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(ABSTRACT) 

This study was an examination of the socialization process from a 

learning perspective for new employees in a federal agency. A 

questionnaire was distributed through interoffice mail to professional 

recruits in the General Services Administration who had been hired 

during a 24-oonth period. The final sample included 352 employees, 88% 

of whom were college graduates, and 48% of whom were age 25 or less. 

A Socialization-Related. Learning instrument was developed to 

assess three constructs: acculturation to the company, the 

establishment of coworker relationships, and job knowledge. Measures 

were also taken for job satisfaction, conwnitrnent, and unmet 

expectations. Hierarchical regression analysis was used to test several 

conceptual rocx:iels of the socialization process. 

Findings indicated that job knowledge is highly dependent on 

establishing coworker relationships and to a lesser degree, 

acculturation to the company. Learning may occur formally, informally, 

or incidentally, but when learning is impeded the socialization process 

fails. Failure to learn influences how the newcomer feels about the job 

and the organization. successful learners, i.e., those who mastered 

socialization-related learning, were more conmitted to the organization 



and ITOre satisfied with their job and learning experiences. Unmet 

expectations about workplace experiences and satisfaction with learning 

experiences were significant contributors to conrnitment. 

A model of the socialization process was conceptualized that 

recognizes the contributions of learning to the process and portrays the 

developmental, interactive nature of the process. The model suggests 

that the socialization process is ongoing and builds upon experiences 

and knowledge gained from socialization-related learning experiences, 

informal learning, on-the-job training, and formal training. 

Training interventions and organizational initiatives are 

recorrmended to improve the newcomer's chances for successful adjustment. 

Areas for future research are also presented. 
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CllAPl'BR I 

IN'I'RODUCTIOM 

Twenty million Americans, on average, change jobs every year and 

another six million enter the work force (Posner, 1985). These 

individuals may be job changers, reentry workers, i.e, retirees 

returning to work or rothers reentering the work force, workers changing 

from private sector to public sector or vice versa, or new college 

graduates. Each of these individuals will encounter unique learning 

experiences in their job environments, but they will all undergo an 

adaptation and adjustment period. Many of them will adjust successfully 

and remain with the organization, but a large number of them won't and 

will leave the organization. 

In 1987, the average turnover rate for a federal government 

employee with less than one year of service was 25% (U.S. Merit Systems 

Protection Board, 1989). For the private sector, the turnover rate for 

new employees has been reported as high as 50% {Kotter, 1973; Leibowitz, 

Schlossberg, & Shore, 1991). The government's recruiting costs for new 

employees ranges from $300 - $22,000 per occurrence (congressional 

Budget Office, 1986). Turnover costs in the private sector are 

estimated to be at least 1 1/2 times the employee's annual salary. At 

that rate, corrpanies are losing thousands of dollars for every employee 

who leaves {Phillips, 1990) . The hidden costs of turnover are 

considerable. These costs include lost prcxiuctivity, the loss of 

experience, the reduction of work quality while the replacement learns 
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the job, and the increased requirements for training and supervision 

(U.S. Merit Systems Protection Board, 1989). 

Some organizational researchers have attributed the turnover rate 

to the newcomer's failure to adjust to the organization (campion & 

Mitchell, Nelson, 1987; Schein, 1985) . A new employee who has not 

adapted to the organization will experience job dissatisfaction, 

distress, and reduced cormnitment, all of which have been linked to 

employee turnover. Thus, the joining up process has become a high 

priority for many corporations (Leibowitz, Schlossberg, & Shore, 1991) 

and for the federal goverrunent (U.S. Office of Personnel Management, 

1990). 

Organizational socialization plays a critical role in new 

employees' adaptation to the workplace. Organizational socialization 

helps the newcomer with the coping behaviors necessary for successful 

adjustment, i.e., becoming proficient in the performance of job tasks, 

developing good interpersonal relationships, and acquiring an 

understanding of the norms, values, and culture of the organization. 

Louis' (1980) llk)del of organizational socialization stresses the 

importance of sense making in helping the newcomer to adapt to the 

workplace. One of the primary means of "sense-making" is through the 

new employee's informal learning experiences and interactions with 

others in the workplace. 

If the new employee does not learn his or her job, is not 

accepted. as a member of his or work group, and fails to become 

acclimated to the organization, he or she will experience a great deal 
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of tlllcertainty about his or her future and place within the organization 

(Katz, 1985) . Katz suggests that if this uncertainty continues the new 

employee is likely to be dissatisfied and may express this 

dissatisfaction by leaving the organization. Thus, failure to learn 

could have negative consequences for the individual and the 

organization. After all, some do adapt - and successfully so. 

statement of the Problem 

There is very little research that shows empirically why some 

newcomers do not adapt. Most of the organizational socialization 

research has resulted in untested conceptual and theoretical IOCM:iels. 

For the roost part, the research has focused on a limited population, 

primarily hospital employees, college graduates, law enforcement 

personnel , and engineers (Fisher, 1986) . As a result, there is a lack 

of information regarding the socialization experiences of professionals 

and technicians, public sector workers, older workers, reentry workers, 

and those who have held nnre than one job. In order to gain a rore 

balanced perspective regarding organizational socialization, the 

research base needs to be expanded to include designs that look at a 

broader population. 

Researchers (Buchanan, 1974; Feldman, 1976, 1981, 1988; Fisher, 

1986; Reichers, 1987; Toffler, 1981; Van Maanen, 1975; Wiswell, 1988) 

have defined organizational socialization in terms of learning, but have 

neglected to study the primary process of socialization, i.e., learning. 

Others have made ntDnerous untested assertions about newcomers' learning 

during the early stages of socialization. Holton (1992) and Feldman 
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(1976) believe that task-related and culture-related learning is 

dependent upon establishing coworker relationships first. Fisher (1986) 

argues that learning occurs at a faster pace during the early stages of 

socialization, though this has not been empirically tested. Hall (1980) 

pc>sits that rroving to a similar job in a different type of institution, 

i.e., from business to goverrunent, would entail rrore organizational 

learning. He also suggests that unfreezing may be toore difficult for 

older workers who have established ways of doing things. Despite such 

assertions, few studies have empirically examined age, tenure, and prior 

experience as contributors to the socialization process. 

If researchers are viewing successful socialization in terms of 

job satisfaction and commitment, then empirical research is also needed 

to determine what aspects of socialization-related learning impact job 

satisfaction and co111nitment. In addition, while considerable evidence 

exists to support the relationship between urunet expectations and job 

satisfaction, co111nitment, and tenure (Holton, 1991; Ilgen & Seely, 1974; 

Porter & Steers, 1973; Schneider, 1972, 1973; Schneider & Hall, 1972; 

Wanous, 1980); the role of unmet expectations as it relates to 

socialization-related learning and satisfaction with learning 

experiences has not been studied. 

Further, it may be that newcomers' dissatisfaction with their 

learning experiences negatively affects their adjustment to the work 

group and to the organization, but this particular link has not been 

explored. Walberg (1976) concluded from his studies of learning 

environments that the student's perceptions of an environment reflects 
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his or her congruency with a particular setting. Those students who are 

able to adapt or "fit in" with their environment will report rrore 

positive views and function better in their environment. Thus, it may 

be that those reporting dissatisfaction with their learning experiences 

have not adjusted to their work group or to the organization. 

Purpose of the study 

This study was an effort to systematically examine the 

contributions of selected variables to socialization-related learning, 

job satisfaction, and conunitment for new employees in a federal agency. 

Several conceptual llk:Xiels were also tested. A secondary purpose of the 

study was to determine what new employees consider to be positive 

learning experiences and how they view their training and orientation 

programs. 

Research Questions 

The specific research questions that were addressed are: 

1. What are the contributions of coworker relationships and 

acculturation to the conpany to job knowledge? 

2. How do the dimensions of socialization-related learning 

(i.e., coworker relationships, acculturation to the company, and job 

knowledge) influence satisfaction with learning experiences, l.mmet 

expectations, job satisfaction, and commitment? 

3. What are the contributions of socialization-related learning 

experiences, satisfaction with learning experiences, l.mmet expectations, 

and job satisfaction to corrmitment of new employees? 
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4. How are age, length of time on the job, previous years of 

work experience, and type of employee (those starting their first full-

time job ever, those from outside the government, and those transferred 

or promoted from within the federal government) related to 

socialization-related learning, satisfaction with learning experiences, 

unmet expectations, job satisfaction, and commitment? 

5. What are new employees' perceptions alx>ut their training and 

orientation programs and positive learning experiences? 

Significance of the stu:ly 

The new employee's first year on the job is important to career 

success and tenure with the organization. Thus, during the first year 

on the job, interventions to help the new employee adjust and adapt to 

the workplace are essential. To date, formal training and orientation 

programs have been criticized as ineffective in training new recruits 

(Feldman, 1981; Hall, 1976). Nelson (1987) argues that practitioners 

can design more effective socialization programs if they know which 

demands are pervasive in the new employee's experiences. The findings 

of this study provided new information on how the socialization-related 

learning experiences, unmet expectations, and satisfaction with learning 

experiences affect the socialization process. Consequently, with a 

better tmderstanding of the new employees' socialization-related 

learning experiences and the socialization process, hunan resource 

development practitioners can now design better training and orientation 

programs. 
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Limitations of the stuly 

The responses to the questions in the survey were based solely on 

retrospective self-reported data, with respect to all variables 

measured. The effect of different socialization strategies on learning 

and socialization outcomes was not evaluated. 

Delimitations of the Stuly 

Even though this study was limited to participants in one federal 

agency, the diversity of the population provided an opportl.lllity to study 

a rore varied group of new employees. The participants in the study 

spanned a variety of job categories, and included new employees, reentry 

workers, older workers, and employees who had held roore than one job. 

Definition of Terms 

Job satisfaction. The degree to which an employee is satisfied 

and happy with the job. 

Newcomer. Refers to a person who is new to the job; this may be a 

college graduate new to the workplace, a reentry worker, a job changer, 

or a person transferred. from another agency. 

Organizational commitment. " ... The relative strength of an 

individual's identification with and involvement in a particular 

organization" {Mowday, Porter, & Steers, 1982, p. 27). 

Organizational socialization. The process by which a person 

learns the values, norms, and required behaviors in order to become a 

member of an organization; or what is roore conwoonly ref erred to as 

"learning the ropes". 
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Socialization-related learning. The learning that is related to 

socialization, i.e., learning how to perform a job in the new 

organization, learning how to get along with the work group and other 

individuals, learning how to "fit-in", and understanding the values, 

norms, and culture of the organization. Socialization-related learning 

is measured by the mean score on a 15-item scale. 

Unmet expectations. The extent to which newcomers' expectations 

about the job matches current job experiences. 

overview 

The related research and literature is reviewed in Chapter II. 

The methods and procedures for this study are described in Chapter III. 

Chapter IV includes a discussion of the results. The implications of 

the findings, reconunend.ations for practice, and areas for future 

research are discussed in Chapter V. 
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CllAPl'ER II 

REVIEW OF THE LITERATURE 

Organizational socialization plays a critical role in new 

employees' adaptation to the workplace. Socialization helps the 

newcomer to adjust to the work group's norms and values; to develop work 

skills and abilities; to acquire the appropriate role behavior; to 

establish a situational identity; and to learn the organization's norms, 

practices, and procedures (Feldman, 1976; Graen, 1976; Louis, 1980; 

Schein, 1988; Van Maanen, 1975, 1977; Van Maanen & Schein, 1979). 

While the rrost noticeable socialization occurs with the transition from 

nonmember to member of the organization, socialization also occurs when 

one is transferred or promoted (Fisher, 1986). Adapting to a new boss 

or a shift in the organization's missions or goals may also require 

socialization to adjust to the new changes. Indeed, "socialization is a 

process which is continuous throughout one's career, because both 

individuals and organizations experience ongoing change and 

reconstruction such that continuous learning, adjusting, and development 

is appropriate" (Falcione & Wilson, 1988, p. 153). 

Organizational socialization is a COll\Plex process that is not 

clearly understood. However, learning is considered an essential 

component of the process. This integrative literature review examines 

organizational socialization from a learning perspective, with special 

emphasis on the limitations of research in this area. This chapter also 

points out the weaknesses in current research regarding the outcomes of 

socialization. 
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Organizational Socialization: A Learning Perspective 

Organizational socialization occurs on three levels: learning the 

job, learning about the work group or coworkers, and learning about the 

organization. Instrumental learning {Mezirow, 1985) is a central 

component of learning the job; it is primarily technical and task 

oriented. Learning about the work group is also an imr;:iortant activity 

for the newcomer. The newcomer must learn the names of his or her 

peers, the nature of the work group's job responsibilities, the group's 

norms and culture, and the best way to get along with the work group. 

The primary methods of learning about the work group are believed to be 

observation and role modeling. 

In learning al:x:>ut the organization, the newcomer is faced with the 

tasks of learning the formal and informal rules, policies, and 

procedures of the organization; the formal and informal rules al:x:>ut the 

pay and reward systems, the formal and informal power relationships, and 

the norms and values that define the organization's culture and climate. 

Dialogic learning (Mezirow, 1985), i.e., making sense of the 

organization, is an essential component of the newcomer's ability to 

understand and assimilate the norms and values that define the 

organization's culture and climate. 

Huch of organizational socialization is an informal process. Even 

when companies offer formal socialization programs, the newcomer still 

must learn the informal rules and operating procedures of the 

organization, i.e., "the operating rules about the rules" (Van Maanen & 

Schein, 1979, p. 258) in order to perform the job adequately. In fact, 
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a person who has not learned the informal rules may be considered an 

"organizational dope" (Van Maanen & Schein, 1979). Yet, this 

information is generally not conveyed in the formal orientation sessions 

nor is it always freely given. This information may be acquired through 

informal or incidental learning, both primary contributors to effective 

organizational socialization. 

Informal learning can be characterized as self-directed learning, 

networking, coaching, and mentoring (Marsick & Watkins, 1990; Wiswell, 

1987). Incidental learning is defined as a byproduct of some other 

activity, such as task accomplishment, interpersonal interaction, 

sensing the organizational culture, or trial-and-error experimentation 

(Marsick & Watkins, 1990; Wiswell 1987). 

The MissiBJ Perspective in Organizational Socialization Literature 

Learning, as noted above, occurs along many dimensions and is 

central to socialization. Indeed, organizational researchers have 

defined organizational socialization in terms of learning, as shown in 

Table 1, but for the rrost part, have failed to integrate adult learning 

theory into the conceptual and theoretical models of socialization. For 

instance, Holton (1992) stresses the irrq;:>ertance of learning in helping 

the newcomer progress through the developmental stages of the adaptation 

process, but his Il¥'.Xlel of new employee adaptation to work doesn't 

specifically include learning as a component of the mod.el. 

Others (Fisher, 1986; Rakestraw & Weiss, 1981; Weiss, 1977, 1978; 

Weiss & Nowicki, 1981) have drawn t.J?:)n social learning theory to suggest 
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Table 1 

Definitions of Organizational Socialization 

" ... the learning process through which the person makes the transaction 
from an old role into a new role" (Hall, 1980, p. 302) 

" ... the process by which a person learns the values, norms and required 
behaviors to participate as a member of the organization" (Van Haanen, 
1975, p. 67) 

... a learning and change process for the employee who is new to the job, 
the work group, or the organization" (Fisher, 1986, p. 105) 

" ... the process of "learning the ropes", the process of being 
indoctrinated and trained, the process of being taught what is .important 
in an organization ... " (Schein, 19881 p. 54) 

The process by which employees are transformed from organizational 
outsiders to participating and effective members (Feldman, 1976) 

... "The process by which an individual acqui.res the social knowledge and 
skills necessary to assume an organizational role" (Van Haanen & Schein, 
1979, p. 211) 

The acquisition of a set of appropriate role behaviors; the development 
of work skills and abilities; and the adjustment to the work group's 
norms and values. (Feldman, 1981) 
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that an individual's work attitudes and behaviors occur through modeling 

their peers and supervisor's behavior. For the rrost part, researchers 

have indirectly addressed learning, usually in terms of symOOlic 

interactionism and role theory. 

Symbolic interactionism am role theory. Louis' (1980) model of 

organizational socialization stresses the importance of sense making in 

helping the newcomer to adapt to the workplace. This IOC>del is congruent 

with role theory and symOOlic interactionism, both of which emphasize 

that learning is acquired primarily through interactions with others. 

SymOOlic interactionism (Blumer, 1969) focuses on the interpretations 

and meanings of individuals' interactions with others and the learning 

that is derived from these interactions. As the newcomer engages in 

interactions with others, he or she gains shared definitions of the 

norms, symOOls, and values-in-use in the organization (Louis, 1990). 

According to role theory (Brim, 1966; Merton, 1957), socialization 

is seen as a predictable process of acquiring appropriate norms, 

attitudes, values, and role behaviors through interactions with others 

and observation of others. Reichers' (1987) theoretical piece on the 

interactionist perspective on newcomers' socialization argues that 

interactions between newcomers and insiders are the primary means for 

initial socialization and that the rate at which the newcomer adjusts is 

dependent upon these interactions. Reichers argues that certain 

variables, such as the individual's cognitive style and the situational 

aspects of the work environment, also affect the socialization process. 
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The adult education perspective. The newcomer's reliance on peers 

for learning is not surprising, from the adult education perspective, as 

"the literature on adult education has consistently emphasized the 

collaborative, interdependent, and basically social nature of 

learning ... " (Candy, 1991, p. 301), i.e., socially constructed 

knowledge. Similarly, Mezirow's (1991) views regarding communicative 

learning would certainly apply to organizational socialization, yet this 

link has not been posited. 

Communicative learning involves understanding, describing, and 

explaining intentions, values, and ideals; and the meaning perspectives 

provide the criteria for judging and evaluating what is cormrunicated or 

experienced in the workplace. Learning is dependent on our 

interpretations and how we make sense of or give coherence to our 

experiences. These "interpretations may be the result of intentional 

thought, but often they also incorporate culturally assimilated or 

"tacit" learning" (Mezirow, 1991, p. 13). Indeed, "making meaning is 

central to what learning is all about" (Mezirow, 1991, p. 11). 

Factors Affecting Socialization-Related. Learning 

According to Wiswell ( 1988) , reliance on informal learning can 

result in errors in learning. "Incorrect learning, or error, results 

from asstDli>tions or interpretations of experience that are not correct" 

(p. 3). Yet, because researchers have failed to adequately address 

learning, the consequences of incorrect learning for newcomers has not 

been studied in the organizational socialization research. 
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Other researchers have focused on the rate of learning or how 

individual differences may affect learning, but also have not addressed 

what happens when newcomers fail to learn. According to Zahrly and Tosi 

(1989), learning should be facilitated for new employees who have 

performed a similar task in other organizations because they should 

encounter less ambiguity and uncertainty. Similarly, Hall (1980) argues 

that learning time should be reduced for those individuals moving to a 

new job with similar tasks, because they would only be learning new 

norms and policies, not new skills. 

On the other hand, moving to a similar job in a different type of 

institution, i.e., from business to government, would entail more 

organizational learning (Hall, 1980). Jones (1983) also posits that 

prior learning experiences may influence how the newcomer adjusts to the 

new organization. 

Numerous assertions have been made about the newcomer's learning 

during the early stages of socialization. Fisher (1986) argues that 

learning occurs at a faster pace during the early stages of 

socialization, though this has not been empirically tested. Katz (1985) 

asserts that the length of one's socialization stage varies positively 

with the level of complexity of the job and the occupational 

requirements, ranging from one to two months for routine activities to a 

year for complex jobs. 

Generally, organizational socialization is believed to occur over 

a nine month period (Louis, 1980; Feldman, 1976, 1981), though this has 

yet to be empirically determined (Nelson, 1987). Most of the 
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socialization research has posited three stages of socialization. 

Individuals at stage one are considering employment with an organization 

and are developing expectations about the job and the organization 

(Feldman, 1976; Porter, Lawler, & Hackman, 1975; Wanous, 1980). 

During stage two, newcomers confront the reality of the new job. 

They are concerned about learning the job, establishing interpersonal 

relationships, and clarifying roles (Feldman,1976; Porter, Lawler & 

Hackman, 1975; Schein, 1988; Wanous, 1980). At this stage, expectations 

are also confirmed or disconf irmed and ambiguity and conflict are 

encountered (Fisher, 1986). 

At stage three the newcomer becomes more concerned with career 

development and resolving conflicts between the work group, but is still 

engaged in new learning, mastering required skills, and adjusting to the 

organization {Van Maanen, 1976). Generally, at stage three the new 

employee is believed to be fully socialized, i.e., committed and 

involved with the job (Buchanan, 1974; Feldman, 1976; Schein, 1988; 

Wanous , 1980 ) . 

Age may also be a factor influencing socialization-related 

learning. Hall (1980) suggests that unfreezing may be more difficult 

for older workers who have established ways of doing things. Hall 

(1980) posits that attitudinal or identity barriers to a new job task 

could interfere with learning new tasks. Future studies should explore 

the variables that may influence the learning curve for the various 

stages of socialization. 
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Barriers to Effective Socialization 

There are many elements that may interfere with effective 

socialization. Some of the JYK)re frequently mentioned elements are 

interpersonal relationships, unmet job expectations, and training and 

orientation programs. 

Interpersonal Relationships 

Due to the interpersonal nature of the socialization process, much 

of the newcomer's learning is dependent upon his or relationship with 

others. Some individuals are often inexperienced in cultivating good 

work relationships {Nicholson & Arnold, 1991), but newcomers cannot 

expect success on the job if they fail to build cooperative working 

relationships. Many individuals, however, are not skilled in giving 

feedback nor are they always open in their interactions with others. 

Argyris (1982) states that authentic relationships are possible 

when individuals give and receive nonevaluative descriptive feedback; 

are open to new values, attitudes, and feelings; and experiment with new 

values and ideas. Feldman and Arnold (1983) indicate that where there 

is a low level of trust and friendship in a group, individuals may hold 

back information that may be necessary for a newcomer to know. Groups 

that are low in openness, trust, and risk-taking are likely to limit 

their learning (Argyris & Schon, 1978; Knowles, 1984; Senge 1990; Smith 

1983; Wiswell, 1987). 

overall, the newcomer's interactions with insiders shapes how he 

or she experiences the work setting (Moreland & Levine, 1978). Fisher 

(1985) states that newcomers who lack the oPIX>rttmity for helpful 
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contact with insiders may have a harder time adjusting to the 

organization. Despite newcomers reliance on peers and others, employers 

give little attention to socializing employees to their work groups 

(Wanous, Reichers, & Malik, 1984). Lack of attention to this dimension 

of socialization could result in ineffective work groups or inadequate 

transfer of learning. 

The newcomer's relationship with the boss is also important. Few 

newcomers are entirely satisfied with their first boss (Katz, 1985), 

even though the supervisor is one of the most critical factors 

influencing career success (Kanter, 1977; Graen & Ginsburgh, 1977). 

Katz (1985) hypothesizes that the newcomer's stress will be inversely 

related to the new employee's ability to develop an understanding of the 

boss. Other studies (Graen & Ginsburgh, 1977; Kanter, 1977; Katz, 1980) 

have also indicated that the supervisor's relationship with newcomers 

has long term consequences for the individual's organizational career. 

Kotter (1973) suggests that good supervisors are skilled in in giving 

and receiving feedback, explaining expectations and performance criteria 

and in coaching and helping. 

Unmet Job Expectations 

Newcomers to the job expect challenging work, feedback on job 

performance, coaching and psychological support from the boss (Hall, 

1976). If the individual's expectations are congruent with his or her 

current experiences, then this reaffirms and reinforces existing beliefs 

and behaviors, thus facilitating adjustment. But if the new employee's 

expectations are incongruent with reality, then adaptation can occur 
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only after a destructive phase or unfreezing (Van Maanen, 1975). 

Generally, newcomers expectations are often inflated which can make 

assimilation a difficult process (Jablin, 1984; Wanous, 1977, 1980). 

Research indicates that newcomers who experience urunet expectations are 

likely to leave the organization (Ilgen & Seely, 1974; Porter & Steers, 

1973; Schneider, 1972; Schneider & Hall, 1972; Wanous, 1980). 

Training and Orientation Programs 

overall, despite the importance of the socialization process, few 

employers devote much time or training in helping new employees adapt. 

Holton (1991) suggests that approximately 60% of organizations do not 

develop a plan for the individual's socialization. Feldman (1989) 

argues that an organization's training and orientation programs are 

often "one-shot" cram courses that force newcomers to resort to the 

informal system to" ... make sense of, sort out, and rank in importance 

the material that has been presented" (p 389). 

Lubliner (1978) suggests that newcomers may turn to the informal 

system for concrete, specific information because the employee 

orientation programs were too vague, too comprehensive, and sometimes 

irrelevant. Dwyer (1992) found in his case study of probationary 

special agents that they relied on informal learning experiences to 

fill-in the gaps in their formal training programs and to clarify 

contradictory information. 

In looking at the components of some of the orientation and 

training programs, it is evident that learning is not emphasized as a 

central activity. Instead, many of the programs focus on procedural 
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information such as vacation and sick leave policies or organizational 

structure. For example, J. M. Smucker engages in a very selective 

screening process to increase its chances of hiring employees who will 

fit the mold; whereas new employee orientation consists of a series of 

slide and tape presentations on the company's history, product lines, 

and benefits and management system, supplemented with on-the-job 

training by the hiring manager (Josefowitz & Gadon, 1988). 

However, some organizations have innovative training and 

orientation programs. For instance, Harrah requires that all of its new 

employees attend the New Hire Orientation program which consists of an 

introduction to the company and its employees, assignment to a sponsor 

on the first day of work, and task training (Josefowitz & Gaden, 1988). 

The New Hire Orientation program focuses on treating employees as they 

should treat their customers, with dignity and respect, but also 

equipping them with the knowledge and skills to perform their job. New 

hires are given a tour of the facilities and shown a videotape aJ:X>ut the 

customer and new hires participate in a group problem solving exercise 

that illustrates the principles of Harrah's Quality of Work Life and 

Participative Management efforts. 

At the second phase of the orientation program, new hires are 

assigned to a sponsor whose responsibility is to familiarize the 

newcomer with the workplace (the casino or gaming environment), not task 

training. The length of time for task training varies according to the 

nature of the job. A maid's training may last one to five days compared 

to four to six weeks for a Twenty-one dealer. 

20 



Before Harrah's new orientation program was instituted in 1979, 

the annual turnover rate was 83.4% on an employee base of 3,401 

(Josefowitz & Gadon, 1988); in 1985 the turnover rate was 40%. As a 

result of the New Hire Orientation program, Josefowitz and Gadon suggest 

that productivity has increased, learning time has decreased, and 

customer service is better. 

OUtc:omes of Socialization 

As shown in Table 2, m:'.)St of the organizational socialization 

research has focused on three primary outcomes, namely, job satisfaction 

(Feldman, 1976; Katz, 1978; Louis, Powell, & Posner, 1980); conunitment 

to the organization (Buchanan, 1974; Louis, Powell, & Posner, 1980; 

Steers, 1977); and tenure or longevity in the organization (Katz, 1978; 

1980; Louis, Powell, & Posner, 1980; Wanous, 1973, 1980). If 

researchers are viewing successful socialization in terms of job 

satisfaction and commitment, then, based on current research, the 

socialization process is not working. New employees are less committed 

to the organization (Stevens, Beyer, & Trice, 1978) and experience lower 

satisfaction (Stumpf & Rabinowitz, 1981). 

If newcomers are experiencing reduced conunitment and are 

dissatisfied with their jobs, then the likelihood of their remaining on 

the job is also lessened. Consistent relationships have been found 

between greater job satisfaction and the propensity to remain with an 

organization (Porters & Steers, 1973) and increases in commitment have 

been shown to be correlated with decreases in turnover (Mowday, Steers, 

& Porter, 1979). Other factors that may affect their propensity to 
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Table 2 

Synopsis of Research on Organizational Socialization Outcomes 

N 
N 

St:udJ' 

Organizational Socialization 
and the Profession of 
Hanagement (Schein. 1966; 1988) 

Role Assimilation Processes in 
a Complex Organization (Graen,· 
Orris. & Johnson. 1973) 

Building Organizational 
Commitment: The Socialization 
of Managers in Work 
Organizations (Buchanan, 1974) 

A Contingency Theory of 
Socialization (Feldman. 1976) 

Police Socialization: A 
Longitudinal Examination of Job 
Attitudes in an Urban Police 
Department (Van Haanen. 1975) 

Job Longevity aa a Situational 
Factor (Katz. 1978) 

Po(l'\al at.ion and 
ttet:hod 

Conceptual piece (Untested) 

62 administrative personnel 
(clerical and secretarial) in a 
university (employed 1-6 
months). their supervisors, and 
a peer representative 
Assessment sessions conducted 
at l. 2. 4. 12. 16, & 20 weeks 

Questionnaire aurvey of 279 
Fortune 500 busineaa and 
federal government managers (66 
lat year managers: 71 employed 
2-4 yra: and 142 employed 5 yra 
or more) 

118 hospital employees (nurse•. 
nurse'• aids, radiology 
technician•. tradeamen. and 
accounting clerk• 
40l employed le•• than 1 yr; 
60l employed more than 1 yr 

136 police recruit• 
Administered survey• over a 
period of 0 - 30 months and a 
follow-up study 2 1/2 yrs later 
with one group 

3500 government employees (9l 
employed 1 yr or less; 8% l - 2 
yrs; 15% 1-5 yrs; 68% 5-20 yrs 

Out.come• 
(Bypotliieahed/St.udied) 

- Commitment and loyalty to the 
organization 

- Transition to full-fledged 
member 

- Job satisfaction 
- Role orientation 
- Performance evaluation 

- Organizational commitment 
- Organizational identification 
- Job involvement 
- Organization loyalty 

- General satisfaction 
- Mutual influence 
- Internal work motivation 
- Job involvement 

- Motivation 
- Need Satisfaction - Commitment 

Job satisfaction 

lleBUlta 

Proposed that socialization is 
achieved through a process of 
unfreezing. changing. and freezing 

Those who had a high role 
orientation (the job fits with 
expectations) expressed greater 
satisfaction with their job; but 
satisfaction generally decreased 
with tenure on the job. Those 
with high role orientations also 
received higher performance 
evaluations. As time progressed, 
all newcomers were leas involved 
in task& related to learning their 
jobs. but spent increasing time 
negotiating conflicts. 

Co1D111itment increased with tenure 
on the job. 

Socialization experiences were 
related to general satisfaction, 
but not to performance criteria. 

over time, newcomer•' motivation 
declined a• did organizational 
commitment: but need satisfaction 
remained stable over time. 

Task identity and task 
significance were positively 
related to satisfaction for 
newcomers (0-3 months); veterans 
(new to a job) are more likely to 
be satisfied when given feedback 
on their performance 
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Table 2 cont 

9tuclJ' 

The Availability and 
Helpfulneaa of Socialization 
Practice• (Louia. Poaner, & 
Powell. 1983) 

A••i•llatlng New Members into 
Organization• (Jablin. 1984) 

A Theory of Work Role 
Transition• (Nicholson, 1984) 

Social Support and Adjuatment 
to Work: A Longitudinal Study 
(Piaher. 1985) 

Socialization Tactic•. Self-
Efficecr. and Newcomer•' 
Adjuatmenta to Organiaationa 
(Jonea. 1986) 

Organizational Commitment: 
Pre-Emplorment Propensity and 
Initial Work Experiences 
(Pierce & Dunham. 1987) 

Population and 
lllethod 

217 buaineaa achool alumni 
contacted 6-9 montha after 
graduation 

Surver 

44 newlr hired nuraing 
aaalatanta in three different 
nursing home• 

Organizational communication 
queationnairea and logs. 
Follow up queationnairea at 1. 
6. 9. 12. 18. and 24 week 
interval a 

Conceptual model (Untested) 

Kewlr graduated nuraea in f irat 
aix months of employment in a 
hospital 

Queationnalrea diatrlbuted at 
beginning of employment. 3 
month•. 6 month• 

102 MBA atudenta fro• a 
midweatern univeraitr 

gueationnaire• diatributed at 
two interval•: after they 
accepted the job, and 5 months 
later 

Nuraea, clerical. technician•. 
admintatrative and custodial 
peraonnel 
Initial group N•99 at beginning 
of atudr. at end of atudr N•63 
(36 had terminated during flrat 
3 month•) 

Queationnaire atudy 

An Interactioniat Perspective I Conceptual model (Unteated) 
on Newcomer Socialization Ratea 
(Reichera, 1987) 

Out~• 

(llypot:he•iaed/St:udledJ 

- Job aatiafaction 
- Tenure Intention 
- Co111111tment 

Job turnover 

Role requirement• 

- Organl1ational co111111itaent 
- Intention to Leave 
- Overall Job Satiaf actlon 

- Role orientation 
- Role conflict 
- Role ambiguitJ 
- co .. itment 
- Job aatiafaction 
- Intention to quit 

Organizational commitment 

- Satiafaction 
- Comm 1 tmen t 

Result• 

Interaction with peera waa 
aignificantly correlated with job 
aatiafactlon; highly formalized 
prograaa foatered loyalty and 
identification with the company: 
interaction• with auperviaors 
affect• job aatiafactlon. 
coamltment and tenure intention•. 

Recruit• perceptions of joba had 
lea1ened over 6 weeks of 
employment 

Newcomer adjuata through a varletr 
of aodea that mar vary over the 
life span and career atagea. 

Social aupport facilitated 
adjuataent. 

Recruit• in more institutionalized 
socialization practice• expreaaed 
greater job aatlafaction, 
commitment. and intention to atar. 
Individuali1ed aocialtzation 
tactics reault in higher role 
innovation•. 

Earlr work experience• and pre-
employment propenaitr to 
organizational commitment were 
aigniflcant predictor• of 
organl1atlonal co111111itment after 3 
montha. 

Propose• that the newcomer's 
interaction• with insiders 
facilitate• adjuatment. 
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Shady 

Surprise and Sense Haking: 
What Newcomers Experience in 
Entering Unfamiliar 
Organizational Settings (Louis. 
1980) 

The Multiple Socialization of 
Organization Members (Feldman. 
1981) 

Occupational Role Development: 
The Changing Determinants of 
Outcomes for the Individual 
(Toffler, 1981) 

Identifying the outcomes of 
Socialization: Two Studie• 
(Fisher, 1982) 

Socialization in Small Groups: 
Temporal Changes in Individual-
Group Relation• (Horeland & 
Levine. 1982) 

Socialization experiences of 
women and men graduate student• 
in male aex-typed career f ielda 
(Terborg. Zaleany, Tubbs, 1982) 

Psychological orientation and 
the process of organiiational 
socialiiation (Jones, 1983) 

Populat:lon and 
Method. 

Conceptual model (Unteated) 

Conceptual model (Untested) 

181 physician assistants and 
their supervisors (employed 1 -
5 months) 

Questionnaires distributed at 1 
month before graduation, four 
weeks after entry. and five 
months after entry. 

Newly graduated nurae• in flr•t 
few months of nursing 

Interview 

Conceptual model (Untested) 

134 f irat year graduate 
students (61 men, 73 women) 

Survey 
Longitudinal atudy over a 
period of 2 years 

Conceptual model (Untested) 

Out:~a llesu.lts 
(Bypolhesixed/Studied) 

Adaptation Proposes that the newcomer's sense 
making facilitate• adjustment. 

-Carry out role assignments Proposes that socialization occurs 
dependably in three phases and progress 
- Remain with the organization through the phases is measured by 
- Innovation and spontaneous outcome variables. 
cooperation 
- General satisfaction 
- Internal work motivation 

Job involvement 

- Tension Causal determinants of outcomes 
- Job satisfaction may change over time: the role 
- Mutual influence occupant passes through different 
- Internal work motivation stages of development over time. 
- Job involvement 

- Self-confidence Suggests that the newcomer should 
- Ability to perform job• be mea•ured in order to asses& the 
- Ability to ask apecific degree of aocialization that haa 
question• occurred. 

Acceptance aa a full member Organizational •ocialization 
follow• the atagea of group 
developaient. 

- Work involvement When expectation• were met, 
- Peer involvement respondent• reported greater 
- Faculty support peraonal clarity. greater 
- Personal feelings aatiafaction, and le•• atre••· 
- Personal clarity 
- Life and Program 
satiaf action 

- Physical health 
- Role Conflict 
-Enrollment 
- Degree atatus 

- Commitment Proposes that individual 
- Satisfaction differences and attributional 

Intention to quit processes moderate newcomers' 
- Role orientation adjustment. 
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StudJ' 

Organizational Socialization: 
A Stress Perspective (Nelson, 
1987) 

The differential effect of 
organizational induction 
process on early work role 
adjustment (Zahrly & Tosi, 
1989) 

Organizational Socialization 
Tactics: A Longitudinal 
Analysis of Links to Newcomers' 
Commitment and Role Orientation 
(Allen & Meyer. 1990) 

Social Support and Newcomer 
Adjustment in Organizations: 
Attachment Theory at Work 
(Nelson & Quick. 1991) 

Population and 
llet:bod 

Conceptual model (Untested) 

64 subjects in a manufacturing 
facility 

Questionnaires and short 
surveys administered over a 2 
year period at four month 
intervals 

New college graduates (132 - 6 
months: 105 -12 months) 

Questionnaires 

91 professionals in a 
university, an oil field 
service company, and an 
electronics manufacturer (hired 
during a 3 month period) 

Questionnaire 

OUt:a.ea Result:• 
(llJ'pot:heaized/St:uclied) 

- Individual distress symptoms Distress is a result of poor 
- Organizational costs of adjustment. 
distress 
- Turnover 

- Job satisfaction Induction mode influences 
- Role conflict organizational and personal 
- Role ambiguity outcomes. Institutionalized mode 
- Cohesion related to higher satisfaction. 
- Influence 
- Work/family conflict 

- Commitment Socialization tactics influence 
- Role Orientation commitment and role orientation. 

- Job satisfaction Newcomers with buddies or mentors 
- Performance rating report a lower level of job 
- Psychological distress satisfaction: suggests turnover 
- Intention to leave may not be reduced through 

effective socialization. 



remain with the organization are age and length of service. Both have 

been found to be negatively correlated with turnover (Price, 1977; 

Rhodes, 1983), but IX>Sitively correlated with commitment (Mowday, et al, 

1982; Rhodes, 1983) and job satisfaction (Rhodes, 1983). 

lll(>lications for Future Research 

Learning is an essential component of the socialization process, 

but researchers have failed to study the consequences of the newcomer's 

failure to learn. Blocks to learning, incorrect learning, and lack of 

opporttm.ities for learning may all limit the individual's ability to 

learn in the new organization. More attention should be directed toward 

understanding how learning influences the outcomes of socialization, 

i.e., job satisfaction and commitment. Many of the studies have 

neglected to consider other variables that may affect socialization such 

as age, length of time on the job, and previous work experience. 

Much of the research on organizational socialization is in the 

form of model building or theoretical propositions which have yet to be 

tested. In a review of research on organizational socialization, I 

found that at least one third of the studies were untested conceptual 

pieces. In addition, the studies have been primarily cross-sectional 

designs; only three of 24 studies were longitudinal. At least 25% of 

the studies' subjects were hospital employees, usually nurses, whereas 

less than 10% were government employees. Thus, the findings are of 

limited use beyond the IXJpulations studied. More attention should be 

directed toward understanding socialization for a number of different 

populations. 
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One of the most prevalent complaints about newcomers to the 

workplace, especially college graduates, is the fact that a high 

percentage of them are likely to leave the organization within the first 

year of employment. Organizational researchers have attributed the high 

turnover rate to the individual's failure to adjust to the organization. 

However, it is still unclear what actually contributes to the newcomer's 

successful adaptation. With more focused research we should gain a 

better perspective of organizational socialization. 
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aJAPl'ER III 

MBTHOD 

This chapter includes a description of the subjects, the 

instrumentation, procedures, and data analyses that were used to explore 

the relationships among socialization-related learning experiences, 

satisfaction with learning experiences, unmet expectations, job 

satisfaction, and commitment. 

Subjects 

The subjects of this study were 513 professional recruits, 

including recruits from the main off ice and all regional and field 

offices, who joined General Services Administration (GSA) during a 24 

roonth period (August, 1990 through July, 1992). The population included 

new college recruits, job changers, reentry workers, and transferred or 

prorroted efT\Ployees. 

Pr<x:edures 

A pilot study was conducted prior to sending out the mailing. 

Details of the pilot study appear in Appendix A. Questionnaires, along 

with a cover letter from GSA, were sent to the subjects. The cover 

letter was used to introduce the study, to explain the purpose of the 

study, and to emphasize the importance of responding to the 

questionnaire. A detachable form was included along with the 

questionnaire and the cover letter. The subjects were asked to return 

the form separately from the questionnaire. The form was used to 

identify subjects that had returned the questionnaire so as to avoid 

duplicate mailings to those who had already responded. 
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The questionnaires were distributed and returned through 

interoffice mail. An addressed envelope was included with each 

questionnaire. The first distribution of questionnaires was mailed on 

August 13, 1992. A second mailing was done on September 18, 1992. The 

questionnaire, the cover letter, and the follow up letter appear in 

Appendix B. 

Instnnentation 

A questionnaire was used for this study. It consisted of two 

parts. Part I was designed to assess the employee's socialization-

related learning experiences, satisfaction with learning experiences, 

unmet expectations, job satisfaction, and contnitrnent. Part of the 

questionnaire inclllded Likert scale measurements that have been used in 

previous studies and that have shown a high degree of reliability. Part 

II was designed to obtain derrographic data. A description of the scales 

derived from the questionniare follows. The questionnaire appears in 

Appendix B. 

Socialization-related Learning Experiences 

A 34-item instrument was developed to assess socialization-related 

learning experiences for new employees. In order to gain a complete 

picture of socialization-related learning experiences, items were 

inclllded that addressed the following areas: establishing coworker 

relationships, learning about the organization (norms, values, culture), 

and learning how to perform the tasks of the job. The items were 

derived from the review of the literature. Respondents indicated on a 
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scale of 1 - 5 the extent to which they agreed with statements regarding 

their learning experiences. 

Alpha extraction with varirnax rotation was used to obtain 

estimates of initial factors in the socialization-related learning 

instrument. A discussion of the results of the factor analysis appear 

in Appendix c. Based on the results of the factor analysis, three 

subscales were identified. and subsequently used for further data 

analyses. The three subscales are described below. 

Establishing relationships. Five items, 29-33, were used to 

assess the new employee's ability to identify coworkers who could 

provide useful information and who knew their way around the 

organization. This subscale had a reliability of .83. 

Acculturation to the caapmy. This five-item subscale measured 

the extent to which the employee reported having learned the norms, 

culture, and values of the organization. It had a .82 reliability and 

included items 15 through 18, and 20. 

Job knowledge. This subscale, which consisted of items 1, 3, 5, 

7, and 9, was used to assess the extent to which the new employee 

reports mastering the tasks of the job. This five-item subscale had a 

.81 reliability. 

Satisfaction With Leam.ing Bxperienc:es 

The satisfaction with learning experiences was also a new scale, 

developed for this study. The results of the alpha extraction factor 

analysis for this scale appear in Appendix D. Four items were used to 
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assess the employee's satisfaction with learning experiences. This 

scale included items 35 through 38 and had a reliability of .86. 

Unmet Expectations 

The Unmet Expectations {Holton, 1991) scale includes items 60-71. 

Respondents indicated on a scale of 1 to 5 to what extent their 

expectations fit with their current job experiences. Holton refers to 

his scale as Reality Expectations, but the scale is referenced here as a 

measure of Unmet Expectations. Holton reported a .91 reliability for 

this 12-item scale; for this study it was .94. 

Job Satisfaction 

Job satisfaction was measured by a six-item scale developed by 

Hackman and Lawler (1971). The Job Satisfaction scale includes items 

51-56. Haclanan and Lawler obtained an internal consistency reliability 

of .76 in their study of 658 employees. For this study, the reliability 

was .85. 

Organizational C'alm.itment 

The Organizational Conlnitment Questionnaire (Porter, Steers, 

Mowday, & Boulian, 1974) has been used frequently in the organizational 

socialization research. Reported reliabilities for the 9-item short 

form have ranged from .84 to .91 (Holton, 1991; Mathieu & Farr, 1991; 

Mowday, Steers, & Porter, 1979), are are found in items 41 through 49. 

For this study, question 49 was revised and question 50 was added. 

Question 49 was changed from "Given what I know about other 

organizations, this is the best organization for me" to: "Given what I 

know about other fed.era! agencies, this is the best agency for me". 
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Question 50 stated, "Given what I know about other services in GSA, this 

is the best organization (i.e., service) for me". The revised scale, 

which consisted of 10 items, had a .92 reliability. 

Response Bias 

To check for potential response bias, the following items were 

reverse scored: 4, 39, 52, and 59. 

Data Analysis 

The Statistical Package for the Social Sciences (SPSS) was used 

for data analysis. A code.book was developed for the questionnaire. 

Once the codebook was developed, the questionnaires were coded. The raw 

data were entered in fixed format in a generic text processing program. 

The data were then imported into an SPSS data file. 

Data screening. Univariate descriptive statistics were calculated. 

for the data. These were examined for out-of-range values, plausible 

means and standard deviations and coefficients of variation. 'Any 

lll'lusual values were then checked against the data, and corrected where 

errors in data input had occurred. Bivariate scatterplots were 

generated for the continuous variables and examined for linear 

relationships. 

Data transformation. Tabachnick and Fidell (1989) stated that 

with llllgrouped data it is probably best to transform variables to 

normality to improve the results of the analysis. Length of time on the 

job was skewed slightly (-.383) in the negative direction, but was not 

transformed because none of the data transformations that were tried, 

resulted in a substantially improved distribution. 
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Dlmny' variables. Age was positively skewed ( 1. 34) . The median 

age was 26, with 48% being age 25 or less. The age group 25 and younger 

was used to represent new college graduates and less experienced 

workers. Age 25 represented. a good breakpoint as recent studies have 

used it as the cutoff point for new college graduates. Similarly, 

SChein (1978) suggested that age 25 is a transitional point for new 

employees entering the workplace. Age was transformed into a 

dichotoIOOus dummy variable (0 =age 25 and younger, 1 =age 26 and 

older) . As a result of the transformation, skewness was reduced from 

1.34 to -.070. Additionally, the histogram of normal distribution for 

total years of previous work-related experience was alIOOst a mirror 

image of the distribution for age. Therefore, it was decided to use age 

as an indicator of previous years of work-related experience. 

Type of employee was also recoded and transformed into two dummy 

variables to represent three separate categories: individuals in their 

first full-time job ever, individuals from outside the government, and 

individuals transferred or promoted from within the government. 

According to Cohen and Cohen (1983), adequate representation of a 

qualitative variable can be obtained by treating it as if it were a 

nominal scale and coding it by dummy variables. Any nonredlmdant coding 

into g-1 categories will yield the same a2 as any other (Cohen & Cohen, 

1983) . By using dunrny variables, the analysis may result in 

"overf itting" the data and a loss in df from the residual, but this 

would only be of consequence when n is not large and/or when there are 

interactions with other variables to be included (Cohen & Cohen, 1983). 
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OUtlier analysis. The outliers were examined to see how they 

were different from the population. Cohen and Cohen (1983) recoownend.ed 

that if outliers are less than 1 to 2% of n and not extreme they are 

best left alone. For all analyses, the number of outliers never 

exceeded 2%. The criterion for evaluating multivariate outliers was 

Mahalanobis distance at p < .001. According to Tabachnick & Fidell 

( 1989), Mahalanobis distance is evaluated as :f with degrees of freedom 

equal to the number of variables. 

Descriptive statistics (means, standard deviations, frequency 

distri.b.Itions). Descriptive statistics were used to describe the 

deIOOgraphic data and to sununarize the responses to the open-ended 

questions. Descriptive data (frequencies and percentages) were used to 

answer the following research question: What are new employees' 

perceptions a.l:out their training and orientation programs and positive 

learning experiences? 

Scale and subscale reliability. Cronbach • s alpha was used to 

determine the reliability of the scales. 

calculating scale scores. For each subject, a mean score was 

calculated for each of the scales, and where applicable, the subscales. 

Correlation. Pearson r correlations were generated for the 

continuous variables. Variables were also examined for 

multicollinearity. Where applicable, the results from the correlational 

analysis were used to support answers to the research questions. 

Hierarchical llllltiple regression. Hierarchical multiple 

regression was used to test the conceptual IOC>dels that posited a 
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hierarchical ordering of variables in their contribution to specific 

outcomes. 

T-tests. For some research questions, t-tests were used for 

additional data analysis. Where applicable, groups were separated. 

according to the mean score on a particular variable. 

Chapter &mnary 

This chapter included. a description of the subjects for the study, 

the instrumentation, the procedures for the study, and the data 

analyses. The results of the study are presented in Chapter IV and 

conclusions and reconunendations are presented in Chapter V. 
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alAPrER IV 

RBSULTS 

This study was a systematic examination of the contributions of 

socialization-related learning, satisfaction with learning experiences, 

and unmet expectations to job satisfaction and conmitment for new 

employees in a federal agency. Several conceptual n'Odels were also 

tested. This chapter includes a discussion of the results of the data 

analyses. 

Resr;x>nse Analysis 

Of the 513 questionnaires that were mailed to a population of new 

employees of the General Services Administration (GSA), 374 employees 

(73%) completed and returned the questionnaire and an additional 13 (3%) 

questionnaires were returned because the eJli)loyees had terminated or 

were unable to be located. Twenty-two (4%) of the completed 

questionnaires were eliminated because it could not be determined how 

long the respondents had been on the job or because their tenure 

exceeded 24 1ronths. Thus, the actual sample included 352 respondents 

for a response rate of 74% (352/478). 

Nonrespor.dent Bias Analysis 

A wave analysis was performed. on three groups of respondents: 

those who returned their questionnaire within the first three weeks 

{207), those who returned their questionnaire within the following two 

weeks ( 6 5 ) , and those who responded after five weeks ( 80) . Analyses of 

variance results indicated there were no significant differences a1rong 

the groups on the following variables: length of time on the job 
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(p=.81), number of years of previous work related experience (p=.27), 

total years of work experience ( p=. 60) , and age ( p=. 55) . 

Chi square results indicated that there were no significant 

differences on education (p =.68), paygrade (p=.76), sex (p=.43) and 

type of employee (p=.29). There were significant differences for race 

(p=.002). It is likely th~ differences were due to unequal cell sizes, 

or due to random chance given the number of tests that were done. The 

sample was heavily weighted with whites (265), with the remaining 

respondents (79) distributed across the other races. The analyses of 

variance indicated that no significant differences were found in 

commitment (p=.20), job satisfaction (p=.37), umnet expectations 

(p=. 34), socialization-related learning (p=. 57), and satisfaction with 

learning experiences (p=.76). 

Because there were no differences for the three groups, an 

assumption was made that the nonrespondents did not differ significantly 

from the respondents. 

Delli>g'.I'aphic Profile of the SUbjects 

As shown in Table 3, 88% of the sample were college graduates. 

For 33% of the sample, this was the first full-time job ever. Females 

comprised 52% of the sample. Approximately 57% of the sample were 

employed at a GS-9 level. Alroc>st half of the subjects (48%) were 

between 20-25 years old, 38% were between 26-40, and only 14% were 

between 41-57. Additionally, only 11% of the sample had been on the job 

for six llK)nths or less, 26% had been on the job for seven to twelve 
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Table 3 

Deloographic Profile of Subjects (N=352) 

Sex Ji_ _!__ 
Female 178 52 
Male 164 48 

Race 
Asian 16 5 
Black 40 11 
Hispanic 16 5 
Other 7 2 
White 265 76 

Education 
High School 4 1 
Some College 29 8 
Associate Degree 13 4 
College Degree 221 64 
Some Graduate School 49 14 
Graduate Degree 34 10 

Pay Grade 
GS-5 20 6 
GS-7 112 32 
GS-9 196 56 
GS-11 15 4 

~loyee Type 
- New employee (first full time job ever) 116 33 
- New employee (outside the government) 157 45 
- Transf erred/prorooted 77 22 

(from within the government) 

Mean SD 

Age 29.45 8.29 

Time on the Job ( in toonths ) 13.45 5.15 

Previous Work Related Experience (in years) 3.50 5.97 

Total Years Work Experience 8.99 8.32 
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mnths, and 63% had been on the job for mre than 12 ioonths. A majority 

(88%) had attended. a formal orientation and/or training program. The 

job titles appearing roc>st frequently included realty specialist, 

accountant, auditor, contract specialist, and building management 

specialist. Additional demographic data appear in Appendix E. 

Exploring the Relationships AJoong Socialization-Related Learning 

Experiences am Selected Variables 

Pearson oorrelations, as shown in Table 4A, were used as the 

starting point for analysis of the relationships aroong the 

socialization-related learning experiences and selected variables. 

Establishing relationships, acculturation to the company, and job 

knowledge were m:xierately correlated with each other. Establishing 

relationships and acculturation to the company were slightly correlated. 

in the positive direction with satisfaction with learning experiences, 

unmet expectations, job satisfaction, and commitment. Job knowledge was 

weakly correlated. with unmet expectations, job satisfaction, and 

commitment; its oorrelation with satisfaction with learning experiences 

was slightly higher ( r=. 38) . Even though the oorrelations were weak to 

moderate, they all were significant. 

Relationships Amng Socialization-Related Learning Experiences am 
Individual Characteristics 

Pearson oorrelations, as shown in Table 4B, indicated that age and 

length of time on the job were weakly oorrelated with socialization-

related learning experiences. None of the correlations exceeded .13. 
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Table 4 

Correlation Tables for Socialization-Related Learning 

Experiences aIXl Selected Variables 

Intercorrelation Matrix for Socialization-Related 

Learning Experiences 

Socialization-Related x SD 1 2 3 
Learning Experiences 
(1) Establishing 

Relationships 4.1 .57 - .44** .47** 
(2) Acculturation to the 

Company 3.4 . 71 .44** - .34** 
(3) Job Knowledge 4.0 .62 .47** .34** -

** p s .01 

4B Correlation Table for Socialization-Related Learning 

Experiences and Selected Variables 

Social i z,ation-Related Learning Experiences 
Establishing Acculturation Job lnoW'ledge 
Relationships to the Coopmy 

I Conmitment .31** .35** .18** 
Job Satisfaction .31** .34** .22** 
Satisfaction with 
Learning 
Experiences .45** .45** .38** 
Unmet Expectations .30** .37** .17** 
Age -.02 -.07 -.04 
Length of Time on 
the Job .03 .13* .10 

Note. ** p s .01 * p s .05 (two-tailed) 
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However, when age and length of time on the job were analyzed in 

subgroup correlational analysis, there were some differences in the 

correlations for the following subgroups: younger,inexperienced 

workers; older, experienced workers; employees on the job for 12 nK>nths 

or less; and those on the job for more than 12 nK>nths. 

Younger, inexperienced wrkers am older, experienced wrkers 

(subgroup correlations) . As can be seen in Table 5, the socialization-

related learning experiences correlated with satisfaction with learning 

fairly alike in both groups. For commitment, job satisfaction, and 

unmet expectations, the correlations with socialization-related learning 

experiences were generally stronger in the older group (but only 

rooderate even here). In the yotmger group, job knowledge was not 

related to any of these variables. 

Tenure on the job (subgroup correlations). As shown in Table 6A, 

for employees who had been on the job 12 months or less, all the 

correlations were higher than for employees on the job for 10C>re than 12 

months (Table 6B). For employees on the job 12 months or less, 

satisfaction with learning experiences had the highest correlations with 

the socialization-related experiences, ranging from .44 to .57. 

Type of enployee ( subgroop correlations) • As shown in Table 7, 

socialization-related learning experiences had very weak and 

nonsignificant relationships with type of employee (employees on their 

first full-time job ever, new employees from outside the government, and 

transferred/prorooted federal government employees). However, for 
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Table 5 

Correlation Table for Socialization-Related Learning Experiences and 

Selected Variables (SUbgroup Analyses by Age) 

5A Younger, Inexperienced Workers (N=167) 

Socialization-Related Learning Experiences 
Establishing .Acculturation Job Knowledge 
Relationships to the Ca11miy 

Conmitment .29** .29** .14 
Job Sa.tisf action .28** .27** .14 
Satisfaction with 
Learning 
Experiences .42** .47** .37** 
Urunet Expectations .25** .37** .10 
Note. ** p s .01 (two-tailed) 

SB Older, Experienced Workers (N=179) 

Socialization-Related Learning Experiences 
Establishing .Acculturation Job Knowledge 
Relaticmships to the Ccllplny 

Conmitment .33** .39** .21** 
Job Satisfaction .37** .39** .29** 
Satisfaction with 
Learning 
Experiences .48** .47** .38** 
Urunet Expectations .38** .37** .23** 
Note. ** p s .01 (two-tailed) 
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Table 6 

Correlation Table for Socialization-Related Learn.iD1 Experiences and 

Selected Variables (SUbg:roup Analyses by Tenure) 

6A Enployees on the Job 12 ttmths or Less (N=130) 

Socialization-Related Learn.iD1 Experiences 
Establishing Acculturation Job Knowledge 
Relationships to the CcmlaaDY 

Cormdtrnent .39** .40** .22* 
Job Satisfaction .39** .37** .29** 
Satisfaction with 
Learning 
Experiences .57** .55** .44** 
Unmet Expectations .34** .38** .21* 

Note. ** p s .01 * p s .05 (two-tailed) 

6B Baployees on the Job 13 Months or More (N=222) 

Social]zation-Related Learn.i.tvJ Experiences 
Establishing Acculturation Job Knowledge 
Relationships to the caapmy 

Cormdtrnent .24** .32** .15* 
Job Satisfaction .27** .34** .19** 
Satisfaction with 
Learn.iD1 
Experiences .35** .39** .32** 
Unmet Expectations .28** .37** .15* 
Note. ** p s .01 * p s .05 (two-tailed) I 
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Table 7 

Correlation Table for Type of Bnployee and Selected Variables 

Type of Eq>loyee 

First Full- Fran outside Transferred or 
Ti.me Job Ever the Govermnent Promoted 

within the 

I 
Gover.ment 

(N=116) (N=157) (N=77) 

Social i z.ation-
Related Learning 
Experiences: 

Establishing 
Relationships -.09 .06 -.02 

Acculturation to 
the Company -.01 -.01 .03 

Job Knowledge .01 -.02 .03 
Conll\itrnent -.06 .04 .01 
Job Satisfaction -.08 .07 -.02 

Satisfaction with 
Learning 
Experiences -.12* .10 -.01 
Unmet Expectations -.05 .05 -.01 

I Note. * p ~ .05 (two-tailed) 
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subgroup correlation analysis by type of efTi'loyee (Table 8), there were 

slight variations in the correlations. The correlations between 

C0111Ditment and tmmet expectations were nuch higher for the group of 

federal employees who were transferred or prorroted. 

Exploring the Nature of the Relationsh]ps ADDJg Socialization-Related 

Learning Experiences and Selected Variables 

T-tests were used to determine if there were differences in 

socialization-related learning and selected variables according to race 

and gender. Given the indication of significant relationships between 

socialization-related learning experiences, job satisfaction, 

conrnitment, satisfaction with learning experiences, and tmmet 

expectations, additional analyses were performed to further explore the 

nature of the relationships. 

Socialization-related learning experiences: Examining the 

differences according to gerder and race. There were no significant 

differences (p s .05) for males and females in socialization-related 

learning experiences, job satisfaction, and conmitment. There were no 

significant differences (p s .05) between African-Americans and whites, 

and between African-Americans and other races (Asian, Hispanic, and 

other) . However, as shown in Table 9, the group of other races mean 

scores were highest on all variables and the African Americans' mean 

scores were higher than for the whites on IOC)St variables. 
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Table 8 

Correlation Table for Socialization-Related Learning Experiences am 
Selected Variables (SUbgroup Analyses by Type of Bnployae) 

8A New Jmployees (First Full time Job Ever) (N=116) 

Socialization-Related Learning Experiences 
Establ j shi IYJ Acculturation Job Knowledge 
Relationships to the Cclll>anY 

Commitment .30** .28* .09 
Job Satisfaction .29** .24** .05 
Satisfaction with 
Learning 
Experiences .42** .36** .21* 
Urunet Expectations .27** .35** .04 
Note. ** p s .01 * p s .05 (two-tailed) 

SB New Jmployees (outside the Government) (N=157) 

Socialization-Related Learning Experiences 
Establishing Acculturation Job Knowledge 
Relationships to the Cclll>aDY 

Conrnitrnent .22** .35** .12 
I Job Satisfaction .22** .34** .13 

Satisfaction with 
Learning 
Experiences .38** .48** .41** 
Unmet Expectations .22** .34** .14 
Note. ** p s .01 (two-tailed) 
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Table 8 (cont'd) 

BC New EQ;>loyees (Transferred/Promted within Federal Government) 
(N=77) 

Socialization-Related Learning' Experiences 

Establ.ishirJ1 .Acculturation Job Koowledge 
Relationshjps to the Coapany 

Commitment .46** .41** .37** 
Job Satisfaction .48** .45** .53** 
satisfaction with 
Learning 
Experiences .55** 

I 

.52** .47** 
Unmet Expectations .49** .45** .37** 
Note. ** p :$ .01 (two-tailed) 
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Table 9 

Socialization-Related Learning Experiences, Job Satisfaction, am 
Callnitlnent (According to Race) 

Scale Mean SD 

Establishing Relationships 
African-American 4.00 .45 
Asian, Hispanic, & Other 4.20 .58 
White 4.04 .59 

Acculturation to the Company 
African-American 3.41 .75 
Asian, Hispanic, & Other 3.60 .67 
White 3.31 .71 

Job Knowledge 
African-American 4.02 .57 
Asian, Hispanic, & Other 4.15 .65 
White 4.02 .63 

Satisfaction with Learning 
Experiences 

African-American 3.68 .79 
Asian, Hispanic, & Other 3.81 .83 
White 3.57 .93 

Unmet Expectations 
African-American 3.30 .86 
Asian, Hispanic, & Other 3.34 .77 

I 
White 3.13 .86 

Job Satisfaction 
African-American 3.71 .68 
Asian, Hispanic, & Other 3.86 .62 
White 3.57 .79 

· Colllni tment 
African-American 3.45 .65 
Asian, Hispanic, & Other 3.54 .67 
White 3.32 .82 

Notes. African-American (N=40) Other (N=39) 
White (N=265) 
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SOCjaliz,ation-related learning experiences: examining the 

differences between successful am unsuccessful learners. The two 

groups were formed based on the mean score of the three subscales {job 

Jmowledge, acculturation to the company, and establishing relationships) 

combined. Those who scored below the mean score of 3.81 were labeled as 

unsuccessful. successful learners differed significantly from 

tmSUccessful learners, as shown in Table 10 and illustrated in Figure 1. 

Unsuccessful learners experienced lower job satisfaction, lower 

satisfaction with their learning experiences, and reduced cormdtment. 

Toward a Theoretical Framework of the Socializ.ation Prcolss: 

A Test of Several Conceptual Models 

A description of the conceptual nod.els and the outcomes of the 

roc>del-testing are presented next. 

A Test of the ttxlel of Acquiring Job Klxlwledge 

The proi;x::>sed conceptual roc>del, as shown in Figure 2, suggests that 

the newcomer acquires job knowledge after establishing relationships 

with coworkers and becoming acculturated to the company. This roc>del 

builds upon suggestions by Holton (1992) and Feldman (1976) that task-

related and culture-related learning is depend.ent upon establishing 

coworker relationships first. Hierarchical regression analysis was used 

to determine the extent to which each variable in the roc>del contributed 

to job Jmowled.ge. As shown in Table 11, this roc>del only explains 25% of 

the variance in job J.alowledge with establishing relationships 

contributing a significant 23%, and acculturation to the company 

contributing an additional 2%. 
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Table 10 

SUCcessful vs Unsuccessful Learners 

Scale Mean SD t 
Satisfaction with Learning -8.46* 
Experiences 

successful Learners 3.96 .79 
Unsuccessful Learners 3.20 .88 

Unmet Expectations -6.47* 
Successful Learners 3.44 .81 
Unsuccessful Learners 2.88 

i 
.81 

Job Satisfaction -6.24* 
Successful Learners 3.85 .70 
Unsuccessful Learners 3.36 .75 

Conmitment -5.65* 
SUccessf ul Learners 3.58 .79 
Unsuccessful Learners 3.13 .73 

Notes. * p s .01 (two-tailed) 
Successful Learners N=l80 Unsuccessful Learners N=172 
(Groups split on the combined mean score of the three subscales (Job 
Knowledge, Acculturation to the Company, and Establishing 
Relationships) 
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sue SSFUL vs UNSUCCESSFUL LEARNERS 
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Figure 1 - SUcoessful vs Unsuccessful Learners 
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Establishing 
Relationships 

_____ ! __ 
Acculturation to 
the Company 

..---! __ 
Job Knowledge 

Figure 2. A Model of Acquiring Job Knowledge 
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Table 11 

Hierarchical Regression Analysis of the Model of Job Kmwledge 

Step R2 AP!- FA p I 

I Establishing Relationships .232 .232 102.97 .001 

Acculturation to the Company .254 .022 10.26 .001 
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SUbgroup hierarchical regression analyses for the mdel of job 

knowledge. Several subgroup hierarchical regression analyses were 

performed for the following subgroups: ymmger, inexperienced workers; 

older, experienced workers; employees who had been on the job for 12 

rronths or less; and employees who had been on the job for rrore than 12 

rronths. There were slight differences in the results for the subgroup 

analyses. 

For yollllg, inexperienced workers (Table 12A) and older, 

experienced workers (Table 12B), the results were similar. However, for 

employees on the job 12 m::>nths or less (Table 12C), establishing 

relationships was a somewhat stronger contributor to job knowledge 

( R2=. 32) . In contrast, for employees who had been on the job m::>re than 

12 rocmths, establishing relationships contributed slightly less ( 16%) to 

the rood.el of job knowledge (Table 12D). In addition, for employees on 

the job 12 nonths or less, the roodel explained 34% of the variance in 

job knowledge; whereas for employees on the job m::>re than 12 m::>nths, the 

rood.el only explained 19%. In all subgroup analyses, acculturation to 

the company contributed 3% or less to the explanation of the rrodel of 

job knowledge. 
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Table 12 

Subgroup Hierarchical Regression Analyses for the Model of Job Knowledge 

12A Younger, inexperienced workers (N=167) 

I Step fl. AR2 FA p 

Establishing Relationships .219 .219 46.29 .001 

Acculturation to the Company .249 .030 6.58 .001 

12B Older, experienced workers { N=179) 

Step R2 Iii- FA p 

Establishing Relationships .242 .242 55.57 .001 

Acculturation to the Coopany .260 .018 4.27 .001 

12C Eq>loyees on the job 12 llD.ltbs or less (N=130) 

Step ~ Ali- FA p 

Establishing Relationships .320 .320 57.96 .001 

Acculturation to the Company .340 .020 3.67 .001 

12D iq"Jloyees on the job 13 - 24 llDlths {N=222) 

Step fl. ~ FA p 

Establishing Relationships .160 .160 41.27 .001 

Acculturation to the Company .194 .033 8.85 .001 
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Examining the Contrih.ttions of Socialization-Related Learning 

Experiences to Satisfaction with Lea.m.i:ng Experiences 

A hierarchical regression was used to examine the extent to which 

each of the socialization-related learning variables contributed to 

satisfaction with learning experiences. The variables were entered in 

the same order posited in the roodel of job knowledge. As shown in Table 

13, the socialization-related learning variables explain 31% of the 

variance in satisfaction with learning experiences. Establishing 

relationships makes the largest contribution at a significant 20% and 

job knowledge makes the smallest contribution at 2%. 

SUbgroup hierarchical regression analyses for satisfaction with 

learning experiences. For yotmg, inexperienced workers (Table 14A) and 

older, experienced workers (Table 14B), the results were similar. 

However, for employees on the job 12 months or less (Table 14C), 

establishing relationships was a somewhat stronger contributor to 

satisfaction with learning experiences (it2 = .32). In contrast, for 

employees who had been on the job for roore than 12 months (Table 14D), 

establishing relationships contributed slightly less (12%) to 

satisfaction with learning experiences. However, for short-term 

employees, the socialization-related learning variables explained 50% of 

the variance in satisfaction with learning experiences, compared to only 

21% for long-term employees. 
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Table 13 

Hierarchical Regression Analysis of satisfaction with Learning 

Experiences 

Step rl: Ail FA 
Establishing Relationships .202 .202 88.63 

i Acculturation to the Company .289 .086 42.03 

Job Knowledge .312 .023 11.61 
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Table 14 

SUbgroup Hierarchical Regression Analyses for Satisfaction with Leaming 

Experiences 

14.A Younger, inexperienced workers (N=167) 

I Step R2 Ai- FA p 

Establishing Relationships .174 .174 34.78 .001 

Acculturation to the Company .269 .095 21.36 .001 

Job Knowledge .288 .019 4.37 .038 

14B Older, experienced workers (N=179) 

Step R2 Ai- FA .p 

Establishing Relationships .230 .230 52.74 .001 

Acculturation to the Conpany .315 .084 21.58 .001 
Job Knowledge .337 .032 5.63 .018 

14C Blployees on the job 12 DOJ.ths or less (N=130) 

Step R2 Ai- FA p 

Establishing.Relationships .325 .325 61.52 .001 

Acculturation to the Conpany .482 .157 38.45 .001 

1 

Job Knowledge .494 .013 3.32 .070 

14D Eaployees on the job 13 - 24 DDD.ths ( N=222 ) 

Step R2 AR2 FA p 

Establishing Relationships .123 .123 30.59 .001 

Acculturation to the Company .184 .062 16.46 .001 

. Job Knowledge .211 .027 7.44 .007 
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An Exploratory AR>roach to Test a Model of camnitment for New Enployees 

Prior to the hierarchical regression analysis, Pearson r 

correlations, shown in Table 15, were reviewed to determine the 

relationships between commitment and selected variables. Conmitment was 

only weakly correlated with socialization-related learning variables, 

and m::xlerately correlated with satisfaction with learning experiences 

and unmet expectations. In this study, job satisfaction and commitment 

were highly correlated (r=.82). 

Researchers have posited a relationship between job satisfaction 

and commitment (Porter, Steers, Mowday, & Boulian, 1974; Steers, 1977; 

Williams & Hazer, 1986), but the empirical investigation of the causal 

relationship of job satisfaction and cormtitment has been limited. The 

proposed link has been with job satisfaction, then cormtitment (Williams 

& Hazer, 1986). Additionally, according to Williams and Hazer (1986) 

failure to include both variables represents a serious methodological 

limitation, especially for studies of turnover. 

A test of a ioodel of coamitment for new eaployees. The proposed 

conceptual model (Figure 3) suggests that cormdtment occurs as the 

newcomer negotiates the socialization-related learning activities and 

workplace learning experiences, and expresses satisfaction with the job. 

Researchers have argued that socialization occurs over stages (Buchanan, 

1974; Feldman, 1976; Porter, Lawler, & Hackman, 1975; Schein, 1968), and 

as such, the rood.el depicts this process in a sequential ordering, with 

cormdtment as the outcome of the socialization process. 
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Table 15 

C<DnitJnent am its Relationship with Selected Variables 

Camnitment 
Socialization-Related LearniDJ Experiences: 
Establishing Relationships .31** 

I 

Acculturation to the Company .35** 
Job Knowledge .17** 
Satisfaction with Learning Experiences .67** 
Unmet Expectations .71** 
Job Satisfaction .82** 
Note. **P ~ .01 
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Figure 3: A Model of Cc:adtment for New Enployees 
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Hierarchical regression analysis was used to determine the extent 

to which the variables in the model contributed to corrmitment, in the 

specific order of entry noted in the rood.el. The socialization-related 

learning experiences were entered as a set. Urunet expectations and 

satisfaction with learning experiences were also entered as a set 

because the .. causal" ordering of the two variables was undetermined, at 

this point. 

As Table 16 indicates, 71% of the variance in corrmitment is 

explained by the model. The three socialization-related learning 

experiences together contributed a significant 15%, tmmet expectations 

and satisfaction with learning experiences, as a set, contributed an 

additional significant 41%, and job satisfaction contributed an 

additional 14%, also significant. Even when subgroup analyses were 

performed, the model still explains between 64% to 75% of the variance 

in corrmitment. As shown in tables 17A and 17B, there weren't any 

noticeable differences in the IOC>del of corrmitment for yotmger, 

inexperienced workers and older, experienced workers. 

In contrast, there were significant differences in the results of 

the regression analysis for the tenure of eIIQ;>loyees. For eIIQ;>loyees who 

had been on the job 12 roonths or less, the model only explained 64% of 

the variance in corrmitment, but for eIIQ;>loyees who had been on the job 

for roore than 12 roonths the rood.el explained 75% of the variance in 

commitment. For new employees who had been on the job for 12 ronths or 

less, socialization-related learning experiences contributed 24% to the 
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Table 16 

A Hodel of Coamitment: A Hierarchical Regression Analysis 

~ !Fl: I FA Beta p I 
Socialization-Related .151 .153 20.44* .001 
Learning Experiences: 
Establishing Relationships .013 
Acculturation to the Company .039 
Job Knowledge -.061 

Unmet Expectations .562 .409 157.16* .130 .001 
satisfaction with Learning 
Experiences .165 

Job Satisfaction .706 .144 164.77* .601 .001 
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Table 17 

Subgroup Analyses of the libiel of cnmnitment 

17A YQlDJ, inexperienced workers (N=167) 

I Step R2 AP!- F6 p 

Socialization-Related .116 .116 7.15 .001 
Lea:m:ing Experiences: 
Establishing Relationships 
Acculturation to the Cofl\Pally 
Job Knowledge 
Unmet expectations .597 .480 95.84 .001 
Satisfaction with Learning 
Experiences 

Job Satisfaction ! .720 .124 70.79 .001 I 

17B Older, experienced workers (N=179) 

! Step ~ AP!- FA p 

Socjaljzation-Related .190 .190 13.44 .001 
Learning Experiences: 
Establishing Relationships 
Acculturation to the Conpany 
Job Knowledge 
Unmet Expectations .549 .359 67.69 .001 
Satisfaction with Learning 
Experiences 
Job satisfaction .701 .152 85.86 .001 
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explanation of corrmitment, whereas for employees on the job for a year 

or roore, it only contributed 11%. 

On the other hand, for employees who had been on the job for a 

year or IOC)re, unmet expectations and satisfaction with learning 

experiences contributed 48% to the explanation of C011111itment, whereas 

for employees on the job for less than 12 ronths, they only contributed 

28%. The results of these two hierarchical regression analyses appear 

in Tables 18A and 18B. 

A Test of a ltldel of Job Satisfaction 

An additional analysis was performed to look at the contributions 

of socialization-related learning experiences, unmet expectations, and 

satisfaction with learning experiences to job satisfaction. As 

indicated in Table 19, the rood.el explained 61% of the variance in job 

satisfaction. Like the commitment nx:xiel, socialization-related learning 

experiences contributed 15% to the rood.el, but unmet expectations and 

satisfaction with learning experiences, as a set, accol.lllted for an 

additional 46%, slightly rore than the 41% in the coomitment rood.el. 

Unmet Expectations and Satisfaction with Lea.ming Experiences: 

Examining the Connection to the Socia11zation Process 

In the rocxiels of coornitment and job satisfaction, unmet 

expectations and satisfaction with learning experiences were significant 

contributors to job satisfaction and C011111itment. These variables also 

had a rocxierate and significant relationship with acculturation to the 

company and establishing relationships. Additional analyses were 

performed to look at differences between those who experienced unmet 
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Table 18 

Model of Ccmnitment: SUbgroup Analyses for Tenure on the Job 

18A Enployees on the job 12 DDDths or less (N=130) 

~ Fl- AP!- FA p 

Socialization-Related .240 .240 12.77 .001 
~ Experiences: 
Establishing Relationships 
Acculturation to the Company 
Job Knowledge 
unmet Expectations .515 .275 33.74 .001 
Satisfaction with Learning 
Experiences 

Job Satisfaction .642 .128 42.17 .001 

18B Bllployees on the job 13 - 24 DDD.tbs (N=222) 

Step R1: AF!- FA p 

Scx::ializat.ion-Related .117 .117 9.47 .001 
~ Experiences: 
Establishing Relationships 
Acculturation to the Company 
Job Knowledge 
Unmet Expectations .596 .479 125.79 .001 
Satisfaction with Learning 
Experiences 
Job Satisfaction .749 .153 128.71 .001 
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Table 19 

A Regression Analysis of a Model of Job Satisfaction 

Step ~ w FA p 

Socialization-Related .151 .151 20.18 .001 
Lea:miDg Experiences: 
Establishing Relationships 
Acculturation to the Conpany 
Job Knowledge 
Unmet Expectations .608 .456 196.59 .001 
8atisf action with Learning 

I Experiences 
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expectations and those whose expectations were met, and between those 

who were satisfied with their learning experiences and those who were 

not. 

Discerning the differences between eaployees with met expectations 

and those with unmet expectations. There were significant differences 

in commitment, job satisfaction, satisfaction with learning experiences, 

and socialization-related learning experiences for those employees who 

had met expectations. Those who experienced met expectations also 

experienced higher levels of commitment and job satisfaction and were 

TOC1re successful learners. Table 20 provides the results of the t-tests 

and Figure 4 provides a graphical illustration of these differences 

between the groups. 

with their learning experiences and those who were not. There were 

significant differences in commitment, job satisfaction, unmet 

expectations, and socialization-related learning for those employees who 

reported satisfaction with their learning experiences and those who did 

not. As shown in Table 21, those employees who were satisfied with 

their learning experiences also had higher levels of commitment and job 

satisfaction, and were successful learners. Figure 5 provides a 

graphical illustration of these results. 
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Table 20 

Met vs Unmet Expectations 

Scale Mean SD t 
Socialization-Related -4.80* 
Learning Experiences 

Met Expectations 3.98 .45 
Urunet Expectations 3.72 .49 

Satisfaction with Learning -10.74* 
Experiences 4.20 .61 

Met Expectations 3.25 .88 
Unmet Expectations 

Job Satisfaction -11.86* 
Met Expectations 4.16 .48 
Unmet Expectations 3.31 .73 

conwnitrnent -11.66* 
Met Expectations 3.92 .58 
Unmet Expectations 3.05 .72 

Note. * p s .01 (two-tailed) 
Met Expectations N=125 Unmet Expectations N=226 
(Groups split on the mean score on the unmet Expectations Scale) 
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MET ANO UNMET EXPECTATIONS 
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Figure 4 - Met Expectations vs Umet Expectations 
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Table 21 

satisfied. vs Dissatisfied. with Learning Experiences 

Scale Hean SD t 
Socialization-Related -8.74* 
Learning 

Satisfied 3.99 .42 
Dissatisfied 3.57 .49 

Unmet Expectations -14.73* 
Satisif ied 3.63 .68 
Dissatisfied 2.57 .66 

I 

Job Satisfaction -13.22* 
Satisfied 4.00 .54 
Dissatisfied 3.11 . 71 

Coomitment -11.57* 
Satisfied 3.73 .62 
Dissatisfied 2.89 .74 

' 

Note. * p s .01 (two-tailed) 
Satisfied N=198 Dissatisfied N=154 
(Groups split on the mean score on the Satisfaction with Learning 
Experiences Scale) 
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SATISFACTION WITH LEARNING EXPERIENCES 
SATISFIED VS DISSATISFIED 
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Figure 5 - Satisfaction with Learning Experiences (Satisfied vs 
Dissatisfied) 
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Enployee Perceptions about Positive Learning Experiences an:! 

Training arx:t. Orientation Programs 

Respondents' answers to the open-ended questions regarding 

positive learning experiences and training and orientation programs were 

cod.ed and frequencies were tabulated. Cod.es were generated based on the 

number of times certain categories, situations, relationships, or acts 

were cited. 

Positive Learning Experiences 

The top five positive experiences were considered to be coworker 

support and guidance; rewards, recognition, and appreciation; training 

(formal and on-the-job); successful completion of projects; and the 

quality of the work environment (intelligent, cooperative coworkers, and 

team spirit). Table 22 contains a list of the positive experiences that 

were roost often cited by those responding. Some typical COOl118nts from 

the respondents regarding positive learning experiences appear in Table 

23. 

Training and Orientation Programs 

overall, training was perceived to be excellent, but not timely. 

A small percentage of the respondents cited several negative cormnents 

about training, especially regarding unplanned, llllStructured training 

and negative "on the job" experiences. The topics regarding training 

and orientation that were roost often cited by those responding appears 

in Table 24. Some typical comments from the respondents appear in Table 

25. 
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Table 22 

Positive Learning Experiences 

Positive Experiences on the Job N· (316) ·::,%> 

Coworker support and guidance 82 26% 

Rewards, recognition, and appreciation 80 25% 

Training (formal and on the job) 77 24% 

successful completion of projects and task 66 21% 
accomplishment 
Quality of the work environment (intelligent, 57 18% 
cooperative coworkers, team spirit) 
Supervisor's support and guidance 53 17% 

Job-related learning (i.e. new Jmowledge and 40 13% 
skills) 
Intern orientation 32 10% 

I Job responsibility 32 10% 

Top management's support and openness to ideas 32 10% 

Specific feedback on performance 31 10% 

Visibility (assigned to high priority projects 24 8% 
and interactions with senior level management) 
Autonomy on the job 22 7% 
Challenging job assignments, variety of job 15 5% 
assignments 
Involvement with Total Quality Management 12 4% 

Personal growth 12 4% 

Mentor program 3 1% 

74 



Table 23 

Typical Cmaents about Positive Experiences on the Job 

Tr•ining - wh.n I fir•t began •Y job I h.td no idlN I JIOUld reat.ive thi• auch training -
it'• grut! 

Working on high profile, ... rpncy contract• 

!'be opportWti ty to wrk Jli th •o•• ot th• aoat prol•••ional people th•t I h•v• Mcountered 
in •Y whole J10rking car .. r, all of who• ,,...., to have one COllllOIJ goal 11ith that goal being 
to provide th• best custo .. r service possible, while controlling costs to the taxpayer 

Posit.iv• &tr.1M1g&.11ent and cowrker support 

I've had aany po11it.ive experiMc•s on the job. I receivtld the 110•t per•onal .. t.i•faction 
wh.n good wrk is done or progr••• has been aade and it i• recognized wi. th a coapli.aent. 
!'bi.• ha• h•PIHllHl<I ••veral ti .. 11 to .. •ith•r verbally, in a letter, and onat in th• tora 
ot a fast track award 

I wa• given a high level of respon1Jibi.lity 

Th• 11upport and undllr•tandi.ng by upper .-an.age11«1t fl/Jen a probl• ••calat••. 2'h• ability 
to allou ..,,1ore-• to l•rn tro• th••• experi.Mces i1111tHd of a .Dlgative re•po1111e which cau••• a lack. of confidence and guilt tor the .. ployee 

Arre11ting 13 dfulo1111trators ayself 

After three llOnths on the job, I wa• hand-picked by the ARA to help ••tabl.illh a neu 
national of lice in •Y region 

Control - I really enjoy b41ing •Y osm person. I have th• opportunity to think open and 
fr .. ly and contol •Y J10rk 

Hy idea• tor procedure changw• or i11Proved .. thoda have been encouraged and adopted 

Ability to wrk on •Y osm '1:1.th a.in.i&fll •upervi.ai.on - based on provM ability to deal wi.th 
r.mrk rflqtlir...nt•, documentation, and deci.11ion-aaki.ng 

Opportunity to provide cu.to .. r •••i•tance to fellow govern11ent eaplo)IWe•, who generally 
•pea.king, are trying to do the beat po11aibl• job they can in providing exatllent cu11toaer 
••rvice to our .11e:>•t valued CU1Jto .. rs, th• citizen11 of the UnJ.tlkl State• 

Learning troa paat llJ•talce• 

Seeing •Y OM'J projects to coapl•tion 

Jlelcoaae feeling llhown to .. troa top aan.1g9.11ent froa •Y very fir•t d.lly with GSA 

Th• opportunity tor •dvanceaent, recognition - they have been noticed. f'o 1111.k• •Y 
decisiOllll, to be abl• to be • leader, work with littler or no •uperviaion. I'o be allowed 
to grou and think 
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'!'able 24 

TrainiDJ and Orientation Programs 

1: COMMENTS ABOUT TRAINING AND QRIENTATION'PR~ ·N ' I . . . . . . 
' ' (29:3): 

Generally, training and orientation are 130 44% 
considered to be excellent. 

The moount of training is considered to be 29 10% 
I adequate. 

Access to training is limited due to lack of 30 10% 
funding. 

Training on the job is mainly by "baptism by 20 7% 
fire" or "being thrown to the wolves". 

Coworkers and supervisors are not willing to 18 6% 
help in on the job training. 
Training is not offered in a timely manner, 17 6% 
especially for orientation. 
Job specific formal training is inadequate. 16 5% 

SUpervisors and management are not supportive of 15 5% 
training. 
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Table 25 

Typical C'.allnents about Training and Orientation Programs 

I have been Vftry pl•••ed. J1i th both th• aaount of and quality of th• training I have 
received •o tar 

OUt•id• of the GSA orientation - it'• kind of learn a• you go situation 

Poor training, .110•tly ba.ptia by tire 

Hany of those doing th• training siaply have no interest in helping another e11Ployee. 
they don't want to be bothered with work outside of their noraal t11.11ks 

I feel the first couple of aonth• could have been handled bfltter--with a 110r• specific and 
ineedi.ste progra.a of training and orientation 

'!'he training I have received to date has been •poradi.c and I have received th.is training 
fro• •Y own initiative and through the interest of parti•• outside of •Y iimediate office 
environment 

overall, terrible! Hy first day I was sent to the S•.ithsonian IMcau•• "they JMren 't ready 
tor ••". I r.ras proaised training through courser.rork and han r•cei ved only a lltiniul 
4.llOunt. Yes, th••• are hard ti .. s, but I u an Ivy League graduate Ftho i• ••ked. to count 
lightbulbs! llhen asked to count an entire bu:i.lding, th• &1nagwr a••IBffld it would take tr.ro 
to three fltlflks. Yet, I coapleted th• task in Z 1/2 hour•. I sat th• rest of th• tr.re fHHfk 
period tor want of work. 

llhen I first caae on board I experienced. "on th• job" training nry qu.ickly. 
Unfortunately, it was trOll a .aan who ..., .. a GS-12 only because h• had worked tor GSA tor 
tour year•. On-the-job training should be learned trOll .aJIBOINI capable ot doing th• job 
and a.bl• to teach another hofl to d.o it. 

Hy training hu been nry Haited. 
skill• required by hi• underlings. 

Ny •upervisor doe• not po••••• th• knowledge and 
Ny coworker r•sents .. and doe1112 1 t allow .. H'ha.t to do. 

f'he tonual orimtation in Baltillor• ,,,.. too structured and juveni.le. I felt like • Gi.rl 
Scout with •Y leadllr honring. 

'!'here is a great deal of "learning on th• job" going on at GSA. 

Training is a joke. At l• .. t Flhen it's available. 7'hi.s .is an excellent t11Ca.11Pl• of "cri•i• 
.managa..,,t". H:i.r• so.ebody - then throt1 tho into th• job - onrload th .. , then 
giv•/•ch•dul• training Flhen th•Y can leut attord to leave the.ir cl••k to acCQ11Pli.llll 
training. 

Classroo• training is adeqUate, but on-the-job training .1• nry inadeqUat•. JI• aust 
develop unJtor11 aethodll of pertorll.ing •iailar job t.ulcs. You can .uJc ti.ve people th• ..... 
qu••tion and get five cUttertmt IUJllJMrs. 

llhile th• training prov.id.eel is cert&inl.y relevant to th• duties ~ ot th• job, I 
beli•Vfl it llhould be •uppl...,,ted with a 110re practical explanation ot hofl the trail'NHI'• 
job tit• into GSA or PBS ... a Flhol•. C\'» of th• greatest truatrations I telt (and •till 
feel) .i• th• in.ability to gain a broad und•r•tanding ot th• tunctioni.ng ot GSA. To have a 
speci.tic idlua ot one'• role in an agency, to be aware ot th• signiti.canca and worth ot 
one's daily duti••, .tddll i-.surably to th• Ntistaction deriVfld tro• th• job. 
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Interpretation of the Findings of the study 

The data obtained for this study relied exclusively on self-

reported measures and was obtained from respondents in one federal 

agency, thus comparisons to other agencies or other organizations should 

be made cautiously. 

Chapter Sl.mnary 

The findings from the study indicated that age, length of time on 

the job, and type of employee were weakly correlated with job 

satisfaction, commitment, and socialization-related learning 

experiences. However, differences in correlations did emerge when these 

same variables were used to perform subgroup analyses. Seventy-one 

percent of the variance in cormri.tment was explained by the rocxiel. The 

results of the study also indicated that building coworker relationships 

contributes significantly to acculturation to the company and to job 

knowledge. Finally, the findings indicated that those who had mastered 

the socialization process were rrore committed, rrore satisfied with their 

jobs and learning experiences, and that their expectations about their 

job rrore closely matched their actual work experiences. 

Chapter V presents the implications of the study and suggests 

areas for future research. 
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CJIAPfER v 
DISCUSSIOB, CONCLUSIONS, AND RECCHmlfDATIONS 

Researchers have recognized that learning is an essential 

component of organizational socialization, but few have empirically 

tested the extent to which socialization-related learning experiences 

contribute to the overall socialization.process. This study was a 

systematic examination of the contributions of socialization-related 

learning experiences, satisfaction with learning, and tmmet expectations 

to job satisfaction and commitment for new employees in a federal 

agency. 

A questionnaire was distributed through interoffice mail to 512 

professional recruits who had been on the job for 24 months or less. 

After eliminating unusable responses, the final sample included 352 

employees which resulted in a response rate of 74%. Approximately 50% 

of the subjects were age 25, but the mean age was 29.45. Eighty-eight 

percent were college graduates and 88% were enployed at the GS 7 or 9 

level. 

A 34-itern instrument was developed to assess socialization-

related learning experiences. A factor analysis of the socialization-

related learning instrument resulted in the development of three 

reliable subscales to assess job Jmowledge, acculturation to the 

company, and establishing coworker relationships. A four-item scale, 

developed by the researcher, was used to assess satisfaction with 

learning experiences. In addition, the questionnaire included several 

79 



Likert scale measurements that had been used frequently in the 

literature. 

Discussion 

Socialization-related learning involves establishing coworker 

relationships, becoming acculturated to the company, and acquiring the 

knowledge that is necessary to perform the job in the new organization. 

The findings of this study indicated that job knowledge is highly 

dependent on establishing coworker relationships first. Others 

(Feldman, 1989; Holton, 1992) have suggested that task performance 

cannot proceed lllltil employees have established interpersonal 

relationships with peers. There is little difference in the extent to 

which older and younger workers rely on establishing coworker 

relationships; it is inportant to both groups. Not surprisingly, 

establishing coworker relationships was a greater contributor to job 

Jmowledge for employees who had been on the job 12 rronths or less. 

Researchers (Ashford, 1988; Jablin, 1984) have found that as tenure on 

the job increases, feedback and information seeking from peers 

decreases. 

Acculturation to the company makes a minimal contribution to job 

knowledge. This is not urrusual as acculturation to the company involves 

learning the prescribed norms and values of the organization, which is 

typically associated with COlllnitment to the organization rather than to 

job Jmowledge. However, establishing relationships and acculturation to 

the company together explain only 25% of the variance in job knowledge 
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which suggests that there are other variables that contribute a 

significant aJOOtmt to job knowledge. 

Socialization-related learning experiences appear to be similar 

for both males and females, and for whites, African Americans, 

Hispanics, Asians, and other races. Even so, it is noteworthy to 

mention that Asians, Hispanics, and African-Americans were m::>re 

successful in establishing relationships and becoming acculturated than 

were whites. It would be interesting to find out if there were support 

networks, cultural differences, or other factors that influenced their 

socialization. 

The Consequences of 1..Jr.lsoccessful Socialization-Related LearniDJ 

Failure to learn influences how the newcomer feels alx>ut the job 

and the organization. successful learners, i.e, those who mastered 

socialization-related learning, are m::>re conmitted to the organization, 

more satisfied with their job, and more satisfied with their learning 

experiences. Thus, it appears that those enployees who were able to 

adapt or "fit in" with their new environment were also the 100re 

successful learners. This finding lends support to Walberg's (1976) 

assertion, based on his study of learning environments, that those 

students who are able to adapt or "fit in" with their environment will 

report m::>re positive views and function better in their environment. 

On the other hand, tmSUCcessful learners are the likely 

candidates for turnover. These enployees were more likely to have 

difficulty negotiating the socialization process as evidenced in their 

failure to build coworker relationships and to learn the culture of the 
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organization. Consequently, these employees also experienced lower 

levels of job satisfaction and conmitment and were dissatisfied. with 

their workplace learning experiences. 

While the findings of this study show that there are distinct 

differences between successful learners and unsuccessful learners, we 

cannot attribute the failure to learn to a particular variable or 

experience. Indeed, failure to learn could be due to any m.nnber of 

causes. Some employees may not have mastered the skills necessary for 

learning in the workplace such as inquiry and reflection and error 

testing, which could impede their learning. In addition, rm.JCh of the 

training that new employees received was "on-the-job" training, either 

from peers, supervisors, or through "trial and error". Potential 

problems may arise when coworkers are unskilled. in transferring their 

knowledge to other workers or when there are blocks to group-related 

learning. 

A small munber of respondents (5%) encotmtered nonsupportive, 

tmWilling, or incapable coworkers and supervisors in the workplace. 

These coworkers and supervisors could be negatively influencing the new 

employees' learning and adaptation to the workplace as learning is roore 

likely in an atroosphere of supportiveness, openness, authenticity, and 

collaboration. Newcomers' learning may also be influenced by the 

insensitivity of the supervisor or the supervisor's inability to 

supervise or train (Dunnette, Avery, & Banas, 1973; Kotter, 1973). 

Likewise, Van Maanen (1976) suggests that the supervisor's consideration 

(respect, trust, friendliness) affects organizational socialization. 
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The tmSuccessful learners were also those who expressed 

dissatisfaction with their learning experiences. It may be that the 

learners were unsuccessful because they perceived they were not 

receiving the support they needed. Researchers (O'Connor, Peters, 

Pooyan, Weekley, Frank & Erenkranz, 1984; Peters, Fisher & O'Connor, 

1982; Peters, O'Connor, & Rudolf, 1980) have suggested that trainees' 

perceptions of task constraints may indirectly influence behavior change 

and learning by reducing the rrotivation to learn new skills. 

OUtcanes of the Socialization Process 

Job satisfaction, commitment, and intent to turnover are outcomes 

of the socialization process. Socialization-related learning 

experiences had a greater influence on job satisfaction and commitment 

for federal employees who had transferred to GSA from another agency or 

who had been prorroted from within the agency. Evidently familiarity 

with the organization influences the newcomer's adaptation to some 

extent. Job satisfaction is determined by such conditions as 

interesting work, challenge, and autonomy, and to a lesser degree by 

extrinsic rewards such as pay and security (Katzell, Thompson, & Guzzo, 

1992). The findings of this study showed that employees who experienced 

a closer match with their job expectations were also roore satisfied with 

their jobs. Satisfaction with learning experiences was also a major 

contributor to job satisfaction. 

According to the results of this study, it appears that the 

largest contributors to commitment are unmet expectations and 

satisfaction with learning experiences. This finding supports other 
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researchers (Mowday, Porter, & Steers, 1982; Pierce & Dlmham, 1987) who 

state that COl'lll\itment develops, in part, as a result of an individual's 

work experiences and how he or she perceives them. After a few ioonths 

on the job, the newcomer has negotiated working relationships and 

becomes roore aware of workplace experiences and whether or not they meet 

initial expectations. Thus, as tenure on the job increases, 

socialization-related learning becomes less important to conmitment, 

whereas urunet expectations and satisfaction with learning experiences 

become roore important. 

Conclusions 

The findings of this study show that the socialization process is 

ongoing and builds UIX>n experiences and knowledge gained from 

socialization-related learning, informal learning, on the job training, 

and formal training. Establishing relationships is a critical component 

of the socialization process, especially for employees who have been on 

the job for less than 12 ioonths. As tenure on the job increases, new 

employees become ioore involved in their workplace learning experiences, 

primarily because they have successfully established a support network. 

But, in order to achieve high levels of job satisfaction and conmitment, 

newcomers must successfully negotiate the socialization-related learning 

experiences and encot.mter positive learning experiences. When these 

elements are missing, successful adaptation is less likely. 
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The Individual, Group, am Organizational Learning Model of the 

Socialization Process for New Bnployees 

Based on the findings from this study and existing research, a 

11¥:)re comprehensive IOC>del of the socialization process was conceptualized 

that recognizes the contributions of learning to the process. As shown 

in Figure 6, this IOC>del portrays the developmental and interactive 

nature of the socialization process. Breakdowns in the socialization 

process may occur at any point, but learning undergirds the entire 

process. For instance, if newcomers fail to learn the socialization-

related learning activities, they are JOC>re likely to express 

dissatisfaction with the learning experiences and the job, and will 11¥:)re 

likely have reduced C00111itment. Similarly, if newcomers expectations 

about the job are tmmet, they are also oore likely to be unsuccessful 

learners and to be less committed and dissatisfied with the job. 

What remains to be tested, however, is how all of these variables 

interact in the socialization process. Several conceptual rocxiels were 

tested in this study, but now these rocxiels need to be further tested to 

determine how they interact in the overall picture of the socialization 

process. The proposed IOCXiel provides a framework for researchers to 

explore the interaction patterns of the variables. In addition, the 

IOCXiel could also be used by practitioners as a guidepost for including 

JOC>re team and organizational learning activities in orientation and 

training programs. 
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Coworker 
Relationships --·~--A_c_cul_t_ur_a_t_i_on __ -~ __ J_o_b ___ _ to the Company I Knowledge 

SOCIALIZATION-RELATED LEARNING: ORIENTING ACTIVITIES 

' 
Formal Training _,... Informal and ..... On the Job 
and Orientation ,._ Incidental Learning ... Training 

Workplace ~~Urunet 1~ Satisfaction 
Experiences •Expectations _.. with Learning 

WORKPLACE LEARNING 

--------------------'-----~------------

Intent to ,...~ Conmitment , .... Job -• Job 
..._Turno ___ v_e_r_...... ! Satisfaction _. Performance 

OUTCOMES OF THE SOCIALIZATION PROCESS 

Figure 6 - The Individual, Group, and Organizational Learning lbiel 
of the Socialization Process for New Bnl>loyees 

86 



Reo:mnendations for Practice 

The majority of the employees completed the socialization process 

successfully, but some did not. Individuals who had difficulty 

completing the socialization process, as demonstrated in their lower 

levels of corrmitment and job satisfaction, are the likely candidates for 

turnover. These individuals represent the target population for 

interventions to improve the socialization process. To enhance new 

employees' chances for successful adaptation to the workplace, 

orientation, training, and development for new employees should be 

viewed as an ongoing process that is facilitated by the individual, the 

coworkers, the supervisor, and the workplace learning experiences. 

Training may be helpful in some areas and some organizational 

initiatives might also be worthwhile. 

Training 

Orientation programs should not be used as a substitute for job 

specific training or be viewed as an adequate training program for new 

employees. While general information such as company's personnel 

policies and procedures is usually included in the orientation, it would 

be helpful to include more corrq;>any-related information that shows how 

various agencies or departments fit within the total picture of the 

organization and what functions the departments fulfill. This type of 

information would help the newcomer understand his or her role within 

the organization. Additional training might be helpful in the following 

areas: orienting new employees, supervisory training, and work group 

training. 
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Orienting new eaployees. Not all respondents were successful in 

negotiating the socialization process. Some individuals may lack the 

skills that are necessary for learning on-the-job and from coworkers. 

Others may be inexperienced in cultivating good work relationships. 

Thus, it may be helpful to include a supplementary training program 

during orientation that includes the following topics: (a) 

interpersonal skills (informal learning, feedback, negotiation, 

listening and oral COlllllUllication); and (b) organizational effectiveness 

(tmderstanding the basic power structure). By including these topics as 

part of the initial orientation program, all new employees will be 

better prepared to learn from their workplace experiences and from their 

coworkers. Wiswell (1989) and carnevale, Gainer, and Meltzer (1990) 

would be helpful resources in developing these programs. 

SUpervisory training. Given the importance of the supervisor's 

role in facilitating the new enployees' adjustment, supervisors may 

require some training in the following areas: coaching skills; giving 

specific feedback; structuring work experiences that offer job 

challenge, autonomy, and responsibility; and providing rewards and 

recognition for good work. 

Work group trainiOJ. Coworkers provide an extensive aJOOUnt of on-

the-job training. To help them facilitate their learning and the 

newcomer's learning, training could be provided in the following areas: 

critical learning skills and team-functioning skills (functioning in a 

group setting). Additionally, roore enphasis on team-related activities 

would help ensure that everyone is engaged in continual learning. 
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Workplace Learning Experiences 

Typically, employees expect to have interesting and challenging 

work, and some autonomy on the job. If rrore of these features are 

included in the new employee's job experiences, it is likely that he or 

she will have a better fit with their job expectations. To improve the 

training and workplace experiences, the following interventions may 

help: (a) provide rrore challenging job assignments and (b) establish 

the appropriate learning climate. Until employers make a commitment to 

improving on the job learning experiences, it is unlikely that turnover 

will be noticeably reduced. 

Jtt>nitoring Tmnlver 

Companies may want to roonitor turnover records to determine if 

turnover is higher in specific departments, regions, or under particular 

supervisors. It may be that turnover is due to a nonsupportive 

supervisor, workgroup, or work environment, and not due to the 

incii vidual' s lack of learning or adaptation. By being aware of 

discrepancies in turnover rates, companies can become roore proactive in 

taking appropriate actions to reduce turnover. 

Companies could be losing thousands of dollars in productivity 

savings due to inadequate or incorrect learning from peers. With roore 

research directed toward understanding "on-the-job" training and 

learning from peers, human resource development practitioners will be 

better able to capitalize on this information to design roore appropriate 

training and development interventions. 
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Unmet expectations and satisfaction with learning experiences were 

two factors that significantly contributed to commitment and job 

satisfaction. Unmet expectations are ITOre closely related to work 

experiences and satisfaction with learning experiences is llk)re closely 

related to the psychological or learning climate, both of these factors 

influence the employees' adaptation. Future research should explore the 

exact nature of these relationships and examine the "causal" 

contributions of these variables. 

The results of this study deroonstrated that learning is a 

central component of the socialization process. Learning may occur 

informally, incidentally, or formally, but when learning is impeded, the 

socialization process fails. Thus, better orientation and training 

programs are needed to increase the newcomer's chances for successful 

learning. Much is still unknown al:out organizational socialization, 

but ITOre research on the abovementioned topics, especially 

organizational learning, would provide some additional insight into the 

process. 
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APPENDIX A 

PILOT STUDY 

This appendix contains a report of the results of the pilot stud.y 

that was conducted during the rronth of April, 1992. 

Population 

The population was a convenience sample of 38 new employees who 

had joined their organization within an 18-rronth period. The subjects 

were obtained from the following organizations: a high school, an 

elementary school, a university, a community college, two federal 

agencies, a private corporation, a bank, and a retail store. Eighty-

four percent of the individuals returned the questionnaire; 68% were 

usable responses. Table A-1 contains the derrographic data for the 

sample. 

Prcx:::edures 

A questionnaire was personally distributed to all of the new 

employees. A cover letter, along with a stamped self-addressed 

envelope, was included with the questionnaire. 

InstrllDentation 

The questionnaire used for the pilot study had a total of 70 

items. It consisted of several existing Likert scale measurements and a 

socialization-related learning instrument that was developed for this 

study. Job involvement was a variable of interest for the pilot survey, 

but was deleted for the final study. The scale had a low reliability 

{.65) and weak correlations with the variables of interest. 
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Table A-1 

Deloographic Data for the Pilot study 

Age 
Education 
Total Years Experience 
Total Years Previous Job Related 
Experience 
Length of Time on the Job 

Frequencies 

Gender 
Male 
Female 

N 
10 
17 

% 
37% 
63% 

Job categories N % 
Administrator 3 11% 
Manager (50+people) 1 3.7% 
Counselor 1 3.7% 
Clerical worker 2 7% 
Teacher 10 37% 
Program Manager 1 3.7% 
Program Developer 1 3.7% 
SUpervisor 1 3.7% 
Secretary 5 19% 
Teller 1 3.7% 
Management analyst 1 3.7% 
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Mean Standard 
Deviation 

40.84 yrs 10.22 

16.52 yrs 3.20 

17.04 yrs 10.88 yrs 
9.46 7.96 

7 rros 5.58 



Measure of socialization-related learning experien::es. The items 

for this scale were derived from the review of the literature. The 

items focused on the informal dimensions of organizational 

socialization. After reviewing the comments from the respondents, I 

made several changes to this scale. The wording for several items was 

changed. Item 9 was deleted for the final questionnaire, because roost 

respondents did not feel that this question was applicable to 

professionals and it appeared that others did not fully understand the 

question. 

Data Analysis 

I used the NCSS statistical package to analyze the data. I 

developed a code sheet prior to entering the data. Each of the scales 

were SUillll0d and averaged. Table A-2 shows the mean and standard 

deviation for some of the scales and the Pearson correlations. 
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Table A-2 

Means, stamard Deviations, am Pearson Correlations (Pilot study) 

Mean SD Socialization-
Related Learning 
Experiences 

Socialization-Related 3.86 .65 
Learning Experiences 
ColllnitJnent 3.60 .63 .63* 

Job Satisfaction 3.95 .66 .56* 

* p s .01 ** p s .05 
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APPENDIX B 

COVER LE'l'TERS ARD QU&,qTIONHAIRE 
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• . . 

August 5, 1992 

Dear GSA Employee: 

General Services Administration 
Office of Administration 
Washington, DC 20405 

You have been selected to assist the GSA Total Quality Management 
Team for Career Development and Training study job satisfaction 
and commitment. By evaluating your experience as an entry-level 
employee, you can help us understand what makes GSA a good place 
to work as well as identifying areas that may need improvement. 

Here is how you can help: 

(1) Take about 15-20 minutes to complete the enclosed 
questionnaire. Your responses will be kept confidential 
and in no way can they be identified as coming from you. 

(2) Return the questionnaire through the interoffice mail by 
August 30 using the enclosed mailing label. 

(3) Separate the last page from the questionnaire and return it 
in an envelope separate from your questionnaire. This will 
entitle you to receive a copy of the results of the survey 
and assure that you will not receive a duplicate mailing. 

Our team is fortunate to have Virginia Polytechnic Institute, 
Department of Education supporting this effort. Under the 
direction of Shirley T. Morton, Researcher, and Albert K. 
w~swell, Ph.D., you can be assured o~ a sound research base and 
unbiased analysis for the data collected. If you have any 
questions regarding the 'study, you may call Shirley at 
(703) 590-2647 or Dr. Wiswell at (703) 598-6049. 

Thank you for participating in this project. We look forward to 
translating the experiences of employees like yourself into a 
dynamic report that will have positive impact for all employees. 

Sincerely, 

D. Elaine Lowry 
TOM Team Leader 

Enclosures 
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September 18, 1992 

Dear GSA Employee: 

General Services Administration 
Office of Administration 
Washington, DC 20405 

A few weeks ago we sent you a questionnaire asking for your 
participation in a survey of job satisfaction and commitment. 
Your response is important to us, but to date we have not 
received your questionnaire. 

Just in case the questionnaire was misplaced, another copy is 
enclosed. We would appreciate it if you could take 15-20 minutes 
of your time to complete it. If you have already responded, 
please indicate so on the last page and just return that page to 
us. 

We look forward to receiving your response. Thanks for your 
participation. 

Sincerely, 

iJ .2-Q.c9 ~ l~w-'(j 
D. Elaine Lowry 
TOM Team Leader 
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SURVEY OF NEW EMPLOYEE'S EXPERIENCES ON THE JOB 

PART I - YOUR EXPERIENCES ON THE JOB 

PleaH indicate how 1111.1ch you agree with each of the following statements. 
Circle your response for each 1tem. 

neither 
strongly agree nor strongly 
disaaree disaaree disaaree aort!e aoree 

l. 

2. 
3. 

4. 

5. 

6. 
7. 
8. 

I know how to perfcn:n my Job 1n th1s organization. 

I have the appropriate skills to do my job. 
I can complete most of my tasks wtthout assistance. 
tt's still not clear to rne what my job responsibilities are. 

I know how to prioritize assignments. 

know the "short cuts• I can take on my job. 

know the tasks I !!!Y.!1 perform on my job. 

know what my Job descript1on 1s. 
9. can judge which projects are really 1mportant. 

10. know what resources are available to help me do my job. 

ll. I knew whether qua11ty or quant1ty 1s more 1mportant around 
here. 

12. I know what is ::ons1dered an acceptable level of output around 
here. 

13. When I'm not f1n1shed with a task, I know If I should stay late 
to f\n1sh it. 

14. I know the "cliques• in my organtzatton {1.e., who ts accepted 
tn various groups). 

15. I know the, infonnal rules, pol1c1es, and procedures of my 
OMJln1Zat1on. 

:6. it.no• w11at the M!Ward systems are for my orga111Zatton. 
,, . know. what is N!ally valued in my organ1Zat1on to get ahead. 
18. r know what the acceptable image.is for 111y organhat1on. 

19. understand how the performance appraisal process works. 
20. know what the rules are for getttng ahead 1n my organizat1on. 

21. I lcnow how often I should part1c1pate 1n the organizat1on's 
social events. 

zz. 
23. 
24. 

know how to hanctl e conf11 ct w1 th 111y coworkers. 

know what my coworkers expect from me. 
know what my su~erv1 sor 1t Ices and d1s 11 Ices. 

2S. know when 11y supervisor 1s d1spleased w1th my work. 
26. ! know the channels to go through to get sOlllething done around 

here. 
27. know what my role is when I'm working wHh my c:oworlcers. 

28. know who the "ll'IOver-s• and "shakers• are around here. 
29. know wni ch of my coworkers to go to when 1 want to get 

someth1 ng done. 
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30. r know which of my coworkers are likely to be able to answer my 
questions correctly. 

31. know which of my coworkers are respected around here. 
32. know which of my coworkers are 1nterested in helping me. 

33. know who has the power to get things done around here. 
34. Overall, I am pleased with the quality of my work performance. 
35. Generally. I have had pos1tive experiences on the job. 
36. am satisfied with my learning experiences on the job. 
37. am satisfied with the support I have received on the job. 
38. r am satisfied with the feedback l have received about my 

performance on the job. 
39. Becoming a member of th1s organ1zat1on has been diff1cu1t for 

me. 
40. I am satisfied with my organization's training and orientation 

programs. 
41. ram willing to put in a great deal of effort beyond that 

nonnally expected in order to help th1s organizat1on be 
successful. 

42. r boast about this organization to my friends as a great 
organ1zation to work for. 

43. r would acct:>;:>t almost any type of job assignment in order to 
keep working for this organization. 

44. r find that my values and the organ1zat1on's values are 
similar. 

45. I am proud to tell others that I am part of th1s organization. 
46. This organization really inspires the very best 1n the way of 

job perfonnance. 
47. I am glad that I chose th1s organization to work for over 

~thers I was considering at the time I joined. 
as. r reaily care about the fate of this organization. 
49. Given what I know about other federal agencies, this is the 

best agency for me. 

50. ~iven what I know about other se!"'Vices in GSA, this is the best 
organization (i.e., service) for me. 

51. Generally speaking, I am very satisfied with my job. 

52. r frequently think of quitting my job. 
53. Generally speaking. I am very satisfied with the kind of work 

have to do on my Job. 
54. My opin1on of myself goes up when I do this job well. 
55. r feel a great sense of personal satisfaction when I do this 

job well. 
56. The maJor satisfaction in my life comes from my job. 
57. I feel more satisfied when my expectations about my job are 

:net. 
58. It is imoortant to me that my expectations about my job fit my 

c~rrent Job exoer1ences. 
:9. :.,,~e"'311y, ; :o not 11ke surprises when 1t comes to my Job. 
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ThinK back to what you exoected before you started your work and compare that to what you are experiencing on your job 
Circle the response that most closely matches your op1n1on. Use the follow1n9 scale. 

Considerably worse than expected 2 Somewnat worse than expected 3 About as expected 
4 Somewhat better than exoected 5 Considerably better than expected 

60. Amount of challenge in my Job. 1 2 3 4 5 

61. Variety of tasks I perform. 1 2 3 4 5 

62. Amount of responsib111ty in my job. 1 2 3 4 5 

63. Amount of control I have over my own job. 1 z 3 4 5 

54. Opportunity for intellectual achievement. 1 2 3 4 5 

65. How interest1ng my work 1s to me. 1 2 3 4 5 

65. Opportunity to fully demonstrate my ab111t1es and sk111s. 1 2 3 4 5 
67. Opportunity for sen; or management to see my perfonnance. 1 2 3 4 5 

68. !mportance of my job. 1 2 3 4 5 

69. Opportunity for personal growth in my job. 1 z 3 4 5 

70. Level of work I am asked to do. 1 2 3 4 5 
71. My own react1ons to the job. 1 2 3 4 5 

72. Please list at least thr~e (3) positive experiences you have had on the job. 

i3. ~lease prov1de any general corrments you may have regarding your training and orientation. 
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PART II - GENERAL INFORMATION 

Hark the appropriate box for each of your answer•. 

74. Whan d.id you start your current job? Indicate the •on'th and year. 

Ho nth Year 

75. With wnat atatua did you enter your current job? 
0 new employee (first full-time JOb ever) 
0 new emoloyee (from outside the government) 
0 transferred frOlll anctner federal agency 
0 tranaferreo/promcteo from another serv;ce within GSA 
0 promoted frOJll w1tn1n GSA - same service 
D tranaferr8d/pr01110ted frOlll another region within GSA 

76. 

77. 

How many years of previoua work experience ia related to your current JOb? 

What is your total number of years of work eKperience?I -~~~~~ 
78. Have you attende<I a formal orientat1on/train1ng prograa since you started your current position? 

0 Yes 0 No 

79. What is your age (in years)? 

80. 0 Male D FeMle 

81. What 19 your Job Seri•• (a 3-digit number)? 

What ,. your Job Title? 

82. What 19 your current pay grad• (or GS equivalent)? 
0 7 Os 0 9 0 10 0 11 0 12 0 13 

83. What 1s your nigneat education level? 
0 LH• than nigh school diploma 

84. 

0 High scnool diolOMa or General Equivalency 01ploaa (GED) 
D Some college or technical training 
0 Aasoc1at•'• degree 
D Bacne l or. • degree 
0 SOIMI graauate scnoal 
D Graduate or professional degree 

Ou 

What ~• your race/nat;onal origin? 
0 Wl'nte 0 8lac1< [J Hiapanic D Allerican Indian/Alaskan Native [J Other 

85. Wher• do you work? 
D Central Office 
0 Re91on 15 0 

D National Capital Region 
Region 7 0 Region 9 

0 Region 2 D Region 3 D R•gion ' 

86. rna1cate now ~uen you know abOut each of GSA'• services. Circle tne appropriate response. 

Don't know anything about 2 Know a little aboUt 3 Know a lot about 

Public Bu;ld1ng Service 
Federal Supply Service 
Infor"tlation ReSOYrces Manag ... nt Service 
Federal Procerty Resources Service 
Staff Offices 

87. What service ao you work for? 

88. Given what you know aboUt th• other serv,cea, what service woulCI you 1;k• to work for? 

2 
2 
2 
2 
2 

3 
3 
3 
3 
3 

D 

0 Public Building Service 0 Federal Supply Service D Infol"'!llation Resources Management Service 
0 Feoaral Property Resources Service 0 Staff Offices 
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Dear GSA employee, 

New Employees Adaptation to the Wori."Place Proje(;t 
Albert K. Wiswell. Ph.D .. A.srut:int Professor 

Shirley T. Morton. Researcher 

Thanks so much for taking time to complete the questionnaire. If you are interested in 
the results of the survey, please check the appropriate box on the form below. Upon 
completion of the data analysis, a summary of the study will be provided to you. 

This form should be returned separately from the questionnaire to ensure that your 
responses remain anonymous, but also to avoid duplicate mailings to you. In fact, this 
form has a self-addessed label on the back. After you complete this form, detach it from 
the questionnaire, fold the paper in half so that the RETURN ADDRESS is showing, 
staple or tape the form, and return it through interoffice mail. 

Best wishes in your new job and for a fulfilling career at GSA Thanks again for 
completing the questionnaire. 

============================================== 

D I would like to reteive a summary of the results of this study. 

D I returned the questionnaire on ---------------

~Ai\1E: 
-------------------~-------------------------------------

OFFICE ADDRESS: ___________________ _ 
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APPENDIX C 

FACTOR ANALYSIS FOR '!'HE 

SOCIALIZATION-RELATED LEARNING EXPERIENCES IlfS'l'RUMENT 

A 34-item instrument was developed to assess socialization-related 

learning experiences. The questions were developed to attempt to tap 

three underlying dimensions of the socialization-related learning 

experiences: learning about the organization (norms, values, culture); 

learning how to perform the tasks of the job; and establishing coworker 

relationships. Principal conp:ments analysis was used to estimate the 

number of factors. The principal components analysis indicated that 

there were eight £actors and that the correlation matrices were 

acceptable for factor analysis. Based on these results, further 

analyses were done to attempt to reduce the number of factors. 

Alpha extraction with varimax rotation was performed through SPSS 

on 34 items of the socialization-related learning experiences 

Instrument. This factor analysis resulted in seven factors. Only three 

of the factors had high loadings and seemed to "hang" together. There 

was also some overlap between factors. Items 14 and 23 loaded less than 

.25, which was the cutoff for this factor analysis. After careful 

review of the items that loaded highly, items 2, 4, 8, 11 thru 14, and 

items 23 through 26 were deleted prior to further factor analysis. 

An alpha extraction with varimax rotation was performed on a 

subset of the items in the socialization-related learning instrument. 

This factor analysis was performed using the remaining 23 items. This 

factor analysis resulted in 3 factors, though the percentage of variance 
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explained was only 44%. Some items loaded on more than one factor, but 

there were distinct patterns in the factors. The items that comprised 

the factors were reviewed to see if they appeared to tap a similar 

construct. In addition, various reliabilities were obtained using 

varying combinations of variables that appeared to be related. After 

careful review of the factor loadings and communalities of the 

variables, three factors were selected to use in further data analyses. 

The factors appeared to tap the underlying dimensions posited: job 

lmowledge, acculturation to the company, and establishing relationships. 

The factor loadings for the three factors appear in Table C-1. 
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Table C-1 

Varimax Rotated Factor Matrix for Socialization-Related Learning 

Instrunent 

Job ltnowledgla 
(a = .81 for first five iteaa) 

3. 

1. 

7. 

9. 

5. 

34. 

6. 

10. 

17. 

20. 

16. 

18. 

15. 

21. 

19. 

28. 

I can coaplete aost of ay tasks 
without assistance. 

I know how to perfora •Y job in 
this organization. 

I knaw the tasks I !!IYA.t perfora 
on ay job. 

I can judge which projects are 
really iaportant. 

I know how to prioritize 
assignments. 

overall, I aa pleased with the 
quality of •Y work perforaance. 

I know th• "short cute" I can 
take on •Y job. 

I know what resources are 
available to help .. do ay job. 

Acx:ul. turatian to the Cc:llllpllny 
(• = .82 for first five iteas) 

I know what is ~ valued in 
ay organization to get ahead. 

I know what th• rules are for 
getting ahead in ay 
orqanization. 

I know what the reward syst ... 
are for ay organization. 

I know what th• acceptable illage 
is for •Y organization. 

I know the inforaal rules, 
policies, and procedures of ay 
orvanization. 

I know how often I ahould 
participate in th• 
organization's social events. 

I understand how the perforaance 
appraisal process works. 

I know who the 11 miovers 11 and 
11 shakars 11 are around hare. 

Pact.or 1 Pact.or 2 

.71 

.67 

.63 .27 

.61 

.57 

.55 

.52 

.50 • 27 

.76 

.74 

.64 

.60 

.53 

.53 

.44 

.36 
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l"actor 3 

.32 

.25 

.30 

.30 

ec:-ma-
li ty 

.51 

.49 

.51 

.50 

.36 

.38 

.30 

.38 

.61 

.61 

.43 

.47 

.35 

.31 

.29 

.25 



Factor 1 Factor 2 

Ell't.ablillbi.ng Jlmll.at.ionahi.pe 
(a = .83 for first five iteaa) 

30. I knoW which of ay coworkers are 
likely to be able to answer •Y 
questions correctly. 

32. I know which of •Y coworkers are 
interested in helping ... 

29. 

31. 

33. 

27. 

22. 

I know which of ay coworkers to 
go to when I want to get 
SOMthifl9 done. 

I know which of ay coworkers are 
respected around here. 

I knoW who haJI the power to get 
thif'l911 doha around here. 

I know what ay role is when I'• 
workinq with ay coworkers. 

I know how to handle conflict 
with ay coworkers. 

Percent of Variance: 

. 29 

.29 

.31 .35 

.42 .25 

.34 

31' 

Mota. Th• double lines in each coluan indicate the it ... 
represent the construct iaplied by the factor. 
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APPENDIX D 

FACTOR ANALYSIS FOR SATISFACTION WITH LEARNING EXPERIBNCm 

There were six items developed to assess the new employee's 

satisfaction with learning experiences. Alpha extraction was used to 

estimate the number of factors contained in these six items. Only one 

factor was extracted, with an eigenvalue of 3.15, so the solution could 

not be rotated. The factor loadings appear in Table D-1. Four items 

loaded highly ( . 71 or above) and two i terns loaded slightly lower ( . 57 or 

less). After careful review of the factor loadings for the items, I 

eliminated items 39 and 40. 

The remaining four items were roore closely associated with 

learning experiences, which was the area of interest. The Cronbach 

alpha for these four items was .86. In addition, I obtained alphas for 

various combinations of the six items, but none of them were higher than 

that obtained for the four items used for the Satisfaction with Learning 

Scale. 
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Table D-1 

Factor Loadjng Matrix for Satisfaction with Learning Experiences 

SATISFACTION WITH LEARNING EXPERIENCES (a:.86) 

37. 

36. 

35. 

38. 

40. 

39. 

I aa satisfied with th• support I have 
received on the job. 

I aa satisfied with ay laarninc.; experiences 
on the job. 

Generally, I have had positive experiences on 
the job. 

I aa satisfied with the feedback I have 
received about •Y perforaance on the job. 

I aa satisfied with my organization's 
training" and orientation prograaa. 

Becoaing a -.bier of this organization hu 
been difficult for •· 

Percent of Variance: 53' 
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FACTOR LOADING COHMOJfALITY 

.86 .73 

.81 .66 

.79 .62 

.71 .51 

.57 .31 

.55 .33 



Table E-1 

APPENDIX E 
DJHJGRAPHIC DATA 

Distribrt:ion of Sanple by Job Category 

Job category 

Acquiaiti.on and ~ 
- contract adllinistrator - contracting officer 
- contract specialist - procureaent analyst 

Adlai.niatration 
- aan&98MJlt analyst - program analyst 

Ardti.tacta and lnginller8 

Collputar Servic.. 
- c011pUter proqr .... r - coaputer ayst ... analyst 
- eoaputer progr .... r analyst - inf or.ation syat... specialist 
- eoaputer specialist 

Pi.nancial. llm'1ie; 1t 
- accountant - budget analyst 
- auditor - econoai•t 

-.i Bat.ate 
- appraiAr - property aarketing specialist 
- building unagement - property utilization •pecialist 
- building u.na~t assistant - realty specialist 

SUpply 
- general aupply specialist - shipment clerk 
- inventory manager 

Trmwportation operati.cxw specialist 

other 
- agency liaison officer - physical Acurity specialist 
- assistant field office aanagar - police officer 
- co-..m.ity planner - position classification 
- congressional services specialist 

representative - protective officer 
- conatmer infonaation specialist - public af f aira specialist 
- electrician - quality assurance specialist 
- 911ploy.e development specialist - quality aanagement analyst 
- 911ployee relations specialist - security specialist 
- equipment specialist - special agent 
- interior designer - support .. rvices specialist 
- law clerk - textile technologist 
- Jled..ia apecialist - trainee 
- personnel staffing apecialiat - visual infonaation specialist 
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50 15 

21 6 

34 10 

19 6 

61 18 

98 29 

9 3 

10 3 I 

36 11 



Table E-2 

Sanple Distrihttion by Region 

Rea ion 

Central Off ice 65 19% 
National Capital Region 33 10% 
Region 2 38 11% 
Region 3 57 17% 
Region 4 33 11% 
Region 5 28 8% 
Region 6 13 4% 
Region 7 40 12% 
Region 8 4 1% 
Region 9 32 9% 
Region 10 4 1% 

Percentages have been rounded 
N=347 
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Table B-3 

Saq>le Distribution by Service 

Service Distribution 

Staff (Central Office) 
Information Resource Management 
Off ice of Inspector General 
Federal Property Resource 
Public Building Service 
Federal SUpply Service 

Percentages have been rounded 
N=337 
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49 
37 
22 

7 
165 

57 

i 

15% 
11% 

7% 
2% 

49% 
17% 
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