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Organizational socialization de- turnover (Doll, 1983; Robson et al.,

scribes the preparation of individuals
for service as participants in business
cnterpriscs. This process entails mas-
tery of critical skills required for ef-
fective performance, as well as the as-
sumption of the attitudes that must
accompany these activities. The or-
ganization plays a vital part in the
learning and adjustment made by the
new member (see Fisher, 1986; Chao
et al, 1994). Expericnced organiza-
tional members selectively provide re-
inforcement, communicate the ap-
proved range for action, and serve as
examples of achievement.

Public accounting organizations ul-
timately depend upon the caliber of
the professional services their mem-
bers can deliver. The importance of
human resources partially explains
public accounting’s concern with re-
cruiting high quality students (Col-
lins, 1987; Holdeman et al, 1996),
and training them to act profession-
ally (Bedford, 1988; Goetz, et al,
1991). The socialization issue also
manifests itself as concerns with staff
commitment (Shaub et al, 1993;
Edelstein and Aird, 1988), perform-
ance (Hunt, 1995) and undesired

1992). While these issues have been
studied as discrete topics, they relate,
at least in part, to whether or not so-
cialization has been adequate. Al-
though socialization pertains most di-
rectly to training, it is also effected by
the expectations held by recruits.
Well-socialized firm members are
more likely to be committed to the
organization, willing and able to act
effectively on its behalf, and less likely
to initiate a departure. However, be-
yond the technical information that
is communicated to new staff mem-
bers, very little is known about social-
ization in public accounting.

Previous work in accountant social-
ization has either been nonempirical
(e.g., Fogarty, 1992) or has ignored
the critical role of the organization in
shaping experience (c.g., Blank et al,
1993). This article develops specific
hypotheses that link firm choices to
the critical outcomes of socialization.
An empirical study was designed us-
ing audit staff employed in the major
international firms.

This article is organized into four
subsequent sections. The first reviews
the literature with the purpose of de-
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14 FocarTY

veloping testable hypotheses. The
second section describes a study of
public accountants. The final two sec-
tions report the results and discuss
them, respectively.

THE SOCIALIZATION PROCESS
AND ITS OUTCOMES

Upon entry into the firm, the re-
cruit assumes a role that has explicit
and implicit connections to other
people in the organization. These
linkages have been found to be im-
portant to socialization in a number
of ways. By prioritizing some types of
communication, these social paths
limit the interaction of organizational
members (see Reichers, 1987; Miller
and Jablin, 1991). By bringing the re-
cruit into contact with specific others,
this structure tends to define the
scope of the sense-making require-
ments of recruits (see Louis, 1980).
Ultimately, this interaction creates an
informal currency that expresses or-
ganization values (see Becker, 1964).
Van Maanen (1976) suggests that
how firms structure the expericnce of
new recruits communicates the im-
portance of socialization outcomes.
Katz (1975) and Ostroff and Ko-
zlowski (1992) illustrate how organi-
zational design creates differing de-
grees of reinforcement and personal
stress for newcomers. Despite varia-
tions in its specific characterization,
how the organization defines new-
comers’ expericnces appears to be
rather consequential.

Van Maanen and Schein (1979)
formulate a theorv of socialization
that depicts six dimensions of organ-
izational variation. New organiza-
tional members can be subjected to
experiences that are (1) collective or
individual, (2) formal or informal,
(3) sequential or random, (4) fixed

or variable, (5) serial or disjunctive,
and (6) investitive or divestitive. The
first two dimensions are self-explana-
tory. Socialization is often thought of
as an inherently group experience
conducted in a highly self-conscious
way. However, this method does not
exhaust the possibilities. Instead, so-
cialization might be both tailored to
the individual and not be very explicit
(Louis ef al, 1983). Van Maanen and
Schein’s third set refers to the pre-
dictability in the progression of roles
that the individual assumes. Sequen-
tial socialization provides individuals
with a well understood path for their
carcer with the organization, whereas
random ones provide a menu of dif-
ferent ways of progression. The
fourth set of choices specifies the ex-
pected time spent in each subsequent
role. The fixed choice indicates that
there 1s a narrow range for the time
the organization expects a person to
be in any particular capacity. If merit
or particular competencies matter
sufficiently, the time in a role could
be described as variable. The fifth set
involves the extent that direct super-
visors previously held the roles now
occupied by incumbents. Serial ar-
rangements involve a normal situa-
tion where immediate supervisors
were the previously supervised role
occupants. A disjunctive strategy sug-
gests that such a progression of pco-
ple is not typically present. Whereas
serial arrangements provide an indi-
vidual with a very knowledgeable su-
pervisor, disjunctive ones illustrate a
belief in more generic managerial
competencies. The {inal dimension
evaluates the degree that previous val-
ues and self-identities must be dis-
mantled and replaced by new ones in
the socialization process. The inves-
titure possibility suggests that the pur-
pose of interaction is to build upon
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SOCIALIZATION AND ORGANIZATIONAL QOUTCOMES 1

previous values and perceptions. Di-
vestiture suggests that a recruit’s in-
consistent values, perhaps acquired
in previous socialization, need to be
identified and replaced with other
belie.

Together, these six contrasts ex-
press the critical choices that the or-
ganization makes in socializing its
members. In this vein. socialization is
an important part of how newcomers
get to know the organization that
they have joined. Van Maancen and
Schein’s six contrasts also show that
socialization is not a brief episode but
instead has much to do with career
progression.

The Nature of Socialization in
Public Accounting

Very little is known about how large
public accounting firms process their
recruits. Although all firms conduct
formal and collective training, how
this experience compares in impor-
tance and frequency to the informal
and individualized learning that is
also prevalent is unknown. While con-
ventional expectations exist about
the direction and timing of progres-
sion through the ranks of the public
accounting firm, individual depar-
wures from such an expectation may
be the rule rather than the exception.
In recent years, public accounting
firms have shown a growing appetite
to rethink fundamental organizing
principles, and thus alter traditional
icdeas about career trajectories and
tenure in specific ranks. In some
cases, attempts have been made Lo
maintain different possibilities at
once and thereby introduce more
variation and choice for recruits. The
consistency of values between ac-
counting students and accounting
practitioners is an open question.

[$11

The schism that is said to exist be-
tween accounting practice and ac-
counting education (Bricker and
Previts, 1990) does not suggest a
smooth transition for students. Dirs-
mith and Covaleski (1985a, b) pro-
vide results that indicate some diver-
gence and tension between formal
and informal socialization efforts in
their study of performance evaluation
and mentoring. In public accounting,
the difference between the official ac-
count of interpersonal connections,
and the way that staff perceives inter-
personal connections, may be very di-
vergent (Dirsmith et al., 1997; Cova-
leski et al., 1998). In short, the
dimensions identified by Van Maa-
nen and Schein (1979) would seem
to have intuitive applicability to pub-
lic accounting.

In the investigation of socialization
outside accounting, studies have at-
tempted to more formally describe
socialization with the six dimensions
provided by Van Maanen and Schein
(1979). In cross-sections of many oc-
cupations and industries, mixed re-
sults have been produced about
which of these dimensions are more
pronounced and clear. Many studies
have utilized a grouping of the six
into a singular distinction of institu-
tional socialization (e.g., Ashforth
and Saks, 1996; Baker and Feldman,
1990; Mignerez et al, 1995). This is
meant to combine the collective, for-
mal, sequential, fixed, serial and in-
vestiture extremes against their six
opposites. Since no previous applica-
tion of these dimensions to public ac-
counting has been made, such a com-
bination cannot be assumed
appropriate. As a professionalized,
service-oriented occupation, account-
ing may be quite different. Prior to
cvaluating their usefulness, an empir-
ical analysis ol the parsimoniousness
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16 Focarty

of the Van Maanen and Schein di-
mensions is necessary. This builds
upon previous attempts to study the
measurement issues involved in the
study of people undergoing employ-
ment-related personal change (Jones,
1986; Ashforth et af., 1997; Ashforth
and Saks, 1996).

Socialization and Performance

A purpose of socialization is to pro-
duce role specific competence
{Smith, 1968). However, approach-
ing performance in a purely technical
sensc ignores the importance of the
psvchological involvement of the in-
dividual (Brim, 1966). Socialization’s
performance consequences are likely
to be expressed through the devel-
opment of an inclination to use skills
(Feldman, 1981), to appreciate the
challenge in the work (Berlew and
Hall, 1966) and to resolve demands
for varying types of performance
{Nelson, 1987).

Job involvement is a cognitive statc
that captures the extent that the per-
formance of a role satisfies the total
needs of the individual (Gorn and
Kanungo, 1980). This construct is
usually thought to be a product of so-
cialization processes (see Feldman,
1976; Kanungo, 1979) rather than an
intrinsic psychological attribute. Job
involvement has been shown to have
adequate convergent and discrimi-
nate validity (Misra et al, 1985; Hol-
lenbeck et al, 1984; Paullay et al,
1994) to distinguish it from con-
structs like intrinsic motivation, job
satisfaction and work ethic.

Rabinowitz and Hall (1977) con-
clude that job involvement should be
considered both a cause and an effect
in studies of job behavior. In the lat-
ter sense, socialization is aptly consid-
ered an influence upon levels of job

involvement. In the former sense, the
tendencies for those with higher job
involvement to be better performers
(Hollenbeck et al,, 1984, Brown and
Leigh, 1996) is a notable result.

The job involvement of people do-
ing accounting work until recently
has not been studied (Beeler and
Hunton, 1997, Nouri and Parker,
1996). Similar constructs, such as mo-
tivation, have been included for some
time as elements of behavioral ac-
counting studies (e.g., Harrell et al,
1986). Furthermore, the perform-
ance of public accountants, as a so-
cialization outcome, has also eluded
systematic rescarch attention (Hunt,
1995). By couching performance as
an indirect consequence, this study
attempts to build upon evidence from
broader samples that suggest direct
effects (e.g., Ashforth and Saks,
1996). A two-part hypothesis related
to these variables is:

H1,: The organizing choices made by ac-

counting firms for their recruits are related

to the job involvement of these newcomers.

Hly:  Job involvement is positively related
to performance among new accountants.

The Relationship Between The
Individual And The Organization

Occupational socialization assumes
the existence of an involvement be-
tween the individual and the organi-
zation. Socialization, rather than be-
ing exclusively motivated by the
development of skills, also must in-
crease the probabilities that such ca-
pabilities will continue to be exerted
on behalf of the sponsoring entity.
The psychological bond between the
novice and the organization provides
a primary outcome for the socializa-
tion process (see Darden ef al., 1989;
Caldwell et al., 1990; Allen and Meyer,
1990).
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SOCIALIZATION AND ORGANIZATIONAL OUTCOMES 17

Organizational commiunent re-
lates 10 the nature of the psychologi-
cal, sociological and economic asso-
ciation between individuals and
entities such as business organiza-
tions. Organizational commitment
expresses the desire of individuals to
contribute to organizational objec-
tives motivated by noninstrumental
purposes. As such, it is less personal
than variables such as job satisfaction.
Organizational commitment has
been extensively studied in account-
ing as an important organizational
outcome in its own right, and as it
contributes to other valuable results
for the organization (e.g., Gregson,
1992; Poznanski and Bline, 1997). Es-
pecially salient is the finding that ac-
countants committed to the organi-
zation are less likely to voluntarily
terminate their association (see Lach-
man and Aranya, 1986). Since vol-
untary turnover can be viewed as a so-
cialization failure from the
organization’s perspective (see Hvin-
den, 1984; Campion and Mitchell,
1986), the extent that commitment
mitigates turnover requires consider-
ation. In other words, the behavior of
leaving the firm probably does not
stem directly from the individual’s so-
cialization experience. The sugges-
tion that the contribution of sociali-
zation experiences to turnover is
moderated by a psychosocial can also
be a means of sorting out the incon-
ststent results that have been pro-
duced by studies that have looked at
turnover intentions as a direct social-
ization consequence (e.g., Baker,
1989; Ashforth and Saks, 1996).

Unlike job involvement, the organ-
izational commitment of public ac-
countants has been extensively stud-
ied. Previous studies have indicated
links to job satisfaction (Gregson,
1992), professional  commitment

(Bline et al., 1992) and twurnover
(Harrell et al., 1986). However, this
effect has not been empirically tested
as part of socialization. The cffort to
associate the organization’s basic
choices for the design of the recruit’s
experiences with outcomes such as
organizational commitment and
turnover intentions is unprece-
dented. The following two-part hy-
pothesis encapsulates this reasoning:

H2,: The organizing choices made by ac-

counting firms for their recruits are related

to the organizational commitment of these
newcomers.

H2,: Organizational commitment is in-
versely related to turnover for new account-
ants.

Summary

Figure I depicts the relationships
that have becn hypothesized. The re-
sultant model of relationships pro-
vides a focus on socialization as a set
of choices available to the firm. It de-
vises a logical ordering of the key so-
cialization outcomes (sce Adkins,
1995) by distinguishing the primarily
psvchological states (job involvement,
organizational commitment) from
those with more behavioral conse-
quences (performance, turnover in-
tentions). Insofar as the combined ef-
fects of job involvement and
organizational commitment arc to be
considered, the model is consistent
with ideal types constructed by Blau
and Boal (1987). The linkage be-
tween socialization and commitiment,
and the concentration upon organi-
zational options, also follow the Fo-
garty (1992) socialization framework
designed spccifically for public ac-
counting. Finally, the attempt to
build a comprehensive model of so-
cialization follows the advice of Dar-
den et al (1989).
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18 FOGARTY

Figure I
HYPOTHESIZED RELATIONSHIPS

Socialization Structures
Formal vs. Informal
Investiture vs. Divestiture

{ Sequential vs. Random

\ Serial vs. Disjunctive

k' Fixed vs. Random

\ Collective vs. Individual

THE STUDY

Since socialization entails personal
change and situational adjustment, it
does not create much exterior evi-
dence. Therefore, data were solicited
directly from staff accountants
through the use of a detailed ques-
tionnaire. In order to avoid firm-spe-
cific and office-specitic effects that
might confute the results, a wide sam-
pling plan was devised encompassing
all the international public account-
ing firms. So that organizational size
would not construct an alternative ex-
planation, no data were collected
from accountants employed by local
or regional firms.

Data were collected from 11 spe-
cific offices of the accounting firms in
9 cities throughout the Northeast and
Midwest U.S. In addition, an even
broader sampling was achieved
through access to subjects from
across the U.S. during firm training
programs. Data were collected via the
mail and through personal visttation
of work sites. Tests tor office, firm or
administration effects did not result
in significant differences.
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Accountants in the sample were au-
ditors with an average of 29 months
with their firms (range: 841 months,
standard deviation: 14 months). This
sampling frame lessened the impact
of the increasingly broad set of func-
tional responsibilities that comes with
increased experience (see Benke and
Rhode, 1980). This group also re-
flects an attempt to capture individ-
uals with more recent recollections of
their initial socialization experiences.
This follows the conventional wisdom
that socialization occurs rapidly and
is highly influenced by ecarly experi-
ences (Bauer and Green, 1994) . In to-
tal, 462 of 600 questionnaires were re-
turned, representing a 77% response
rate. Only two responses proved un-
usable. No response bias could be de-
lected using conventional compari-
sons including those between carly
and late respondents.

The measurement of the variables
attempted to balance the need for re-
liability and validity. When possible,
established scales were used. How-
ever, the public accounting context
was sufficiently unique to justity spe-
cifically constructed instrumentation
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SOCIALIZATION AND ORGANIZATIONAL OUTCOMES 19

for some concepts. Measures used for
each construct were:

1. Socialization Choices—30-item
scale from Jones (1986).

2. Job Involvement—seven-item
scale from Lodahl and Kejner (1965).

3. Organizational Commitment—
13-item scale from Mowday et al
(1979).

4. Performance—seclf designed, 31
items.

5. Turnover Intentions—self’ de-
signed, 6 items.

Some of the performance meas-
ures were based on self-reported ac-
complishments and perceived goal
congruence. In addition, subjects
were asked to evaluate the caliber of
their work assignments. The nature
of the assignments given to an indi-
vidual should reflect their organiza-
tion’s assessment of their perform-
ance (see Vasarhelyi, 1979).
Although very little evidence exists on
the assignment process, the reason-
ing behind this is that the firm would
seek to place their best people on the
more critical and more meaningful
jobs. Staff accountants have been re-
ported to be highly aware of the dis-
tributional consequences of differ-
ential opportunities for achievement
and visibility (see Todd et al, 1974).
Resort 1o such an indirect method
was necessitated by the expectation of
a leniency bias in self-reports of the
more direct aspects of’ performance
(see Nealey and Owen, 1970; Harris
and Schaubroeck, 1988) and the
many biases of supervisor ratings (sce
Ferris and Larcker, 1983; Hunt,
1995).

Turnover was operationalized
through the use of turnover inten-
tions, which are widely believed to be
the best predictor of actual turnover
(see Steele and Ovalle, 1984; Harrell,
1990). The two self-designed scales

were extensively pre-tested and re-
vised prior to their inclusion.

Data were analvzed using the struc-
tural equation modeling'tool, LIS-
REL. LISREL simultaneously esti-
mates sets of theoretical relations
(such as the one depicted in Figure
I). In addition to avoiding the bias of
more piccemeal testing, this tech-
nique provides information on the
extent that theoretical constructs
have been captured by observed var-
iables. Therefore, this approach is
ideal for the analysis of nonexperi-
mental data (see Miller et al, 1988;
Kuveri and Speed, 1982). LISREL
produces comparisons between the
constrained relationships expressed
in a model and an unconstrained set
of relationships that would perfectly
explain all the observed variables.
This results in various fit criteria that,
although not definitive or invariant of
sample size, provide means of assess-
ing the relative adequacy and parsi-
mony of alternative model versions.
In this way, the hypothesized set of
relations can be supplemented or
trimmed using statistical criteria such
as the Adjusted Goodness of Fit Index
(AGFI) and the Chi-Square Ratio
{CSR). The latter statistic allows a sig-
nificance test between alternative
models by comparing the change in
a model’s explanation per change in
degrees of freedom for any two
nested versions (sec Hayduk, 1987).

LISREL facilitates the mitigation of
measurement error by screening the
observed variables according to their
consistency with the latent construct
they have becn chosen 1o represent
(Joreskog and Sorbum, 1993; Aaker
and Bagozzi, 1979). Questionnaire
items that fail to statistically align with
a theoretical construct can be de-
leted. This reflects the reality that
perfect measurement, too often as-
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20 FocarTy

sumed in this literature, is rarely at-
tained (sec Williams and Hazer, 1986;
Gregson, 1992). Although no defini-
tive criterion exists for such a pur-
pose, the retention of items which ex-
cceded the Lambda loading scale
midpoint of .500 seems a reasonable
guideline. Such selection procedure
was constrained by the need to pre-
scrve the dimensionality of the con-
structs and to have at least two ob-
served measures for each construct
(see also Anderson and Gerbing,
1984). Post hoc sensitivity analysis in-
dicated that the substantive conclu-
sions werc very robust. Changes in
the selection criteria for the observed
measures did not alter the results re-
ported.

RESULTS

The confirmatory analysis capabil-
ities of LISREL were used to evaluate
the dimensionality of all variables. Us-
ing all the retained measured varia-
bles, job involvement, organizational
commitment, and turnover, cach
comprised the expected single di-
mension. However, multi-dimension-
ality was found for performance. As
expected in the consideration of the
measurement choices, the sclf-rated
reflection by subjects of their per-
formance and their esumated evalu-
ation of assignment quality merited
separation.! Therefore, the model to
be tested differed slightly from Figure
I since it was necessary to accommo-
date a more precise specification of
performance. What had previously
been denoted ‘“‘Performance’ was

split into two constructs designated as
“Self-Rated Performance™ and ‘‘As-
signment Quality.”” The former can
be taken to approximate a subjective
version of performance, while the lat-
ter 1s a more objective perspective.

The initial hypothesis concerns the
dimensionalitv of the socialization
construct. For this purpose, the a
priovi six-factor expectation was corn-
pared to a variety of alternative forms.
Table 1 reports fit statistics from these
models. In addition to a one-factor
model, the table includes the best fit-
ting two-, three-, four- and five-factor
arrays.

Based on AGFI and CSR criteria,
the a priori model is the best expres-
sion of the inter-item relationships of
this construct. Additional efforts to
extract a seventh factor by the decom-
position of each one of the six factors
failed to result in a statistically more
satisfactory explanation. No support
was found for the meta-level combi-
nation of the six factors. Therefore,
the subsequent hypotheses will be
tested employing the original six so-
cialization choices from Van Maanen
and Schein (1979) discussed above.

Figure I reports LISREL results for
the test of the hypotheses. The de-
picted relations represent the final re-
iteration of a model that began with
all possible relations between the ex-
ogenous socialization structures and
the endogenous outcomes. From that
point, single relations were deleted if
(1) they were notsignificantat p <.01
and (2) they did not contribute to a
modlel with superior fit statistics. This
process ensures that significant ef-

"The Alpha level of the assignment quality scale was .81, This exceeded the alpha of the more
uwaditional self-rated performance construct at .75, The internal reliability of both scales was not
materially affected by any one measured item, as indicated by post hoc attenipts to delete singular
items and evaluate the impact upon alpha. Copies of the questions in these scales are available upon

l'(?qll(‘SL

JOURNAL OF MANAGERIAL [SSUES  Vol. XII Number I Spring 2000

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



SOCIALIZATION AND ORGANIZATIONAL QUTCOMES 21

Table 1
TEST OF HYPOTHESIS 1: RELATIVE
FIT STATISTICS OF MODELS

Number of Socialization
Dimensions

" ABS Ul LIRIE EEi o R

GFI1 786 - 817822 ' 1B3T B4D - 8470840
AGFI 542 789 794 810 .814 .819 .810
RMSR 081 .081 .081 .075 .074 .074 .077

CHI-SQUARE 1530 1364 1299 1204 1190 1124 1169
DF 405 404 402 399 395 390 384
CD-X 855 947 972 993 994 .997 .996

GFI=Goodness of Fit; AGFI=Adjusted Goodness of Fit;
RMSR=Root Mean Square Residual; dF=Degrees of Freedom;
CD-X=Coefficient of Determination, Exogenous Variables

fects, whether hypothesized or not,
become part of the best fitting model.
The effects shown in Figure 1I there-
fore present a parsimonious expres-
sion of the inter-concept associations
in the data.

Figure II contains eight effects
from the six exogenous socialization
constructs to the endogenous out-
come constructs. It also includes four
interrelationships among the endog-
enous outcomes. This reflects the de-
letion of all other relationships. The
fit inclicators (CSR=2.15, GFI=.810)
that adequate correspon-

suggest

dence exists between this model and
a model of perfect explanation (see
Bentler and Bonnet, 1980; Wheaton
et al., 1977, Long, 1983).

Hypothesis 1, expressed a relation-
ship between the socialization dimen-
sions and job involvement. The re-
sults from Figure II indicate that a
significant relationship (p<.01) ex-
ists for two of the six dimensions. In-
dividuals whose socialization is more
serial (clear line of succession) tend
to be more involved in their jobs. Sec-
ondly, individuals experiencing value
divestiturc are also likelv to be more
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22 FOGARTY

FIGURE II

LISREL TESTS OF HYPOTHESES
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involved with their job. The four
other dimensions (fixed vs. variable,
formal vs. informal, sequential vs.
random, and collective vs. individual)
did not prove directly related to job
involvement. Thene[me the evidence
for Hypothesis 1, is mixed.

The second portion of the first Hy-
pothesis (H1,) expected a positive re-
lationship between job involvement
and job performance. Figure II shows
that higher job involvement is not sig-
nificantly related to selfrated per-
formance. Furthermore, job involve-
ment is not related to the measure of
objective performance, assignment
quality. Hypothesis 1, is not sup-
ported.

Hypothesis 2, offered affective
commitment as the outcome of so-
cialization processes. Figure Il reveals
that, in general, the socialization di-
mensions are not directly related to
affective commitment. Only the in-

vestiture vs. divestiture dimension
provides some support (p<<.01) for
this hypothesis. Individuals whose val-
ues are substantially revised in their
initial experiences with the firm are
more likely to be commitied to that
firm. On balance, FHypothesis 2,
should be rejected.

The second portion of Hypothesis 2
(H2,) is supported. A direct negative
relationship exists between organiza-
tional commitment and turnover in-
tentons. Those staff accountants more
affectively committed to the concerns
of their firms are less likely to engage
in the cognitive steps that precede vol-
untarily departure. This is consistent
with many previous studies in account-
ing (e.g., Gregson, 1992; Reed et al,
1994).

Other Significant Effects

The hypotheses did not contain an
expectation of direct associations be-
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SOCIALIZATION AND ORGANIZATIONAL OUTCOMES 23

tween the socialization dimensions
and any type of job performance.
Nonetheless, several significant ef-
fects appear in Figure II. Those who
rate their contribution to organiza-
tional objectives higher (ie., self-
rated performance) tend to have
been socialized in collective modes,
in nonsequential role transitions, and
in a way that divests them of previous
values. Those individuals whose so-
cialization involved value revision
(e.g., divestiture) also attained higher
quality assigninents. Secondly, those
whose preparation departed from a
pattern of clearly defined role inher-
itance (i.e., disjunctive) also received
the better assignments. Although
these performance effects were not
hypothesized, their presence
strengthens the rclevance of the so-
cialization processes. They suggest
that direct performance effects exist
that are unmitigated by thc psycho-
logical state of job involvement.

Unlike the additional performance
effects noted above, no significant
unhypothesized relationships exist
between the socialization dimensions
and turnover intenuons. In other
words, it cannot be said that how an
individual is socialized will make an
individual more predisposed to vol-
untary departure. Turnover may re-
flect considerations cxternal to the
organization, such as the individual’s
perception of their marketability to
alternative employers.

Although the hypotheses at-
tempted to analytically separate two
paths of influence (H1,, Hl; for job
involvement and performance and
H2,, H2, for organizational commit-
ment and turnover) some crossover is
noted in Figure II. Those accountants
that are more involved with their jobs
tend to be more committed to their

firms (p<C.01) and less likely to seek
alternative  employment (p<<.05).
This suggests that efforts to separately
study reactions to the work (i.e., job
satisfaction) and reactions to the firm
(i.e., organizational commitment)
may be untrue for the behavioral phe-
nomenon under study (see Huselid
and Day, 1991). It also suggests that
job involvement is a key ‘‘gateway”’
outcome for the attitudinal aspects of
socialization in public accounting.

Summary

The results validate the appropri-
ateness of the six Van Maanen and
Schein (1979) dimensions for under-
standing socialization in public ac-
counting firms. In addition to show-
ing their independence, the results
also demonstrate their selective con-
sequence.

Eight significant socialization ef-
fects upon the outcome variables
have been identified. Half of these re-
lationships pertain to the value di-
mension (investiture vs. divestiture).
Surprisingly, all of these indicate that
organizational objectives are best fur-
thered by divestiture socialization.
Two socialization dimensions proved
unrelated, in any direct sense, to the
outcomes. Whether socialization 1s
formal or informal, or is certain or
uncertain in the timing of role tran-
sition (fixed vs. variable), makes no
direct contribution to the work out-
comes considered in the model. Five
of the significant socialization associ-
ations pertain to the two perform-
ance variables. Therefore, they do
not depend upon the levels of job in-
volvement or organizational commit-
ment reported.
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DISCUSSION, MANAGERIAL
IMPLICATIONS AND FUTURE
RESEARCH

Firms face certain choices in how
they organize the work world of their
recruits. These choices involve both
the actual experiences they provide
to novices, and the carcers that are
projected from these experiences as
the consequence of continued affili-
ation. This article has sought to cre-
ate a framework of basic choices to
depict these processes. Furthermore,
a set of outcomes for these choices
have been hypothesized and tested
with accountants.

The results show socialization in
public accounting to be much more
sclective and idiosyncratic than por-
trayed by the ex ante research propo-
sitions. These results suggest the con-
clusion  that no industy  will
experience the uniform and perva-
sive impact of all six dimensions of so-
cialization on all outcome variables.
The results should therefore be
viewed as an exploratory attempt to
identify which select effects would be
morc consequential in this setting. A
similar view leads to the conclusion
that the factor structure of the six Van
Maanen and Schein dimensions is an
appropriate way to view the socializa-
tion choices made by accounting
firms.

The main thrust of the results links
the socialization dimensions to job in-
volvement. It appears that accountant
socialization mostly occurs through
the different ability of firms to link
the individual to their work. If this is
successful, a broader set of positive
consequences ensucs (see also Keller,
1997; Mishra and Gupta, 1994). Spe-
cifically, those involved with their
work become affectively attached to
their firms. Perhaps more impor-

tantly, they also perceive their likeli-
hood of staving with the firm to be
stronger and more distinct. These
conclusions may be obscured in past
studies that have grouped the various
dimensions of organizational struc-
tures (e.g., Baker and Feldman,
1990).

Job involvement is not linked to
better performance, in cither a sub-
jective or objective sense, for account-
ants. This conclusion may reflect the
narrowed range of job involvement in
this area caused by the sclective edu-
cation and certification requircments
of professionalized work. It may also
reflect on the unique contingencies
and dilemmas of audit work and its
evaluation (see Kaplan and Reckers,
1985; 1993).

Accounting firms can attempt to
build upon the values and expecta-
tions of accounting students, or to im-
press upon recruits the insufficiency
and inadequacy of their preparation.
The latter choice amounts to the clas-
sic “‘up-ending experience’”’  (see
Schein, 1960) and presents a very
memorable transition into entry-level
positions. This study’s results show
that a sharp departure from the ex-
pectations, beliefs and values held
prior to obtaining membership is
more likely to produce individuals
that are involved with their work, able
to perform the work of the firm and
be committed to firm membership.
Individuals that survive such a bap-
tism of fire are also likely to be re-
warded with the higher prestige and
career opportunitics associated with
higher quality assignments. Account-
ants that experience the need for
such a revision in beliefs and values
may more readily accept the firm as a
new source of authority on what must
be done and why it is important.
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The investiture-divestiture results
are rather inconsistent with most of
the findings in the literature. For ex-
ample, Ashforth and Saks (1996) find
the investiture strategy to be corre-
lated with higher performance and
lower levels of personal change.
Moreover, Baker and Feldman
(1990) show that firms that use an in-
vestiture strategy are more likely to
get a higher level of employee moti-
vation. The present study shows that
divestiture is the organizational
choice more associated with the out-
come favored by firms. This discrep-
ancy can be attributable to the much
more diverse samples used by past re-
search. The relatively homogencous
work environment of public account-
ing produces more certainty around
the particular values that are being
confirmed or disconfirmed.

The present rescarch also shows
the importance of predictable role
transition, clear role inheritance, and
sequential role transitions to job in-
volvement. Apparently, access to su-
pervisors that once faced similar un-
certainty mitigates ambiguity and
allows individuals a greater degree of
involvement with their work. In au-
diting, the work papers prepared for
the prior year’s engagement are in-
strumental linkages between supervi-
sor and worker. Interestingly, how-
ever, such progressive experience
through the auditing ranks does not
have an associated performance con-
sequence. Its presence seems 1o ac-
tually undermine the quality of as-
signments received. Individuals that
get the best assignments appear to be
those that have broken the bonds of
predictable role transition. Histori-
cally, auditing has been a labor-inten-
sive experience above which only a
few with exceptional abilities can rise
to be on a ‘“‘fast track.”” The implica-

tions of thesc results for job design
are consistent with encouragement to
build a managcable level of anarchy
into personnel structures (see Hed-
berg et al, 1976). That one size does
not fit all in the trajectory of public ac-
counting careers also reflects the tur-
bulence experienced by these firms as
they broaden and diversify tradinonal
services (see Previts, 1985).

Implications

This study assumes that socializa-
tion primarily occurs within the firm
and after organizational entry. While
this does not gainsay the value of for-
mal professional education, it does
question tts purely functional value to
the careers of public accountants.
This discontinuity is not unique to ac-
counting in that it emphasizes the pri-
macy ol in-role learning in the work
world (see Schein, 1984; Wanous and
Colella, 1989).

This article has taken a distinctly
sociological approach to organiza-
tional socialization. As such, it con-
trasts with alternative approaches that
attempt to locate socialization in the
psvche of the individual (e.g., Siegal
et al, 1991). Consistent with Corsaro
and Rizzo (1988), socialization is seen
as a collective problem that tran-
scends the individualistic internaliza-
tion of expericnce. In many ways, so-
cialization is in the hands of those
capable of influencing the array of
roles that constitute the firm. This ex-
ists even though the individual is al-
lowed choice, including that of re-
maining relatively unchanged by the
work experience (sce Brim, 1966;
Wrong, 1961).

Given its importance, it is surpris-
ing how little explicit attention man-
agers give to socialization. If any-
thing, more concern is announced
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for selected manifestations of poor
socialization (e.g., turnover and com-
mitment). This research suggests that
outcomes of interest are not distinct
and 1solated but connected and, to a
certain extent, attributable to a com-
mon set of influences. Management
would have more success attending to
the whole rather than atempting to
fine-tune any one particular out-
come, given the difficulty of holding
everything else constant.

This research should also show
management that the training of new
recruits should not be considered as
a separate interlude that precedes
“real”” work and one that can be re-
duced to technical cvaluative criteria.
Here, socialization is configured as
the exposure of the newcomer to the
organization, its people and its carecr
possibilities. Socialization cannot be
adequately imagined separate from
the nature of the organization. Or-
ganizations should critically examine
how well they manage career possi-
bilities for new staft in ways that go
beyond the socializing effect of im-
mediate supervisors. Other studies
have attempted to arrive at similar
conceptual places through such vari-
ables as the quality of leader interac-
tion (Major et al, 19953), supervisor
style (Darden et al, 1989), manager
clarifying and supportive behavior
(Bauer and Green, 1994) and consis-
tent mentoring  (Ostroff and Ko-
zlowski, 1993).

The inability of the organizational
choice data to collapse to a singular
dichotomy illustrates the difficulty
facing managers in the socialization
endeavor. As it applies to profession-
als, there does not seem to be singu-
lar strategics that can foster either in-
stitutional continuation or innovation.
This complexity offers managers morc
discrete choices in their attempts to

successfully organize the early experi-
ences of recruits.

Limitations and Future Research

Further research is necessarv to in-
vestigate the meanings individuals
give to their organizational socializa-
tion. This study’s results indicate the
need to pay particular attention to
the inconsistencies in values on either
side of organizational entry (see also
Dean e al, 1988). More ethno-
graphic work that is capable of cap-
turing the subtleties of socialization
influence as it occurs is recom-
mended. While this study has selected
variables of interest to those that
manage large organizations, a more
personal change in self-concept is
also involved (Stradling et al., 1993).

Socialization is an ongoing process
that precedes organizational entry
and continues well past entry. By col-
lecting data at one point in time, this
study does not do justice to this dy-
namic. The high turnover rate in
public accounting, fueled partially by
its “‘up-and-out’” promotion policy,
would make meaningful longitudinal
work very difficult. Furthermore, in
keeping with the general consensus
that forces of personal change are
likely to be more extreme early in the
organizational career, staff personnel
without exceptionally long tenure
were sampled. This systematically un-
derrepresented those that could put
their early experiences into a per-
spective made wise by the passage of
years. Although strict stage models of
socialization have been soundly cri-
tiqued (e.g., Nelson, 1987), there
may be some potential in such an
elongated view. Nonetheless, recent
trends in the public accounting por-
tion of the accounting profession to
hire “‘scasoned’ employees may call
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for more distinctions to be made by
future research in how the socializa-
tion experience is evaluated.

The purpose of developing effective
public accountants involves a substan-
tial difference of opinion concerning
the nature of the desired outcome.
This study attempts to confine itself to
areas of reasonable agreement by sug-
gesling an organizational interest in in-
volved and committed individuals ca-
pable of high levels of competent
action and responsibility, and in em-
ployees less likely to voluntarily termi-

nate their affiliadon with the firm.
These outcomes, albeit broad, do not
exhaust the dimensions of purposeful
socialization  influence. Ponemon
(1992), for example, posits ethical rea-
soning as another desirable socializa-
tion consequence for these firms. This
study has purposefully worked within a
definition of socjalization that did not
contemplate considering it as a control
process and as a system of power dif-
ferences (see Newton, 1996; Grey,
1994; Anderson et al, 1996). These
perspectives also may have merit.
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