, & Goparaju, 2000). This notion is in line 

with the interactionist approach to socialisation, which posits that human behaviour 

is controlled internally as well as externally (Schneider, 1983). Drawing from this 

interactionist approach, the agency tactic refers to the degree to which an 

organisation emphasises the newcomers’ role in shaping their own socialisation 

experience.  

We view agentic socialisation as one that includes personalisation, such as 

newcomers being able to customise their training experiences based on needs rather 

than a ‘one-size-fits-all’ module. Two example excerpts of participants’ responses 

when asked about what their organisations did or did not do to make them feel 

autonomous and self-determined in their role include: “they allowed me to learn at 
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my own pace and didn't rush me through the training. They provided plenty of 

opportunity for me to ask questions and provide feedback on the role and my given 

tasks” and “from my first day I felt invited to partake in activities and to not hesitate 

to be curious”. This particular tactic creates an autonomy-supportive environment in 

which newcomers’ inner motivational resources are nurtured, through taking into 

consideration newcomers’ perspective, encouraging voice on socialisation activities, 

allowing newcomers choice and inputs into decision making, and encouraging 

exploration and self-initiation in their learning and assimilation (Deci, Olafsen, & 

Ryan, 2017). 

5.4 Summary 

At the beginning of this chapter, we argued the need for and rationale behind 

the development of a refined socialisation tactics framework. Our focus was to refine 

the original tactics based on newcomer socialisation experiences, as shaped by their 

organisation that are more relevant to today’s work. In addition, we hoped to extend 

the predictive ability (via the underlying assumptions) of the framework to one that 

can influence newcomers’ internalisation and sense of self-determination in carrying 

out their work. Overall, our findings indicate that while supporting some existing 

socialisation tactic dimensions, there may be previously unstudied, socialisation 

practices that enhance or diminish newcomers’ adjustment. This is particularly true 

in relation to the agency dimension. Indeed, organisations are forced to move away 

from one-size-fits-all approach to managing and developing their employees to stay 

competitive in the 21st century (Linderbaum & Levy, 2010). The addition of a 

socialisation tactics dimension that considers newcomers’ sense of autonomy and 

proactivity should better prepare future researchers to examine newcomers’ 
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development of work engagement. Our review and qualitative results also suggest 

that the existing socialisation tactics may be better captured using a different 

framework structure (e.g., access to organisational members from the formal tactic to 

be under a social dimension, combining relevant tactics into a dimension for 

structure). In the next chapter, we develop a measurement scale based on the five 

dimensions described above and subject the items to a series of validation studies. 
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Chapter 6 

Development and Validation of the Socialisation Experience Scale 
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Development and Validation of the Socialisation Experience Scale 

Drawing on data from three heterogenous samples of employees (total N = 

1024), this chapter presents a new measure of socialisation tactics, the Socialisation 

Experience Scale (SES). Table 1 presents an overview of the studies and process we 

followed to construct and validate the SES. The process is separated into two main 

phases. The first relates to the development and refinement of the items. In this 

phase, we generated items for each of the five dimensions, fine-tuned them through a 

workshop discussion with experts, and examined the scale’s basic psychometric 

properties and factor structure. The second phase focuses on the construct validity of 

the scale, namely the convergent and discriminant validity of each dimension against 

theoretically linked constructs. The last study presented in this chapter assesses the 

criterion-related validity of the newly developed scale with key newcomer 

adjustment outcomes.  

6.1 Development of the Socialisation Experience Scale 

6.1.1 Study 1: Item Development and Pilot Study  

Based on the theoretical framework outlined in Chapter 5, a questionnaire 

was developed to measure the five dimensions of the socialisation experience of 

newcomers. Through several discussions within my team of advisors and adapting 

relevant items from Jones’ (1986) scale, and Ashforth and Saks’ (1996) investiture 

dimension, we gathered an initial pool of 39 items. When writing the items, we 

aimed to ensure the statements were simple, as brief as possible, and avoided 

cultural-specific jargon. Each subscale contained more than the recommended 

minimum of three items (Hinkin, 1995): nine for insider support, seven for identity 

affirmation, five for group, 12 for structure, six for agency. We conducted a 
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quantitative pilot study to refine the scale and explore its reliability and 

dimensionality. All 39 items were administered in random order to participants.  

Sample and Procedure 

Participants were recruited from Amazon’s Mechanical Turk (MTurk) survey 

panel. Registered members who were employees of an organisation for less than two 

years were eligible to participate. A total of 354 individuals completed the online 

survey, however 49 cases were removed because they failed at least one of the 

attention check items. The final sample thus consisted of 305 participants. Their 

average age was 34.92 years (SD = 9.70) and approximately half of the sample 

(50.5%) identified as males. They worked in various industries, with the majority 

from information and technology (11.8%), customer service (9.5%), accounting and 

finance, (8.5%), sales (8.2%), administration (8.2%), and healthcare (6.2%). Around 

half the sample (52.8%) held foundational level work positions, 28.5% first-level 

management, 16.4% mid-level management, and the remaining 2.3% senior-level 

management or executives.  

Analyses and Results 

Analyses were conducted using Mplus 7.3 (Muthen & Muthen, 2014). The 

robust χ2 statistic, and multiple goodness-of-fit indices were used to evaluate model 

fit: comparative fit index (CFI), root mean square error of approximation (RMSEA), 

and standardised root mean-square residual (SRMR). CFI values above .90 indicate 

adequate fit (Hopwood & Donnellan, 2010), and those above .95 are considered 

excellent (Hu & Bentler, 1999). RMSEA fit indices below .07 are considered  

adequate (Steiger, 1990), and those below .06 suggest excellent model fit (Hu & 

Bentler, 1999). Lastly, SRMR scores below .08 suggest good model fit.
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Table 1. 

Overview of Validation Studies for the Socialisation Experience Scale (SES) 

Note. Participants from Study 2 (Sample 2) were contacted 4-6 weeks after completing Study 2 for a follow-up study (Study 4) on socialisation 

outcomes. 

Studies Sample Objectives Main findings 

Item generation, reduction, and 

refinement 

   

     Study 1: Quantitative pilot study  Sample 1 

(N = 305) 
• Item refinement 

• Test of reliability & dimensionality 

• Preliminary version of scale, 4 reliable dimensions (insider 

support, group, identify affirmation, structured) 

     Workshop discussion and item 

     sort among I/O psychology 

     experts  

I/O Psychology 

Experts 

(N = 8) 

• Strengthen content validity • Refinement of agency dimension (adding new items) 

• Removed poorly-worded items 

    

     Study 2: Factor analysis- EFA to 

     retain items and follow up CFA 

     for factorial validity  

Sample 2 

(N = 290) 
• Test of reliability & dimensionality 

• Retain a parsimonious set of items 

• Retained 25 items for SES 

• Sufficient reliability and factorial validity for all 5 dimensions  

    

Convergent, discriminant, and 

criterion validity of scale 

   

     Study 3: Convergent and 

     discriminant validity  

 

Sample 3 

(N = 429) 
• Convergent and discriminant 

validity assessment 

 

• Evidence for convergent validity with Jones’s (1986) scale 

• SES dimensions empirically distinguishable from perceived 

organisational support, work design constructs 

     Study 4: Criterion validity Sample 2 

(N = 226) 

 

• Criterion validity assessment with 

adjustment outcomes 

• SES dimensions explained significant variance in established 

proximal outcomes and other proposed important outcomes of 

socialisation (i.e., autonomy need satisfaction, proactive 

behaviour, job crafting, and task performance) 



 

 

137 

 

To examine the factor structure of the 39-item scale and item factor loadings, 

we performed an exploratory factor analysis (EFA) using maximum likelihood 

estimation and geomin rotation on the item pool. We removed nine items for 

insufficient loading (<.50, or less than 25% shared variance between the item and 

factor) or cross-loadings on multiple factors (<.30, or 9% shared variance with a 

secondary factor). We then performed another EFA on the 30-item pool and further 

removed two remaining items from the agency dimension due to low primary 

loadings, as well as four items that were too similar (and very highly correlated) to 

each other, within a single dimension, for parsimony. The remaining 24 items formed 

four reliable dimensions: six items for insider support, five items for identity, five 

items for collective, and eight items for structure. The overall model fit for the 4 

factor-EFA was sound (χ2(186) = 378.3, p < .001, CFI = .95, RMSEA = .06, SRMR 

= .03), with adequate factor loadings for 24 items (presented in Table 2). 

Discussion 

This pilot study provides preliminary support for the reliability and factor 

structure in the item set for four of the hypothesised dimensions: insider support, 

group, structure, and identity affirmation. However, the results indicate a lack of 

distinctiveness for items measuring agency dimension, which may reflect a potential 

failing in our initial item generation. To ensure that we do not rule out the 

dimension’s empirical existence prematurely, and to ensure high content validity in 

this phase, we opted to refine the items associated with the dimension before 

proceeding further with our validation process (Hinkin, 1995). Through a group 

discussion among the authors and a closer examination of the qualitative study 
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responses, we retained four original items and created eight new items related to the 

agency dimension of socialisation experience.  

6.1.2 Workshop Discussion for Content Validation 

To further tune the items and strengthen the content validity assessment, we 

submitted all items to a workshop discussion among industrial and organisational 

(I/O) psychology experts comprising two faculty members, five Ph.D. candidates, 

and one Master’s-level graduate. As part of the workshop discussion, participants 

also completed an item-sort task (Anderson & Gerbing, 1991). Upon receiving a 

conceptual definition for each of the five dimensions, these experts assigned the 

randomly-ordered items into a dimension that best represented each item. Five items 

were identified to have poor substantive validity, which refers to the extent to which 

a measure is judged to be reflective of a construct of interest (Anderson & Gerbing, 

1991). Of these five items, three were original items from the agency dimension; less 

than six judges (<75%) assigned the items to their intended construct. Based on 

discussions in the workshop, two items from structure were also removed for 

ambiguity and tapping into an outcome of, rather than the experience of socialisation 

tactics. These items can be found in Table 2. The sorting process resulted in a set of 

22 items classified into the four distinct dimensions (six items for insider support, 

five items for identity affirmation, five items for group, and six items for structure) 

and an additional nine items being generated for the agency dimension for empirical 

testing in the next study.  

6.1.3 Study 2: Factor Analysis for Basic Psychometric Properties 

The aim of this study was to identify a final set of items for the SES using 

EFA, and to assess the factor structure of that final set via Confirmatory Factor 
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Analyses (CFA). In so doing, we also aimed to examine the scale’s basic 

psychometric properties (i.e., reliability, factor correlations). Further, we established 

evidence for convergent validity in relation to the six-factor conceptualisation from 

Jones’ (1986) scale.  

Given that we have included a new set of items for the agency dimension, we 

first performed an EFA to identify a parsimonious set of items with adequate factor 

loadings for all five factors. Then, using the final retained items from the EFA, we 

conducted a CFA to test the factorial validity of the scale. Because the SES was 

constructed to represent five distinct dimensions, we expect that that a five-factor 

model will provide good fit to the data. We further expected that it will provide 

better fit compared to alternative models, including more parsimonious models such 

as a one-factor model representing a general socialisation or ‘goodness’ of 

socialisation factor.  

Hypothesis 1: The SES is multidimensional, such that a five-factor model 

representing insider support, identity affirmation, group socialisation, 

structured socialisation, and agency will provide good fit to the data. 

Sample and Participants 

A second, independent sample of 301 participants completed the study 

through Prolific Academic, an online crowdsourcing platform. The survey was open 

to registered members who were an employee of an organisation, 18 years or older, 

spoke English as their first language, worked more than 21 hours in a week, and had 

an organisational tenure of less than 10 months. Eleven cases were removed for 

failing attention check items, leaving a final sample of 290 participants. On average, 

participants were 28.99 years of age (SD = 8.18) and 34.5% of the sample identified 
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as males. Almost half the participants (47.6%) held a Bachelor’s degree, 19.7% a 

Master or professional degree, and 17.9% completed high school. The majority of the 

sample worked in various industries such as administration (10.0%), teaching and 

education (10.0%), healthcare (9.3%), sales (9.0%), customer service (7.2%), and 

information technology (6.6%). Two thirds of the sample (66.6%) held foundational 

level work positions, 22.4% first-level management, 9.0% mid-level management, 

and the remaining 2.1% senior-level management or executives. At the time of the 

survey, participants had worked an average of 4.4 months in their organisation (SD = 

2.1 months). In relation to relevant work experience, 19.3% of the participants had 

less than 1 year, 36.2% had 1-5 years, 17.6% had 6-10 years, 19% had 11-20 years, 

and the remaining 7.9% had more than 21 years.  

Measures 

 We used 31 items (22 from Study 1 and nine new items for the agency 

dimension) for the SES scale. Participants indicated the extent to which they 

experienced, or which to they agreed with each statement based on their experience 

as a newcomer in their organisation on a 1 (not at all) to 5 (a great deal) Likert-type 

scale. 
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Table 2.  

Exploratory Factor Analysis of Final Retained Set of Items for the SES scale (Study 1 and 2) 

Factor and items 1 2 3 4 5 

1. Insider support      

At the beginning of this job, I worked alongside experienced colleagues .74 (.72)     

Aside from trainers (if any), I have direct contact with other, more experienced employees .76 (.69)     

I gain an understanding of being an employee here from observing experienced employees .68 (.71)     

I receive guidance from experienced employees as to how to perform my role .75 (.64)     

I have access to experienced employees to help me adjust as a new employee .78 (.75)     

Experienced employees help newcomers adjust into their role .75 (.67)     

2. Identity Affirmation      

The following statement describes the attitude of this organisation towards newcomers:  

"We like you just as you are" 
 .70 (.63)    

Newcomers do not have to conform to an 'ideal' to fit into the organisation  .67 (.59)    

This organisation accepts me as a newcomer for who I am  .52 (.59)    

This organisation does not ask newcomers to change their attitudes and values to fit in  .84 (.60)    

There is a sense of pressure for newcomers to conform to an ‘ideal’ or typical employee of this 

organisation* 
 -.39 (-.55)    
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Table 2 continued.      

Factor and items 1 2 3 4 5 

3. Group      

Newcomers help each other understand what is required to be an effective employee   .71 (.69)   

I am building shared experiences with other newcomers   .86 (.80)   

I feel part of a group or cohort with other newcomers   .75 (.68)   

New employees go through their initial experiences in this organisation together   .65 (.66)   

Other newcomers and I help each other out while learning and settling into the job   .93 (.79)   

4. Structure      

This organisation provides a structured set of experiences tailored explicitly for newcomers    .84 (.70)  

This organisation provides activities and experiences that help newcomers become effective 

employees 
   .72 (.65)  

Newcomers go through an ordered sequence of learning experiences    .76 (.75)  

The timetable and deadlines for training have been clearly communicated to me    .66 (.78)  

There are clear systems in place to help me track my learning progress as a newcomer    .71 (.78)  

The resources and activities available to newcomers were sufficient to help me settle into my 

new role* 
.36   .38 (.67)  

The onboarding activities organised by this organisation have helped me settle in quite 

effortlessly* 
   (.59)  

I have received constructive feedback on my progress as a new employee* (.31)   (.54)  
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Table 2 continued.      

Factor and items 1 2 3 4 5 

5. Agency      

Newcomers are encouraged to shape their new role     .77 

I am encouraged to seek information and feedback to help me learn     .53 

Newcomers can customise their learning/training based on prior skills and knowledge     .55 

This organisation tells newcomers how important and meaningful their roles are     .49 

Newcomers are encouraged to bring something unique to the organisation (e.g. skills, insights, 

opinions) 
    .80 

This organisation considers my needs and goals when designing my newcomer learning 

experience** 
   .39 .47 

This organisation invites newcomers’ suggestions/feedback on their newcomer experience**    .40 .41 

This organisation gives newcomers’ space rather than monitoring them constantly**     .30 

Newcomers have the same access to resources (e.g., information, tools) as their more experienced 

counterparts* 
     

Eigenvalue 9.22 2.85 2.11 1.48 1.37 

Cronbach’s alpha .90 .89 .90 .80 .82 

Notes. Values reflect EFA loading values greater than .30, and values in parentheses represent EFA loadings for Pilot Study 1. 

*Items retained in Study 1 but dropped in Study 2. **New agency items added after Study 1 during refinement stage but not retained in Study 2
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Analyses and Results 

Socialisation Experience Scale (EFA). We performed an EFA using 

maximum likelihood estimation with goemin rotation to examine the factor structure 

of the 31-item SES scale, and to retain a parsimonious set of items. Results supported 

a five-factor structure (χ2(320)= 465.6, p  <.001, CFI = .97, RMSEA = .04, SRMR = 

.03). We removed four agency items for insufficient loading (<.40) and/or cross-

loadings (>.30) on multiple factors. Three of the removed items were new items that 

were not tested in Study 1. Further, two items from the original 22-items (one from 

structure, one from identity affirmation) were removed for low and/or cross-loadings. 

We thus retained a final set of 25 items, grouped into five reliable dimensions: six 

items for insider support (α = .90), four items for identity affirmation (α = .89), five 

items for group (α = .90), five items for structure (α = .80), and five items for agency 

(α = .82). Table 2 presents the final retained items and their pattern loadings. Item-

level analyses also suggest that items within each dimension correlated with each 

other substantially (mean inter-item correlation >.15) and are all meaningful 

contributors to internal consistency reliability (corrected item-total correlations > 

.20).  

 Socialisation Experience Scale (CFA) Next, we conducted a series of CFAs 

using the retained items to further examine the factorial validity of the scale. 

Supporting Hypothesis 1, a five-factor model, χ2 (265) = 492.42, p < .001, CFI = .94, 

RMSEA = .05, SRMR = .06, provided good fit to the data. As seen in Table 3, the 

hypothesised five-factor model provided better fit compared to alternative models, 

including more parsimonious models such as a one-factor model representing a 

general ‘effective’ socialisation factor, and a two-factor model separating items with 
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a reference to the self (e.g., I receive guidance from experienced employees as to how 

to perform my role) from items referring to newcomers in general (e.g., Experienced 

employees help newcomers adjust into their role). The hypothesised independent 

cluster model also provided better fit to a more complex higher-order model in which 

all five first-order latent factors are specified to load onto a second-order general 

latent factor of socialisation. 

 

Table 3. 

Goodness-of-fit statistics for the estimated CFA models for the SES (Study 2) 

Model χ2 df CFI RMSEA SRMR 

One-factor (general socialisation) 1958.12 275 .59 .15 .12 

Two-factor (“I…” vs “newcomers…”) 1953.03 274 .59 .15 .12 

Five-factor (hypothesised) 492.42 265 .94 .05 .06 

Higher order five-factor 528.66 270 .94 .06 .07 

Notes. CFI = Comparative fit index. RMSEA = Root mean square error of 

approximation. SRMR = Standardised root mean-square residual. 

 

The SES dimensions were strongly correlated to each other (median r = .53, 

Cohen, 1992). The overall pattern of positive correlations suggests that participants 

who report a positive experience in relation to one tactic tended also to have positive 

experience with the other tactics. Insider support and structured socialisation were 

the most closely related dimensions, r = .59, p < .01. The weakest association was 

found between insider support and group socialisation, r = .17, p < .01, suggesting 

that these tactics are least likely to co-occur compared to other pairings of tactics.  
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Table 4. 

Pearson correlations between subscales of SES (Study 2) 

Notes. For all |r| ≤ .23, p <.01; |r| ≥ .24, p < .001. Cronbach’s coefficient alpha is 

provided along the diagonal in parentheses.   

 

Discussion 

The current study provided encouraging evidence for the psychometric 

soundness of the SES. Internal consistency reliability for all subscales of the SES 

met the standards for applied research (Nunnally & Bernstein, 1994), lending support 

for content validity of the SES (Hinkin, 1998). The SES dimensions were also 

associated with existing socialisation tactics measure in the hypothesised directions, 

in support of convergent validity. Overall, the results of this study suggest that the 

SES scale exhibits strong psychometric qualities, with the factor structure and 

reliability coefficients of its dimensions more robust than Jones (1986). This is 

particularly important given Jones’ (1986) measure has not consistently reflected 

purported factor structures. Appendix 3 provides the final retained items, lead in 

instructions, and response scale for the SES. 

 6.2 Construct validity of the Socialisation Experience Scale 

Construct validation of an instrument is a multi-step process (Hinkin, 1998). 

In the previous phase, we provided evidence that the SES items reflect their intended 

Variable M SD 1 2 3 4 5 

1. Insider Support 3.66 0.92 (.90) 
    

2. Identity Affirm. 3.23 0.87 .51 (.80) 
   

3. Group 2.87 1.09 .34 .12 (.90) 
  

4. Structure 2.80 1.04 .67 .44 .55 (.89) 
 

5. Agency 3.21 0.83 .55 .60 .45 .58 (.82) 
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content domain (content validation), as well as evidence for the scale’s psychometric 

qualities (internal consistency and expected dimensionality). In this phase, we 

focused on further assessing the construct validity of our scale and assess the extent 

to which the dimensions relate to constructs in its nomological network (i.e., 

convergent, discriminant, and criterion validity).  

6.2.1 Study 3: Convergent and Discriminant Validity Evidence 

In this study, we first aimed to replicate the factor structure derived in the 

previous studies with a new sample to ensure that the factor structure was not an 

artefact of the previous survey design or sample idiosyncrasies. We then tested the 

convergent and discriminant validity of the SES dimensions against other constructs 

of interest.  

Convergent validity relates to the degree to which a scale relates to other 

measures of similar constructs (Campbell & Fiske, 1959; Hinkin, 1995). Thus, we 

sought to establish evidence for convergent validity in relation to the single, existing 

socialisation tactics measure available: i.e., Jones’ (1986) measure. We expected the 

SES dimensions to relate positively, and moderately to strongly with Jones’ measure. 

Based on conceptual overlap, we hypothesized: 

Hypothesis 1a: The SES’ insider support will exhibit the strongest positive 

correlation with Jones’ serial and investiture tactics 

Hypothesis 1b: The SES’ identity affirmation will exhibit the strongest 

positive correlation with Jones’ investiture tactics 

Hypothesis 1c: The SES’ group socialisation will exhibit the strongest 

positive correlation with Jones’ collective tactics 
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Hypothesis 1d: The SES’ structured socialisation will exhibit the strongest 

positive correlation with Jones’ formal, fixed, and sequential tactics 

Hypothesis 1e: The SES’ agency will exhibit the strongest positive 

correlation with Jones’ investiture tactics 

Discriminant validity refers to “the extent to which the measure is indeed 

novel and not simply the reflection of some other variable” (Churchill, 1979, p. 70). 

We expect that the nature of the work that newcomers are required to perform during 

their socialisation to be related to socialisation tactics experienced (Batistič, 2018; 

Katz, 1978; Sluss et al., 2012).  Work characteristics refer to the various ways in 

which work can be designed and are defined as “the attributes of the task, job, and 

social and organisational environment (Morgeson & Humphrey, 2006, p.1322). We 

expected that the nature of the work that newcomers are required to perform during 

their socialisation to be related (matched) to socialisation tactics experienced 

(Batistič, 2018; Katz, 1978; Sluss, Ashforth, & Gibson, 2012). Yet, it is important to 

distinguish socialisation tactics and work design as separate constructs as each reflect 

characteristics that are specific to different aspects of an employees’ experience in an 

organisation. The theoretical and empirical distinction also allows scholars to study 

each process more rigorously. That is, one would expect that a measure of 

organisational socialisation tactics is not simply confounded with the employees’ 

work design.  

In particular, a socialisation experience that involves insider support should 

not simply be a function of how ones’ job might provide opportunities for assistance 

(social support), whether they receive feedback from others (Hackman & Oldham, 

1975), or have high task interdependence. Interdependence as a social job 

characteristic refers to “connectedness” of jobs to each other, reflecting the degree to 
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which a job depends on others and others depend on it for completion (Morgeson & 

Humphrey, 2006). For example, it is possible for a newcomer to be assigned to, and 

receive advice from, a mentor or a buddy at the beginning of their employment 

contract, yet have a job that affords few opportunities to receive social support and 

meet other colleagues in their day-to-day work. Given that identity affirmation and 

group socialisation include aspects of support from socialisation agents and other 

newcomers, respectively, it is also important to distinguish these tactics from the job 

characteristic of social support. 

Hypothesis 2: SES insider support does not show redundancy with the work 

characteristics (a) social support, (b) feedback from others, and (c) 

interdependence. 

 Hypothesis 3: SES (a) identity affirmation and (b) group socialisation do not 

show redundancy, with the work characteristic social support. 

The extent to which a newcomer’s job provides direct and clear information 

about the effectiveness of task performance (feedback from job; Hackman & 

Oldham, 1975) is likely to influence their experience of receiving feedback as part of 

their structured socialisation experience. The same logic applies to receiving 

feedback from others. However, socialisation tactics are specifically tailored towards 

providing newcomers with more feedback and structure, which should be distinctive 

from general work design characteristics. Thus, we hypothesised that: 

Hypothesis 4: Structured socialisation does not show redundancy, with (a) 

feedback from job and (b) feedback from others. 

We also assessed the discriminant validity of the agency dimension against 

autonomy work characteristics. Work design autonomy refers to the degree to which 

a job allows freedom, independence, and discretion to schedule work and make 



 

 

150 

 

decisions around the methods used to perform job tasks Although the agency 

dimension includes aspects of autonomy, it is important to demonstrate that the 

socialisation construct is distinct from these areas of newcomers’ work design.  

Hypothesis 5: Agency does not show redundancy with work design 

autonomy. 

Lastly, socialisation tactics might influence the extent to which newcomers 

perceive their organisation to be supportive and caring towards them (Allen & 

Shanock, 2013), a construct known as perceived organisational support (POS; 

Eisenberger, Huntington, Hutchison, & Sowa, 1986). In creating a new instrument 

for socialisation tactics, we believe that it is also important to differentiate the 

dimensions from other perceptions of positive organisational characteristics. Indeed, 

given that socialisation unfolds regardless of the presence of tactics, the experience 

of socialisation tactics may result in a positive organisation-attitudinal shift in 

newcomers. In this sense, it is important to distinguish the SES dimensions from 

POS to ensure that our scale does not merely reflect the extent to which newcomers 

perceive a level of support generally (as opposed to specifically from the 

socialisation tactics). Thus, although we expect SES dimensions to relate positively 

to perceptions of support from their organization, they should not demonstrate 

correlations too high (r > .80) to suggest they are essentially redundant (Clark et al., 

2020; Kline, 2005).  

Hypothesis 5: The SES dimensions do not show redundancy with POS.  

Sample and Participants 

A third, independent sample of 473 participants completed the study through 

Prolific Academic. Using the same criteria as Study 2, the survey was open to 
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registered Prolific members who were an employee of an organisation, 18 years or 

older, spoke English as their first language, worked more than 21 hours in a week, 

and had an organisational tenure of less than 7 months. Forty-four cases were 

removed for failing attention check items, leaving a final sample of 429 participants. 

Participants’ average age was 29.3 years (SD = 7.87) and 37.5% of the sample 

identified as males. Half the participants (50.8%) held a Bachelor’s degree, 19.3% a 

Master or professional degree, 8.2% a technical diploma, and 15.9% completed high 

school. They worked in various industries such as teaching and education (11.7%), 

healthcare (11.4%), administration (7.2%), customer service (7.0%), and information 

technology (7.0%). Two thirds of the sample (66.4%) held foundational level work 

positions, 20.0% first-level management, 12.1% mid-level management, and the 

remaining 1.4% senior-level management or executives. At the time of the survey, 

participants had worked an average of 4.3 months (SD = 1.8 months) in their 

organisation. In relation to relevant work experience, 20.3% of the participants had 

less than 1 year, 36.8% had 1-5 years, 21.0% had 6-10 years, 14.7% had 11-20 years, 

and the remaining 6.5% had more than 21 years.  

Measures 

All items were measured on a scale of 1 (strongly disagree) to 5 (strongly 

agree) unless otherwise stated. 

Socialisation Experience Scale. We measured participants’ socialisation 

experience with the 25-item scale developed in the previous phase (Studies 1 and 2). 

Specifically, we measured insider support using six items (α = .90), identity 

affirmation using four items (α = .82), group using five items (α = .92), structure 

using five items (α = .88), and agency using five items (α = .82). 
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Jones’ (1986) Socialisation Tactics Scale. We used Jones’ (1986) 30-item 

Socialisation Tactics Scale, measured on a 1 (strongly disagree) to 5 (strongly agree) 

Likert scale. There were five items for each dimension: collective (α = .75), formal 

(α = .49), fixed (α = .71), sequential (α = .83), serial (α = .72), and investiture (α = 

.79).6 

Work Characteristics Using Morgeson and Humphrey’s (2006) Work 

Design Questionnaire, we measured social support using six items (e.g., “I have the 

opportunity to develop close friendships in my job”; α = 81), feedback from others 

using three items (e.g., “I receive feedback on my performance from other people in 

my organization (such as my manager or co-workers)”; α = 82), and initiated 

interdependence using three items (e.g., “other jobs depend directly on my job”; α = 

84). We also measured feedback from job with three items (e.g., “the job itself 

provides feedback on my performance”; α = 88), autonomy using three-items from 

the work-schedule autonomy subscale (e.g. “the job allows me to make my own 

decisions about how to schedule my work”; α = 86) and three-items from the 

decision-making autonomy subscale (e.g. “the job allows me to make a lot of 

decisions on my own”; α = 88). 

Perceived organisational support. We used six items from Eisenberger, 

Armeli, Rexwinkel, Lynch, and Rhoades (2001) to assess participants’ perceived 

 
6 We examined the factor structure among the tactics proposed by Jones 

(1986) by submitting the 30-item scale to CFAs. The one-factor, χ2(405) = 2207.21, 

p < .001, CFI = .65, RMSEA = .10, SRMR = .09, three-factor, χ2(435) = 1719.65, p 

< .001, CFI = .75, RMSEA = .09, SRMR = .09, and six-factor models, χ2(390) = 

1479.12, p < .001, CFI = .79, RMSEA = .08, SRMR = .08, all provided poor fit to 

the data. Nevertheless, because the theoretical model is a six-factor model and 

because the empirically obtained six factor model provided the least worst fit, we 

created composite scores based on the six-factor structure to test our convergent 

validity hypotheses.  
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organisational support (e.g. “the organisation really cares about my well-being”; α = 

91).  

Analyses and Results 

Socialisation Experience Scale. We first performed a CFA to evaluate the 

factor structure of our scale. Our hypothesised five-factor model provided good fit 

with the data: χ2(265) = 688.50, p < .001, CFI = .93, RMSEA = .06, SRMR= .06. All 

standardised factor loadings were statistically significant at the .001 level and large: 

insider support (.72-.84), identity affirmation (.56-.86), group (.78-.88), structure 

(.70-.81), agency (.63-.75). As seen in Table 5 and consistent with Study 2 results, all 

dimensions were moderately to strongly correlated with each other, with the median 

correlation at r = .53. In this sample, identity affirmation and agency were most 

closely inter-related, r = .72, p < .001, whereas identity affirmation and group had 

the weakest association, r = .25, p < .001. 

Convergent Validity. Table 5 contains the descriptive statistics for all 

variables used in this study. To examine convergent validity, we examined the 

magnitude of the zero-order latent correlations between SES dimensions and Jones’ 

(1986) six tactics. Hypotheses 1a-e were fully supported, as the hypothesized 

correlations between SES factors and Jones’ factors were significantly stronger (as 

indicated by non-overlapping 95% confidence intervals) than correlations for non-

hypothesized associations. Specifically, the correlations between insider support and  
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Table 5.  

Descriptive statistics and latent correlations between SES dimensions and 

theoretically linked constructs examined in Study 3 

Notes. For all |r| ≤ .09, p >.05; |r| ≥ .10, p < .05; |r| ≥ .14, p < .01. M = Mean, SD = 

standard deviation. Values in bold indicate results related to the convergent and 

discriminant validity hypotheses between SES and related constructs.  

  

Variable M SD a 
Insider 

Support 

Identity 

Affirm. 
Group Structure Agency 

Socialisation Experience Scale (SES) 

Insider support 3.77 0.91 .90      

Identity 

affirmation 
3.27 0.89 .82 .52     

Group 2.80 1.18 .92 .36 .25    

Structure 2.88 1.03 .88 .54 .41 .56   

Agency 3.21 0.91 .82 .59 .72 .45 .54  

     

Socialisation Tactics (Jones, 1986)      

Collective 3.95 1.38 .75 .24 .13 .90 .62 .30 

Formal 3.70 1.03 .49 .34 .19 .60 .89 .34 

Fixed 4.09 1.18 .71 .50 .46 .46 .85 .57 

Sequential 4.03 1.37 .83 .47 .36 .56 .82 .55 

Serial 4.54 1.20 .72 .82 .45 .52 .69 .59 

Investiture 5.13 1.13 .79 .63 .79 .37 .44 .83 

 

Work Design (Morgeson & Humphrey, 2006) 

Feedback-J 3.59 1.02 .88 .23 .25 .34 .47 .37 

Feedback-O 3.58 0.92 .82 .50 .28 .39 .52 .47 

Social Support 3.99 0.72 .81 .52 .50 .48 .33 .55 

Work Autonomy 3.78 1.00 .91 .13 .46 .10 .08 .54 

Interdependence 3.31 1.13 .84 .01 -.01 .03 -.02 .02 

 

Perceived Organizational Support (POS; Eisenberger et al., 2001) 

POS 3.47 0.99 .91 .44 .69 .27 .39 .78 
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serial, r = .79, and insider support and investiture tactics, r = .63, were significantly 

stronger than the correlations between insider support and other Jones’ tactics 

(Hypothesis 1a). Identity affirmation’s positive association with investiture tactics, r 

= .79, was also significantly larger than the correlations between identity affirmation 

and other Jones’ tactics (Hypothesis 1b). The correlation between group socialisation 

and collective tactics, r = .90, was significantly stronger than associations between 

group socialisation and other Jones’ tactics (Hypothesis 1c). Supporting Hypothesis 

1d, the correlations between structured socialisation and formal, r = .89, fixed, r = 

.85, and sequential, r = .82, tactics were stronger than correlations between structured 

socialisation and other Jones’ tactics. Lastly, the correlation between agency and 

investiture tactics, r = .83, was significantly stronger than the correlations between 

agency and other Jones’ tactics (Hypothesis 1e). 

Discriminant Validity. We assessed discriminant validity by subjecting the 

dimensions to CFAs. Specifically, we assessed if a single-factor model provided a 

better fit to the data than a two-factor model for each of the corresponding 

dimensions. As depicted in Figure 1, in the single-factor model, all items from both 

scales hypothesised were specified to load onto one latent factor. In the two-factor 

model, items from each scale were specified to load onto their respective latent 

factors, and both latent factors were allowed to covary. We used chi-square and 

model fit indices to assess discriminant validity. A two-factor model that provided 

better fit to the single-factor model suggests that the subscales are distinguishable 

from each other (Clark, Smith, & Haynes, 2020). Table 6 reports the results of the 

CFAs.  
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Figure 1. Graphical representation of the CFA model comparisons for discriminant 

validity. 

Hypotheses 2-5 relate to the associations between the SES dimensions and 

work characteristics. Hypothesis 2a-c were supported; insider support remained 

empirically distinguishable from social support, Δχ2(1) = 489.4, p < .001, and 

feedback from others, Δχ2(1) = 336.7, p < .001, and not significantly associated with 

interdependence, r = .01, p > .05. Social support was empirically distinguishable 

from identity affirmation, Δχ2(1) = 378.0, p < .001, and group socialisation, Δχ2(1) = 

571.6, p < .001 and hence Hypotheses 3a-b were supported. Structured socialisation 

remained distinct from feedback from job, Δχ2(1) = 582.1, p < .001, and feedback 

from others, Δχ2(1) = 308.1, p < .001, supporting Hypotheses 4a and b. Lending 

support for Hypothesis 5, a two-factor model yielded significantly better fit 

compared to a one-factor model for agency and work autonomy, Δχ2(1) = 418.0, p < 

.001. 

Hypothesis 6 stated that each of the SES dimensions will be positively 

correlated, yet do not show redundancy from POS. The hypothesis was fully 

supported as all dimensions were significantly and positively correlated with POS. 

While insider support, identity affirmation, structured and agency socialisation 

experiences were moderately to strongly associated with POS, the SES dimensions 

remained empirically distinguishable from POS.   
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Table 6. 

Confirmatory Factor Analysis for Discriminant Validity Testing of SES dimensions 

(Study 3) 

SES Other Construct 
CFA  

Model 
χ2 (df) 

Δχ2 

(df =1) 
CFI 

RMSE

A 
SRMR 

Insider Social Support 1F 654.0(54)  .75 .16 .11 

Support  2F 164.6(53) 489.4 .95 .07 .05 

 Feedback 

(Others) 

1F 393.9(27)  .82 .18 .10 

 2F 57.2(26) 336.7 .98 .05 .03 

 POS 1F 1210.8(54)  .63 .22 .18 

  2F 105.2(53) 1105.6 .98 .05 .03 

Identity Social Support 1F 590.8(35)  .66 .19 .11 

Affirm.  2F 212.8(34) 378.0 .89 .11 .07 

 POS 1F 401.3(35)  .85 .16 .09 

  2F 111.0(34) 290.3 .97 .07 .04 

Group Social Support 1F 723.6(44)  .73 .19 .14 

 2F 152.0(43) 571.6 .96 .08 .04 

Structure Feedback (Job) 1F 628.0(20)  .68 .26 .13 

 2F 45.9 (19) 582.1 .99 .06 .03 

 Feedback 

(Others) 

1F 388.6(20)  .77 .21 .11 

 2F 80.5(19) 308.1 .96 .09 .05 

 POS 1F 969.7(44)  .67 .22 .17 

  2F 139.2(43) 830.5 .97 .07 .05 

Agency Autonomy 1F 608.0(44)  .78 .17 .11 

  2F 190.0(43) 418 .94 .09 .04 

 POS 1F 256.3(44)  .92 .11 .06 

  2F 83.6(43) 172.7 .98 .05 .03 

Notes. SES = Socialisation Experience Scale. CFI= comparative fit index. RMSEA = 

root mean square error of approximation. SRMR = standardised root mean-square 

residual.1F = one-factor model. 2F = two-factor model. 
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Summary and Discussion 

In summary, we found support for the five-factor structure of the refined 

socialisation tactics framework derived from Chapter 5 and exhibited in Study 2. The 

SES dimensions were associated with the existing socialisation tactics measure 

(Jones, 1986), thereby supporting convergent validity. This study further showed that 

the SES dimensions were not redundant with newcomers’ work design nor overall 

feelings of support from their organisation, thus providing evidence that the 

dimensions reflect work experiences unique to the socialisation process. As such, 

Study 3 provides evidence of the convergent and discriminant validity of the SES 

scale.  

6.2.2 Study 4: Criterion Validity 

The aim of this study was to examine the criterion and incremental validity of 

the SES. Criterion-related validity is an important aspect of construct validity as it 

concerns the extent to which a construct is related to an external criterion. In 

particular, based on previous research and the theoretical roots of the refined 

framework and scale, we focused on four groups of outcomes: role learning and self-

efficacy, social assimilation, autonomy and self-determination, and performance.  

As noted earlier, newcomer adjustment consists of task transitions involving a 

resolution of role demands and priorities (role clarity), as well as gaining confidence 

in one’s role. Thus, a primary function of socialisation tactics is to facilitate 

newcomers’ role transitions and feelings of self-efficacy. Accordingly, it is important 

to assess the extent to which the SES dimensions are related to newcomers’ task 

transition outcomes. As noted by Feldman (1989, p.386), “a great deal of what new 

recruits learn is learned through informal interactions with peers, supervisors, and 
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mentors outside the context of formal training”. We used competence need 

satisfaction and common proximal indicators in the socialisation literature, including 

role clarity and task mastery to assess this group of outcomes. Based on meta-

analytic evidence (Bauer et al., 2007) that content and social tactics are most related 

to role clarity and self-efficacy outcomes, we hypothesised that: 

Hypothesis 1: Structure, insider support, and identity affirmation will 

significantly and positively predict role learning outcomes, including role 

clarity, task mastery, and competence need satisfaction.  

Newcomer adjustment also involves working through social transitions 

(Fisher, 1985), and previous studies have found that serial and investiture tactics 

relate most to social assimilation and acceptance outcomes (Bauer et al., 2007). In 

this study, social assimilation outcomes were measured by relatedness need 

satisfaction and social integration. Given that insider support, identity affirmation, 

and group socialisation reflect socialisation experiences that involve social 

interactions, we expected that these three dimensions would relate most strongly with 

newcomer’s reported social integration and satisfy their need for relatedness.  

Hypothesis 2: Insider support, identity affirmation, and group socialisation 

will significantly and positively predict social integration and relatedness 

need satisfaction.  

In the preceding chapter (Chapter 5) we proposed newcomers’ internalisation 

of external regulated information and behaviour, and experience of self-

determination as important indicators of successful socialisation. Thus, in validating 

an instrument designed to measure a refined framework suggested to predict 

newcomers’ self-determination, it is important to examine the validity of this 

hypothesis. Autonomy need satisfaction is commonly used as an indicator of 
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successful internalisation, as it reflects the extent to which individuals feel a sense of 

volition and self-regulation in enacting a behaviour. That is, employees whose need 

for autonomy are satisfied act in accord with their authentic interest and integrated 

values at work (Gagné et al., 2017). To our knowledge, the study presented in 

Chapter 4 was the first to examine the relationship between socialisation tactics and 

newcomers’ autonomy need satisfaction, although with institutionalised tactics. For 

the new dimensions, we expected that newcomers who experience identity 

affirmation, that is, those who do not feel a pressure to conform and become 

‘someone else’ to fit into their organisation would experience autonomy need 

satisfaction (Cable et al., 2013). Further, organisations who provide an agentic 

socialisation experience, such that they engage with newcomers’ inner motivational 

resources through providing choice, encouraging participation and agency are also 

more likely to satisfy their employees’ need for autonomy. 

Hypothesis 3: Identity affirmation and agency socialisation dimensions will 

significantly and positively predict newcomers’ autonomy need satisfaction.  

Performance outcomes were indicated by proactive behaviour, job crafting, 

and task proficiency. Compared to context, social tactics are the strongest predictor 

of learning and performance outcomes (Ashforth, Sluss, & Saks, 2007; Bauer et al., 

2007; Perrot, Bauer, & Roussel, 2012). The agency tactic also involves 

encouragement of intrinsic and proactive functioning, which should increase 

newcomers’ proactive and job crafting behaviour (Tims & Bakker, 2001). As such, 

we hypothesised that: 

Hypothesis 4: Identity affirmation, insider support, and agency will 

significantly and positively predict performance outcomes, including 

proactive behaviour, job crafting, and task proficiency.  
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Beyond establishing that the SES dimensions are related to newcomer 

adjustment outcomes, when introducing a new measure, it is also critical to show its 

value relative to existing measures of the same or similar construct. As such, in 

developing the validation studies, we also sought to assess the incremental validity of 

the SES over Jones’ (1986) socialisation tactics scale in its prediction of key 

newcomer adjustment outcomes. However, we were unable to proceed with the 

analyses due to the poor psychometric nature of Jones’ (1986) scale. The one-factor, 

χ2(405) = 1638.02, p < .001, CFI = .65, RMSEA = .10, SRMR = .10, three-factor, 

χ2(402) = 1365.67, p < .001, CFI = .73, RMSEA = .09, SRMR = .10, and six-factor 

models, χ2(390) = 1249.05, p < .001, CFI = .76, RMSEA = .09, SRMR = .10, all 

provided poor fit to the data. Jones’ six factors did not demonstrate adequate 

construct (factorial) validity and reliability (particularly with the formal tactic, α = 

.39) to support the use of composite scores in a causal model. Thus, given that we 

have already demonstrated that the factor structure and reliability coefficients of the 

SES are more robust than Jones’ (1986) measure, thereby showing the value of the 

SES compared to the existing socialisation tactics scale, we did not continue with the 

incremental validity assessment.  

Sample and Participants 

We used a time-lagged approach in which participants’ experience of 

socialisation tactics was captured at Time 1 (Study 2), and outcomes at Time 2 to 

reduce common method bias concerns (Podsakoff et al., 2003). Approximately 86% 

of the participants from Study 2 completed a follow-up study 4-6 weeks after 

completing the first survey (N = 251). Of these, 25 cases were removed for failing 

attention checks, leaving a final sample of N = 226. Their average age was 29.6 years 
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(SD = 8.46) and 32.3% of the subsample identified as males. Almost half the 

participants (47.3%) held a Bachelor’s degree, 21.7% a Master or professional 

degree, and 16.4% completed high school. They worked in various industries such as 

administration (9.7%), teaching and education (9.3%), healthcare (9.7%), sales 

(8.4%), customer service (7.1%), and information technology (6.2%). Two thirds of 

the sample (65.9%) held foundational level work positions, 22.1% first-level 

management, 9.7% mid-level management, and the remaining 2.2% senior-level 

management or executives. At the time of the survey, participants have worked an 

average of 4.5 months in their organisation (SD = 2.1 months). In relation to relevant 

work experience, 18.6% of the participants had less than 1 year, 35.0% had 1-5 

years, 16.4% had 6-10 years, 20.8% had 11-20 years, and the remaining 9.3% had 

more than 21 years.  

Measures 

Participants responded to items from the SES at Time 1. All outcome 

measures were measured at Time 2 and are described in further detail below. All 

were measured on a scale of 1 (strongly disagree) to 5 (strongly agree) unless 

otherwise stated. 

Proactive behaviour. We used Ashford and Black’s (1996) proactive 

socialisation tactics scale to measure participants’ proactive behaviour. Participants 

indicated the extent to which they engaged in proactive behaviours including 

feedback seeking (4 items e.g. “sought feedback on your performance after 

assignments”; α = .88), information seeking with four items (e.g. “tried to learn the 

politics of the organisation”; α = .80), and positive framing (3 items e.g. tried to see 

your situation as a challenge rather than a problem; α = .76). Participants rated all 

items on a scale of 1 (not at all) to 5 (a great deal).  
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Need Satisfaction. We used Van den Broeck, Vansteenkiste, de Witte, 

Soenens, and Lens' (2010) scale to measure the extent to which newcomers’ needs 

for competence, relatedness, and autonomy are met. Specifically, we measured 

competence using four items (e.g. “I feel competent at my job”; α = .81), relatedness 

need satisfaction using six items (e.g. “I don’t really feel connected with other people 

at my job (R)”; α = .84) , and autonomy need satisfaction using six items (e.g. “I feel 

free to do my job the way I think it could best be done”; α = .78).  

Role Clarity. We used ten items from Rizzo, House, and Lirtzman (1970) to 

assess participants process and goal clarity. Participants indicate how clear or certain 

they are about various aspects of their work (e.g. “duties and responsibilities” and 

“how to determine the appropriate procedures for each work task; α = .85). 

Participants rated all items on a scale of 1 (extremely unclear/uncertain) to 6 

(extremely clear/certain).  

Task Mastery. We used four items from Morrison (1993) to assess 

participants’ perceived levels of task mastery. Participants indicate how clear or 

certain they are about various aspects of their work (e.g. “I am confident about the 

adequacy of my job skills and abilities”; α = .76).  

Social Integration. We used three items from Morrison (1993) to assess 

social integration. Participants indicate how clear or certain they are about various 

aspects of their work (e.g. “I get along with the people I work with very well”; α = 

.88).   

Job Crafting. We used five items from Tims, Bakker, and Derks (2012) to 

assess participants’ job crafting behaviour. Participants indicated the extent to which 

they engaged in five job crafting behaviours (e.g. “at work, I make sure that I use my 

capabilities to the fullest”, α = .83) on a scale of 1 (never) to 5 (often).  
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Task Proficiency. We used Griffin, Neal, and Parker's (2007) measure of 

work role performance to assess newcomers’ task proficiency. Participants indicated 

the frequency to which they carried out six behaviours in the past month (e.g. 

“carried out the core parts of job well” and “came up with ideas to improve the way 

in which core tasks are done”, α = .81). All items were rated on a scale of 1 (not at 

all) to 5 (a great deal).  

Analyses and Results 

Criterion Validity. Descriptive statistics and correlations are reported in 

Table 7. Criterion validity hypotheses were tested using multiple regression to 

examine whether each tactic explained significant variance to the prediction of 

outcomes. Results are reported in Table 8. Hypothesis 1 stated that structure, insider 

support, and identity affirmation will positively predict role learning outcomes and 

was partly supported. Only structure significantly explained variance in role clarity, β 

= .18, p < .05. While identity affirmation had a significant and positive relationship 

with participants’ reported task mastery, and identity affirmation and agency related 

significantly to competence need satisfaction positively, none of the hypothesised 

tactics explained significant variance in task mastery nor competence need 

satisfaction. Rather, while not hypothesised, the agency tactic significantly explained 

variance in role clarity, β = .20, p < .05, task mastery, β = .14, p < .01, and 

competence need satisfaction, β = .28, p < .01.   



 

 

165 

 

Table 7. 

Descriptive statistics and latent correlations between Study 4 variables 

Variable M SD α 
Insider 

support 

Identity 

affirm. 
Group Structured Agency 

Socialisation Experience Scale (SES) 

Insider Support 3.65 0.93 .90      

Identity Affirmation 3.24 0.89 .81 .50*     

Group 2.87 1.12 .91 .33* .25*    

Structured 2.81 1.06 .89 .69* .45* .52*   

Agency 3.11 0.91 .81 .62* .61* .43* .62*  

Role Learning         

Role Clarity 4.72 0.76 .85 .25* .32* .12 .30* .24* 

Task Mastery 3.79 0.74 .76 -.04 .01* .16 .01 .13 

Competence NS 3.94 0.67 .81 .06 .17* .06 .10 .26* 

Social Transition         

Social Integration 4.08 0.79 .88 .39* .41* .29* .34* .37* 

Relatedness NS 3.35 0.87 .84 .39* .21* .31* .34* .26* 

Autonomy NS 3.15 0.79 .78 .31* .56* .24* .40* .62* 

Performance  

Job Crafting 3.82 0.83 .83 .21* .24* .21* .35* .46* 

Task Proficiency 3.81 0.69 .81 .07 .18* -.02 .11 .23* 

Feedback Seeking 2.96 1.01 .88 .12 .10 .11 .29* .25* 

Information Seeking 3.41 0.87 .80 .11 .04 <.01 .12 .29* 

Positive Framing 3.54 0.85 .76 23* .31* .10 .27* .51* 

Notes. N = 226. M = Mean, SD = standard deviation. NS = Need satisfaction.  

*p < .05. 
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Hypothesis 2 stated that insider support, identity affirmation, and group 

socialisation will positively predict social assimilation outcomes and was mostly 

supported. While all three tactics were significantly correlated with social 

integration, only insider support and identity affirmation explained significant 

variance in newcomers’ reported social integration, β = 18,  p < .05 and β = .17, p < 

.05, respectively. Only insider support and group socialisation experiences positively 

and significantly satisfied newcomers’ need for relatedness.  

Our third hypothesis of the study was that identity affirmation and agency 

tactics will positively relate to autonomy need support. This hypothesis was fully 

supported as both identity affirmation and agency dimensions explained significant 

variance in participants’ reported autonomy need satisfaction, β = .26, p < .001 and β 

= .35, p < .001, respectively.  

Lastly, Hypothesis 4 stated that identity affirmation, insider support, and 

agency experiences will positively predict proactive behaviour, job crafting, and task 

proficiency. This hypothesis was mostly unsupported. Identity affirmation and 

insider support did not significantly predict any performance-related outcomes. 

However, agency tactics explained significant variance in job crafting behaviour, β = 

.26, p < .001, task proficiency, β = .26, p < .001, information seeking, β = .31, p < 

.001, and positive framing, β = .40, p < .001. In addition, although not hypothesised, 

the structure tactic also explained significant variance in newcomers’ reported job 

crafting, β = .18, p < .05, and feedback seeking behaviours, β = .27, p < .01. 
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Table 8. 

Results of Multiple Regression Analyses (Study 4) 

 

 

  

Variable B SE β Sr2            p 

Criterion: Role Learning  

Role Clarity (F = 6.45, p < .001, R2 = .13)  

Constant 3.70 .23    

Insider Support -.01 .07 -.02 -.01 .828 

Identity Affirmation .10 .06 .12 .11 .090 

Group -.05 .05 -.07 -.06 .354 

Structure  .13 .06 .18 .13 .048 

Agency .16 .07 .20 .15 .018 

      

Task Mastery (F = 2.14, p = .06, R2 = .05)     

Constant 3.59 .24    

Insider Support -.13 .07 -.16 -.12 .270 

Identity Affirmation .14 .06 .16 .14 .408 

Group -.03 .05 -.04 -.03 .807 

Structure  -.01 .06 -.02 -.01 .996 

Agency .11 .07 .14 .10 .001 

      

Competence Need Satisfaction (F = 3.34, p < .01, R2 = .07) 

Constant 3.44 .21    

Insider Support -.07 .06 -.10 -.07 .270 

Identity Affirmation .05 .06 .06 .05 .408 

Group -.01 .05 -.02 -.02 .807 

Structure  .00 .06 .00 .00 .996 

Agency .21 .06 .28 .21 .001 
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Table 8 continued. 

 

Variable B SE β Sr2            p 

Criterion: Social Transition      

Social Integration (F = 10.15, p < .001, R2 = .19) 

Constant 2.46 .24    

Insider Support .16 .07 .18 .14 .025 

Identity Affirmation .15 .06 .17 .15 .016 

Group .09 .05 .13 .11 .071 

Structure  .01 .06 .02 .01 .851 

Agency .09 .07 .10 .08 .217 

  

Relatedness Need Satisfaction (F = 9.82, p < .001, R2 = .18)  

Constant 1.86 .26    

Insider Support .27 .08 .28 .21 .001 

Identity Affirmation .01 .07 .01 .01 .894 

Group .16 .06 .21 .18 .004 

Structure  .05 .07 .06 .04 .464 

Agency -.04 .08 -.04 -.03 .612 

      

Criterion: Autonomy Need Satisfaction (F = 17.98, p < .001, R2 = .29)  

Constant 1.52 .22    

Insider Support -.09 .06 -.11 -.08 .152 

Identity Affirmation .24 .06 .26 .23 .000 

Group -.01 .05 -.01 -.01 .872 

Structure  .10 .06 .13 .09 .102 

Agency .31 .06 .35 .27 .000 

      

Criterion: Performance      

Job Crafting (F = 12.32, p < .001, R2 = .22) 

Constant 2.57 .24    

Insider Support -.10 .07 -.12 -.09 .148 

Identity Affirmation .03 .06 .04 .03 .603 

Group -.01 .05 -.01 -.01 .832 

Structure  .14 .07 .18 .13 .031 

Agency .37 .07 .40 .31 .000 
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Table 8 continued. 

 

Variable B SE β Sr2            p 

Task Proficiency (F = 5.89, p < .001, R2 = .12)    

Constant 3.22 .22    

Insider Support -.10 .06 -.13 -.10 .125 

Identity Affirmation .01 .06 .02 .02 .809 

Group -.03 .05 -.05 -.05 .461 

Structure  .03 .06 .05 .03 .610 

Agency .29 .06 .38 .29 .000 

      

Feedback Seeking (F = 4.22, p < .01, R2 = .09)    

Constant 2.31 .32    

Insider Support -.09 .09 -.08 -.06 .364 

Identity Affirmation -.05 .08 -.04 -.04 .546 

Group -.05 .07 -.06 -.05 .442 

Structure  .26 .09 .27 .19 .003 

Agency .18 .09 .16 .12 .060 

      

Information Seeking (F = 3.34, p < .01, R2 = .07) 

Constant 3.06 .28    

Insider Support .00 .08 .00 .00 .974 

Identity Affirmation -.11 .07 -.11 -.10 .134 

Group -.09 .06 -.12 -.10 .123 

Structure  .02 .08 .02 .02 .812 

Agency .30 .08 .31 .24 .000 

      

Positive Framing (F = 9.96, p < .001, R2 = .19)    

Constant 2.40 .25    

Insider Support -.06 .07 -.06 -.05 .436 

Identity Affirmation .07 .07 .07 .06 .310 

Group -.10 .05 -.13 -.11 .072 

Structure  .08 .07 .10 .07 .228 

Agency .38 .07 .40 .31 .000 
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Summary & Conclusion 

A key purpose of the present research was to create a reliable and valid 

measure to assess organisational socialisation tactics in the workplace. A series of 

validation studies provide encouraging evidence for the psychometric soundness of 

the newly developed Socialisation Experience Scale, as summarised in Table 1. 

While the studies and results presented are extensive in scope, the implications of the 

results are simple- the SES reflects a reliable and valid tool to measure newcomers’ 

organisational socialisation experiences.  

As a summary, the SES items displayed uniformly high internal consistency 

reliability, and higher than the reliability of the most commonly used socialisation 

tactics measure by Jones (1986). Previous studies have also found inconsistent factor 

solutions when examining the dimensionality of Jones’ (1986) socialisation tactics. 

Using EFA and CFA techniques, we found excellent support for a five-factor model 

using three separate samples. Thus, our results lend support to our conceptualisation 

of the tactics as described in Chapter 5, thereby reinforcing the validity of the model 

to guide further research and application in organisation-driven socialisation 

experiences. The SES dimensions further displayed convergent validity with existing 

organisational socialisation tactic dimensions, yet do not appear redundant with 

conceptually similar constructs (i.e., displayed discriminant validity).  

The results from Study 4 demonstrated that each SES tactic related 

meaningfully to key newcomer adjustment outcomes. Insider support positively 

predicted newcomers’ feelings of social integration and satisfied their need for 

relatedness. Newcomers’ experience of identity affirmation positively explained their 

feelings of social integration and autonomy need satisfaction, and group socialisation 

tactics satisfied newcomers’ need for relatedness. The structure tactic explained 
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significant variance in newcomers’ reported role clarity. This result supports 

previous findings of the positive relationship between institutionalised socialisation 

and role clarity (Bauer et al., 2007), whereby institutionalised socialisation is 

commonly understood as a structured and systematic socialisation experience. Lastly, 

the agency tactic explained significant variance in the greatest number of outcomes 

examined in the study, including role clarity, task mastery, competence and 

autonomy need satisfaction, job crafting, and proactive behaviours. These novel 

results reinforce the importance of a newcomer, person-centred tactic during the 

socialisation period. 

In conclusion, a key contribution of the current research is the offering a new, 

reliable and valid tool to measure newcomers’ experience of their organisation’s 

socialisation tactics. Future findings based on the updated framework and scale can 

serve as a practical guide to organisations and human resource management 

practitioners for fostering a motivated workforce right from employees’ point of 

entry. As such, we hope that our research has advanced the field of newcomer 

socialisation and will encourage future researchers to employ the refined framework 

and scale in examining the socialisation process. 
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General Discussion 
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General Discussion 

In the introduction to the current thesis, I posed the research question: “how 

do socialisation factors affect newcomers’ psychological need satisfaction and in 

turn, their long-term motivation and attitudes towards their work and 

organisation?” (p.4). My aim was to advance our understanding of newcomer 

socialisation via a motivational lens. In so doing, and using SDT as a guiding 

framework, I sought to examine the socialisation process as a social context that can 

either facilitate or impede individuals’ inherent propensity toward growing, 

mastering surrounding challenges, and integrating novel experiences into a coherent 

sense of self for optimal adjustment. Newcomers’ experience of competence, 

relatedness, and autonomy need satisfaction represent important inner motivational 

resources that, when satisfied, promote such internalisation and optimal functioning 

(Deci et al., 2017; Gagné & Deci, 2005; Olafsen, Deci, & Halvari, 2018; Van den 

Broeck, Carpini, Diefendorff, et al., 2019). A combination of theoretical and 

empirical chapters supported my research aim. In this final chapter, I first summarise 

my findings from Chapters 4-6 before discussing he implications of this research as a 

whole. I conclude the thesis by providing recommendations for future research 

directions.  

7.1 Summary of Findings 

I presented the first empirical test of need satisfaction as an explanatory 

mechanism between socialisation factors and outcomes in Chapter 4. The results 

from a time-lagged study suggest that through the experience of overall need 

satisfaction, organisational socialisation tactics and supervisor autonomy support 

significantly influenced MBA interns’ affective commitment and intent to remain in 
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their organisation. Although socialisation tactics have been found to be the strongest 

predictor for newcomer adjustment (Saks et al., 2007), supervisor autonomy support 

was a stronger predictor of newcomers’ basic need satisfaction and socialisation 

outcomes in this study. This result suggests that supervisors’ interpersonal 

orientation may be a more proximal and salient factor in newcomer adjustment. A 

post-hoc moderation analysis further revealed a substitutive pattern in the interaction 

between institutionalised tactics and supervisor autonomy support, emphasising the 

central role that supervisors play as socialising agents. Although the finding that 

supervisor autonomy support positively influences employees’ need satisfaction is 

not a novel one (Slemp et al., 2018), this study was the first to find a relationship 

between socialisation tactics and newcomers’ experienced need satisfaction.   

The study presented in Chapter 4 provided direction for next studies to 

investigate the specific role that each need plays in newcomer adjustment, such as 

towards their motivation regulations and thriving. However, the earlier review of the 

literature suggested that the current conceptual and measurement offerings in the 

socialisation tactics literature may limit further meaningful testings of the nuanced 

effects of specific tactics on newcomers’ need satisfaction and optimal functioning. 

Indeed, although the study in Chapter 4 shed light on the broader-level effects of an 

institutionalised approach to socialisation, there is much theoretical and practical 

value in being more precise in how socialisation fosters need satisfaction. As 

highlighted in Chapter 2, concerns around the factor structure of Jones’ (1986) scale 

have been raised by previous scholars. The study in Chapter 4 further exemplified 

the poor psychometric properties of Jones’ (1986) socialisation tactics scale, as I 

could not meaningfully separate the tactics into the three areas of institutionalised 

socialisation (content, context, social), nor the six specific tactics. In other words, it 
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became clear that there was a need for a more valid and reliable measurement tool, 

and one that is rooted in a framework that is applicable to contemporary work 

arrangements. Thus, the rest of the thesis focused on refining the outdated 

socialisation tactics framework in order to develop a reliable and valid tool for future 

researchers to study the effects of organisational socialisation tactics.  

The study presented in Chapter 5 applied a theoretical and qualitative 

approach to develop a refined socialisation tactics framework that is more robust to 

contemporary work. Based on a critical review of the Van Maanen and Schein’s 

(1979) original framework, their assumptions, and a qualitative study, I proposed 

five refined dimensions of newcomer socialisation experience as facilitated by their 

organisation. The five tactics were insider support, identity affirmation, group 

socialisation, structured socialisation, and agency. While these dimensions have 

associations with the original six tactics proposed by Van Maanen (1978) and Van 

Maanen and Schein (1979), the existing socialisation tactic components may be 

better captured using the newly proposed framework structure (e.g., access to 

organisational members from the formal tactic to be under a social dimension, and 

combining relevant tactics into a dimension for structure). Furthermore, the early 

theorising of tactics neglected, and to a certain extent rejected the notion that 

facilitating newcomers’ sense of autonomy and proactive tendencies (agency) is 

important to socialisation outcomes. However, as discussed in different areas 

throughout the thesis, the working context along with research in organisational 

psychology and behaviour have greatly evolved since the original seminal work on 

socialisation. This is particularly true with respect to the increased recognition of 

employee autonomy and proactivity as an important construct in facilitating 

favourable employee and organisational outcomes (Gagné & Bhave, 2011; Griffin et 
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al., 2007). As such, the addition of the agency dimension represents an important 

finding and contribution to the field.  

Lastly, Chapter 6 presented a scale development and validation study based 

on the framework proposed in Chapter 5. In this chapter, I provided evidence for the 

reliability and validity of the newly developed Socialisation Experience Scale (SES). 

A series of validation studies showed that the proposed five-factor model provided 

good fit across multiple heterogeneous samples of new employees. Further, the SES 

subscales were related to Jones’ (1986) existing measure of socialisation tactics, 

demonstrating convergent validity evidence. In relation to discriminant validity, the 

SES dimensions were related to, yet empirically distinct from work characteristics 

(Morgeson & Humphrey, 2006) and perceived organisational support (Eisenberger et 

al., 1986) based on confirmatory factor analyses. Additionally, the SES demonstrated 

criterion validity in the prediction of newcomer adjustment outcomes. These 

outcomes include established indicators of newcomer adjustment (e.g., role clarity, 

social integration) as well as newly proposed important indicators (e.g., autonomy 

need satisfaction, job crafting behaviour). 

All in all, the research efforts conducted in this thesis provide important 

answers for the research question posed at the beginning. Specifically, I found that 

institutionalised tactics and supervisor autonomy support positively affects 

newcomers’ global need satisfaction, which in turn facilitates their affective 

commitment and intent to remain within the organisation. Consistent with the 

proposed notion that socialisation tactics influences not only humans’ fundamental 

needs for competence and relatedness, but also autonomy, results from Chapter 4 and 

Chapter 6 demonstrate that socialisation tactic dimensions significantly relate to 

newcomers’ need satisfaction. These results suggest that what organisations do to 



 

 

178 

 

integrate their newcomers have important consequences on newcomers’ self-

determination. Perhaps more importantly, by offering a refined framework that is 

accompanied by a reliable and valid measurement scale, the current research lays the 

foundation for future studies to investigate how socialisation tactics as an antecedent 

affect a wider array of newcomer adjustment constructs, such as motivation 

regulations and distal outcomes.  

7.2 Theoretical and Practical Contributions 

7.2.1 A Positive, Motivational Lens for Socialisation 

Over 40 years ago, Van Maanen and Schein (1979) offered a strong 

contribution and theoretical foundation to the organisational socialisation literature. 

Since then, there has been more diverse theoretical thought and empirical research 

toward the knowledge based on newcomer adjustment. My research builds upon 

previous work to refine and expand Van Maanen and Schein’s theory of 

socialisation, particularly around the importance of internalisation and newcomers’ 

active voice in the socialisation process.  

A key contribution of my research is the explicit integration of organisational 

socialisation with self-determination theory. Through the theoretical lens of SDT, I 

provide newcomer socialisation research with a positive alternative to what is 

generally considered a stress-laden process (Ashforth et al., 2012; Sluss, Ashforth, et 

al., 2012), which is timely given the renaissance in positive organisational 

scholarship (Ashforth et al., 2012). Positive organisational scholarship is an umbrella 

term that capture the domain as “the states and processes that arise from and result in 

life-giving dynamics, optimal functioning, and enhanced capabilities and strengths” 

(Dutton & Glynn, 2007, p.693). Adopting a positive organisational scholarship lens 
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involves reinterpreting challenges and obstacles as opportunities and strength-

building experiences, bringing about variables that were not previously recognised or 

considered to become central (Sluss, Ashforth, & Gibson, 2012). Although research 

linking newcomer adjustment and positive organisation scholarship is in its infancy, 

Ashforth, Myers, and Sluss (2012) argued that “there is tremendous scholarly and 

practical potential to be realised from actively considering how the process of 

socialisation facilitates—and is facilitate by—an orientation to positivity” (p. 548).  

7.2.2 Basic Need Satisfaction as Key Proximal Indicators 

In addition to a shift from a focus on reducing uncertainty and stress into one 

that facilitates newcomers’ internalisation, growth, and optimal functioning, a related 

theoretical contribution is the organisation of key proximal indicators under a 

comprehensive motivational framework. I offer SDT as a new lens for explaining 

newcomer adjustment through a focus on psychological need satisfaction- a 

prerequisite for high quality motivation, enhanced performance, and well-being- as a 

proximal outcome. To date, newcomers’ need satisfaction, particularly their sense of 

autonomy and self-determination have not been carefully considered in this 

important organisational phenomenon.  

To remain competitive, organisations must understand the unique needs and 

motivations of each of their employees (Linderbaum & Levy, 2010). While specific 

individual motives and drivers can vary, SDT posits that all humans share 

fundamental needs for autonomy, competence, and relatedness (Ryan & Deci, 

2000b). By organising the commonly used indicators of newcomer adjustment (i.e., 

task mastery, self-efficacy, and social integration) and accounting for newcomers’ 

need for autonomy under an established motivational framework, SDT provides a 
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fitting framework to enhance our understanding of the proximal outcomes of 

socialisation by focusing on psychological states. In other words, SDT provides a 

novel lens to re-envision proximal socialisation outcomes as psychological states of 

basic need fulfilment. Basic fulfilment of these needs should provide benefits that go 

beyond the distal outcomes measured in this thesis (Van den Broeck et al., 2016). 

Indeed, the findings that both ‘old’ (Chapter 4) and ‘new’ (Chapter 6) tactic 

dimensions influence newcomers’ need satisfaction suggests a more complex view of 

newcomer adjustment than one that includes task and social transitions. This 

contribution answers calls for expanding the scope of adjustment outcomes to one 

that considers the internalisation process (Ashford & Nurmohamed, 2012; Bauer, 

Morrison, & Callister, 1998), as indicated by autonomy need satisfaction. In practical 

terms, this model may guide future researchers to understand the mechanisms behind 

successful socialisation, as well as practitioners to develop effective socialisation 

programs.  

Supporting Newcomers’ Needs. The SDT framework offers practical 

implications for understanding practices and structures that facilitate or diminish 

newcomers’ need satisfaction and the successful adjustment that follows. 

Organisations are likely to reap the benefits of an employer-employee relationship if 

they satisfy newcomers’ need for competence, relatedness, and autonomy through 

socialisation tactics. Data presented in Chapter 6 indicate that agency and identity 

affirmation are key contributors in satisfying newcomers’ sense of competence. Deci 

and Ryan (1985) posit that individuals must feel ownership of the activities at which 

they succeed in order to develop a true sense of perceived competence. Indeed, 

studies by Nix, Ryan, Manly and Deci (1999) and Ryan (1982) have demonstrated 

that performing well on an activity in which one does not feel a sense of self-
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initiation and regulation does not reliably facilitate perceived competence. Thus, 

organisations who provide agency and identity affirmation socialisation experiences 

to newcomers are likely to help newcomers feel efficacious in their new role because 

they endorse newcomers’ internal perceived locus of causality (Ryan & Moller, 

2017).  

Furthermore, SDT regards competence as “inherent to our natural tendency to 

explore and manipulate the environment, as well as in search for optimal challenges” 

(Van den Broeck, Ferris, Chang, & Rosen, 2016, p.1199)- one that the agency 

dimension actively facilitates via the encouragement of proactivity and 

personalisation of learning experience. It is noteworthy, however, that the tactic 

dimensions explained limited variance in newcomers’ sense of competence. Van den 

Broeck et al. (2016) review of the basic needs at work suggested that the need for 

competence is more related to one’s task than to organisational contexts, which may 

be a reason for the small variance accounted for (8%). 

Supporting one’s need for relatedness involves providing opportunities for 

the individual to be integral to social groups, both by feeling cared for by others, but 

also contributing to the group in a significant way (Deci & Ryan, 2014). In line with 

these notions, identity affirmation and group socialisation tactics were found to be 

the strongest relative predictors of newcomers’ relatedness need satisfaction. Indeed, 

identity affirmation involves supporting newcomers’ incoming identity and 

attributes, thereby making them feel valued and important within the social network. 

Furthermore, grouping newcomers in a cohort and socialising them with other new 

colleagues are likely to be practical ways to facilitate their relatedness need 

satisfaction. This is because it connects them with other individuals who are also new 

to their role and organisation, thereby increasing opportunities for shared learning 
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and relational experiences with people at work, including those from other teams and 

departments.   

As reviewed in more detail in Chapter 4, an autonomy supportive approach to 

satisfying newcomers’ need satisfaction involves providing newcomers with choice 

and a rationale for completing work tasks, acknowledging employees’ perspectives 

and feelings, and encouraging participation and initiations (Deci et al., 1994; Slemp 

et al., 2018). The findings from the study presented in Chapter 4 suggest that 

organisations that better equip their managerial personnel to facilitate the transition 

of newcomers are likely to benefit by increasing newcomers’ affective commitment 

and intentions to remain. Accordingly, organisations should train (Hardré & Reeve, 

2009) and encourage supervisors who are responsible for newcomers to be autonomy 

supportive to enhance newcomers’ socialisation experiences and integration.  

In relation to organisational tactics, results from Chapter 6 suggest that 

agency and identity affirmation explained the most variance in newcomers’ 

autonomy need satisfaction. Indeed, the agency socialisation experience is akin to 

providing autonomy support to newcomers’ during their socialisation period, as it 

involves supporting newcomers’ initiative,  choice, and participation in their own 

learning experience and decisions. These results concur with Chapter 4’s findings 

that supervisor autonomy support significantly and positively affects newcomers’ 

autonomy need satisfaction, even after accounting for variance in their reported 

global need satisfaction. Affirmation of newcomers’ incoming identity are also 

beneficial in enhancing autonomy need experience as it reflects an environment in 

which newcomers can experience their behaviour as volitional and fully self-

enforced, rather than being coerced or compelled to behave by others’ standards or 

expectations of them.   
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7.2.3 Theory and Conceptualisation of Socialisation Tactics 

I further reconciled aforementioned limitations of the dominant socialisation 

tactics framework and scale. The proposed multi-dimensional framework is one that 

is based on a review and critique of Van Maanen and Schein’s (1979) original 

tactics, a review of the assumptions of successful socialisation, and a qualitative 

study with newcomers. As such, it offers a new theoretical perspective and further 

refinement of the original framework that considers the changing nature of work, 

while drawing from rich information gained from previous research on socialisation. 

The findings from developing and validating the SES provide empirical support for 

the five tactics of insider support, identity affirmation, group, structured, and 

agency. 

The new framework and scale represent an important contribution to the 

literature because organisational tactics are under organisational control, making 

practical and managerial implications more straightforward (Allen & Shanock, 

2013). In developing a psychometrically-sound measure of socialisation tactics that 

aligns with a more recent conceptualisation of the typology, I provide the opportunity 

for researchers and practitioners to study socialisation tactics and their effects in a 

more reliable and nuanced way than was previously possible. For example, 

socialisation research often adopt the institutionalised versus individualised 

continuum to the study of socialisation tactics, which results in a generic view of 

socialisation tactics and their predictive validity (Saks & Gruman, 2012). However, 

the current new conceptualisation of the tactics suggests that a structured, systematic 

socialisation tactic can be captured under a specific dimension for structure, whilst 

allowing other dimensions that may not necessarily be institutionalised (e.g., identity 

affirmation, agency) to be properly represented in the framework. In this regard, the 
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new model and scale open new avenues for socialisation theory by allowing future 

researchers to examine the specific contributions of each tactic to newcomer 

adjustment outcomes. The finding that agency tactics relate positively to newcomers’ 

reported proactive behaviour also answers previous calls to examine specific 

contexts in which newcomers are prompted to engage in proactive behaviours (Fang 

et al., 2011; Kim et al., 2005).  

Practically, the five-factor framework provides a way for organisations or 

managers to recognise and manage different types of socialisation tactics to integrate 

newcomers. The SES also represents a simple tool with which to assess newcomers’ 

socialisation experience for human resource management purposes, such as to 

examine if the tactics that organisations intend to apply are aligned with newcomers’ 

actual experience of socialisation.  

7.3 Limitations and Future Directions 

7.3.1 Limitations 

The contributions of this thesis should be considered in light of certain 

limitations. First, the results relied exclusively upon self-report data in all of the 

studies. Single-sourced, self-report data have been criticised for potential 

methodological biases associated (Podsakoff et al., 2003). Where possible and 

causation is implied, data were collected over two time-periods to reduce such 

potential bias. Two such instances include the study in Chapter 4 when investigating 

the effects of socialisation drives on outcomes, as well as the criterion-related 

validity study in Chapter 6. As discussed in Chapter 4, in the context of socialisation 

research, “accommodation and affective outcomes seem most appropriately assessed 

by the newcomer; for example, no other person can more accurately assess how 
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accepted a newcomer feels” (Bauer & Green, 1994: 220). Self-report data was also 

appropriate given the intention to generate a measure of organisational socialisation 

tactics from newcomers’ perspective. Nevertheless, the findings from the current 

dissertation can be further strengthened by incorporating multiple sources of data, 

particularly around newcomer adjustment outcomes such as objective turnover data, 

or perceptions of integration and performance by managers and peers.  

The cross-sectional nature of the data in this thesis also presents as a 

limitation in that they do not address issues of how an individuals’ need satisfaction 

may change over time as a function of socialisation tactics (and other drivers). This 

issue could be critical in informing causality implications for socialisation tactic 

implementation. As such, future research can extend the current findings by 

investigating the effects of socialisation tactics on newcomers’ need satisfaction and 

subsequent outcomes using longitudinal sampling methods.  

The first empirical study presented in Chapter 4 was weakened by the fact 

that both the measures of socialisation tactics and need satisfaction were limited, 

such that they have prevented a more complete examination of the relationship 

between specific socialisation tactics and each need satisfaction. As discussed in 

further detail in Chapter 4, more specific investigations of the role of each need 

satisfaction and frustration as mediators may better inform our theoretical 

understanding of the inner workings of the newcomer adjustment process. The 

examination of both need satisfaction and frustration will allow a more in-depth 

examination of the contribution of socialisation predictors (e.g., organisational 

tactics, newcomer proactivity, supervisor/co-worker support), and thus the 

mechanisms by which the antecedents may explain variance in both positive and 

negative adjustment outcomes.  
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The scale development and validation study findings were based entirely on 

panel data, which has been criticised for issues surrounding representativeness of 

online panel participants and data quality (Porter, Outlaw, Gale, & Cho, 2019). In 

designing the surveys and analysing the results, several precautions were taken 

following best practices regarding methodological issues with online panel data. For 

example, the surveys included clear directions and were free of formatting errors to 

improve data quality put forth by participants (Lovett, Bajaba, Lovett, & Simmering, 

2018), and instructional manipulation checks were included to help identify 

inattentive respondents for removal before analyses (Goodman & Paolacci, 2017; 

Peer, Vosgerau, & Acquisti, 2014). Data were also collected through both MTurk 

and Prolific Academic to mitigate potential biases arising from participant non-

naivety or low-quality data, which have been cited as limitations associated with 

MTurk’s platform (Cheung, Burns, Sinclair, & Sliter, 2017; Palan & Schitter, 2018; 

Peer, Brandimarte, Samat, & Acquisti, 2017). 

We aimed to capture maximise variance in socialisation experiences with 

tactics in order to examine their relationships with its nomological network. In this 

regard, online panels provides an advantage over traditional sampling techniques that 

are threatened by small sample sizes and range restriction, particularly when research 

is conducted within a single or few organisations (Shadish, Cook, & Campbell, 

2002). That is, panel data met the need for heterogeneity, which was essential for the 

aims of the scale development and validation studies. Indeed, it maximises the 

variance of newcomer socialisation experiences and allowed for the prediction of 

outcomes based on the various extent to which newcomers experienced 

organisational tactics.  
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It may be important to note, however, that we cannot guarantee replicability 

of the factor structure in more homogenous samples drawn from a single 

organisation. For example, for an organisation that uses a highly structured 

socialisation process, one would expect a high mean and small standard deviation on 

the structure dimension of the SES in a survey study of this organisation, thereby 

limiting the amount of variance for the dimension. Assuming that the researchers 

were only interested in examining the socialisation tactics of that single organisation, 

the relationship between the structure items and the remaining SES items for their 

study may be quite different from those observed in Chapter 6. Thus, a researcher 

might be tempted to conclude that the SES’s factor structure is invalid or unreliable, 

whereas it may simply suggest that the structure scale is less relevant to that 

particular organisation. Although this phenomenon may potentially explain why 

Jones’ (1986) factor structure has been recovered so inconsistently across different 

studies, the data collected and provided in Chapter 6 that were heterogenous in 

nature still suggest bad fit for the one, three, or six factor conceptualisations. A 

possible way forward is for researchers (including the manuscript preparation for this 

study) to publish the descriptive of the items, including means, variances, and 

covariances as a supplement through the Open Science Framework. This open and 

available resource can then be used by future researchers who might suspect range-

restriction effects, a risk of sampling from a single organisation (Salkind, 2010), to 

compare their inter-item correlation matrix and means to an existing dataset via 

multi-group testing.  



 

 

188 

 

7.3.2 Future Research Avenues 

The issue discussed in the immediate section above brings light to an 

interesting avenue for future research on groupings of socialisation tactics. Although 

each socialisation dimension has been discussed in relative isolation, they are not 

mutually exclusive. Rather, they are typically combined in in various ways in 

practice (Van Maanen, 1978; Van Maanen & Schein, 1979). The way in which they 

are combined may be a function of myriad factors, such as particular industries or 

HR systems. Future research may apply latent profile analysis to socialisation tactics 

as they occur in a work context, to reach a common set of socialisation ‘packages’ or 

profiles. Based on a formal set of objective criteria, latent profile analysis identifies 

the smallest and optimal number of profiles that can describe relations among a set of 

continuous variables (Howard, Gagné, Morin, & Van Den Broeck, 2016; Wang & 

Hanges, 2011). The nature of profiles, or groupings of tactics, could be predicted by 

newcomers’ work characteristics, type of occupation, industry, or HR system they 

are embedded in. This line of research may help bridge the gap between socialisation 

practices and HR literature. Indeed, Batistič (2018) noted that a limitation of 

socialisation tactics research is that it is rarely examined alongside the larger 

organisational context. Linking the socialisation literature with the human resource 

architectural model (Lepak & Snell, 1999), Batistič argued that different socialisation 

tactics may be more effective for different types of HR systems, including 

commitment-oriented HR systems, productivity-based HR systems, compliance-

based HR systems, collaborative HR systems. 

Furthermore, just as Van Maanen and Schein (1979) noted in their original 

framework, the five tactics proposed in the new refined framework are by no means 

exhaustive of all socialisation tactics. Just as the current research built upon original 
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work to develop a refined framework that is more relevant to today’s work context, 

future research should continually refine the tactics to be adapted to the continually 

changing nature of work. As noted in the original and seminal paper, tactics “are 

essentially cultural forms that are continually subject to invention and modification 

as well as stabilisation and continuity” (Van Maanen & Schein, 1979, p.37). 

As noted earlier, while the current research has established links between 

socialisation tactics and newcomers’ need satisfaction, extending this line of research 

to examine the effects of socialisation drivers on need satisfaction to motivation 

regulations will be an important next step. Future research should examine the role of 

socialisation experiences on newcomers’ motivational orientations as theorised by 

SDT. While it is beyond the scope of this thesis, longitudinal data collection for a 

separate project is currently underway to test a full ‘SDT model’ of socialisation, 

with the aim to examine the effects of socialisation tactics on newcomers’ distal 

outcomes of commitment, retention, and well-being via need satisfaction and 

motivation regulations. Indeed, psychological internalisation is often operationalised 

with motivation regulations (Van den Broeck et al. 2016). As such, a test of a 

comprehensive model that includes newcomers’ motivation regulation will allow a 

deeper understanding of the development of autonomous, or controlled, motivation 

within employees from the start of the employment relationship.  

Another important future direction for researchers it to integrate the refined 

framework into larger theoretical frameworks of organisational socialisation. For 

example, how do the SES dimensions interact with newcomer proactivity and/or 

socialisation agents to predict newcomer adjustment? Given the primary aim to 

examine the predictive validity of the new SES measure, the validation study in 

Chapter 6 only examined direct relationships between the SES dimensions and 
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outcomes. Future research should examine potential moderators and mediators of 

these relationships. For example, focusing on more specific socialisation practices, 

Saks & Gruman (2012) proposed a set of socialisation resources that newcomers may 

need to successfully adjust to their new surroundings. The specific dimensions 

proposed may further mediate the relationships between SES dimensions and 

outcomes. Moreover, future research could investigate the links between SES 

dimensions and newcomers’ socialisation contents to examine their effects on 

specific learning contents (Chao et al., 1994). The scale by Perrot and Campoy 

(2009) is particularly relevant as it takes into account both learning content (e.g. I 

know the responsibilities, tasks and projects that I was hired for) and internalisation 

process (e.g. I feel ownership of the outcomes of my work). Lastly, while the current 

thesis explored a limited set of distal outcomes, extant research suggests that 

employee need satisfaction positively promotes subsequent optimal functioning at 

work. As described in in the earlier chapters of the thesis (Chapter 3.1.4), Van den 

Broeck and colleagues (2019, p. 519) defined optimal functioning as “the 

manifestation of intra- and interpersonal growth and development in terms of 

employee well-being (e.g. positive emotions and vitality), attitudes (e.g. positive 

attitudes toward others and the organisation), and behaviour (e.g. performance, 

proactivity, and collaborative behaviours”. The current thesis thus serves as a 

platform for future investigations toward the extended effects of the SES dimensions 

on these important outcomes.  

 



 

 

191 

 

7.4 Conclusion 

At the commencement of this thesis, I set out to understand the newcomer 

socialisation process from a motivational perspective. The collective results 

presented provide compelling evidence to investigate socialisation as a social context 

in which to facilitate newcomers’ need satisfaction, and the integration and optimal 

functioning that follow. Thus, I propose theory and underlying assumptions around 

successful socialisation to be adjusted and expanded to accommodate newcomer’s 

internalisation and experience of autonomy need satisfaction. I hope that these 

research efforts provide a meaningful contribution to advance the theory of 

newcomer socialisation and paves the way for future research to consider 

newcomers’ self-determination as an important indicator of adjustment.  
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Table S1.  

Factor loadings for need satisfaction items derived from a bifactor-Exploratory 

Structural Equation measurement model 

Items 

Global Need 

Satisfaction 
Autonomy Competence Relatedness 

λ SE λ SE λ SE λ SE 

Autonomy1 .708 .030 .495 .088 .088 .048 .119 .030 

Autonomy2 .660 .035 .347 .063 .053 .065 -.054 .036 

Autonomy3 .668 .039 .288 .082 -.059 .047 .146 .054 

         

Competence1 .664 .058 -.019 .051 .318 .165 -.151 .048 

Competence2 .723 .072 .013 .086 .447 .108 .060 .066 

Competence3 .775 .038 -.180 .037 .262 .166 -.103 .048 

Competence4 .832 .026 .023 .042 -.074 .126 .095 .046 

         

Relatedness1 .739 .031 .024 .035 -.061 .036 .486 .052 

Relatedness2 .661 .036 .091 .045 .148 .035 .515 .057 

Relatedness3 .633 .049 .072 .073 -.175 .047 .331 .066 

ωh(s) .869 .194 .091 .257 

Notes. λ = standardized factor loadings; SE = standard errors; ωh(s) = omega hierarchical 

composite reliability (subscale) ; bold = target factor loadings. Non-significant parameters (p 

> .05) are marked in italics.  

 

 

 

 

 

 

 

Figure S1. Graphical representation of the Bifactor-ESEM model retained for the 

study. Ovals and squares represent latent factors and observed items, respectively. 

Full unidirectional arrows linking ovals and squares represent the main factor 

loadings. Dotted unidirectional arrows linking ovals and squares represent the cross-

loadings. 
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Table S2. 

Standardized factor loadings for need satisfaction items for the CFA, ESEM, and 

Bifactor-CFA solutions 

Notes. λ = standardized factor loadings; bold = target factor loadings; AS = autonomy 

satisfaction; CS = competence satisfaction; RS = relatedness satisfaction; CFA = 

Independent cluster model where each item was only allowed to load on the factor it was 

assumed to measure and no cross-loadings on other need satisfaction factors were allowed; 

ESEM = Exploratory structural equation modelling where all items were allowed to load on 

their a priori need factors and all cross-loadings were freely estimated but targeted to be as 

close to zero as possible; Bifactor-CFA = all items were allowed to simultaneously load on 

one global need satisfaction factor and on their corresponding specific factor, with no cross-

loadings nor factor correlations across specific need factors.  Non-significant parameters (p > 

.05) are marked in italics.

Items CFA ESEM    Bifactor-CFA 

λ  ASλ CSλ RSλ  Gλ Sλ 

Autonomy1 .838  .554 .122 .271  .719 .555 

Autonomy2 .733  .493 .327 .012  .650 .319 

Autonomy3 .751  .313 .216 .312  .677 .242 

         

Competence1 .667  .389 .477 -.129  .635 .228 

Competence2 .734  .426 .253 .173  .745 .620 

Competence3 .716  -.263 .904 .102  .740 -.187 

Competence4 .830  .138 .768 -.020  .829 -.082 

         

Relatedness1 .890  -.015 .067 .854  .737 .580 

Relatedness2 .817  .198 -.131 .808  .678 .408 

Relatedness3 .719  -.032 .185 .598  .629 .311 
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Figure S2. Graphical representation of the alternative models considered in this 

study. Ovals and squares represent latent factors and observed items, respectively. 

Full unidirectional arrows linking ovals and squares represent the main factor 

loadings. Dotted unidirectional arrows linking ovals and squares represent the cross-

loadings. 
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Table S3.  

Indirect effects of Institutionalized Socialization Tactics and Supervisor Autonomy 

Support on Organizational Commitment and Withdrawal Cognitions 

 

Indirect Effects B SE L95%CI U95%CI 

Institutionalized Socialization Tactics on    

Organizational Commitment through    

Global Need Satisfaction  0.080 0.031 0.018 0.141 

Autonomy S-factor 0.014 0.009 -0.003 0.032 

Competence S-factor -0.002 0.013 -0.027 0.024 

Relatedness S-factor 0.021 0.011 -0.001 0.043 

     

Withdrawal Cognitions through     

Global Need Satisfaction  -0.055 0.022 -0.098 -0.011 

Autonomy S-factor -0.019 0.011 -0.041 0.003 

Competence S-factor 0.001 0.011 -0.021 0.023 

Relatedness S-factor -0.016 0.010 -0.036 0.005 

     

Supervisor Autonomy Support on     

Organizational Commitment through    

Global Need Satisfaction  0.315 0.037 0.242 0.388 

Autonomy S-factor -0.019 0.010 -0.039 0.002 

Competence S-factor 0.020 0.015 -0.009 0.050 

Relatedness S-factor -0.005 0.011 -0.016 0.025 

     

Withdrawal Cognitions through     

Global Need Satisfaction  -0.216 0.031 -0.276 -0.156 

Autonomy S-factor 0.025 0.014 -0.003 0.053 

Competence S-factor -0.018 0.013 -0.044 0.008 

Relatedness S-factor 0.004 0.008 -0.019 0.017 

 Notes. N = 489. Significant indirect pathways indicated by bold texts.  
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Table S4. 

Relative Importance of Institutionalized Socialization and Supervisor Autonomy 

Support on Need Satisfaction 

Predictor Relative 

Weight 

95% CI Rescaled Relative 

Weight (%) 

Criterion: Global Need Satisfaction (R2 = .282) 

Institutionalized Tactics .057 .027, .096 20.227 

Supervisor Autonomy Support .225 .155, .297 79.773 

 

Criterion: Autonomy-Specific (R2 = .080) 

Institutionalized Tactics .025 -.010, .056 31.715 

Supervisor Autonomy Support .055 .007, .105 68.285 

 

Criterion: Competence-Specific (R2 = .009)* 

Institutionalized Tactics .001 -.008, .011 7.639 

Supervisor Autonomy Support .008 -.003, .047 92.361 

 

Criteria: Relatedness-Specific (R2 = .019) 

Institutionalized Tactics .016 .001, .050 81.513 

Supervisor Autonomy Support .004 -.001, .028 18.487 

Notes. CI = confidence interval. *This factor was poorly-defined as it did not meet criteria as 

a distinct interpretable dimension of need satisfaction in this study.  

 

We conducted relative weights analyses (RWA; Johnson, 2000) to further 

investigate the relative importance of institutionalized tactics and supervisor 

autonomy support in our model. RWA calculates both raw and rescaled relative 

weights; raw weights reflect the proportion of variance explained in an outcome that 

is attributed to each of the predictors, and its rescaled variant reflects the percentage 

of explained variance that is accounted for by the predictors. The analyses were 

conducted using RWA-Web (Tonidandel & LeBreton, 2015) and results are 

summarized in the table above. Based on Tonidandel, LeBreton, and Johnson 

(2009)'s recommendations, confidence intervals for the individual relative weights 

and all corresponding significance tests were based on bootstrapping with 10,000 
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replications. In all cases, 95% bias corrected and accelerated confidence intervals 

(CI) were used (corresponding to a significance testing alpha level of 0.05). The 

results indicate that a weighted linear combination of our two predictor variables 

explained roughly 28% of the variance in the global need satisfaction criterion and 

roughly 26% of the variance for organizational commitment and withdrawal 

cognition respectively. An examination of the relative weights revealed that both 

institutionalized tactics and supervisor autonomy support explained a statistically 

significant amount of variance in global need satisfaction as the 95% CIs for the tests 

of significance did not contain zero. Supervisor autonomy support appeared to be the 

more important in explaining variance in global need satisfaction and the specific 

autonomy need factor. On the other hand, institutionalized socialization tactics 

appeared to account for relatively more of the total variance explained in the specific 

relatedness need factor.  

All in all, the relative weight results further support the findings obtained 

from the SEM. Specifically, both set of results point to the importance of supervisor 

autonomy support in influencing interns’ global satisfaction of needs when compared 

with institutionalized tactics.  
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Appendix 2 

Socialisation Tactics Qualitative Survey (Chapter 5) 
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Socialisation Tactics Qualitative Survey Hosted on Qualtrics 

A2.1 Information on Socialisation before Survey Questions 

 

Figure A2.1.  Socialisation-related information provided to participants prior to 

survey questions. 

 



 

 

239 

 

A2.2 Questions on overall socialisation experience (all participants) 
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A2.3 Specific Tactics Stream (Condition 1) 

In line with our aim to better understand existing tactics in current working contexts, 

one-half of the participants completed a survey containing questions related to 

specific tactics. In this version of the survey, participants provided open-ended 

responses regarding their experience in relation to a range of specific tactics provided 

by their organization during their socialization period. Below are all the questions 

included in the survey. 

 

1. Did you go through a formal orientation or training program when you started 

your job? 

a. What was the focus of the orientation (e.g., learning the job, about the 

company, or both)? Please describe this process in a few sentences. 

b. How was the orientation or training program conducted? For example, 

was it face-to-face, online, a mix, or conducted in other ways? Please 

describe. 

c. During your orientation or training, was the order or sequence of training 

clearly communicated to you? That is, how did you know when to 

complete what program or training that was required? 

d. Other than the training and/or orientation that you described, did you go 

through any other structured set of experiences (i.e., activities, programs) 

that were tailored explicitly for new employees? If so, what were they? If 

not, can you think of any that you wish you had experienced? 

e. [If ‘No’ Selected] Did you go through any other structured set of 

experiences (i.e., activities, programs organized by your company or 
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team) that were tailored explicitly for new employees? If so, what were 

they? If not, can you think of any that you wish you had experienced? 

2. Were there times you felt like your on-boarding was more or less a ‘trial and 

error’ or ‘sink or swim’ experience? What made, or didn't make you feel this 

way? 

3. Were there times where you felt like you had to work or behave a certain way in 

order to fit in the organization or your work group? What made, or didn't make 

you feel this way? 

4. Did your organization or work group accept you for who you were, or did you 

feel that they expected you to change your attitudes, values, and behaviors to fit 

in? How so? 

5. Can you please describe any feedback or information you received, if any, 

regarding how you were progressing in your new role? Who or what provided 

you with the information (e.g. supervisor, colleague, computer system)? 

6. Did you feel as though you were being treated differently than the experienced 

staff because you were new in relation to any of the following areas? 

a. Amount of job duties and responsibilities given; were you given 

less/more/as much as an experienced employee? Please elaborate. 

b. Access to information about the organization or its systems; please 

elaborate. 

c. How your inputs and suggestions were received- how did people show 

you if your inputs or suggestions were valued, or not valued, as much as 

those of an experienced employee? 

7. Did you start your current job with other newcomers (e.g., cohort), or by 

yourself? 
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a. If you started with others, did you go through specific on-boarding 

activities as a group? What were these group activities? 

8. In 2-3 sentences, please describe how and when you were introduced to your 

colleagues. 

9. Did someone take you under their wing to show you the ropes? Who were they? 

Was this organized by your organization/workgroup (e.g. a formal mentor or 

buddy system)? 
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A2.4 Need Satisfaction Stream (Condition 2) 

We used self-determination theory’s three needs, theorised to facilitate 

internalisation, to guide the second part of our data collection. Half the participants 

from the qualitative survey completed three short-answer questions related to their 

need satisfaction during their socialisation period (in randomised order). The format 

of the questions are as follows: 

2.4.1 Need for Relatedness  
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A2.4.2 Need for Competence 
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A2.4.3 Need for Autonomy 

 

  



 

 

247 

 

 

 

 

 

 

 

 

 

 

Appendix 3 

Final Socialisation Experience Scale (Chapter 6) 
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Socialisation Experience Scale (SES) 

Instructions: Please rate the extent to which you experienced the following, or 

agree with the statement based on your experiences as a newcomer in your 

organisation.  

 

5-point Likert Scale: Not at all – A little – A moderate amount – A lot – A great deal 

 

********************* 

 

Insider Support 

1. At the beginning of this job, I worked alongside experienced colleagues 

2. Aside from trainers (if any), I have direct contact with other, more experienced 

employees 

3. I gain an understanding of being an employee here from observing experienced 

employees 

4. I receive guidance from experienced employees as to how to perform my role 

5. I have access to experienced employees to help me adjust as a new employee 

6. Experienced employees help newcomers adjust into their role 

Identity Affirmation 

7. The following statement describes the attitude of this organisation towards newcomers: 

"We like you just as you are" 

8. Newcomers do not have to conform to an 'ideal' to fit into the organisation 

9. This organisation accepts me as a newcomer for who I am 

10. This organisation does not ask newcomers to change their attitudes and values to fit in 

Group 

11. Newcomers help each other understand what is required to be an effective employee 

12. I am building shared experiences with other newcomers 

13. I feel part of a group or cohort with other newcomers 

14. New employees go through their initial experiences in this organisation together 

15. Other newcomers and I help each other out while learning and settling into the job 
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Structure 

16. This organisation provides a structured set of experiences tailored explicitly for 

newcomers 

17. This organisation provides activities and experiences that help newcomers become 

effective employees 

18. Newcomers go through an ordered sequence of learning experiences 

19. The timetable and deadlines for training have been clearly communicated to me 

20. There are clear systems in place to help me track my learning progress as a newcomer 

Agency 

21. Newcomers are encouraged to shape their new role 

22. I am encouraged to seek information and feedback to help me learn 

23. Newcomers can customize their learning/training based on prior skills and knowledge 

24. This organisation tells newcomers how important and meaningful their roles are 

25. Newcomers are encouraged to bring something unique to the organisation (e.g. skills, 

insights, opinions) 




