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The relationship of anticipation to newcomer
socialization processes and outcomes:

A pilot study
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The construct of new employee ancicipation was explored within a model of newcomer
socialization. Measures of anticipation, socialization processes and outcomes obtained
from new college graduates one year after graduacion (N = 378) suggested low-antici-
pation newcomers reporc lower job sausfaction, commitment, work mortivation, job
involvement and psychological success. Graduares who anrcicipaced their jobs perceived
organizacions as being more receptive to them, jobs as more challenging, greater concrol
over their work, more influence on the organizacion, and understood che culture betrer.
In addirtion, graduates who had not anticipated cheir current jobs reported lower levels
of satisfacrion with the transition, greater stress and more difficuley wich the transicion.
Impiications for socialization research and human resource systems are discussed.

The process of obraining productive employees is fundamental. Recent interactionist
models (Ashford & Taylor, 1990; Jones, 1983; Miller & Jablin, 1991; Reichers, 1987)
portray proactive participants in job candidate—newcomer transitions. Morrison (1993)
found newcomer informarion-seeking behaviours related to subsequent socialization out-
comes. Unfortunately, tests of these theories have been fragmented and incomplece
(Feldman, 1986; Fisher, 1986). With rhe exception of realistic job previews, emphasis has
been almost exclusively on what happens after newcomer entry (Rynes, 1992).

One would expect similar results for information-seeking behaviour prior to employ-
ment. Mowday, Porter & Steers’ (1982) theory of organizational commitment contains an
‘anticiparion’ stage describing applicants’ pre-entry cognitions, motivarion, affect, envi-
ronmental circumstances and explorarory activities {Mowday e «/.. 1982). Fisher (1986)
also questioned whether newcomers’ willingness to engage in socialization/adaprarion
processes (labelled ‘socializability’) before and after organizational encry mighe be a
significant facror. Interaccional models portray newcomers as proactive participancs «frer
entry. Similarly, ‘proactive anticipation’ may be important at pre-entry stages.

Mowday ef «/. (1982) predicted pre-entry accicudes and behaviours would affect social-
ization processes and outcomes. Stumpf & Hartman (1984) reported relationships
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Anticipation 165

between ‘career exploratory behavior’ (p. 308) two months prior to organizational entry
and socialization processes, job articudes and turnover intentions two to nine months after
organizational entry. Realistic job previews affect newcomer anticipation in new jobs and
influence a variety of outcomes (Premack & Wanous, 1985).

Given a perceived non-zero probability of a job offer and acceptance, applicants’ job
anticipation will be conceprually defined as global cognitive and affective orientation
toward a job caused by individual differences and environmental circumstances.
Anticipation is expected to influence newcomer enthusiasm to participate in socialization
processes and subsequent socialization outcomes. Ancticipating a career-appropriate job
that is subsequencly obtained should motivate newcomer participation in organizational
socialization processes and yield positive outcomes. Figure 1 adapted these relationships
from Mowday er 2/.’s (1982) model and existing empirical findings.

The primary purpose of this pilot study was to examine relationships between ‘antici-
pation’ and subsequent socialization processes and outcomes. This is a partial tesc of the
model in Fig. 1 in that only relationships between anticipation and socialization are
examined.

Method

Sample

Darta for this scudy were collected from a survey instrument sent to all spring 1990 bachelor’s gruduates from
a large state university (N = 2214), . Two mailings completed 12 months after graduation yielded 840
responses (38.2 per cent). Of 846 total respondents, 548 or 65.3 per cent were in a career-appropriate posi-
tion (not unemployed or attending graduate school). Only graduares indicating they were employed in a
business, professional services, or other for-profic organization were used (N = 378, 69 per cent of career-
appropriate pool). Other emplovers {e.g. education, governmenc and other non-profit) were excluded to
control for the possibility chat anticipation influence mighe differ by organizational type. The final sample
consisted of 378 bachelor's graduates employed in career-appropriate business positions.

Item developnient process

No instruments could be located measuring perceptions of socialization process, however existing actitude
scales contain items that could be modified co focus on socialization processes. Irems were obtained from two
sources: existing measurement scales and concent analysis of 125 interviews with new employees (one year
experience or less), direct supervisors of employees and senior executives frem 12 organizations hiring
significant numbers of new employees. Detailed descriprion of these interviews. items and factor analysis
results are available from che auchors.

Socialization process measiives

Socialization process was conceived in terms of three newcomer perceptions of their new environment, i.e. che
job. employer and the organizational entry process.

Peveeptions of arganizationad entry expertencer. Sixreen original items were developed to tap perceptions of organ-
izational entry experiences. Examples included perceptions of firms™ receptiviry ro new employees and
difficulties adapring to new jobs.

Jobs perceptians. Nineteen items tapped job characteristic conscructs identified in the literature (Ashford &
Curnmings, 1985; Hackman & Lawler, 1971; Hall & Lawler, 1970; Mabey, 1986; Rabinowitz & Hall, 1981,
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Rizzo, House & Lirtzman. 1970). Five items tapping perceived job challenge, it and discretion were adapred
from Hall & Lawler (1970). Four role ambiguity items and single items tapping perceptions of feedback and
clarity of job competency requirements were adapred from Ashford & Cummings (1983%). Construct
definitions found in the literature and incterview conrent analysis suggested seven additional items.

Organizarionad winderstanding. Thirteen original icems rapped newcomer'’s perceprions of how well they under-
stood che firm. Items focused on newcomer knowledyge of culture and informal scructure,

Soctalizetion cutcone nieasires

Seven job atritudes were identified from interview concent analyses and che socialization literature as impor-
rant outcomes of the socialization process. Hackman & Oldham’s (1975) three-item shorc form measured job
satisfaction (& = .83} Mowday, Steers & Porrer’s (1979) nine-icem OCQ short form measured commitment
(o = 91). Hackman & Lawler's (197 1) chree-item scale measured internal work morcivation (o0 = .78). A
tour-item version of Lodhal & Kejner’s (19635) 20-item scale measured job involvement (o = .78, Ashford &
Cummings,1985). Blaus (1988) chree-item scale measured intent-to-quit (& = 91, Mobley, 1977). Hall,
Goodale, Rabinowicz & Morgan's (1978} six-1tem scale measured psychological success (@ = 7. Two items
from Mowday e /. (1979) measured post-decision dissonance (& = .87).

Operationalizating of anticipation

Newcomer's anticipation was measured with a single item asking if graduartes were ‘emploved in a position
appropriate for starting my career’ versus ‘emploved in a position appropriate for starting my career, fuf ot
tohat T had cnticipated fering'. This distinction 1s not what graduates weensed or hoped for, which might be sub-
ject to bias or recall error, but what graduares had ciricipated having.

Dentographic deata

Demographic guestions obeained information on number of employees, newcomer age. sex, race, undergrad-
vare major, undergraduate GPA and prior employment experience.

Analyses

Anticipation and non-ancicipation groups were compared on demographic responses. Second, exploratory
facror analyses identified meaningful item groupings capruring perceprual dimensions of newcomer social-
ization. ANOVA and ANCOVA rested whether anticipation/non-anticipation groups ditfered on socializa-
tion perceptions and outcomes.

Results
Deicriptive stativiics

Graduates averaged 10.5 months employment at their currenc organizacion, were 57.1
per cent male, 94.4 per cent white, and 36.8 per cent business and 25.7 per cent
engineering graduates with GPAs becween 2.0 and 3.0 (59.3 per cent). Approximartely
rwo-thirds of the sample (N = 251) ancticipated their current job before graduation. Chi-
square and ¢ tests found significant differences in grade point average, previous profes-
sional work experience, length of employment and number of organizations worked for.

Psychometvic characteristics

Three common factor analyses analysed items tapping newcomer (1) perceptions of orga-
nizational entry experiences, (2) job entry perceptions, and (3) organizational under-
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standing. Loadings obtained from varimax rotation of facrors with eigenvalues grearer
than 1 suggested interpretable simple structures. Items developed uniquely for chis study
resulting in exceptionally clean loadings (average loading greater than .50 on the major
facror and less than .20 on all other factors).

Table 1 reports descriptive statistics, correlations and internal consistency estimates for

unit weighted sums of items loading on each factor. Adapeion difficuley (&0 = .57), stress
(o = .54), mutual influence (¢ = 42), and informal organization (& = .26) display

marginal to unacceptable levels of reliability, chough this is expected with new items and
instructional sets (Nunnally & Bernstein, 1994). Many investigators reported low
reliabilities when studying newcomer questionnaire responses, which may be due to com-
binations of random measurement error and instabilicy in latent construces (i.e. see
Schaubroeck & Green's, 1988, discussion of gamma change in organizational encry pro-
cesses). All low reliability scales contained two or three items, suggesting future devel-
opment efforts which generate more items mighe enhance conceptual clarity and
reliability. Other scales displayed adequate to good reliabilities (.61 to .91, mean = .71).

Means, standard deviarions and bivariate correlations for scales reported in Table 1
suggest common method variance did not yield ubiquitous low-to-moderate correlations.
For example, transition satistaction ranged in correlation from —.610 with post-decision
dissonance, to .151 wich job involvement, to .652 with job satisfaction.

Research questions

Table 2 reports significant differences berween anticipation/non-anticipation groups on
eight of 13 scales in predicted direcrions. Graduates who anticipated current jobs per-
ceived more organizational receptivity, job challenge, work control, organizational
influence and understanding of the culture. Graduates who had nor anticipated current
jobs reported more transition dissatisfaction, scress and difficulry with che transition.

Control variables had significant main effects in only a few instances and no significant
interaction effects. Grade point average was significanc for transition satisfaction and
mutual influence. Months employed significantly contribured to the prediction of flexi-
bility while number of organizations worked for significantly predicted job clarity.
Months of previous work experience predicted organization receptivity and job challenge.
These results suggest newcomer pre-entry anticipation predicts aspects of newcomer
socialization better rthan measures of human capital (GPA and prior experience).

Table 3 reports analyses of covariance using job actitudes as dependent variables.
Significant differences occurred between anticipation/non-anticipation groups on all
scales except job involvement. The ‘anticipated’ group reported higher job sarisfaction,
commitment, internal work motvation and psychological success, lower post-decision
dissonance, and intenc to quit.

Grade point average main effects were significant for commitment and intent to quit.
Incteraction effects with grade pointaverage were significant for tour job actitudes: job sat-
isfacrion, commirment, intent to quit and post-decision dissonance. Meaningtul interac-
tions between demographic variables and anticipation/non-anticipation increased effect
sizes when predicring commitment (Aa= .1947), post-decision dissonance Ao = .1777),
intent to quit (Ao = .1645), and job sarisfaction (A@= .1114). Months employed and
previous work experience had no significant main covariate eftects. Number of jobs held

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



TRUOTRIP 23 Bo uaols 3e sanngeips wydpe s (orquory N

CEST— 09T T ey A B e A L A S AL S Sy (Y RO | I O A 2 G 1) A (N ANTUOSSIp
UOISINAP-1804 ()¢

0L 1OV ETETOET 19T 800 018 68ET 9T 8 €917 L8 98ET T9¢ - 080 608 L6 HOT— Y8y 09 9L $520005
exstojoyAsq ]

W67 DT GO = 1= 1SR = 611 = Vil = BT — 60— 6417 1LT L84 01T e = A19'= 970 — 817 ple— SO 8BS unb o3 quauy Y|
0908 ST ITE 80T 961 0600 98T SO0 V0T G0CT 190 GO0 1SE 90T Gho= CS 6L 1T wwasoaurgof

8L 68ET CL 8 09T 68T LSS LT BT COF 900 8T 98¢ 9T o= 080 Y 00 UOLIPALIOW

JIom [RUINUL "G
(67 87 6817 €98 CEFF L0 LC 6RYT E48T 9y O 9RET LT SOT = LV C8IE duauiwwod i) g
RO LIS 698 eeT LG 6LET 8R9T 07— 6RO 79T 908 TTC - T o e UOILBSITS qo[ |
97 00T B9 18ET 0T T 0 9L 6L T SRTT 0= Ll ISR uonpziuesio
[EIoU] ¢ |

b S 1 1 AN £t Sl S (P [ IR & (L S 0 A N A R I 1 9L Th Fuipuesssapun
Ay 7l
gL LI 009" 9¢c L9 - Lo SOV 66 LRE - by LG ant Laars
ruOneZIuREI) *| |
cbTES 8T LT 980 - 8T B¢ L0 (6 OR’ CLC IuMgUT emngy (|
SO 90t 61C 90~ O Lol ROy iy 9o I EY [onuo)y °G
Y040 61T - 0F (68 8ot FOC DAV fwep gof 8
08 190 = 901 61 N |RE Ry’ L9 .15:23 L:_.A.\n
Y| I T A () 6l 08 by RAUSRINY
0Ll 1Y) 9oty e NI ¢
_C. me mTZ.. : ﬁ F4 m:_ CC:.J_M*M..C_}
UOTISUR )
QY 8ET i Qg aurdary ¢
SN by Apogyp
uonerdepy ¢
0 1 e frandanag
uonIvzIueRIe) O
0¢ Ol 81 i1 91l ¢l bl ¢l (1 Il 0l O i 9 S b ¢ ¢ (s uvp

salnsesil AWoNIno pue $sa201d UOIILZITEIN0S 101 SUOIIR|aLI0T) " [ I]qe],

ission.

f the copyright owner. Further reproduction prohibited without perm

ISSION O

Reproduced with perm



169

Anticiprrtion

JUMUFIS 2124 SUOTIDIRINLON],.

0

Ik

wy

U

[ BT B R
ool el ol o)

aadxo

J,_C\v?

U TRt Sy S A
Sy TRY Sy 5 6911
S Q70" su Sy 5
to su s U7
$u s s s'u L6867
s SUSU 0 789
s §y () QI 6LY9°¢
$u sy stu 100 099 (&
N S'u s'u 100 (68 ¢
Sty §u sy Lo 6l
s'u $'y i34 0} €CH1¢
5 U Sy s'u Lo AN
1l s'u $'u 07" RN
f d J d ]

sqol pafojdwn  ydn
JoOON  SyIuop

paedionue wu
/paedinuy

Q¢ ¢H¢
coy 6L¢
0y bR'¢
]¢ 6L
99 86'¢
0L ¢
S 6e¢
I8 47
LY 1
6L ave
1S3 8L¢
L 0y
L B¢
s utIpy
paedidnue

10N

0¢ 16¢
09 88°¢
7o 08¢
$¢ 8¢
49 10°%
L ere
LL BL¢
0L 08'¢
69 10°¢
6L Cre
8¢ o1}
6L 9z
L Fee
as urIN
paedinuy

UOLRZIUTTIO [EWIOJU]
Auerdony

Aiqixag

Ae))

Aaaes [ruonezZIURTIO
Furpurasiapun anino)
2uANYuI [eranpy
[043u07)

aduaireyD)

$$118

UOLIITJSIITS UOIIISURI]
Aynoyyip voneadepy
£1randanar uoneziuediQ

b_ﬁ..vw

sassanord UoIeZI[eID0s Yim CQ.:.QQ_UCC.@ 10§ JIURLITA ,wo Ew&ﬁcm puz SUEI “¢ o_ﬂﬁrﬁ

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



UOTIIBIAUT Y[ £) 3 D1IUY J0 UOISNUT 01 anp @ ur afuey?),

~a

fm LLLL
S
I.J

=~
3yl
SRS
~
I
3

N LVGT
S v
b3

T

o

~

s

= 2
e

[S§]

Ly
89
66¢
000
I81

08¢
oy

m

S’y
'S*U
'STU

su
stuU

-1adxa
JOM 10 ON

S'u

OO

S’y
's'u

0T

sqof

STU 100
s'u su
S'u 200
s'u s'u
S'u S'u
s'u 700
s'u 640
Jd J

pafordwa  yqo)

mLuCCE X nuy

‘S'u

24
su
§u

L1y

su

Vd9O

100°

100"

s

[

Lo
100

6h¢ L8
PRANAE
VLCTe
vLOTL
9%'9

1209%
0099

d

paredinue Jou

/parednuy

i
01t

as

€9'C
9¢°¢
91°¢
8CC
O

0re
80'¢

UBs]N

parednue

10N

9L 9Ll
L& 98¢
011 {Yard
LL 8¥'C
9¢ 8y
9L L8
8 88°¢
as UBN

paedianuy

22ULUOSSIP
UoIS123p-1504
§$57.23N%
[eojoyahsq
anb o1 1uay]
JUIWIATOAUT qOf
UOIBALIOW
MIOM JRUINUT
1UAWIWWOT)
uonoeysiyes qof

Apg

sapmanie qof qarm vonedonue J0j durirea Jo sisk[eue pue sueapy ¢ I[qe],

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Awnticipation 171

had signihcant effects for internal work motivation and psychological success (Aa@ of
L1095 and (1378, respectively).

Discussion

Anticipating one’s job prior to employment has a strong relationship with socialization
processes and outcomes. Specihcally, non-anticipatory newcomers were significancly less
satishied with their jobs, committed to the organization, internally motivated to work
and psychologically successful. They also reported greater post-decision dissonance and
higher intent to quit. It is racher striking thar such significant and large differences were
found on so many critical job attitude scales. Newcomer anticipation may have a far-
reaching effect on socialization outcomes.

Socialization process resules suggest a similar partern. Ditferences in socialization pro-
cess perceptions were not as large as those found for socialization outcomes, though
significant differences were found on eight of 13 socialization process scales. Non-antici-
patory graduartes had ditficulety adapring, greater stress, less favourable impressions of the
organization and less organizational learning. The largest difference was found for job
challenge.

Interestingly, non-anticiparors in both the highest grade point average group (3.5-4.0)
and the lowest (2.0-2.49) had markedly lower job satistaction and commitment, higher
intent to quit and post-decision dissonance. The low-grade point/non-anticipation group
may have had fewer job choices, unrealistic expectations, and greater difficulty in secur-
ing jobs of choice, leading to more disappointment. The low-grade point/anticipation
group may have felt excremely lucky to ger the job they had anticipated and were there-
fore more satistied and committed and less likely to leave. The high-grade point/non-
anticipation group may have been disappointed to not receive job offers given their
academic success.

Differences in means on the job atticude scales are large, particularly ditferences in
‘intent to quit'. Hiring graduates for whom the job was not actively contemplated prior
to employment may be risky. Bowen (1982) noted dissatisfied stayers may be costly due
to other types of on-the-job wirhdrawal (e.g. absenteeism) and diverting energy to look
for other employment. Organization socialization efforts during the first year appear not
to have been equally successtul for ancicipators and non-anticipators. Richer measures of
processes and substance of ‘anticipation’ may assist in selecting candidates most likely to
adapt and not turn over.

The major concribution of the current effort is in demonstrating that even a coarse,
dichotomous operationalization of anticipation exhibited a vigorous relationship wich
socialization processes and outcomes. Clearly, enhanced understanding of anticiparion
will come from additional item development and data collection taken at multiple points
in time. Investigators need to examine Aow' pre-entry variables (e.g. anticipation, individ-
ual difference characteristics, or environmental circumstances) influence socialization
processes and outcomes. Implications for human resource interventions in selection,
orientation and training would be forthcoming.
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