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ABSTRACT

This study integrates research on socializationpmydhological contracts by examining the
role of socialization tactics and information s&gkin how newcomers evaluate their
psychological contract. Using a three wave lordjital study of newcomers, this study
examines the antecedents of newcomers’ informageaking behavior and psychological
contract fulfillment. The findings suggest thatisdization tactics are positively related to
newcomers’ information seeking behaviors towargsesusor and colleagues. Proactive
personality was also positively related to inforimatseeking behaviors but no support was
found for the effect of general self-efficacy. dnhation seeking behavior toward supervisor
was positively related to newcomers’ perceived @ygl fulfillment of obligations while
information seeking behavior toward colleagues p@stively related to newcomers’
fulfillment of obligations to the employer. Sogcmition tactics was also found to positively
effect perceived fulfilment of both employee amdptoyer obligations. The findings and

implications for the management of newcomers’ peladical contracts are discussed.

KEYWORDS: Psychological contract fulfilment; Socializatidnformation seeking;

Socialization tactics



The Role of Socialization Tactics and Information 8eking

in Newcomers’ Psychological Contracts

At the heart of the employee-organizatielatronship is the psychological contract,
reflecting an unwritten agreement about the reciglrelements of exchanges existing
between an individual employee and the employiggoization (Rousseau, 1995). Rousseau
defines the psychological contract as “individueliéfs shaped by the organization, regarding
the terms of an exchange agreement between indilgidund their organizations” (Rousseau,
1995, p. 9). A prominent strand of empirical reshdhas focused on examining the
consequences of contract breach whereby the engfmreeives that his/her employer has
failed to fulfill one or more obligations. As suydhe evidence strongly supports the
underlying norm of reciprocity whereby employeespeocate their employer contingent
upon their perception of how well the employer haslled its obligations to them.

Perceived contract breach is associated with l@wgyloyee obligations to the employer,
trust, affective commitment, in-role and extra-rpformance (e.g., Coyle-Shapiro &
Kessler, 2002; Johnson & O'Leary-Kelly, 2003; Rsbim & Rousseau, 1994; Turnley,
Bolino, Lester, & Bloodgood, 2003).

Less emphasis has been placed on the formatithre gfsychological contract and on
the development of contract breach despite calladditional research (De Vos, Buyens, &
Schalk, 2003; Robinson & Morrison, 2000; Rouss2801). Furthermore, there is little
empirical work on newcomers’ psychological contsaatd how this exchange relationship
develops in the early stages. When newcomers #r@@rganization, they possess an
anticipatory psychological contract that is a nagleema about the reciprocal exchange
relationship with their employer (Anderson & Thom#896). During the socialization
period, newcomers have to make sense of their neiwoament (Louis, 1980; Weick, 1995)

and this sense making process is seen as crititaétdevelopment of attitudes and behaviors
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that enable newcomers to function effectively witttieir new work environment (Bauer,
Morrison, & Callister, 1998; Morrison, 1993a, 1998aks & Ashforth, 1997a). It also plays
an important role in the adjustment of the newcota¢he organization (Morrison, 1993a,
1993b; Saks & Ashforth, 1997a). Integral to thigsgess is newcomers’ sense making
regarding their psychological contract that is niedibased on interpretations of their initial
organizational experiences which gives rise to aenetaborate, complete and fully formed
psychological contracts.

This study attempts to extend understanding oftoevers’ psychological contracts
by integrating research on socialization therelmyjoling a more comprehensive basis to
understanding the exchange relationship newconemslap with their employing
organization. Specifically, we begin by examinthg role of socialization tactics and
newcomer dispositional factors on information segliehavior. We then examine the
predictive effects of socialization tactics andmhation seeking behaviors on how
newcomergvaluate their psychological contract. Consistétit the focus of the
psychological contract in capturing the exchangevéen the employee and organization, we
focus on the terms of the exchange — the extemhich employees perceive that they are
fulfilling their obligations to the employer andetlextent to which they perceive their
employer as fulfilling its obligations to them. Weunterbalance the emphasis given to
employer behavior in previous empirical studiesbgsidering the role of newcomer
proactivity (i.e. information seeking behaviors)ive evaluation of the psychological
contract.

THEORY
The Psychological Contract as a Mental Model of thEmployment Relationship
Rousseau (2001) proposed a cognitive basis fgosfiehological contract that is

grounded in the concept of schema. A schema isrdahmodel of conceptually related



elements that gradually develops from experiencegandes the way novel information is
organized (Stein, 1992). Schemas typically affieetperception of incoming information, the
retrieval of stored information, and inferencesdukgn that information, thereby simplifying
the process by which people make sense of evedtsimmations (Fiske & Taylor, 1984).
Individuals hold schemas regarding the employmelationship — guiding beliefs about the
nature of a typical employment relationship and thfluences how an individual interprets
the cues and signals from the organization (Rouss€95, 2001; Shore & Tetrick, 1994)
and also guides his/her interpretation and redatle®f promises that exist within any
specific employment relationship (Morrison & Rolons 1997).

Organizational influences seem to play an impaontake in shaping an individual’s
psychological contract during the socializationipeétr Rousseau (2001) argues that on the
job saocialization is an important influence on adividual’s psychological contract and
others have suggested that socialization may atfectvay employee evaluate his or
psychological contract (e.g., Robinson & Morris2f00). Organizations can manage the
adjustment of newcomers through the adoption absimation tactics defined as “ways in
which the experiences of individuals in transitfoam one role to another are structured for
them by others in the organization” (Van Maanenchén, 1979, p. 250). Van Maanen and
Schein (1979) proposed six bipolar tactics thaapizations can use to structure the
socialization experiences of newcomers (i.e., ctite vs. individual, formalvs. informal,
sequential/s. random, fixedss. variable, serials. disjunctive, investiturgs. divestiture)
thereby influencing the role orientations that nemers ultimately adopt and their
subsequent adjustment to the organization. Tleesed can be arranged on a single
continuum from individualized to institutionalizedcialization (e.g., Bauer et al., 1998).
Institutionalized tactics reflect a structured peog of socialization that provides information

to reduce uncertainty and anxiety inherent in eadyk experiences. It also encourages



newcomers to passively accept pre-set roles thustamang the status quo. Individualized
socialization tactics reflect a relative absencstafcture creating ambiguity thereby
encouraging newcomers to challenge the status mghaevelop their own approaches to
situations (Ashforth & Saks, 1996).

Notwithstanding organizational influences, newcosraso have a powerful motivator
to make their psychological contract schema moneptete by actively searching for
additional information as this will reduce uncemtgiand make their experiences more
predictable (Shore & Tetrick, 1994). Work in tleemlization literature have also
emphasized the usefulness of proactivity on theqgfahe newcomer (e.g., Ashford & Black,
1996; Major & Kozlowski, 1997; Miller & Jablin, 199 Morrison, 1993a, 1993b; Ostroff &
Kozlowski, 1992; Reichers, 1987; Saks & AshfortB9a; Wanberg & Kammeyer-Mueller,
2000). As the organization cannot possibly prodll®f the information and socialization
that an employee needs, the employee must make maaetive efforts to learn how things
are done (Schein, 1968) and to “become fully adpigtsiders” (Fisher, 1985, p. 39).

Information seeking, as one form of employee ptigdyg seems to be particularly
relevant to newcomers because “as schemas, psgotalloontracts are often relatively
incomplete in their initial phases, motivating widuals to seek out and integrate new
information to better understand their employmefdtionship” (Rousseau, 2001, p. 523). It
can be viewed as a process that newcomers uséuoerencertainty and make sense of their
new situation (Saks & Ashforth, 1997a) thereby ekiueg their own socialization (Morrison,
1993a, 1993b; Ostroff & Kozlowski, 1992). Empitiexidence supports the contention that
frequency of information seeking is positively telhto newcomer adjustment (e.g.,
Morrison, 1993a; Morrison, 1993b; Ostroff & Kozlokis1992; Saks & Ashforth, 1997b;

Wanberg & Kammeyer-Mueller, 2000).



HYPOTHESES

Antecedents of Information Seeking

Organizations can influence the information seekielgaviors of newcomers through
its socialization tactics. Wanous and Colella @38ghlight the importance of informational
mechanisms in explaining the relationship betwesmiatization tactics and newcomer
adjustment. The type of socialization tactics addfby the organization may influence the
degree and type of information provided to newcanagrd also the opportunities available to
newcomers to acquire information. Institutionatizecialization tactics provide newcomers
with information that reduces uncertainty (Jon&86) and opportunities to acquire
information (e.g., Mignerey, Rubin, & Gorden, 19%#ks & Ashforth, 1997b). According to
Mignerey et al. (1995) institutionalized socialipattactics “provide a structure that enables
newcomers to communicate more readily with cowarleard superiors. With such a
structure in place, newcomers are better able taimbformation, about the organization and
reduce the uncertainty associated with assimilatioma new work environment” (p. 77).

Empirical research has shown that institutionaligecialization tactics are related to
more frequent information acquisition because {re@yide newcomers with formalized and
structured opportunities to interact with insidergontrast to individualized socialization that
is more informal and reflects a relative absencgtrofcture (Ashforth, Saks, & Lee, 1997).
Therefore, because institutionalized socializataartics involve more information-laden
experiences (Jones, 1986), provide newcomers withdl opportunities to work with and
interact with insiders, and reflect a more strustiprogram of socialization (Ashforth et al.,

1997; Mignerey et al., 1995), we hypothesize thiedoang:

Hypothesis 1: Institutionalized socialization tactics are positively related to the

frequency of information seeking behaviors.



A second influence on newcomer proactivity (irgormation seeking behavior) is the
dispositional characteristics of the newcomer (Retis, 1987). Jones (1983) and Morrison
(1993a) highlight the importance of examining dsfional factors in order to more fully
comprehend newcomer proactivity. Here, we focusaandispositional characteristics:
proactive personality and general self-efficacy.

Proactive personality, as defined by Crant (200fgrs to an individual's propensity
engage in proactive behavior, that is, to takeoadib influence their environment. Bateman
and Crant (1993) initially introduced the constriectiepict differences among individuals in
the degree to which they search out opportunitigssarive to challenge and modify their
current surroundings. Proactive individuals adyiveéentify opportunities to make change
and are likely to persist until such changes haweioed. In contrast, less proactive
individuals fail to search out and identify opparities for change and rather passively adapt
to the status quo. In the context of socializatfoactive individuals will be more likely to
influence their situation by engaging in informatigeeking behaviors. Because proactive
individuals are motivated to attain personal goaksexpect that they will be more inclined
than less proactive individuals to actively sedkrimation as this enables them to search out
opportunities and to challenge and modify theirent surroundings. We explore this with

the following hypothesis:

Hypothesis 2a: Proactive personality is positively related to the frequency of

information seeking behaviors.

Although research on self-efficacy has focused ain task-specific self-efficacy
(SSE), Eden (1988; 1996) has suggested that ageoexal, trait-like aspects of self-efficacy
(i.e., general self-efficacy) is also useful whem @s trying to understand performance over

time. Eden (1996) defined general self-efficacpE}pas “one's estimate of one's overall



ability to perform successfully in a wide varietiyahallenging achievement situations” (p. 9).
GSE captures individual differences in people'siéeicy to view themselves as capable of
meeting task demands in a wide variety of situatioBeveral researchers (Eden, 1988, 1996;
Judge, Locke, Durham, & Kluger, 1998) have propdbatl GSE is a trait-like construct that
captures the generality dimension of self-efficéafy, Bandura, 1997).

The empirical evidence linking self-efficacy toanfation seeking behaviors is
mixed. Brown, Ganesan and Challangalla (2001)dadbhat individuals high on self-efficacy
were more likely to engage in information seekiefdwviors whereas Major and Kozlowski
(1997) empirically demonstrate that newcomers lowalf-efficacy were more likely to
engage in information seeking behaviors, especvatign task interdependence and
accessibility are high. Following Major and Kozlki'(1997), we argue that individuals
high in self-efficacy will be less likely to searoht additional information as they view
themselves as capable of meeting the demands otinfyjadhem and are more self sufficient.
Two forces may motivate proactivity in low selfieticy newcomers (Major & Kozlowski,
1997). First, the newcomer’s low self-efficacy nimeya reflection of the lack of competence
or task mastery, whether real or imagined (Majdfé&zlowski, 1997). Therefore, low self-
efficacy may prompt newcomers to search for tasf, lgeidance and reassurance from
others to overcome the perceived deficiency oebatieet work responsibilities (Morrison,
1993b). Second, anxiety may compel the low sditaty newcomer to proactively seek
information (Louis, 1980). The low self-efficacgwcomer is more likely to be feeling

anxious (Saks, 1994) and may seek informationrasans of anxiety reduction.

Hypothesis 2b: Salf-efficacy is negatively related to the frequency of information

seeking behaviors.



Antecedents of Perceived Psychological Contract Riulment

The primary theoretical models on factors shapmgleyees’ perceptions of
psychological contract fulfillment are presentedRyusseau (1995) and Morrison and
Robinson (1997). However, Ho and Levesque (20@)ethat both models ignore the role
of social influence in shaping how individuals exatk the fulfillment of the psychological
contract. This influence may be particularly impot in the context of newcomers, as by
their very nature, newcomers have limited expegandhe organization and hence
incomplete information on the nature of their enyptent relationship. Therefore, they may
be more open to the effects of social influencesetlan their desire to reduce uncertainty and
to have greater predictability in their exchandatrenship with the employer.

Initial empirical evidence supports the contentioat third parties influence how
employees evaluate psychological contract fulfitin@gio & Levesque, 2005). We argue that
information seeking behaviors can assist newcomeargerpreting promises made by the
employer as well as evaluating how well those psamihave been met. As noted by
Rousseau (2001), the social context and in paatigoformation received from coworkers
and supervisors can aid employees in interpretieg employer’s signals (either signals
relating to obligations of the employer or emplopddéigations to the employer). Thus,
newcomers may test out their interpretations of thigigations to the employer or the
employer’s obligations to them as a way of checKthg reality” of their understanding of
their psychological contract. This may lead t@w@sion of the terms of the exchange based
on feedback from the social context that improwesdccuracy of the newcomer’s
psychological contract schema. In addition, newa@m evaluating how well the employer
has fulfilled its obligations may revise their avaiive judgment based on influences from

peers and supervisor. The same influence is atsothesized to influence newcomers’
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perceptions of their obligations to the employewad as their evaluation of how well they

are meeting those obligations. We examine thik thié following hypotheses:

Hypothesis 3a: Information seeking behaviors are positively related to perceived

fulfillment of employer obligations.

Hypothesis 3b: Information seeking behaviors are positively related to perceived

fulfillment of employee obligations.

The previous hypothesis views newcomers as takprgactive role in managing their
relationship with the organization. However, cetesnt with a traditional approach to
socialization, organizations can also purposefufnage the adjustment of newcomers
through its socialization tactics. Research dernates a positive relationship between
institutionalized tactics and perceived value coegce (Grant & Bush, 1996) and person-
organization fit (Cable & Parsons, 2001). As tleisearch suggests, organizations can take
steps to ensure greater congruence between emplageehe organization.

Given that newcomers have incomplete psychologieatract schema, they are more
amenable to change than when they are completeteid Rousseau (2001) argues that
trusted, clear and explicit sources of informatioat are consistently portrayed are more
likely to identify what employees and organizatibmegresentatives need to do to fulfill their
obligations to each other. Guest and Conway (2@f1)d that job and recruitment related
information was negatively associated with perogigentract breach. Thus, it would appear
that providing high-quality information is one effeye mechanism for minimizing the
occurrence of contract breach. In this respeciaipation tactics adopted by the
organization may influence the degree and typafofiation provided to newcomers and
also the opportunities available to newcomers tuge information. By providing
newcomers with formalized and structured opportesito interact with organizational
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insiders, newcomers are more likely to developcurate and realistic schema of what is
expected to occur in the organization and whaxpeeted of him/her in return. Based on
Morrison and Robinson’s (1997) argumentation, wgiarthat socialization, and more
especially socialization tactics will affect thegdee of similarity between the newcomer’s
schema regarding the employment relationship amd¢chema held by organizational agents.
When organizations rely on a highly institutionatizsocialization process, we expect
newcomers to have a similar interpretation of thehange to that held by agents of the
organization. This implies more congruence, ancéenhigher probability of perceiving that
each party has fulfilled its commitments towards dither. Therefore we propose the

following hypotheses:

Hypothesis 4a: Institutionalized socialization tactics are positively related to

perceived fulfillment of employer obligations.

Hypothesis 4b: Institutionalized socialization tactics are positively related to

perceived fulfillment of employee obligations.

METHOD

Sample and Procedure

The data for this study were collected in thre@egaover a year amongst newcomers
in three large Belgian organizations. At Timehk survey was administered to 537
newcomers, of which 364 responded (67%). At Tinfei2 months subsequent to
organizational entry), of the 364 respondents ateli, 241 responded yielding a 66%
response rate. 159 responded to the Time 3 s@sueynonths subsequent to time 2) giving a
response rate of 66%. The time intervals weredaresocialization literature research
suggesting that 6 months and 12 months are meatingégrvals in the socialization process
(Bauer et al., 1998). Respondents were assiga@ijae ID so that we could match their

12



surveys at the three different time periods.

At Time 3, respondents' ages ranged from 20 tgea2s with a mean of 28 years.
54% of respondents were men. Degree-related wqrrence ranged from 0 to 33 years,
with an average of 4 years and 1 month. No sicpguifi differences were found between
newcomers who responded to Time 1 and 2 and thbea&gponded to Time 1 only and no
significant differences were found between those védsponded to Time 2 and 3 and those
who responded at Time 2 only.

Measures

All measures were submitted to exploratory factalgsis to assess unidimensionality
and convergent and discriminant validity. ltemedim the final measures had factor
loadings greater than .5 on the intended consémdtno cross loadings greater than .25.
Except where otherwise noted, all measures weredbas a 5-point Likert-type scales
ranging fromstrongly disagree (1) tostrongly agree (5) with neither agree nor disagree (3)
as the midpoint.

Proactive personality. Proactive personality was measured at the Tinféné& degree
of proactive personality was assessed with a tan-ghortened version of Bateman and
Crant's (1993) 17-item Proactive Personality Scadlee shortened version of this scale is
comprised of the 10 items with the highest avefag®r loadings based on results reported
by Bateman and Crant (1993). This shortened $@dalemonstrated adequate levels of
reliability and construct validity in previous reseh (e.g., Seibert, Crant, & Kraimer, 1999;
Seibert, Kraimer, & Crant, 2001). Proactive pesdity measures individual’s ability to
anticipate future needs and respond to them. A kaitgm includes “If | believe in an idea,
no obstacle will prevent me from making it happe@tonbach’s alpha for the scale was

0.80.
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General self-efficacy. General self-efficacy was measured at the Tinhg degree
of general self-efficacy was assessed with theteigin New General Self-Efficacy Scale
(Chen, Gully, & Eden, 2001). This scale has dernratesd adequate levels of reliability,
construct validity and stability over time in passearch (e.g., Chen et al., 2001; Chen, Gully,
Whiteman, & Kilcullen, 2000). This measure capsua@ individual’s beliefs relating to
having the ability and resources to perform sudoéigsn a wide variety of challenging
achievement situations. A sample item includemilconfident that | can perform effectively
on many different tasks”. Cronbach’s alpha forsbale was 0.84.

I nformation seeking behaviors. Information seeking behaviors were measureleat t
Time 2. The extent to which employees proactigather information from their immediate
supervisor and their coworkers was assessed usmfiie-item scales developed by Ashford
& Black (1996). We asked how frequently in thetmas months study participants sought
five different types of information from their supesor and from coworkers. These included:
(a) overall job performance (appraisal informatjdb) role demands and expectations
(referent information), (c) values and attitudeshaf firm (social information), (d) technical
aspects of the job (technical information), andefg)ected behaviors and attitudes (normative
information). Respondents were asked to answetethéems along a five-point scale scored
as follows: (1) “never”; (2) “a few times a montt(3) “a few times a week”; (4) “once a
day”’; and (5) “a few times a day”. Factor analysieduced distinct factors based on the
source of information: supervisor and coworkersonBach’s alpha was .80 for both scales.

Socialization tactics. Socialization tactics were measured at the TAmé&lewcomers
reported the socialization tactics they experiennodtieir organizations by responding to
guestions from the socialization scale developeddnes (1986). Jones (1986) developed six
five-item self-report scales to operationalize abzation tactics. Given the longitudinal

nature of this research and our concerns aboubmesprate, we elected to keep the survey as
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short as possible and did not employ all of Jo(iE886) 30 items. Instead, we selected
eighteen items: three items from each of the sixasi@ation tactics that loaded highest on
Jones’ proposed socialization factors (i.e., cantntent, and social aspects). This
approach has been used in other studies (e.g.e @Barsons, 2001).

We conducted a principal component factor analygtis varimax rotation on the
socialization items. Results revealed a 3-faadtution (with eigenvalues greater than 1) that
accounted for 68% of the variance and clearly sttppdalones’ (1986) 3-factor
conceptualization. The factors representing distiimensions of socialization were
sufficiently internally consistent to combine irgimgle composite indices of dimensions of
socialization tactics. The items of each sociéiliratactics dimension were averaged to form
a scale, with higher values representing a greltgree of institutionalized context, content
and social aspects. Cronbach’s alpha was 0.8Méocdntext scale, 0.91 for the content scale,
and 0.84 for the social scale.

Perceived fulfillment of employer obligations. Perceived fulfillment of employer
obligations were measured at Time 3 using a thoty-item scale tapping the typical
dimensions of the employment relationship studredrevious research (e.g., Coyle-Shapiro
& Neuman, 2004; De Vos et al., 2003; Rousseau, ;1980re & Barksdale, 1998): (1) salary
and rewards; (2) job content; (3) social atmosph@ngob security and stability; (5)
development opportunities; (6) work-life balanc®,Work environment. Respondents were
asked to indicate to which extent they believed tiha@ir employer had provided the list of
employer obligations along a five-point Likert ssahnging from (1) “not at all” to (5) “to a
very great extent”. Cronbach’s alpha for the seas 0.94.

Perceived fulfillment of employee obligations. Perceived fulfillment of employee
obligations were assessed with a thirty-four ite@ales tapping the typical dimensions of the

employment relationship studied in previous redeéeag., Coyle-Shapiro & Neuman, 2004;
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De Vos et al., 2003; Rousseau, 1990; Shore & Batksd998): (1) performance; (2) ethics
and integrity; (3) commitment and loyalty; (4) at&n and flexibility; (5) working
relationships; and (6) update and developmentité sknowledge and abilities.
Respondents were asked to indicate to which efftegtbelieved that they in practice
fulfilled the list of obligations along a five-pdihikert scale ranging from (1) “not at all” to
(5) “to a very great extent”. Cronbach’s alphatfog scale was 0.88.
RESULTS

Table 1 presents the means, standard deviatindsngercorrelations of the study
variables. We tested the remaining hypotheses Usangrchical multiple regression
controlling for gender, age, number of jobs andjterof prior work experience in step 1 of

all the equations.

Hypothesis 1 predicted that socialization tacticslld be positively related to the
frequency of information seeking. As Table 2 shaive content of socialization is positively
related to information seeking behaviors towarddsingervisor £ = .21, p < .05) and the
context of socialization is positively related tdarmation seeking behaviors from coworkers
(6 = .21, p < .05) providing partial support for hyipesis 1. Hypothesis 2a is supported.
Proactive personality is positively related to mh@ation seeking toward the supervisé=(

.22, p <.01) and information seeking toward coveosk = .18, p <.05). However,
hypothesis 2b is not supported as general selfagf§i is not related to information seeking
behaviors.

Hypotheses 3a and 3b suggested that informatidangebehaviors would be

positively related to perceived fulfillment of emgkr and employee obligations. As Table 3
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shows, information seeking toward the supervis@ositively related to perceived fulfillment

of employer obligationsf(= .21, p < .01), thus providing partial support igpothesis 3a.

Information seeking toward coworkers is positivediated to perceived fulfillment of

employee obligationg?(= .17, p < .05) thus providing partial support figpothesis 3b.
Hypotheses 4a and 4b suggested that socializ@ibics would be positively related

to perceived fulfilment of employer and employd®igations. As Table 3 shows, the

content § =.19, p <.05), the context € .21, p < .05) and social aspe@s=(.27, p <.001)

of socialization are positively to perceived futfient of employer obligations thus supporting

hypothesis 4a. The conteyt£ .18, p < .05) and social aspegis=(.20, p < .05) of

socialization are also positively to perceivedifinifent of employee obligations, while the

content of socialization is not. Thus, hypothddiss partially supported.

DISCUSSION

In answering the call for additional research oycpslogical contracts during
organizational socialization (Rousseau, 2001; Tragld ekleab, 2004), our study suggests
that newcomer proactivity and socialization tacégert important influences on how
newcomers evaluate their psychological contract.

First, our findings highlight the importance otsdization tactics and proactive
personality in affecting information seeking belwasi In relation to the former, a key
finding is that the socialization dimensions hawbferential effect on information seeking
behavior toward different sources. Although pregiempirical research has demonstrated
that an institutionalized approach to socializat®positively related to newcomers’

opportunities to acquire information (Chao, Kozl&w#/1ajor, & Gardner, 1994; Cooper-
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Thomas & Anderson, 2002; Mignerey et al., 1995;sS&alAshforth, 1997b), by adopting
Jones’ (1986) 3-factor conceptualization of soz&tlon tactics, we were able to discern
differences amongst the effect of socializationetisions. When newcomers experienced
sequential and fixed socialization (i.e., they reee information concerning the sequences
and timetables associated with career progressioey,are more likely to seek information
from their supervisor than when they experiencethisée and random socialization. This
may be a result of newcomers’ viewing supervisereaving greater knowledge concerning
potential career development. Newcomers were til@ky to seek information from their
coworkers when they experienced collective and &socialization than when they
experienced individual and informal socializatidPresumably, when newcomers
experienced collective and formal socializatios.(ithey are put together and they are
provided with a common set of learning experieraras off-the-job training), it facilitates
opportunities to access and seek out informatiom fother newcomers.

Consistent with empirical evidence (Major & Kozlsky, 1997; Morrison, Chen, &
Salgado, 2004; Wanberg & Kammeyer-Mueller, 2000},results highlight the importance
of considering dispositional characteristics in enstinding newcomers’ information seeking
behavior. In particular, newcomers with higher gtoe personality were more likely to seek
information from their supervisor and from theimawkers. Because proactive individuals
actively identify opportunities to make change anellikely to persist until such changes
have occurred, they are more likely to engageformation seeking behaviors to attain their
personal goals. By showing that information-segksaffected by proactive personality, our
research confirms the idea that newcomers varyarektent to which they proactively
engage in behaviors (Reichers, 1987). Specifictiig study extends findings that have
related proactive information seeking to a limitednber of individual-difference variables,

including self-efficacy (Major & Kozlowski, 1997¢xtraversion (Wanberg & Kammeyer-
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Mueller, 2000), and self-assertiveness (Morrisoale2004). However, we found no support
for the effect of general self-efficacy in predmgiiinformation seeking behaviors. This sits in
contrast to other empirical research that sup@opssitive (Brown et al., 2001) and a
negative (Major & Kozlowski, 1997) relationship ieen self-efficacy and information
seeking behaviors.

In looking at the consequences of information segkehaviors, our results show that
the sources of information seeking (i.e., coworlkard supervisor) play a distinct role in
newcomers’ evaluation of how well they perceivedhgployer as fulfilling its psychological
contract and also how well they report fulfillingeir psychological contract to the employer.
Specifically, newcomers reported a higher percepoiofulfilment of employer obligations
when they engage in information seeking from teapervisor. Because the immediate
supervisor can be viewed as a representative ajrtfgnization and as a purveyor of
resources (Liden, Bauer, & Erdogan, 2004), newcem#o seek information from their
supervisor are likely to have more accurate pereeptregarding the organization’s
obligations to them which in turn may lead to a enpositive evaluation of how well the
organization has fulfilled those obligations. To@nfirms the role of the supervisor as the
chief organizational agent in establishing and ta@mmg the psychological contract (Shore
& Tetrick, 1994) particularly during organizatiorsdcialization.

In evaluating their own psychological contracfifithent, newcomers who engaged in
information seeking from coworkers reported highfiliment of their obligations to the
employer. By seeking information from their cowers, newcomers are more likely to gain
more accurate interpretations of what is expecteédem by the organization. They may also
use coworkers as referents in evaluating how el @are fulfilling their obligations to the
organization. Using coworkers for information ikeas risky strategy for newcomers than

seeking information from the supervisor in term$iofv well they are fulfilling their side of
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the exchange. Together, these results suggestdhatomers rely on different informational
sources in evaluating the degree to which theygpeedhemselves and their employer as
fulfilling their respective obligations. This exids the findings of Ho and Levesque (2005)
by differentiating between sources of social infloe for the evaluation of each party’s
fulfillment of their obligations.

Furthermore, socialization tactics are also imgoarin shaping newcomers’ evaluation
of their psychological contract. Newcomers arearlikely to perceive that they have
fulfilled their own obligations towards the orgaaiion them when they experienced serial
and investiture-oriented socialization (i.e., thegeived positive social support from
experienced organizational members) than whendRpgrienced disjunctive and divestiture-
oriented socialization. Presumably, interactinthveixperienced organizational members that
act as role models and receiving social suppop helWwcomers to fulfill their obligations
towards the organization. In addition, our resalt® revealed that newcomers were more
likely to perceive that their organization had iliefl obligations towards them when they
experienced institutionalized socialization. Firstwcomers report a higher perception of
fulfillment of employer obligations when they exj@rced collective and formal (i.e., they are
provided with a common set of learning experieraras off-the-job training) socialization
than when they experienced individual and inforewialization. Indeed, formal and
collective practices are designed by organizatiorensure that newcomers receive a
common message about the organization’s valuet@ndhey should interpret and respond
to situations (Van Maanen & Schein, 1979). Secaedjcomers report a higher perception
of fulfillment of employer obligations when theypetienced sequential and fixed (i.e., they
received information concerning the sequencesiamgtdbles associated with career
progression) socialization than when they expeadna@ariable and random socialization.

Finally, newcomers report a higher perception tflionent of employer obligations when
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they experienced serial and investiture (i.e., thay the opportunity to access and to learn
from insiders) socialization than when they experesl disjunctive and divestiture
socialization.

In summary, this study extends both psychologicatract and socialization
literatures in a number of ways. First, while poexs socialization literature has confirmed
the role of newcomer proactive behaviors and siaeitibn tactics on newcomer adjustment,
our research also suggests that these key variahilles socialization process also influence
psychological contract fulfillment by affecting neamers’ evaluation of how each party has
fulfilled its obligations towards the other. Sedothis research responds to previous calls for
additional research on the formation of the psyadichl contract and on the development of
contract breach (De Vos et al., 2003; Robinson &rdon, 2000; Rousseau, 2001). With
this research, we advance knowledge on how psygiwallocontract fulfillment is influenced
by both the individual and organization during angational socialization. Finally, our
findings suggest that how an individual evaluakesrtpsychological contract is better
understood and studied in a social context.

Limitations

In interpreting the findings of this study, theléaling limitations must be considered.
A first concern in our research is that it reliedself-reports. However, self-report data is
generally accepted both in organizational sociibnaresearch when the research is
concerned with determining newcomer perceptionsiapdychological contract research
because the evaluation of the psychological isretitéy idiosyncratic and subjective.
Moreover, past research has argued for the usslmfesubjective measures over and above
objective techniques (Kristof, 1996; Nicholson & ®Y€1988) and has shown self-reports to
have greater predictive power than more objectiethods (Ashforth & Saks, 1996).

Although self-reports of personality, informatiogeging, socialization tactics, and
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psychological contract fulfillment were appropridigture research should supplement self-
reports with data from supervisors and/or from cdwecs, for assessing level of socialization
and fulfillment of obligations.

A related issue concerns the potential for commethod variance since all the
variables were assessed using survey measured) mhig have inflated the observed
relationships. Several factors mitigate some conabout common method variance. First,
the use of multiple measurement occasions redudegoes not eliminate all common
method bias. As such, different patterns of reteghips were observed for the relationships
between personality, information seeking, sociéliratactics, and perceived psychological
contract fulfillment. Second, the measures of soorestructs (e.g., perceived fulfillment of
employee obligations) may have been inflated duselisenhancement bias. However, as
Robinson and Morrison (2000) noted, this bias distmaakes it more difficult to find a
significant effect for these variables. Indeedated reports of perceived psychological
contract fulfillment would create range restricsamn these variables, and would reduce the
magnitude of the observed relationships betweerepard psychological contract fulfillment
and its antecedents. Finally, Ostroff and Kozlow$R92) propose that asking respondents
to give a large number of ratings, as occurrethéndurrent research, reduces the likelihood
that self reports lead to increased common metlodmnce through memory effects.
Consequently, although method variance is a condasnot a likely explanation for the
major findings of this study.

A final limitation is that no account was takentloé potential change from Time 1 to
Time 3 when the dependent variables were measufeaajor changes have occurred during
the socialization process (e.g., change of supanyithis may have introduced a
measurement error into the results. However, cagithe antecedents and the dependent

variables at different measurement occasions isvommin socialization research.
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Practical Implications

To the extent that a firm’s success depends oefthetive management of the
psychological contract, this study suggests thaiuigh an effective socialization process,
newcomers can more easily make sense of mutugabioins inherent in the employment
relationship. By investing in socialization tastiorganizations can reap valuable returns as
newcomers positively evaluate how each party hifiléd its commitments towards the
other. Specifically, a highly institutionalizedcsalization process (i.e., content, context and
social aspects of socialization) appears to reptébest practices” in terms of helping
newcomers perceive that their organization hadladftheir obligations toward them and
also influencing newcomer adjustment by helpingrthe fulfill their duties and obligations
associated with their new role.

In addition, organizations should provide inivais (e.g., training, mentoring),
incentives, and/or support for encouraging newcsimeformation seeking during
organizational entry. Although such strategiessmmmewhat risky in that they are stressful,
they appear to offer an effective means for helpieggcomers to develop a more accurate
mental schema of the employment relationship. Tassuggested by Ostroff and Kozlowski
(1992), organizations should encourage new emptolgeengage in these strategies, but
should also try to minimize their negative impgarhaps through stress reduction programs
and increasing the availability of interpersonalrses for providing a social support network.

Finally, the key role played by supervisors andiaders during socialization
suggests that that organizations would benefitsiders (newcomers’ coworkers and
supervisors) were given training to understand besgt to help newcomers (Ostroff &
Kozlowski, 1992). On the one hand, socializatiesearch suggests that coworkers are
important during socialization for learning aboatigl and normative information (Morrison,

1993a). On the other hand, supervisors are ngtkay models for newcomers, but they also
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mediate information from the broader organizatiaradtext, especially for job- and
performance-related information (Morrison, 1993&herefore, it might be beneficial to
develop socialization programs, which train orgatianal insiders to facilitate newcomers'
socialization as well as to encourage newcomeaslopt useful learning strategies by
emphasizing what content areas are important anckd¢éearn about them.

Future Research

Our study focused on two predictors (proactive geatity and general self-efficacy)
of newcomer information seeking. However, we h@ithat the search for additional
determinants of information seeking is critical #e®e of its role in the newcomer adjustment
during organizational socialization. Based on ey theoretical work (Miller & Jablin,
1991; Morrison, 2002; Reichers, 1987), we encouragearchers to identify additional
dispositional and situational factors that areliike affect the perceived value of information
and the risks a newcomer will be willing to takegather information.

In looking at the consequences of information segkehaviors on psychological
contract fulfillment, our results showed that tlegcee of information seeking from different
sources (i.e., coworkers and supervisor) playdadrafeant and distinct role in newcomers’
evaluation of how well they perceive the employefufilling its psychological contract and
also how well they report fulfilling their psychaial contract to the employer. Future work
could explore whether different of information (apgal information, referent information,
social information, technical information and notiwa information) differentially impact
newcomers’ evaluation of psychological contactilintient.

Future research could also explore potential nmashes linking socialization tactics
and proactive information to newcomers’ evaluavbtheir psychological contract. This
relationship might be explained by a decrease wtoeer expectations and/or an increase in

congruence between newcomers’ and organizatiosalers’ schemas. Based on the realistic
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job preview literature, we argue that informati@elking and socialization tactics may
positively affect the evaluation of psychologicahtract fulfillment through the development
of more realistic perceptions of employee and eygrlobligations. Newcomers tend to have
inflated expectations about some aspects of a abyWj/anous, 1982, 1992). By seeking
information from different organizational sourcesldy experiencing an institutionalized
socialization process, newcomers develop moresteainformation about the mutual
obligations included in their psychological contrachrough these socialization processes,
newcomers may come to place less value upon prelyianticipated positive aspects that do
not actually occur, and erect defenses againstddymnanticipated negative aspects that do
actually occur. As a result, proactive newcombas experience institutionalized
socialization are more likely to positively evaleidihe fulfillment of their psychological
contract.

Based on the psychological contract literatureaise believe that information
seeking and socialization tactics may positivefgetfthe evaluation of psychological
contract fulfillment by enhancing the congruenceéhef schema of newcomers and
organizational insiders. Drawing on Morrison armbRson (1997, 2004), we argue that
information seeking and socialization tactics dftbe degree of similarity between an
employee's schema regarding the employment refdtiprand the schema held by
organizational agents. When newcomers seek outnnaftion from organizational insiders
about the employment relationship (i.e., expectedrdutions and inducements) and when
newcomers experience a socialization processgHairly institutionalized, newcomers are
more likely to develop a schema that is similathimse held by agents of the organization.
This implies less incongruence, and hence a higtwrability that the psychological contract
will be positively evaluated. Future research daerpirically test these potential mediating

factors.
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Conclusion

This study extends psychological contract thegrgXxamining how newcomers
evaluate their psychological contract in the eathges of their relationship with their
employer. The findings highlight the importanceso€ial influence in affecting how
newcomers evaluate the fulfillment of their psydustal contract. In addition, the
socialization tactics adopted by organizationauerficed the degree to which newcomers
evaluated the fulfillment of their own obligatioas well as the fulfilment of the employer’s

obligations.
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TABLE 1
Means, Standard Deviations, and Correlations for Stdy Variables

Variable Mean SD 1 2 3 4 5 6 7 8 9 10 11 12 13
1. Gender 1,47 0,50 -
2. Age 28,63 7,14 - 25*
3. Number of jobs 1,39 1,46 -20* |76** —
4. Months of experience 58,55 80,04 -,19* |91*pe*+*  —
5. Proactive personality 364 048 -13 ,13,16* 03 -
6. Self-efficacy 392 046 -17* 21** 19* 18* | 32** —
7. Content of soc. 2,86 097 ,10 -,18* -22%16* ,04 ,09 -
8. Context of soc. 3,18 0,85 ,05 ,03  -05,05- ,07 -10 A TH*
9. Social aspects of soc. 3,70 0,80 -06 7 -0-09 -,07 -,08 ,06 ,23%%  22%* —
10. IS from supervisor 261 080 ,01 ,10 ,00,00 ,23** 05 21%%  19* 06 -
11. IS from colleagues 249 081 -09 -01 -0201 ,24* 08 16 21% - 04 45%*
12. Fulf. of Er Obligations 356 052 -02 3,0 -07 -04 ,03  -,02 B7FF*36** 30rkx 18 02 -
13. Fulf. of Ee Obligations 4,15 0,40 ,08 ,08 ,02 ,03 19 19*%  26%%* 256%  28%* 14 7% 45—

Note. Content of soc. = context of socialization; @xiof soc. = context of socialization; social agpef soc. = social aspects of socialization; .f
of Er Obligations = perceived fulfilment of empkayobligations; Fulf. of Ee Obligations = perceiatfillment of employee obligations; IS from
supervisor = information seeking from supervis8rfiom colleagues = information seeking from cajiess.

#k < 001**p<.0l *p<.05
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TABLE 2

Predictors of Information Seeking Behaviors

Information-Seeking
from the Supervisor

Information-Seeking
from the Colleagues

Predictor Variables B R? A R? B Re2 AR?
Step 1 .07 .01
Gender .05 -.10
Age .63** -.03
Number of jobs -12 -.03
Years of experience -.48* .01
Main effect :
Socialization Dimensions
Step 2 A2 .05* .08 .07*
Content 21% .09
Context .04 21*
Social .02 -11
Main effect :
Proactive personality
Step 2 A1 .04** .07  .06**
Proactive personality 21%* .25%*
Main effect :
Self-Efficacy
Step 2 .07 .002 .01 .005
Self-efficacy .05 .07
Note. ** p < .001 * p<.01 *p<.05
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TABLE 3

Predictors of Psychological Contract Fulfillment

Perceived Fulfillment

Perceived Fulfillment

of Employer of Employee
Obligations Obligations
Predictor Variables B R2 A R? B R? A R?
Step 1 .01 .04
Gender -.03 12
Age .05 37
Number of jobs -12 -.05
Years of experience -.01 -.24
Main effect :
Information-seeking (1S)
Step 2 .05 .04* .07 .03*
IS from the supervisor 24%* .03
IS from the colleagues -.10 A7
Main effect :
Socialization Dimensions
Step 2 23 22%** A4 10%*
Content 19* .06
Context 21* .18*
Social 2 T*** .20*
Note. ** p < .001 ** p<.01 *p<.05
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