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Abstract
Upon joining a new organisation, new hires (newcomers) can struggle to fit in and adapt to a
new work environment. This adjustment process, known as organisational socialisation (OS),
can be made easier through social integration between the newcomers and the insider
employees of the organisation (co-workers). Specifically, co-workers can offer newcomers
valuable support and knowledge about the organisation and job responsibilities. This study
aims to examine how newcomers and co-workers develop work relationships longitudinally
during the OS process. By exploring past literature, the study investigates the varied nature of
OS and emphasises the significance of strong newcomer-co-worker work relationships in
enhancing newcomer outcomes. It also investigates how newcomers establish connections and
how co-workers provide support. Additionally, it delves into factors that contribute to the
success or failure of these relationships, ranging from examining the negative consequences of
co-worker ostracism to assessing the impact of newcomer proactive behaviour, proactive
activities, and psychological aspects on relationship development. The study approaches the
research questions from both the newcomers’ and co-workers’ perspectives, using the snowball
sampling method to recruit participants. The initial plan was to recruit five co-worker
participants and five newcomer participants. However, due to the difficulties in recruiting
newcomer participants, with only one newcomer participant recruited, the study focused
principally on co-workers, with ten co-worker participants recruited. This change in design
allowed for a more in-depth analysis of the co-workers' roles in the OS process, particularly
their contributions to newcomer integration. The study uses a qualitative, semi-structured
interview method to gain an in-depth understanding of both parties’ perspectives with regard
to newcomer-co-worker work relationships during OS (one, weekly longitudinal interview for
three weeks in the case of the newcomer. While for co-workers, one interview to gain a broad

perspective). Using thematic analysis techniques, the study analyses the interview data by



identifying critical themes, sub-themes, and codes such as the essential role of experienced co-
workers in supporting newcomer integration, newcomer self-reliance and preparedness in
seeking support, newcomer strategies during integration, and the impact of co-worker
interactions on newcomer well-being and organisational integration. Through an in-depth
exploration of these themes, the study emphasises the need to establish supportive
organisational cultures, promoting inclusive work environments, and developing positive work
relationships in order to improve newcomer adjustment, commitment, and performance
outcomes. The findings of this study provide a better understanding of OS processes and offer
practical techniques for supporting successful socialisation experiences in organisational

environments.
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Chapter 1. Introduction
Introduction and Background

When individuals enter a new organisation, they embark on a crucial journey of
adaptation termed organisational socialisation (OS). The OS process is essential for ensuring
their effective integration into the workplace and achieving long-term success (Saks & Gruman,
2018; Van Maanen, 1978). Successful OS goes beyond acquiring technical skills; it
encompasses achieving social integration with the organisation’s experienced co-workers and
comprehending the unique organisational culture (Cooper-Thomas & Anderson, 2006; Jia et
al., 2021; Korte et al., 2015; Saks & Ashforth, 1997). In this intricate web of integration, the
work relationships that newcomers establish with their more experienced co-workers play a
fundamental role.

The Newcomers’ Perspective

For newcomers, building successful relationships with co-workers is essential for
dealing with and overcoming the initial anxieties and uncertainties of a new role. These
anxieties can stem from a lack of familiarity with the organisation's culture, work processes,
and social norms (Bauer & Erdogan, 2014; Kowtha, 2008). Newcomers may also feel unsure
about how to perform their tasks effectively, how to interact with co-workers from different
backgrounds, or how to gain visibility and recognition for their contribution (Feldman & Brett,
1983; Kammeyer-Mueller & Wanberg, 2003).

Newcomers can behave proactively with the tools and confidence to address these
anxieties and uncertainties (Zhao et al., 2023). By actively seeking feedback, newcomers can
gain insights into their strengths and weaknesses, identify areas for improvement, and
demonstrate their eagerness to learn (Major & Kozlowski, 1997; Morrison, 1993). Asking
direct questions allows newcomers to clarify expectations, obtain essential information, and

avoid misunderstandings (Gregory et al., 2022). Engaging in constructive negotiation
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empowers newcomers to advocate for their needs and interests, while also demonstrating their
collaborative spirit by finding solutions that meet both their own requirements and their co-
workers’ requirements (Zhou et al., 2022). Finally, actively networking with co-workers
through informal conversations, attending social events, and participating in team-building
activities can help newcomers build rapport, develop a sense of belonging, and establish a
wider support network within the organisation (Griffin et al., 2000; Nifadkar et al., 2012; Sluss
etal., 2012).

Studies have shown that newcomer proactive behaviours are positively correlated with
a more effective OS process (Bauer & Erdogan, 2011; Cooper-Thomas et al., 2014). According
to Cooper-Thomas and Anderson's (2006) OS model, positive relationships between
newcomers and co-workers enhance the organisation's social cohesion, fostering a supportive
and collaborative work environment that benefits both the newcomer and the organisation.
Newcomers who feel welcomed, supported, and valued are more likely to be engaged,
productive, and satisfied in their new roles (Chi et al., 2020; Klemme Larson & Bell, 2013;
Ortlieb et al., 2021). In turn, organisations benefit from a more cohesive workforce, reduced
turnover rates, and a stronger employer brand that attracts top talent (Van Maanen, 1975;
Vandenberghe et al., 2021).
The Co-workers’ Perspective

While newcomers can take the initiative in building relationships, experienced co-
workers play a critical role in creating a welcoming and supportive environment. However, the
challenge lies in the variability of this support, as not all co-workers are equally willing or able
to provide such assistance. This inconsistency can hinder newcomers' successful integration
into the organisation, potentially leading to feelings of isolation and a slower adjustment
process. The problem, therefore, is the uneven availability of co-worker support, which can

significantly impact the effectiveness of OS (Batisti¢ & Kase, 2022; Liu et al., 2023).
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Ideal co-workers do more than simply provide information and answer questions; they
act as mentors and guides, helping newcomers navigate the complex social landscape of a new
workplace (Cai et al., 2020; Chao et al., 1992). This guidance can involve introducing
newcomers to key co-workers, explaining informal workplace norms, and offering assistance
with tasks or problems (Kulkarni & Lengnick-Hall, 2011). Without this proactive support,
newcomers may struggle to develop the necessary professional networks that are vital for long-
term success and career progression (Boekhorst et al., 2024).

Co-workers who are mindful of the challenges faced by newcomers are more likely to
adopt supportive behaviours towards newcomers. Empathy and understanding can go a long
way in creating a positive onboarding experience (Jiang et al., 2021). For example, co-workers
can be mindful of the fact that newcomers may be feeling overwhelmed or unsure of themselves.
They can adjust their communication style to be clear, concise, and encouraging. They can also
be patient with newcomers who are still learning the ropes (Eberl et al., 2012; Nifadkar & Wu,
2022).

Furthermore, co-workers can help to integrate newcomers into the social fabric of the
organisation by inviting them to participate in social events, team lunches, or after-work
gatherings (Cooper et al., 2021; Thomas & Anderson, 1998). These informal interactions can
help newcomers build rapport with co-workers, develop a sense of belonging, and learn more
about the organisation's culture in a relaxed setting (Lee et al., 2010; Liu et al., 2020; Xing et
al., 2021). Ultimately, co-workers who take the time to invest in newcomers are not only
helping them to adjust to their new roles but are also contributing to a more positive and

collaborative work environment for everyone (Ortlieb et al., 2021).
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The Reciprocal Nature of Newcomer-Co-worker Work Relationship and its Importance
during OS

The relationship between newcomers and co-workers is inherently reciprocal (Jia et al.,
2021). While newcomers' proactive efforts are essential for initiating connections and
promoting positive interactions, co-workers significantly contribute to creating a welcoming
and supportive environment (Kammeyer-Mueller et al., 2013; Liu et al., 2023). When co-
workers are willing to invest time and effort in helping newcomers adjust, it benefits both
parties. Newcomers feel more supported and engaged, leading to higher job satisfaction and
productivity (Katz, 1978; Taormina, 2009). Co-workers benefit from a more collaborative and
cohesive work environment, and the organisation as a whole prospers from a more engaged
and effective workforce (Smith et al., 2022).

Research suggests that newcomers’ experiences often follow a honeymoon-hangover
pattern upon joining. Initially, they enter a new organisation with high expectations and job
satisfaction, fuelled by excitement for their role and the company (Boswell et al., 2005, 2009;
Wanous et al., 1992). However, newcomers’ initial enthusiasm can decline due to unmet
expectations. Unsuccessful development of work relationships with co-workers during OS can
be a major contributor to this decline. For example, veteran co-workers may exhibit negative
behaviours towards newcomers, ostracising them or considering them inferior (Liu et al., 2021;
Liu et al., 2021; Liu et al., 2020). Similarly, newcomers who lack proactive behaviour in
integrating into the organisational culture and socialising with co-workers can also face unmet
expectations (Ashforth et al., 2007; Gruman et al., 2006; Jiang et al., 2021; Kim et al., 2009;
Liu et al., 2021; Liu et al., 2021). These factors can lead to a decline in job satisfaction — a
phenomenon known as the hangover effect (Boswell et al., 2005, 2009). Understanding the
newcomer-co-worker work relationships during OS might assist in the mitigation of the

hangover effect and encouraging positive outcomes such as job satisfaction, perceived fit
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within the organisation, and overall organisational commitment (Cooper-Thomas et al., 2004;
Korte & Lin, 2013). The newcomers’ perceptions of the organisation and their job satisfaction
tend to decrease after an initial increase significantly within the first few months of joining,
impacting their long-term well-being (Cooper-Thomas et al., 2004; Saks & Gruman, 2018).

This study aims to gain an in-depth understanding of the social dynamics at play during
OS as newcomers and experienced co-workers build work relationships. Having an
understanding of these relationships can significantly influence the OS experience for both
parties. The remainder of the chapter outlines the research design used to investigate the
development of newcomer-co-worker work relationships, including the chosen paradigm, data
collection methods, and the rationale behind these choices (see Chapter 3. Methodology).
Research Design, Objective, and Purpose

This study adopts an interpretivist paradigm to explore how newcomers and
experienced co-workers build work relationships during OS. The interpretivist paradigm
emphasises the subjective experiences and meanings that individuals construct within their
social context (Gray, 2014). This approach is particularly well-suited to this study as it seeks
to understand the newcomer-co-worker work relationships and the organisational experiences
of both parties during OS. The research employs in-depth, semi-structured interviews to gather
rich qualitative data (Dempsey et al., 2016; Dolczewski, 2022; McNulty et al., 2013; Patton,
2014). This method allows participants to share their unique perspectives and experiences of
work relationship building during OS. The interpretivist paradigm acknowledges the
importance of subjective meaning-making in such contexts, making it a suitable approach to
analyse this qualitative data and gain a deeper understanding of the phenomenon.

The study aims to offer a more enhanced understanding of how these work

relationships influence the OS experience for both parties. This is possible by including both



19

the newcomers’ and co-workers’ perspectives. Prior to data collection, ethics approval was
obtained from the AUT Ethics Committee (AUTEC).

The co-worker participants will be interviewed once to gain a broad perspective on their
experiences in supporting newcomers. This approach is justified as co-workers, being more
established in the organisation, are able to provide comprehensive accounts of the relational
and organisational changes they observed over time. Moreover, capturing their perspectives at
a single point offered practical advantages in terms of feasibility. On the other hand, the
newcomer participants will be interviewed over time to assess how their relationships with
their insider co-workers develop. The longitudinal data captures the dynamic and ongoing
nature of the newcomer's social integration and relationship development in the workplace.

By employing a longitudinal approach for the newcomer interviews, the study will
capture the evolving nature of newcomer adjustment in the organisation during OS. This will
offer valuable insights for designing interventions and practices to enhance not only
newcomers' integration experiences but also co-workers' work experiences within the
organisation upon a newcomer joining (Bauer, 2010; Boswell et al., 2005, 2009; Gregory et al.,
2022; Kammeyer-Mueller et al., 2013; Korte & Lin, 2013; Kram, 1983; Liu et al., 2021; Liu et
al., 2021). However, during the actual data collection, only one newcomer participant was
recruited and interviewed longitudinally. This reflected difficulties in recruitment. Therefore,
in order to obtain a sufficient corpus of total interview data, ten co-workers were also
interviewed for deriving meaningful insights and for maintaining sustainability within the
submission timeframe (see Chapter 3. Methodology — Participants).

This study illustrates the proactive strategies the newcomer utilises to integrate into his
new environments, informing organisational practices that support these initiatives (Ashforth
et al., 2007; Gruman et al., 2006; Kim et al., 2009). Additionally, it sheds light on the role of

experienced co-workers in facilitating newcomer’s adjustment, offering guidance on
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developing and promoting supportive behaviours (Cai et al., 2020; Chao et al., 1992).
Ultimately, the findings of the study enable organisations to design better onboarding
programmes and foster a culture of co-worker support that promotes positive socialisation
experiences (Cimino, 2011; Dailey, 2016; Lee et al., 2010; Taormina, 2009). This, in turn, can
lead to a more satisfied, committed, and high-performing workforce (Chi et al., 2020; Katz,
1978).

Research Questions

Based on past research of newcomer-co-worker work relationships during OS and the
study’s design and objective, the RQs are:
1. Overarching RQ — How do work relationships develop between newcomers and
experienced co-workers during organisational socialisation?
a. Sub-RQ 1 —How do newcomers view and pursue the development of valuable work
relationships with experienced co-workers?
b. Sub-RQ 2 — How do experienced co-workers perceive and enact their role in

integrating newcomers through the development of work relationships?
Structure of the Thesis
Subsequent to this introductory chapter, this thesis is structured as follows:

Chapter 2: Literature Review — This chapter reviews the diverse nature of OS,
emphasising the transformation of newcomers into insiders through reciprocal adaptation
between the organisation and its newcomers. It highlights the important role of positive
newcomer-co-worker work relationships in enhancing newcomers’ job satisfaction,
organisational commitment, and job performance. The literature review also addresses the
detrimental effects of co-worker ostracism and interpersonal conflict on these outcomes.
Additionally, it examines longitudinal studies to understand the evolving nature of newcomer-
co-worker work relationships and the impact of proactive behaviours and psychological
contracts on socialisation outcomes. Thereafter, the research questions (RQs) of the study are

stated based on the implications and insights from the literature review.
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Chapter 3: Methodology — This chapter describes the qualitative research methodology
using semi-structured interviews. It emphasises a relativist ontology, subjectivism
epistemology, and an interpretivist descriptive approach to explore subjective newcomer-co-
worker work relationships during OS from both newcomers’ and co-workers’ perspectives.
This chapter highlights the participant selection criteria, data collection process (longitudinally
in the case of newcomers), and data analysis procedures using thematic analysis.

Chapter 4: Findings — This chapter presents the findings. As noted, recruitment
challenges for newcomers meant that data came from interviews with ten co-workers and one
newcomer. Thematic analysis was used to identify the key themes, sub-themes, and codes,
including patterns in the data. The chapter is further divided into two subheadings. The first is
co-worker analysis, which examines how experienced co-workers perceive and fulfil their roles
in integrating newcomers through the development of work relationships. The second is
newcomer analysis, which focuses on one newcomer's perspective over time as they develop
meaningful work relationships with co-workers during OS.

Chapter 5: Discussion — This chapter interprets the findings of this qualitative study
concerning the RQs and existing literature, focusing on the development of work relationships
between newcomers and co-workers during OS. The chapter discusses theoretical implications
that align with and extend existing research. It explores newcomer-co-worker work
relationships from a dual perspective, focusing on how newcomer pursues valuable work
relationships and how co-workers perceive and enact their roles in integrating newcomers. It
also discusses the importance of individual differences and self-presentation styles in shaping
these relationships. Furthermore, the chapter emphasises the need for a supportive
organisational culture that encourages newcomer initiative and co-worker mentorship.
Practical recommendations for HR strategies and leadership approaches are discussed,

stressing the necessity for environments that motivate co-workers to support newcomers. The
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chapter ends by addressing the limitations and future research directions of the study to enhance
the understanding of newcomer-co-worker work relationships during OS.

In conclusion, by investigating the relationship formation between newcomers and co-
workers during OS, this study aims to contribute to a deeper understanding of the factors that

facilitate or hinder the successful integration of newcomers in the workplace.
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Chapter 2. Literature Review
1. Introduction
A. The OS Process and Background

OS is the process whereby newcomers to work organisations are transformed into
insiders (Cooper-Thomas & Anderson, 2006; Saks et al., 2007). This process involves a
reciprocal adaptation between the organisation and its new members (Bauer & Erdogan, 2014).
While effective socialisation can lead to higher newcomer job satisfaction, organisational
commitment, job knowledge, performance, and lower turnover, poor-quality socialisation
experiences can have adverse outcomes, such as lower job satisfaction, diminished
commitment, and increased turnover (Allen et al., 2017; Saks & Ashforth, 1997). Thus, it is
not merely socialisation itself but the quality of the socialisation experience that plays a critical
role in shaping these outcomes.

Institutional theory offers an insightful lens for understanding how external pressures—
such as legal frameworks, industry standards, cultural values, and societal expectations—can
shape the OS process (Theodorakopoulos & Budhwar, 2015). This theory posits that
organisations do not operate in isolation; rather, they are influenced by broader social and
cultural forces that affect their internal processes (Spanuth & Urbano, 2023). For instance, if a
particular industry places significance on certain ethical practices, an OS process may
incorporate these practices to adhere to the industry's established norms. A non-profit
organisation may possess a distinct institutional logic in comparison to a for-profit corporation,
thereby affecting its strategies and values surrounding socialisation. From an institutional
theory perspective, for organisations to effectively socialise their newcomers, organisations
should not merely be incorporating them into the organisation's way of doing things; they
should also harmonise their principles and methodologies with societal norms and standards.

This not only aids organisations in manoeuvring their external surroundings but also enhances
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their enduring prosperity and reputation (Fogarty & Dirsmith, 2001). A surge in research in the
field of OS has been observed, with implications suggesting an increase in the efficacy of
newcomers upon joining, with an emphasis on socialisation tactics, training, proactive
socialisation, learning and content, group socialisation, and individual differences
(Antonacopoulou & Giittel, 2010; Colella, 1994; Fang et al., 2011; Lee, 2023; Saks & Ashforth,
1997).

The field of OS has transformed over time, with different aspects being emphasised in
different decades, including tactics, proactivity, information seeking, uncertainty reduction,
and a person-by-situation approach (Moyson et al., 2018). The existing body of literature
indicates that for future research within this field of study, it is viable to not only scrutinise
matters that affect distinct groups such as people with disabilities but also to explore the impact
of socialisation on the attitudes and conduct of employees (Batistic & Kase, 2015). It is
particularly significant to focus on the interactions and dynamics between co-workers and
newcomers, as well as the longitudinal elements and transitional experiences of newcomers
while either party attempts to develop newcomer-co-worker work relationships during the OS
process (Allen et al., 2017; Liden et al., 2016; Plakhotnik et al., 2011; Saks & Ashforth, 1997).
B. The Role of Newcomers during OS

Recently hired employees, also known as new hires, are newcomers to the organisation.
They are those who are currently integrating into the organisational culture and familiarising
themselves with their new roles and responsibilities.

The socialisation process involves not only organisational efforts to socialise
newcomers but also the newcomers' individualisation efforts to influence the organisation
(Mignerey et al., 1995). Various factors, such as the type of organisation, work interactions,
occupation, and experience level, influence the information that newcomers acquire from their

peers, for example, co-workers (Fang et al., 2011). The socialisation process aims to facilitate
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the accessibility of newcomers to social capital, which can contribute to their adjustment and
subsequent career success (Bauer & Erdogan, 2014; Comer, 1991).

OS is a process of cultural assimilation whereby newcomers learn, internalise, and
adapt to the unique values, norms, and behaviours that define an organisation's culture. This
highlights how socialisation helps transform newcomers from outsiders to insiders by
facilitating their understanding and adoption of the organisation’s cultural framework, which
includes shared assumptions, values, and practices (Hall, 1981). Organisational insiders, such
as supervisors and co-workers, play an essential role in facilitating this cultural adjustment by
actively guiding and supporting newcomers through informal and formal means (Hess, 1993).
C. The Role of Co-workers during OS

In the context of OS, a newcomer’s co-workers are individuals who work in association
with the newcomer and have an impact on their socialisation process. These co-workers are
insider employees of the organisation and play a significant role in facilitating the socialisation
process of newcomers by providing support, guidance, and opportunities for engagement (Liu
et al.,, 2021). Moreover, co-workers can influence the participation of the newcomer in
developing organisational citizenship behaviours by creating a favourable team-member
exchange and demonstrating organisational citizenship behaviours themselves (Wesche &
Teichmann, 2016). The characteristics of the social connections established between
newcomers and co-workers, encompassing aspects such as leader-member exchange and co-
worker exchange, represent variables that may exert an influence on the initial task
performance of newcomers as well as on their subsequent progress over an extended period
(Hayashi, 2014). Additionally, co-workers contribute to the collective process of co-workership
between newcomers and co-workers, which entails co-operation, trust, and a sense of

community among colleagues (Liu et al., 2021). As a whole, co-workers are essential social
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agents within an organisation who can significantly impact the socialisation and performance
of newcomers.
D. Newcomer-Co-worker Work Relationships during OS

The relationship between new employees and their co-workers in the workplace,
referred to here as the newcomer-co-worker work relationship, encompasses various
interactions and exchanges. These interactions cover relationships that vary in quality and
diversity (Sherony & Green, 2002). Furthermore, the level of engagement and involvement of
newcomers in their work and research activities, as well as the motivation and competence of
the co-workers, constitute an integral component of this newcomer-co-worker work
relationship (Allen et al., 2017; Chen & Klimoski, 2003; Liden et al., 2016; Plakhotnik et al.,
2011; Saks & Ashforth, 1997). The extent of belongingness perceived by newcomers and the
degree of acceptance they receive from their co-workers are also significant aspects of this
relationship (Bauer & Green, 1994). In addition, the design of work environments, including
elements like task interdependence and the utilisation of common co-working spaces as
opposed to individual cubicles or distinct zones, has a substantial impact on the social
interactions and knowledge exchanges between newcomers and co-workers (Berbegal-
Mirabent, 2021; Hertel et al., 2005; Navimipour & Charband, 2016; Orel & Bennis, 2021;
Spinuzzi et al., 2019). This, in turn, can play an influential role in strengthening the newcomer-
co-worker work relationship (Thau et al., 2007). Overall, the work relationship between
newcomers and co-workers entails the intricacies and results of the affiliations and exchanges

in the professional setting.
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2. Work Relationships between Newcomers and Co-workers during OS
A. Factors Influencing the Formation and Development of Newcomer-Co-worker Work
Relationships

The formation and development of newcomer-co-worker work relationships may be
influenced by positive and negative factors. On the positive side, higher quality of newcomer-
co-worker work relationships is related to better initial newcomer performance and adjustment
during the process of their OS (Liu et al., 2021). On the negative side, the phenomenon of
ostracism displayed by co-workers towards newcomers has an adverse effect on the process of
their OS process (Nifadkar & Bauer, 2016). Additionally, conflict with co-workers can hinder
newcomer’s proactive behaviour, self-leadership, information-seeking, and adjustment to the
organisation (Cranmer et al., 2019; Stewart et al., 2019; Wesche & Teichmann, 2016).

Impact of Positive Co-worker Work Relationships on Newcomer Integration and
OS. Positive relationships with co-workers play a role in aiding newcomers in coping with
stress and mitigating the negative psychological impacts of work demands. James (2020b)
stresses the significance of supportive co-workers in helping newcomers adjust to their new
work environment and effectively manage stressful situations. In a survey-based study, James
found that co-worker support demonstrated a positive association with proactive behaviour and
socialisation. Utilising a bootstrapping technique for analysis, the study indicated that co-
worker support serves as a significant predictor of newcomers' OS. This highlights the
importance of constructive relationships with co-workers in providing the required information
for navigating workplace ambiguity and understanding the organisational culture. Co-worker
support not only facilitates environmental learning but also contributes to newcomers'
awareness of performance expectations. Fostering positive relationships between newcomers
and co-workers is identified as a critical factor in achieving successful OS and adaptation

processes. Establishing a welcoming environment and encouraging co-workers to mentor and
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guide newcomers in their tasks are suggested strategies to facilitate this positive interaction.

In the realm of organisational sensemaking, involving the twin processes of information
sense-making and understanding, Settoon and Adkins (1997) propose the value of intra-
organisational referents—individuals or resources within the organisation—whom newcomers
can turn to for guidance or information. Relying on supervisors and co-workers for
sensemaking is associated with better adaptation, integration, skill acquisition, and the
development of interpretive frameworks relevant to the organisation. In contrast, turning to
extra-organisational referents, such as family and friends, may result in incorrect interpretations
and unfavourable consequences. The study emphasises that intra-organisational referents
contribute significantly to favourable outcomes for newcomers in their relationships with co-
workers.

Socialisation practices that encourage the expression of newcomers' identities
contribute to stronger employment relationships and improved employee performance. Cable
et al.'s (2013) study compares different socialisation methods and finds that encouraging
newcomers to be their authentic selves at work enhances their sense of worth and acceptance
by co-workers. This, in turn, leads to positive relationships and heightened job satisfaction
during OS. Moreover, the expression of authentic selves enables newcomers to bring unique
perspectives to the workplace, facilitating innovation and enhanced team performance. Cable
et al.'s findings emphasise the benefits of encouraging newcomers to express their identities
while at work, offering insights into improved newcomer-co-worker work relationships.

The strategies employed by organisations in socialising with newcomers have a
profound impact on the emergence of positive connections between newcomers and co-workers.
Allen and Shanock (2013) contend that socialisation techniques promoting shared learning
experiences and well-defined socialisation activities, such as training sessions, contribute to

positive perceptions of social exchange between newcomers and co-workers. Planned
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socialisation activities signal the organisation's investment in newcomers' adjustment and
willingness to allocate resources for their assimilation into the work environment. This, in turn,
heightens perceptions of organisational support (POS) and job embeddedness, ultimately
leading to increased commitments to the organisation and reduced voluntary turnover. In light
of these findings, promoting positive newcomer-co-worker work relationships is advocated as
an essential component of organisations' socialisation tactics.

Managing Newcomer-Co-worker Worker Work Relationships for Successful OS.
The investigation conducted by Rubenstein et al. (2020) on the impact of supervisor helping
motives sheds light on the nuances of newcomer-co-worker work relationships during OS.
Recognising the significant role of co-workers in assisting newcomers in adjusting to their new
roles, the study identifies different motivations for co-worker helping behaviour. Co-workers
driven by other-orientation are more likely to provide authentic assistance, nurturing
favourable relationships. Conversely, self-oriented co-workers may contribute to negative
newcomer-co-worker work relationships. While the study doesn't explicitly delve into these
relationships, it offers insights into how distinct motivations for helping behaviour can
influence newcomer adjustment and socialisation outcomes, potentially shaping the overall
newcomer-co-worker work relationships.

Wesche and Teichmann's (2016) exploration of optimistic and high-quality bonds
among co-workers highlights the catalysing effect on organisational citizenship behaviour (C-
OCB, as mentioned in their research), particularly pertinent for newcomers. Team-member
exchange (TMX, as mentioned in their research) is identified as a key factor associated with
positive affect, value similarity, and friendship within teams. This positive exchange facilitated
through team-building techniques, not only engenders positive relationships but also
contributes to the favourable display of C-OCB. However, adverse effects, such as social

isolation or lack of recognition, may hinder the proactive behaviour of newcomers,
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underscoring the significance of leaders acknowledging co-workers' potential influence during
socialisation. This reinforces the need for OS and onboarding programmes that prioritise not
only task proficiency but also the integration and welcoming of newcomers into their new team.

Reatto and Brunstein's (2020) examination of the effects of OS on relationships
between newcomers and experienced co-workers in a public university emphasises the
potential adversities arising from insufficient support, unclear organisational policies, and a
lack of discussion regarding newcomers' roles. The study underscores the influence of
socialisation processes on newcomers, making them self-motivated, non-institutionalised,
informal, and influenced by the normative nature of work, emphasising the importance of
cultivating a workplace environment that encourages solidarity, collectivism, and meaningful
contributions during OS. This aligns with the overarching theme of navigating newcomer-co-
worker work relationships for successful OS.

Cooper-Thomas's (2009) study on newcomer-insider relationships further reinforces
the critical role of co-operative relationships with co-workers in OS. Positive newcomer-insider
relationships enhance well-being, performance, and organisational productivity. To mitigate
tension or exclusion between newcomers and co-workers, various approaches such as
mentoring programmes, socialisation activities, and communication training are recommended.
This study not only aligns with the overarching theme but also aligns with the broader theme
by emphasising the significance of positive newcomer-co-worker work relationships in the
success of OS.

Korte's (2010) investigation into the OS process of newly-employed individuals
emphasises the central role of relationships with co-workers in the broader spectrum of social
and professional interactions. The study sheds light on the importance of positive relationship-
building with co-workers for the OS process of newcomers while highlighting adverse

consequences resulting from negative relationships. It presents a relational viewpoint on the
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socialisation process and provides evidence that relationship-building is a prime propellant of
the socialisation process. Favourable aspects, including amicable relations, knowledge
acquisition, and positive relationships with co-workers, facilitate the learning process.
Conversely, adverse aspects such as slow-paced change and entrenched patterns can hinder the
socialisation process. This study highlights the nuanced aspects of newcomer-co-worker work
relationships and their impact on the OS process.

Bauer and Erdogan's (2014) exploration of newcomer capital's impact on OS brings
attention to the role of social networks in facilitating constructive relationships with co-workers.
The study emphasises the significance of psychological capital, such as self-efficacy, in shaping
interactions between newcomers and co-workers. The positive impact of obtaining resources
from social networks, such as having a mentor or supportive co-worker, contrasts with the
hindrances posed by negative relationships. Overall, this study reinforces the theme by
emphasising the need to consider newcomer capital in understanding the complex dynamics of
newcomer-co-worker work relationships during OS.

Managing Adversities in Newcomer-Co-worker Work Relationships during OS.
The detrimental impact of co-worker ostracism on the proactive behaviour of newcomers
within an organisation is a significant concern, as highlighted by Liu et al. (2021). The study
delves into the consequences of co-workers shunning recently-hired employees during the OS
process, revealing that such exclusion hinders the pursuit of information and the development
of guanxi among newcomers. Emotional intelligence is identified as a factor that can intensify
the adverse effects of co-worker ostracism on newcomers' psychological preparedness, thereby
negatively influencing their proactive behaviour. The study stresses the importance of
bolstering the psychological readiness of newcomers by clarifying job descriptions, setting
expectations, and providing psychological aid, such as emotional regulation training. Strategies

to mitigate the negative repercussions of co-worker ostracism on proactive behaviours are also
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proposed. Ultimately, the study reinforces the vital role of positive newcomer-co-worker work
relationships in the success of OS.

Nifadkar and Bauer's (2016) paper further explores the theme of navigating adversities
in newcomer-co-worker work relationships, focusing on the adverse effects of interpersonal
conflict. The study proposes a comprehensive model that traces the stages from a breakdown
in the sense of belongingness to its immediate and long-term consequences, impacting
newcomers' information-seeking behaviour and, consequently, their task performance.
Highlighting the importance of cultivating affirmative relationships with both co-workers and
supervisors, the paper suggests that despite conflicts with co-workers, newcomers can thrive
by building rapport with and seeking guidance from their supervisors. This emphasises the
essential nature of positive newcomer-co-worker work relationships for successful OS,
acknowledging the possible negative implications of relationship disputes.

Korte et al.'s (2015) study delves into challenges faced during OS processes for new
engineers and managers, emphasising the negative effects on learning, performance, and
satisfaction. The research uncovers the unclear and difficult nature of OS processes, leading to
misunderstandings between newcomers and managers. The study further finds that some
newcomers received inadequate guidance from their managers, prompting them to look for
assistance from their co-workers. Quality newcomer-co-worker work relationships are
identified as having a significant positive impact on the socialisation process, with co-worker
expectations playing an important role in newcomers' adaptation. The study underlines the
importance of organisations providing clear guidance and support to newcomers during OS to
ensure a positive experience.

Topa and Perez-Larrazabal's (2016) investigation extends the exploration of adversities
in newcomer-co-worker work relationships by examining the impact of negative mentoring

and co-worker undermining on the learning process and group identity of newcomers in the
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workplace. The study reveals a positive association between negative mentoring and co-worker
undermining, emphasising the potential harm to the newcomer-co-worker work relationship.
The learning process of newcomers acts as a mediator in this relationship, indicating that the
learning experience influences the newcomer-co-worker work relationship. The study
highlights the importance of considering group identity when examining the factors that can
affect newcomer-co-worker work relationships during OS.

In a different context, Kristensen and Kristensen (2021) explore the impact of the
hazing rite termed, quizzing, on the dynamic between newcomers and experienced insiders
within workgroups, particularly among nursing students during clinical internships at Danish
medical facilities. The study reveals that quizzing is a public ceremony carried out by an
experienced insider, which persists until an onlooker intervenes, even if the newcomer admits
to not knowing the answers eventually leading to sentiments of alienation, estrangement, and
anegative working environment among newcomers. Applying resonance theory and workplace
hazing theories, the paper suggests that hazing practices can have an adverse effect on the
newcomer-co-worker work relationship during OS, resulting in feelings of exclusion and
alienation for newcomers.

In summary, the literature provides an understanding of the complexities surrounding
newcomer-co-worker work relationships during OS. Positive relationships are essential for
successful socialisation, while challenges such as ostracism, conflict, and hazing practices can
impede the process. Strategies for promoting positive relationships, acknowledging co-
workers' influence, and addressing adversities are essential for organisations aiming to enhance
the socialisation experience for newcomers. The findings support the need for a holistic
approach to understanding and facilitating positive newcomer-co-worker work relationships

for successful OS.



34

B. Strategies Adopted by Newcomers for Pursuing Valuable Work Relationships and Co-
workers for Integrating Newcomers

Newcomers may adopt various strategies upon joining an organisation to cultivate
meaningful work relationships with co-workers during their OS process, including self-
leadership strategies, proactive behaviour, and adaptability (Beddoes, 2022; James, 2020b,
2020a). Newcomers strive to seamlessly integrate into the workplace, cultivate meaningful
work relationships with co-workers, and obtain social acceptance within the organisational
culture (Antonacopoulou & Giittel, 2010; Green et al., 2017). By implementing self-leadership
techniques such as setting goals and engaging in continuous learning, newcomers position
themselves for professional growth and advancement (Parker et al., 2021; Saks & Ashforth,
1997). Proactive behaviour and effective communication not only enhance performance
recognition but also aid in adapting to the organisation's values and expectations (Fuller &
Marler, 2009; Gruman et al., 2006). The pursuit of job satisfaction is achieved through the
development of positive work relationships, while a dedication to learning and skill
development ensures relevance and contribution to the success of the organisation (Kwon &
Kim, 2020). Ultimately, newcomers aim to achieve long-term career success by establishing
themselves as valuable contributors within the organisational framework.

Strategic Approaches by Newcomers to Cultivate Positive Newcomer-Co-worker
Work Relationships. Experienced newcomers employ a variety of strategic approaches to
cultivate positive relationships with co-workers, a critical aspect of their successful adjustment
during OS. Cooper-Thomas et al. (2011) delve into the adjustment strategies employed by
experienced newcomers in a professional services organisation, identifying nineteen strategies
that revolve around cultivating work relationships for positive adjustment. These strategies
categorised into (i) modifying role or environment, (ii) acquiring knowledge or augmenting

oneself or seeking information, and (iii) mutual development, encompassing actions such as
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seeking mentorship, improving communication skills, and engaging in collaborative projects.
Strategies in the first category entail adjusting one's role or environment to conform to the
organisational culture. For example, newcomers may seek out co-workers who can mentor or
serve as role models to learn about the organisation's culture or norms. Strategies in the second
category involve acquiring knowledge or altering oneself to align with the organisational
culture. For example, newcomers may improve their communication skills or quality of work
to meet the expectations of their experienced co-workers and seek feedback from them to
enhance their performance. Strategies in the third category entail mutual development with co-
workers. For instance, newcomers may collaborate with co-workers on projects or initiatives
and engage in social functions or extend help beyond their work duties to create bonds with
their co-workers. The linkage between these strategies and overall adjustment during OS draws
attention to the integral role of work relationships in this process.

Complementing this perspective, Flanagin and Waldeck (2004) examine the use of
technology by newcomers, asserting its potential to enhance OS. Technology, by increasing
efficiency and reducing ambiguity, aids newcomers in obtaining vital information about their
work groups and the organisation, thereby reducing their stress. The paper proposes that
technology can be a strategic tool for newcomers to develop work relationships, particularly
when faced with communication anxiety. This insight aligns with the proactive approaches of
newcomers in navigating the challenges of OS through technological means, thus contributing
to the cultivation of positive work relationships with co-workers.

Building upon the proactive theme, Reichers (1987) identifies three individual
difference variables—field dependence, tolerance for ambiguity, and need for affiliation—that
characterise proactive newcomers and enable them to seek out interactions with others. These
traits enable newcomers to actively seek interactions with co-workers, expediting the initial

stage of OS. The study suggests organisational interventions, such as formal orientation
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programmes and training programmes, buddy systems, frequent performance evaluations, and
informal social activities all facilitate interactions between newcomers and co-workers. This
highlights the importance of proactive newcomers in accelerating the OS process through
strategic interactions, aligning with the overall theme of cultivating positive work relationships.

Examining the interplay of OS tactics and newcomer proactive behaviours, Griffin et
al. (2000) propose a model that explores their combined influence on newcomers' relationship-
building with co-workers and supervisors. They find that social aspects of organisational tactics
significantly impact newcomers' establishment of informal mentor relationships. The emphasis
on informal relationships points out the role of proactive socialisation tactics, such as seeking
feedback, obtaining information, building relationships, and observing and modelling, in
navigating the OS process successfully. This provides a holistic view of how proactive
approaches contribute to effective relationship-building during OS.

In the context of information-seeking and OS resources, Saks and Gruman (2011)
advocate for active information-seeking by newcomers related to their work environment as
well as their role and performance within it, to decrease ambiguity. Additionally, the study
recommends that organisations provide opportunities for socialising, planning introductions,
networking assignments, and assigning mentors to newcomers. These strategies cultivate
stronger work relationships with co-workers and facilitate the growth of newcomers'
psychological capital through organisational support mechanisms. The importance of
supervisors and co-workers undergoing training on how to provide social support to
newcomers is highlighted where it is their fundamental responsibility to cultivate the
newcomers' self-assurance, trust, positivity, and toughness. The paper recommends
organisations provide opportunities for socialising, networking assignments, and assigning

mentors to facilitate newcomers' integration. Proactive seeking of information emerges as a
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strategic approach, aligning with the overarching theme of newcomers taking initiative in
establishing positive work relationships.

Delving into the factors influencing the proactive information-seeking behaviour of
newcomers, Major and Kozlowski's (1997) study identifies task interdependence, work-related
self-efficacy, and physical accessibility of organisational insiders as critical factors. The
findings suggest that task interdependence is positively associated with information-seeking
among newcomers. Additionally, work-related self-efficacy and physical accessibility of
organisational insiders act as moderators in the relationship between task interdependence and
information-seeking. Specifically, the study finds that those newcomers who display low self-
efficacy exhibit a greater tendency towards information-seeking when task interdependence
and accessibility are high. These, put together, suggest that newcomers are more likely to seek
information when there is task interdependence and high accessibility to organisational insiders.
This aligns with the proactive nature of newcomers in strategically seeking information to
establish relationships, emphasising the importance of task interdependence and self-efficacy
in guiding these strategic efforts.

Shifting the focus to self-leadership, Cranmer et al. (2019) emphasise its significance
in the OS of newcomers. While not directly addressing the strategies utilised by newcomers
for developing work relationships with co-workers, the study highlights the role of proactive
behaviours and initiatives in leveraging self-leadership to assist newcomers access
organisational resources. The study suggests that self-leadership can promote newcomers'
adjustment during OS and their commitment to the organisation. Proactive newcomers, by
actively seeking chances to interact, introducing themselves, engaging in conversations,
showing a willingness to learn, collaborating, and displaying openness, can enhance
constructive relationships with co-workers, reinforcing the theme of strategic approaches in

OS.
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Similarly, Stewart et al. (2019) discuss the relevance of self-leadership in cultivating
work relationships with co-workers. The paper highlights the importance of co-operation and
synchronisation among individuals practising self-leadership, providing insights relevant to
newcomers striving to build relationships with co-workers as they may require collaborative
efforts to fulfil duties and develop relationships. Although the research does not directly
examine how self-leadership is linked to the strategies that are utilised in cultivating work
relationships with co-workers, the concept of collaborative efforts aligns with the proactive and
strategic nature of newcomers in establishing lasting relationships with co-workers.

Strategic Co-worker Involvement in OS. It is noteworthy that co-workers play a key
role in facilitating work relationships and employ diverse strategies to integrate newcomers
during the OS process (Saks & Ashforth, 1997). These strategies, as indicated by Kammeyer-
Mueller & Judge (2008), Triana et al. (2021), and Zacher et al. (2023), yield numerous
advantages. Co-workers, through cultivating professional connections, facilitate newcomers'
transitions, enhancing both productivity and job satisfaction (Cooper-Thomas & Anderson,
2006; Rousseau, 1997). The positive interactions between co-workers and newcomers
contribute to improved communication, team cohesion, and a positive organisational culture,
ultimately reducing turnover rates of newcomers (Frogéli & Backstrom Eriksson, 2023;
Kristensen & Kristensen, 2021; Muskat et al., 2022). These supportive endeavours also enable
knowledge dissemination, leading to heightened engagement and well-being for newcomers
and establishing a more prosperous work environment.

When newcomers are altruistic, co-workers may attribute this to the newcomers'
prosocial motives, thus amplifying the impact of co-workers' benevolent acts on newcomers'
adjustment outcomes (Gregory et al., 2022). Another strategy involves co-workers
implementing tailor-made socialisation tactics, such as considering newcomers' task mastery,

to expedite social integration and functional efficacy, aiding newcomers' workplace adaptation
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(Jia et al., 2021). Furthermore, co-workers significantly contribute during the socialisation
process by guiding newcomers to swiftly assimilate into the project and team environment
(Vendina, 2018). Co-workers may employ various strategies such as inquiry, observation, and
networking to integrate newcomers during OS (Baroda et al., 2012).

Van Maanen and Schein’s (1977) investigation provides insights into strategies for
integrating newcomers in the workplace. It reinforces the significance of OS for both the
organisation and newcomers, emphasising the need for a comprehensive approach to OS that
considers diverse factors that influence the process. Various studies and theoretical frameworks
on OS are reviewed to inform co-workers about effective strategies for integrating newcomers.
The investigation highlights challenges in implementing effective OS programmes, stressing
the need to balance newcomers' socialisation demands with co-workers' ongoing job
responsibilities. Co-workers can adopt integration strategies, including support, guidance,
mentorship, and opportunities for social interaction, laying the groundwork for an informed
understanding of OS's importance.

Gruman et al. (2006) examine the relationship between OS tactics, newcomers' self-
efficacy, proactive behaviours, and socialisation outcomes. Institutionalised socialisation
tactics assist newcomers in integrating into the culture. The paper highlights the importance of
institutionalised socialisation tactics in promoting proactive behaviours among newcomers,
with co-workers further supporting these efforts. Proactive behaviours exhibited by newcomers
play a partial mediating role in the relationship between organisational tactics and self-efficacy,
influencing socialisation outcomes. Furthermore, feedback-seeking and information-seeking
behaviours are identified as moderators in the relationship between socialisation tactics and
socialisation outcomes. According to the study, the co-workers who adopt institutionalised

socialisation tactics and encourage proactive behaviours can positively impact newcomers'
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adjustment and socialisation, emphasising the significance of these strategies in creating an
effective and supportive OS process.

Cooper-Thomas et al. (2004) find that co-workers' socialisation tactics significantly
impact newcomers' perceived person-organisation (P-O) fit, job satisfaction, and organisational
commitment. The study highlights the importance of OS in facilitating changes in P-O fit as
newcomers' goals and values align more closely with those of the organisation over time.
Furthermore, it indicates that co-worker approaches to integrating newcomers, such as
investiture tactics, can influence newcomers’ P-O fit. The study finds that perceived fit tends
to become more congruent with actual fit over time, indicating a shift in newcomers'
perceptions of the organisation. Additionally, the research underscores the mediating effect of
perceived fit on the connection between investiture tactics and job satisfaction, as well as
organisational commitment. The study recommends further exploration of different
socialisation tactics' efficacy and how co-workers can effectively utilise the investiture strategy
in integrating newcomers during OS.

Examining the role of individual differences and proactive socialisation tactics in
cultivating organisational commitment and curbing employee turnover, Tang et al. (2014) find
that individual differences affect newcomers' socialisation techniques, including inquiry,
observation, and networking. Proactive socialisation strategies, especially observation, play a
key role in the socialisation process and help newcomers adjust to their new environment and
develop organisational commitment. The study suggests that co-workers can adopt strategies
aligned with newcomers' individual differences to aid integration into the organisation, such as
providing learning opportunities, encouraging observation and inquiry, and facilitating
networking opportunities.

Wilkinson et al. (2003) investigate the socialisation strategies of major accountancy

firms, highlighting the importance of early socialisation strategies adopted by insiders,
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including co-workers. The study builds upon previous research to understand how accountancy
firms socialise their new employees into their organisational culture. Specifically, the paper
examines recruiting brochures, web pages, and human resources materials to scrutinise the
socialisation procedures utilised by accountancy firms. The Enron scandal and other frauds
have triggered inquiries into why employees fail to question flawed audit practices,
emphasising the need to comprehend the role of organisational culture in promoting blind
conformity to supervisors. The research suggests that the enculturation process starts even
before newcomer accountants become members of the firm, indicating the importance of early
socialisation strategies adopted by insiders, including co-workers. The study emphasises the
role of organisational culture in promoting conformity and the need to comprehend
socialisation processes. Co-workers can play a vital role in integrating newcomers by adopting
strategies that align with organisational culture and encouraging a positive and inclusive
working environment.

Cooper-Thomas and Anderson's (2002) research emphasises the importance of co-
workers adopting strategies to facilitate the acquisition of information by newcomers, such as
offering guidance, support, and resources. This helps newcomers navigate through the
socialisation process and develop mutual work relationships. The research reveals that co-
workers’ actions and behaviour have a significant impact on the adjustment of newcomers
during OS. Additionally, fostering a positive and inclusive working environment and culture
can shape the attitudes of newcomers. Co-workers significantly impact newcomers' adjustment
during OS, highlighting the need for supportive and inclusive strategies.

Jeske and Olson's (2022) study reveals onboarding as providing a unique opportunity
for mutual learning between newcomers and co-workers, regardless of the organisation's size.
Furthermore, as suggested by the authors, it is essential to maintain a consistent evaluation and

assessment of the onboarding experiences for newcomers to continuously improve and refine
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the onboarding procedures. The study reveals that co-workers can adopt various strategies to
integrate newcomers during the onboarding process, such as identifying changes in work
practices, and promoting team-building, social connections, informing newcomers about the
latest environmental trends such as remote work and virtual onboarding, technological trends,
identifying and adapting to market trends, customer preferences, and competitor strategies,
sustainability, and corporate social responsibility. It is essential to customise these strategies to
meet the expectations of the newcomers, especially in remote work arrangements. The
onboarding process may act as a platform for newcomers to introduce fresh knowledge and
perspectives, encouraging mutual learning and professional development opportunities through
co-worker strategies.

To summarise, the complex procedure of OS encompasses various tactics employed by
both newcomers and co-workers to cultivate positive work relationships. Newcomers utilise
self-leadership, proactive behaviour, and adaptability, while co-workers contribute
significantly through support, guidance, and mentorship. An all-encompassing understanding
of these strategic methods amplifies the efficiency of OS, ultimately leading to the
establishment of stable and enduring work relationships between newcomers and co-workers.
C. Outcomes of Positive Newcomer-Co-worker Work Relations