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 Employee Socialization and Orientation
 Chapter 8
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 Learning Objectives – 1
 • Discuss the content, outcomes, and process of organizational socialization.
 • State the challenges faced by new employees entering an organization
 • Describe the realistic job preview approach to recruiting, and explain how it can benefit organizations and new employees
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 Learning Objectives – 2
 • Define and explain the goals of employee orientation
 • Identify the characteristics of an effective orientation program
 • Learn the key elements necessary to design, implement, and evaluate an effective orientation program
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 Your Experience
 • Have you ever:• Gone through a formal orientation program for a job you've held?• Been asked to assist in the orientation of a new employee (either as a supervisor or as a coworker)?• Given much thought to how new employees adjust or become socialized into a new organization?• Started a new job, only to discover that what you were told about the job and organization didn't match the way things really were?
 If your answer to any of these questions was yes, what was the best (and worst) orientation experience you've ever had? Why?
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 Purpose of Orientation
 • Critical that new employees make a positive start with the organization.
 • Organizational socialization processes and orientation programs are intended to do just that
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 Why Orientation and Socialization?
 • Starting a new job can be stressful• Newcomers are in an unfamiliar work environment
 surrounded by people they do not know • New employee must establish relationships and learn
 new behaviors, facts, procedures, expectations, and values
 • New employees can also expect surprises – not anticipating the emotional impact of greater responsibility– underestimating the difficulty of adjusting to a new work
 schedule
 • New employees may also need to “unlearn” things that helped them succeed in previous settings
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 Organizational Socialization
 • The process of adjusting to a new organization
 • A complex, lengthy process– Weeks, maybe months
 • What is expected from them on the job
 • How to behave to be accepted by peers
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 At Stake
 • New employee’s satisfaction, performance, and commitment to the organization
 • Work group’s satisfaction and performance• Start-up costs invested in the new employee
 – recruiting, selection, training, and the time until the employee is up to full speed
 • The likelihood the employee will remain with the organization
 • Costs of replacing the employee if he or she leaves
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 Two Common Approaches
 Used to benefit both the individual and the organization
 • Realistic Job Preview (RJP)
 • Employee Orientation
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 Organizational Socialization
 • The process by which an individual acquires the social knowledge and skills necessary to assume an organizational role
 • How outsider transforms into insider
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 Fundamental Concepts
 • Organizational Roles
 • Group Norms
 • Expectations
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 Organizational Roles
 • Three dimensions– Inclusionary
 • a social dimension (e.g., outsider, probationary status, permanent status)
 – Functional• a task dimension (e.g., sales, engineering, plant
 operations)
 – Hierarchical• a rank dimension (e.g., line employee, supervisor,
 middle manager, officer)
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 Important Issues for Socialization
 • Role Communication– individual’s role would be communicated
 clearly and agreed upon by all concerned parties
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 Perception of Organizational Roles
 • Role overload– employee perceives the role as being more than he or
 she can reasonably do
 • Role conflict– employee receives mixed messages about what is
 expected of him or her by others, such as a boss and coworkers
 • Role ambiguity– when the employee feels the role is unclear; this is
 often the result of assuming a newly created position
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 Role Orientation
 • Extent to which employees are innovative in interpreting their organizational roles
 • On a continuum
 • Sometimes conflict with organizations accepted beliefs and values
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 Group Norms
 • Norms are the rules of conduct (typically unwritten) that are established by group members to influence or control behavior within the group
 • Indicate the behaviors that insiders agree are appropriate
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 Three Levels of Importance
 • Behaviors can bePivotal
 • behaviors essential to organizational membership
 – Relevant• behaviors that are desirable but not essential
 – Peripheral • unimportant behaviors
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 Expectations
 • A belief about the likelihood something will occur
 • Can encompass behaviors, feelings, policies, and attitudes.
 • Newcomers have expectations– about how they will be treated, – what they will be asked to do, – how they will feel in the new organization– among other things
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 Research Findings
 Newcomers' expectations can affect their – Satisfaction– Performance– Commitment– Tendency to remain with the organization
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 Content of Socialization - 1
 • Preliminary Learning– Discovery
 • learning will be necessary• what to learn• whom to learn from
 – Learning about the organization• including the goals, values, and policies of the organization
 – Learning to function in the work group• values, norms, roles, and friendships within the group
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 Content of Socialization – 2
 • Learning how to perform the job– Necessary skills and knowledge for a
 particular job
 • Personal learning– Learning from experience with the job and
 organization, including• self-identity• expectations • self-image• Motivation
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 Successful Socialization
 • Newcomer develops– Greater knowledge of the organization and
 work group – Attitudes that make performing, fitting into,
 and remaining with the organization and work group possible
 – Behaviors that lead to personal and organizational effectiveness
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 Unsuccessful Socialization
 • Results in– Unmet expectations– Dissatisfaction– Lack of commitment– Turnover
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 Stage Models of Socialization – 1
 • Anticipatory Stage– before the individual joins the organization– person forms an impression about what membership
 in an organization is like
 • Encounter Stage– Begins when a recruit makes a formal commitment to
 join the organization– Individual
 • crosses the inclusionary boundary separating the organization from the outside environment
 • begins to discover what the organization is really like
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 Stage Models of Socialization – 2
 • New employees – accept the norms and values of the group – master the tasks they must perform– resolve any role conflicts and overloads
 • Employees will– be satisfied – be internally motivated– involved in the job – perform their jobs dependably– remain with the organization
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 Another Look at Stages
 • Getting in
 • Breaking in
 • Settling in
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 Feldman’s ModelFig. 8-1
 SOURCE: ACADEMY OF MANAGEMENT REVIEW by FELDMAN, D. C. Copyright 1981 by ACAD OF MGMT. Reproducedwith permission of ACAD OF MGMT in the format Textbook via Copyright Clearance Center.
 Realism aboutorganization
 Realism aboutjob
 Congruence ofskills & abilities
 Congruence ofneeds & values
 Management ofoutside-lifeconflicts
 Management ofintergrouprole conflicts
 Anticipatorysocialization
 Encounter Role definitionInitiation tothe task
 Initiation to the group
 Resolution ofrole demands
 Performanceevaluation
 Adjustment togroup norms& values
 Task mastery
 Carry out roleassignmentsdependably
 Remain withorganization
 Generalsatisfaction
 Internal workmotivation
 Jobinvolvement
 Change andacquisition
 Behavioraloutcomes
 Affectiveoutcomes
 Innovate andcooperatespontaneously

Page 28
                        

CH-8 Copyright 2008 Werner et al 28
 What Do Newcomers Need?
 • Accurate Expectations– Insiders normally know what to expect of the situations– there are fewer surprises to confront them– Newcomers' expectations are likely to differ from organizational
 reality
 • Knowledge Base– Insiders have the knowledge base from history and experience
 in the setting to make sense of the surprising event– Newcomers generally lack this knowledge
 • Other Insiders– Insiders have coworkers with whom to compare their judgments
 and interpretations of organizational events – Newcomers have not yet developed these relationships
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 Realistic Job Preview
 • Four Interrelated Mechanisms– Vaccination Against Unrealistically High
 Expectations– Self-Selection
 • Do the job and the organization match their individual needs
 – Coping Effect• Realistic expectations help to develop coping
 strategies for performing effectively
 – Personal Commitment
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 Realistic Job Preview EffectsFig. 8-2
 SOURCE: From Wanous, J. P. (1978). Realistic job previews: Can a procedure to reduce turnover also influence the relationship between abilities and performance? Personnel Psychology, 31, 251. Reprinted by permission.
 Perception of honesty and caring
 RJPVaccinationof expectations
 Selfselection
 Internallocus ofcontrol
 Commitmentto choice oforganization
 Roleclarity
 Job wants arematched toorganizationalclimates
 Job satisfaction
 Copingmechanismsdevelop fornew job
 Jobperformance
 Involuntaryturnover
 Organizationalcommitment
 Voluntary turnover
 Tenure in theorganization
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 When to Use an RJP
 • When candidates can be selective about offers• When the selection ratio is low
 – the organization has many more job applicants than positions available
 • When recruits are unlikely to have enough information available to them to develop realistic expectations – such as with entry level, complex, or “unique” jobs
 • When replacement costs are high
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 RJP Content – 1
 • Descriptive or Judgmental Content– Descriptive content focuses on factual
 information– Judgmental content communicates
 incumbents’ feelings.
 • Extensive or Intensive Content– Extensive content contains all pertinent
 information– Intensive content implies selective information
 that is presented more briefly and forcefully
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 RJP Content – 2
 • Degree of Content Negativity– Should the content of the RJP be highly
 negative, moderately negative, or somewhere in between?
 • Message Source– If an audiovisual medium is used, should
 actors, job incumbents, or other organization members, such as supervisors or trainers, present the message?
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 Timing of RJP is Critical
 • As early as possible– Before job offer
 • Use multimedia to communicate realistic information before hire
 • Save more expensive processes for later– Self-screening will have reduced applicant
 pool
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 Are RJPs Effective?
 • Research has shown that RJPs– Reduce inflated expectations– Lead to
 • Decreased turnover• Increased job satisfaction• Increased job commitment
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 Evaluation Criteria for RJPs Table 8-1
 Stage of Entry Evaluation Criteria
 Pre-entry
 Entry
 Ability of the organization to recruit newcomers
 Initial expectations of newcomers
 Choice of organization by the individual
 SOURCE: Wanous, J. P. (1992). Organizational entry: Recruitment, selection, orientation, and socialization of newcomers(2nd ed., p. 72). Reading, MA: Addison-Wesley. Adapted by permission.
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 Evaluation Criteria for RJPs
 Stage of Entry Evaluation Criteria
 Post-Entry Initial job attitudes– Satisfaction with the job
 – Commitment to the organization
 – Descriptive statements about the job
 – Thoughts about quitting
 Job performance
 Job survival and voluntary turnover rates
 SOURCE: Wanous, J. P. (1992). Organizational entry: Recruitment, selection, orientation, and socialization of newcomers(2nd ed., p. 72). Reading, MA: Addison-Wesley. Adapted by permission.
 Table 8-1
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 Employee Orientation Programs
 • Employee orientation programs are designed to introduce new employees to– the job– supervisors – coworkers– organization
 • Focuses on the encounter stage of socialization
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 Common Orientation Objectives - 1
 • Reduce the newcomer’s stress and anxiety
 • Reduce start-up costs
 • Reduce turnover
 • Reduce the time it takes for the newcomer to reach proficiency (training and break-in time)
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 Common Orientation Objectives – 2
 • Assist the newcomer in learning the organization’s values, culture, and expectations
 • Assist the newcomer in acquiring appropriate role behaviors
 • Help the newcomer adjust to the work group and its norms
 • Encourage the development of positive attitudes
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 Orientation Usage
 • Most organizations have orientation programs of some sort
 • Almost 7% of total HRD expenditures goes to orientation
 • There is unreleased interest in “rapid on-boarding”– Getting new hires up to speed quickly
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 Orientation Program Contents
 • Company Information– An overview of the company
 • key policies and procedures• the mission statement• company goals and strategy
 – Information concerning • compensation• benefits• safety and accident prevention• employee or union relations• the physical facilities
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 Contents (Continued)
 • Overview of the organization’s mission, goals, structure, culture, code of ethics, and products– mission statement serves to reinforce basic values
 and the organization’s place in its industry and in society
 • Compensation and benefits policies should also be explained during orientation.– Devote a portion of the orientation period to
 completing compensation and benefit forms to make sure
 • employees know what they are entitled to• are enrolled in the appropriate programs
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 Common Topics – 1Table 8-2
 SOURCES: Adapted from Valentine, S., & Johnson, A. (2005). Codes of ethics, orientation programs, and the perceivedimportance of employee incorruptibility. Journal of Business Ethics, 61, 45–53; Hacker, C. A. (2004). New employee orientation: Make it pay dividends for years to come. Information Systems Management, 21(4), Winter, 89–92;Robbins, R. L. (2002). Orientation: Necessity or nightmare? Supervision, 63(10), October, 8–9; Hicks, S. (2000). Successful orientation programs. Training & Development, April, 59–60; Lindo, D. K. (1999). New employee orientation isyour job! Supervision, 60(8), 6–9; Belaiche, M. (1999). A well planned orientation makes a difference. Canadian Manager,Spring, 23–24; Tyler, K. (1998) Take employee orientation off the back burner. HR Magazine, May, 54.
 • Schedule for the employee’s first week on the job • Company history, philosophy, and an overview of what the company does• Organizational chart or charts• Overview of the industry or industries in which the organization operates• Review of the benefits package
 • health insurance, vacation/sick/personal leave policies, tuition reimbursement, retirement
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 Common Topics – 2Table 8-2
 SOURCES: Adapted from Valentine, S., & Johnson, A. (2005). Codes of ethics, orientation programs, and the perceivedimportance of employee incorruptibility. Journal of Business Ethics, 61, 45–53; Hacker, C. A. (2004). New employee orientation: Make it pay dividends for years to come. Information Systems Management, 21(4), Winter, 89–92;Robbins, R. L. (2002). Orientation: Necessity or nightmare? Supervision, 63(10), October, 8–9; Hicks, S. (2000). Successful orientation programs. Training & Development, April, 59–60; Lindo, D. K. (1999). New employee orientation isyour job! Supervision, 60(8), 6–9; Belaiche, M. (1999). A well planned orientation makes a difference. Canadian Manager,Spring, 23–24; Tyler, K. (1998) Take employee orientation off the back burner. HR Magazine, May, 54.
 • Summary of performance appraisal or performance management system, that is, how, when, and by whom employees will be evaluated, as well as general performance expectations• Review of compensation procedures: pay periods, direct deposit, and how and where to complete time sheets, time cards, and so on• Review of a current position or job description, including specific job requirements
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 Common Topics – 3Table 8-2
 • Information about scheduling an employee physical exam (if required
 • Career development information– potential promotion opportunities, career paths,
 career resources and information available
 • Basic ergonomics and safety training
 • Overview of the employee handbook, policies and procedures, code of ethics, and financial/credit union information
 SOURCES: Adapted from Valentine, S., & Johnson, A. (2005). Codes of ethics, orientation programs, and the perceivedimportance of employee incorruptibility. Journal of Business Ethics, 61, 45–53; Hacker, C. A. (2004). New employee orientation: Make it pay dividends for years to come. Information Systems Management, 21(4), Winter, 89–92;Robbins, R. L. (2002). Orientation: Necessity or nightmare? Supervision, 63(10), October, 8–9; Hicks, S. (2000). Successful orientation programs. Training & Development, April, 59–60; Lindo, D. K. (1999). New employee orientation isyour job! Supervision, 60(8), 6–9; Belaiche, M. (1999). A well planned orientation makes a difference. Canadian Manager,Spring, 23–24; Tyler, K. (1998) Take employee orientation off the back burner. HR Magazine, May, 54.
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 Common Topics – 4Table 8-2
 • Information about obtaining an organizational identification card/badge, keys, setting up an e-mail account, computer password, telephone, parking permit, office supplies, and so on
 • Tour of the facility and a map or listing of relevant
 businesses in the surrounding community
 SOURCES: Adapted from Valentine, S., & Johnson, A. (2005). Codes of ethics, orientation programs, and the perceivedimportance of employee incorruptibility. Journal of Business Ethics, 61, 45–53; Hacker, C. A. (2004). New employee orientation: Make it pay dividends for years to come. Information Systems Management, 21(4), Winter, 89–92;Robbins, R. L. (2002). Orientation: Necessity or nightmare? Supervision, 63(10), October, 8–9; Hicks, S. (2000). Successful orientation programs. Training & Development, April, 59–60; Lindo, D. K. (1999). New employee orientation isyour job! Supervision, 60(8), 6–9; Belaiche, M. (1999). A well planned orientation makes a difference. Canadian Manager,Spring, 23–24; Tyler, K. (1998) Take employee orientation off the back burner. HR Magazine, May, 54.
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 Common Topics – 5Table 8-2
 • Technical or job-specific information (or how to schedule training for such information with the appropriate supervisor or coworker)
 • Dress code (e.g., casual dress Fridays)
 • Extracurricular activities (e.g., sports teams, special events)
 SOURCES: Adapted from Valentine, S., & Johnson, A. (2005). Codes of ethics, orientation programs, and the perceivedimportance of employee incorruptibility. Journal of Business Ethics, 61, 45–53; Hacker, C. A. (2004). New employee orientation: Make it pay dividends for years to come. Information Systems Management, 21(4), Winter, 89–92;Robbins, R. L. (2002). Orientation: Necessity or nightmare? Supervision, 63(10), October, 8–9; Hicks, S. (2000). Successful orientation programs. Training & Development, April, 59–60; Lindo, D. K. (1999). New employee orientation isyour job! Supervision, 60(8), 6–9; Belaiche, M. (1999). A well planned orientation makes a difference. Canadian Manager,Spring, 23–24; Tyler, K. (1998) Take employee orientation off the back burner. HR Magazine, May, 54.
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 Orientation Roles: Supervisor
 Plays a pivotal role
 • Provides factual information and clear and realistic performance expectations
 • Emphasize the employee’s likelihood of succeeding in the organization
 • Encourages newcomers’ acceptance by coworkers
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 Orientation Roles: Supervisor
 • Providing (or arranging for) training in job specifics• Buffering the newcomer from demands outside the work
 group for a period of time to facilitate job learning• Providing challenging initial assignments• Conducting timely, constructive performance evaluations• Diagnosing problems at work that create conflicts• Using the newcomer’s arrival as an opportunity to
 reallocate tasks or redesign work to improve effectiveness and employee satisfaction with the work system
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 Orientation Roles: Coworkers
 • Provide support, information and training
 • Help to learn norms of workplace
 • Discouraging hazing
 • Acting as “buddies”/mentors
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 Orientation Roles: HRD Staff
 • Designs and oversees orientation program• Produces or obtains materials (such as
 workbooks and seminar leader guides) • Conducts training sessions • Designing and conducting the evaluation study • Conducts parts of the orientation program itself
 (focusing on such things as available services, employee rights, benefits, and workplace rules)
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 Orientation Roles: Newcomer
 • Should be the lead role by being active learner– seek out both information and relation-ships
 they feel will help them in adjusting to the organization
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 Problems with Orientation Programs – 1
 • Too much emphasis on paperwork
 • Information overload
 • Information irrelevance
 • Scare tactics (heavy emphasis on failure rates or the negative aspects of the job)
 • Too much selling of the organization
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 Problems With Orientation Programs – 2
 • Emphasis on formal, one-way communication– Not giving newcomers a chance to discuss issues of
 interest or ask questions
 • One-shot mentality– Limiting the orientation program to only the first day
 at work
 • No diagnosis or evaluation of the orientation program
 • Lack of follow-up
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 Designing and Implementing Orientation Program – 1
 • Set objectives
 • Form a steering committee
 • Research orientation as a concept
 • Interview recently hired employees, supervisors, and corporate officers
 • Survey the orientation practices of top companies
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 Designing and Implementing Orientation Program – 2
 • Survey existing company orientation programs and materials
 • Select content and delivery method
 • Pilot and revise materials
 • Produce and package print and audio-visual materials
 • Train supervisors and install the system
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 Common Design Elements – 1
 • Well-run orientation programs are run on a “need to know” principle
 • Effective orientation programs take place over a period of days and weeks
 • The content of orientation programs should present a healthy balance of technical information about the job with the social aspects
 SOURCES: Adapted from Feldman, D. C. (1988). Managing careers in organizations (p. 90). Glenview, IL: Scott, Foresman; Hacker, C. A. (2004). New employee orientation: Make it pay dividends for years to come. Information Systems Management, 21(4), Winter, 89–92. Reprinted with permission.
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 Common Design Elements – 2
 • Orientation programs are generally more effective if they allow a lot of two-way interaction between managers and new employees.
 • Successful socialization depends very heavily on the establishment of helpful, trusting superior-subordinate relationships.
 • The first day has a major impact on new employees
 SOURCES: Adapted from Feldman, D. C. (1988). Managing careers in organizations (p. 90). Glenview, IL: Scott, Foresman; Hacker, C. A. (2004). New employee orientation: Make it pay dividends for years to come. Information Systems Management, 21(4), Winter, 89–92. Reprinted with permission.
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 Common Design Elements – 3
 • Well-run orientation programs assign the responsibility for new recruits'
 • Adjustment to their immediate supervisors– Immediate supervisor is in the best position to see
 potential problems and to help solve those issues.
 • Orientation programs can facilitate new recruits' adjustment by helping them get settled in the community and in new housing. assignments.
 SOURCES: Adapted from Feldman, D. C. (1988). Managing careers in organizations (p. 90). Glenview, IL: Scott, Foresman; Hacker, C. A. (2004). New employee orientation: Make it pay dividends for years to come. Information Systems Management, 21(4), Winter, 89–92. Reprinted with permission.
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 Common Design Elements – 4
 • New employees should be gradually introduced to the people with whom they will work
 • New employees should be allowed sufficient time to get feet on the ground before increasing demands on them
 • Well-run orientation programs are relaxing – Their focus is on celebration– They decrease anxiety, not increase it– They seek to create positive attitudes toward the company by
 helpful and supportive behavior on the part of colleagues, not through high-toned speeches
 SOURCES: Adapted from Feldman, D. C. (1988). Managing careers in organizations (p. 90). Glenview, IL: Scott, Foresman; Hacker, C. A. (2004). New employee orientation: Make it pay dividends for years to come. Information Systems Management, 21(4), Winter, 89–92. Reprinted with permission.
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 Common Design Elements – 5
 • Organizations should systematically – Diagnose the needs of new recruits– Valuate the effectiveness orientation
 programs
 • New topics and issues can be added to orientation programs when needed– Peripheral parts of the orientation program
 can be prunedSOURCES: Adapted from Feldman, D. C. (1988). Managing careers in organizations (p. 90). Glenview, IL: Scott, Foresman; Hacker, C. A. (2004). New employee orientation: Make it pay dividends for years to come. Information Systems Management, 21(4), Winter, 89–92. Reprinted with permission.
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