
        

University of Bath

DOCTOR OF BUSINESS (DBA)

It Takes Two to Tango – the role of organisational socialisation in the conversion intentions of
student interns

Twomey, Patrice

Award date:
2019

Awarding institution:
University of Bath

Link to publication

Alternative formats
If you require this document in an alternative format, please contact:
openaccess@bath.ac.uk

Copyright of this thesis rests with the author. Access is subject to the above licence, if given. If no licence is specified above,
original content in this thesis is licensed under the terms of the Creative Commons Attribution-NonCommercial 4.0
International (CC BY-NC-ND 4.0) Licence (https://creativecommons.org/licenses/by-nc-nd/4.0/). Any third-party copyright
material present remains the property of its respective owner(s) and is licensed under its existing terms.

Take down policy
If you consider content within Bath's Research Portal to be in breach of UK law, please contact: openaccess@bath.ac.uk with the details.
Your claim will be investigated and, where appropriate, the item will be removed from public view as soon as possible.

Download date: 23. May. 2023

https://researchportal.bath.ac.uk/en/studentTheses/32d957ad-4d35-4044-8460-68b90d26f294


        

Citation for published version:
Twomey, P 2019, 'It Takes Two to Tango – the role of organisational socialisation in the conversion intentions of
student interns', Doctor of Business Administration (DBA), University of Bath.

Publication date:
2019

Link to publication

University of Bath

General rights
Copyright and moral rights for the publications made accessible in the public portal are retained by the authors and/or other copyright owners
and it is a condition of accessing publications that users recognise and abide by the legal requirements associated with these rights.

Take down policy
If you believe that this document breaches copyright please contact us providing details, and we will remove access to the work immediately
and investigate your claim.

Download date: 15. Jul. 2019

https://researchportal.bath.ac.uk/en/publications/it-takes-two-to-tango--the-role-of-organisational-socialisation-in-the-conversion-intentions-of-student-interns(e876ae76-71d0-49fd-b61b-97f079d3e8a7).html


  

 

 

It Takes Two to Tango – the role of organisational socialisation in the conversion 

intentions of student interns 

 

 

 

Patrice Twomey  

 

 

A thesis submitted for the degree of Doctor of Business Administration in Higher 

Education Management  

 

 

 

University of Bath 

School of Management 

April 2019 

 

 

 

COPYRIGHT 

Attention is drawn to the fact that copyright of this thesis rests with the author. A copy of 
this thesis has been supplied on condition that anyone who consults it is understood to 
recognise that its copyright rests with the author and that they must not copy it or use 

material from it except as permitted by law or with the consent of the author. 
 

 

 

  



1 
 

 

TABLE OF CONTENTS 

 

ACKNOWLEDGEMENTS ..................................................................................................... 5 

ABSTRACT ........................................................................................................................ 6 

SUMMARY OF ABBREVIATIONS ........................................................................................ 6 

1. INTRODUCTION ..................................................................................................... 7 

1.1 Introduction, Aims and Context ........................................................................................ 7 

1.2 Thesis Structure ................................................................................................................ 9 

1.3 Problem Statement ........................................................................................................ 10 

2. BACKGROUND AND CONTEXT .............................................................................. 11 

2.1 Trends in HE and Graduate Recruitment ........................................................................ 11 

2.2 Policy Trends ................................................................................................................... 13 

2.3 Trends in Work Placement ............................................................................................. 13 

2.4 Students as Organisational Newcomers: ....................................................................... 14 

2.5 Organisational Socialisation: A theoretical lens............................................................. 15 

3. LITERATURE REVIEW ............................................................................................ 17 

3.1 Introduction .................................................................................................................... 17 

3.2 Experientia Docet – The Concept of Work Placement .................................................... 18 

3.3 Defining Work Placement ............................................................................................... 19 

3.4 The Rise of Work Placements ......................................................................................... 20 

3.5 Stakeholder Drivers ........................................................................................................ 29 

3.6 Stakeholder Confluence and Dissonance ....................................................................... 33 

3.7 Identifying, attracting, recruiting and retaining of the intern talent ............................. 35 

4. THEORY OF ORGANISATIONAL SOCIALISATION – LITERATURE, PERSPECTIVES, 

MODELS ......................................................................................................................... 46 

4.1 Organisational Socialisation – Concept and Backdrop .................................................. 46 



2 
 

4.2 Organisational Socialisation of Newcomers – Definition and Theories ......................... 47 

4.3 Why does it matter? ....................................................................................................... 50 

4.4 Models and Theories ...................................................................................................... 52 

4.5 Literature Gap ................................................................................................................ 56 

5. RESEARCH DESIGN – METHODS AND METHODOLOGY .......................................... 58 

5.1 Introduction .................................................................................................................... 58 

5.2 Ontological and Epistemological Considerations ........................................................... 58 

5.3 Research Approach – Mixed Methods, the “third paradigm” ........................................ 63 

5.4 Sampling Strategy .......................................................................................................... 66 

5.5 Role of Researcher .......................................................................................................... 67 

5.6 Ethical considerations .................................................................................................... 68 

6. QUANTITATIVE STRAND OF THE STUDY ................................................................ 71 

6.1 Quantitative Data Gathering ......................................................................................... 71 

6.2 Quantitative Data Analysis ............................................................................................. 76 

6.3 Findings of Quantitative Analysis ................................................................................... 80 

6.4 Discussion of Quantitative Findings ............................................................................... 89 

7. QUALITATIVE STRAND OF THE STUDY .................................................................. 98 

7.1 Qualitative Data Collection ............................................................................................ 98 

7.2 Data analysis ................................................................................................................ 100 

7.3 Qualitative Data Reliability and Validity ...................................................................... 101 

7.4 Findings of the Qualitative Research ............................................................................ 102 

7.5 Discussion of the Qualitative Findings ......................................................................... 154 

8. INTEGRATION OF FINDINGS ............................................................................... 168 

9. RECOMMENDATIONS ........................................................................................ 176 

10. CONCLUSIONS ................................................................................................... 184 

11. BIBLIOGRAPHY .................................................................................................. 191 



3 
 

12. APPENDICES ...................................................................................................... 248 

Appendix 1 – Scatter Plots of Organisational Socialisation Dimensions and Intention ..... 248 

Appendix 2 – Welch T-tests for Gender, Course of Study and QCA .................................... 249 

Appendix 3 – Interview Framework.................................................................................... 250 

Appendix 4 – Data Coding .................................................................................................. 254 

Appendix 5 – Pattern Matrix .............................................................................................. 255 

Appendix 6 – Forward Selection ......................................................................................... 256 

 

 

 

 

  



4 
 

 

LIST OF TABLES 

Table 1: Examples of survey subscales and items .................................................................... 74 

Table 2: Cronbach Analysis – Total Organisational Socialisation and Intention Scores .......... 77 

Table 3: KMO and Bartlett’s Test ............................................................................................. 79 

Table 4: Calculation of Mean and Standard Deviation ............................................................ 81 

Table 5: Frequency Table by Gender ........................................................................................ 81 

Table 6: Frequency by Course of Study .................................................................................... 82 

Table 7: Frequency Table by Current QCA ............................................................................... 82 

Table 8: Welsh’s T-tests on Gender, Course of Study and QCA Categories ............................. 83 

Table 9: Total Organisational Socialisation and Intention Correlation.................................... 85 

Table 10: Pearson Correlation of Socialisation Dimensions and Intention .............................. 85 

Table 11: Linear Regression ..................................................................................................... 87 

Table 12: Analysis of Variance – Response: Intention (Forward Anova) ................................. 88 

Table 13: Qualitative Results Grid .......................................................................................... 153 

 

 

LIST OF FIGURES 

Figure 1: Organisational Socialisation Scree Plot .................................................................... 84 

Figure 2: Interrelationships of Socialisation Dimensions and Intention .................................. 93 

Figure 3: Predictive Model of Conversion Intention ............................................................... 170 

Figure 4: Intention Formation ................................................................................................ 175 

 

 

  



5 
 

 

ACKNOWLEDGEMENTS 

 

I would like to express my warmest and sincerest thanks to my supervisor, Professor Ian 

Jamieson, for the generous sharing of his knowledge, wisdom, experience, advice, patience, 

time and common sense. I was hugely sustained by his belief in me and his enduring good 

humour.  I am also very grateful for the expertise and input of my second supervisor, 

Professor Hugh Lauder, whose research in the domains of employability, skills and 

education policy was so relevant to this study. I wish to thank the University of Limerick for 

supporting me in undertaking this doctoral programme, thereby allowing me, as a 

practitioner, to become part of the scholarly conversation. To the three Eamonns, Professor 

Eamonn Murphy, Eamonn Cregan and Eamonn Moran, I owe a debt of gratitude for their 

directed motivation and “positive impatience” with my progress. Likewise, I appreciated Dr 

John McGinn’s indefatigable encouragement throughout.  To the DBA 12 class cohort, I 

extend heartfelt appreciation for their friendship and the opportunity to engage with such a 

diversity of perspective and experience in one classroom. A special note of thanks to Diana 

and Mathias for their insightful counsel, ready sense of fun and many kindnesses. For their 

combination of professionalism and genuine interest in individual students, I particularly 

thank Jacqueline Stockley and Lesa Cross of the DBA team at the University of Bath. I also 

owe a debt of gratitude to my colleague, Marina Power, for the generous sharing of her 

time and proof-reading skills. Undertaking a thesis can sometimes feel like running an ultra-

marathon and inevitably forces a deflection from other very important things in life. That 

cannot be avoided but I wish to acknowledge the patience and support of my family, in 

particular  my husband, Michael, and our children, Bethan, Laoise, Charlie, Julia, Patrick and 

Ava. Finally, “educo, educare” – to lead out –captures the true essence of education and all 

of its potential. My parents “led out” on my education and I dedicate this thesis to my 

mother, Mary, who is the very epitome of life-long learning.  

 

  



6 
 

ABSTRACT 

Over the past decade, an inflection in employers’ use of work placement has been evident, 

with many organisations using it as an alternative vehicle to identify, attract and retain a 

future graduate talent pipeline. Work placement allows employers to observe prospective 

graduate recruits in a work setting. It also affords student interns the opportunity to assess 

their host organisation as a potential graduate employer. Such use of work placement as an 

instrument of “pre-cruitment” has received relatively scant attention in the European 

context. Using the theoretical framework of organisational socialisation, this mixed methods 

study explores student interns’ experience of socialisation during placement and its 

relationship with their intention to return to work with their employer after graduation. 
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1. INTRODUCTION  

 

1.1 Introduction, Aims and Context 

This study aims to generate an understanding of student interns’ experience of 

organisational socialisation during work placement and of the relationship between their 

socialisation and their intention to return to their host employer after graduation. My 

interest in this topic arises from my senior management role in a university that is viewed 

nationally and globally as pioneer in the areas of work-integrated learning and 

employability.  Traditionally, work placement has been strongly associated with student 

learning and skills development and an improved ability to secure a graduate position. It is 

considered, by many employers, a key element of new graduates’ application portfolios. 

More recently, an inflection in employer use of work placement has emerged. In this 

context, as a practitioner, I have observed work placement being leveraged as an 

instrument of graduate “pre-cruitment”. The purpose of this leverage is twofold: to identify 

potential graduates early in their studies, and, to nurture, socialise and motivate interns in 

order to influence their decision to return to work with their placement employer on 

graduation.  At the same time, I have also observed that students too can leverage work 

placement as an instrument to assess the attractiveness and fit of their host organisation as 

a potential graduate employer. Both perspectives underscore the important role that 

socialisation may play in graduate recruitment.  

The central aim of my study is therefore to gain an understanding of interns’ experience of 

the socialisation phenomenon and to investigate the relationship between their 

socialisation experience and their intention to work with their employer as a graduate. 

There are some key gaps in the literature regarding the process of socialising interns and, 

notwithstanding placement’s increasing use as an instrument of graduate “pre-cruitment”, 
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very scant European-based research on the conversion1 intentions of interns. The study 

aims to make a significant contribution to the body of knowledge available on the critical 

and topical phenomena of intern socialisation and conversion. This knowledge will be of 

particular use to employers and to higher education practitioners involved in the areas of 

work integrated learning and graduate recruitment. In terms of its methodological 

approach, the study adopts a mixed-method approach, using quantitative research to 

measure relationships and predict intention outcomes and qualitative data to generate a 

more comprehensive understanding of both phenomena.  

The context of the study is the social world, i.e. the world of work, as directly experienced 

by students at a single university site. At the university, undergraduate students from 56 

honours bachelor programmes undertake work placement as a formal, integral, 

academically accredited and compulsory element of their degree. (Separately, the university 

deploys placement models for clinical and teacher education programmes). It is one of the 

largest placement programmes in Europe and operates under a centralised model whereby 

placements are secured for students by a dedicated unit within the university. In terms of 

scale, over 2,000 students are placed annually. The programme is characterised by its 

inclusive nature, with students placed regardless of the vocational orientation of their 

degree, their skills base, or their academic standing (i.e. as long as they meet a minimum 

pass standard). Placements have a strong sectoral reach across the IT, pharmachem, 

food/nutrition, medtech, financial services, aerospace, automotive, equine, sport, legal, 

public/civil service, international development and not-for-profit sectors. Work placement is 

central to the university’s branding, its educational philosophy and its student experience. It 

is also often associated with the university’s enduring leadership position in graduate 

employment nationally. For students, many of whom are the first generation of their family 

to attend higher education, the issue of social advantage in accessing the internship market 

does not apply and they generally view placement as a ‘sine qua non’ of their education. 

The study particularly focuses on three cohorts of students, viz., business, engineering and 

law.  Across all three cohorts, there is a very strong tradition of employers participating in 

both the undergraduate placement programme and the graduate recruitment programme. 

                                                           
1
 The term ‘conversion’ refers to an intern’s intention to work with their employer upon graduation i.e. their intention to ‘convert’ from intern to graduate recruit (Robinson, 1996; 

Good and Gardner, 2012; Rose, Teo and Connell, 2014; Hurst). 
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It is argued, therefore, that these cohorts represent a relevant sample appropriate to the 

investigation of the strategic leveraging of internship as an instrument of graduate 

recruitment.  

 

 

1.2 Thesis Structure 

The thesis has a ten-chapter structure. The background and introduction to the 

study are presented in Chapter 1 which also provides an initial introduction to the problem 

statement.  The literature is reviewed in two chapters. Chapter 2 gives a critical perspective 

of the rise of work placement, its role in skills development, its centrality in public and 

higher education policy and its more recent deployment as an instrument of graduate 

recruitment. Chapter 3 draws attention to the literature relevant to the conceptualisation 

and definition of work placement, its stakeholders and its relationship with graduate 

attraction, recruitment and retention. The focus of Chapter 4 is the literature around the 

theoretical framework for the study i.e. organisational socialisation. Specifically, it presents 

the major theories, perspectives and models that are used to explain and study the 

phenomenon, affording the reader a base of knowledge for subsequent chapters. Chapter 5 

is concerned with the research methodology, outlining the researcher’s ontological and 

epistemological stances and the rationale underpinning the choice of a mixed methods 

approach. The methods of inquiry used to operationalise the study are discussed. The 

chapter also explains the research design features, and presents the procedures deployed to 

analyse and interpret the study’s quantitative and qualitative data. Chapter 6 outlines the 

findings of the quantitative strand of the study and sets out the initial discussion of those 

findings. The focus of Chapter 7 is the findings of the qualitative strand through a depiction 

of the narrative information collated from the interviews. It also sets out the initial 

discussion of those findings.  The integrated findings and their implications are discussed in 

Chapter 8. The study’s recommendations and conclusions are set out in Chapters 9 and 10 

respectively.  
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1.3 Problem Statement 

Graduate employers claim that the challenges in identifying, attracting, and 

retaining appropriately skilled talent represent a significant threat to their business. To meet 

this competitive challenge, they are looking to work placement as an alternative or 

complement to traditional recruitment mechanism. Successful organisational socialisation 

of student interns may have utility for employers if it shown to have an influence on interns’ 

conversion intentions.  

Scope and relevance: This study explores the organisational socialisation experience of 

student interns. It examines their experience through the lenses of five variables viz., values, 

co-workers, supervisors, history/rituals and task mastery. The extent to which their 

socialisation experience relates to their conversion intentions is explored. In addition, it 

attempts to develop a model that may serve to predict student interns’ conversion 

intentions. The results are relevant to employers who wish to use work placement to 

identify, attract and ultimately retain interns with an appropriate skills- and organisational- 

fit. 

Objective:  The aim of this research is to achieve an understanding of student interns’ 

experience of organisational socialisation and to identify a relationship, if any, between 

their levels of socialisation and their intention to work with their host organisation on 

graduation. 

 

Main research questions:  

1. How do student interns experience organisational socialisation during their work 

placement? 

2. Is there a relationship between interns’ organisational socialisation and their 

conversion intentions? 
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2. BACKGROUND AND CONTEXT 

 

2.1 Trends in HE and Graduate Recruitment 

Against a backdrop of increasing competition, downward pressure on costs and a 

relentless drive for process efficiencies, employers are keen to secure competitive 

advantage in what is an increasingly mobile and global job market. For organisations, 

graduates represent a valuable resource of human capital, i.e. knowledge, ability and 

achievement and, moreover, they are integral to building organisational effectiveness (Irish 

Universities Association, 2018; Caballero and Walker, 2012). The level of access to graduates 

has come to be viewed as a key competitive advantage (or disadvantage) for employers. It 

suggested that this is driving employers to seek innovative ways to identify high quality 

recruits (Assessment Analytics, 2014). Concomitant with this, massification of higher 

education has resulted in a slew of developments, the most observable amongst them being 

the increase in participation rates and an attendant expansion of the graduate pool 

(Teichler, 1998). The Irish educational context is an example par excellence of the effects of 

the universalisation trend.  In the early 1960’s there were five higher education institutions 

(HEIs) in Ireland 2. Today there are thirty-two HEIs, including seven universities, four 

publicly-funded colleges, fourteen institutes of technology and seven private or 

independent colleges. During the same period, the proportion of Irish school leavers going 

on to higher education has risen from ca. 10% to well over 60% today. The latter figure 

represents the highest progression rate to HE within the EU and ensures that Irish graduates 

have come to form an increasingly important share of the national workforce (O Brien, 

2019; PWC, 2017).   

Ireland’s high quality, well-educated graduate workforce is often touted as the country’s 

greatest natural resource (Irish Universities Association, 2018). In terms of numbers, over 

                                                           
2
 
University of Dublin, Trinity College and the four constituent colleges of the National University of Ireland viz., University College Dublin, University College Cork, 

University College Dublin and University College Maynooth 
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225,500 students are enrolled across Ireland’s university and institute of technology sectors3 

(Higher Education Authority, 2017), giving Irish employers access to a significant pool of 

potential graduate recruits.  It would appear, at least at a surface level, that it is a fortunate 

time to be a graduate employer in Ireland. The global discourse, however, paints a picture of 

a more nuanced and challenging graduate landscape. Over the last decade, there has been a 

sharp move away from more traditional models of graduate recruitment and selection. This 

has been largely driven by three key disrupters  viz., the demise of the degree as a proxy 

measure for graduate competence and work readiness; the waning predictive power of 

traditional recruitment and selection instruments and the increasing career mobility of 

(predominantly) millennial graduates (Chan and Yang, 2015; Tomlinson, 2008; Teichler, 

2007; Faggian & McCann, 2008).  Crucially, it would appear that there is little evidence that 

the expanding pool of graduates has resulted in a superior choice of appropriately skilled 

candidates (Guardian, 2013; Brown & Lauder, 2006). Certainly, it cannot be assumed that 

the graduate-level job market expands in response to increased numbers of HE students 

(Brown, Lauder and Cheung, 2018; Allen, Quinn, Hollingworth and Rose, 2013; Chillas, 

2009).  In the Irish context, there is a persistent employer narrative which laments both a 

shortage of skilled graduates across a wide range of sectors, and a specific skills deficit in 

key areas viz., IT, engineering, foreign language, quantitative, communications, teamwork 

and problem-solving competencies (Strategy Consulting/Accenture, 2019; Expert Group for 

Future Skills Needs; 2016; Gradireland, 2018).  

Perversely therefore, in an era of unfettered expansion in higher education, Irish employer 

rhetoric would suggest that employers are competing for access to a scarce pool of 

graduates with a demonstrable role-, organisation- and skills-‘fit’. An additional challenge 

reported by employers is the issue of turnover behaviour amongst millennial graduates. It 

would appear that young millennial professionals are a more mobile workforce than 

previous generations. It is further suggested that they demonstrate limited loyalty to their 

employers, with only one in four planning to stay with their employer beyond five years 

(Deloitte, 2017). What appear to be undisputed are the significant costs of involuntary 

turnover for graduate employers. Accordingly, it would appear that Irish employers are not 

                                                           
3
 
An additional 10% of students are estimated to be enrolled in private and independent colleges.
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only competing for a finite group of what is sometimes referred to as “tooled talent”4, they 

are also fighting to retain them. This “churn” phenomenon amongst young graduates has 

incentivised employers to seek innovative ways to attract, identify, recruit, select and retain 

graduate talent.  

 

2.2 Policy Trends 

At the same time, the public policy context has undergone significant change, with 

the emergence of a focus on the role of human capital in supporting economic development 

(Faggian and McCann, 2008). Globally (and often contentiously), many governments are 

calling for a tangible return on public investment in higher education. The move towards a 

monetisation of higher education is reflected in the exponential rise in the positive 

conceptualisation of, and language around, graduate employability (Guardian, 2013; 

Minocha, Hristov and Reynolds, 2017). This is manifested in a number of ways. The HE 

sector, for example, is under increasing pressure to “produce” employable graduates 

(Brown, Lauder and Ashton, 2011), with employability rankings by country and by individual 

HEI now a feature of the global ranking scene (THES, 2018). Graduate employability has 

been highlighted as key priority in the Europe 2020 Strategy for Smart and Sustainable 

Growth (2015). In the Green Paper into the future of Higher Education, the UK government 

specifically targeted graduate job readiness and generic skills development, quoting their 

finding that 75% of employers want graduates to have practical and professional skills 

alongside their academic knowledge (Birdi, 2015). In the Irish context, the Government’s 

Action Plan for Education (2018) specifies a target of a 25% increase in the number of higher 

education students undertaking a work placement or work-based project by 2021. 

 

2.3 Trends in Work Placement 

Traditionally, work placement has been positively associated with skills 

development, an improved ability to secure a graduate position , higher levels of career 

crystallisation, higher career earnings and career progression (Helver and Lee, 2014; Gault et 

                                                           
4
 
Graduates with an appropriate skills-fit
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al, 2010; Andrews and Higson, 2008; Brown and Hesketh, 2004). As such, it is a form of 

“graduate capital” (Tomlinson, 2017). It has come to be viewed by employers as being 

intrinsic to students’ employability journey and a key element of new graduates’ job 

application portfolio. In recent years, an inflection in employers’ use of work placement has 

been evident, with employers using it as an instrument of early graduate recruitment. The 

rationale for this strategic deployment of work placement is driven by a number of factors. 

In a scenario where employers are competing for (what they contend is) a limited pool of 

appropriately qualified graduates, work placement allows employers to build their brand 

with future graduates; it facilitates employers in connecting with potential graduates earlier 

in their academic programme; and it supports the early identification and tentative 

“onboarding” of graduates with an appropriate fit. Crucially, it affords employers the 

opportunity to maximise their attractiveness to potential applicants and to motivate, 

nurture and socialise them in advance of graduation, with a view to “converting” student 

interns to graduate recruits.  As an instrument of graduate recruitment, it has advantages 

over some traditional recruitment and selection instruments. Specifically, it offers 

employers the opportunity to observe, over an extended period of time, the capabilities, 

performance and skills-, role- and organisation-fit of student interns. It is argued that this 

method of talent attraction and identification has a stronger predictive validity than 

interviews or psychometric tests. It may also address the issue of adverse selection 

decisions, the widely reported (and possibly related) graduate “churn”, and as the costs 

associated with same. 

 

2.4 Students as Organisational Newcomers:  

The dynamics of placement in graduation attraction, identification, recruitment, 

selection and retention are centred on a two-way relationship, involving student intern (i.e. 

potential graduate recruit) and employer stakeholders. From a student intern perspective, 

work placement represents a low-risk opportunity to gain realistic information about their 

employing organisation and, furthermore, to assess their relative organisational fit as a 

potential graduate employer without the complication of a long term employment 

commitment. They do this in the context of an organisational outsider who is adjusting to a 
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new work environment and role. In this context, student interns are akin to regular 

organisational newcomers and share similar unsettling challenges when they enter their 

work placement organisation.  As “organisational outsiders”, they possess none of the 

knowledge, inclusionary comfort and sense of belonging that are associated with their 

“insider” peers. Like regular organisational newcomers, they must make sense of their new 

environment, reduce their uncertainty, adapt to their new role and promote their social and 

professional acceptance. Student interns face additional challenges in becoming socialised 

within a work placement context. By definition, undertaking a work placement calls for 

them to leave their normal interactional zone (i.e. university) with its predictable routine, 

role clarity, comfortable and inclusionary familiarity, and tangible peer and faculty 

networks. In their transition from student to professional status, they move from certainty 

to uncertainty; structured performance criteria to a more nuanced system of assessment; 

assumed confidence to vulnerability; signposted experience to ambiguity. They move from 

an environment with a fixed horizon and linear advancement to one in which they have to 

navigate the unknown. They have to cope with changes to their peer group in terms of age, 

background and qualifications.  It is arguable that this shift from student to student intern is 

more complex and demanding than that experienced by a regular employee moving to a 

new role or organisation. Moreover, the finite timeframe for work placement means that 

their transition, adjustment and socialisation within the organisation must be accelerated in 

order for student interns to form an intention to remain with their employing organisation 

after they graduate.  

 

2.5 Organisational Socialisation: A theoretical lens 

Organisational socialisation is a theoretical lens through which the process of 

newcomers moving from being organisational outsiders to organisational insiders can be 

understood. Organisational socialisation (OS) theory is concerned with two broad areas viz., 

newcomers’ successful transition to a new role, work environment and/or organisation; and 

the process by which newcomers come to appreciate and acquire the skills, values, 

knowledge, attitudes and relationships  necessary to support these transitions. A substantial 

body of research exists on the positive correlation between newcomer employee 
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socialisation and their intention to remain with or leave their organisation. However, a 

review of the literature shows that the study of organisational socialisation in the work 

placement context has received much less attention, particularly in the European context. 

This reflects the dominance of the US, Canadian and Australian contexts in work 

placement/internship studies generally (Zegwaard, 2016; D’Abate et al; 2009). The scant 

attention to the socialisation of interns is somewhat surprising, given work placement’s 

increasingly central role in the identification, attraction, selection and recruitment of 

graduate talent. The researcher hypothesises that, both practically and theoretically, it is 

critical to understand and explain how student interns adjust to their work placement 

environment and to investigate theextent to which their socialisation within their work 

environment influences their intention to remain with their employer after graduation. 

From an employer perspective, the research may guide them in leveraging organisational 

socialisation of interns in order to maximise their attractiveness to potential graduate 

recruits. From a HEI practitioner perspective, the research may help them in supporting 

their students in their transition from student to workplace intern and from intern to 

graduate recruit. In this way, the study is grounded in by the practical need to make the 

socialisation process more visible through the students’ narration of their experience and 

also through more structured survey feedback. This is achieved through the use of a mixed 

methods research strategy that allowed for a larger quantitative sample to gather more 

generalised data whilst, at the same time, capturing the idiosyncratic nature of individual 

interns’ experiences as they reflect on their socialisation into their workplace and role. It 

makes a significant contribution to the field of work-integrated learning and advances the 

theoretical understanding of OS and retention phenomena in the context of placement. By 

illuminating students’ experience of organisational socialisation and its enactment by 

employers, it helps both employers and HEIs to improve the experience of students on 

placement.  
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3. LITERATURE REVIEW  

 

3.1 Introduction 

The force of globalisation has been implicated in many of the major worldwide 

trends including global competition, connectivity and customer reach, as well as 

standardisation, mobility of production and capital, and accelerated technological change 

(Suarez and Qin-Hilliard, 2005; Bullinger et al, 2004). The international business 

environment has become complex, dynamic, turbulent and uncertain (Smith, 2010; Brooks 

et al, 2010; Kenney, 2004) and is characterised by a move towards a knowledge economy, 

downward pressures on costs, new forms of corporate structures, increasing complexity of 

business processes and a focus on human capital as a driver of innovation, creativity and 

value creation.  At the same time, disruptive “innovationism”, new business models and 

resource scarcity will impact every sector (PWC, 2016).  The shift from a product-based to a 

predominantly knowledge-based economy has led to an attendant shift in the desired 

employee profile. This is characterised by a growing emphasis on applicants’ abilities to 

build and manage relationships, to handle complexity and to operate effectively in flatter 

organisational structures (Guthridge and Komm, 2008; PWC, 2015; Baporikar, 2017).  

Juxtaposed with globalisation has been the move in higher education from being the 

province of an elite to being universally accessible (Trow, 2010; Matkin, 2012) which, in 

turn, has resulted in an explosion in graduate numbers globally. Against this backdrop, 

graduates have come to form an increasing share of the global workforce. It is argued that 

these graduates represent a valuable resource of human capital, i.e. knowledge, ability and 

achievement and that this is integral to building organisational effectiveness (Caballero and 

Walker, 2012; Rospigliosi, Greener, Bourner, and Sheehan, 2014).  Accordingly, the 

planning, forecasting, attraction, selection, acquisition, retention and management of what 

is widely referred to as “talent”5 have become a key challenge for organisations (Schuler, 

                                                           
5 It should be noted that, although used across popular and practitioner-oriented discourse, a unanimous definition of the core construct of the term ‘talent’ did not 

emerge in the literature (Gallardo-Gallardo et al, 2012). As a concept it is used to reference a range of terms including human capital, high performing employees, high 



18 
 

Jackson and Tarique, 2011). For higher education students, work placements have come to 

act an effective bridge between the classroom and the world of work (Barr & MecNeilly, 

2002). In this context, placements now represent a key element of new graduates’ job 

application portfolio (McHugh, 2017) and an important component of organisations’ human 

resource management strategy (Mello, 2006; Breitsohl & Ruhle, 2016). 

The first section of this literature review will examine the concept of work placement, its 

macro and stakeholder drivers; the context which has seen the rise in the deployment of 

placements as an instrument of graduate attraction, selection and retention; and the factors 

that potentially influence student interns’ intentions to return to their employer after 

graduation. The second section examines the literature around the practice and theory of 

organisational socialisation, which is the primary theoretical lens of this study and that of 

retention.  

 

3.2 Experientia Docet – The Concept of Work Placement 

The literature review reveals that the concept of practice-based learning is not 

new. This is evidenced by centuries-old quotes from Sophocles – “one must learn by doing 

the thing” (cited in Felder & Brent, 2016) – and Confucius – “I do and I understand” (cited in 

Vaillancourt, 2009). More recently, Dewey’s idea of the principles of continuity and 

interaction has framed the philosophy that educational theory must be based on a 

philosophy of experience (Eldeeb, 2013). In this context, work placement represents a 

dualism of academic and vocational experience, combining a foretaste of workplace culture 

as well as contributing to learning. It is a classic example of Kolb’s model of experiential 

learning that includes concrete experience, observation and reflection, formation of 

abstract concepts and testing in new situations (Kolb and Kolb, 2005). Central to work 

placement is the switching of the locus of learning between the classroom and the 

workplace, thereby supporting forms of learning that are not traditionally associated with a 

classroom environment (Jackson, 2006; McLuskie & Zipf, 2003). Placement is located at the 

                                                                                                                                                                                     
potential employees and general workforce, and available skills and competencies within an organisation (CIPD, 2016; Thunnissen et al, 2014; Scullion and Collings, 2011). 

However, for the purpose of this research the terms “graduate talent” or “early talent” (AGR, 2017) are taken to mean new or recent graduates.  
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nexus between theoretical and practice learning (Orrel, 2011) and education and on-the-job 

training, being more practical than the former and more academic than the latter (Tanaka, 

2008). Coll & Zegwaard (2011) suggest that this integration of experiences creates a benefit 

that is greater than the sum of its parts. The rise of work placements may reflect a wider 

understanding that applied knowledge may be more valuable than explicit academic 

knowledge because it is contextually, socially and situationally specific (Tucker, 2006; Boud 

and Middleton, 2003). As one of the core aims of work placements is to better prepare 

undergraduate students for their entry into the workforce (Jackson, 2015), it is sometimes 

argued that placement constitutes an ideal response to the demand from employers to 

make education more relevant to the workplace (Bates, Bates and Bates, 2007) 

 

3.3 Defining Work Placement 

The rise of placement is accompanied by a complex mosaic of nomenclature used 

across sectors, industries and countries when referring to work placement. In the literature, 

the terms practicum, internship, placement, work placement, stage, intra, professional 

practice, work integrated education, industry based learning, cooperative education, work-

based learning and experiential learning are all used, often interchangeably, to denote a 

planned period of work experience where the learning outcomes are often integrated into 

the programme of study. On the one hand, the absence of clearly a defined, universal 

placement construct and an attendant equivocality of meaning may be a cause of confusion 

and a barrier to meaningful research (Jackson & Wilton, 2016). On the other hand, it could 

be argued that the plethora of terminology and interpretation is simply a reflection of the 

dynamic and multidimensional nature of the work-integrated learning domain. Addressing 

this lack of universal definition, Maertz, Stoebel and Marks (2014) identified an analytical 

framework to promote a common understanding of work placement. It details eleven 

different dimensions of work placement including paid vs. unpaid, academically accredited 

vs. unaccredited, full-vs. part-time, project- vs. job-based format, high formal learning 

objectives vs. low or none, implied opportunity of future full time employment vs. no 

implication of same. What appears to be undisputed in the literature is that work placement 

is distinguishable from a volunteering in that it is a “deliberative form of learning” that 
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involves shared responsibility between the student, the employer and the institution (O 

Neill, 2010).  For the purposes of this research, work placement or internship are taken to 

mean a period of in-company work experience undertaken by a student for intentional 

learning that is relevant to the intended outcomes of their higher education degree and 

supervised by both educators and workplace managers (REAP, 2011; Neff and Arata, 2007). 

The term “intern” will be used interchangeably with the term student on work placement.  

 

3.4 The Rise of Work Placements 

The proliferation of work placement globally has been shaped by a number of 

global shifts across higher education and the world of work. This is accompanied by evolving 

expectations of placement stakeholders. In reviewing the literature on the dominance of 

work placement and its role in graduate attraction, recruitment and selection, it is 

important to situate the discourse in the context of these developments. 

Participation Levels The prevalence of the work placement phenomenon is evidenced 

internationally, particularly amongst higher education students wishing to enhance their 

employability and career opportunities (McHugh, 2017). However, comparable international 

statistics on the number of placements are difficult to obtain across the discourse. In Ireland 

in 1972, the University of Limerick was the only higher education institution (HEI) offering a 

work placement programme (McGinn, 1999). By 2010, 28 Irish HEIs were offering 

placements across a total of 411 courses (Buckley et al, 2010). Student participation in 

placement in the UK is high with 180, 705 students enrolled in placement courses (Higher 

Education Statistics Agency, 2017). According to a more recent survey (Slane, 2015), 71% of 

UK university graduates have participated in a work placement or apprenticeship. In Europe, 

an overall average of 55% of students undertake placements (Little, 2007).  In a survey of 

German higher education, 79% of graduates reported having done a work placement during 

their studies (Allen and Van der Velden 2009). The participation rate in the USA is above the 

European average, with 72% of US undergraduates undertaking a work placement prior to 

graduation, up from 65% in the previous year (Lavelle et al, 2015). Similarly, in terms of 

employer participation, Schlick (2016) found that 70% of the 4,730 employers surveyed 

offer work placements, with 1.5 – 2 million placements initiated every year (Perlin, 2012). 
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Universalisation of Higher Education On a surface level, the expansion of higher education 

globally and the attendant increase in student numbers (Altbach, 2015; Holmes, 2013; 

Deem & Brehony, 2005) might appear to be a positive development for employers as 

“consumers” of graduate talent. Certainly competition for graduate jobs is intense (Branine 

and Avramenko, 2015). Research by the National Association for College Employers (NACE, 

2016) found that there was an average of 22.7 applications per graduate job vacancy in the 

US. In the UK context, a similar survey reported an average of 39.2 applications per vacancy. 

In a recent survey by SHL (Assessment Analytics, 2016), 29% of graduate employers 

reported that each graduate vacancy generated 250 applications. Depending on the sector 

and organisation, there is, however, wide variation in application numbers. In investment 

banking and fund management, for example,  each graduate role attracts an average of 135 

applications (Efinancial Careers, 2018). Notwithstanding the sharp increase in graduate 

numbers globally and the success of certain employers in attracting graduate applicants, 

there is little evidence that the expanding talent pool has in fact resulted in a superior 

choice of appropriately skilled candidates (Brown & Lauder, 2006). Many employers assert 

that they are unable to fill their graduate vacancies due to a dearth of talent of the 

appropriate calibre (Helyer and Lee, 2014; Azevedo et al, 2012; Purcell, Morley and Rowley, 

2002; Rasul, Rauf, Mansor and Puvanavaran, 2012). 67% of UK employers have reported 

that the applications they receive are of insufficient quality (AGR, 2014). Likewise, a survey 

by YouGov reported that 53% of employers consider none or few graduates are ready for 

the workplace (Guardian, 2013). Internationally, similar findings have been reported. In a 

survey of 7,000 European companies, Busteed (2015) found that many graduates are not 

equipped for workplace success. The Aspiring Minds National Employability Report (2013) 

which was based on the data of 60,000 graduating students from Indian HEIs, found that 

47% of graduates were unemployable due to an inability to apply concepts and a perceived 

deficit in cognitive and language ability.  

 
There is evidence that the expansion in higher education is seen as a response to consumer 

demand rather than a functional necessity (Chillas, 2009). It is argued that student numbers 

have not been matched by employer demand (Allen, Quinn, Hollingworth and Rose, 2013). 

Moreover, there is evidence that the degree is now a requirement in sectors that were not 
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traditionally associated with graduate recruitment (Branine, 2008) leading to some claims of 

graduate underemployment (Vedder, Denhart, Robe & Matgouranis, 2010). The discourse 

suggests that students too feel unprepared for the world of work. An international survey of 

5,000 final-year students found that one third of students felt that higher education did not 

prepare them well for employment (Mourshed, Patel and Suder, 2014). Similarly, McGraw 

Hill’s 2015 study found that only 20% of students felt very prepared for the workplace, with 

56% of students stating that they did not know how to conduct themselves in a job 

interview. Research on 2,000 US graduates provides a contrasting perspective, with 59% of 

respondents reporting that they felt well prepared to apply their knowledge in the real 

world. Interestingly however, the same report found that only 23% of employers considered 

that graduates were well prepared for the workplace, highlighting a wide discrepancy 

between the two stakeholder views (LaVelle, Silverstone and Smith, 2015).   

Credential Inflation For many years, higher education qualifications were an indicator of 

productivity and the dominant signal in the graduate recruitment and selection process. As 

such, credentials operated as a graduate labour market instrument wielded by employers to 

include the qualified, i.e. graduates, and exclude the unqualified (Chillas, 2010). It would 

appear, however, that the expansion of higher education has had an undermining effect on 

employer endorsement of the degree as an instrument of graduate selection (Tomlinson, 

2008) and, as a consequence, the value of the qualification has been reduced in social and 

economic terms (Mayhew and Keep, 2004). In practice, therefore, it is more likely to be 

used as a threshold requirement or as an initial sifting device and always in addition to other 

evidence of suitability for access to the labour market (Purcell et al, 2002, Brown and 

Hesketh, 2004; Tymon, 2013). Parity and comparability between different higher education 

degrees is an issue for employers. Just as the notion of employers as homogenous group 

may be misleading, it could be argued that, in practice, the concept of a degree as single 

category is dysfunctional. Employers, driven by requirement, preference, bias or tradition, 

will adjudicate on qualifications, taking account of candidates’ higher education institution 

provenance and relative prestige, degree type (academic or vocational), award level, 

content, and occupational specificity (Keep and Shaw, 2010; Chillas, 2010). This is evidenced 

by graduate employer behaviour where access to job opportunities is limited to graduates 

of certain universities, effectively constituting a monopoly for certain universities and 
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employers. In this context, the majority of the UK’s top graduate employers target students 

at fewer than twenty universities (High Fliers, 2014). There is a trend towards even greater 

selectivity in France, where a very tight coupling exists between the elite grandes ecoles and 

management careers opportunities and the grande ecole graduates or cadres continue to be 

the net beneficiaries of “intellectual discrimination” (Barsoux and Lawrence 1991; Calmand, 

Giret, Guegnard and Paul, 2009 ). Likewise, earnings for Ivy League graduates ten years after 

graduation is more than double the median of graduates from other universities (Ingraham, 

2015). For most graduates, however, the signalling capacity of the degree has been 

significantly weakened. The upward spiralling of credentials in a high-supply graduate 

market means that a vacuum has emerged for a differentiating credential, one that acts as a 

proxy measure for competence and work readiness (Chan and Yang, 2015, Teichler, 2007). It 

would appear that work placement has come to occupy this vacuum. On a cautionary note 

however, stakeholder demands to increase the number of work placements may well create 

a credential spiral in placement as the value of the placement credential is inversely 

proportional to the number of students doing one (Roulin and Bangeter, 2013).  

New Order, New Demands Over the past two decades, the graduate world of work has 

changed significantly. For many years, graduates could reasonably expect lifetime 

employment, steady advancement, structured training development opportunities and a 

functional identity from their employing organisation. In exchange for this, they granted 

substantial control over their careers to their employer (Capelli and Keller, 2014; McKeown 

and Lindorff, 2011). More recently, however, the demise of the ‘job-for-life’ and the 

disappearance of well-defined career ladders have coincided with a shift in responsibility for 

graduate training and development from employers to higher education institutions. The 

attendant demand for work-ready graduates suggests that employers feel entitled to 

assume that relevant skills are acquired in higher education and that these are directly 

transferable to the graduate workplace (Jackson, 2013). At the same time, there is a 

pervasive employer rhetoric around the dearth of work-ready graduates and widespread 

lack of fit between employer demands and available graduate skills. Certainly there appears 

to be a sense of employers stepping back from their traditional role in graduate 

development and training (Jackson 2009), with many employers now questioning the value 

of formal graduate development schemes (Conor and Shaw, 2008). This is in contradiction 
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of the Association for Graduate Recruiters’ view that “organisations that successfully retain 

graduate talent are those that invest in them” (Stephen Isherwood, AGR, 2016). The 

widespread divestment in extended graduate training/development programmes has been 

accompanied by a trend towards short, targeted training for the general workforce, often 

aimed at senior management (Little, 2011). In effect, employers now expect their new 

graduate intakes to add immediate value to their business and to form part of a future-

oriented talent pipeline (Kandola 2001). At the same time and rather paradoxically, as can 

been seen from the literature review, employers consistently report on the elusiveness of 

these work-ready graduates who are “oven ready and self-basted” (Atkins 1999). It is 

perhaps this “pursuit of scarcity” (Waters, 2009) has driven the deployment of work 

placement an instrument of recruitment.  

The Millennial Talent Factor In the job market for new graduates, the typical generational 

profile is that of a ‘millennial’. Although there is no universal definition of the relevant years 

of birth, the term millennial broadly refers to those born between the early 1980s and the 

early 2000s (Strauss & Howe, 2000; Sujansky & Ferri-Reed, 2009). Variously described as 

Gen Y (Sheahan, 2005); Gen Next (Taylor, 2006); the Net Generation (Carlson, 2005); Echo 

Boomers (Slok, 2011); Generation Me (Twenge, 2006). Generation Now (Brack, 2012), Gen 

9/11 (Kantrowitz, 2010); Generation Vielleicht;6 (Frankfurt Allgemeiner Zeitung, 2013); and 

Generation Ku (Moore, 2005), millennials represent the fastest growing segment of the 

global workforce (Markinus-Murphy, 2007). It is contended that, as a discrete generation, 

millennials share a set of collective values, attitudes, beliefs, dispositions and aspirations 

(Kowske et al, 2010; Hershatter and Epstein, 2010). It is further posited that generational 

differences in work values influence recruitment requirements and working arrangements 

(Parry and Urwin, 2010). However some of the discourse refutes this, arguing that an entire 

generation cannot be captured in a single term because such a categorisation fails to take 

account of the diversity of experience, background, national context, ethnicity and 

outcomes (Levine and Cureton, 1998; Mueller and Miller, 2013). There is also some criticism 

of the research findings on millennials being informed primarily by anecdotal evidence and 

superficial observation (Case, 2019; Kilian, Hennigs and Langer, 2012). 
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Generation “Maybe”
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Notwithstanding the debate on generational stereotyping, there appears to be a generalised 

acceptance that the cohort of individuals born between ca. 1980 and 2000 has been shaped 

by the forces of globalisation, the rise of connectivity and social networking and specifically 

by the cohort’s distinctive relationship with technology. It is argued that this has had an 

influence on how millennials construct their identity and their view of the world (Balda and 

Mora, 2011). This view may affect how millennials interact with employing organisations 

and may therefore serve as a guide to understanding millennial workers. In their seminal 

work on millennials, Strauss and Howe (2000) have found that millennials are team-

oriented, confident, pressured achievers who feel special. Cole, Smith and Lucas (2001) 

describe millennials as being empowered, optimistic and in receipt of enormous parental 

care and attention. Twenge’s (2014) findings are less positive, arguing that whilst millennials 

tend to be confident, tolerant, open-minded and ambitious, they can also be anxious, over-

indulged, disengaged, distrustful and display high levels of narcissism and entitlement.  

Some graduate employers are strongly associated with success in attracting millennials. 

Typically, these are technology companies who have, from their inception, tested new 

business models, cultures, management styles and approaches to recruitment and selection 

that appeal directly to the millennial generation. These include Google, Facebook, Apple and 

Twitter (PWC, 2015; Myers and Sadaghiani, 2010). In a classic example of oversubscription, 

Google receives a staggering three million applications annually, with only 0.25% leading to 

eventual hires (AGR, 2015).  More traditional organisations who have intentionally invested 

in building a brand to attract millennials have also seen an increase in their appeal to new 

graduate applicants e.g. PWC, 3M, Microsoft, EY and Goldman Sachs. In the case of 

Goldman Sachs, it received over 220,000 applications from students and new graduates in 

2016, representing a 40% increase in applications since 2012 (Noonan, 2016). The appeal of 

certain organisations is evidentially supported by international surveys which show that 

graduates identify them as desirable places to work (Jenkins, 2018; Stansell, 2019; National 

Society of High School Scholars, 2018). Notwithstanding the success of individual 

organisations in attracting graduate talent, the issue of sustainable talent management is an 

important one for all employers and the widely reported propensity for high turnover 

amongst millennials is a key concern.  
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The Shifting Sands of Recruitment and Selection The purpose of recruitment and selection 

is to identify those individuals who meet the requirements for the job and the organisation’s 

best interests (Kahn, 2008; Beardwell et al, 2004).  For graduate employers, a pool of 

candidates is a promise for the future and there are compelling reasons for getting the 

selection right (Wilden, Gudergan, Lings, 2010; Pilbeam and Corbridge, 2010). Conversely, 

the selection of an underperforming candidate can be very costly for employers in terms of 

logistical overheads and costs of recruitment and replacement but also in terms of morale 

and lost output (Velasco, 2013; Mathis and Jackson, 2011; Knight, 2012). Employer decisions 

around fit can be driven by factors such as education credentials, knowledge, aptitudes, 

hard and soft skills and work experience as well as personality dimensions and other 

characteristics deemed relevant (Brown and Hesketh, 2004;  Moscoso, and Salgado, 2017). 

Traditionally, a narrow set of recruitment and selection interventions were used to support 

an effective matching process. These centred primarily on standardised paper application 

forms, paper CVs, the milk round, interviews, pencil-and-paper tests and references. Since 

ca. 2000 however, technology has come to dominate the process of graduate recruitment 

(Lievens, van Dam and Anderson, 2002), with “multi-hurdle” screening a feature of the 

process for many organisations. (Rose et al, 2014). These interventions include job analysis 

(Singh, 2008), realistic job previews (Breaugh, 2010), online personality, aptitude and ability 

testing (Furnham, Eracleous, and Chamorro-Premuzic, 2009), phone screening, work and 

coding sample tests, written ability tests, and technical interviews (Branine, 2008; Moscoso 

and Selgado, 2004). Many larger employers use more prolonged interventions such as 

assessment centres where a group of applicants take part in a range of role play, in-tray 

exercises and group discussions during which they are observed by trained assessors who 

assess candidates’ behaviours in terms of career motivation and career competencies 

(Ballantyne and Povah;  2004, Smetherton, 2006). More recently developed instruments 

such as social and sensing analytics are used to predict organisational fit (AGR, 2015; 

Madera, 2012), with almost one in five technology companies accessing candidates’ (and 

potential candidates’) social media profiles and using the data as an instrument of inclusion 

and exclusion (Eurocom Worldwide, 2012). Other research gives a higher figure of between 

27% and 65% (Stoughton, Thompson and Meade, 2013). In certain sectors such as 

hospitality and construction, work trials are used by employers to identify individuals with 

the appropriate fit and potential (Keep and Shaw, 2010). Such interventions have the 



27 
 

obvious advantage of observing candidates in an authentic work setting over a prolonged 

period. 

Human resource management literature can be quite prescriptive around the achieving of a 

perfect match between job and candidate. Certainly, many recruitment and selection 

methods are based on broad assumptions of rationality, meritocracy and measureable 

validity (Bach & Edwards, 2012). However, the literature review points to a certain 

disjuncture between these ideals and actual employer behaviour in the recruitment market. 

Gatewood, Field and BarMark  (2008) found that effective matching between applicant 

talent and employer requirements is not frequently achieved.  This is despite considerable 

investment in recruitment and selection process. And the stakes are high, with 90% of job 

failure attributable to a poor matching of soft skills, attributes, personality and work habits 

(Helminger, cited by Mansour and Dean, 2016). Ironically, this attrition may be explained by 

an enduring and inherent resistance to decision instruments on the part of employers. At 

any rate, the interview continues to be the most important instrument used to measure 

“fit” (Di Milia and Smith, 1998). It also serves to obtain information about candidates’ 

behaviour, attitudes, motives and values (Carless, 2007). The discourse highlights significant 

limitations in the interview as an instrument, specifically identifying a range of bias forms in 

the interview process. These include age (Wilson, Parker and Kan, 2007;), gender (Black and 

Turner, 2016), race (Flynn et al, 2014), ‘similar to me’ (Anderson and Shackketon, 1990), 

socio-economic background (McMillan et al, 2015; Tomlinson, 2007), confirmatory and 

halo/horn effect biases (Whitmell, 2018). Highhouse (2008) goes further, questioning the 

validity of the interview as an instrument with his finding that paper and pencil test alone 

outperformed the unstructured interview in terms of its effectiveness as an assessment 

tool. Indeed, graduates themselves perceive that selection is based on personal attributes 

rather than any competence meritocracy (Smetherton, 2006). At the heart of the predictive 

aspect of the recruitment and selection debate lies the fact that employers are not sure of 

the productive capabilities of an applicant at the time of hiring (Spence, 1979) and little is 

known about the relationship of interview decisions to later job performance (Peck and 

Levashina, 2017). So, crucially, whilst interviews may indicate what applicants can do, they 

do not necessarily reveal what a graduate’s post-hiring capabilities will be (Klehe and 
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Anderson, 2007; Zhao and Liden, 2011). This has led employers to seek alternative 

recruitment and selection instruments.  

Work Placement – A Viable Alternative? The fast-changing world of work demands “plug in 

and play graduates” (Brown, Green and Lauder 2001), graduates who have the capacity to 

“hit the ground running” (Chernomas, Care and Lapointe-McKenzie, 2010). However, the 

literature review reveals what appears to be a jarring conundrum: a growing population of 

graduates and an increasing dearth of appropriately skilled graduates, many of whom feel 

ill-equipped to meet the demands of the job market. Adding to the complexity of the 

backdrop, is the demise of the degree as a filter mechanism and a new generation of 

millennial graduates who appear to have different expectations of working life than those of 

graduates of previous generations. The challenge is twofold: from a graduate applicant 

perspective it is difficult to assess the quality or fit of a prospective employer with any 

certainty. For employers, on the other hand, an applicant’s skills profile and productivity are 

unknown before organisational entry and their objective assessment is difficult. The 

literature highlights the weak predictive validity of individual or combined elements of the 

traditional recruitment and selection process (Peck, 2012). Specifically, it questions its ability 

to successfully correlate performance in the selection process and actual on-the-job ability. 

One explanation for this is that it is unlikely that the hiring process can match the 

complexity of experience, demands and tasks that a new graduate will face in their job. In 

this context, it is perhaps not surprising that employers have looked to develop increasingly 

proactive strategies aimed at securing and retaining graduate talent and using it to build 

competitive advantage (Schuler, Jackson and Tarique, 2011). It is argued that work 

placement represents an effective way to reduce the information asymmetry between 

graduate applicants and employers and to mitigate the problems of adverse selection 

(Wilden et al, 2010). In this context, placement allows both employers and students to 

obtain realistic information about each other and evaluate each other before making any 

longer term employment commitment. In effect, it is a combination of a job preview for the 

candidate and an applicant preview for the employer, whereby each stakeholder gains a 

more realistic picture of how the other will behave in a post-internship employment context 

(Rose, 2013). This is supported by research by Cascio and Aguinis (2008), which found that 

observation of an applicant in an equivalent role achieves better results than any science of 
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prediction and selection, thus reducing the risk of high costs associated with poor selection 

decisions (Cascio, 2006). The authenticity of the work placement experience and its 

potential predictive validity may explain the rise in value of the denomination of work 

placement as an aspect of human capital, as a recruitment and selection tool, and as the 

new credential frontier.  

 

3.5 Stakeholder Drivers 

The rise in graduate numbers and the demise of the degree as a differentiator have 

coincided with the emergence of skills and experience as sources of positional advantage in 

the graduate talent market. This has had wide-ranging effects on placement stakeholders, 

with many graduates and employers regarding placement as the preferred pathway to 

graduate careers (Rose et al, 2014).  This is suggestive of a stakeholder belief in the efficacy 

of placements and a synergistic relationship between the stakeholders, including students, 

employers, higher education institutions and government (PatMark et al, 2009). To a large 

extent, this ‘win-win’ scenario (Coco, 2000) is supported by the literature. 

Students 

A study by Karns (2005) found that work placements were perceived by students to 

contribute most highly to learning, reflecting student preference for active, real-world 

experience (Gault et al, 2010). In a contested labour market, it would appear undertaking a 

work placement can also convey added-value and confer positional advantage on students 

(Allen et al, 2013, Tomlinson, 2008), with Jackson (2007) arguing that placements have a 

role in social mobility in that they function as an entrée to the graduate job market for those 

students who do not have class advantages. Research has shown that completion of a 

placement is a significant influencer of students’ ability to obtain a career-oriented position 

and to secure a graduate position (D’Abate, Youndt & Wenzel, 2009; Callanan & Benzing, 

2004; Harvey and Blackwell, 1999; Bowes et al, 2000; Crebert et al, 2004; Fleetwood and 

Shelley, 2000; Alexander & Mc Donald 2007, Rienerth, 2001). Coco (2000) found that 30% of 

US graduating seniors have job offers before graduation but, where students have 

completed a work placement, that figure rises to 58%. In terms of the length of time it takes 

to find their first job, graduates with work placement experience  obtain a job more quickly 
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(Knouse, Tanner & Harris, 1999), with Gault et al (2000) finding that they receive a job offer 

an average of ten weeks’ sooner than their peers. Furthermore, it has been shown to have a 

positive influence on career success (Cleary, Flynn, Thomasson, 2007; Dressler and Keeling, 

2011; Australian Workforce and Productivity Agency, 2012) and on accelerated career 

progression (Harvey, Moon and Geall, 1997; Brooks & Youngson, 2016). Research by Reddy 

& Moore (2006) found that students who have undertaken placements are clearer about 

their career planning. This is confirmed by the establishment by Binder et al’s (2014) 

correlation between placement and greater crystallisation of vocational self-concept and 

reinforced by research which has found that 81.1% of graduates considered that work 

placements helped them to shift their career directions (Sharp, 2016). Placements are also 

shown to play a role in elevating graduate salary levels (Gault et al, 2010; McKnight, 1999; 

Blair et al, 2004). Crucially, placements allow students to build their employability narrative 

(Brown and Hesketh, 2004) as they add visible value and distinction to their educational 

credentials, which may confer on them a positional advantage in the graduate labour 

market (Roulin, 2013). 

The association of work placement and skills development in students is pervasive in the 

literature. Research has shown that work placement enhances students’ learning 

experiences, giving them the opportunity to apply their academic learning in a real-life work 

setting, providing them with the opportunity to acquire and develop skills relevant to their 

subject or sector of choice (Andrews & Higson, 2008; HEFCE, 2011; Hogan et al, 2013). These 

skills are variously described as generic, core, key, employability, soft, common and 

transferable skills (Atkins, 1999); 21st-century skills (Rotherham and Willingham, 2010); life 

essential, necessary skills (Precision Consultancy, 2007); graduate skills, graduate qualities, 

graduateness, enabling and enterprise skills (Bowman, 2010), savvy (Shoenfelt et al, 2013), 

grit and performance character (Lucas & Hanson, 2016). The higher barriers to entry to the 

graduate market have meant that students have had to develop a narrative of employability 

(Brown and Hesketh, 2004) around their personal capital to include both soft skills and 

experience credentials (Roulin and Bangeter, 2013). In the graduate recruitment process, 

placements allow students to contextually evidence their skills and experiences (NCUB, 

2016) and, in doing so, they can use their work experience to signal their capability (Rose,et 

al, 2014). In addition to the developmental and CV-building value of work experience, 
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placement can also provide students with a vital opportunity to develop their employability 

by trial in an organisational setting; to directly preview and assess employers in terms of 

organisational fit (Hurst, Good & Gardner, 2012; Dixon et al, 2005); to network with relevant 

professionals in their chosen career; and to identify graduate opportunities within the host 

organisation (McHugh, 2017). Used this way, students are using work placement for 

effective career building.  

Employers 

From an employer perspective, work placements provide a conduit to skilled students who 

can bring fresh ideas to the organisation (Knemeyer and Murphy, 2002; Schmidt and Gibbs, 

2009). They allow employers to draw on an immediate source of inexpensive, temporary, 

flexible and partially-qualified talent (Abel and Love, 1998; Gault et al, 2000; Tanaka, 2009). 

Interns can be readily deployed for discrete projects and in times of economic downturn 

(Dixon et al, 2005), giving the workforce freedom to pursue more creative projects (True, 

2011).  Placement is widely associated with being instrumental in equipping students with 

the employability skills demanded by employers in the graduate job market (Harvey, Moon 

and Geall, 1997; Reddy and Moore, 2006; HEFCE, 2011; Jackson, 2016). This is supported by 

research on employers. Gradireland (2012) reported that 100% of employers cited 

placements as an effective or very effective method of developing the core soft skills 

desired by employers. In the UK context, over a third of graduate employers considered it 

very unlikely or not likely at all that a graduate with no internship experience would be 

successful in their selection processes (High Fliers, 2018). Similarly, 91% of US graduate 

employers say that they prefer to hire candidates with work experience (NACE, 2017). In 

terms of employer branding, company work placement programmes have been shown to 

create strong positive employer brand emotions which can be transferred into brand 

preference (Rampl, 2014). Within host organisations, work placements have been shown to 

promote a mentoring culture (Bradbury and Koballa, 2008). Aligned to this, research by 

Fleming et al (2016) shows that having a student intern has a positive impact on workplace 

dynamics, encouraging staff to reflect on their practice, to consider new ideas, to act as role 

models and to take on leadership roles. Crucially, offers of work placement are often linked 

to graduate recruitment needs (Allen et al, 2013), with employers recognising the value of 
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work placement as an effective, extended, low risk and real world method of accessing, 

identifying and assessing appropriate graduate talent (Gault, 2010; Szadvari, 2009).  

Public Policy  

Successful lobbying by employer groups has led to a move towards developing human 

capital to meet the needs of employers and this is associated with a significant shift in the 

relationship between state and employers (Naidoo and Jamieson, 2004; Boden and Nedeva, 

2010). Implicit in this, it is argued, is the assignment of responsibility to universities for 

ensuring that graduates are prepared to enter the labour market (Morley, 2001; Eisner,  

2010), or what Keep (2004) refers to as the frontloading of investment in education. Across 

public and government policy, employability has become an explicit concern in the last 

decade. This is often accompanied by a call to initiate partnerships between higher 

education and industry, with work placements widely cited as a mechanism for same. The 

Leuven Communique (European Commission, 2009) has a specific focus on encouraging 

work placements to be embedded in third level study programmes. In response to a 

proposal by Universities Australia, the Australian government has introduced a national 

internship scheme, federally coordinated and funded, to enhance the skills and work 

readiness of graduates (Universities Australia, 2008; PatMark et al, 2009). Ireland’s National 

Strategy for Higher Education to 2030 stresses the importance of embedding employability 

in the curriculum and specifically recommends the expansion of work placement 

opportunities and their formal accreditation (Department of Education & Skills, 2011). The 

Canadian government has announced an investment in creating 13,000 work-integrated-

learning placements to help students to transition effectively into the workplace (Quora, 

2017). Aligned to this, the UK and Irish governments have launched comprehensive national 

apprenticeship schemes, with the Irish government setting a target of 25% of all 

undergraduates undertaking an accredited work placement as a formal element of their 

curriculum (Department of Education and Skills, 2016). Finally, with the growing interest in 

employability from global university ranking organisations, it is to be expected that work 

placements will increasingly turn into a core interest for the higher education sector (Binder 

et al, 2014). 
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3.6 Stakeholder Confluence and Dissonance  

Across much of the literature and popular discourse, there is a sense of placements 

being a panacean proxy for graduate readiness, with the discourse reflecting a largely 

uncritical acceptance of the benefits of work placements on the part of all stakeholders. This 

merits a degree of caution. Any suggestion of a shared commitment to the concept and 

value of work placement and its attendant association with skills development should not 

be taken to denote a common understanding of the expectations, objectives and roles of 

individual stakeholders.  Nor does it even assume stakeholder congruence on the meaning 

of skills. On the contrary, the literature review locates a range of competing stakeholder 

perspectives. For example, there is no consensus on the issue of stakeholder responsibility 

for ensuring that graduates are prepared to enter the job market. On the one hand there is 

an employer view that provision of employability and placement by HEIs represents a 

tangible return for government investment in higher education (CBI, 2011; Woolf, 2017). On 

the other hand, there is a significant question around employers’ dominance in the 

employability debate (Cranmer, 2006; Brown and Hesketh, 2004; Edge Foundation, 2010). 

There is also concern around the increasing subordination of higher education to the needs 

of industry and business (Brown, Lauder and Ashton, 2011). This is notwithstanding the 

argument that work and education are qualitatively different “social sites” (Marginson in 

The Conversation, 2014) and the fact that direct employer contribution to higher education 

is, in reality, generally limited to placement and sponsorship (Keep and Mayhew, 2004). 

Furthermore, the perceived charge towards the utilitarianisation of higher education at the 

expense of traditional intellectual inquiry is raised in the discourse (King, Marginson and 

Naidoo, 2011; Black et al, 2013).  The limited value of even viewing employers as a 

homogenous group is also challenged on the basis that in fact there is wide heterogeneity 

amongst employer in terms of size, sector, location, performance, culture etc. Accordingly, it 

is concluded that any reference to homogeneity in employer viewpoint is simply misleading 

(Keep, 2013).  

 

Given the seductive presentation of work placement as being beneficial to all stakeholders it 

is perhaps somewhat surprising that some of the evidence highlights the fact that supply of 

placements fails to meet student demand. (Clapton, 2018; Archer and Richardson, 2010; 
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Baker, McCutcheon & Keilen, 2007; Madson et al, 2007).  It is further argued that this 

imbalance between supply and demand may perpetuate the exclusion and inequality 

experienced by students from non-traditional backgrounds in the graduate job market 

whilst, in the case of traditional middle class students, reproducing the advantage of 

privileged access to internship capital (Lehmann, 2012). This is particularly apposite in the 

case of the unpaid work placement market where it is posited that socially and economically 

advantaged students have the “privilege of working for free” (Neff and Arata, 2007),  a 

positional opportunity unavailable to many students from non-traditional backgrounds. 

Vedder (2010) contends that employers and the higher education sector are benefitting 

from the upward spiral of credentialing while students carry the cost.  In the Irish context, it 

is argued that employers are using work placement as a replacement for traditional entry-

level jobs (Humphries, 2015). The paucity of systematic research and comprehensive data 

on the efficacy of work placement in creating advantage in the job market receives 

attention in the literature (Murakami et al, 2008; Narayan et al, 2010; Gault et al, 2010; 

Oakleigh & CRAC, 2011). Indeed, some research suggests that not all work placements are a 

proxy for learning and there is evidence that some placements offer little value in terms of 

challenging work or skills development. A German survey based on 5,500 work placement 

evaluations revealed that 46.5% of students were dissatisfied with their learning on 

placement and only 41.8% were satisfied with the availability of future career opportunities 

with their employing organisation (Praktikantenreport, 20127). In terms of the quality of 

student experience, Helminger (2015) reports on student interns’ frustrations across three 

categories viz. supervisor, task and atmosphere. In some instances, students adopt an 

instrumentalist approach by using this low value work to build their CV, despite the poverty 

of the experience in terms of learning (Perlin, 2012). It could be argued that employer 

demands for universities to produce appropriately skilled graduates make assumptions 

around the automatic transferability of learning from education to work contexts. This may 

belie the complex, holistic and context-dependent nature of skills and knowledge transfer 

and the role of negotiation in what counts as skill or competence (Eraut, 2007). 

Furthermore, the lack of definitional specificity and an assumption around a common 

                                                           
7 Klein,  M., Weiss, F., 2011. Studies in Higher Education 36(8), pp. 969-987. 
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linguistic currency in respect of skills (Grugulis and Vincent, 2009; Keep, 2012, Hesketh, 

2000) may inhibit effective matching in the graduate recruitment process.  

 

For many decades, employers relied on the degree and the traditional recruitment and 

selection process. Whilst acknowledging the view that work placements are neither de facto 

nor self-evidently positive for all stakeholders and all contexts, the literature review reveals 

significant support for the contention that placements add value to students’ academic 

studies, are attractive and of benefit to stakeholders, are a key driver of skills development 

and, furthermore, that this is evidenced by work placement’s emergence as a decisive 

discriminating factor for students and employers in the graduate recruitment arena.  

 

3.7 Identifying, attracting, recruiting and retaining of the intern talent  

Work placement: the hero ingredient Some organisations have relatively altruistic 

motives for getting involved in work placements, such as giving back to the community or 

the relevant profession or enhancing the employability of students in a general way (Rose et 

al, 2014). Certainly up to a decade ago in the European context, there were few direct links 

between undergraduate work placements and the graduate recruitment process (High 

Fliers, 2018). However, a review of corporate literature suggests that graduate employers 

are increasingly deploying work placement as a means to attract and nurture future recruits 

(KPMG, 2019), with many employers using very similar recruitment processes for student 

interns and graduate roles. By comparison, the academic literature around placement’s role 

in the recruitment and selection function is rather sparse, although a study by Beenan and 

Mrousseau, (2010) found that the primary motivation for many employers is more likely to 

be related to direct benefits to the organisation, including the development of a future 

talent pipeline. It has further been argued that such strategic use of work placement 

optimises an organisation’s competitive advantage in an increasingly contested global talent 

market (Schuler, Jackson and Tarique, 2011).  

These views are evidenced in employer behaviour. A study in the US suggests that the intern 

pool is the main source of new graduate recruits (Sessions, 2006). This is supported by 

research that found that 72.7% of US graduate employers make full-time offers to intern 
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students, with an overall average conversion rate of internships to fulltime graduate roles of 

61.9% (NACE, 2016).  Research by Gerdes (2009) found that, in the cases of six of the top ten 

US graduate employers, 50% of their entry level hires were former interns. With the 

exception of the UK, the literature review yielded no relevant data for a European context, 

though individual employer publications draw attention to the link between work 

placement and graduate hiring (KPMG, 2015; Intel, 2019). In a UK survey of 22,000 new 

graduates, 22% of respondents had undertaken an undergraduate work placement with 

their employer (Graduate Prospects, 2011). A more recent survey showed that the 

proportion of new graduates recruited directly through their employers’ work experience 

programmes had jumped from 26% in 2010 to 37% of employers in 2014 (High Fliers, 2015). 

In their longitudinal research conducted on a group of graduates from a large US university, 

Zhao and Liden (2011) found that 60% of internships converted into job offers from the host 

organisations (levels of intention and acceptance were not investigated). For some 

organisations, reported conversion rates are particularly impressive. Accenture, one of the 

world’s largest accountancy firms, recruits a staggering 95% of its interns into its graduate 

programme (Kavanagh, 2015). Research by LinkedIn cited by CNBC (2014) indicates more 

conservative conversion rates by sector viz., 31% for the accountancy sector, 22% for ICT 

and 21% for consumer goods. Creasey (2009) found that the practice of using work 

placement to vet students’ suitability for graduate roles is more prevalent in certain sectors. 

In this context, a survey by High Fliers (2015) indicated that 71% of graduate jobs offered by 

City investment banks and 51% of professional training contracts offered by leading law 

firms were likely to be filled by graduates who have completed work experience with the 

same employer. By way of illustration, investment banks such as JP Morgan and Goldman 

Sachs report that 89% of new hires are previous interns (Engler, 2014). A reflection of the 

centrality of work placement in the graduate recruitment arena is the recommendation by 

NACE (2016) that employers aim to have an intern-to-graduate-recruit conversion rate of at 

least 50%. 

 

It takes two to tango From the literature review, it would appear that work placement’s use 

in recruitment and selection is driven mainly by the “try before you buy” aspect of the work 

placement offering (Coco, 2000). In practitioner-generated parlance, work placement is a 
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“high touch” instrument of recruitment and selection, with intense interaction with the 

student ‘client’. As a signal, it has the potential to create utility for both the perspective 

employer and potential employee (Wilden, 2010). It offers both sets of stakeholders the 

opportunity to evaluate each other over a period of extended observation in an actual work 

setting. For employers, it affords them a timeframe in which to determine potential 

candidates’ fit in terms of productivity, performance, skills and organisational fit (Hurst, 

Good and Gardner, 2012). It also offers employers the opportunity to maximise its 

organisational attractiveness, defined by Berthon et al (2005) as a set of envisioned benefits 

that potential employees see in working for a specific organisation. For students, work 

placement can help interns to clarify their career intentions in respect of their host 

organisations (Divine, Linrud, Miller and Wilson 2007). It allows them to familiarise 

themselves with the organisational culture and working environment. It facilitates their 

assessment of their fit with a graduate role, which, if positive, increases the likelihood of job 

acceptance (Beenan and Pichler, 2014). It can also help proactive students to enhance their 

fit with the organisation should they wish to convert to a regular graduate employment with 

their host organisation (Resick, Baltes & Shantz 2007).  

Work placement occurs prior to any formal entry into the organisation and in the absence of 

any long-term employment obligations. Accordingly, organisations would appear to be 

increasingly framing work placement as a low risk, non-committal selection mechanism 

(Zhao and Liden, 2011; Rose et al, 2014). When choosing whether to return to their 

employer or make a formal employment commitment to their host organisation, interns 

have high levels of discretion (Breitsohl and Ruhle, 2016), the converse being true for 

employers (McHugh, 2017). Certainly it can be argued that where either party decides on 

making or accepting a job offer, it constitutes an informed and conscious decision. This is 

because work placements provide students with realistic expectations of the working world. 

As graduates they know the organisation they are joining and they are familiar with the 

existing network. They are also more likely to be high performers as they have already 

developed some of the portfolio of skills their host employer is looking for. Likewise, 

employers have the opportunity to assess the fit and potential of the applicant over an 

extended period before making a decision on their suitability and graduate potential. It is in 

this context that Cascio and Aguinis (2008) contend that placement offers a more reliable 
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and valid method of testing performance and fit, the reason being that it offers employers 

the opportunity to observe and monitor potential graduates on the job over a prolonged 

period. This is supported by evidence that fulltime entry graduate hires converted from the 

employer’s own work placement programme are more likely to persist with the employing 

organisation than their counterparts with no experience or those who gained their 

experience through another organisation (WACE, 2015).  Aligned to this is the finding by the 

Association of Graduate Recruiters that former interns remain with their employers longer 

than their peers (AGR, 2016). This would suggest that some employers are proactively 

seeking to capitalise on their investment in ‘good fit’ interns (Hurst et al, 2012) and 

separately, but relatedly, to avoid the potential “sunk costs” associated with a failure to 

retain graduate recruits due to ‘poor fit’(Dixon et al, 2005). 

 

Employee Turnover and Retention Certainly for employers of new graduates, dysfunctional 

turnover is an issue. Research shows that 50% of graduates have considered leaving their 

employers because they do not fit in, with 17% of Australian and Chinese graduates leaving 

their employers in their first year (Hay, 2014). In the UK context, a report by the CEB (2014) 

found that one in four graduates leaves their role within their first year. Interestingly, Jenner 

and Taylor (2000) found a more substantial variation in the turnover of graduates after two 

years of employment, with best employer performers achieving retention levels of 98% and 

worst performers only keeping 64% of their graduates. Almost one in ten graduates leaves 

their employer at the end of a two-year formal graduate development programme, a 

significantly expensive attrition given the level of investment in this structured training 

(AGR, 2016).  This is despite the fact that these graduates earn an average premium of 

£8,000 over other graduates three years’ post-graduation. The same research showed that 

half of firms lose graduates due to unmet expectations; 45% leave because they want a 

career change and a further 17% leave for other reasons including issues with performance, 

working hours or well-being.  

The research focus on dysfunctional turnover in graduates reflects the strategic value 

assigned to human and intellectual capital by employers. Put simply, there is little value in 

attracting candidates with the right fit if they leave the organisation before becoming 
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productive and delivering value (Assessment Analytics, 2011).  Voluntary separation of a 

performing employee is unquestionably disruptive to organisation (Dalton, Todor and 

Krackhardt, 1982) and also compromises the sustainability of its talent pool. The array of 

costs, direct and indirect, associated with such turnover are potentially significant and 

include, for example, wasted costs of recruitment and training; additional costs of hiring, 

retraining and socialising replacement employees; productivity drain; knowledge 

depreciation; temporary loss of competitiveness; workflow interruption; decreased 

engagement; reduced morale; and negative PR (Wallace & Gaylor, 2012; Yang, 2008; Bauer 

et al, 1998; Tziner & Birati, 1996).  Estimations of the costs vary across the discourse. Cascio 

(2006) found that the recruitment, selection and retraining costs associated with new 

employees can exceed 100% of the salary, whilst SHRM (2017) estimated that total costs 

associated with turnover can be as high as 200% of salary.  

 

Intention to stay or leave – Explanatory Theories Any reductive explanation for 

dysfunctional turnover should be treated with caution. The reasons that employees 

separate voluntarily from an organisation are both heterogeneous and complex. This is 

indicative of the diversity and interaction of push and pull factors involved in decisions to 

join, leave or remain with an employer (Lehmann et al, 2008). It also reflects sometimes 

unique circumstances experienced by individuals when they leave an organisation (Lee et al, 

1999). However, the literature yields a range of theories which attempt to explain, 

understand or categorise the factors that drive employee behaviour around intention to 

stay or remain. 

‘Intention to stay’ is defined as the extent to which employees plan to continue their 

membership of their organisation (Price, 2001). Conversely, ‘intention to leave’ is the extent 

to which employees plan to discontinue their membership. Intention is important as it has 

been found to be a predictor of future behaviour and a perceived probability of an 

employee staying with or leaving an organisation (Lee and Chao, 2013).  The direct 

relationship between turnover intention and actual turnover is reflected in Gao’s (2011) 

finding that turnover intention is a surrogate for actual turnover. Fit theory posits that 

person-job, person-organisation, person-environment and person-group fit are positively 
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linked with employee retention and negatively linked with turnover (Kristof-Brown et al, 

2005; Bhat, 2013; Cable and Judge, 1997; Chatman, 1989; Westerman and Cyr, 2004). 

Intrinsic and extrinsic job satisfaction is shown to be inversely associated with turnover and 

turnover intention (Saeed, Waseem, Sikander and Rizwan, 2014; O Connor, 2018; Ghiselli et 

al, 2001). Research indicates that where employees perceive high quality constituent 

attachment, i.e. to supervisors, co-workers or customers, this reduces their intention to 

leave the organisation (Kalidass and Bahron, 2015; Hausknecht et al, 2009; Maertz et al; 

2007, Eisenberger et al, 2002). Across the three forms of organisational commitment 

(affective, continuance and normative), higher organizational commitment is linked with 

lower intentions to leave the organization (Meyer et al, 2002; Kuean et al, 2010  Kehoe and ;

Wright 2009). Organisational linkage and job satisfaction have also been shown to have a 

negative relationship with intention to leave (Mowday et al, 1982; Coomber and Barriball, 

2007; Brandham, 2012). The literature review reveals additional factors that correlate with 

intention to leave or remain. They include organisational prestige (Capelli 2008), 

organisational branding (Wilden et al, 2010) personal circumstances and location (Lehmann 

et al, 2008), unmet expectations (Robinson and Rousseau, 1994), availability of 

advancement opportunities, work life balance (Deery, 2008), recognition, value congruence 

(Ostroff et al, 2005) and performance (Hausknecht et al, 2009; Zenger, 1992).  

 

Turnover and Intention – Millennial Perspective Much of the corporate and popular 

literature references the significant influence that generational identity has on what 

millennials look for in employers and what they value in the workplace. Moreover, there is 

much in the discourse that offers the millennial phenomenon as an explanation for 

dysfunctional turnover in new graduates (Sujansky, 2009).  As this is the typical generational 

profile for new graduates and interns, it is important that organisations understand how to 

socialise, motivate and successfully manage millennials, particularly in the context of a 

multigenerational workforce (Cennamo and Gardner, 2008; De Hauw and de Vos, 2010). In 

terms of values, millennials view work as a key part of life, not as a separate activity 

(Meister and Willyerd, 2010; Marston, 2007; Smola and Sutton, 2002), with personal values 

cited as the single greatest influence on millennials’ decision-making (Deloitte, 2016).  

Research by Deloitte Touche Tohmatsu (2014) based on 7,800 responses globally has shown 
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that millennials want to work for ethical organisations that make a positive contribution to 

society, foster innovative thinking and are willing to invest in developing employees’ skills 

and leadership potential. Hershatter and Epstein (2010) found that millennials stress the 

importance of work-life balance whilst Twenge (2010) also located millennials’ high leisure-

work values. Millennials appear to place a high value on their relationship with their 

manager or supervisor, favouring open and frequent communication with them (Myers and 

Sadaghiani, 2010). They have a preference for individualised attention and a coaching style 

of management from superiors (McClellan, 2009). Feedback is important to the with 

research indicating that millennials want regular supervisor feedback 50% more often than 

non-millennials (Willyerd, 2017). However, the same research showed that only 46% of 

millennials agree that their line manager delivers on their expectations for feedback.   

The use of any facile framework to understand millennial work behaviour is unwise and fails 

to recognise the complexities inherent in that population. For example, while much of the 

discourse says that millennials crave collaboration and team-based projects (Brack, 2012, 

DeBard, 2004), research by CEB (Cited by the Economist, 2015) appears to refute this. Its 

findings suggest that millennials are a generation of individuals rather than collaborators, 

with 37% of respondents saying that they do not trust their peers’ input at work as 

compared with a 26% average for other generations. Despite their technological know-how 

and ease, it would appear that millennials do not differ from other generations in that their 

preferred means of connecting is face-to-face (Holt et al, 2012). According to anecdotal 

evidence, millennials are associated with altruism in the world of work. However, Myers and 

Sadaghiani (2010) report a more complex relationship between their desire for personal 

rewards and altruism. Supporting this finding, research by Deloitte (2016) indicates that pay 

and financial benefits drive millennials choice of employing organisation more than anything 

else. Similarly, Ng, Schweitzer and Lyons (2010) found that millennials have higher 

expectations of promotional opportunities and pay rises. They have a strong sense of 

purpose in their personal and work lives, with the majority of millennials drawn towards 

challenge as a driving force for performance (Holt et al, 2012). A clear career route map is 

important to millennials (PWC, 2014) in the absence of which they may engage in careerism, 

defined by De Hauw and De Vos (2010) as a career strategy that emphasises a preference 

for changing organisations frequently to get ahead.  



42 
 

Concomitant with this, there is a risk in ignoring the literature around millennials (McClellan, 

2009) and the values that they carry into the workforce should not be viewed simplistically 

as some transient fad of adolescence (Smith and Galbraith, 2012). This is particularly 

apposite in the context of millennials’ formation of intention to leave or remain with their 

employer. A study by Gallup (2016) revealed that only 29% of millennials are emotionally 

and behaviourally connected to their job and employing organisation. This compares with 

45% of their traditional peers.  Millennials are far more likely than other workers to consider 

changing careers and employers (Ertas, 2015; Gallup, 2016) and  feel a higher intention to 

leave their organisations than other generations when they experience low levels of 

engagement in the work place (Park and Gursoy, 2012). In fact, turnover of millennial 

graduates can be as high as 50% in the first three years (McCrindle, 2006; Ng et al, 2010).  A 

survey by PWC (2014) found that over a quarter of millennials expect to have six employers 

or more. The same survey found that 38% of millennials who are currently working say that 

they are actively looking for a different role, with 43% saying that they were open to offers. 

Only 18% of millennials expect to stay with their current employer for the long term. 

Conversely, but tellingly, in a report on the top workplaces for millennials (Fortune, 2018), 

85% of millennial front-line employees said they intend to stay with their companies for a 

long time.  

 

Intention – Work Placement Perspective Despite the increasing employer practice of using 

work placement as an instrument of recruitment, there appears to be, in the scholarly 

discourse, a limited theoretical basis for same and, furthermore,  a paucity of any work 

placement research undertaken in the Irish or European contexts. US-based research has 

leveraged some of the theoretical bases for employee intention as a lens to understand 

better intern intention. For example, in Wiemeyer’s (2014) study of 84 US students, 

seventeen aspects of internship positions were examined in order to determine whether 

they influenced students’ intention to convert to graduate roles i.e. to return to their 

internship employer in a graduate role. They included for example, work-life balance, 

remuneration, benefits, job clarity, ethics, responsibility and opportunities for skills 

development. The study found that the most strongly correlated indicators of internship 

conversion were overall work environment, structure of internship, motivation, workplace 
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culture and level of skills and professional development.  Hurst et al (2011) also investigated 

a range of variables to test for their influence on conversion, including supervisory support 

expectations, psychological contract obligations, job satisfaction, perception of 

advancement, and affective organisational commitment. In this case, the research sample 

was 127 US students who had completed retail/service internships. It found that met 

expectations, job satisfaction and affective organisational commitment have a significant 

impact on interns’ decision to accept an offer. A dyadic approach was used by Rose et al 

(2014) in their larger scale survey of 306 students from three Chinese universities and their 

supervisors. It found that the intern-supervisor exchange had a positive effect on retention. 

Interestingly, it also found that internship conversion and employee retention drivers are 

not correlated. In their US-based study, Zhao and Liden (2010) investigated retention 

through the lens of impression management on the part of both students and employers. 

They found that students who engaged in self-promotion and ingratiation experienced an 

additional 51% and 55%, respectively, likelihood of receiving a graduate job offer than those 

students who did not. In fact, impression management was a significantly stronger influence 

on job offer than performance. The research revealed that organisations that were 

interested in extending graduate job offers were much more likely to engage in higher levels 

of impression management with student interns. They also found that employers engaged 

in impression management through supervisory mentoring, supporting the findings of Rose 

et al (2014).  

 

Interns, Millennials and Organisational Socialisation Overall, the discourse would suggest 

that millennials have a high level of careerism and tend to enact the idea of the boundary-

less career (Dries et al 2008). More dubious characterisations of millennials are that of 

“loyalty-lite” (PWC, 2014) job-hoppers. Such characterisations are unhelpful to 

organisations in achieving of an understanding of millennial behaviours in the job market.  In 

reality, the frequent-job-changing behaviour may be a sign that organisations are neglecting 

the preferences and values of millennials and failing to socialise them effectively into their 

organisations. Socialisation is hugely important, with student interns and  regular 

organisational newcomers sharing many characteristics, including feelings of uncertainty, 

insecurity and ambiguity. However, because of the condensed timeframe, their limited 
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experience and their fragile sense of work self, it is argued that interns require more 

intensive socialisation efforts than typical organisational neophytes (McHugh, 2017; Rose et 

al, 2014). In addition, the reality shock of making the transition from academia to the world 

of work can be significant for interns (Garavan and Murphy, 2001). For employers, it can be 

argued that the short-term window and transitional work placement, and its predetermined 

conclusion, inject an added complexity and urgency to the process of supporting interns in 

their adjustment to organisational life (Dixon et al, 2005). This adjustment is referred to as 

organisational socialisation. It is concerned with how an organisation influences or “rewires” 

an employee’s values, attitudes and behaviours during their membership of that 

organisation (O Reilly, Chatman and Caldwell, 1991; McManus and Feinstein, 2008).  

The literature review pointed to the rapid expansion of work placement across the higher 

education sector. It also presented a growing body of evidence that supports the 

relationships between work placement and skills development, future earning power, 

career crystallisation and graduate employment. The use of work placement by some 

employers as an instrument of graduate recruitment and selection was discussed. The 

advantages of this approach over other more traditional methods of graduate recruitment 

and selection were highlighted. The review included the literature on the millennial 

generation. Some of the literature indicated that work placement may have a high 

predictive power in terms of graduate fit and retention. The review also, however, identified 

a dearth of scholarly research on work placement from the perspective of graduate 

recruitment and selection.  

Choice of Theoretical Lens This study examines the use of work placement as an instrument 

of recruitment and selection. Specifically, it sets out to investigate the experience of student 

interns and their propensity to return to their host organisation as graduates. A range of 

theoretical lenses were available, reflecting the different ways in which employability is 

conceptualised in the literature. Theoretical frameworks that were considered were 

organisational attraction, identity, person-organisational fit, person-job fit, person-team fit, 

person-skills fit and organisational commitment. Signalling theory was of particular interest. 

In his seminal work on signalling, Spence (1978) theorised that the capital of individuals is 

inferred from signals rather than directly.  Since then, signalling theory has widely used in 

management literature, to explain behaviours between individuals and organisations when 
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both have access to different information (Connelly, Certo and Duance, 2011). As applied in 

recruitment and selection discourse, the signaller is the job applicant who holds information 

about themselves and their abilities that is not available to the recruiting organisation. The 

receiver, or recruiting organisation, is reliant on the communication of accurate signals from 

the signaller (Williams, Dodd, Steele and Randall, 2016). Likewise, the employer and its 

members hold information about the organisation that may not be available to the 

applicant pre their entry to the organisation.   

Generally, signalling theory is associated with the pre-organisational entry process, i.e. 

recruitment and selection. However, the focus of this study is, rather, on the post-

organisational entry experience of student interns, specifically their interpretation of the 

meaning, nature and challenges associated with their assimilation into their 

role/team/organisation. The study was also concerned with gaining an understanding of 

interns’ propensity to return to (or not) their employer after graduation. Signalling theory is, 

however, primarily associated with applicant attraction outcomes, rather than employee 

retention or than intention-to-remain/leave outcomes.  For the purposes of this research, 

therefore, the theoretical lens of signalling was not considered to be an optimal fit. The 

theory of organisational socialisation connects to a broad range of existing knowledge 

across employability, human resource management, recruitment and selection and 

retention. As a research guide, it sat comfortably with anecdotal (though empirically 

untested) feedback from students regarding their placement experiences. Organisational 

socialisation’s emphasis on the multi-dimensional nature of newcomers’ experience was 

also considered to be especially useful to the study as it allowed for the generation of 

understanding across a number of dimensions of interns’ socialisation (both process and 

content dimensions) as well as an understanding of how those dimensions interacted with 

one another.  Finally, the future world of work will be characterised by high levels of 

mobility, and, accordingly, workers will undergo frequent organisational socialisation. It was 

considered, therefore, that the findings and understandings generated by a socialisation 

theoretical framework would have relevance and utility across a broad range of 

stakeholders, including students, higher education institutions and employers.  The next 

chapter presents a review of the literature, perspectives and models of organisational 

socialisation theory. 
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4. THEORY OF ORGANISATIONAL SOCIALISATION – LITERATURE, 

PERSPECTIVES, MODELS 

 

4.1 Organisational Socialisation – Concept and Backdrop 

Organisational socialisation emerged as a mechanism to support organisational 

newcomers in making a successful transition to a new organisation. Specifically, it supports 

them in mastering their role and responsibilities; in their integration into their new work 

unit; and in their acculturation into their new organisation (Ostroff and Kozlowski. 1992).  

Such new beginnings are not easy and are often turbulent. As discussed in the last chapter, 

student interns undertaking a work placement are very similar to regular organisational 

newcomers. When newcomers enter an organisation, they tend to do so with high 

expectations, a certain level of excitement and a fundamental need to fit in with and belong 

to their new organisation (Preenen, Van Vianen & De Pater, 2014; Korte, Brunhaver & 

Sheppard, 2015). At the same time, these neophytes are thrust from a context of 

comfortable predictability, recognisable cues, and established routine to one of uncertainty, 

ambiguity and discomfort (Saks and Gruman, 2018; Jokisaari & Nurmi, 2009;   Miller and 

Jablin, 1991; Louis, 1980). At a fundamental level, organisational newcomers constitute 

outsiders who possess none of the rights; privileges, knowledge, inclusionary comfort, and 

sense of belonging that are associated with their insider peers (Bauer, Bodner, Erdogan, 

Truxillo and Tucker, 2007; Feldman, 1994). Driven by a need to find a fit between their 

personal characteristics and expectations and their new organisational or collective context, 

newcomers must make sense of their new environment, reduce their uncertainty, adapt 

themselves to their new role, re-evaluate their pre-entry expectations and promote their 

social acceptance (Schneider, Eharhart and Macy, 2013; Van Vianen, De Pater and Van Dijk, 

2007).  Not surprisingly, therefore, it is generally accepted that newcomers face significant 

challenges in their first weeks, months and even years in a new environment (Lapointe and 

Vandenberghe, 2016, Mignerey, Rubin and Gorden, 1995).  
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4.2 Organisational Socialisation of Newcomers – Definition and Theories 

Organisational socialisation can be defined as the process through which a new 

organisational employee comes to appreciate and develop the skills, values, role knowledge, 

behaviours, attitudes and relationships essential to adapt their new workplace and role 

(Louis, 1980; Chao et al, 1994; Cooper-Thomas and Anderson, 2012; Wanberg, 2012). Bauer 

and Erdogan (2012) interpret socialisation as the process through which new employees 

move from being organisational outsiders to organisational insiders.  (Saks and Gruman 

(2018) describe organisational socialisation in more common parlance: “it is about what 

matters around here, how we do things around here” while Bandura (1969) defined it 

succinctly as a social learning process.  For the purposes of this study, the working definition 

of socialisation is a learning and adjustment process that enables an individual to assume an 

organisational role that fits both organisational and individual needs”. The theoretical lens 

of organisational socialisation has been used to explore, understand and explain how 

newcomers move from organisational outsider to fully-participating, effective insider (Van 

Maanen & Schein, 1979; Cooper-Thomas and Anderson, 2006; Chao et al, 1994). Individuals 

can experience organisational socialisation in both an external context, i.e. moving between 

organisations and an internal context i.e. moving between functions or hierarchy levels, 

sometimes referred to as re-socialisation (Cooper-Thomas and Anderson, 2006). The 

literature cites three separate strands of organisational socialisation theory viz., the process, 

content and outcomes. Process theory is concerned with the stages through which 

newcomers pass in order to move from outsider to insider (Özdemira and Ergun, 2015).  

Content theory, on the other hand, concentrates on what newcomers need to learn in order 

to be effectively socialised. The most cited instruments to measure OS are those developed 

by Chao et al. (1994), Taormina (1994) and Haueter Macan and Winter, (2003).  The focus of 

outcomes theory is on the impact on and outcomes of the OS process in respect of both the 

individual employee and the employing organisation (Field and Coetzer, 2008).  

 

The Process Socialisation does not happen automatically. A powerful, complex, continuous 

and important process, it requires an appreciation of newcomer needs and expectations as 

well as an understanding of the factors that influence and shape the experience of new 
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organisational entry. The socialisation process can be manifested formally or informally. In 

this context, many organisations have formal, structured, systematic and intentional 

socialisation strategies to familiarise, train, orientate and indoctrinate newcomers and help 

them to develop a sense of purpose and to manage their expectations. Informal 

socialisation, on the other hand, is concerned with the incidental, sometimes, unconscious, 

ways in which newcomers become acquainted with the organisation and their role 

(Govender, 1998). This is sometimes referred to as the ‘sink or swim’ approach (Bauer, 

2010). The terms onboarding, induction and organisational socialisation can be, in error, 

used interchangeably. This is not a matter of semantics and they should be differentiated. 

The induction process is short-term, has an administrative focus and is concerned with 

introducing newcomers to the practical, technical and hierarchical systems used in the 

organisation e.g. conditions of employment, health & safety etc. By nature, it is 

transactional in the sense that the employer and employee are providing each other with 

the essential information that will allow them to start work. The onboarding process, on the 

other hand, is a longer process and is concerned with the facilitation of employee 

adjustment to their new roles. Onboarding practices may begin before the newcomer enters 

the organisation and may include, for example, the assignment of a mentor or ‘buddy’ and 

clarification of the newcomer’s role and responsibilities (Bauer, 2010).  Organisational 

socialisation is a much broader concept than either induction or onboarding (Klein and 

Polin, 2012), capturing the entire process of actions, learning and adjustment that 

newcomers go through (Tuttle, 2002). In addition, unlike induction and onboarding, which 

describe activities initiated by the organisation, organisational socialisation refers to the 

efforts and actions employed by both the individual and the collective to facilitate the 

newcomer’s successful assumption of a new role (Chao, 2012). 

 

Timeline Organisational socialisation is not a single episodic happening but rather it occurs 

over time (Wanous, 1992). There exists however, no agreement on an optimal, standard or 

minimum timeframe for effective socialisation.  The literature reflects a wide variation 

(Phillips, Esterman, Smith and Kenny, 2014). Brandt (2012) contends that the adjustment 

window for newcomer adjustment is approximately 100 days. Saks and Gruman (2012) 

define newcomers as employees in their first six months of tenure and Katz (1980) considers 
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that newcomers are most receptive to socialisation in the first 3-6 months. The relationship 

between socialisation and retention is arguably reflected in research by Smart (1999) which 

found that 50% of employees fail or decide to leave in the first six months. According to 

Mellon (2003), the nature of the work has an influence on the duration of socialisation, with 

a finding that the average time to achieve full productivity ranges from eight weeks for 

clerical jobs to 20 weeks for professionals. A study by Chen and Klimoski (2003) concluded 

that socialisation is also influenced by the team in which the newcomer is located. They 

found that newcomer socialisation within an IT project team lasts 2-3 months whilst 

socialisation within a management or production team can take longer. Morrison (1993), on 

the other hand, found that six months is a meaningful time interval after which a 

determination on organisational and role adjustment levels can be made. A tenure criterion 

of one year or less has been used to define a true newcomer in separate studies by Allen 

(2006), Bauer et al (2007) and Lapointe and Vanderberghe (2016).  

 

Challenging Times The literature identifies a range of theoretical perspectives that seek to 

explain the difficulties experienced by newcomers in navigating the boundary passage to a 

new work environment. Weick (1995) found that newcomers are required to negotiate 

“strangeness” in order to settle in. Discrepancies may arise between newcomers’ pre-entry 

perceptions regarding the organisation and their actual experience of the organisation as in-

situ employees (Tucker and Altunas, 2015; Louis, 1980). This cognitive dissonance can give 

rise to tensions which can, in turn, impede effective socialisation (Wanous, 1992).  Within a 

relatively short timeframe, newcomers must solicit and process significant amounts of 

information about their new organisation, co-workers, supervisors and roles (Bauer and 

Erdogan, 2012; Macleod and Clarke, 2009). New organisational members report a lack of 

identification with new superiors, subordinates, colleagues and clients (Van Maanen and 

Schein, 1979). They also face many different tasks that are critical to their successful 

transition (Ostroff & Kozlowski, 1992). Impression management, driven by a desire to prove 

their worth - or in some cases merely to retain their position - can be an additional social 

stressor for new employees. It is against this backdrop of potential sensory overload (Louis, 

1980), that newcomers are expected to adapt to their new professional context and role. As 

a consequence, the organisational entry experience often produces feelings of anxiety, 
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stress, doubt and isolation (Van Maanen, 1979;  Schein, 1980) and can be emotionally 

exhausting for the neophyte (Bauer and Erdogan, 2012).  

 

4.3 Why does it matter? 

Across popular and research discourse, organisational socialisation has received 

specific attention for a number of reasons. Successful socialisation is very desirable for 

organisations. It sustains the organisation’s core character, identity and the distinctiveness 

of its actions (Antonacopoulou and Güttel, 2010; Birnholz et al, 2007).  At the same time, it 

supports the on-going recreation of the organisation (Birnholz et al, 2007). Crucially, it is the 

mechanism of enabling newcomers to become fully-functioning members of the collective.  

 

Attracting and Retaining Talent From an employer perspective, the more effective and 

speedier the socialisation process, the earlier the newcomer becomes a fully-functioning, 

productive member of the organisation. Accordingly, employers are motivated to capitalise 

on socialisation opportunities in order to accelerate newcomers’ adjustment to the 

organisation to expedite their development into effective, capable, and performing 

employees; and, in some cases, to leverage the organisation’s capability in effective 

socialisation as a competitive advantage. Secondly, effective organisational socialisation is 

positively related to both employee retention and employee intention to remain with the 

organisation. This is an important issue for graduate employers who compete to attract and 

retain highly educated, capable employees with a demonstrable fit with their organisation 

(Spagnoli and Caetano, 2012; Brown and Lauder, 2011). They do so against a backdrop of 

shifting expectations of employees and a graduate careers landscape characterised by 

increasing job and role mobility and declining organisational loyalties (Batistic and Kase, 

2015). The attendant turnover behaviour amongst new graduates, and the millennial 

generation in particular, is problematic and has effectively placed retention management at 

the centre of human resource planning and strategy (Allen, Bryant and Vardaman, 2010). 

Interestingly, Anderson and Ostroff (1997) posit that selection and socialisation have the 

same underlying goals viz., the identification and integration of new organisational 

https://www.emeraldinsight.com/author/Antonacopoulou%2C+Elena+P
https://www.emeraldinsight.com/author/G%C3%BCttel%2C+Wolfgang+H
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members that have a strong personal fit with the role; and the adoption of the 

organisation’s values, goals, culture and normative attitudes.  

 

Evidencing the Outcomes Even rigorous, effective recruitment and selection systems are 

not, on their own, sufficient to underwrite newcomer adjustment. Certainly, they do not 

obviate the need for post-entry socialisation of newcomers (Chatman, 1991). A range of 

positive outcomes for individual newcomers are associated with successful socialisation. In 

this context, socialisation has been widely shown to be critical to the facilitation of new 

employees’ journey from uncertain, awkward, neophyte to confident, trusted, functioning 

and performing organisational member (Perrot, Bauer, Abboneau, 2014; Saks and Gruman, 

2011). This is reflected in work by Jokisaari and Nurmi (2012) which found that one of the 

behavioural indicators of organisational socialisation is adjustment to the work environment 

Empirical research indicates that organisational socialisation supports new employees in 

getting to know and understand the organisation’s values, norms, politics and networks 

(Bauer and Green, 1998; Louis, 1980; Cooper-Thomas, Anderson and Cash 2012). 

Socialisation has also been shown to be positively related to the development the 

appropriate skills, behaviours, attitudes, understandings and relationships necessary for 

newcomers to integrate into and perform their role in their new group and work 

environment (Feldman, 1994; Field and Coetzer, 2008; Cooper-Thomas and Anderson, 

2012). This is corroborated by other research which indicates that socialisation supports 

newcomers in acquiring information regarding their role, learning the ropes, getting up to 

speed and contributing effectively to the organisation (Rollag, 2004;  Van Maanen and 

Schein, 1979).  Ostroff and Anderson (1997) found that socialisation is associated with other 

complex, positive outcomes for both the organisation viz., newcomer’s willingness to 

continuously work on behalf of organisational goals; and the newcomer viz., a sense of 

personal and professional growth; increased self-esteem; job satisfaction and psychological 

well-being. Research by Rodie and Kline (2012) suggests that effective organisational 

socialisation facilitates employers in taking full advantage of newcomers’ ability in terms of 

knowledge, skill, experience, energy, effort and time. For these reasons, organisations have 

responded to the socialisation imperative and the facilitation of employee adjustment and 

learning (Watchfogel, 2009). 
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Indicator for Successful Retention Whilst acknowledging that not all turnover is avoidable 

(Abelson, 1987), the link between employee socialisation and retention is an important 

issue. Equally important is socialisation’s relationship to turnover intention. Turnover 

intention is defined as the reasoning which leads to employee thoughts of either voluntarily 

leaving or seeking to alternative employment (Tett and Meyer, 1993; Schyns, Torka and 

Gössling, 2007). A recent survey by Begley and Dunne (2018), found that job satisfaction, of 

which socialisation is an antecedent (Yang, 2010), is one of the top two drivers of employee 

retention.  Aligned to this, studies by Haueter et al (2003) and Bauer et al (2007) identified a 

correlation between organisational commitment, of which socialisation is also an 

antecedent, and retention. A study by Ostroff and Anderson (1997) found that socialisation 

plays an important role in adjusting newcomers’ pre-entry expectations and in clarifying 

their unmet expectations. This is apposite as it has been found that unrealistic expectations 

are a factor in both voluntary turnover and turnover intention (Wanous, 1980). According to 

Yang (2014), effective organisational socialisation is positively related to both employee 

turnover and intention to remain. Conversely, it has been shown that if newcomers are not 

effectively socialised, they may behave inappropriately, slow down processes and naively 

affect their own and their teams outcomes. This may have consequences in terms of 

increased turnover. Studies by Salleh, Nair and Harun (2012) and Wanous (2009) found that 

neglecting to socialise newcomers effectively has significant negative impacts, including 

negative behaviours, poor attitudes, dysfunctional turnover and intention to leave.  

 

4.4 Models and Theories  

Notwithstanding the growing interest in and practical implications of organisational 

socialisation for both organisations and newcomers, the literature and theoretical 

landscapes are fragmented and lacking in coherence (Batistic and Kase, 2015; Bauer, 

Erdogan, Bodner, Truxillo and Tucker, 2007). Since the late 1970’s, a wide range of 

theoretical models have been used to understand and explain socialisation. These include, 

for example, uncertainty management, situational identity, social identity, ‘fit’ (person-

organisational fit, person-role fit, person-team fit), tactics, sense-making, social exchange 

https://www.emeraldinsight.com/author/Torka%2C+Nicole
https://www.emeraldinsight.com/author/G%C3%B6ssling%2C+Tobias
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and newcomer disposition and behaviours. Organisational socialisation has also been linked 

to belongingness theory which also focuses on employees’ drive to establish close 

relationships with their colleagues and organisation (Nifadkar and Bauer, 2016; Baumeister 

and O Leary, 1995). Some of the most prominent approaches to organisational socialisation 

will be discussed briefly. 

 

Organisational Approach Van Mannen & Schein’s (1979)’s seminal theory of socialisation 

adopts an organisational approach. Their typology conceptualises organisational 

socialisation as a set of tactics, ranging from highly individualised to highly institutionalised 

(Bauer and Erdogan, 2012; Burböck, Schnepf and Pessl, 2016). They theorised that six 

dimensions of bipolar tactics are required to achieve organisational socialisation and to form 

a professional identity (Akesson and Skalen, 2010; Allen and Meyer, 1990). They are 

collective vs. individual; formal vs. informal; sequential vs. random; fixed vs. variable; serial 

vs. disjunctive; investiture vs. divestiture. Building on the theory, Jones (1986) posited that 

the six dimensions reflect a single polarity i.e. the institutionalised approach (i.e. collective, 

formal, sequential, fixed, serial and investiture) vs. the individualised approach to 

socialisation (i.e. individual, informal, random, variable, disjunctive and divestiture). He 

further theorised that an institutionalised approach to socialisation had the effects of 

reducing uncertainty, role confusion and intention to quit and of encouraging newcomers to 

reproduce the status quo. Conversely, he found that an individualised approach, which is 

characterised by a certain lack of structure, had the effect of encouraging newcomers to 

challenge the status quo and to be innovative in relation to their role (Cooper-Thomas et al, 

2006; Saks et al, 2007). Interestingly, Watkins (2003) found that senior managers are more 

likely to be socialised using the individualised approach.  

 

Stages Approach Stage theories of organisation reflect a broad view across the literature 

that ‘length of experience’ is an important influencing factor in newcomers’ degree of 

socialisation (Yuksel and Tosun, 2015). Each stage is described in terms of the degree of 

socialisation that occurs and the activities associated with that stage.  Broadly speaking, the 

main stage models of socialisation focus on the pre-arrival, encounter and metamorphosis 
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stages of the process. The pre-arrival stage is concerned primarily with the selection process 

where the prospective employee may have the opportunity to map their perceptions of the 

organisation to those of the organisational culture and systems. The encounter phase is 

concerned with the newcomer’s early post-entry experience. During the metamorphosis 

stage, employees develop a new self-image, a sense of belonging and become proactive 

contributors to organisational goals and objectives. Buchanan’s (1974) work outlines a time-

bound stage model, where OS unfolds across three phases viz., Year 1 which is focused on 

basic training and initiation and the formation of judgements around the suitability of the 

organisation; Years 2-4 which are focused on performance at work and commitment to the 

organisation; and Years 5+ which are focused on organisational dependability. The long-

term aspect of this theory may have lost lack traction in the context of increasingly mobility 

across organisation and role. In Feldman’s (1976) seminal stage model the chronology is 

expanded to accommodate the pre-organisational entry phase of socialisation, which begins 

during the selection when the applicant encounters the organisation and begins the process 

of making sense of the organisation. He theorised that the socialisation process unfolds 

across the anticipatory (or “getting in”) phase, accommodation (or “breaking in”) phase and 

role management (or “settling in”) phase. Schein (1978) also proposed a model 

denominated across three stages viz. the entry search for accurate information by 

newcomer and employer; the socialisation phase; and the signalling of mutual acceptance 

by both parties. Wanous (1980) adopted a more integrative approach, with a four-stage 

model of the organisational process, which has a specific focus on the newcomer 

perspective. His framework has four key domains viz., confronting and accepting 

organisational reality, achieving role clarity, locating oneself in the organisational context 

and detecting signpost of successful socialisation.  

 

Uncertainty Reduction Approach The socialisation process of newcomers has also been 

viewed through the theoretical lens of uncertainty reduction. Newcomers undoubtedly 

experience high degrees of uncertainty when they enter new organisations.  Indeed, Ellis et 

al (2015) define socialisation as the process of reducing newcomer uncertainty (and 

mitigating the stress it generates) so that organisational newcomers feel that they can 

confidently and successfully contribute to their new organisation.  This is consistent with 
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Benzinger’s (2015) study of 359 new hires which found that socialisation reduces employee 

uncertainty. Uncertainty can be categorised by cognitive uncertainty and behavioural 

uncertainty (Berger and Calabrese, 1975 ). Across all stages of their socialisation, 

newcomers are incentivised to employ strategies to reduce this aversive state of uncertainty 

and to increase the predictability of their interactions with their organisation (Bauer et al, 

2007; Kramer, 2010). Successful reduction of uncertainty allows newcomers to reduce role 

conflict and ambiguity and gain clarity regarding organisational cues, norms and culture and 

to build relationships with social agents (Morisson, 2002; Miller and Jablin, 1991).  

 

Newcomer Agency Approach Although much of the literature has traditionally emphasised 

the role of the organisation in enacting socialisation, it is important to note that newcomers 

themselves are also viewed as proactive agents -as opposed to passive reactors - in the 

socialisation process (Settoon and Adkins, 1997; Louis, 1980). Building on this view of 

newcomers’ participatory role in socialisation, the dispositional approach theorises that 

personality variables are correlated with role ambiguity, role conflict and social integration. 

This is supported by Schein’s (1980) finding that newcomer surprise is related to their 

affective reaction to newness. Individual differences in newcomers such as extroversion, 

introversion, self-efficacy, curiosity, information- and feedback-seeking actions, proactive 

personality and personal values have also been shown to be positively associated with, inter 

alia, adjustment, role clarity, social integration and relationship building behaviours, which 

may, in turn, affect their socialisation within the organisation (Chapman, 1991; Kammeyer, 

Muller and Wanberg, 2000; Crant, 2000, Cooper-Thomas and Anderson, 2012; Berthal and 

Becker, 2013; Bauer and Erdogan, 2012). Ostroff and Kozlowski (1994) focused on the role 

of newcomers’ information acquisition behaviours with the finding that they enable 

newcomers to compensate for unknown information across task, role, group and 

organisation. Morrison (1993) built on this typology, describing five different types of 

information that newcomers must acquire viz., technical, referent, normative, performance 

feedback and social feedback.  The rationale for the typology is that information-seeking 

behaviours across these domains allow newcomers to master their jobs and become 

integrated into the organisation.  Finally, work by Cable (2013) suggests that organisations 
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that invest in socialisation processes that take account of newcomers’ personality and 

individual traits can improve their retention rates.  

 

 

4.5 Literature Gap  

The literature review has shown that work placement has established itself as a 

concrete, tangible indicator of work readiness and skills development and a decisive 

differentiating factor in graduate recruitment. Crucially, it has emerged as an instrument of 

graduate recruitment in its own right, with employers increasingly using work placement to 

leverage competitive advantage. However, the review revealed a limited theoretical basis 

for the use of work placement as an instrument of graduate recruitment and a paucity of 

any work placement research undertaken in the Irish or European contexts. Moreover, the 

richness of existing research has a predominant focus on student learning and skills 

development. 

The literature review of the theory of organisational socialisation reveals substantial 

evidential support for a link between regular newcomer socialisation and its role in both 

employee retention and employees’ formation of intention to remain or leave their 

organisation. Although a number of (almost exclusively US-based) studies have examined 

the phenomenon of student intern conversion, the review failed to reveal any investigation 

of student interns using the lens of organisational socialisation. Given the evidenced 

influence of the phenomenon of organisational socialisation on newcomer retention, the 

researcher considered that it might serve as an interesting theoretical guide to understand 

the complex and dynamic phenomenon of student conversion intention. Therefore this 

study is concerned with developing an understanding of student interns’ experience of 

organisational socialisation, employers’ use of work placement to leverage their graduate 

recruitment strategy and the role of socialisation in student interns’ conversion intentions. It 

is posited that such understandings generate knowledge that will be of utility to graduate 

employers, higher education institutions and work-based learning practitioners.  
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5. RESEARCH DESIGN – METHODS AND METHODOLOGY 

 

5.1 Introduction 

In this chapter, I situate my research philosophy in the literature. Specifically, the 

chapter examines the location of the research within a pragmatist approach. The research 

design and methods are outlined and an explanation for these choices is described. The 

procedures that were followed to conduct this study and to analyse the findings are also 

included. Considerations around research philosophy and methodology were driven by a 

concern for ‘fitness for purpose’ (Bryman and Bell, 2014). In this context, the purpose of the 

research was to investigate the relationship between organisational socialisation and 

conversion intention. This called for a methodology which was ‘fit’ to answer the core 

research questions viz., “How do student interns experience organisational socialisation?” 

and “What effect does it have on their intention to apply to their host organisation for a 

graduate role?” The central thrust of the study was to investigate, to describe and to better 

understand students’ organisational socialisation in a work placement context and to 

explore any relationship between their experience of organisational socialisation and their 

conversion intentions.  

 

5.2 Ontological and Epistemological Considerations 

The philosophical stance adopted by the researcher is important as it drives 

decisions around modes of inquiry and data collection. According to Guba and Lincoln 

(1988), research paradigms are characterised through a trio of components viz., ontology, 

epistemology and methodology. Before making a decision on my research paradigm, I had 

to understand, locate and orientate what I considered to be my world view, in other words, 

my assumptions around reality, truth and knowledge. As a practitioner transitioning from 

my professional role to that of researcher, this was a challenging and ultimately enlightening 

quest. It was also pivotal to my research methodology as it drove considerations around 

legitimate methods of inquiry and, ultimately, translated into specific methodological 

strategies.  
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Ontological Considerations – Single, Shared or Multiple Realities Grix (2002) contends that 

ontology should be the starting point for research. Ontology is the science of being or, more 

simply put, the study of what exists (Blaikie, 2010; Gray, 2014). It is concerned with the 

nature and structure of social reality and the assumptions we make around this reality 

(Crotty, 1998, Creswell, 2009). As a researcher, my choice of ontology reflected the way in 

which I choose to interpret social reality in order to achieve an understanding of a problem 

(Gray, 2014), in this instance, the organisational socialisation of student interns and its 

relationship to their conversion intentions. Specifically, I had to consider whether social 

entities exist independently of social actors or are, in fact, socially constructed by people’s 

perceptions and interpretations (Saunders et al, 2009; Ormston et al, 2014). Ontological 

theories fall into or between one of two opposing categories viz., realism and relativism 

(Bryman, 2008). Ontological realists contend that reality exists separately from, and 

independent of, the human mind and that humans are best understood as part of a group or 

social system. By contrast, relativists hold the view that there is no single reality or truth but 

rather that multiple versions of reality exist.  From their perspective, what constitutes reality 

is the meaning that is attached to it by the individual and, accordingly, this is how humans 

are best understood. In essence, realists hold the view that that not only is reality a product 

of one’s mind but there is, in fact, no such thing as a mind-independent world (Niiniluoto, 

1991; Burrell & Morgan, 2017).  

For me, this overt delineation between the opposing ontologies presented as a blunt 

instrument, with the potential to tether the study to one of either two extreme positions. 

Accordingly I considered other, more nuanced, philosophical positions. These included, inter 

alia, pragmatism, conceptual realism, critical realism, relativism and anti-realism (Blaikie, 

2010; Putnam, 1981). I came to the view that an enforced choice between two distinct, and 

often diametrically opposed, ontologies would be a wholly unrealistic approach to this 

study. From my professional experience, I believed that the social world of work could be 

understood from the perspective of the individual students who were directly involved in 

the work placement process and activities. I held that the reality of the workplace as 

experienced by student interns would be complex and nuanced. In this context, I 

hypothesised that individual students’ views of the placement experience might be 
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influenced by factors such as agency, disposition, expectations and environment. Therefore, 

it could be expected that multiple versions of reality would emerge in this study. At the 

same time, based on my professional experience and anecdotal evidence, I believed that it 

might be possible to observe generalised patterns within a cohort of student actors, even 

across multiple disciplines and work settings. I was strongly influenced by Dewey’s (1920) 

pragmatist approach that holds that experience is real, that truth is dynamic and represents 

what works at a particular time. I believed that a pragmatist ontological approach would 

allow the study to take account of the multiple realities of individualised, lived experiences 

of students, whilst, at the same time, allowing for the possibility of identifying a shared 

reality. Furthermore, for me as a practitioner, my world view was logically driven by a focus 

on practice and a belief that reality is related to action, consequence and utility. This 

explains my choice of pragmatism as my ontological approach for the study. 

 

Epistemological Considerations: Enablers or Tethers An equally influential driver of 

research design is epistemology. Epistemology is concerned with the nature, study, scope, 

legitimacy and justification of knowledge (Carter and Little, 2007; Rorty, 1982; Bryman, 

2008; Rosenau, 1992). Its focus is on what we can know about reality and how we can come 

to know it (Willis, 2007; Hughes & Martin, 1997). It is also viewed as a way of making sense 

of the world (Crotty, 1998). A key consideration in epistemology is the relationship between 

the researcher and the research (Mustafa, 2011) and participants’ active role, if any, in the 

construction of reality. There are two distinctive philosophical paradigms, viz., positivism 

and interpretivism (Easterby-Smith at al, 2008; Onwuegbuzie & Leech, 2009). As a 

researcher, I was aware that my choice of epistemological stance would perform an 

important function in shaping decisions around the gathering and interpretation of 

evidence. 

Until relatively recently, positivism was the dominant research paradigm. The position of the 

traditional positivist (or quantitative) social science researcher is predicated on the belief 

that social researchers should apply the same principles, systematic methods and ethos of 

the natural science researcher to investigate social science phenomena. For positivist 

researchers, human knowledge is external, awaits discovery, and can be located. Therefore 
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there exists only one reality. The purpose of positivist inquiry is explanation or ‘Erklaren’ of 

this reality. Positivists seek universal truths and, thus, only quantitative data are ultimately 

valid; conversely, subjective data are viewed as meaningless or irrelevant to inquiry. They 

strive for proof, rigour, objectivity and measurability and endeavour to establish causality, 

comparability and patterning (Cohen et al, 2007; Hanson, 2008). For the positivist, the 

relationship between individuals and society is deterministic (Easterby-Smith, 1991) and, 

accordingly, knowledge exists independently of the cognitive efforts of individuals (Gill and 

Johnson, 1997).  Aligned to this, the positivist researcher and their perspectives exist apart 

from their research (Creswell, 2009). For them, this detachment and emotional neutrality is 

key to explaining objective reality (Carson et al, 2001).  

Residing on the other end of the epistemological continuum is the competing orthodoxy of 

interpretivism. Interpretivists (or qualitative researchers) hold that social science inquiry is 

fundamentally different to that of natural science. For them, the purpose of inquiry is to 

achieve empathic understanding or what Weber refers to as ‘Verstehen’ (Robson and 

McCartan, 2016). For these researchers, knowledge is not waiting to be discovered and but 

rather is created by social processes (Young and Collin, 2004).Specifically, they believe that 

it is the processing by individuals of their interactions with the environment, rather than 

external forces per se, that shape their view of reality. Accordingly, interpretivists strive to 

understand individuals’ interpretations of the world around them and it is from this that 

theory can be built upwards. 

 

The Power of Pragmatism: “Verstehung, Erklärung, and…………Nützlichkeit”8  As a 

researcher, I agreed with the view that positivist and interpretivist (or quantitative and 

qualitative) epistemological positions are often polarised, incompatible, inconsistent, 

incommensurable and even antithetical (Guba,1990). An enforced choice between these 

paradigms may also limit the researcher’s understanding of and generation of knowledge.  

Onwuegbuzie & Leech (2007) contend that mono-method research represents the most 

significant threat to the advancement of social sciences. I shared the views of Creswell and 

Plano Clarke (2007) and Wicks and Freeman (1998) that these boundaries would represent 

                                                           
8
 Understanding, Explanation, Utility 
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significant constraints to this inquiry at practical and philosophical levels. The core research 

question called for an explanation of human behaviour around organisational socialisation 

and conversion intention. In attempting to answer this question, I was strongly of the view 

that the positivist value centre of objective, measurable scientific findings and the 

interpretivist value centre of findings constituted by individual interpretations of experience 

were not only compatible but would enrich the study.   

In this context, I believed that my choice of epistemological stance should be driven by its 

power to understand and explain the phenomena of organisational socialisation conversion 

intentions in students. I agreed with Bazeley and Kemp’s (2012)’s contention that externally 

independent phenomena become truths based on individual experience and interpretation 

and that this encapsulates the meaning of pragmatism.   I also shared Feilzer’s (2009) view 

that the justification of any philosophical position is a function of the success with which the 

position can be applied to a real world situation, in other words, its “workability”, a concept 

which lies at the heart of pragmatism.  Furthermore, I concurred with the pragmatist 

contention that the research of social settings and practices are worthy of investigation 

(Friedrichs & Kratochwil, 2009). This study of student actors’ navigation of the everyday – 

but often complex – worlds of work, talent acquisition and career planning was an example 

par excellence of a social setting and practice. As a practitioner and a pragmatist, I am of the 

view that knowledge is generated from practice. Based on my observation of students 

transitioning into the workplace, I expected that this study would reflect a diversity of 

personal and internalised experience.   I accepted that this might mean that the knowledge 

generated by the study might be ambiguous, uncertain and relative (Teddie and Tashakkori, 

2009). At the same time, as a praxis-oriented researcher, I take scientific knowledge 

seriously. However, in the context of this study, I understood that single indisputable 

certainty or conclusion might be elusive. Crucially, I set considerable store by the usefulness 

of any new knowledge that the study might generate (Rorty, 1999).  I therefore held that 

any generated knowledge should have the potential to be successfully applied to a new set 

of circumstances or practice setting viz., sectoral, disciplinary, institutional, model of work-

integrated learning. I therefore concluded that the latitude, workability, utility and praxis-

focus of the pragmatist approach would optimise understanding and explanation of this 
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phenomenon. It is this trilogy of Erklarung, Verstehung and Nutzlichkeit that explain my 

epistemological choice.  

 

5.3 Research Approach – Mixed Methods, the “third paradigm” 

Introduction From a methodological perspective, the “looseness” of the pragmatist 

paradigm did not require me to employ a particular research method or combination of 

methods. Rather, it called for the most appropriate method to find out what I, as a 

researcher, wanted to know and to guide the research towards a solution of the problem 

under investigation (Hanson, 2008). Denscombe (2008) posits that pragmatism allows for a 

dualist approach because it has the potential to provide an adequate and expedient answer.  

In this context, mixed methods research has come to be closely associated with the 

pragmatist worldview. Whilst mixed methods is not new, it has emerged in recent decades 

as a full, legitimate and increasingly practised research methodology. This has been driven 

largely by a stultifying paradigmatic polarisation (Johnson  & Onwuegbzie, 2007; Greene, 

Caracelli & Graham, 1989). Reflecting its increasing orthodoxy as a separate design, Creswell 

(2014) refers to mixed methods as the third paradigm. 

 

Mixed Methods In terms of its broad application, mixed methods is primarily directed at 

human and social science research. No universal definition of the term exists. However, 

from a review of the discourse, there appears to be broad agreement that mixed methods 

involves the purposeful use of and integration of more than one approach to the method of 

design, concept, data collection and analysis within a single study (Bryman, 2012; Leech and 

Onwuegbuzie, 2009), Teddlie & Taskakkori, 2010). Proponents of mixed methods contend 

that its complementary approach marries the strengths of quantitative and qualitative 

methods viz., quantitative method’s powers of rigour, scientific objectivity, specificity and 

generalisability, and qualitative method’s capacity to generate rich, contextual 

understanding and to build grounded theory (Johnson, Onwuegbuzie and Turner, 2007; 

Creswell and Plano Clark, 2011). It is further posited that mixed methodology  addresses the 

intrinsic limitations associated with a quantitative approach viz., its reductive theoretical 
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rigour, its excessive emphasis on empiricism, its narrow, truncated findings and its lack of 

applicability in the real world (Chen et al, 2007; Guba & Lincoln, 1994) and, likewise, those 

of the qualitative approach viz., its inability to yield generalisations, its weak predictive 

power, its failure to establish causality and its inability to test existing theories or 

hypotheses (Maxwell, 2004). However, at the core of mixed methods conceptualisation and 

analysis (Fielding, 2012) is the integration of data at the gathering, analysis or finding stages 

of any study.  Mixed methods is not without its critics. Across the discourse, the issue of the 

commensurability of two “opposing” paradigmatic approaches is highlighted, with some 

contending that combining both research approaches is meaningless (Teddlie and 

Tashakkori, 2010) 

On balance, I believed that a mixed methods approach was the most appropriate 

methodology to employ in this study. I hypothesised that the qualitative strand of my 

inquiry would allow student actors’ voices to be heard, thereby generating meaningful 

understandings of students’ experience as newcomers to the world of work and their 

decisions around intention (Ansari, Pahhwar, Mahesar, 2016). However, the words of the 

participants might not have been enough to make sense of the data.  In this context, there 

was more than one way of knowing and more than one way of generating meaningful 

understanding. The incorporation of a quantitative strand introduced a clear theoretical 

focus, instrument-based rigour and quantitative precision to the study. I held that a mix of 

qualitative and quantitative approaches - or what is sometimes referred to as the 

integration of words, pictures and numbers (Doyle et al, 2009) - would generate thicker, 

richer data than could be achieved using a single research method. Based on my 

professional observations, the “completeness” (Bryam, 2012) of the mixed method would, 

in my view, allow me to capture more fully the complexity of the student experience in a 

work setting.  

 

Research Design Most mixed methods designs utilise the time dimension as a core 

differentiating criterion. This refers to whether the quantitative or qualitative phases of the 

study occur at approximately the same point in time (concurrent) or one after the other 

(sequential). The second dimension is the relationship between the quantitative and 
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qualitative samples (Collins, Onwuegbuzie and Qun, 2006) i.e. the relative priority of one 

sample over the other. The third dimension focuses on the point of interface of the two 

strands, or the mixing strategy.  For the purpose of this single-phase study, I chose a 

sequential, parallel design. This design is normally used to obtain convergent data or 

different but complementary data on the same topic. I held that this was the optimal design 

to achieve the best understanding of the influence of organisational socialisation on interns’ 

conversion intentions. The quantitative strand of the study involved the collection and 

analysis of the data of the survey respondents. For the qualitative strand, semi-structured 

interviews were conducted with twelve of the respondents. Both research methods were 

prioritised equally. The data analysis strategy was to present the qualitative and 

quantitative results, with the merging of results, or the point of interface, occurring during 

the overall interpretation phase. At this point, any convergence, divergence, similarities, 

discrepancies, contradictions or relationships between the two data sources were explored 

and presented. It is argued that such merging of data generates a richness of data not 

possible with a single method and, accordingly, increases confidence in the findings (Morse 

and Field, 1995).   

There were a number of challenges with the choice of sequential parallel design for this 

study. It required competence in both quantitative and qualitative methods.  As a mixed 

methods researcher, I understood that the use of contrasting methodological lenses to 

investigate the same phenomenon might lead to convergent data findings. However, at 

times it was difficult to integrate two sets of data based on two different samples, one large, 

and arguably generalizable, and the other small with in-depth detail. It was also challenging 

to merge data sets that alternated between numbers and words. However, the aim of the 

study was not definitive corroboration. Rather, the goal was to expand our understanding of 

organisational socialisation and intention in the context of student interns and to create 

new knowledge unobtainable through traditional mono-methods alone (Leech et al, 2009). 

Accordingly, I did not assume that the findings would yield a neatly packaged student 

consensus. Rather, the complexity and ‘messiness’ of the social reality of the workplace is 

such that I expected certain levels of inconsistency, paradox or even contradiction to 

emerge in the study. I believed that by employing a mixed methods approach, a better 

approximation of the conversion phenomenon would be achieved, the validity of the 
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findings enhanced, and confidence in the conclusions increased (Denzin, 2012; Creswell & 

Plano Clark, 2011).  

 

5.4 Sampling Strategy 

This study is concerned with the conversion intentions of higher education 

students. The sampling frame is all students registered at one university as of 01 September, 

2017. The sample population is third year, full-time, day-time undergraduates of Business, 

Engineering and Law who successfully completed an 8-month formal, academically 

accredited Cooperative Education assignment with an employer organisation. The student, 

as just described, is the unit of analysis. Using a sequential parallel mixed methods research 

design, I implemented a two-dimensional mixed purposeful sampling model. Before 

embarking on the study, I was concerned about the threat of declining response rates and 

survey fatigue amongst higher education students generally (Fosnacht, Sarraf, Howe and 

Peck, 2016; Porter, Whitcomb and Weitzer, 2004). This was a significant sampling issue: 

firstly because students are a source of vital information for the study and its utility and, 

secondly, because a higher response is associated with unbiased population estimates. The 

issue was particularly apposite in the context of the quantitative element of the research 

where I was aiming for an absolute sample size of 450+ and a response rate of 40%+ in 

order to maximise the sample’s precision. Through my professional role, I had access to data 

on the sample population at the levels of faculty, disciplinary cohort, programme director, 

timetable and attendance. Leveraging off of this advantage of ease of access, I implemented 

a convenience (or availability) sampling strategy, targeting four class cohorts from the 

faculties of Business, Science & Engineering and Humanities viz. third year students of 

Business, Engineering, Law and Politics. Although convenience sampling is very common in 

organisational studies and across social research generally, it is not without its critics. It is 

contended by some that there is a risk that the units within a convenience sample are not 

characteristic of the population being studied. This is not the case in this instance. All 

students within the sample had returned on campus having completed their work 

placement and were therefore suitably qualified participants with the potential to provide 

credible information to the study (Cresswell, 2007).   For the qualitative strand of this study, 
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a representative sub-sampling strategy was used. In this case, students who responded to 

the initial survey were asked to indicate whether they would be willing to participate in a 

follow-up interview, in which case they were asked to provide their name and contact 

number. From this group, twelve participants were selected for the semi-structured 

interviews and they were broadly representative of the survey sample. The relationship 

between the quantitative and qualitative samples is one where the qualitative sample is 

“nested” within the quantitative sample. An equivalent status has been adopted with 

neither sample assuming priority over the other. 

 

5.5 Role of Researcher 

In my current role of Director of Employability Services in a HEI, I have 

responsibility for the formulation, review and implementation of UL’s employability and 

industry engagement strategies. Employability is central to the educational philosophy and 

branding of the HEI under investigation. The undergraduate work placement programme is 

one of the largest in Europe, with some 2,000 work placements across 56 bachelor degrees. 

As an institution, the HEI is keen to associate its graduates’ consistently high graduate 

employment rate with the work placement programme which is a formal, academically 

accredited element of bachelor degrees.  

As a researcher, my background in the employability confers on me a level of pre-

understanding but also a level of assumption around students and employers in the work 

placement context. These can act as double-edged swords. On the one hand, they can add 

value, context and understandings (Ryan, 2006). I have a highly developed awareness of the 

operational and policy contexts of work placements and employability. My engagement 

with student and employer stakeholders mean that I have insider knowledge and language 

not available to an outsider. This was helpful in carrying out my inquiry. Conversely, my 

assumptions and pre-understandings could have the effect of limiting my vision. Certainly 

the discourse suggests that assumptions and pre-understandings influence the researcher’s 

approach before they even start (Nyström & Dahlberg, 2001). It was therefore important 

that I developed an awareness of same and tested my assumptions biases and pre-

understandings and relative strengths. For example, at the HEI under investigation, it is a 
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functioning axiom that work placement is regularly used by employers as a strategic 

instrument to identify future graduate talent. However, such a pre-existing assumption 

could have the effect of a projected interpretation which could act as a constraint on 

understanding, skew findings and threaten the validity of my research (Carver et al, 2004). 

Gadamar (2006) contends that the researcher has to challenge their knowledge and 

understandings and emphasises that this requires high levels of self-reflection, discipline 

and courage. I concur with this. It could be argued that student participants had a vested 

interest in maintaining a positive relationship with the  a service charged with employability 

and that a power relationship might have been a consideration in this context. This could 

have resulted in issues such as positively skewed findings or limited candour which could 

have hindered the inquiry (Mercer, 2007). This was something that I was cognisant of and 

raised directly with participants in advance of the interviews.  

 

5.6 Ethical considerations 

Ethical considerations are integral to this study as the research involves human 

subjects. Ethics represent a key set of principles that can be used to guide social science 

research and to ensure the rights of research participants (Orb et al, 2001). They matter 

because they distinguish between acceptable and unacceptable behaviour across every 

stage of the research process (Patton, 2002). Core ethical principles have been encoded 

across many frameworks but can be broadly categorised into four key areas viz., avoidance 

of harm or distress to participants; fully informed consent of participants around all aspects 

of the research and right to withdraw; confidentiality of the data and anonymity of 

participants; avoidance of deceptive practices (Diener & Crandall, 1978; Israel and Hay, 

2006; Oliver, 2010; Kvale, 2007; Denzin & Lincoln, 2011). As I employed a mixed method 

approach for this study, I adhered to the principles of both qualitative and quantitative 

research ethics. These principles serve to support the pursuit of truth and respect for 

participants (Jones, 2000; Johnson & Christensen, 2008).  

For the purposes of this study, I used the ethics framework of the Economics and Social 

Research Council (ESRC, 2015). Before embarking on the research, I secured ethical approval 

from the University of Bath in line with its ethics policy and procedures and I also received 
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local approval from the HEI under investigation to conduct my research. The ESRC outlines a 

set of six principles and expectations for ethical research. It states that participants should 

take part voluntarily, free from any coercion and that their rights, dignity and (when 

possible) autonomy be respected and protected. The risk of harm to participants should be 

minimised and mitigated by robust precaution. Participants should be given appropriate 

information about the purpose, methods and intended uses of the research and what their 

participation in the research entails. Participants’ preferences regarding anonymity and data 

confidentiality should be respected. The research should meet recognised standards of 

integrity and quality and transparency should be assured. Lastly, the independence of the 

research should be clear and any conflict of interest or partiality should be explicit.  

Undergraduate students took part voluntarily in this research and were provided with 

details of what participating in the study would involve, an explanation of what was 

expected of them, the reason for asking for their participation and the intended possible 

uses of the study. Their signed indication of consent was unambiguous and affirmative.  This 

was in accordance with the Data Protection Acts 1998-2003 and, latterly, the General Data 

Protection Regulation 2018. The risk of harm to students was also mitigated by avoiding any 

deceptive practices, and providing them with the right to withdraw from the research.  

However, it was also pointed out to students that should they wish to withdraw from the 

study, any research data already collected could not be erased and might be included in the 

final analysis. The research was designed in such a way that data was anonymised before 

archiving, with participants being assigned identification codes. Therefore, individual 

students could not be identified in the storage, analysis or publication of the research 

process. This was achieved by removing direct and indirect identifiers for both the 

qualitative and quantitative components of the research. In the case of the qualitative 

research which involved semi-structured interviews, pseudonyms were assigned to students 

in the writing up of the thesis. However, individual students may recognise, in the final 

report quotes, statements or views that they have expressed in the privacy of the interview 

process.  I explained this to participants. I was aware that of a potential interdependency 

between me in my professional role and the participants.  Although my role does not 

involve front-facing activities with students, I was cognisant of the risks that students might 

perceive a power imbalance and even feel a pressure to reflect positively on the work 
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placement experience and conversion phenomenon. At all points in the data gathering 

process, I emphasised to students that the most important elements of their feedback were 

openness and candour. In terms of timing, the data were gathered after the formal, 

academic assessment of their placement (in which I had no role). This, I would 

argue,allowed students to be confident that their refusal to be involved in the study would 

not negatively affect their grade and that they could withdraw from the study if they wished 

(Polit and Beck 2004) with no adverse effect on their work placement grade.  

The concept of integrity should underpin any research, containing within it the qualities of 

honesty, trustworthiness and transparency. It was not just something that I have striven 

towards. Rather, I believe that I had primary responsibility for upholding the highest 

standards in all aspects of this study. I believe that this study has been conducted according 

to ethical and professional frameworks and standards and that I have acted with integrity 

and rigour in my presentation of my research goals, data gathering and findings. I have been 

open in my interpretation of the data, including the sharing of negative results as 

appropriate. I have also acknowledged the work of other academics and practitioners by 

through reference and citation. Research data has been maintained and archived according 

to the host HEI policy and I have specifically declared any potential conflicts of interests (see  

5.5  ‘Role of the Researcher’). 
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6. QUANTITATIVE STRAND OF THE STUDY 

 

As previously discussed, this study consists of two parallel strands, quantitative and 

qualitative. The purpose of the quantitative strand is to identify and measure any 

relationship between student interns’ socialisation and their conversion intention 

outcomes; to identify and measure any relationships between the different dimensions of 

socialisation under review and to investigate the possibility of developing a model to predict 

the likelihood of student interns’ positive conversion outcomes. The chapter has a four-

section structure covering quantitative data gathering, data analysis, data findings and 

discussion of the data findings. .  

 

6.1 Quantitative Data Gathering  

6.1.1 Instrument Development  

The data collection and recording tool for this study was a self-reported survey 

instrument (see Appendix 3). The instrument aimed to capture a construct of organisational 

socialisation and conversion intention as experienced, noticed and articulated by student 

interns. The 34-item survey conceptualises Organisational Socialisation (OS) as a 

multidimensional construct and Intention as a single-dimension construct. A starting point 

for the development of the survey tool was an existing instrument developed by Chao et al 

(1994) which conceptualises the phenomenon of organisational socialisation. A widely 

recognised scale, it has been found to successfully differentiate between different levels of 

OS across six dimensions. Three of these dimensions were included in this instrument viz. 

people, organisational values/goals and history. ‘People’ describes existing organisational 

members who are already socialised in the employing organisation. They play an important 

role in reducing newcomer uncertainty and they also facilitate newcomers’ learning about 

the work group. The second dimension, ‘History,’ is concerned with the organisation’s past, 

its rituals, rites, traditions and customs. The third dimension included in the survey is 

‘Organisational Goals and Values’ as knowledge of same is shown to be necessary for 
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successful integration into any new organisation. The Chao measure does not specifically 

include a measurement for task mastery (Kozlowski, 2012). However, as Task Mastery is 

strongly associated with newcomer adjustment and socialisation, it is included in the survey. 

This was adapted from work by Gardner et al (2010). A Supervisor dimension was added 

after the pre-testing of the instrument, reflecting student-tester feedback. It also reflects 

the critical role of supervisor and their influence on both socialisation and intention. The 

construction of this new instrument adapted from existing instruments was a valuable 

enterprise and made a greater contribution to knowledge by relating the constructs of 

organisational socialisation and Intention in a new way.  

Online vs. Paper Surveys Both online- and paper-based survey options were evaluated as 

modes of survey administration and distribution. The advantages of on-line surveys are well-

documented. They include speed of administration, distribution and completion; built-in 

logic and coding capabilities; user friendliness and speed of data entry and processing. 

However, some research points to substantially lower response rates for web surveys than 

for same length paper-based surveys (Yetter & Capaccioli, 2010; Nulty, 2008; Cook, Heath & 

Thompson, 2000). As the target population for the study was university students, the fact 

that universities report a high percentage of students who do not open or read emails from 

their institution (Education Advisory Board, 2016) was a concern. This trend is possibly 

related to the issue of survey fatigue (see Sampling section). An additional issue centred on 

student concerns around the confidentiality of their online data and an attendant 

reluctance to participate in online surveys (Dommeyer, Baum & Hanna, 2002). To optimise 

response rates, the decision was taken to administer a paper-based survey to students in a 

face-to-face environment. 

Pre-Testing the Instrument Before undertaking any data collection exercise, it was 

important to pre-test the survey instrument. Pre-testing ensures a pool of logical, 

understandable items that reflect the constructs of Organisational Socialisation and 

Intention. In this study, the instrument was initially pre-tested on five students who 

represented the population for which the survey was designed. Pre-testing took place in a 

classroom setting with students completing the survey one at a time. Testers were asked to 

express aloud their thoughts on the questions and answers as they were completing the test 

survey. Student feedback and researcher observations were noted throughout. The pre-test 
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identified a number of problems with the survey. Some participants reported difficulty or 

confusion with items on the three Chao scale dimensions. This was to be expected, given 

that the scale was designed for a newcomer employee population rather than a student 

intern population. Accordingly, it was considered appropriate to reword, add or eliminate 

items to facilitate the use of these scale dimensions. For example, under the Value subscale, 

the statement, “I would be a good representative of my organisation”, was replaced with 

the statement “I feel I was a good representative of my placement company/organisation”. 

Likewise, under People subscale, the statement, “I am usually excluded in social get-

togethers given by other people in the organisation” was replaced with the statement, “I 

was often invited to participate in social activities organised by my placement employer or 

colleagues”. Under the History subscale, the statement “I would be a good resource in 

describing the background of my work group/department”, was replaced with “I can 

describe very well the background of my placement department/work group”. During the 

testing of the instrument, it became clear that, when answering the items under ‘People’, 

participants interpreted this to mean co-workers but not supervisors. As supervisors are a 

key source of information, guidance and feedback for newcomers, a separate dimension on 

supervisory support was added after the pre-test. In terms of timing, the pre-test took from 

10-17 minutes to complete. This included time taken up with issues of clarification.  

Final Instrument The first part of the questionnaire was designed to generate nominal data 

on individual students’ gender (M/F) and programme of study. Interval data in respect of 

students’ current QCA9 were also gathered. The main body of the survey instrument (See 

Appendix 3) comprised five distinct (and, on the surface, correlated) Organisational 

Socialisation (OS)subscales viz. Role/Task Mastery, Supervisor, Values/Goal, People, and 

History. This made an overarching construct of OS, with each subscale measured by 4-7 

items. As this study focused on the relationship between socialisation and students’ 

intention to convert, the survey included a separate scale, which yielded a five-item 

Intention dimension. This was adapted from work by Hurst et al (2012).  The survey asked 

participants to respond to a series of thirty-four statements (or ‘items’), of which twenty-

nine reflected the five dimensions of organisational socialisation being measured and five 

reflected the Intention construct. This “parcelling” of items was important as the reliability 

                                                           
9
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of a parcel of items is greater than that of any individual item, thereby serving as a more 

stable indicator of a latent construct. Item parcels also reduce the risk of spurious 

correlations because, it is argued, fewer correlations are being measured. To avoid question 

order bias, the order of the 34 items was randomised.  

The response format was a five-point, equal interval, ordinal, Likert scale. Widely used to 

measure attitudes, beliefs and opinions, Likert scales are easily understood by participants. 

The scale was designed to determine the strength of feeling around Organisational 

Socialisation and Intention, with  number 5 attached to the positive end of the scales viz., 

strongly agree, and number 1 to the negative end of the scale viz., strongly disagree. The 

score was the sum of all items to which the participant responded; the mean was calculated 

by dividing the total score by the number of items. There are acknowledged weaknesses 

associated with questionnaire tools, including that of the constraint of the participants 

(Basit, 2010) and a lack of opportunity to express their views around the phenomenon 

under investigation. In this study it is posited that the qualitative strand of the research 

provided an opportunity for such a narrative.  

Table 1: Examples of survey subscales and items 

 

Role/Task Mastery – “I feel I fully learned the ropes of my job”. 

 

Supervisor – “My supervisor appreciated the work that I did”. 

 

Values/Goals – “I believe I fitted in well during my placement.” 

 

People – “I believe that most of my co-workers liked me.” 

 

History – “I was familiar with my  company/organisation’s customs, rituals and 

celebrations.” 

 

Intention – “I would be very happy to work with my placement company when I          

graduate.” 
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6.1.2 Survey Administration  

A determination was made to aim for a sample size of 200+ students in a single 

higher education institution in order to draw meaningful conclusions from the data. The 

timing of the survey meant that students’ feedback was received very soon after the 

placement experience when it was still fresh in their minds. The survey was distributed to 

third year Business, Engineering and Law students who were returning from their work 

placement assignments in October 2017. A lecture theatre environment was considered to 

be the scenario that would elicit the best response. The survey was administered during 

day-time, core module, face-to-face lectures. To optimise response rates, lectures with an 

evidenced track record of high student attendance were selected. Partnership with and 

cooperation of academic course directors or ‘gatekeepers’ was an important factor in 

gaining permission to access to students during lecture time. To secure support from 

faculty, meetings were held with Heads of Department and Course Directors where the 

purpose of the survey was discussed and permission to distribute the survey was secured. 

At the beginning of the lectures, academics explained the broad context of the research and 

introduced the researcher. Students were advised by academics that their feedback would 

be used to good effect and, accordingly, that completion of the survey constituted an 

effective use of their time. Following this, the researcher spoke to the students, explaining 

that participation in the survey was completely voluntary, that student confidentiality and 

anonymity would be assured and refusal to participate in the survey would not prejudice 

their academic standing or outcomes in any way. The estimated completion time (10-12 

minutes, based on the pilot group) was outlined. Instructions were provided for the 

completion of the self-report questionnaires and the researcher was available to provide 

clarification relating to the survey throughout their completion. Data were collected at this 

time point only. The disadvantage of this approach was that students absent from the 

lecture on the day were not captured. No form of incentive was offered to achieve a high 

response rate in line with Ehrmann’s (2004) contention that extrinsic motivators may bias 

survey findings. However, students could volunteer to be interviewed for the qualitative 

stream of this study, in which case they indicated their name and contact details at the end 

of the form. 
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6.2 Quantitative Data Analysis  

Arising from the data collection process, a total of 241 responses were received. 

Four responses were deemed unusable and were removed during the data cleansing 

process. Two of the respondents were visiting Erasmus students and were therefore not 

part of the population of students returning from placement. Two of the respondents were 

not from the programmes under investigation. The data analysis plan focussed on preparing 

data prior to analysis. This involved transferring data from the original data collection forms 

(paper-based survey) directly into an SPSS Version 2015 file that would lend itself to data 

analysis. Following this, the transferred and coded data were reviewed and checked against 

the paper surveys for accuracy. The data for each unique ‘case’ or student were entered on 

a row, with each column treated as a separate variable. See Appendix 4.  Accuracy was the 

key challenge and double checking of the data was on-going and necessary. Two letters and 

a number were used to denote every variable, relabeling items from OS1 to OS34. For 

example, the first subscale was Task Mastery (SUMe) and included variables labelled OS_1, 

OS-5, OS-20, OAS_29, OS33, OS_34. Likewise, intention was named OS_7, OS_13, OS_16, 

OS_23, OS_27. The total organisational socialisation score was labelled OS_T and the total 

Intention score was labelled Int_T. Such labelling was concise and unambiguous and the 

coding reduced cluttering and saved space. The transfer and renaming of data was a very 

time-consuming aspect of the research but ultimately enabled the analysis to be conducted. 

 

6.2.1 Data Reliability  

The reliability of any scale is an important defence against spurious or incorrect 

conclusions (Salkind, 2010).  It is related to true and error scores and, accordingly, by 

minimising the error score, reliability is increased. A key feature of reliability is the 

replicability of findings (Cohen, Manion & Morrison, 2011). For this study, a number of 

measures were taken to increase reliability. They included a relatively large sample, the 

elimination or modification of unclear items, the standardisation of conditions under which 

the survey was completed, the standardisation of instructions to participants and 

consistency in scoring procedures.  It is important to be able to demonstrate, scientifically 

the consistency of item levels within a factor. In other words, a reliable set of variables 
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should be shown to consistently load on to the same factor. The Cronbach test of reliability 

is a practical measure of how consistent and stable an instrument is. Cronbach’s Alpha 

values above 0.7 are considered acceptable in most social science research (Kline, 

2000).Cronbach’s alpha was computed for both the total Organisational Socialisation and 

Intention factors. The data showed a Cronbach Alpha value of 0.923 for Organisational 

Socialisation (OS), suggesting very good reliability. This inferred that all items on the scale 

were measuring the same underlying OS construct.  Likewise, a Cronbach Alpha value of 

0.881 was computed in respect of Intention, also suggesting very good reliability. 

 

Table 2: Cronbach Analysis – Total Organisational Socialisation and Intention Scores 

Scale Cronbach’s Alpha based on 

standardised items 

Number of items 

OS .928 29 

Int .881 5 

 

6.2.2 Data Validity  

The importance of measuring the accuracy and authenticity of research 

instruments is well documented. Validity is concerned with the result of a test, rather than 

the test itself. In other words, a valid instrument will ensure that the reported data reflect 

accurately the phenomenon under investigation (Cohen, Manion & Morrison, 2011). There 

are a range of validity measures including face validity, construct validity, content validity 

and criterion validity. Ritchie et al (2014) focus on three domains of validity. They are: 

Measurement Validity, which is the degree to which the measures capture the concepts that 

they are intended to capture; Internal Validity which is concerned with the extent to which 

causal statements are supported by the research; and External Validity which is the extent 

to which findings can be generalised to another population or setting. Conducting the pre-

testing of the instrument used in this study contributed to measurement validity by 

ensuring that participants understood the questions and that the data generated related to 

the constructs of Organisational Socialisation and Intention. Face validity (also known as 

logical validity) is a strand of internal validity. It is concerned with the appropriateness, 

sensibility or relevance of the test and the data it generates (Holden, 2010).  Face validity 
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can be established if the instrument is deemed by an expert opinion to assess that which 

the researcher wishes to assess. Accordingly, it is concerned with issues of feasibility, 

consistency, readability and language.  In this instance, a panel of two accredited experts 

viz., an organisational psychologist and a careers/work-integrated leaning professional, 

were asked to evaluate the questionnaire. Feedback from the panel was that the instrument 

appeared to satisfactorily represent the constructs of organisational socialisation and 

intention in an operational measure i.e. the questionnaire. In other words, to an expert 

panel, this appeared to be a valid and usable measure of the concepts which were being 

measured. Criticism of face validity is that it is subjective and lacking in scientific rigour 

(Bolarinwa, 2015). However, the timeframe available for this study did not allow for 

retesting of the instrument. Driven by a pragmatist approach, it was deemed to be the most 

workable and appropriate measure for internal validity. External validity is concerned with 

the generalisability of the findings. As this research is only representative of the 237 

participants in this sample, a claim for external validity is beyond the reach of the study. 

Finally, although validity and reliability are separate concepts, they often hang together and 

the scales have been shown to be very reliable.  

 

6.2.3 Summary Statistics  

The raw data were used to produce summary statistics. The dataset generated 

simple summaries about the sample and provided an understanding of what the data 

looked like and its spread.  Four categorical variables and international placement were 

analysed viz., gender and course of study, QCA10. These were presented in table format. The 

means of organisational socialisation were calculated. The standard deviation, which 

measures how spread out the data are, was also calculated for these variables and 

presented in table format. 

T-tests T-Tests were undertaken to determine whether two groups within the study sample 

different significantly from each other in respect of their intention score (Appendix 2). The 

null hypothesis was tested in respect of course of study, academic standing (QCA) and 

gender.  
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Factor Analysis Factor analysis is normally undertaken to reduce the large number of 

variables into fewer more manageable ones, called factors. This allowed for the extraction 

of maximum common variance from all 34 variables and positioning of them into a common 

score. Before undertaking factor analysis, the data had to meet certain assumptions around 

suitability. Accordingly, the data was first checked for ‘suitability’ by checking, firstly, that 

the KMO value was 0.6 or above and that, secondly, Bartlett’s Test of Sphericity was 

significant (i.e. .05 or lower). As can be seen from the following table, in this sample the 

KMO was calculated at 0.907 and Barlett’s test was calculated at .000, meaning that both 

were significant. Therefore, it was deemed appropriate to run a factor analysis on the data. 

 

Table 3: KMO and Bartlett’s Test 

Kaiser-Meyer-Olkin Measure of Sampling Adequacy 

Bartlett’s Test of Sphericity             Chi-Square 

                                                          Degree 

                                                          Significance 

.907 

3038.535 

406.000 

.000 

 

Kaiser Criterion Put simply, factor analysis analyses how various components of data “clump 

together”. The degree to which they clump together is very important. This is measured by 

the eigenvalue. According to the Kaiser Criterion, only those components with an eigenvalue 

of 1 or more are interesting. To determine how many components (or factors) to extract for 

this study, the Kaiser criterion was used.  The results were represented on a scree plot.  

Pearson Correlational Analysis The strength of the relationship between continuous 

variables was also determined. The value of the correlation coefficient ranges from -1 to 1. 

A correlation of 0 indicates no relationship at all between the variables; a correlation of 1 

indicates a perfect correlation and a value of -1 indicates a perfect negative correlation. This 

type of analysis was used to determine the strength and direction of the relationship 

between the two continuous variables being studied viz., Organisational Socialisation (OS) 

and Intention. A correlational analysis was also undertaken to determine the nature and 

strengths of relationships between the five dimensions of organisational socialisation under 

review viz., Supervisor, Co-workers, Values, Task Mastery and History/Rituals. Scattered 

plots or pair plots were generated to visualise the data.  
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Linear Regression As this study is concerned with predicting conversion intention, it was of 

interest to apply a linear regression score to the data in order to determine how well the 

score of each organisational socialisation dimension could predict participants’ intention 

score. In addition a linear model, using forward selection was run whereby each statement 

was treated as a separate factor instead of a linear variable. This method identified the 

group of factors with the greatest power to predict interns’ conversion score measure. In 

respect of each factor, the p-value (or probability) measured how much evidence there was 

against the null hypothesis i.e. that there is no relationship between each organisational 

socialisation variable and intention. Any factor with a p-value of less than 0.5 was deemed 

significant. The aim of the forward selection model is to achieve what is termed the most 

parsimonious model i.e. a balance between simplicity (i.e. as few variables as possible) and 

fit (i.e. as many variables as needed). It was undertaken in an attempt to identify a model 

with a higher predictive power than the linear regression model.  

 

6.3 Findings of Quantitative Analysis 

This section provides a detailed overview of the findings of the study’s quantitative 

stand as well as the discussion of those findings. The study’s mixed methods design and the 

rationale for its choice has been discussed in the previous chapter. This strand of the 

research was guided by both research questions viz.  

How do student interns experience organisational socialisation during their work 

placement?  

Is there a relationship between interns’ organisational socialisation and their 

conversion intentions?  

The structure of the section is as follows: Firstly the descriptive statistics are presented to 

show the ‘shape’ of the data set. Secondly, the results of the inferential statistics are 

presented, including t-tests, factor and correlational analyses. Finally, the results of the 

linear regression analyses are presented. The data focus generally on participants’ 

perceptions of their organisational socialisation with regard to the five specific dimensions 

under review (supervisor, co-workers, task mastery, values and history/rituals) and 

specifically on any relationship between organisational socialisation and participants’ 
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conversion intentions. A further discussion of the survey findings integrated with the 

findings of the qualitative strand of the study are presented in Chapter 8. 

 

6.3.1 Descriptive Statistics  

The raw data produced summary statistics in order to gain an understanding of the 

data and its spread, in other words,  the ‘shape’ of the data. The mean and standard 

deviation were calculated. As can be seen from the table below, there was information on 

237 respondents (N). Scores on the organisational socialisation measure ranged from 68 to 

145. The mean score was 118.71, representing the centre of the data. The data therefore 

appeared to be skewed towards higher values of organisational socialisation, suggesting 

that there was a tendency for participants to perceive high levels of organisational 

socialisation during their placement. Scores on the Intention score ranged from 5 to 25.  The 

mean of 18.1 suggested that respondents also tended towards a higher intention to return. 

The standard deviation measured how spread out the data were. It measured 5.2 for 

Intention and 13.9 for Organisational Socialisation Total.  

Table 4: Calculation of Mean and Standard Deviation 

 N Min Max Mean Std. Dev. 

Intention 

Organisational 

Socialisation 

237 

237 

5.00 

68.00 

25.00 

145.0 

18.1 

118.7 

5.2 

13.9 

 

Frequency Distribution Frequency tables were used to display the number of occurrences of 

a particular characteristic in the study. The following tables show the data analysis by 

category viz., gender, course of study and QCA.  

Table 5: Frequency Table by Gender 

 Frequency % Cumulative % 

Male 

Female 

147 

90 

62 

38 

62 

100 
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Total 237 100 100 

 

 

Table 6: Frequency by Course of Study 

 Frequency % Cumulative 

Humanities 

Engineering 

Business 

Total 

35 

90 

112 

237 

14.8 

38.0 

47.3 

100 

14.8 

52.7 

100 

 

 

Table 7: Frequency Table by Current QCA11 

 Frequency % Cumulative 

2.00-2.59 

2.60-2.99 

3.00-3.39 

3.40-4.00 

Total 

Missing -9.00 

Total 

39 

104 

52 

41 

236 

1 

237 

16.5 

43.9 

21.9 

17.3 

99.6 

.4 

100 

16.5 

60.6 

82.6 

100 

 

6.3.2 Inferential Statistics 

T-tests T-tests were undertaken to determine whether two groups within the 

sample differed significantly from each other in respect of their Intention scores. The null 

hypothesis was tested i.e. it was assumed that there was no difference between respondent 

groups in terms of gender, current QCA and course of study. The results are shown in Table 

5. The t-test for difference between students in different courses of study was found to be 

highly significant (p-value<0.01) and the null hypothesis was therefore rejected. A similarly 

significant relationship was identified in respect of the QCA category (p=0.0015). This meant 

that, on average, those students with lower QCAs (i.e. lower academic performance) had 
                                                           
11

 Quality Credit Average where 4.00 is the maximum grade 



83 
 

higher Intentions scores than students with higher QCAs. The t-test found a p-value of 0.28 

for the category of gender. In this study therefore, it can be said that no significant 

difference between Male and Female Intention was found. Accordingly, the null hypothesis 

was supported. 

Table 8: Welsh’s T-tests on Gender, Course of Study and QCA Categories 

Average Intention Score – Course of Study Category 

Business Engineering t-Statistic df p-value 

17.47 19.39 2.875 199.64 0.005 

 

Average Intention Score – QCA Category 

<3.00 >=3.00 t-Statistic df p-value 

16.87 18.72 2.457 129.44 0.015 

 

Average Intention Score – Gender Category  

Female  Male t-Statistic df p-value 

17.64 18.41 1.083 176.98 0.2801 
 

Factor Analysis The degree to which factors clump together is very important in studies with 

multiple variables. Of the 29 components, five had an eigenvalue of +1 and, according to the 

Kaiser criterion, were deemed of interest. These five components explain 56.381% of the 

variance. To determine which of the underlying factors should be meaningfully focused on, 

it was useful to view the data on the scree plot. Looking at the Scree plot, the change (or 

‘elbow’) showed that there was a very clear break between components 1 and 2. In the case 

of component , the eigenvalue was 9.922, with component 2 being the next most highly 

ranked at only 1.841. Component 1’s particularly high significance (an eigenvalue of 0.4 or 

above is deemed significant) suggests that that it explains much more of the variance than 

all other components. As can be seen from the Pattern Matrix in Appendix 5, the factor 

analysis would appear to suggest that the questionnaire did not capture the individual 

components of socialisation under review. Rather, the retention of this component appears 

to capture the experience of organisational socialisation in general. This would suggest that 
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organisational socialisation of interns (and the scale thereof) may be treated as one, 

conceptually distinct, factor.  

 

 

Figure 1: Organisational Socialisation Scree Plot  

 

Pearson Correlational Analysis This type of analysis was used to determine the strength and 

direction of the relationship between two continuous variables. The coefficients between 

the variables were examined to identify any positive and statistically significant associations 

between the variables. The strength of the relationship between the total score for the 

Organisational Socialisation and Intention scales was examined. As can be seen from the 

table, there was no negative sign, meaning that the relationship between scores was 

positive. This means that high scores on organisational socialisation are associated with high 

scores on intention. The strength of the relationship between both continuous variables was 

also determined. The correlation coefficient was calculated at 0.57. Applying Cohen’s (1988) 

guidelines which suggest that values of 0 .50-1.0 fall into the range of high correlation, 
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supporting the view that there is a strong positive relationship between students’ levels of 

organisational socialisation and their intention to return to their host employer. This is 

consistent with research on regular organisational newcomers (Yang, 2014;  Salleh, Nair and 

Harun, 2012;  Wanous, 2009, Ashford and Saks, 2007). 

 
Table 9: Total Organisational Socialisation and Intention Correlation 

 OS_T Int_T 

OS_T Pearson Correlation 
N 

1 
237 

.570 
237 

Int_T 
N 

.570 
237 

1 
237 

 

The Pearson correlation coefficient was also calculated to measure the strength of the linear 

relationship between each dimension of socialisation and the intention variable. As seen in 

table 10, the supervisor and values dimensions are strongly related to intention. The co-

worker-intention and history-intention relationships are approximately linear. Task mastery 

is weakly related to intention.  As the second research question sought to understand and 

explain five separate dimensions of organisational socialisation, it was considered of interest 

to investigate the nature and strength of the relationships between the five individual 

dimensions of organisational socialisation under review viz. the Task Mastery, Supervisor, 

Values, Co-workers and History/Rituals. The Pearson correlation coefficient was calculated 

to measure the strength of the linear relationship between the variables, taking -1 to 

indicate a perfect negative relationship, +1 to be a perfect positive relationship and 0 an 

indication of no linear relationship.  

 

Table 10: Pearson Correlation of Socialisation Dimensions and Intention 

 Task 
Mastery 

Supervisor Values  Intention Co-workers History 

Task 
mastery 

1.00 0.6 0.73 0.38 0.55 0.52 

Supervisor 0.60 1.00 0.73 0.52 0.59 0.52 

Values 0.732 0.73 1.00 0.55 0.73 0.57 

Co-workers 0.55 0.58 0.73 0.55 1.00 0.44 

History 0.52 0.52 0.57 0.43 0.44 1.00 
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As can be seen from the above table, the overall trend is positive, with most variables 

shown to be highly correlated with each other. The significant and positive relationship 

between supervisor and task mastery (0.6) was consistent with research on regular 

employees (Sturman and Park, 2016). The relationship between co-workers and task 

mastery (5.54) was positive, though weaker. The analysis also revealed significant positive 

relationships between the supervisor and values variables (0.73) and the co-worker and 

values variables (0.73). The relationship between the two cohorts of socialisation agents 

under review, viz., co-worker and supervisor, emerged as significant (0.58). The analysis 

showed a significant relationship (5.7) between the history/rituals and values variables. The 

results also showed a significant relationship (0.52) between the history/rituals variable and 

the supervisor variable. In contrast, the relationship between the co-workers and 

history/rituals relationship was shown to be relatively weak (4.4). Data plotting was used to 

represent visually how each organisational socialisation dimension under analysis related to 

the overall intention score and to each other. Such scatter plots, or pair plots acted as a 

good sense check. The plots indicated that most of the relationships were approximately 

linear. (See Appendix 1).   

Linear Regression It was of interest to this study to develop a model to predict intention 

outcomes on the basis of the organisational socialisation variable. Linear regression, a 

standard form of predictive analysis, was considered an appropriate approach. Using R, a 

linear regression score was applied to the data in order to determine how well the score of 

each organisational socialisation dimension can predict participants’ intention score. A 

significance level of 0.05 was used. Accordingly, any coefficients with a p-value of less than 

0.05 were deemed significant and all others were deemed not significant. As seen in model 

summary in Table 10, Supervisor, Values and History were all found to be significantly 

related to Intention propensity. Co-worker and Task Mastery were found to be not 

significant. The insignificance of the co-worker-intention relationship was unexpected. The 

insignificance of the task mastery-intention relationship was also unexpected but should 

perhaps be approached with caution. In this context, the Pearson correlations showed that 

Task Mastery was highly and positively correlated to Supervisor, Values, History and Co-

workers. It is possible, therefore, that notwithstanding its insignificance, that task mastery 

was related to intention, albeit indirectly. 
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Table 11: Linear Regression 

Variable Name Estimate Std Deviation 95% Confidence 

Interval 

p-value 

Intercept -5.606 2.557 -10.642 - -0.568 0.029 

Task Mastery  -0.179 0.119 -0.413 - -0.055 0.133 

Supervisor 0.238 0.085 0.07-0.405 0.006 

Values  0.511 0.171 0.174-0.848 0.003 

Co-workers 0.181 0.143 -0.101-0.464 0.207 

History/rituals  0.336 0.142 0.055-0.616 0.019 

 

Forward Selection: Although it demonstrated certain trends, the linear regression model 

had an R-squared value of 0.34, which means that the model has moderate predictive 

power. In order to locate a model with a higher predictive power, a linear model was rerun, 

this time using forward selection. In this new model, each statement was treated as a factor 

instead of a linear variable (Appendix 6). The aim of the forward selection method is to 

achieve what is termed the most parsimonious model i.e. a balance between simplicity (i.e. 

as few variables as possible) and fit (i.e. as many variables as needed). This method achieved 

an improved adjusted R-square of 0.45. As shown in the following table, the forward 

selection model used in this study identified seven factors. In respect of each factor, the p-

value, or probability value, measures how much evidence there is against the null 

hypothesis i.e. that there is no relationship between the variable and Intention. In this case, 

the p-values of all factors were all less than 0.5 and therefore highly significant. On this 

basis, the null hypothesis was rejected and it was shown that the inclusion of these seven 

variables significantly improved the predictive power of this model. It is important to note 

that the fact that other variables do not appear should not be taken to mean that they are 

not significant but rather that their inclusion would not have enhanced the predictability of 

the Intention score. Therefore, in terms of their additional predictive power in the context 

of this model, their inclusion would have been redundant.  
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Table 12: Analysis of Variance – Response: Intention (Forward Anova) 

 Item Df Sum Sq Mean Sq Value Pr(>F) 

OS_21 I felt a strong sense of belonging to my company/ 

organisation. (Values) 

4 1592.99 398.25 27.4736 2.2e -1612 

OS_17 I believe I fitted well during my placement. 

(Values) 

4 435.35 108.84 7.5084 1.166e - 05 

OS_4 I have a good understanding of the history behind 

my work group/organisation. (History/Rituals) 

4 314.14 78.54 5.4178 0.0003646 

OS-24 I understand the goals of my organisation. (Values) 4 266.33 66.58 4.5933 0.0014285 

OS_2 I feel that I was a good representative of my 

company/organisation. (Values) 

3 151.01 50.34 3.4725 0.0170672 

OS_12 I was often invited to participate in social activities 

organised by my colleagues (Co-workers) 

4 172.85 43.21 2.9811 0.0202047 

OS_11 I was offered feedback on my performance. 

(Supervisor) 

4 154.63 38.66 2.6669 0.0335279 

Residuals  203 2942.62 14.5   

 

Looking at the findings, the item with the highest probability i.e. with the highest 

explanatory power was : 

“I felt a strong sense of belonging to my organisation”.  

It showed a p-value of 2.2e -1613, which is indistinguishable from zero, and accounts for 

more than 50% of the model’s predictability. This was followed by the item: 

 “I believe I fitted in well during my placement”  

This had a p-value of 1.166e – 05 and accounted for 14.4% of the model’s predictability. 

Both statements are related to the values dimension of the survey construct. Two other 

items from the values dimension are included in the model viz., 

 “I understand the goals of my organisation.”  

“I feel that I was a good representative of my company/organisation”.  

                                                           
12

 2.2x10^-16 is effectively close to zero and numerically undistinguishable from 0. 
13

 2.2x10^-16 is effectively close to zero and numerically undistinguishable from 0. 
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The remaining three items are related to the dimensions of history/rituals, co-workers and 

supervisor respectively: 

“I have a good understanding of the history behind my work group/organisation”. 

 “I was often invited to participate in social activities organised by my colleagues”.  

“I was offered feedback on my performance”.  

The dominance of the values dimension in the predictive model may mean that it was an 

underpinning and comprehensive domain in student interns’ organisational socialisation 

and their conversion intentions. It may also be reflective of the very strong positive 

relationships with supervisor, task mastery and co-workers.   

This section of the chapter reported the findings from the quantitative strand of the study. 

The two research questions were tested using a range of correlation and linear regression 

models to provide a better understanding of participants’ perceptions of their 

organisational socialisation and the relationship between organisational socialisation and 

participants’ conversion intentions. The correlation tests showed a relationship between 

interns’ overall experience of their organisational socialisation and their conversion 

intentions. They also established multiple relationships between the individual dimensions 

of socialisation under review in this study. Such a high level of interaction between the 

dimensions suggests strongly that socialisation, as experienced by student interns, is a 

highly complex phenomenon. In this context, the outcome of the forward selection analysis 

identified seven organisational socialisation factors that acted as a model to predict the 

conversion intentions of interns. Further discussion of the findings is provided in the next 

section of this chapter.  

 

6.4 Discussion of Quantitative Findings 

This section presents a discussion of the quantitative research findings. The findings 

have a dual focus (i) participants’ boundary crossing from student to functioning 

professional neophyte within the finite timeframe of their work placement and (ii) the 
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extent to which their experience of socialisation influenced their conversion intentions. A 

number of significant findings emerged from the study.  

 

6.4.1 Relationship between organisational socialisation and interns’ intention to 

convert  

At the heart of this study is the question regarding the relationship between 

student interns’ perception of their socialisation experience within their host organisation 

and their intention to convert their placement to a graduate role. A direct and statistically 

significant relationship was identified between both variables, with the data finding that 

perceived high quality socialisation increased interns’ propensity to return to their employer 

after graduation. Conversely, the findings suggest that low quality socialization increased 

the likelihood of negative intention outcomes on the part of interns. These findings 

underscore the role that effective organisational socialisation may play in optimising the 

successful conversion of interns. This is consistent with the findings of scholarly discourse on 

regular organisational newcomers which state that effective organisational socialisation of 

newcomers is negatively related to both turnover intention and actual turnover (Allen, 

2007; Ashford and Saks, 2007; Cooper-Thomas and Anderson, 2002). It is to be noted, 

however, that student interns’ intentions’ around career and first job choices may be 

influenced by a range of other variables including the buoyancy of the graduate job market, 

job security, salary and benefits package, employer location, employer reputation and 

‘brand’, flexibility of working arrangements and personal circumstances.  

Regarding differences between groups, the findings indicate that business students are 

much more likely than engineering students to form an intention to return to work with 

their organisation. A possible explanation for this may be that employers of business 

students deploy more successful organisational socialisation processes. Alternatively, it may 

be the case that engineering students place a higher value on job mobility, even at such an 

early stage in their careers. It is also possible that business students adopt a more 

instrumentalist approach to their choice of placement employer, basing their selection of 

placement organisation on its attractiveness as a graduate employer. In relation to the 

effects of academic performance, the results show that students in higher academic 
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standing are less likely to form an intention to return to their employer post-graduation. 

This was somewhat surprising as it might have been assumed that organisations would 

invest significantly in their socialisation of high-potential interns, resulting in higher 

intention outcomes for this group. A possible explanation for the finding might be that high-

performing interns opt to exercise the wider choice in the graduate jobs market that is 

available to them by virtue of their high academic standing. Accordingly, they may be 

disinclined to commit to a single employer before graduation. The explanations for the 

differences between the groups cannot be demonstrated by the study. They are, therefore, 

tentative and could be pursued in further studies.  

 

6.4.2 Simple Concept, Complex Process 

The concept of interns’ organisational socialisation is relatively simple and centres 

on the process of a student intern settling into their placement organisation and their new 

role. The findings, however, suggest that the simplicity of the concept belies the complexity 

of the socialisation process as experienced by interns. This study focuses on five dimensions 

of organisational socialisation viz. supervisor, co-worker, task mastery, values and 

history/rituals and the intention variable. The findings show that each dimension of 

socialisation is individually correlated to students’ intention to convert. This suggests that 

employers, in developing and structuring organisational socialisation programmes for their 

interns, should be cognisant of the role of each dimension. However, it ought not to be 

assumed that all five dimensions should be viewed separately. Rather, the findings show a 

very high level of relationships between the individual dimensions. They paint a picture of 

interns’ socialisation as a multi-dimensional, interactional, dynamic and complex process. 

This was anticipated, given that interns’ socialisation journey, by definition, involves 

significant transition – and even upheaval - including changes in, for example,  identity: from 

student to professional; interactional zones: from education to work; social ties: from 

student peers and academics to co-workers and supervisors; and knowledge and skills: from 

proven disciplinary knowledge to a deficit in work-based knowledge/skills. The findings of a 

complexity of inter-relationships suggests that the meaning and understanding of interns’ 
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experience of organisational socialisation should be located within the “bundle” of 

interactive variables, as opposed to within any single variable.  

6.4.3 Constellation of Interactions 

Looking at Figure 2, the complexity of relationships becomes clear. The very strong 

relationship between supervisor and task mastery suggests that interns are very reliant on 

their supervisors to master their tasks and roles. This may be attributable to a number of 

factors. Supervisors may have used their knowledge and influence to help interns to 

understand and execute their roles effectively. Their formal authority may have meant that 

supervisors were able to assign work and developmental opportunities to their interns, as 

their direct reports. The supervisors may also have controlled interns’ access to the training 

and resources necessary for them to achieve task mastery. This identified relationship is 

consistent with prior research findings which showed that, in high quality supervisor-

subordinate relationships, supervisors provide resources, feedback and developmental 

support to their subordinates.  The findings also demonstrate a positive relationship 

between co-workers and task mastery. This may indicate that student interns perceived that 

their task mastery was related to their membership of a team collective and broadly reflects 

research which contends that teams of co-workers are an organisation’s design choice for 

accomplishing tasks (Hackman 1987). The co-worker/task mastery relationship is weaker 

than the supervisor/task mastery relationship. This was unexpected, as it might have been 

assumed that interns enjoyed a closer proximity and, therefore, a higher availability to their 

co-workers.  However, the most important aspect of this finding is that effective 

relationships with both cohorts of organisational socialisation agents are necessary for 

interns to achieve functional task proficiency within a relatively short placement timeframe.  
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Figure 2: Interrelationships of Socialisation Dimensions and Intention  

 

To a large extent, supervisors construct the professional contest in which teams operate and 

the finding of a strong positive relationship between co-workers and supervisors was 

expected. The finding suggests that the behaviour and attitudes of interns’ supervisors may 

have had an effect on the team culture and behaviours of interns’ co-workers within their 

work unit. The relationship is consistent with prior research findings that high quality 

supervision is positively associated in the literature with increased team morale and 

productivity (Ambrose et al, 2013; Giesser et al, 2013). Conversely, weak or abusive 

supervisory leadership has been shown in the literature to have a negative effect on team 

members’ job satisfaction, attitudes and behaviours (Martinko et al, 2013). The finding may 

also reflect other research which contends that individuals’ relationships with their 

supervisors moderate their relationship with their co-workers, i.e. if co-workers have 
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equivalent relationships (positive or negative) with their supervisors, they tend to have good 

relationships with each other. For employers attempting to understand interns’ socialisation 

experience, the finding should alert them to the fact that interns do not view supervisors 

and co-workers in isolation from each other. 

The findings show positive relationships between values and the dimensions of supervisor 

and co-workers. This may imply that participants viewed their organisations’ values sets 

through the lens of their supervisors’ and co-workers’ behaviours. In other words, interns 

may have derived their understanding of organisational values by observing their supervisor 

and co-workers as enactors of those values (formal or default) in the workplace. This is 

consistent with the findings of Jokisaari and Nurmi’s (2012) research on the role of values in 

newcomer socialisation. It suggests that interns may be reliant on insider socialisation 

agents, not only for information on their tasks, but also on acceptable patterns of behaviour 

and organisational priorities. Moreover, supervisor and co-worker behaviours may have had 

limiting or enhancing effects on interns’ socialisation.  

The findings indicate that there is a relationship between the dimension of history/rituals 

and the other four dimensions of intern socialisation under review. The strong relationships 

between history/rituals and values are consistent with research that shows that the 

enactment of rites, rituals and traditions give expression to an organisation’s cultures and 

beliefs (Trice and Beyer, 1987). As such, interns may have perceived that the history/rituals 

were shaped by their organisations’ value sets and seen as an expression of same. In this 

context, the strong positive relationship between the supervisor and history/rituals 

dimensions may be explained by the supervisor’s role in reflecting, narrating or enacting the 

placement organisation’s history, traditions, rites, ceremonies and rituals. The weaker 

relationship between history/rituals and co-workers is perhaps surprising as rituals and rites 

are often enacted and experienced at the team and departmental level with the objective of 

building and maintaining relationships with co-workers (Ahmed, 2019).  

The findings reveal the inter-relational, dynamic nature of student interns’ organisational 

socialisation. It is critical for graduate employers to understand the complexity of the intern 

socialisation construct as demonstrated by the data. This understanding may be key to 

optimising positive conversion outcomes in their interns. Likewise, the findings suggest that 
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employers who fail to take account of the pervasive and complex nature of the interns 

socialisation process run the risk of sub-optimising conversion opportunities. In this context, 

an over-reliance on a single episode induction or on-boarding programme or indeed the 

adoption of a sink-or-swim attitude to interns’ socialisation may prove too narrow a focus 

and result in inadequate socialisation support levels for interns; poorer adjustment 

outcomes for interns; and diminished conversion outcomes for the organisation. 

 

6.4.4 Predictive Model 

At the heart of this research problem is what Korte (2010) refers to as the tenacity 

of newcomers’ first impression. The socialisation of student interns takes place in a 

relatively short timeframe (six months in the case of this study). During this finite 

timeframe, students may form enduring initial impressions of their placement organisation, 

on the basis of which they adjudicate on the attractiveness of their organisation as a 

potential graduate employer. The findings show that interns’ conversion intentions are 

positively related to their perception of their socialisation experience. The complexity of this 

boundary crossing from student-outsider to novice-practitioner-insider is an important 

finding. However, such an understanding does not allow us to predict interns’ conversion 

intentions. Accordingly, the findings of the forward selection were used to develop a 

predictive model that may be used by employers to measure the likelihood of their interns 

forming a positive conversion intention based on their organisational socialisation 

experience. The model is based on seven organisational socialisation factors that were 

shown by the forward selection analysis to have the greatest power to predict student 

interns’ conversion intentions. They are: 

1. I felt a strong sense of belonging to my company/organisation 

2. I believe I fitted in well during my placement 

3. I have a good understanding of my organisation/company 

4. I have a good understanding of the history behind my work group/organisation. 

5. I feel that I was a good representative of my organisation/company 

6. I was often invited to participate in social activities organised by my colleagues  

7. I was offered feedback on my performance. 



96 
 

The predictive model may allow organisations to manage more objectively student interns’ 

socialisation. Specifically, it may allow organisations to develop more effective socialisation 

and conversion strategies and more accurately identify what factors encourage or thwart 

interns’ socialisation and intention to convert. Some of the factors, such as those of 

supervisor feedback, understanding of the organisation and its history and invitation to 

participate in social activities are specific and concrete. Accordingly, it could be argued that 

their systemisation within an intern socialisation programme would be relatively 

straightforward. Other factors such as a sense of ‘belonging’, of ‘fitting in’ and being a ‘good 

representative’ of the organisation, whilst conceptually easily understood, are nonetheless 

arguably highly subjective and difficult to concretise. Accordingly, their operationalization 

within a conversion strategy may prove challenging for employers.  

 

6.4.5 Strengths and Limitations of the Quantitative Strand 

The strengths and limitations of this strand of the study must be considered. The 

main strengths of this strand are the defined sample and the focus on organisational 

socialisation in a context that, heretofore, has been relatively unexplored. The data were 

also precise and allowed for identification of patterns and a predictive model. The main 

limitation of the survey is the reliance on self-report measures. The use of a single site 

makes the results difficult to generalise. The sample size used in the survey, 237, is relatively 

small but, it is argued, large enough to perform a meaningful analysis. An additional 

limitation is that the data, whilst precise, do not generate an understanding of the contexts 

of the phenomena of interns’ organisational socialisation and their conversion intentions.  

 

Summary: The findings of the quantitative strand of the study suggest that organisational 

socialisation and intern conversion intentions are related. They also suggest that student 

interns’ experience of socialisation is better understood in the context of a multi-

dimensional, interrelated, complex process. An understanding of the “messy” nature of the 

interns’ socialisation process is an important finding for graduate employers who are 

interested in leveraging placement as a strategic instrument of graduate recruitment. In this 
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context, the predictive model developed as part of the quantitative research may act as a 

useful tool for employers. The following chapter discusses the qualitative strand of the 

research. Qualitative data were gathered in order to generate a richer, more contextualised 

backdrop to the quantitative findings. The qualitative data discussed in the next chapter are 

based on individual participants’ narration of their experiences and observations. The 

integrated discussion of the qualitative and quantitative strands of the study are to be found 

in the next chapter.  
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7. QUALITATIVE STRAND OF THE STUDY 

 

The last chapter focused on the quantitative strand of this mixed methods study. It 

allowed for the systematic generation of measurable data, the identification of relationships 

and patterns amongst the variables under review and the construction of a model that 

predicts the likelihood of student interns’ forming positive conversion intentions. This 

chapter focuses on the qualitative strand of the study, the aim of which is to explain, 

validate or illuminate the quantitative data from the same research setting (Miles and 

Huberman, 1994). The data collection strategy is presented, followed by the data analysis 

and findings. The discussion of the qualitative findings are integrated with those of the 

quantitative strand in Chapter 8. 

 

7.1 Qualitative Data Collection  

Creswell (2007) contends that qualitative interviews can provide thick rich data 

pertaining to participants’ experiences and viewpoints on a particular topic.  In this study, 

semi-structured interviews were the methodological approach used to capture the often 

complex and diverse nature of participants’ accounts of their experience of organisational 

socialisation and intention. Pre-testing of the interview was undertaken in order to identify 

any weaknesses or limitations within the protocol prior to the full roll-out of the research 

(Turner, 2010). Five students were recruited to test the interview guide on their return from 

placement. Though the participants’ disciplines were different to those of the population 

being investigated in the study, their interests around work placement and conversion were 

broadly similar. The pre-test allowed for the examination of the flow and timing of the 

interview, the identification issues of rapport and openness and the elimination of 

terminological confusion. It also served to shape the interview protocol and it assisted in 

refining the research questions.  

Participants in the quantitative strand of the study were asked to indicate their wiliness to 

participate in semi structured interviews exploring their experience of placement. Pursuant 

to this, students who had volunteered were contacted by email. Those who responded were 
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contacted by telephone and the details of what participation would involve were discussed. 

This was to assist students in making a decision regarding engaging with the study or not. 

Following this, students were asked to consider the matter for at least 24 hours and then 

indicate, by email, their willingness to participate. The final subsample was N=12. It was 

broadly representative of the total subsample of N=237, in terms of gender and discipline. 

Interviews were conducted over a 14-week period. The precise purpose of the interviews 

was to gain an understanding of participants’ constructed realities of the work placement 

experience and to examine, in-depth, their organisational socialisation and conversion 

intentions. From a timing perspective, the interviews took place after the students’ return to 

campus after their placement.  Students were interviewed in a neutral venue within the 

university, with the need to protect confidentiality informing this selection.  

The interviews were conducted face-to-face, with each interview lasting 45-60 minutes. 

Interviews were recorded via digital audio recorder. They were transcribed verbatim as soon 

as possible after the interviews. Verbatim transcription is a critical element of preparing 

data for analysis (Polit and Beck, 2004). Transcription took place as soon as possible after 

the interviews so that the interviews remained fresh in the researcher’s memory. Field 

notes were also taken to supplement the audio recordings, both before and after the 

interviews. This additional tool added contextual richness, accurately capturing body 

language, atmosphere, rapport, pauses, extraneous sounds and participant candour levels. 

Whilst acknowledging their usefulness, it is accepted that audio recordings, even those 

supplemented by field notes, constitute abstractions rather than absolute records of the 

interview event (Kvale, 2007).  

The interview guide served as a thematic checklist and had a loose ordering of questions. 

The questions were broadly informed by the literature review. The guide used an inverted 

funnel approach beginning with an explanation of the nature and purpose of the study, and 

covering expected time, ethics, permission, confidentiality and anonymity. Specifically, it 

was emphasised that the study was in no way relevant or linked to the formal assessment of 

the participants’ work placement. Designed to assist participants in articulating their 

perceptions and experience of their socialisation and intention, the interview guide allowed 

for flexibility in deviating from, where appropriate, the pre-determined questions and their 
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order. This is in keeping with the goals of thematic analysis (Boyatzis, 1998). Given the likely 

diversity of meanings that student participants attribute to both the work placement 

experience and the conversion phenomenon, unplanned questions did arise. This was to be 

expected and added to the richness of the data.  

The establishment of rapport with participants was key as it was felt that this would make 

them feel comfortable expressing what they really thought and felt about their placement 

experience. The importance of hearing about participants’ experience in their own words 

was stressed. Aligned to this, it was emphasised that there was no right, wrong, desirable or 

undesirable answer. This appeal for candour was important in controlling for bias. Initial 

questions were very general, with a view to electing broad reflections but also to give 

participants the opportunity to volunteer spontaneously aspects of the experience without 

specific prompting. In the second part of the interview, the questioning focused on 

participants’ experience of settling into the organisation, and the role and influence (if any) 

of the specific dimensions of OS being investigated. Likewise, the phenomenon of 

conversion intention was explored. Questions were neither closed nor leading, e.g., 

“Can you describe how settling into your work organisation might have affected the 

way that you feel about the organisation?” 

Throughout the process of the data collection, there was an awareness of researcher bias 

and a readiness to be surprised by the data were maintained.   

 

7.2 Data analysis 

The qualitative data collection in this inquiry generated large amounts of data. 

Whilst this represented a potential source of rich and thick data, there was a danger of one 

becoming overwhelmed by the data (Miles and Huberman,1984). The danger did not only 

arise in the quantum of data to be analysed. It also arose from the infinite ways in which the 

participants constructed the reality of the work placement experience and by the infinite 

number of ways in which the interviewer could both direct their gaze and infer meanings 

from participants’ accounts. Each participant and their employing organisation were 

assigned a pseudonym. In qualitative data analysis, it is crucial to apply a methodological 
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rigour to the examination of data in order to categorise the themes of the data (Strauss and 

Corbin, 1990). This began with the finding and marking the underlying words, phrases ideas 

and concepts in the data and the generalisation of initial codes (Braun and Clark, 2006). 

However, it was the researcher who defined and named the categories of data and the 

overarching themes.   

Because of the relatively low number of interview participants, the comments feature of 

Word 2016 was used to define, highlight, categorise and code the data. Once the coding was 

complete, the data analysis moved from the particular to the general (McCracken, 1998) 

and, at this point, overarching themes associated with the data categories were built. The 

researcher concurs with Marshall and Ross’s (2014) view that this process was the most 

challenging phase of the analysis. The objective was to create an overall structured, logical, 

coherent and connected narrative or what Strauss and Corbin (1990) refer to as a web of 

meaning. To achieve this objective, it was necessary to have the ability to step back and 

critically analyse the data without bias.  

 

7.3 Qualitative Data Reliability and Validity 

As outlined in Section 6.2.1, reliability is concerned with the replicability of the 

study findings. This was a single episode qualitative study of two phenomena in an 

undergraduate student population, in a single HEI, in the particular context of work 

placement. Hence, it was very problematic to establish reliability and attendant 

generalisability. In addition, participants’ interpretation of the phenomena of OS and 

Intention were intertwined with subjectivity, human senses and emotions, making the 

replicability of findings less certain. A tolerance of variability is arguably required in 

establishing the reliability of these findings. Equally important to reliability was the 

adherence to rigorous documentation; a clear audit trail; systematic sampling and 

verification of the data through observation; and corroboration with the quantitative data 

generated. Validity concerns the appropriateness of research instrument and data used in 

research, as well as the appropriateness of the sampling and analysis approaches. It was 

concluded that the framework for the qualitative aspect of this study viz., semi-structured 

interviews, was valid; that it was appropriate to answering the research questions; and that 



102 
 

the results were valid for the student intern sample and workplace context. Similar to the 

question of reliability, the validity of the qualitative strand of the investigation and its 

findings were enhanced by a well-documented trail of data and processes.  

 

7.4 Findings of the Qualitative Research  

This chapter presents the results of the qualitative strand of the study, which 

involved in-depth interviews with 12 participants. Interviews took place within four months 

of participants’ completion of their placement. The purpose of this strand of the research 

was to generate credible qualitative data on students’ experience of organisational 

socialisation. The data represent the self-reported accounts of student interns in isolation 

from those of any other actors. Participants brought their unique world views and personal 

constructs to the interviews. This was expected and is reflected in their accounts.  The 

interviews sought to gain a deeper understanding of interns’ experience of organisational 

socialisation and, attendant to this, their intentions to work with their organisation as a 

graduate. The semi-structured interview format was framed around five key dimensions of 

organisational socialisation viz., Supervisor, Co-workers, Task Mastery, Values and 

History/Rituals. The domain of ‘Intention’ was also explored with participants. The semi-

structured format supported a thematic focus but also allowed participants the freedom to 

express views beyond the thematic boundaries. This facilitated the emergence of additional 

themes, providing a contextual richness strongly associated with qualitative research. The 

thematic presentation of results follows.  

 

7.4.1 Early Days  

Organisational new entrants experience high levels of uncertainty even at the pre-

organisational entry phase of their socialisation (Choi, 2018; Bauer et al, 2007; Schneider, 

2001, Feldman, 1976).  As intern newcomers, participants were asked to speak about their 

anticipatory concerns. Their responses reflect the literature, with participants reporting 

feelings of apprehension, self-doubt and stress (Yuksel and Tosul, 2015; Chen & Klimoski 
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2003). Some feelings are expressed in general terms whilst others are more specific around 

fears of not fitting into their workplace or not being able to execute their role.  

 “I was very worried. I remember talking to my friend the night before and saying ‘Oh 

what will they think of me? What will I have to wear? What if I don’t settle in? What 

if there’s nobody who really wants to work with me? What if I can’t do what they ask 

me to do? What if I’m not good enough?’” Jutta 

“I wasn’t really stressed about anything in particular before I started my placement. I 

was just stressed by the idea of it, but nothing specific to be honest.” Megan 

“My greatest concern was, honestly, that I wouldn’t fit into the role. Because you 

can easily talk your way into a job but you’ve got to back it up when you land in your 

workplace”. Jonathon 

“I had no idea of where I was going to be put before I arrived so that was a kind of 

worry for me.” Clodagh 

“The idea that I wouldn’t know anything; the idea that I’d go into work and be 

expected to be able to do things that I wouldn’t be able to do. That kind of nervous 

feeling of ‘what if I’m totally useless?’ or whatever. Because at the time I didn’t know 

exactly what my role would be. Like I knew what team I was going to be in but until 

you’re there you don’t know”. Conor 

Participants’ narrative excerpts illuminate the wide-ranging pre-entry concerns of interns 

around issues such as their professional and social acceptance. They also point to 

participants’ tendency to internalise those concerns. In a follow-up question they were 

asked to speak about their experience of their first few days in the workplace. Not 

surprisingly, and confirming the findings of the literature review, participants tended to 

frame their answers around their encounter with and negotiation of unfamiliarity and 

uncertainty.  Their initial experience of their encounter with their new interactional zone is 

illustrated by the following quotes.  

“My first day was scary”. Jonathon 
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“Em [laughs], well it took a while to settle in, I just didn’t have a clue what was going 

on. Like I knew absolutely nothing.” Megan 

“When I went home [on my first day], I met my Mom in town and I remember saying 

‘I never want to go back there again’. I remember we went out for dinner and I 

couldn’t eat a thing.” Richard 

 “At first it was actually quite difficult because as a student you actually have to make 

your own routine and then going into the workplace you have a very set routine. You 

have to start at a certain time, you have to have your breaks at a certain time, you 

finish at a certain time. That was very difficult at the start”. Jutta 

“I remember the first day. It’s like your first day in school all over again. You’ve paid 

for your lunch and you turn around and you go ‘where the hell do I sit?.’ For the two 

years in university, I had got used to that kind of routine and regularity the same 

people and the same ding dong every day. Yeah, so that was definitely a challenge at 

the start”. Eoghan 

The quotes capture the range of newcomer responses to their experience of the early days 

of placement. These include feelings of overwhelmment, confusion, anxiety, discomfort and 

inadequacy, reflecting Schein’s (1980) view that newcomers’ experience of organisational 

entry can be akin to ‘reality shock’. The narratives also demonstrate the range of concerns 

and challenges faced by participants, with a particular focus on their transition from the 

classroom to the workplace as well as a perceived professional knowledge deficit. A number 

of participants also reported on the unsettling effects of work environment issues including 

not having an assigned desk, having low physical proximity to their co-workers, not being 

able to log on to their computer and key staff absences during their first few days. The 

consequences of these lapses or omissions appeared to result in a diminution of 

participants’ sense of their being expected, welcomed, belonging and mattering. 

“They told me the Monday before I arrived that they had had to scrounge around for 

some makeshift desk or table and had to slot me in right beside my supervisor – like 

there was no gap at all between our desks. Obviously this was kind of sprung on him 
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[supervisor] and he probably felt - ‘here’s this intern landing in here’. It’s just the 

logistics and timing of it could have been better”. Eoghan 

“On my first day, my computer wasn’t set up and a few of my team were missing and 

I was literally sitting at my empty desk. And it was awkward as well because I didn’t 

sit with the team, so like basically they were kind of at the back of the room behind a 

partition and I was sat out here [indicating where he was sitting] so I couldn’t even 

listen to their conversations. There were no other seats for me as they only had five 

seats for five people”. Richard 

“So, like the first few days were a big shock to me because I didn’t know what role I 

would be doing and, because my manager was out sick, I was put in the French team 

even though I don’t speak any French. So, all the UK/Ireland team thought I was 

French and couldn’t speak any English. So at the start no-one talked to me [laughs]”. 

Eilis 

“I was waiting two weeks for a log-in for my computer”. Clodagh 

 

7.4.2 Induction  

Inducting new employees is viewed by many organisations as a critical step in the 

recruitment process. Effective induction involves welcoming the newcomer, introducing 

them to their team and workplace and providing them with the appropriate information and 

training to be productive in their role. It is associated in the literature with reducing the 

stress and associated with newcomer organisational entry (Wanous and Reichers, 2000). It 

is also associated with increased retention, performance and a sense of belonging to the 

organisation and has been shown to be effective in managing newcomers’ unrealistic 

expectations (Garavan, 1995). Accordingly, participants were asked to comment on their 

experience of induction and the effectiveness of same. Approaches to induction fell broadly 

into two categories, with larger organisations tending to deploy formal, collective and 

institutional programmes and smaller organisations adopting individualised, less formal 

methods of induction. The following quotes capture participants’ experience of formal, 

institutional approaches.  
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“I did my induction after two weeks, yeah, I think it was two weeks. I had a day’s 

induction in Head Office in Dublin and that was lovely. It wasn’t all of the 

undergraduates within the organisation but there was a big group of us. So yeah, 

they just kind of went through the staff portal and the programmes that they run. I 

had been given my contract so I knew the nuts and bolts of stuff like leave and 

things. They did go through that but, to be honest, the majority of things that they 

went through I knew from my first week because they had kind of cropped up. They 

also talked about the graduate programme. They were very keen to get that on the 

table early on. They are so focussed on the future. The graduate programme is their 

great jewel in their crown and they love showing it off”. Mark 

“The induction wasn’t tailored to our department at all. It was people from all areas. 

So I was sitting down for half a day just listening to someone talking about 

manufacturing, and how they have to sign documents, and how they divide up the 

experiments and things, and health and safety, and that really was kind of a waste of 

company time. But then they were paying me and it had no bearing on me – like 

health and safety in a manufacturing environment? I still didn’t know at this point 

what I was doing, what I should be listening to and what was going to match to my 

role. All I knew was that I wouldn’t have to wear a scrub suit [laughs]”.  Eilis 

“There were eleven of us in a hotel. One of the days was really good. We like built 

these robots and got them to move and that was kind of our induction but then the 

rest of the induction was HR telling us stuff and talking at us and we didn’t really 

need to know the stuff that they were telling us. It was as if the week was filled with 

stuff to fill the week…It wasn’t practical stuff; it was very vague, very generic. I don’t 

want to say that it had no benefit but a day with people from your team talking to 

you might have been more beneficial. I definitely would have preferred to have 

spent time with my team at that point………Like it would have been great to know 

from the beginning like what your hours were going to be because all of us had 

different start times…… So like we [the group of interns] suggested that [for future 

interns] a pack at the beginning – like ‘here’s your log-in, here’s your email address, 

here’s your wage and here’s your annual leave entitlement, your lunch break, start 
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time and end time. And if you need to do some extra work, here are some of the 

hours you might be asked to do’”.  Clodagh 

Some participants experienced  a “one-size-fits-all” induction deployed by their 

organisations’ Human Resources departments. As described by participants, such inductions 

segregated the incoming interns from organisational insiders. Whilst they were provided 

with general, organisationally-controlled information, some participants perceived a deficit 

of practical, pertinent information applicable to their roles. Of interest in Mark’s case was 

the use of induction to highlight future graduate opportunities within the organisation at a 

very early stage in his placement.  

In contrast, students placed with smaller organisations tended to have individualised, often 

informal, processes of induction. The effectiveness of this approach was mixed. For 

Jonathon, a less formalised, but nonetheless intentional, systematic, tailored induction 

seemed to reduce his feelings of uncertainty and increase his confidence. In contrast, 

Richard’s and Una’s organisations appear to have attached a low value to induction and the 

ad hoc approach resulted in deficiencies in terms of practical information on their roles and 

a failure to forge a connection between the interns and their organisation. 

“Ever since the beginning I was introduced to everyone, I was given a plan, I was 

given the tools. Like ‘here are the systems that we use.  Here’s how we use them. Do 

you want us to show you again or whatever’. Overall they made it very easy for me”. 

Jonathon 

“There was like a two-day training for me and another lawyer who had just started 

that day as well. Just IT stuff. And that was that really [raises her arms, smiling]”. 

Megan 

“There was an induction but it involved me going to see the previous student doing a 

workshop on a client site. So I stayed with them for three days on a single client site. 

The following week I was straight into doing it myself. Induction really was an 

overlap of three days. I got nothing about terms, conditions or working hours”. Una 

“I was the first student that Tax had ever taken on. My supervisor said that someone 

would show me the ropes and on this afternoon, this guy [name] came over and kind 
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of went through the structure of the company. It’s just that they were really laid 

back but I think they could have had more of an induction, even a half-day, I 

suppose.” Richard 

 

7.4.3 Co-workers 

Whilst both co-workers and supervisors are important socialisation agents, there 

are some key differences in their social exchanges with interns. Authority is a key agent 

differentiator, with supervisors often assumed to be the personification of the organisation 

in whom authority is vested (Eisenberger et al, 2002). Aligned to this, supervisors’ 

hierarchical role is directly associated with feedback and performance in respect of their 

subordinates. Interactions between co-workers, on the other hand, are not generally bound 

by authority, power, hierarchy or the formality that often accompanies such relationships. 

Accordingly, although both act as important intra-organisational referents for student 

interns, the cohorts of co-workers and supervisors are treated as separate variables in this 

research. As gatekeepers of information and learning and as the conduit to the social 

systems of the group, co-workers are placed at the heart of newcomer socialisation (Korte 

et al, 2015; Saks and Gruman, 2018). Crucially, the strength of newcomers’ assimilation into 

their work group has been shown to have a positive relationship with their intention to 

remain within their organisations (Bateman, 2009). Accordingly, their role as socialisation 

agent is of particular interest in this study. 

First Impressions Count The first few weeks of their placement constituted a crucial period 

for participants. Whilst all underwent some form of induction, they were, as organisational 

neophytes, dependent on established organisation insiders for their initial socialisation into 

their work unit. From participants’ accounts, co-workers appeared to be their most obvious 

source of localized social interaction. Participants were asked to speak about the role of 

their co-workers in settling into their organisation and the extent to which they felt initially 

accepted by their work unit. Interestingly, no participant was assigned a formal ‘buddy’ or 

mentor.  
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“From day one they made a very big deal of me and that was so nice. You know, they 

sent a group email introducing me and telling everyone in the company that I was 

starting. They all made a point of telling me to call on them if I had any questions or 

needed anything. I remember thinking that they were all very aware that I was 

there. That was nice”. Laoise 

“I feel like I kind of worked between the French and Irish teams. Each of the teams is 

so different but both of them took me under their wings. So I really did feel like a 

member. I suppose, even for the breaks, I’d always be with them; they would ask me 

along or ask me if I was ready to go for lunch – which they didn’t have to do. They 

didn’t do it for everybody. I noticed that they didn’t instantly warm to other new 

people. So it takes a while to get in. It definitely took me about six weeks to get in. It 

was tough at the start”. Eilis 

“I suppose it took a while to feel like one of the gang. I mean, everyone gave me a 

really warm welcome and they couldn’t have been more friendly or anything but I 

suppose when you have worked together as a team for a long time, getting used to a 

new person is probably strange”. Kathy 

From the narratives, it is clear that the initial socialisation of participants relied on the 

willingness and motivation of co-workers to extend themselves to newcomers. In reality, 

during a time of high uncertainty and anxiety, they were very vulnerable to co-workers’ 

signals of social inclusion or exclusion. Participants’ accounts suggest that they did not view 

themselves as entirely passive reactors to their co-workers’ social overtures. Rather, many 

recognised their own agency in their socialisation and considered it as a shared professional 

responsibility with their co-workers. The following quotes refer to some of the relationship-

building strategies deployed by some of the participants. The quotes also indicate that the 

individual personality variable or disposition may influence newcomers’ assimilation into the 

organisation. This is an important finding and is consistent with newcomer literature which 

identifies a relationship between  information-seeking behaviours, disposition and 

socialisation (Morrison, 2002).  Megan, who describes herself as shy by nature, attempted 

to address her perceived ‘separateness’ from the team (which she attributed largely to 

having no assigned team or supervisor and an absence of social overture by localized 
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colleagues). She did so by unilaterally introducing herself to the workers in her immediate 

vicinity.  Richard relates how he channelled his extroversion to connect with co-workers 

outside of the task context and to build a picture of their career paths. In Jutta’s account, 

she describes how she consciously sought to identify common interests with her co-

workers. In doing so, she also makes a tacit but interesting connection between her 

relationship with her co-workers and her task mastery.  

“So, when I arrived, I was given a desk in a big open-plan office. I was on a floor with 

about forty people but I wasn’t assigned to any team or any supervisor. I wasn’t 

introduced to anyone. That was so hard. So, I was there in the middle of this office, 

feeling kind of like an intruder – does that make any sense? I guess it’s inevitable 

that you’ll feel a little alone if you’re an intern in a place like that. And, by nature, I’m 

very reserved so that was hard for me. On the second day I went around to people 

introducing myself to them and hoping for the best after that [smiles]. I probably 

didn’t have any sense of belonging to my company but I don’t want to put all of the 

blame on them. Because, I don’t know, probably shyness is part of it.” Megan 

“I felt I got on because the team I was in was very quiet but I’m naturally very 

sociable. I would sit with anyone at lunch or talk to other colleagues and I felt like 

the lunch room was a really good place to network without the intention of 

networking. I could take the opportunity to talk to people about how they had got 

there, what they did after university and stuff, you know? I really felt that I fitted in 

there”. Richard  

“I think that if you are open and polite to people, you will always find your way. I 

suppose obviously the people in the workplace must also be open to someone new 

as well – like any group of friends or tightknit group. What I used to do when I first 

arrived was I tried to make small connections – every morning I would go ‘Hi X’ so 

that I would know her name and I would say ‘How are you?’. And like on Mondays I 

would ask ‘How was your weekend - did you do anything nice?’ Just so I could talk, 

even if they didn’t tell me much. And like as you get to know people, it makes it 

much easier to work with people and ask them what they are working on, just to see 

how they are doing it because I was there to learn. It was fun for me that [co-worker 
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name] could speak German and we would speak German to each other sometimes. 

Exactly like when I meet someone new, I try to make a connection with them. Just 

something, even if it’s something very slight. It’s just a nice way to get to know 

people, even if you never get to know somebody, I could say ‘hey, she’s nice and I 

can work with her again’”. Jutta 

 

Degrees of Attachment Participants related the degree of attachment that they perceived 

they enjoyed with their co-workers. They also spoke about the benefits of high quality 

attachment and, conversely, difficulties they encountered when they experienced poorer 

social connections with co-workers. Saoirse’s account reflects some of the benefits of a high 

quality relationship, including access to insider knowledge, mutual liking, and development 

of professional confidence. She also makes the connection between co-worker support and 

task mastery. Mark and Kathy apply family metaphors to describe their employing 

organisations and their sense of a cohesive constituent attachment to their teams. Using a 

similar metaphor, Mark also makes a connection between his sense of familial belonging to 

his team and the attractiveness of his organisation in as a graduate employer.  

“Yeah, they were all so nice, always checking in on me. We had a group conference 

call every Monday morning. Everybody would Skype in. Everyone would say what 

they were up to and you got to speak like everyone else. It was a chance to get any 

stuff that I needed – you know, information, tech kit, whatever. My main colleague 

[name] was so approachable. He was the best person to help you along your way. In 

every single way he was so exceptional. Always looking out for me in every single 

way. He would always bring me along to meetings with him and would help me. 

From things like Excel to…say when I was organising a big event, he came in at six in 

the morning to help me. I would ask about a million questions a day and he would 

always go out of his way to help me. He was great for introducing me to people and 

that kind of thing, and would also give me good tips on how to impress. For instance, 

he would say to me ‘send an email to the senior management just re-capping on the 

meeting we just had’. He knew that they would really like that”. Saoirse 
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“It was great. I worked in the Civil Works department and there were only five of us 

there really. So you know, it was nice. They made me feel very lucky. They always 

wanted the best for me, always included me; they’d have helped me with anything. 

They were great to acknowledge good work. I’m well aware of how lucky I’ve been. 

It’s hard to explain. There were so many people in the station and we got on like a 

house on fire and some of the messages I got when I finished up were lovely. To be 

honest, I really miss it and if I had a choice, I wouldn’t have come back here [to 

university]. I would have happily stayed working there for the rest of my life because 

it was such a family kind of community. I really felt I belonged.” Mark 

“All of them said from the very first day if there was anything that I needed or 

anything that I needed a hand with, then I’d have no problem going up to any of 

them or even anyone in the department next door. Because like in my department, 

I’m the best of friends inside there as well, It’s like one big happy family. It’s like 

everyone gets along. I wouldn’t say that one person had a definitive impact. It was 

kind of like the whole lot together”. Kathy 

A generally high quality attachment did not confer on interns a de facto immunity from 

undesirable co-worker behaviours. Saoirse described a stressful issue with a worker who 

was located in a separate site. However, she also acknowledged that the impact of this 

negative co-worker behaviour was lessened by a work unit environment which she viewed 

as overwhelmingly positive. Her account reflects Venkataramani  et al’s (2013) finding that 

individual workers have ‘social ledgers’ that reflect  positive social ties (or capital) and 

negative social ties (liabilities) in the workplace. On balance, her ledger appeared positive. 

“She was always off-loading work on me because she knew I wouldn’t say anything, 

asking me to do really detailed, time-consuming work the day before I was running a 

big event. And asking me really casually. I did the work but I really resented it. I 

found that really difficult because she was treating me like her personal assistant. I 

don’t think I ever really dealt with that full-on. I find those situations difficult and I 

didn’t want to be a tell-tale to my supervisor. But, that said, that was only one 

person and she wasn’t even on my team. My overall experience of the team was 

great”. Saoirse 
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For some participants, low quality attachment to co-workers (and the negative behaviours 

associated with it) was generally associated with co-worker behaviours characterised by 

incivility and discourtesy. In his account, Eoghan describes his experience of what he 

considers unintentional, unconscious passive-aggressive behaviour in his co-worker cohort. 

He relates it to a lower organisational identification and an adverse view of his employer 

into the future. He makes the thought-provoking observation that an aversive team 

environment has a more negative effect on interns than uninteresting or unchallenging 

work. He further suggests an interesting correlation between co-worker behaviour and an 

overall sense of organisational belonging. Like Kathy and Mark, he uses a family metaphor 

to describe his relationship with the team, albeit, in this instance to illustrate his feelings of 

disconnectedness from his team. 

“It’s funny because I was just thinking of it recently that those people in that 

particular team weren’t happy in their jobs and because of that, it doesn’t bring out 

the best in the team and because of that, it doesn’t bring out the best in the 

atmosphere around the place. So there was that domino effect as a result. And the 

person who is at the bottom, they can take it out on you. There were a few things 

that unsettled me. Like I remember being flicked with a flexible ruler repeatedly and 

he [co-worker] thought it was just banter. I remember kind of saying ‘would you stop 

it please?’ but he kept on going. It was that kind of idea of taking banter beyond the 

line but normalising it to the point where they probably didn’t themselves realise. 

And making comments about me being late back from lunch – which I never was. I 

don’t think there was any genuine malice but there was a kind of constant ‘smart 

alec’ thing that they often went on with. Alarm bells started to go off in the back of 

my head around then and I thought ‘I don’t think I’ll ever feel settled or feel part of 

that family’. It was that kind of idea - what I believe, though I can’t know for sure, is 

that if the work isn’t fantastic but the environment is a good place to be in, you’ll get 

the best out of it, but if you don’t, and even if the work is great, the people and the 

workplace will get in on top of you after a while”. Eoghan 

Interestingly, Clodagh, by virtue of being seconded briefly to a second team during her 

placement, was able to draw comparisons between two separate teams of co-workers 

within the same organisation, as captured in her first quote. She contrasts the effects of 
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perceived interactional injustice within one team with the affirming effects of another 

team’s supportive environment. In the second quote, she reflects on the positive use she 

made of her negative team experience in order to make an informed choice about graduate 

opportunities. In doing so, she draws attention to the risks associated with uncivil co-worker 

relationships in terms of its diminishing effect on organisation’s attractiveness as a graduate 

employer. 

“Overall my experience was quite negative but not company-wise, more team-wise. 

It’s a great company but I was unfortunate in the team I was placed in. There were 

seven on the team. With my immediate team, my experience was quite negative. 

There were cases of colleague behaviours which were really, really not pleasant. Like 

I was reported for coming into work at 9.50 in the morning when in fact I used to 

come in for 9.00, go straight to the post room and work with the other intern on my 

team. I was accused of poor time-keeping skills and I went to HR about it. I made the 

active decision to come in at 8.45 and made a point of answering emails at that time 

so that everyone knew I was in work and I also took screen shots of the time I logged 

on. And your opinion wasn’t really valued at all by the team. They would just go ‘this 

is what we are going with and that’s the end of it’. Like I went to a different team for 

a week and it was brilliant. Everything was up for discussion. They were so open to 

new ideas. They appreciated my input and thanked me for it. I was much more 

comfortable there”. Clodagh 

“I have received offers from three of the Big Four [accounting firms] and I have 

accepted the offer from [Firm’s name]. I actually asked them straightaway ‘what are 

your teams like and what are your team bonding sessions like?’ and they talked 

about them and that’s what drew me in straightaway….If I hadn’t had the negative 

team experience, I wouldn’t have known what to look for in a graduate employer in 

a positive setting. So I’m kind of happy that I had a negative experience in a funny 

kind of way”. Clodagh 

Deeper Social Ties Work units are comprised of diverse and separate individuals brought 

together by common work-related concerns and obligations. It could reasonably be 

assumed therefore that any interdependence between interns and their co-worker cohort is 
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involuntary but necessary to function within their roles. However, participants saw the 

incremental benefits of co-worker friendship and, in this context, valued opportunities to 

deepen their social ties with their co-workers. In the following excerpts, they reference the 

significance of getting to know their co-workers on a personal level outside of the work 

context. This was unprompted by the interview framework.  

“For me anyway, to settle into the team, to see people outside of work was just as 

important as seeing people inside of work because – not that you’re two different 

people but you don’t get to know people if you only meet them inside the 

professional environment. Whereas when you get the chance to talk to people 

outside of the professional environment, you can form a bit more of a bond or a 

friendship. They [the team] tend to do that with new students, And then they 

repeated that a few times over the year, you know, have a meet-up, like to go out 

for dinner or do something outside of work, it was just kind of a nice way. I felt like 

by the end I was more friends with them than I was work colleague”. Conor 

“This huge fair that I was involved in organising and it was great to be involved in it. 

It was the best, like we all went for a bite to eat afterwards. You know, it was 

nothing to do with work. It was that sense of like they were all talking to me and 

asking me. Like they all know about my family and things like that.  It was that kind 

of relationship. I suppose that it wasn’t so much that we were always talking about 

work but like we got to talk about other things outside of work. Like my brother had 

concussion before Christmas and when I came back everybody - even people in the 

team hardly I ever saw – was asking about him. So it makes you really feel that 

you’re one of the team like”. Kathy 

The comments emphasise the importance of social integration and knowledge within the 

team. The value of co-workers extending their social knowledge beyond the workplace 

duties and responsibilities is highlighted as having adjustive influence on participants. The 

implied trust that such social ties build also appear to have had the effect of reducing 

participants’ feelings of uncertainty and increasing their sense of belonging.  

Direct Peers An interesting theme to emerge from the interviews was the role of incumbent 

interns whom participants considered to be direct co-worker peers. Within the workplace, 
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participants viewed incumbent interns as playing important roles in their task mastery, 

feelings of connectedness to their organisation and their experience of settling in. In 

relation to task mastery, they considered incumbent interns as being an accessible, helpful 

and non-threatening source of information and guidance.  Interestingly, as reported by 

participants, the support of such socialisation agents in non-work-related matters was 

particularly apposite for those participants who were required to locate to a different city or 

country location for the duration of their placement. The following quotes underscore 

participants’ sense of comfort around the fact that incumbent interns had been in a similar 

position and faced similar challenges.  

“For me the best person to help me to settle in was the other university student 

because I was with him 90% of the day. Definitely for me he would have had the 

greatest impact. Just based on my age and the fact that we’re in the same university. 

And we had a lot in common and he was a really nice guy so that was fortunate, and 

that would have had a huge impact on me. Though our overlap was only three 

months, he imparted so much knowledge on me before he left, that it made my job 

so much easier after he was gone. It was he who showed me everything he did 

because, in the end, I would be replacing him. But we had an overlap of three 

months and that was a huge help to me in learning the ropes”. Conor 

“Settling in was just flawless. The thing that made it so much easier was that the 

previous student, Aidan, trained me in. It wasn’t like someone coming in from a high 

position training me in and trying to tell me what to do. He was in the exact same 

position as me, just eight months ahead, it was so much better”. Jonathon 

““The outgoing interns were fantastic. They gave me loads of advice, probably more 

advice than anyone gave me. For the actual job they both gave me their phone 

numbers so that I could ring them with any problem I might have, and I was actually 

able to do that when I was really stuck and had no idea what to do”. Una 

Where participants did not have intern peers, they commented on this absence, viewing it 

as something that many have impoverished their experience.  
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“If there had been another intern or even new graduate on the team, it would have 

been better, being the only young person on the team wasn’t that enjoyable. 

Individually, I really enjoyed my team’s company but it was difficult being the only 

person my age”. Saoirse 

“I was the youngest person in the organisation and I didn’t particularly like that. I 

guess maybe it was because I was the first intern they have ever taken and they’ll 

probably be better in the future. So if something went wrong, I had no-one to go to - 

no peer. It would have been so great to have had some who had a similar job and 

who could have taught me the good, the bad and the frustrating aspects of it”. 

Megan 

“I was the only intern in my group and I think it would have been a much difference 

experience if I’d had even one other intern working with. Someone to go to lunch 

with, have a chat about awkward situations in the team, bounce ideas off of, ask 

questions of. I would have liked that. I do think that they should have tried to 

arrange for the interns across the organisation to get together more often”. Eoghan 

The emergence of incumbent interns as a key socialisation agent for participants was 

unexpected in this study. From participants’ accounts, this cohort of socialisation agents 

appear to have taken on the role of ‘proxy’ supervisor and co-workers. This was viewed in 

largely positive terms by participants. 

 

7.4.4 Supervisor 

The literature review revealed that a supportive supervisor employee relationship 

is associated with higher organisational socialisation and commitment (Rhodes and 

Eisenberger, 2002). Along with co-workers and incumbent interns, supervisors were 

reported as being key agents of organisational socialisation for participants. Across the 

narratives, participants spoke fluently, compellingly, and at length on this dimension of their 

socialisation. As organisational neophytes, participants were vulnerable in the face of high 

uncertainty and turbulence. In their transition from their university transactional zone to a 

professional transactional zone, their trust levels in their supervisor appeared to be central. 
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The idiosyncrasy of the work placement experience in relation to supervisory relationships is 

captured in the following quotes.  

“He really treated me like his protégé. Really wanted the best for me. Wanted me to 

get as much out as possible out of the experience. That was his main focus”. Saoirse 

“The first two people who brought me into my comfort zone were [name] who is the 

Head, and [name], who was my line manager. And, yeah, I thought they were 

fantastic….. I think I would describe it as a father and son type of thing”. Jonathon  

“My line manager, Tom, is the Engineering Manager and he was brilliant, absolutely 

brilliant”. Mark 

“My supervisor was like my mentor, like an older sister. Always kind of asking how I 

was.” Kathy 

 “As the time progressed, the relationship deteriorated completely…….It was 

extremely, extremely stressful. The attitude and that lack of support. Definitely”. 

Una 

“I had no supervisor and, yeah, that was kind of isolating”. Megan 

Task and Role Clarity As novice practitioners, participants placed a high value on knowing 

what was expected of them, what aspects of their role were important, how their 

performance was going to be assessed and what their training needs were going to be. They 

generally considered that their supervisors played a key part in providing them with clarity 

on their task and role. From the narratives, it appears that in high quality supervisor-intern 

relationships, the supervisor explained the intern’s role and purpose and mapped out their 

expected progress at the beginning of their placement. Across the reports there was a 

strong sense that participants experienced such task and role clarity as being an enabling 

and necessary part of their placement. 

 “So, my line manager explained the stuff about leave and punctuality and phone 

etiquette and dress code, that kind of thing. And he gave me an overview of 

everything I would be doing over the following six months and that provided me 

with structure – which I loved because I knew what I would be doing. I was given a 
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plan which was great and then my line manager gave me guidance, introduced me to 

everyone. And I was given the work plan, I was given the tools. I knew it would be 

ok.” Jonathon  

“So, within [organisation name], they have a kind of ‘My Goals’ programme for want 

of a better word where each worker is given goals to meet by their line manager. So, 

Tom [supervisor] explained all of that to me. I was given goals to meet like all the 

other workers. I was given different tasks as I went along but Tom would have 

discussed and explained those things to me. So I was always clear on what I was 

supposed to do and by when. And I liked knowing what my responsibilities were”.  

Mark  

Contrasting experiences were also noted. In this context, a lack of clear signposting and 

supervisor guidance around roles and goals led to role ambiguity and confusion on the part 

of participants. In Clodagh’s case, her supervisor’s vague, off-hand and inexplicit description 

of her role appears to have had an estranging effect on her. In her quote, she alludes to a 

potential disconnect between HR’s understanding of her role and that of her direct 

supervisor.  In Saoirse’s case, the imprecision around her role description may have arisen 

from her organisation’s desire to appear creative and fluid. It may be perhaps suggestive of 

weaker initial integration into the role and organisation. In both cases, the lack of clarity 

appears to have been unsettling for the participants. 

“A passing comment [by the supervisor] at the beginning was ‘you’ve been taken on 

to take some of the pressure off of me” so that was kind of what was said to me in 

terms of a role description. Wasn’t sure what that was supposed to mean. I learned 

later from HR that they wanted supervisors to give us much more defined roles”. 

Clodagh  

“On my first day with the Innovation Team, my supervisor was talking about all of 

these events that they organise and he said ‘Hey, you should run an event that aligns 

with your passion. What’s your passion?’  And I was thinking, what does that even 

mean? I mean, I knew nothing about event management, and I felt I needed to learn 

about it before ‘following my passion’, whatever that meant. I mean, you need a bit 

of direction, don’t you? I really thought that he should be explaining my job before, 
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you know, sending me on my way to organise what could be a really expensive 

event. But, looking back, he meant well and he probably thought he was being a 

‘cool’ boss. I asked my sister afterwards what she would have done if someone had 

asked her that question on her first day and she said ‘I’d have been out the door by 

coffee break’. So it’s not just me saying it!” [smiles good-humouredly]. Saoirse 

The alienating effects of not having an assigned supervisor were reported by another 

student. Her narrative points to significant challenges of operating in a supervisory vacuum. 

The attendant knowledge deficits across role specification, task mastery and standard 

organisational policy meant that high performance was going to be more difficult for her to 

achieve within the placement timeframe. Her quote also highlights the participant’s 

perceived exclusion and self-doubt arising from having no supervisor. 

“I was being introduced to people but I didn’t know what I would be doing and Funds 

is a really complex area…..even for professionals. So I just had to send out emails to 

the department to say that I would be available to do any work that they might have. 

But like if something went wrong, I had no one to go to. I had no supervisor so I 

didn’t know who to turn to. So, even when I wanted to take a day off, I just kept 

putting it off for so long because I didn’t know who to ask because you need 

someone what can tell you this kind of stuff…. So I went to HR and they were like 

‘who is your supervisor?’ and I was like ‘I don’t really have one’ and then they just 

said – ‘just email this guy’. Someone I had never heard of. It was like HR were asking 

me who my supervisor was - as if I should know, even though they had never 

assigned me to any supervisor and I was getting the blame for it almost”. Megan 

 

Supervisor Styles Supervisory styles varied widely. This was expected. Notwithstanding this 

diversity, there appears to be a general participant view that supervisory style had a direct 

impact on interns’ feeling of relatedness to their organisation.  Participants describe a wide 

range of supervisors’ styles. These ranged from nurturing, supportive, collaborative and 

developmental to unhelpful, distant or neglectful, as captured in the following quotes: 
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“So, we went for a cup of tea and she [supervisor] asked me what I would like to get 

out of my placement. I told her that I talk way too much. It’s just part of me. She said 

I could improve that with active listening and explained it to me, So, I tried to speak 

less and listen more and it really opened my eyes. She was like a big sister to me. She 

was always there for me”. Kathy 

“He’d often say ‘let’s grab a coffee and have a chat about what things are coming up 

and how things are going for you’.” Jonathon 

“From the very first day, he said ‘My door is always open if you need anything at all’. 

Can’t ask for more than that really. Sometimes I might be asked to do stuff with 

interns from other areas of the company but he would always say ‘if you’re not going 

to get anything out of it, don’t do it’. He always gave me that choice”.  Saoirse 

“Overall I didn’t think that I mattered much to my supervisor. I can’t think of a time 

that I personally assisted her with anything. It was kind of ‘get your work done and 

get it to me by five o clock’. Clodagh 

For some interns, access to supervisors was at times limited by virtue of a supervisor’s off-

site location. This was unavoidable. However, other participants were reticent to approach 

their supervisor for reasons of a perceived chronic unresponsiveness on the part of their 

supervisor or a fear of being viewed as incompetent or of being labelled as a nuisance. 

Another participant opined that she was under excessive surveillance by her supervisors 

and, for this reason, found it easier to seek information from her colleagues. 

“I was really afraid of doing something a tiny bit wrong every time I did it and I guess 

I was constantly pestering someone saying ‘are you sure this is ok and that I can give 

it to her?’” Clodagh 

“Very unapproachable but the other students had warned me about that…. I 

genuinely, genuinely felt that whenever I went with issue, he [supervisor] was 

holding off the eye roll, supressing a sigh or something”. Una 
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“I would go to my colleagues before I would go to my supervisor. Sometimes I felt 

that they [supervisors] were kind of watching over us all the time. I just felt if I went 

to my supervisor about something, it made it seem more serious and formal”. Eilis 

Supervisor Feedback Participants considered supervisor feedback as being very desirable 

and, for the most part, they viewed it as supportive, effective and developmental. Topics 

typically discussed during feedback sessions were workload, deadlines, work progress, 

training needs and problem-solving. Participants generally saw feedback as being integral to 

the work placement learning process. Those with perceived high quality supervision 

identified learning gains in terms of increased confidence, professional identity and 

increased future ability. It also contributed to their feelings of being valued and respected. 

This confirms the findings of Kilminster and Jolly (2001). Participants valued 

acknowledgment of high performance but also they demonstrated resilience in responding 

to constructive suggestions for improvement in performance. Some students engaged in 

proactive feedback-seeking behaviours in their accounts. 

“I would get feedback as much as possible. He would never sugar-coat it. It would 

never be to keep me down. It was ‘I’m giving you criticism to bring you up’. Like in 

the beginning I would listen to music on my headphones and he said “some people 

don’t like that – it could be seen as disrespectful and your colleagues might think 

that you’re ignoring them. So I stopped that. He gave me the view of everyone else 

so I guess he was setting me the ideas of what was expected in the workplace.  It 

showed concern. It showed that he actually did care about you and that he wanted 

the best for me, which is why I loved working there”. Jonathon 

“I suppose [supervisor] is a very hands-on kind of line manager and if you’re doing 

something wrong, he’ll tell you that.  But he’ll sort of guide you. But equally, if you’re 

doing something right, he’ll go out of his way to let you know. So they have ‘near 

misses’ and ‘good catches’ that they log. For example, there was a fire on the head 

race when I was doing a piezometer. I had fire extinguisher training so I grabbed the 

extinguisher, ran over and put the fire out and then put sand on it to stop it 

reigniting and that was logged as a good catch. Not tooting my horn here but our 

actions were brought up in the monthly safety meeting. So all workers were on the 
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conference call and we were specially thanked for that and that was kind of nice and 

[supervisor] was very happy with that”. Mark 

“So, I was doing a presentation for a big event. I put loads of work into it and I was so 

proud of it but my supervisor said that I hadn’t used any comparative data from last 

year so it didn’t make much sense. I was like ‘oh damn’. But I definitely would prefer 

to be told that something wasn’t good and I was delighted that I wasn’t told ‘oh 

yeah, that’s grand’ when it wasn’t”. Kathy 

 “I had weekly meetings with James and we would sit down and he’d ask me ‘Where 

are you with the project? Are we on track for this week? Do you need training on 

that software package or system?’ Maybe he might tell me that I could improve on 

something that he had noticed. Or maybe he might suggest some other companies 

in the German market that I could contact for the project. He was always keeping an 

eye on me, seeing how I was doing”.  Jutta  

Conversely, students who did not receive feedback (either scheduled or unscheduled), on 

their task execution, actions and behaviours, reported on the negative impact of same. For 

Conor, although the work atmosphere was very positive, he perceived that his lack of 

supervisory feedback meant that he had a poor sense of his performance and, aligned to 

this, he struggled with benchmarking his performance against that of previous interns. 

Ironically perhaps, Megan, who had no assigned supervisor, describes the self-doubting 

effects of no feedback in very similar terms to Conor. She also identifies the effects of a 

supervisory vacuum on her learning curve. Una describes feeling demoralised by the lack of 

appropriate feedback. 

 “I found the feedback aspect kind of tough. So like they’ve had seven or eight 

students from [University name] in a row for four or five years. So I was always kind 

of wondering where I was - like was I terrible compared to the others? or whatever. 

To be honest, in a way they [supervisors] were all very positive, like they would 

never give out to [berate]you; it was always a kind of positive atmosphere.  It was 

kind of hard to know whether they were being positive because I was doing a good 

job or because I wasn’t [smiles]. That was definitely an aspect in my head. I 

remember talking to someone of my friends and saying ‘I have no idea if I’m any 
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good at this’. Later in the placement when the new students came, they [supervisors] 

were talking about me to the new students but they never talked about me to me 

[participant’s emphasis]. But I did feel that they appreciated what I was doing – well I 

hope that I was doing a good job. When the previous student left, there were 

definitely a few months when there was definitely a mild feeling of kind of ‘I have no 

idea if I’m good or terrible at this job’. That was an area I struggled with. I considered 

asking my supervisors for feedback but I never did it. I wouldn’t consider myself shy 

but I suppose, maybe in a weird way, to me it felt as if it would be kind of vain or 

something. Almost as if I were fishing for compliments – you know, that kind of 

way”. Conor 

“So, like during my placement I had no idea whether I was doing a good job or not. I 

had no idea how my work was perceived by my department, not really. Was my 

performance acceptable or plain dire? – I hadn’t a clue. If I’d had a supervisor – one 

that gave me feedback like – I’d have learned a lot more I think. And in a shorter 

space of time”. Megan 

“Ok. So this is how I found out that I was performing well. So I went to talk to my 

boss about the issues I was having and I straightaway informed him that I was 

considering leaving my placement. And he insisted that I was actually doing a 

fantastic job and they were really happy with my work and they would be really, 

really sad to see me go. So that kind of motivated me for about two weeks but then I 

went back to feeling the exact same way again.” Una 

 

Assignment of Work – Routine and Challenging In general, there was a sense from the 

interviews that participants accepted that not all work could be inherently interesting and 

that routine work allowed participants to build their confidence levels at the beginning of 

their placement. There was a clear perception that supervisors had the latitude to assign 

more challenging and desirable work assignments. In terms of challenges associated with 

assigned workload, participants struggled most significantly in scenarios where they were 

assigned an insufficient quantity of work. This was sometimes put down to times of low 

activity within the team or organisation. Ironically, however, some participants reported 
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having too little work when activity levels were high and their supervisor was too busy or 

distracted to assign work. Regardless of the reasons cited, participants reported feelings of 

boredom, isolation and stress arising from a dearth of work as captured in the following 

quotes.  

“It was a feast or a famine at work. There were too many days when I just didn’t 

have enough to do. It was kind of like you were being frozen out because you didn’t 

have work because you’re in the middle of this office floor with 40 people and no 

work to do. I mean, you have to pretend to work. It’s like the hardest work ever to 

pretend to be working when you when you haven’t been given any work to do”. 

Megan 

“The other student had set duties for some of the day – looking up FX [foreign 

exchange] rates and stuff whereas some days I wouldn’t have anything to do until 

the afternoon. It’s kind of hard to know – do you pretend to act busy? They are an 

extremely busy team but I think there are times that they could have made more of 

an effort”. Richard  

Participants who were given projects that challenged them by forcing them outside of their 

natural comfort zone, testing their capabilities or demanding of them that they learn 

something new, appeared to have responded very positively to the opportunity. The 

following quotes suggested that the assignment of more challenging work was positively 

associated with interns’ feeling higher levels of assimilation within the organisation and 

increased motivation, both of which, in turn, are associated with successful socialisation in 

the literature review.  

“I felt he involved me in projects that students wouldn’t normally be involved in and 

ones of quite significant importance. So there was this European inspection which 

happens every five years. I was heavily involved in that. It’s a massive deal. The 

Hydro Manager came down from Dublin for it and we pulled out all the stops for it. 

So yeah, it was very important, made me feel great. Yeah, great”. Mark 



126 
 

“Ya. They really did push me outside of my comfort zone with some of the work I did. 

I didn’t ask for it but, looking back, I’m really glad they did because it kind of put me 

on the company map. I felt I was on the radar”. Saoirse 

“Because I’m a native German speaker, I was given a big project about half-way 

through my placement. It was to research the German market. When I finished the 

project, I was asked to present my findings to the senior management team. It was 

big responsibility that my supervisor gave me and I was really happy that the senior 

guys valued what I had to say. I didn’t imagine that would happen in my placement”. 

Jutta. 

“So, they had really important customers coming over from Asia and they [student’s 

supervisors] asked me to do the product demonstration. It was a huge responsibility 

because the potential contract was very significant. And they gave it to me, a student 

intern. They trusted me to do it and it went great”. Conor 

The narratives also included some interesting insights into the reasons advanced by 

participants for the perceived inadequacies in supervisory support. Affected participants 

attributed it to a number of potential factors, including turnover in management, a lack of 

supervisory training, poor understanding of their supervisory role, excessive supervisor 

workload or responsibilities and disposition.  

“He was new to this role and department. He had just returned from parental leave 

and found that he had been redeployed.  He didn’t seem very happy with the move 

and he hadn’t actually asked for a student intern either. He wasn’t a bad person but 

it wasn’t the best supervisor scenario in the world like”. Eoghan 

“My supervisor, like he was responsible for too many things, to be fair. But it was 

extremely stressful, that lack of support. Definitely”. Una 

“Well it was a case – maybe this sounds kind of rude but she wasn’t really sure how 

to be a supervisor” Clodagh 

 

7.4.5 Task Mastery 
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Placement is viewed as an opportunity for interns to develop the range of applied 

skills. Given their relatively short employment timeframe, participants needed to quickly 

acquire the knowledge and understanding required to transition effectively into their role 

and accomplish their tasks with confidence and without assistance. This reflects the 

literature review findings for regular organisational newcomers (Bauer et al, 2007). Aligned 

to this, research indicates that the more adept organisational newcomers are at executing 

their tasks, the more likely they are to remain in their organisation (Anakwe and Greenhaus, 

2000; Morrisson, 2002; Ou, Wang and Chen, 2018). It is in this context that task mastery of 

interns is examined in this study. The data were grouped across four main sub-themes viz., 

task mastery process, task mastery evidence, support and guidance and role of failure.   

Gradual Gain Task mastery is a content domain of organisational socialisation. From the 

interviews, it is clear that task or role mastery was not something that could be by-passed 

by participants. Nor could the transferability of task mastery be assumed. Rather, the 

interviews showed that such mastery required perseverance, patience, curiosity and effort, 

on the part of both the intern and their organisation. Participants report on the gradual 

nature of the task mastery process. Conor and Kathy describe their gradual transition from 

role neophyte to competent professional. Their descriptions highlight the role of task 

mastery in building their professional confidence.  

“By the end I really felt that I understood my role. It took a few months for sure…At 

the start I needed to take all of their [supervisors’ and colleagues’] information and 

looking at how the experiments were done but I suppose over time, without realising 

it, but from talking to them and doing different things, I realised that I had built up 

an arsenal of knowledge that I could use to give them input and ideas. When they 

started taking my advice, as opposed to me taking their advice a lot, it did feel that 

there was a ‘switch’. But I didn’t notice it happening”. Conor 

“So like, before that I had never used Excel before - I absolutely couldn’t stand it. 

They arranged for me to do an introductory course and still after that I was boggled. 

After that, I did the same reports over and over again. For me, it was the only way 

that I got it. Between my first, second and third monthly presentations, I really came 

on in leaps and bounds, not even just in my speaking but in the way that I could 
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analyse the data. Before that, I had to keep asking someone else. By the third one I 

was out on my own. And like there were days when [supervisor name] was on 

holidays and there might only be me and the IT Co-ordinator in the office. If that had 

been at the start I would have been freaking out but, by the end of my placement, 

that would have been no problem at all. It all came so naturally to me by that stage”. 

Kathy 

Approaches to Task Mastery Support and Guidance As neophytes, participants typically 

experienced levels of uncertainty with regard to their role and their self-efficacy beliefs.  The 

provision of formal training practices was apparent across many of the organisations. These 

tended to be narrowly focussed on the use of specific software packages, proprietary IT 

systems and equipment. Some training models were single-episodic and front-loaded at the 

beginning of the placement, whilst other training models involved training throughout the 

placement, as needs arose.  

 “Yeah, we had loads of systems; it’s all computerised. So, for the first six weeks I 

spent a lot of my day learning and I had a whole load of exams to do. It was a room 

in the office and I was there with two or three other ‘new-starts’ and there was like a 

trainer that we could go up to if we needed to talk. For the whole time I was there, I 

was constantly being trained in on things – on different electronic systems and 

stuff”. Eilis 

“I was trained in on all the stuff like phone etiquette and systems. He [supervisor] 

also told me ‘if you ever want to do training and you see something coming in on 

email about it, then just do it’.” Jonathon 

“I got training on the systems for the first week. Well, it was probably taught on a 

need-to-know basis as I went along. So like they launched an Alpha tax system to log 

tax returns. That was introduced in March and I was trained on that in May”. Richard 

Apart from systems or technical, there appears to be little evidence of a formal, structured 

training programme focussing specifically on job-related skills delivered pre-placement. 

Although there are arguably multiple information sources available in any work 

environment, participants focused on interpersonal sources such as supervisors, co-workers 
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and incumbent interns. As such, the process of knowledge and skills acquisition occurred 

on-the-job and appears to be related to the perceived availability, credibility, and 

helpfulness of individual insiders. The findings suggest that supportive relationships with 

organisation insiders are related to the development of role clarity and knowledge. Such 

quality relationships appear to be positively related to interns’ successful execution of their 

tasks and increased confidence. In this context, the three organisational socialisation 

dimensions of task mastery, supervisors and co-workers appear strongly related. Some 

participants also associated their personal disposition, as expressed through proactive 

information-seeking behaviours, with task mastery.  

“Like ‘here are the systems we use; here’s how we use them; do you want us to 

show you again or whatever’. So I did the procedures very early on so that I got used 

to it. And I felt that any person who was teaching on anything, they took their time. 

They were understanding if I found it difficult. Overall they made things easy for me 

to learn. To be honest, I was forever asking questions  - especially about the 

customer database. That was going to be a very awkward job for me – which was a 

big part of my job. But thanks to [colleague name] and her cooperation and support 

of me, I loved, LOVED that one job. It was like step, step, step and the job is done 

and I constantly updated that procedure to make it flawless. That was my total 

responsibility”. Jonathon 

“It was a techie role and I was required to write up test scenarios because they were 

deploying a new machine on the production line and, as you can imagine, the 

medical devices industry is scrupulous. I had all the capabilities to do the work but 

you can’t just wing it in an FDA14-approved environment. It’s seriously regulated. So I 

had a lot to learn on that side of things – just to be able to do my role. I had no 

bother asking questions of my boss or my colleagues because it was really important 

that I understood what was required for that kind of production environment. I 

didn’t want to be responsible for some product defect. To be fair, my boss was 

always available for a steer. And, naturally enough, I was given more responsibility as 

I went along. And he had to give me less instruction because I was picking up the 

skills”. Eoghan 
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Richard’s quote captures the importance of organisations contextualising interns’ learning. 

“One guy would ask me to do something and he would always explain why. Others 

would just say ‘just do this’. Explaining, of course, was way better”. Richard  

In marked contrast Megan, by virtue of having neither an assigned team nor supervisor, had 

very limited access to the interpersonal guidance and support required to master even 

routine tasks. The provision of very specific role-related training literature could perhaps 

have compensated for this and might also have allowed her to develop a sense of 

professional “usefulness” earlier in her placement. Given her low levels of access to 

colleagues, observation as an information source would have had limited value for her task 

mastery. Clodagh spoke of a low understanding of her role and a similar deficit in the 

support and guidance needed to achieve task mastery.  Rather than achieving a desired 

sense of relatedness to their organisations, these two students’ poor role clarity and low 

confidence in their ability to carry out their roles, engendered in them feelings of alienation 

and heightened anxiety, both of which are associated with poor organisational socialisation.  

“I didn’t know at the time but of course I know now how weird it was not to have a 

team or a supervisor. But, for starters, I didn’t have an absolute clue and I didn’t 

know what I was doing at all. Like I know I was emailing people asking for work at the 

beginning but I just didn’t get it and maybe I did stuff wrong. It’s hard to explain – 

using legal PDF docs and stuff, redline and stuff – I hadn’t a clue how to use them in 

a legal context. You know, they were just basic things that I couldn’t do and, looking 

back, maybe that’s why they didn’t give me much work. But there again, I was never 

shown these things…. When I first asked people if they had work for me, they said 

‘oh, what can you do?’ and I kind of felt like saying ‘it’s not for me, the newbie, to 

say what I can do. You’re the employer; you should be telling me what to do. I’m the 

most junior person in the company; I’m here to learn what I can do.’ But then in 

time, I did get way better at it – you know, the way you have to get something wrong 

to get something right….I had to really put myself out there to get work. And 

because I’m shy, that was really, really hard for me. I just felt awkward about it and I 

really didn’t enjoy that aspect of work. As time went on I got more responsibility but 

that was random rather than something kind of planned by the company”. Megan 
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”I did like my role and responsibilities to an extent but I didn’t understand it at any 

point. Like I just didn’t have any idea of what I was going to be doing from the very 

beginning. Other departments would email my supervisor and say “can we have her 

today?’ and she’d say ‘grand, she’s not too busy today, you can have her’. I was 

involved in all of these off site projects which I suppose were my real roles because 

back at the bank all I was doing was responding to emails and forwarding them on 

kind of a thing…… It would have been good to have had a set process.  Like ‘if you 

have a query for this, it’s this person or a query for that, it’s that person’. I hadn’t a 

clue who I should be forwarding them to most of the time. When you don’t know 

what you’re supposed to be doing, it’s really hard to have any sense of belonging to 

your environment”. Clodagh 

Evidencing Task Mastery In response to the question regarding how they came to know 

that had achieved task mastery, many participants evidenced the point at which colleagues 

asked them for advice or input. They also cited the point at which they were required to 

train in other organisational newcomers, including interns. Both scenarios appear to frame 

task mastery as a tangible manifestation of their transition from organisational outsider to 

organisational insider. This is captured in the following quotes, which also highlight the 

motivating effects of, and the enhanced esteem associated with, task mastery and proven 

competence. 

“At the start it was very tricky. There was so much involved. You have to take so 

many calls and answer so many emails. Even the first time I wrote an email, I was like 

‘Oh god, does this sound professional?’, So, it took at least six weeks before I was 

settled in. It took until I had done the bulk of my [in-company] exams before I knew 

what I was about. Before I understood what I would be doing for the time that I was 

there. I kind of moved into different roles. After a while I was the only one on the 

team who could do rep support for someone who was out sick. And then in the 

product-recall project, I was put in charge of that for the country. I did a lot of talking 

with the reps and the hospitals. I was so involved in it that. Then when there were 

meetings with the managers, the managers were asking my opinion of it.  It was 

strange feeling but a great one too. You know, to have come that far. And then we 

had new people in and I was training them up on all of the systems and then I 
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realised that I was going too fast for them [laughs]! So it was different and it was 

learning”. Eilis 

“Yeah, I think that obviously at the beginning I was like ‘oh I don’t know the answer 

to this’ and like people coming into the office and I was like ‘hang on, I’m going to 

have to find someone you can talk to’.  But as I progressed, I found that I was more 

confident in answering a question or reacting to an email and then, sure, in the end 

people came to me asking questions like ‘how do you do this?’ and ‘what is the 

answer to that?’. I helped to train in temporary staff and that gave me a really good 

feeling because I knew what to do and what to tell them. That was just something 

where I said ‘yeah, I really know my stuff now’ and that was really good”. Jutta 

For other participants, their task mastery was evidenced by the successful execution of a 

challenging task. Saoirse describes her experience. 

“I kind of felt that I was winging it for a lot of the time. I was terrified by the idea of 

running this big event. I was so scared about it but it really exceeded my 

expectations. I really didn’t think it would turn out like that. People were talking 

about it for weeks afterwards. It was standing room only. All of the senior 

management were there.  It couldn’t have gone better. Amazing feeling to have seen 

it through from start to finish”. Saoirse 

“Try again. Fail again. Fail Better”15As mentioned at the beginning of this chapter, one of 

participants’ greatest concerns was that they would not be able to master their role 

properly. Not surprisingly, perhaps, the role of failure and organisations’ cultural attitudes 

towards mistakes featured strongly in participants’ reports. Overall, participants reported 

that their organisations demonstrated a positive attitude to failure and an understanding 

that failure is a necessary part of task-related learning. Participants viewed this approach to 

failure as being highly supportive and they associated it with increased professional 

confidence and resilience.  

“I don’t mean this to sound cocky or anything but I’m not used to failing in things. So, 

I’m really uncomfortable making mistakes or looking stupid, you know? So, I was 
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doing this huge mail out – as a favour for another colleague. I had to do it in such a 

hurry and I cc-ed the mailshot instead of bcc-ing it16. That’s a real no-no. I was so 

stressed about that. But their response was ‘these things happen. No one died. 

[smiles]! It was nice to hear that that you’re not defined by a mistake”. Saoirse 

“I never felt that I would get into trouble if I made a mistake. If something went 

wrong in an experiment, I would just start it again. So that was explained to me. And, 

I suppose more than the explanation, it was the atmosphere even with the team and 

seeing the ways the guys would talk to each other. Like [name of incumbent intern], 

he was there for my first few weeks and he would have taken the lead in the work 

and I would have been observing for starters and if something went wrong and he 

was calling the team back up at the office, there was never a sense of ‘ah now, what 

have you done?’” Conor 

“They would always be saying to me ‘it is what it is – you’re not Superman!.........Get 

up and go, and don’t get knocked by a setback’”. Kathy 

Conversely, in organisations that displayed low tolerances of temporary failure, the effects 

on interns’ confidence, motivation and feelings of well-being as well as on the charting of 

their task mastery course, were very negative. Megan’s quote is a succinct illustration of a 

blame culture. 

“I remember I didn’t see a post-it note left on my desk once by a colleague. And she 

really, really gave out to [berated] me over it – she was so angry – although I did 

actually get the work done by the deadline. And I got into trouble for not billing. But 

the reason I couldn’t bill was because there was a problem with my PC. Like I had 

rung the IT department loads of times and they never came back to me and I was 

getting into trouble, even though it was completely not my fault. I used to be so 

stressed out by that. Eventually someone got really angry with that IT hadn’t done it 

and they fixed in then. But it was only because she told them to”. Megan 

 

7.4.6 Values 
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The literature contends that everyone has a system of values constructed from 

their personal, social, cultural, political, spiritual, economic, moral and family-related 

experiences and interpretations (Chandrakumara, 2018; Jimenez, 2009). In this study, the 

rationale for including values as possible key dimension of interns’ organisational 

socialisation was twofold: firstly, the literature review found that millennials have a 

particular concern for values (both personal and work-related), inter alia, meaningfulness, 

fulfilment, universalism, benevolence (Khoshtaria, 2017; Klass; 2011; Twenge et al, 2010; 

Kinjerski and Skrypnek, 2006). Secondly, in the domain of attraction and retention of 

employees, research indicates that values play a pivotal role across phenomena such as job 

offer acceptance, employee intention to remain or quit their organisation and employee 

retention (Dearlove and Coomber, 1999; Edwards and Cable, 2009; Saks and Ashforth, 

1997). The literature review identified a gap which may overlook an important dimension of 

organisational socialisation i.e. the individual intern’s unique experience of the role of 

values. The interviews focused primarily on participants’ understanding and interpretations 

of their employing organisations’ values i.e. the core principles and enduring behaviours or 

their organisations (Cennamo & Gardner, 2008). They also sought to gain insights into 

participants’ personal values sets, in other words, the sum of their personal preferences and 

priorities (Henderson 2003). 

Participants’ Understanding of the Concept of Organisational Values Overall, participants 

appeared to find it easier to speak about values in terms of observed behaviours within 

their organisations, rather than in terms of core organisational principles that may have 

guided those behaviours. This reflects Maslow’s theory (1934) that values are key 

determinants of behaviour. It also reflects Padaki’s (2000) definition of values as being “the 

way we do things around here”. Where participants struggled to answer questions 

regarding core organisational values, the questions were rephrased to enhance 

understanding, as illustrated by the following exchange: 

Researcher:   “Can you talk to me about your placement organisation’s values?” 

Clodagh:  “Values [hesitates]I mean, I suppose I had some sense of the values 

that they had but the thing is that my team was a really new team and 

they had only been formed like 8-10 months and before that they just 



135 
 

came under marketing. So they hadn’t really decided what their 

values were”.  

Researcher:  “What would a ‘good day at the office’ look like to your employer? 

Did you have a sense of what things were important to them?” 

Clodagh:  “[Hesitates] overall, the bank, yeah, I suppose at the end of the day 

it’s a bank. The values? You don’t really… I mean… I suppose coming 

after such a tough time for the country with the banks and stuff, the 

banks are generally seen as bad people but they were really trying 

and you could see them actually trying to change that perception. 

They treated their employees very well and it was all Operation 

Transformation [reference to the name of a health/fitness television 

programme]. It was very like ‘here’s the healthy lunch bar, help 

yourself’ and there were loads of walks going on at lunchtime, that 

kind of thing.  They really valued their employees. There was a lot of 

‘live better, be better’ in the bank but, in my own team, it was very 

corporate, very inflexible”.  

Espoused vs Enacted Organisational Values  The previous exchange hints at a perceived 

discrepancy between the value sets of an organisation and an individual work unit. High 

value congruence between espoused and enacted values is important as it is found to have 

a significant negative relationship with employee intention to leave and turnover (Ostroff, 

Shin and Kiniki, 2005; Gardner and Cennamo, 2008). Put simply, when values have the same 

meaning and a similar importance for employees and the organisation, employees 

understand the long- and short-term direction of the organisation; they feel more fulfilled as 

individuals and they identify with the purpose of the organisation. Some participants spoke 

about the relative congruence between their organisations’ espoused values and their “on 

the ground” practices and behaviours, at subsidiary, team and individual level. In his 

account, Mark describes a system that emphasises the values of openness and future 

orientation. In the following quote, he references historical changes in the company’s 

culture. His use of the present tense is interesting and may be indicative of an enduring 

connection to his organisation post-placement. 
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“I think they’ve done amazing things over the last few years. I mean, it used to be if 

you were, say, a bottom-level worker and you had a problem, you said nothing. Now, 

it’s encouraged to speak out if you see something you’re not happy with. It’s like a 

culture of openness whereas there would have been a culture of fear more than 

anything. Like if you gave out [complained], there was always someone who could 

come in and fulfil your role. Now it’s nothing like that at all, I think they value every 

single one of their workers. And every time there’s a reshuffle, in terms of managers 

or positions, all workers are made aware of it. No, it’s a very open company now. It’s 

also a very future-focused company. All their discussions, decisions, actions are 

about the future – it’s really out there, front and centre”. Mark  

In contrast, some participants reported on their inability to connect with the values of their 

organisations citing a perceived dissonance between espoused corporate values and their 

enactment at ground level within the organisation. In some accounts there was little 

evidence that the values and goals communicated (implicitly or explicitly) by organisations 

had meaning for interns in their daily tasks and work performance. The following quotes 

from Una and Eilis highlight instances of perceived value dissonance in the organisation’s 

value construct. Eilis draws the comparison between a corporate culture that sits easily and 

authentically in the US headquarters context but has little traction in the local cultural 

context, as further evidenced in a company review she cited. In Una’s case, she pointedly 

makes a direct connection between the value dissonance she has observed in the workplace 

and the organisation’s diminished attractiveness as a potential graduate employer. 

“Yeah, they are an American company and they were very into that family culture. 

They were very into it and they were always talking about it. It just means that all 

departments are interlinked and that everyone is kind of helping each other out. And 

actually, before I left, they were having a kind of whole company review and they 

were asking people’s opinions and a lot of people said that they didn’t think that that 

kind of culture was there… We were always saying that they were always talking 

about their core culture but really the Irish operation is just a branch. Like in the 

headquarter plant in the US, it’s located in a really small town and they hire 

exclusively from there. So they are actually – sometimes in fact literally - family 

there. That’s where it kind of came from – that you know everyone you work with. 
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But the company over here is very different. You couldn’t know everyone – I mean 

there are about 1,000 people from all over the world working in the Irish base – so it 

didn’t make much sense really”. Eilis 

“So, they talked about things like diversity and inclusion. But like when I explained in 

the meeting that I was seeing a counsellor and that my mental health was 

deteriorating, they were like “yeah, we understand, it’s very difficult’ but I just [long 

pause] felt fobbed off. They preferred to ignore things than deal with them and that 

was a huge problem. And they talked about diversity but the company employed 

mainly white straight males. So I would say that they talked the value talk but they 

didn’t walk it. In that respect, they were everything I wouldn’t want in a company”. 

Una 

The Value of Values As seen in the literature review, it is only when newcomers learn and 

act in accordance with their organisations’ norms that they are accepted as organisational 

insiders. Reflecting this, the interviews suggest that socialisation agents such as supervisors 

and co-workers played key roles in in communicating the enacted values of both the 

organisation and individual work units to participants. This was not unexpected, given that 

participants interpreted values more readily in terms of concrete and observed behaviours 

in their host organisations. Conor and Saoirse, for example, relate how their supervisors and 

teams appeared to help them to learn the values of the organisation and to guide them on 

appropriate behaviours. Values, as transmitted by the supervisor and team, could also be 

limiting however, as in the experience of Megan. The following quotes capture 

organisations’ clear predisposition towards a set of values (positive or negative) as enacted 

by supervisors and teams. They also show the effect of such a value predisposition on 

employees.  

“So, it was a really relaxed, laid back atmosphere and they seemed to put a lot of 

value on consensus – it’s kind typical of the Dutch. You know, no emphasis on 

hierarchy really, it’s a really flat organisation. Like on my very first week, my main 

supervisor had me and the team out to his house to have something to eat, play 

board games and have a couple of drinks. I really liked that. And it was like that in 

the company. I could walk up to any one of my supervisors and ask a question at any 
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time. There were no separate offices, no dividers. It was a complete open door 

policy”. Conor 

“It was financial services but I was based in the Innovation Team. It was important 

for them to look and feel cool – it was that kind of vibe. When I arrived there in the 

first day, I was suited and booted but when I walked in, everyone was in jeans, t-shirt 

and Converses - including the CEO. I felt a bit of a nerd, to be honest. Needless to 

say, I dressed casually for the rest of my placement [laughs]. Yeah, they value things 

like changing the ways of thinking, innovative thinking, building relationships with 

‘happening’ smart start-ups. My supervisor explained that they are part of a bank 

but they weren’t bankers. They saw themselves as innovators rather than financial 

service people”. Saoirse 

“It was a very cut-throat culture and I can see that now that I’m finished the 

placement. It was all about getting something over the line. Getting the deal closed, 

It’s like really high stress. There was no patience. There wouldn’t have been many 

light moments. Billing too would have been a huge thing, Getting the money in 

would have been a big thing of course. That’s fine but the way that people would 

talk to each other on the floor [pause] was just really rude and very aggressive. That 

wouldn’t have happened in the other company where I had worked the previous 

summer; that kind of behaviour just wouldn’t fly at all. I don’t think so anyway. Even 

though I never missed a day’s work, there were days when I just didn’t want to go 

in”. Megan 

“Teamwork is really important. Inclusivity. Everybody really matters on the team. It’s 

very much like an all-inclusive – everyone’s very much involved in this. Like 

everything is very efficient and it’s never-ending and, once one thing is done and you 

think you can breathe but there’s always something else.  But that sense of ‘we’ll get 

there together’. That’s the kind of thing that they value. That’s how I saw it anyway”. 

Kathy 

Sector-driven Organisational Values Participants identified a wide range of values 

associated directly with their organisations’ business practices and associated behaviours. 

Many appeared to be driven by a sectoral culture, as opposed to a specific organisational 
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culture. This reflects, somewhat, popular discourse which suggests that organisations within 

the same sector can display similar value sets (Barret Value Index, 2019). Some of these 

sectorally-influenced values are captured in the following quotes. Participants’ language is 

interesting to note, with Jonathon using first person plural, possibly inferring a stronger 

connection to the values. Conversely, Eoghan’s and Richard’s use of the third person plural 

is suggestive perhaps of a weaker engagement with their employers’ value sets. 

“A good day at the office? Well, you know, it’s more good customer service than 

money because it’s the public sector. I suppose from my supervisor’s point of view, 

the most important things would have been our progress and year-on-year 

performance, efficiency too like.  If we beat last year’s numbers, then that was a 

success. He [supervisor]would show me ‘this is where were this time last year and 

this is where we are this year’. It gave me a very good idea of how the division works 

and it gave me a very good idea of how they would analyse past facts and past 

figures and say ‘how could we improve on these more?’. And that did give me an 

idea of what drives them and what goals are set”. Jonathon 

“Values? Well, it’s a manufacturing plant at the end of the day. They want to ship as 

much product as possible in as short a timeframe as possible. Obviously with as close 

to zero-defects as possible. That’s what the engineering team that I was involved in 

was supporting.”. Eoghan 

“It’s a very wealthy industry so they want to exude that. Like their new office in the 

capital is the most expensive square footage in the country. So it’s on the corner of 

[street name] with a ridiculously elaborate stair case – just showing wealth. So it’s 

about generating wealth and evidencing it”. Richard 

“It’s a research company so it’s not about money. The things they most value are 

discovery and bringing prototypes to commercialisation. They like new blood, new 

ideas and that ‘teamy’ thing”. Conor 

Personal values As highlighted in the literature review, much of the popular discourse 

characterises millennials (including generations Y and Z) as prioritising values such as work-

life balance, making a difference, lifestyle, idealism, appreciation of personal needs (over 
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professional needs), career development, a sense of “mattering”, and performance 

feedback (Cennamo and Gardner, 2008; Solomon, 2016). Participants were asked to speak 

about their individual values and they responded primarily, though not exclusively, through 

the lens of their individual work-related values, rather than personal values per se. This was 

not surprising, given that the primary lens of the interviews was concerned with 

participants’ experience of their work environment. The well-documented millennial 

concerns around values such as work-life balance, assignment of interesting work, 

“mattering” and “making a difference” were evidenced across participants’ accounts, as 

captured in the following quotes.   

“For me I like doing something different, it can get quite monotonous so a day where 

you might be doing something else, something different would be good. I wouldn’t 

be motivated by money. I would just like to enjoy work – for it not to be too easy or 

anything because I do like a bit of pressure, just not to be stressed out. And I 

suppose I want to go home from work and not think about it. Have my holidays, 

yeah, that kind of balance is important to me”. Eilis 

“Honestly, when [Supervisor name] brought me into a whole-division meeting, I felt 

like I was involved. I felt I was on the inside. Not like everyone else because I was the 

student but it gave me a sense that I was accepted that if I were to say or do 

anything, people, would listen to me, so I thought that that one meeting, even 

though it wasn’t relevant to me, even though content-wise it wouldn’t have meant 

much to me, it still made me think that they valued me enough to let me something 

like that”. Jonathon 

“Making a difference would be huge for me. I’m always involved in charity work. Or 

in workplaces like I would make a difference by making sure that LGBT people are 

included in the workplace or making sure that marginalised groups are [pause]. 

Diversity basically, in a big corporation”. Una 

“I suppose a lot of my values have been changed over the years. I probably had a 

safe life until my dad died when I was in fifth year. So I suppose I don’t care a lot 

about money and I kind of want to have a job that I like going to every day, I try to be 

like honest and to be my best every day.” Richard 
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Reflecting on relationships between different dimensions of organisational socialisation 

explored in this study, participants prioritised the value of social relationships with 

supervisors and co-workers.  

“Just I suppose coming and doing your work and being able to have a talk with 

someone. You know, personalising it up – like ‘what did you do last night, did you see 

this movie?’ Getting that work down but also the sense that if you’re not talking 

about work, you’re not going to get into trouble. Both offices are great craic [fun] but 

I could see that their work ethic and commitment was insane”. Kathy 

“I’m very hard-working and I like that to be appreciated but it was very strained with 

my supervisor. You just never knew where the boundaries between personal and 

professional were. So it was quite strained but, there again, she wasn’t there all the 

time. When she went on three-week work trips to Europe and Australia, I could 

breathe”. Clodagh 

“You know, one of the best things about the placement was the people. They were 

all creative types who were really into new product development but they were 

always kind of conscious of including me – I mean people at every level. Like when I 

wrote a LinkedIn blog about my placement experience, the CEO tweeted me and he 

shared it on his LinkedIn page”. Saoirse 

“For me, in my working life, the most important value is – let me think – yeah like 

how you’re treated, like respect really. Like patience as well is important. You don’t 

want to be kind of not wanting to go into someone because you’re going to bother 

them or they’re too busy or too impatient to deal with an intern’s question. I know 

that when I delegate someday, I’m going to be really conscious of those things”. 

Megan 

 

7.4.7 Rituals, Customs, Traditions, History 
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All organisations, whether consciously or unconsciously, have traditions, rites, 

rituals and customs that are associated with their organisational culture. Such practices are 

framed theoretically, as outlined in Chapter 3. They differ from forms of behaviour in the 

sense that they are planned rather than spontaneous and they are generally characterised 

by repetition. They are associated with increased connectedness to the organisation and 

aligned to this, their socialisation in the organisation (Grant, 2013; Nobel, 2013), hence their 

inclusion in this study. Open questions were asked in order to gain an understanding of 

participants’ experience of and attitude towards traditions, rites, rituals and customs, 

participants as enacted during their work placement. In addition, they were asked about the 

history of their employing organisation. Participants’ accounts revealed three overarching 

sub-themes viz., celebration of personal milestones, team-building and social practices and 

organisational history. 

Celebration of Personal Milestones A common theme across the interviews was the 

bringing together of colleagues to celebrate personal milestones. Such simple recognitions 

are important in organisations as they can (at least in theory) result in increased motivation 

and higher levels of attachment to the organisation. The participants’ responses tended to 

have a rather narrow focus, with birthday and retirement celebrations frequently reported 

e.g. “So, yeah, they’d have cake and stuff. Like they had cake for my birthday and that was 

nice” (Megan); “I suppose when someone leaves and you have the cake and everyone gets 

together.” (Richard); “For everyone’s birthday they have a lunch and a cake. If someone is 

leaving they do the same thing, putting banners up and stuff. I did notice that they did the 

same thing for everyone – the sweets and the cake – it was kind of like a family tradition in a 

way (Eilis)”. There was little evidence that the rituals were an explicit expression of the 

organisations’ cultures or beliefs or that the celebrations were enacted with any intended 

outcome in mind. An exception may be Mark’s extract, which suggests a more developed 

awareness of the potential effects of celebrations, as he observed: 

“In the company two guys were retiring and we had a free breakfast in the canteen 

on their last morning and we had speeches and that kind of thing and their 

retirement ‘do’ [celebration] was after work in the evening and I went to that and it 

was lovely to be part of that ‘togetherness’ thing that [Company name] does kind of 

well”. Mark 
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Social Practices Participants were asked to talk about their experience of organisation-

enacted social bonding practices that occurred during or after office hours. Extracts show 

that such opportunities to build bonds between employees were organised both at work 

group level and at the level of senior management. Such social events appeared to be 

abstracted from the organisational culture and there was little sense that they were related 

to the other dimensions of socialisation in this study. In general, participants reflected on 

them in a rather detached way. 

“Social events? Em, they weren’t arranged for us at the beginning – there was one in 

the middle and one at the end so really they left that a bit late…..unless I’m 

forgetting one of them. Some of the teams had stuff like they’d go for a payday lunch 

but my team didn’t do that”. Clodagh 

“The social side just evolved. HR had no involvement in it”. Eilis 

“They weren’t that kind of team – they would think that those things were a bit naff 

– you know, birthday cakes and stuff. They were really nice but they were slightly 

pretentious. They were all so clever and so cool. They’d be totally against that kind of 

thing”. Saoirse  

“They have this thing of having free lunch and cake on every last Friday of the 

month. And customers were sometimes invited. I suppose it was nice – both sides of 

the business (corporate and commercial) could meet up. We wouldn’t have met 

face-to-face with customers or the guys from Corporate outside of that. Yeah, l liked 

the social events. I went more during my stint in the Dublin office. There’s an 

Aviation Finance Week every year and it’s like Rag Week for the aviation sector.” 

Richard 

Interesting differences emerged between student interns’ experiences of very similar social 

practices. For example, Jonathon relates his very positive experience of a Christmas party 

event, using a family metaphor to describe the feeling of inclusion he associated with the 

event.  “Our team’s Christmas party– I felt like I belonged because everyone was like in the 

room. And it sounds silly like but the Kris Kringle [Secret Santa] genuinely felt that everyone 

was in this one big family and that was like fantastic. And that was really cool”. Megan, on 

the other hand, experienced those events as being slightly exclusionary. “There was a 
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company Christmas party and I was invited to that and there was a barbecue. I didn’t like 

those social events because I was too junior and I didn’t know enough people”. 

Team Building Events In contrast to celebratory milestone and social bonding rituals, there 

was evidence that structured, intentional, team-building practices had more meaning for 

participants, with some reporting directly on the camaraderie-building effect of such 

activities. The extracts speak strongly to the integrative power of team-building rituals and 

traditions.  

“So, yeah, they run the Energy Challenge and things like that. It’s kind of like a fitness 

puzzle that they run in a national park. It would be a big tradition. It runs throughout 

the whole company nationally. It’s just, you know, a way of getting all of the workers 

involved”. Mark 

“I especially loved the morning in the Escape Rooms – it was really my kind of thing. 

Because that’s just the personality that I have. I think our activities were really team-

building – not just a barbecue and drinking that you might get somewhere else. It 

was really that we worked together and solved the thing”. Jutta 

“The team does this charity fundraiser every year for a children’s charity. We 

canvassed like mad for it – posters, emails, the works. It was insane. Fantastic 

experience to be part of it. The charity was really happy when they arrived and had 

their minivans full of toys. Amazing. Definitely proud of what we achieved as a 

team”. Kathy  

History Participants were asked to talk about their host organisation’s history in order to 

determine the provenance of their knowledge and the extent to which it may have affected 

their feelings of affiliation towards their organisation. The extracts reflect wide variance. For 

some students, the history of the organisation was formally transmitted as part of their 

induction. In general, participants viewed it as something abstract and detached from their 

socialisation within the organisation. There was little evidence of any assignment of 

meaning to the historical information. Rather, participants tended to view it as one element 

of a generic introduction to the organisation, as illustrated in the following quotes:  
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“We had a two-day induction on the history of the company. So yea, we were all well 

clued in on the history of it. They’re big on training people in on the history thing. So 

this senior guy from the European Directorate talks about it at all inductions. I 

suppose it was nice to know where the company comes from but like I don’t think 

we need two full days on it…but yeah..” . Eilis 

“You’d get a tour of the bank’s old buildings and you’d learn about a sense of the 

company and how built into the Irish heritage it is. I Iiked hearing about how the 

bank started and where it is now”. Clodagh 

For many participants, the organisational history was only relevant at the point at which 

they had to write a section on it in their work placement report for their university. This 

occurred at the end of the placement period and students were quite utilitarian and 

detached about it.  

“The history of the company was obviously something we had to do for our 

placement report”. Jutta 

“I had to look it up for my placement report. I know for example that the company 

was set up in 1995 to coincide with the establishment of the IFSC [International 

Financial Services Centre] and that the mother company is in the Caymans [Islands]. 

But I only know that because I had to write something on it in my report”. Megan 

“I’m not going to lie. I looked into the history for my placement report. The 

organisation itself – there’s a lot out there on its history. Like there are books about 

it…but I wouldn’t know much about it myself. I didn’t learn anything about it during 

my induction or anything.” Jonathon 

The effectiveness of a more organic integration of organisational history was evident in 

Mark’s extract. In it he relates the history to the sense of kinship that is apparent 

throughout his narrative. 

“Every day we had to pass by some of company tour on the way to our office and 

they have all these old pictures on the walls and a gallery and all that kind of stuff. 

Ah there are so many workers whose fathers and fathers’ fathers would have 
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worked here and that sort of thing. It was lovely hearing all of the old stories. You 

feel you’re part of an institution spanning 100 years at this point.” Mark 

 

The findings suggest that organisational history, rituals, celebrations and rites had a modest 

impact on participants’ experience of socialisation. They were viewed largely as a passive 

benevolence, the exception being some of the team-building events. Overall, there was little 

evidence in the findings that they have any role in participants’ conversion intentions.  

Critical Events The theme of critical incident emerged from the interviews. This was 

unprompted by the researcher. A critical event is a formative event that generates for a 

newcomer employee an impression of the nature of their organisation and their role in it. 

These can be positively or negatively framed (Lundberg and Young, 1997).  During the 

course of their interviews, participants recalled vividly critical events which they interpreted 

as powerful signals regarding their organisation’s behaviour norms and the level of caring 

and interest extended by organisational members and the larger organisation.  

 “I was shocked. I’m not going to lie to you. I wasn’t expecting to meet the CEO during 

my placement. And even the photo of the two of us going out there on his twitter 

account. I was like ‘What? I’m getting some exposure here!’ It meant a lot. Yeah, it 

was a nice buzz and I don’t think that I would have met the CEO in any other place. 

So, I think it was a great opportunity which I cherish’. Jonathon  

“I’ve taken a lot from my placement, especially things that weren’t necessarily part 

of my role. Like my supervisor bringing me to a huge conference in CityWest. And 

someone in my team sitting down to do my LinkedIn CV with me. Those things were 

so valuable to me”. Jutta 

“My brother had an accident before Christmas and he got concussion.  When I came 

back, everybody – even people I hardly ever saw – was asking about him. So it made 

you really feel that people cared and that I was one of the team”. Kathy 

Students also reported on negative critical events. Some of those were highlighted in the 

Early Days section of the study. This draws attention to the enduring significance of feelings 

of “welcomeness” and support in the early weeks of placement. Other undesirable events 
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related by participants. Often they were events that were observed as opposed to 

experienced directly. They generally reflected issues of communication, trust, politics and 

job security and are captured in the following quotes.  

“Even when they decided they had an issue with me, they didn’t contact me to tell 

me anything. The first I heard of it was when I got a call from the university to ask me 

in for a meeting.” Una 

“And there were so many people coming and going. Turnover was so big there. I just 

think it’s a bad sign of a place. It was like you’d do some work for someone and the 

next thing he’d be gone.  So much coming and going and not a word about it”. 

Megan 

“It can be quite political there and when I was there a lot of managers left. And then 

there was no mention of why they left. And the managers who were left there 

seemed to kind of swop positions and you’d find out that one had changed positions 

to a more senior role. You could see that there was animosity about it”. Eilis 

The importance of critical incidents for newcomers is consistent with the existing literature. 

It appears that participants view then as signalling favourable or unfavourable messages 

about the team and department where they occur. Crucially, however, the interviews 

suggest that participants generalise these messages to the organisation as a whole. This is 

an important finding.  

 

7.4.8 Intention 

One of the main questions that this research attempts to answer is whether a 

relationship exists between student interns’ experience of organisational socialisation and 

their intention to work with their host employer as a graduate. As outlined in the literature 

review, employee intention to stay is defined as the extent to which an employee plans to 

continue their membership of their employing organisation (Price, 2001), intention to leave 

being the converse. Intention has been found to be a predictor of future behaviour in the 

sense that it acts as an approximate of actual employee turnover (Lee and Chao, 2013). The 
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literature review has shown that student intern intention has been shown to be related to, 

inter alia, intern-supervisor relationship and support, job satisfaction, organisational 

commitment and impression management (Rose et al, 2014; Hurst et al, 2012; Zhao and 

Liden, 2010). Work placement potentially offers employers the opportunity to support these 

new organisational entrants’ adjustment to their organisation. This may, in turn, influence 

interns’ perception of their organisations’ attractiveness as a graduate employer and may 

instil in interns feelings of belongingness to the organisation. It is for this reason that 

intention, and its potential relationship to interns’ organisational socialisation, was included 

in the semi-structured interview framework. 

Future Prospects Participants were asked if colleagues (supervisors, co-workers, other 

organisational members, intern incumbents) had discussed opportunities for future 

graduate jobs with them. Interestingly, no participant proactively approached their 

employer to discuss future opportunities. Only four employers discussed such opportunities 

at any point during participants’ placement period. Of these, Mark’s employer had very 

embedded approach to highlighting graduate opportunities to interns. His organisation’s 

graduate development programme was an explicit element of his induction. His workplace 

proximity to graduate trainees also appeared to build his awareness and knowledge of the 

programme.  His supervisor provided him with advice on application and interviews and 

another senior colleague offered similar support. He was also made aware that he would be 

advised of his interview in advance of other external applicants. Separately, an international 

senior expert whom he encountered on a project, brought up the subject of the graduate 

programme directly with the student. The deep integration of such formal, informal and 

incidental approaches to conversion is captured in the following quotes from Mark.  

“So in the civil works department they always have two graduates on the graduate 

programme with them. So, when I arrived there was a girl and a guy and they were 

there for approximately half the time I was there. So, on the graduate programme 

it’s three years and then, every ‘year-ish’ [sic] you get moved to a different location. 

So, [graduate trainee] and [graduate trainee] were there for half of my time there 

and then they moved on to Head Office for their stint there…. Yes so you always 

have two graduates on the graduate development programme so it was always kind 

of cropping up – the idea of working with [company name] when I graduate. But also 
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my supervisor. Sorry, I should say that one of the chief civil engineers [name] was 

also involved in graduate recruitment and I would have got on really well with him 

because I was involved with him in drawing up an instrumentation guide….So he sits 

on the graduate interviews and he was giving me lots of tips and advice. [Supervisor 

name] was also constantly giving me advice. He said I should ring him before I go into 

my interview. He wanted to go through the STAR17 interview model with me, do you 

know that one. No, it was always cropping up. People were very keen to see me 

going down that route, so yeah………… So there was [a dam] inspection which 

happens every five years and they get specialists over from Austria and I was heavily 

involved in that from preparing the documentation to setting in, actually funnily 

enough one of the specialists was a professor and he was very keen to bring up the 

graduate programme”. Mark 

Clodagh’s employer raised the matter of their graduate development programme during a 

debriefing meeting between the HR department and the intern cohort at the end of their 

placement. Whilst other interns assigned to other teams had been spoken to by colleagues 

about future opportunities with the organisation, she had not been and she expresses 

regret that this had not occurred.  

“So they kind of dragged us – well, not dragged, sorry – pulled us into this seminar – 

all of us interns – and asked us ‘should you be offered a position on our graduate 

programme – we are building a new one – what would you want that programme to 

be, they were developing a graduate programme? And would you come back?’ So 

two of us said ‘no’. The rest of them said ‘yes’ because I know for a fact that some 

teams were just fantastic but my team wasn’t. I had no conversations with my 

colleagues about future roles in the bank. Actually they were all fairly certain that I 

would go off doing primary teaching, so they were just like ‘there’s no point in 

talking to you about this because this is what you were built to do’’.  It would have 

been nice if they had, like I know other students who were approached about it in 

the past couple of months and they are very enthusiastic about it. But just from my 

experience, I wouldn’t go back”. Clodagh 

                                                           
17

 The STAR method of answering questions in a behavioural-based interview viz., discussion of the specific 
Situation, Task, Action and Result.   
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Eoghan’s account states that he expected that his employer would raise the matter of 

graduate opportunities explicitly. He relates his surprise that this did not occur despite the 

fact that his organisation has significant work placement and graduate recruitment 

programmes. He also speaks of his openness to graduate opportunities and the missed 

opportunity for the organisation.  

“I think I was so focussed on work at the beginning. I thought ‘I’m here to work, to 

give the best account of myself, impress my boss, hopefully get a job’. What was 

missing was – ‘if you perform well, there is an opportunity for you here long-term’. I 

would absolutely have been receptive to that. And placement from a company’s 

point of view, that’s their incentive you know, getting in there early and saying ‘Look, 

we’ll treat you well. If you work hard enough, there’ll be a graduate post’. That link 

was definitely missing, definitely wasn’t there. That to me was ‘where is the logic in 

that? Surely you can put those two pieces together?’” Eoghan  

Jutta’s employer did not raise the issue of graduate opportunities although her colleagues 

did discuss their own career paths with her. 

“So I thought it was very interesting to hear about other people’s paths but no-one 

ever said to me like ‘there will be a job here’ but I think if there was a role for me 

after graduation, I would apply for it”. Jutta 

Application Intentions In response to a question regarding their intention to apply for a 

graduate role in their host organisations, participants tended to respond very definitely. Six 

participants indicated that they would work with their host organisations in a similar role 

after graduation. Of the six, Richard and Eilis continued to work with their employers after 

their return to university in a part-time capacity. Richard had already accepted an offer of a 

graduate role. Mark had already applied for their organisation’s graduate development 

programme through the formal application system. 

“Yes, I mean, I love the industry and I’ve already accepted an offer from them”. 

Richard 

“I was literally jumping out of the bed in the morning to go to work, I can’t explain. 

I’ve already applied for the graduate programme”. Mark 
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“Oh I would definitely work there when I graduate. I didn’t want to leave the place, 

to be honest. Some workplaces I would never go to again because things didn’t work 

out but nothing went wrong here. I would definitely come back if I got the chance”. 

Jonathon 

Four participants ruled out the possibility of working with their organisations after they 

graduated. Their cited reasons appear to reflect a lack of belongingness to their 

organisations, as opposed to any issue with their work or sectors per se.  

“No, I wouldn’t consider working with them when I graduate. Well, as I said, I wasn’t 

offered a position and that’s kind of a big block there. But no, just, like I said, I didn’t 

particularly enjoy the atmosphere and, yeah, I didn’t feel part of the family or the 

ethos at any point”. Eoghan 

“My experience of the team meant that I wouldn’t be interested in working in the 

bank in general.” Clodagh 

“No, not even close. I wouldn’t consider working with them as a graduate, not even 

close, they don’t support their employees if the employee is having a difficult time”. 

Una 

“I would never work with them when I graduate. I didn’t enjoy it and I always felt 

that it was like something that I just had to get through, I just didn’t feel comfortable 

there”. Megan 

Two students fall into a ‘boomerang’ category. Saoirse was offered a graduate role but 

turned it down because she wanted to work and travel after graduation. Her employer 

responded by extending the term of the job offer for two years to coincide with her travel 

plans. Conor indicated that, whilst he would like to work with his host employer at some 

point in the future, he plans to get experience of the business side of a multinational before 

moving into a purely research-oriented role with his organisation.  

Relationship between Intention and Organisational Socialisation What emerged from the 

interviews was a mosaic of meanings and understandings of the process of organisational 

socialisation during placement. Such individual interpretations of the social world of work 



152 
 

placement were expected in this study and they offer very rich contextual data picture of 

participants’ “living” the meaning of the socialisation experience. Overall, there was a sense 

from participants’ accounts that their experience of socialisation within their placement 

organisation shaped the formation of their conversion intentions. Some participants linked 

their decision to a specific aspect of socialisation, for example, the quality of their 

relationship with organisational insider cohorts viz., supervisors and co-workers. Others 

linked their decision to their perceived level of belongingness to their organisation.  

 

7.4.9 Representing the Qualitative Findings:  

The qualitative aspect of the study allow for the gaining of a more in-depth 

understanding of the socialisation and conversion intention phenomena. The participants’ 

voices provided the data enrichment and drew a more complete picture of the phenomena. 

However, unlike the quantitative strand and,  as is common in qualitative research, the 

idiosyncrasy of experience and narrative meant that the data were challenging to measure 

and lent themselves less easily to standardised categorisation. Nonetheless, a rigorous 

presentation of the rich but diverse data findings was considered critical to the study. Using 

a grid, the data were categorised by individual student and by their engagement level with 

each of the five socialisation dimensions under review and their intention outcome. Based 

on their narratives, a score was applied to each participant’s engagement with the individual 

dimensions. A three-interval scale viz., low, moderate and high, was used to demonstrate 

the perceived level of engagement as reported by participants. Participants’ intention scores 

were more difficult to gauge systematically. Accordingly, they were captured in individual, 

direct quotes. Though expressed very differently, their messages regarding their intention 

conversions was largely unambiguous. Looking at the grid, only one student, Mark, scored 

‘high’ across all five dimensions. Of the six students who formed a positive conversion
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Table 13: Qualitative Results Grid 

Student  Supervisor  Co-
workers 

Task 
Mastery 

Values History/Rituals  Intention  Intention Commentary  

Mark High  High  High  High  High  Yes “Without a shadow of a doubt I would work with them on graduation. This past year has 
probably been the best year of my life. I’ve already applied for the graduate programme, 
Yeah; if I get it I’ll be ecstatic”.  

Conor High High  High  High  Moderate Maybe/ 
Boomerang 

“Maybe in the future but I’m interested in the business side of engineering so I’d like to get 
experience with a multinational first”. 

Jutta High  High  High  High  Moderate  Yes  “Yeah, definitely yeah. I think I could really picture myself working there or generally in the 
sector, I can see myself doing that role or a more senior role and I think I would enjoy it as 
well…..If there was a role for me after graduation, I would apply for it”.  

Jonathon  High  High  High  High  Moderate  Yes “Oh I would definitely work there when I graduate. The thing I cherish most was that I 
didn’t want to leave the place. I would definitely work come back if I got the chance”. 

Kathy High  High  High  High  Moderate  Yes 
 
 

“Yes, I would apply for a job there. I would love to work with [organisation name]. I’d never 
turn it down. I don’t think I’d work in a similar organisation because I think a lot of it is won 
to, like, the people in it”. 

Saoirse High  High  High  High  Moderate  Maybe/ 
Boomerang  

“They’ve already made me an offer. I’ve told them I want to travel for a year. They said 
they’d hold the offer for two years”. 

Richard Moderate High  High  Moderate Moderate  Yes  “Contracts [department] was where I worked after my placement… the head of Contracts 
said that they would love me to join the team as a graduate. I received on offer and 
accepted it, Yeah, we’ll see. It’s an industry that I like”,  

Eilis Moderate  High  High  Low Moderate Yes  “I have been asked to stay on for another semester. I’d go back to [organisation name] but 
I’d like to go to a different department. I’d like to be in the HR department but I don’t know 
long-term because it’s so political”.  

Eoghan Moderate Moderate Moderate Low  Low  No 
 
 

“I wouldn’t consider working with them when I graduate. Well, as I said, I wasn’t offered a 
position and that’s kind of a big block there. But no, just, like I said, I didn’t particularly 
enjoy the atmosphere and yeah, I didn’t feel part of the family or the ethos at any point”. 

Megan Low Moderate Moderate Low  Low  No “I would never work with them when I graduate. I didn’t enjoy it and I always felt that it 
was like something that I just had to get through. I just didn’t feel comfortable there. I 
couldn’t wait to finish”.  

Una Low Low High low Low  No 
 

“No, not even close, I wouldn’t consider working with them as a graduate, not even close. 
They don’t support their employees if the employee is having a difficult time”. 

Clodagh Low  Low Moderate Low Low No “My experience of the team meant that I wouldn’t be interested in working in the bank in 
general even though I know that there were other students who had more positive 
experiences with other teams in the organisation, but just from my experience of the bank 
and its culture and because of the way I experienced it, I wouldn’t go back”.  
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intention, all scored ‘high’ across a minimum of four dimensions and a minimum of 

‘moderate’ on the fifth. Tellingly, of the four participants who formed a definite intention 

not to return to their employer, none scored ‘high’ on any dimension and all scored ‘low’ on 

at least two of the five dimensions. The data were strongly suggestive of a finding that 

higher engagement with the dimensions of socialisation under review was positively 

associated with a higher propensity either to form a positive conversion intention or to form 

an intention to “boomerang”. 

 

7.4.10 Strengths and Limitations of the Qualitative Research Strand:  

This strand of the research had particular strengths and weakness that require 

consideration. The main strengths were that it provided more detailed information that 

allowed the researcher to understand and explain the complex phenomena of student 

interns’ socialisation and their conversion intentions. As such, it provides an authentic 

depiction of intern actors’ worlds. There were a number of limitations to the research. 

Firstly, the results cannot be verified objectively. Secondly, the idiosyncratic nature of the 

scenarios narrated by individual participants meant that the findings cannot be generalised 

to a general population. Thirdly, although the interviews took place within a short 

timeframe after their placements, the role of memory and bias in participants’ accounts 

cannot be discounted.  

 

7.5 Discussion of the Qualitative Findings 

The purpose of the interviews was to explore, understand and describe student interns’ 

experience of their socialisation within their placement organisations and to gain an 

understanding of their conversion intentions. Participants’ personal “stories” were 

inherently subjective and provided rich context and key insights into both phenomena. 

Overall, participants viewed their status as being very specific, i.e. student intern newcomer. 

They entered their organisations equipped with a reservoir of disciplinary domain 

knowledge and carrying certain expectations. Much of the narrative was broadly reflective 

of the literature on regular organisational newcomers. However, unlike many organisational 
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newcomers, interns possessed limited or no professional context. In their tentative journeys 

from established student intern outsider to novice practitioner insider, they faced many 

additional challenges. These centred on participants’ transitions to new zones of interaction, 

identities, roles, social ties, cues and, in many cases, geographic location. As one participant 

put it, “it’s like your first day at school all over again”. Not surprisingly, participants 

experienced levels of upheaval and uncertainty, even at the pre-entry stage of their 

placement. At this anticipatory juncture, the focus of participants’ concerns was on their 

professional and social acceptance. Role clarity and their professional capability were also 

raised as issues. This was consistent with the literature on regular newcomers (Jokisaari and 

Nurmi, 2009; Saks and Gruman, 2018). 

Breaking In From the accounts, the first few weeks of placement are salient. During this 

time, participants operated in a vacuum of context, familiarity and understanding and were 

vulnerable to behavioural and organisational cues, both positive and negative. By 

internalising such cues, participants formed what appeared to be enduring impressions of 

their organisation and its membership, reflecting the findings of Korte (2010). A feeling of 

being consciously welcomed was important to participants during their early days. Their 

accounts highlighted overtures that affirmed their welcome into their team and 

organisation. Conversely, participants appeared to recall, with even greater clarity, 

omissions that undermined their sense of welcome or ‘reception’. These included not being 

set up with an appropriate workstation, not being expected by their team or supervisor, low 

proximity to their co-workers and not having access to passwords, permission or platforms.  

Induction appears to have been the most available form of early socialisation for 

participants. From an organisational perspective, the purposes of induction were 

presumably the successful adjustment of interns and the acceleration of their integration 

into their roles. The findings, however, reflect a mixed picture of its effectiveness, with 

some participants reporting very positively on their induction and other perceiving it to have 

been redundant exercise or lost opportunity. A range of induction models were deployed. 

They included formal and informal, individualised and collective, fixed and on-going models. 

These were largely reflective of the work of Van Maanen & Schein (1979) and Jones (1986). 

The effectiveness of interns’ induction did not appear to be a function of the model 

deployed by the organisation; the duration of the induction (half-day to four full days); or 
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even the cost of induction (low-cost, on-the-job vs. extended off-site induction in hotel).  

Rather, high quality induction was characterised by concrete, intentional, methodical 

programmes that delivered pertinent role, team and organisational information appropriate 

to the level of an intern. Such programmes appeared to have a reassuring effect on 

participants, lowering their uncertainty levels, building their professional confidence and 

heightening their sense of connection to their organisation.  

Participants who perceived that they received poor quality induction criticised programmes 

characterised by a one-size-fits-all genericism; an excessive emphasis on corporately-

espoused philosophies and value sets; redundant or irrelevant content; and deficits in 

information on basic organisational working norms. A feeling of being overwhelmed by 

superfluous information during induction was captured succinctly in the words of one 

participant, “At the end of my induction, all I knew was that I wouldn’t have to wear a scrub 

suit.” Some participants experienced their segregated collective induction (with interns 

and/or other newcomers) as being too divorced from their actual role and dislocated from 

their team milieu. Some informal inductions could be more accurately described as 

‘random’ and characterised by a lack of conscious intention or decision to induct the 

newcomers at team or organisational level. This approach was viewed negatively by 

participants and it appeared to engender in them feelings of uncertainty and not 

“mattering” to their team or organisation.  

The findings suggested that effective induction can play an important role in transmitting 

information on work norms and in providing  a realistic overview of the organisational 

culture. Its capacity to train, induct and socialise interns into their new organisational 

culture appears, however, limited. Accordingly, it should not be represented as a one-stop, 

single-episodic panacea for intern socialisation.  The risk of adopting such an approach is 

that it may be viewed as tokenistic by interns. In reality, interns’ social and role learning are 

primarily developed through their interactions with a range social agents, as reflected in the 

findings. 

‘No intern is an island’ Work placement is, at heart, a social experience and participants’ 

social exchanges with organisational insiders were key to both their integration and their 

role mastery, confirming much of the literature on newcomer socialisation (Bauer et al, 
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2007; Klein and Polin, 2012). The findings show that primary instrument of intern 

socialisation is located in a troika of organisational insiders, viz., supervisors, co-workers and 

intern incumbents. Overall, the findings suggest that supervisors had a direct effect on 

interns’ team morale, cohesiveness and behaviour and all three insider agents offered 

knowledge and expertise. However, there were differences in participants’ social exchanges 

with each cohort of socialisation agent. These differences centred on power distance and 

accessibility.  

The breadth of supervisors’ role meant that they had primacy in participants’ organisational 

socialisation. This was expected and was consistent with prior literature (Settoon and 

Atkins, 1997; Wanberg, 2012; Rose et al, 2014). Although each supervisor-intern dyed was 

unique, participants offered a shared view of supervisors’ roles in the socialisation process. 

In this context, participants tended to view their relationship with their supervisor as being 

more formal and power- and authority-bound than their relationships with co-workers and 

intern incumbents. To a certain extent, supervisors were viewed by participants as the 

embodiment of all that was good or bad about participants’ host organisations and this may 

have reflected the reach of their role. They were strongly associated in participants’ minds 

as being influential in the development of their “professional self”. They were viewed as 

credible and desirable sources of insider information regarding interns’ organisations and 

roles.  Effective supervisory support was also viewed by participants as covering concrete 

information on routine matters such as working hours, annual leave, dress code and phone 

etiquette.  

Supervisory feedback appeared to be highly valued by participants. Topics discussed during 

feedback sessions typically included work progress, workload, deadlines, training needs and 

problem-solving. A range of feedback models were deployed viz., formal and informal; 

frequent and infrequent; regular and sporadic; planned and sporadic; specific and general; 

in-person and by phone/email. It might have been expected that interns would experience 

negative feedback as being uncomfortable, given the popular rhetoric around the excessive 

sensitivities of the so-called ‘snowflake’ generation. However, the findings show that, 

regardless of the model or valence, participants’ construction of supervisor feedback was 

overwhelmingly positive. In particular, participants valued what they perceived to be 

specific, balanced, authentic, respectful and meaningful feedback on their role execution, 
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workplace attitudes and behaviours. Dialogue-based feedback appears to have had the 

effect of increasing participants’ performance and professional confidence and lowering 

their uncertainty levels. Conversely, participants who experience a low supervisory feedback 

orientation reported high levels of uncertainty regarding their competence and 

performance.  

Participants readily advanced explanations for observed low quality supervision. They 

included chronic unresponsiveness of their supervisor; a lack of supervisory skills and 

training; supervisors being overwhelmed by work; supervisors’ poor understanding of work 

placement as a learning experience; and involuntary or reluctant supervisors. These 

scenarios engendered a poor intern-supervisor attachment that typically gave rise to 

feelings of organisational withdrawal, demoralisation and emotional strain on the part of 

interns. This detachment experience has been termed ‘an alienated independence’ 

(Virtanen, Tynjala and Etelpelto, 2014). It could also be interpreted as being the abdication – 

intentional or unintentional – of an organisation’s responsibility for student interns’ 

learning, development and social inclusion within the organisation.  Certainly, participants 

appeared be able to differentiate between the deployment of a managed autonomy that 

supported their socialisation and professional development, and the deployment of a ‘sink 

or swim’ approach which neglected their supervisory needs. One student reported that they 

had no assigned supervisor for the duration of their placement. This resulted in her 

experiencing what could be described as a professional “statelessness”.  This had a very 

limiting effect on her task mastery but, more fundamentally, on her sense of belongingness 

in her organisation. Such scenarios represent a high risk to employers who use placement to 

leverage access to future graduates and may result in the sub-optimisation of positive 

conversion intention outcomes. 

A lack of a formal relationship code, lower power distance and, often, higher physical 

proximity meant that, for many participants, co-workers were the most obvious source of 

localised social interaction and a credible source of localised knowledge. Unlike supervisors, 

there was no evidence that co-workers had a role in interns’ assessment, feedback or 

performance-related issues and limited evidence that they played a role in the assignment 

of interns’ workload. Reflecting the literature of Morrison (1993), participants viewed co-

workers as being capable of providing the technical and organisational information required 
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for their roles. In particular, co-workers were key referents in participants’ execution of their 

daily duties. As might have been expected, their signalling of a willingness and availability to 

support interns was hugely influential on participants’ learning of the organisational and 

role ropes. Crucially, however, the findings showed that membership of their co-worker 

group unit could not be inferred as automatically conferring a sense of inclusionary comfort 

to participants. Rather, co-workers’ role in interns’ socialisation was perceived to be largely 

discretionary, requiring deliberate endeavour on their part. Accordingly, co-worker 

unwillingness or unavailability to engage with interns was shown to have dysfunctional 

consequences for interns in terms of impaired task mastery or poor socialisation within the 

group or organisation. In this regard, the findings suggested that the “ramping up” period of 

interns’ placement may sometimes be experienced as time-consuming and burdensome by 

co-workers. It is also possible that organisations placed a significant – perhaps even 

unreasonable – onus of responsibility on co-workers to ease interns’ transition into the 

organisation. There was nothing in the reports that suggested that this responsibility was 

recognised in co-workers’ performance or promotional framework. 

The role of incumbent interns as organisational referents and their adjustive influence on 

participants was not located in the literature but emerged as a strong theme in the findings. 

This may be attributable to a number of factors. There existed a very low power distance 

between participants and incumbent interns. Familiarity may have been factor, as 

incumbents had been, until very recently, in the same situation as participants and shared a 

similar experience. Incumbents displayed very high levels of accessibility to newcomer 

interns, even, in some instances, after the incumbents’ departure from their placement. It 

may have been that incumbent interns were able to more accurately gauge the needs of 

newcomer interns and were therefore better positioned to facilitate their integration. 

Certainly, participants appeared less self-conscious in testing their perceptions of their 

organisations and roles with incumbent interns than other organisational referents such as 

co-workers and supervisors.  In this context, they appeared to transmit reassurance, self-

belief, motivation and enthusiasm to participants. By playing an integral role in newcomer 

interns’ socialisation, incumbent interns may be viewed as supporting co-workers in this 

endeavour.  
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Tellingly, perhaps, some participants who did not have the opportunity to work directly with 

an incumbent intern viewed it as a missed opportunity. Some participants were part of a 

larger cohort of intern newcomers but, post-induction, had little contact with them. There 

was a recognition on the part of participants that such a network might have helped them 

to better negotiate this period of change, frame it more positively and assist with in-work 

and out-of-work socialising. The use of engagement tools such as enterprise social media 

(Sharma and Bhatnagar, 2016), in the form of a social intranet for interns, might have 

addressed this gap.  

Invited guest or intruder: Across the socialisation agency troika of supervisors, co-workers 

and incumbent interns, participants associated their attachment levels with a range of 

desirable and undesirable behaviours. Such behaviours were either witnessed or 

experienced by interns at individual, team collective and organisational levels. They included 

the extension of an inclusionary welcome or exclusionary rebuff to interns; perceived 

tendency to support or neglect interns; facilitation or inhibition of interns’ learning; positive 

encouragement or negative criticism; praise or blame behaviours. High quality attachment 

to organisational insiders was associated with access to insider knowledge, insights and 

understandings, all of which contributed to participants’ organisational sense-making and 

task mastery. Other positive outcomes related to high quality attachment were professional 

learning and confidence and feelings of belongingness, relatedness, connection, mutual 

trust and being “cared about”. Dysfunctional insider behaviours that characterised poor 

constituent attachment included workplace discourtesy, impatience, passive aggression, 

and task or social exclusion. These instances of low quality attachment to insiders were 

associated with feelings of stress, frustration, ‘apartness’, mistrust and withdrawal. 

Participants appeared to be able to make clear adjudications on such social ledger capital 

and liabilities accrued during a crucial period of their professional learning. In some cases 

this adjudication had a direct impact on their conversion intentions. 

Disposition Developing relationships with their supervisors and co-workers was recognised 

as a critical undertaking by participants and this has been established. The findings suggest 

that the process of inaugurating such relationships was, however, uncertain. There was 

recognition by interns that their own disposition played an important role in the 

relationship-building process. This appears to have been driven by interns’ need to 
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compensate for their deficient role- and organisational-knowledge and their limited social 

capital. For some interns, this came naturally and was not experienced as a challenge. For 

others, the process required them to move away from their dispositional comfort zone. This 

may have represented an additional pressure, or even barrier, for interns with introversion 

tendencies whose disposition may have limited their relationship-building and newcomer 

information-seeking strategies and, accordingly, their acquisition of both social capital and 

task mastery.  

Road to Task Mastery Task mastery was the key content domain of organisational 

socialisation of interns. Taking account of their relatively short employment timeframe, 

participants needed to quickly acquire the knowledge and understandings required to 

transition effectively into their role and accomplish their tasks with confidence and without 

assistance. Most organisations provided interns with some formal training to accelerate 

their learning. This largely focused on specific software packages and IT systems. However, 

in most instances, task mastery was achieved on-the-job.  The findings show that the 

transfer of task mastery to interns could not be assumed to be automatic during placement 

and the on-the-job approach was highly reliant on the socialisation agency troika of 

supervisors, co-workers and incumbent interns. Specifically, acquisition of task mastery 

depended on the troika’s levels of expert knowledge, training capabilities, patience, 

commitment, availability, willingness and disposition. It also required a purposeful 

perseverance, curiosity and effort on the part of participants. The findings showed that 

supervisors played a specific role in participants’ achievement of task mastery. They often 

controlled access to the equipment, training and budgetary resources necessary to achieve 

task mastery in their role. They also appeared to be exclusively responsible for assigning the 

level and nature of participants’ workload. Co-workers, on the other hand appeared to play 

a stronger role in students’ early mastery of their day-to-day duties.  

In terms of content and challenge, participants desired a mix of routine and challenging 

work. Routine work (supported by adequate training provision) was perceived as being work 

that was reasonably easy to master and execute. It was also seen by participants to have a 

confidence-building effect. The assignment by supervisors of more challenging projects and 

work were viewed positively by participants who considered them to be indicative of an 

incremental organisational trust in their abilities and performance. This had a positive effect 
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on their motivation and appeared to engender in them a deeper sense of belonging to their 

team and organisation. A theme of “involuntary idleness” emerged in the findings. This 

related to participants being assigned an insufficient workload. This led to feelings of 

boredom and uselessness. In particular, they found the effort of affecting a pretence of 

busyness in the absence of any assigned work as being stressful and detrimental to their 

socialisation.  

Failure is an inevitable part of working life but the findings showed wide differences in 

organisations’ attitudes to learning from failure. For some organisations, failure existed 

alongside learning, encouragement to try again and even innovation. In such organisations, 

participants appeared to be able to differentiate between preventable failure caused by 

inattention, and failure arising from task or process complexity. A participant in a research 

organisation experienced a very positive attitude to failure. This may have been linked to an 

organisational culture that viewed failure as an integral and necessary part of the 

exploratory or experimentation process.  For other organisations, failure was perceived by 

participants to be accompanied by fault-finding or assignment of blame, even in instances 

where a lack of training may have been the cause of error. Organisations’ dominant attitude 

to failure appeared to have a strong influence on participants’ engagement with task 

mastery and the development of their professional confidence. In this context, an open and 

learning- and solution-orientation to failure was experienced by participants as being 

enabling whilst a blame culture was shown to have discouraging and stifling effects on their 

development and integration. 

Opportunities to evidence their task mastery were highly valued by participants. Such 

opportunities included making presentations to senior management, representing their 

organisation to external stakeholders and clients, and attending higher level meetings. A 

turning point for many participants was the point at which they were sought out for advice 

by organisational insiders. Likewise, some participants had the experience of training in 

“newer” organisational entrants viz., temporary workers and new interns. This role-flipping, 

from outsider to insider, new recruit to trainer, and learner to peer educator, was 

experienced as very affirming for participants. Moreover, it could be interpreted as evidence 

par excellence of insider status and belongingness. It also developed in interns a new skills 

set.  
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Walking the Talk with Values Given the centrality of millennials’ values in popular and 

scholarly discourse, it was expected that participants would be able to articulate the values 

of their organisations with relative ease. The iteration of values, mission and vision 

statement is used by organisations to influence perceptions of newcomers (Lundberg and 

Young, 1997). The failure of participants to mention their organisations’ published values, 

vision or mission statement may have been suggestive of a low level of interest in their 

organisations’ formally espoused value sets. Alternatively, the findings may indicate that 

participants viewed corporately espoused values as an abstract, intangible, ‘fuzzy’ concept. 

Another explanation for this finding is that student interns had to overcome significant 

upheaval, sensory overload and a range of work-related and social challenges in a 

condensed period of time and did not have the time to invest in reflecting on and making 

sense of corporate values. It is also possible that their view of their placement was short-

term and utilitarian and driven by a concern for expediency. Accordingly, corporately 

espoused values held little relevance for them. 

Interestingly, however, when asked to speak about what mattered to their organisations, a 

diversity of value concepts emerged. Almost all were inferred through the informal channel 

of behaviour but some were highlighted in participants’ inductions. They included the values 

of wealth generation, multinational-but-still-a-family-firm, cut-throat, ‘the future is king’, 

‘get the product out’, ‘get the money in’, ‘wow the customer’, ‘people matter’, innovation, 

discovery, ‘zero defects’, ‘be cool and different’, ‘risk is good’.  Though they did not term it 

as such, some participants perceived high congruence between the values of their team or 

organisation and the enactment of those values in the form of on-the-ground behaviours. 

The findings suggest that such value compatibility had the effect of participants identifying 

with the purpose of the organisations and feeling more fulfilled as workers. This is 

consistent with the prior literature (Leung, 2013, Ng and Feldman, 2008). 

Conversely, other participants perceived a dissonance between the values sets of their 

organisations and teams and the individual values of their supervisors and co-workers. In 

reality, what mattered to participants were the values of the on-the-ground management. 

They were perceived by participants to drive the decisions, actions and behaviours of their 

work unit. With the exception of one student, participants’ responses to perceived value 

dichotomy were mild and ranged from cynicism to amusement and pragmatism. This was 
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inconsistent with the literature which has found a significant negative relationship between 

value incongruence and retention, organisational commitment and performance (Gardner 

and Cennamo, 2008).    

Participants spoke fluently about values when applying the lens of observable behaviours to 

same. The findings indicated a significant relationship between the values, supervisor and 

co-worker dimensions of interns’ socialisation. Although participants struggled to articulate 

their personal value sets, it was clear from the findings that participants had individual 

outcomes which they desired. Some participants mentioned instrumental values i.e. 

preferred modes of behaviour to achieve organisational goals. These included patience, 

honesty and respect. Others mentioned end-state goals such as equality, happiness and 

work-life balance. Extrinsic values such as career profession were also mentioned. 

Interestingly, instrumental values appeared to have a significantly stronger influence on 

participants’ feelings of belongingness to their organisation and their intention to remain 

than extrinsic or end-state goal values.  Participants reacted very strongly to what they 

perceived to be negative mind-sets and behaviours required to deliver on their 

organisations’ goals e.g. rudeness, cut-throat behaviour, lack of concern for individuals, lack 

of work-life balance. 

Similar to values, the literature suggests that history, rituals, rites and ceremonies can 

define organisational culture and engage organisational members around the priorities, 

purpose and goals of their organisation. This was a largely unsupported by the findings. In 

respect of their organisations’ histories, the extent of most participants’ knowledge was 

motivated by the requirement to write the organisational history section of their work 

placement report. There was little sense of the “shadow of the leader or founder” in any 

participants’ accounts though some induction programmes featured a slide on the 

provenance and growth of the host organisation. There was very little evidence that 

participants identified with, or assigned anything beyond a superficial meaning to, their 

organisations’ history or back story. An explanation for this may be located in the 

information and sensory overload experienced by intern newcomer during placement..  

With the exception of one student, all students experienced rituals, rites and ceremonies 

during their placement. Overall there was little evidence that ritual, rites and celebrations 



165 
 

were thoughtfully designed and nurtured with the intention of instilling a sense of shared 

purpose. Neither was there any evidence that they would spark desirable behaviours, 

including increased employee connectedness to the organisation. There was also little sense 

that participants perceived them to an expression of their organisations’ cultures and values 

or that they were identity-building for the team.  This finding was in contradiction with the 

literature. The most common celebration was that of personal milestones which were 

positively, though benignly, received by participants. The most effective lever of intern 

socialisation appeared to be team building events. Participants’ deeper treatment of the 

activity beyond a surface description of its content may be attributable to a number of 

factors viz., the formal, structured nature of the events; the fact that the events were likely 

to have been enacted and funded by a higher level in the organisation. It is also possible 

that they may have been “billed” implicitly as team-building events, though this was not 

reported. Surprisingly perhaps, with the exception of one student, no welcome rituals were 

enacted for intern newcomers e.g. an assigned buddy to take them out to lunch or being the 

focus of a huddle on their first day. There also was no mention of rituals that might have 

been particularly helpful in socialising newcomers and building their professional identities. 

Far more impactful on participants’ organisational socialisation was the role of critical 

incidents.  This emerged as an interesting sub-theme. Participants reported on interactional 

moments that they perceived made an impression, often an enduring one, of their 

organisation. Their interpretations of such events were variously positively- or negatively-

loaded. This reflects the literature of regular organisational newcomers (Denzin, 1989; 

Lundberg and Young, 1997). Events that were interpreted as acknowledging participants 

and their roles were highlighted. Many of them elicited an emotional response from 

participants. Meeting with senior management from the organisation was experienced as an 

exciting event which was perceived by participants as a powerful signal that they mattered 

at the highest levels of the organisation. Communications from senior members of the 

organisation (emails, LinkedIn messages or tweets) were also perceived to convey messages 

of inclusion, supportiveness and appreciation. Negative messaging arising from critical 

events was focused on poor communication, not caring, low trust and politics-at-play. The 

findings underscore the fact that socialisation of interns is on-going and occurs within and 

outside of an organisation’s purposeful induction programme. Unintended events seem to 
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have had a very powerful impact on interns’ integration into the organisation. They may 

have  driven  interns to reframe, positively or negatively their impression of their 

organisation. Crucially, the relatively short duration of placement may mean that there is 

insufficient time to allow interns recover from the detrimental effects of negative critical 

events. 

Intention Work placement offers employers the opportunity to support individual interns’ in 

adjusting to their new environment, redefining themselves in their new role, becoming 

accepted by a range of organisational insiders, finding their place in a new social system and 

making a determination on the attractiveness of their organisation as a graduate employer. 

The findings were highly suggestive of a positive relationship between perceived high 

quality socialisation and successful intention outcomes. Accordingly, employers who have a 

strategic interest in leveraging work placement to identify and nurture potential graduate 

recruits need to understand the complex and multidimensional mosaic of constructs that 

underpin student intern socialisation. These include induction, supervisor, co-workers, 

intern incumbents, values, task mastery, and critical events. They also need to understand 

organisational socialisation as reflecting a range of interrelationships between these 

constructs. From the findings, these relationships appear, in turn, to be underpinned by 

participants’ feelings of feeling welcomed, reassured, mattering and belonging within their 

organisation.  

Summary The organisational socialisation journey from student outsider to professional 

insiders was reflected in a complex, multidimensional process. The discussion highlighted 

the important role that induction played in socialisation but also pointed to its limitations. A 

troika of three socialisation agents occupied a central role in interns’ socialisation into the 

organisation. They were supervisor, co-workers and incumbent interns. All three agents 

played different but important roles in interns’ acquisition of task mastery, underscoring 

important relationships between the different dimensions of socialisation. There were 

significant overlaps and dependencies between the values dimension of socialisation and 

those of supervisor, co-worker and incumbent intern. Values were difficult for participants 

to access. When prompted, they interpreted organisational and team values largely through 

the lens of organisational insider behaviour. In this context, the messages conveyed by 

behaviour in critical events were particularly salient. The relationship between the 
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history/rituals dimension and the other dimensions of socialisation was weak. This may be 

attributable to the fact that interns had to make sense of and accomplish much in order to 

prevail within a relatively short period of time. In this context, they may have viewed history 

and rituals as benevolent bolt-ons as opposed to purposeful, integral instruments of 

socialisation. Finally, and compellingly, the findings pointed to a relationship between 

student interns’ organisational socialisation and their conversion intentions. The next 

chapter will focus on the integration of the quantitative and qualitative findings. 
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8. INTEGRATION OF FINDINGS 

 

The purpose of this study was to advance the understanding of intern socialisation by 

examining two research questions: (i) How do student interns experience organisational 

socialisation during work placement (ii) Is there a relationship between interns’ socialisation 

and their conversions? To explore these research questions, two strands of research were 

undertaken, one quantitative and one qualitative. The findings of both strands have already 

been discussed separately. The quantitative phase identified and measured the relationship 

between socialisation and conversion intention. It also identified and measured 

relationships between the five dimensions of socialisation under review. The perspective-

based qualitative findings served to illuminate the qualitative findings and forced the 

emergence of new themes. The integrated findings were characterised by high levels of 

consistency and corroboration. The findings also reflected the well-documented individual 

strengths of both approaches.  

The first research question was core to the research and was concerned with the 

relationship between interns’ organisational socialisation and their conversion intentions. 

The quantitative study yielded evidence that participants’ perception of their organisational 

socialisation was indeed highly correlated with their conversion intentions. This was 

supported by the qualitative findings which suggested that higher engagement with the 

dimensions of socialisation were highly and positively associated with a higher propensity to 

form a positive conversion intention or, alternatively, an intention to ‘boomerang’.   

Criticism of qualitative research sometimes focuses on the imprecision of the generated 

data. However, there was little evidence of ambivalence in participants’ narration of their 

conversion intentions. In this context, their responses were unequivocal around the 

likelihood of their returning to their host employer post-graduation.  

Interestingly, some participants spontaneously associated their intention outcomes with a 

specific dimension of their socialisation experience, including their co-workers, supervisors 

and values (ethos and culture). This was consistent with the quantitative findings which also 

identified significant correlations between the individual dimensions of supervisor, co-
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workers and values and intention. Certainly, these convergent findings appear to establish 

the primacy of the dimensions of supervisor, co-worker and values in the formation of 

conversion intentions. High task mastery was not found by the quantitative or qualitative 

research to be directly correlated with high intention to return to the employer. This was a 

somewhat surprising finding as successful execution of their role was associated in 

participants’ accounts with increased confidence, professional identity and successful 

transition. An interesting interpretation of this finding might be that some participants, 

having achieved the required functional proficiency, felt under-challenged in their role. This 

may have had a diminishing effect on their motivation to convert to a full time graduate 

role. This hypothesis could be tested in future research.  

The development of a model to predict interns’ conversion intention was of interest to this 

study. The findings of both the qualitative and quantitative research indicated that the 

process of socialisation is complex and multidimensional. The qualitative findings further 

suggested that socialisation may also be affected by intervening factors of context, 

disposition, expectations, beliefs, environment, available social referents and individual 

interpretation. Such complexity was expected to complicate the development of a model to 

predict participants’ behaviours around conversion intention. However, using forward 

selection, the quantitative research made it possible to develop such a model and the 

qualitative findings provided some context for same.  
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Figure 3: Predictive Model of Conversion Intention  

 

Whilst the model cannot predict intern conversion intentions with absolute certainty, it 

serves as an important guide to employers who are interested in developing a deeper 

understanding of the relationship between organisational socialisation and conversion 

intentions. As seen in Figure 3, the dominance of the “belonging” factor, which accounted 

for more than 50% of the model’s predictability, is of particular interest. It appeared to 

underscore the pervasive underlying leitmotif of belongingness/mattering across 
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participants’ narratives. Four of the selected factors are arguably concrete viz., performance 

feedback, understanding of work group/organisational and history, understanding of 

organisational goals, and invitations to participate in social activities. In relation to the 

factors of a feeling of a sense of belonging to the organisation, a belief of fitting in well 

during placement, and feeling of being a good representative of the organisation, they may 

present a challenge for employers. Specifically, these factors, whilst conceptually accessible, 

are less clear in terms of their on-the-ground operationalization. However, the quantitative 

findings had the potential to illuminate of some of these challenges as they were concerned 

with understanding how participants experienced the phenomenon of socialisation. Put 

simply, the qualitative findings gave guidance around what belonging, fitting in, and being a 

good representative might “look like”.  

An understanding of student interns’ experience of organisational socialisation was one of 

the two foci of the study. The findings of both the quantitative and qualitative strands 

established that socialisation during work placement is best understood as a complex, 

multidimensional process, characterised by multiple relationships. The quantitative research 

identified measureable relationships and dependencies across the dimensions of supervisor, 

co-workers, values, task mastery and history/rituals. The qualitative data provided a 

‘thickness’ and specifically identified incumbent interns as a sixth dimension of intern 

socialisation. Intervening factors that affected socialisation were also revealed by the 

qualitative data. They were induction, participants’ disposition and critical events. Across 

the narratives, the leitmotifs of welcoming, reassurance/security and belonging/mattering 

appeared to capture conceptually interns’ fundamental socialisation needs. These largely 

complemented the predictive model.  

The socialisation troika of supervisor, co-workers and incumbent interns emerged forcefully. 

All three were viewed very credible social referents and key to interns’ achievement of 

professional and situational identity and mastery of their role. High quality supervisory 

support was recognised by participants as impacting favourably on their socialisation, 

engendering in them feelings of security, reassurance, contribution and belonging. 

Specifically, a perception of being recognised, acknowledged, praised and listened to by 

their supervisors appeared to be of fundamental importance to participants. A very high 

correlation between supervisor and values was established by the quantitative study. This 
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was supported by the qualitative findings, which suggested that participants viewed their 

organisational value sets largely through the behaviour and practices of organisational 

insiders. Supervisors were highly  related to task mastery in the quantitative findings and 

this was also reflected in the interview findings, with supervisors found to be closely 

associated with assigning routine work and special projects; clarifying interns’ roles; 

providing feedback on performance and allocating the training, tools and resources 

necessary for task mastery.  

The quantitative findings showed that co-workers were equally strongly correlated with 

values, suggesting that supervisors and co-workers act as key value stewards during interns’ 

socialisation. This is supported by the qualitative data findings which further suggested that 

the observable and enduring behaviour patterns of supervisors and co-workers were far 

more influential than induction in conveying the enacted values of interns’ work unit or 

organisation. The data findings also indicated that being personally known by, noticed by, 

validated by, or sought out for advice by their co-workers contributed significantly to 

participants’ sense of organisational socialisation and belonging. Conversely, being 

marginalised or ignored by their co-workers or supervisors was experienced as being very 

detrimental.  

The quantitative findings showed that supervisors and co-workers were closely associated 

with interns’ acquisition of task mastery. Interestingly, the quantitative research found that 

supervisors played a more important role in task mastery. This contradicted the qualitative 

findings which suggested that co-workers were a more available source of localised task 

learning than supervisors. An explanation for the perceived primacy of the supervisor in task 

mastery might lie in the perceived breadth and role of the supervisor across the domains of 

training, task assignment, feedback and performance appraisal. Not present in the 

quantitative findings but particularly striking across the narratives, however, was the role of 

incumbent interns in task mastery. The probable reasons for same were advanced in the last 

chapter and included low power distance, familiarity and accessibility. This would be an 

interesting topic for further research. Emphasising the pervasiveness of the values 

dimension of intern socialisation, task mastery was shown in the quantitative findings to be 

significantly correlated to values. This was not directly supported by the interviews. 

However, the finding might be explained by the roles of supervisors and co-workers as 
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carriers of their organisations’ value systems and their attendant roles as influencers of task 

mastery.  

The quantitative findings suggested that history, rites, ceremonies and rituals played a role 

in interns’ socialisation and, that they were significantly correlated with supervisor, values 

and task mastery. This might be suggestive of a participant view of history/rituals as being 

symbolic of organisational culture or team bonding, for example. However, this finding was 

contradicted by the interview findings. These found that participants’ engagement with the 

history of their organisation was, in fact, overwhelmingly driven by the requirement to write 

about it in their placement report. Given interns’ emphatically utilitarian engagement with 

the organisation’s history, it is difficult to explain the quantitative finding.  Likewise, 

participants’ engagement with rituals was largely passive and benign, and there was no 

evidence that the organisation purposefully deployed rituals to promote or perpetuate 

values, priorities or behaviours. Rather, participants appeared to respond to authentic 

camaraderie which may have arisen during rituals and celebrations but was not necessarily 

seen as an outcome of them. Facilely put, the effects of not sitting with the team or not 

receiving appropriate feedback, appeared to far outweigh the pleasure of cake-sharing. 

The seminality of the first day, days and weeks of placement emerged very strongly in the 

qualitative findings and was associated with the formation of enduring impressions of the 

supervisor, team and organisation. In terms of early missteps, there was some evidence of 

poor structure, poor planning and a general thoughtlessness around interns’ arrival at and 

early initiation into their organisations and role. These were associated with engagement 

failure, increased anxiety and insecurity and a poor sense of being welcomed and expected. 

Conversely, a systematic, tailored and structured approach to participants’ arrival and 

initiation had the effect of fostering feelings of being welcomed, security and mattering. The 

role of effective induction also featured strongly. The most effective inductions were 

characterised by a tailored approach that addressed the outcomes and issues of most 

concerns to student interns, as opposed to regular organisational newcomers.  Highly 

valued were practical organisational information, a focus on interns’ specific role and the 

involvement of their team.  
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As discussed in Chapter 6, the theme of disposition emerged in the study, with the finding 

that interns’ disposition – introverted or extroverted – may have had an effect on their 

socialisation. This may have been in terms of their information seeking strategies or their 

social interactions with their supervisors and co-workers.  Interestingly, all of the 

participants worked in open-plan office environments which tend to best serve an extrovert 

disposition. However, disposition should never act as a barrier to effective socialisation.  

Notwithstanding the scholarly and popular discourse around the use of work placement as 

“pre-cruitment” strategy, the findings suggested that very few organisations deployed a 

purposeful conversion strategy. This was very unexpected. Even more surprising was the 

high number of interns reporting that they had never had a conversation with their 

supervisors or HR representative regarding future graduate opportunities. This lack of overt, 

explicit linkage between work placement and graduate recruitment is difficult to explain and 

suggestive of a very weakly co-ordinated approach to conversion. As one participant put it, 

“Where is the logic in that? Surely you can put those two pieces together”? The t-tests also 

suggested that programme of study and academic performance may have an influence on 

the formation of conversion intentions. Three intention outcomes were identified viz., 

intention to work with their organisation directly after graduation (‘remain’), intention to 

‘boomerang’ i.e. work with the organisation in the future but not directly after graduation 

and intention not to return to work with the organisation (‘quit’). 

The integrated findings reinforced the high complexity, multi-actor nature, contingency and 

subjectivity of phenomena of intern socialisation and conversion intention. They also 

identified a range of best practices. However, with the exception of one organisation, there 

was very sparse evidence of a coherent, coordinated approach to both phenomena. Some 

organisations had an overreliance on induction as a single recognised instrument of 

socialisation and others appeared to rely on osmosis to deliver socialisation outcomes to 

interns. For organisations, they highlighted the utility of investing in a strategic methodology 

to optimise successful socialisation and conversion. Based on the integrated findings, a 

model of the process of intern socialisation and conversion was developed. This is captured 

in Figure 4.  
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Figure 4: Intention Formation 
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9. RECOMMENDATIONS 

 

The integrated findings demonstrate that the socialisation of interns matters. It matters 

because it has a direct impact on the quality of adjustment achieved by interns during their 

temporary membership of their work organisation. It matters because interns’ social and 

role-related adjustment has been shown to have a formative effect on their intention to 

return to work with their organisation after graduation. Reflecting the focus of this study, it 

matters because conversion of interns can be viewed as a critical business outcome for 

organisations. For organisations, therefore, having a comprehensive understanding of 

interns’ experience of the socialisation process is of significant importance, as such an 

understanding may play a role in optimising successful conversion outcomes. The corollary 

also holds. In this context, having an inadequate understanding of the process may result in 

intern newcomers feeling like strangers on the periphery of their organisation and, 

accordingly, may result in the sub-optimisation of desirable conversion outcomes for the 

organisation.  

The findings have a range of implications for organisations that are interested in using 

placement to identify and retain future graduate talent. The strategic deployment of 

placement demands that employers achieve a deep appreciation of interns’ journey from 

organisational outsider to fully-functioning professional insider. Their approach to intern 

socialisation must not be one of passive, “go with the flow”  complacency. Rather, it should 

represent a purposeful, systematic, targeted, tailored system of new intern support and 

signposting. For many organisations, the prioritisation of (a) intern socialisation as a critical 

business process and (b) intern conversion as a critical business outcome, will require a 

deliberate, fundamental inflection of organisational practices. The salience of the initial days 

of organisational entry must be addressed. Organisations should also denominate, 

understand and formally recognise the three major social exchange relationships on which 

successful intern socialisation is reliant viz., supervisor, co-worker and student intern 

incumbent. They need to take account of student interns’ needs for clarity, understanding 
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and reassurance around their role, job requirements, organisational expectations, 

professional and identity development, and interns’ sense of contribution to the 

organisation. They need to invest in developing a formal process that ensures that future 

opportunities are explicitly, implicitly and regularly highlighted to interns.  

This study shows that there is a significant organisational risk attached to underestimating 

the power of socialisation.  It does not, however, underestimate the challenges involved in 

the development of an effective model of intern socialisation. For many employers, it may 

be a time-consuming and demanding activity for the organisation and its members. It may 

require them to balance the, often, conflicting demands of their regular business activities 

and intern socialisation. It may also necessitate the reallocation of existing and stretched 

resources. Organisational insiders may experience challenges in alternating between their 

regular roles and their role of intern educator. The “fuzziness”, intangibility, complexity and 

subjectivity intrinsic to the intern socialisation experience, as revealed in the study, may 

make it difficult for organisations to track and measure it. Crucially, the current lack of 

concrete and prescriptive expression of intern socialisation in discourse and practice, may 

present challenges to employers in their attempts to operationalize it. For these reasons, it 

may be tempting for employers to conceptualise interns’ socialisation as an attractive but 

optional extra, perhaps achievable thorough osmosis, or as an unnecessary drain on limited 

resources. However, if organisations wish to leverage work placement as an instrument of 

selection, they should be aware that the development and deployment of an effective 

intern socialisation process is highly related to and predictive of positive conversion 

intentions. For this reason, the starting point for employers should be an acceptance of the 

realities just outlined and a recognition that failure to plan for successful socialisation is 

risky for the organisation. The next section sets out a number of key recommendations that 

will serve to foster interns’ sense of welcome, belongingness, reassurance and mattering; 

inform the design of work placements that enhance successful conversion outcomes; and 

support organisations in formally integrating work placements into their graduate 

recruitment and selection process. 

Before they start  
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Socialisation of the intern begins prior to their entry into the organisation. Organisations 

should consider the following: 

 A single organisational lead (preferably a supervisor) should be assigned 

responsibility for the co-ordination and deployment of the intern’s socialisation 

programme. 

 The intern should be contacted to confirm working hours, dress code, parking 

arrangements etc.  

 All organisational members involved in the intern’s placement should be made 

aware of the socialisation programme’s aims, including, where relevant, conversion.  

  Organisational members’ specific roles and responsibilities in relation to the intern 

should be clearly set out.  

 The intern should be assigned a workstation within their team unit. Their email, log-

in and password should be set up and their names added to relevant mailing lists. A 

bio of the intern should be circulated to the team (and, where appropriate, the wider 

organisation) outlining briefly their academic background, their skills set, their 

training requirements and the content and duration of their placement.  

 The intern should be invited to call in to meet the team in advance of their start 

date. 

 

Welcome, bienvenu, failte18  

The first few days of interns’ placement are salient in terms of the formation of enduring 

impressions. Newcomer interns’ heightened alertness means that initial signalling can be 

very powerful. The following practices are recommended to heighten interns’ feelings of 

welcome and belongingness.  

 An intern welcome pack should be provided. This should outline the intern’s role 

within the unit, the names and roles of their co-workers and a time-lined 

development framework for their placement.  

                                                           
18

 French and Irish words for welcom 
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 A team member should be formally assigned the role of providing support to the 

intern in navigating their transition into their team, role and organisation.  

 A ‘welcome’ coffee, lunch or huddle with the team should be organised. 

 Crucially, the intern’s first day should be planned around the presence and 

availability of all relevant insiders.  

Induction  

 A tailored induction should be designed to reflect the specific needs of newcomer 

interns.  

 The design team should include representation from senior management, HR, 

supervisors and co-workers. Ideally, the team should be familiar with the predictive 

model presented here and this should guide the design of the programme.  

 Induction should cover practical information on e.g. working hours, overtime policy, 

leave entitlements, employee support services.  

 It should address, explicitly, interns’ uncertainty and anxiety around knowledge 

deficit and social acceptance. Interns should be reassured that such feelings are 

typical and to be expected.  

 The induction should also provide reassurance to interns that the organisation 

recognises placements as a learning experience and that failure and errors are 

unavoidable and represent an integral part of learning.  

 The challenges of steep learning curves, team-work, fast-paced environments, and 

work-related pressures, stresses and disappointments should be raised directly, 

along with advice on how to deal with such challenges.  

 The induction should emphasise the importance of proactive information-seeking 

strategies and the organisation’s openness to same.  

 Role-specific learning should be a key element of induction. This should normally 

take place in the team environment.  

Socialisation Agents 

Supervisors and co-workers are critical to interns’ socialisation and to the development of 

their senses of welcome, security, belonging and mattering. The risks to the organisation of 
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adopting an ad-hoc approach to social exchange relationships are very high. Organisational 

members should therefore be encouraged to view socialisation as an integral component of 

graduate recruitment and selection.  In developing a model of intern socialisation, it is 

recommended that following be considered:  

 The selection of available, appropriately-skilled supervisors should be assigned 

priority by the organisation.  

 Preference should be given to supervisors who have evidenced mentoring 

capabilities and high levels of self-awareness and awareness of colleagues.  

 To reinforce the importance of their role in socialising intern neophytes, all intern 

supervisors should be provided with appropriate training. 

 The supervisor should have clear understanding that placement is both a learning 

experience and a conduit to future graduate talent.  

 The organisation should ensure that the intern has early and consistent interaction 

with their assigned supervisor.  

 The supervisor should clearly communicate the intern’s role and expectations.  

 The supervisor should provide the intern with clear structure, timelines and 

desirable outcomes. They should also make provision for the intern’s on-going 

training requirements.  

 A clear mechanism for regular, constructive and evidence-based feedback should be 

established and this should be rolled out during the intern’s first week.  

 The supervisor should assign the intern a mix of routine tasks and special projects.  

 The team’s and intern’s workloads should be managed so that the intern does not 

normally experience periods of having too little work to do.   

 Where possible, developmental opportunities outside of the precise definition of 

their role should be made available to the intern. Suggestions include attendance at 

senior meetings, conferences, professional networking events.   

 The supervisor should facilitate the intern’s exposure to the wider organisation.  

 The additional time and resources invested by the supervisor in the up-skilling and 

adjustment of the newcomer intern may be significant. This should be formally 

recognised in the organisation’s performance framework.  
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 In addition to the supervisor, it is recommended that the organisation formally 

assign, to a specific team member, responsibility for the role of ‘buddying’ the 

intern. This will address some of the risks attendant to an over-reliance on co-worker 

goodwill, disposition and availability in relation to interns’ effective socialisation.  

 ‘New employee assistance’ or mentoring training should be provided to the assigned 

co-worker 

 Responsibility for the ‘buddy’/educator role should be reflected in the performance 

framework of the assigned co-worker. 

 The importance of the developmental value of work placement should be 

communicated and emphasised to co-workers.  

 Where possible, the organisation should plan a minimum of a two-week overlap with 

incumbent interns.  

 Where interns are placed within different units, the organisation should introduce a 

social enterprise solution to allow them to remain in contact with and support each 

other throughout their placement. 

 Reviews of the intern’s performance should take explicit account of their potential as 

a future graduate recruit.  

Rituals  

 Specific rituals, traditions, rites and ceremonies should be enacted to support 

interns’ social integration and the building of their professional identities.  

 There should be a focus on rituals that promote a culture of learning e.g. a custom 

whereby, on completion of projects, a discussion takes place on what worked well 

and opportunities for improvement.  

 A formal ritual around the internal cascading of learning might also be considered by 

the organisation. This would allow team members, including interns, to share their 

skills and talents.  

 Team huddles, that specifically include interns, may also represent a very effective 

way attuning interns to the priorities, activities and timelines of the team and 

organisation.  

 A formal ritual whereby interns meet with graduate trainees should be enacted. 



182 
 

 

Disposition 

 A proactive disposition has been shown to be associated with positive socialisation 

outcomes. However, in order to maximise their potential graduate talent pool, 

organisational socialisation efforts should service the full gamut of intern disposition. This 

means that all members are aware that interns of introvert and extrovert disposition can 

make a positive contribution to the organisation as interns and graduates. Members should 

be aware of the challenges that introvert interns may sometimes face in enacting proactive 

information seeking behaviours, and building social networks, in order to prevail in their 

roles and organisations which the condensed timeframe of placement.  Aligned to this, it is 

recommended that the organisation consciously adopt an overtly open approach the 

inclusion of all interns.  

Future Talent Pipeline 

 Organisational members should be encouraged to consider work placements as an integral 

and formally recognised instrument of graduate selection. Aligned to this, the workplace 

should be viewed as a graduate recruitment selection setting. As an integral part of their 

socialisation efforts, organisations should promote future graduate opportunities to interns.  

 The approach to intern conversion should be systematic and co-ordinated with clear 

handovers between insiders involved viz., HR, supervisors, co-workers and senior 

management.  

 An organisation-wide workshop should be organised to present and explain the 

rationale, utility and applicability of intern socialisation as a predictor of conversion 

intention.  

 If appropriate, provisional offers of graduate roles should be made to interns.  

 Otherwise, post-placement contact should be maintained with interns via social 

media in order to advise them of graduate recruitment developments.  

 Consider allowing former interns to automatically by-pass the first stage of the 

organisation’s graduate recruitment process. 
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 The organisation should be aware of the importance of recognising future capability 

developmental potential of interns, rather than simply focusing on interns’ existing 

skills arsenal.  

The horse’s mouth 

 Student interns represent a source of readily available, empirical feedback to the 

organisation.  

 The organisation should systematically offer all interns the opportunity to provide 

feedback, positive and negative, on their experience of socialisation and their 

conversion intentions.  

 This use of exit interview feedback as a formal tool is recommended as it may 

reinforce a sense of “mattering” in interns and may enable organisations to be more 

agile in their process improvement efforts.  

 The organisation should be aware of the ‘zeal of the convert’ effect. In this context, 

interns who perceive that they have had a positive experience of their placement 

may share this with their peers. The converse may also be true.  
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10. CONCLUSIONS 

 

As the title of the study suggests, it takes two to tango. Work placement represents a 

significant investment of resources on the part of both organisation and the student intern. 

It is argued that its specific use as an instrument of pre-cruitment allows employers to gain a 

realistic picture of interns’ performance, productivity and fit. Simultaneously, it creates 

utility for students by affording them the opportunity to evaluate their placement 

organisation in an extended, real-life setting and to adjudicate on their organisation’s 

attractiveness as a potential graduate employer.   

This mixed methods study focuses on student interns’ journey from neophyte organisational 

outsider to proficient organisational insider. In doing so, it offers valuable insights into how 

interns, in their entry to the world of work, must negotiate significant change and 

ambiguity. By definition, their placement involves a switch in interns’ zone of interaction i.e. 

from the classroom to the workplace. It also requires them to make sense of a new social 

system; wide-ranging changes in organisational norms, rules, demands and drumbeats; and 

a transition to new systems of assessment and support. From the findings, student interns’ 

experience of organisational socialisation emerges as intrinsically complex, multi-

dimensional and uncertain. At the same time, the study highlights the important role that 

the adjustment process plays in enabling intern newcomers’ social membership of their 

work organisation and in facilitating their achievement of functional professional 

competence. Specifically, it shows that effective socialisation can mitigate their feelings of 

uncertainty, anxiety, apartness and irrelevance. Crucially, it can engender in interns a sense 

of welcome, reassurance, security, belonging and mattering.  

The quantitative strand of the study measured interns’ socialisation across a range of 

dimensions and their conversion intentions. It also allowed for the development of a model 

that may be used to predict interns’ conversion intentions. The qualitative strand allowed 

for the development of a deeper understanding of interns’ experience but also facilitated 

the emergence of additional sub-themes. The integrated findings are characterised by high 

levels of corroboration, with both strands indicating that, leveraged effectively, socialisation 
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can be a powerful tool in successful conversion efforts. Specifically, organisations’ 

management or mismanagement of their interns’ socialisation has a direct influence on 

interns’ conversion intentions. The study acknowledges the fact that, while intern 

socialisation may be accessible to employers as a concept, its operationalization presents 

many challenges.  Employers may also take much for granted in the socialisation of interns. 

This is notwithstanding the proliferation of work placement and its increased use as an 

instrument of graduate recruitment and selection. Accordingly, the study calls for 

organisations to develop a tailored, integrated, systematic and purposeful approach to both 

interns’ socialisation needs and organisations’ conversion targets. To guide organisations in 

their intern socialisation efforts, the study presents a framework of recommendations. 

Organisations that can attract and retain a sustainable graduate talent base are more likely 

to prevail. Conversely, those that struggle to do so are vulnerable. The study emphatically 

shows that work placement has the potential to be used by organisations to position 

themselves positively in an increasingly competitive graduate recruitment market. Crucial to 

the achievement of such competitive advantage are the conceptualisation of work 

placement as an integral instrument of recruitment and selection, and the re-imagining of 

intern socialisation as a strategic enabler of successful intern conversions. This research 

comes at a critical time for employers who regularly lament the difficulties in accessing and 

identifying graduate recruits of an appropriate calibre and fit. The appropriateness and 

fitness of their intern socialisation programme should be a key focus for such organisations 

as this study has shown it to be fundamental to successful conversion intention outcomes.  

Contribution to Knowledge 

This study examines student interns’ experience of organisational socialisation, and the 

relationship between interns’ socialisation and their intention to work with their host 

employer after graduation. It makes a number of important contributions to theoretical, 

empirical and practice knowledge. They are discussed here. 

Interns as a distinct cohort of organisational newcomer: There is an abundance of scholarly 

literature that focuses on the socialisation of regular organisational newcomers. Much of 

the discourse is theoretically framed around the newcomer’s journey from organisational 

outsider to fully-functioning and integrated organisational insider (Saks and Gruman, 2018; 
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Wanberg, 2012; Bauer, Erdogan, Truxillo and Tucker, 2007), with researchers applying their 

lenses to the process, content and outcomes of organisational socialisation (Ozdemira and 

ergun, 2015; Chao, 2012; Schein, 1980). Across the literature, however, a paucity of 

research on the socialisation of student interns is evident. This study reveals a number of 

parallels between student interns’ experience of organisational socialisation and that of 

regular organisational newcomers e.g. negotiation of uncertainty, ambiguity and discomfort 

(Joksaari & Nurmi, 2009). It also sheds light on the differences between the cohorts. Such 

differences may arise from the fact that interns’ tenure is significantly shorter than that of 

regular organisational newcomers and that their socialisation into their organisation must 

be achieved within a condensed timeframe. Some of the differences include the dominance 

of the socialisation troika of intern incumbent, co-worker and supervisor and the 

underpinning of the experience by the key senses of belongingness, mattering and 

reassurance. The study suggests that interns are better understood as a different group of 

newcomers, with a range of different needs and expectations. It therefore extends our 

knowledge of organisational newcomers by conceptualising intern newcomers as a 

distinctive and important cohort of newcomer. It also extends the reach of organisational 

socialisation theory into a new context i.e. the work placement setting. 

Establishment of a relationship between intern organisational socialisation and 

conversion intentions:  Corporate literature and employer behaviours indicate that work 

placement is increasingly being deployed as a means to attract and nurture future graduate 

talent (High Fliers, 2018; KPMG, 2019), with conversion rates of interns to new graduates 

reported as being as high as 61.9% in the US context (NACE, 2016). Scholarly literature 

around work placement’s role in graduate recruitment and selection is, however, rather 

sparse. This reflects a more general lack of theoretically-based studies in work placement 

(Bartkus and Higgs, 2011). A small number of US and China-based studies provide evidence 

of a link between conversion intention and the constructs of intern-supervisor relationship, 

intern organisational commitment and intern job satisfaction (Rose, 2013; Hurst et al, 2012; 

Zhao and Liden, 2010).  There is also a literature base which identifies a link between the 

organisational socialisation of regular employees and employee intention to remain (Yang, 

2014; Salleh et al, 2012). However, no empirical study on the relationship between intern 

socialisation and their conversion intentions emerged in the extensive review of literature. 
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Although such a relationship might be intuitively inferred, the findings of this mixed 

methods study provide emphatic empirical support for such a relationship. In doing so, it 

makes a contribution to scholarly discourse. It validates the strategic use by employers of 

internship as an instrument of graduate recruitment and it indicates that socialisation 

theory can be leveraged effectively to optimise conversion outcomes. It also addresses the 

lack of work placement research in the European context generally (Zegwaard and Fleming, 

2015).  

Development of an instrument to measure the socialisation of newcomer interns: A 

number of instruments to measure regular newcomer socialisation emerged across the 

discourse. These included measures developed by Chao et al (1994) and Taormina (2004). 

However, a prior scale with a specific focus on student interns was lacking. Accordingly, for 

the purposes of the study, a primary measure of intern socialisation was developed. The 

development of the measure took account of the early-career nature of interns’ placement 

experience, the condensed timeframe during which socialisation has to take place and the 

language appropriate to intern newcomers. The 34-item scale included three modified 

dimensions from Chao et al’s scale and two additional dimensions viz., task mastery and co-

workers. A separate five-item scale for intention was included in the construct. The 

construction of this scale is a valuable enterprise for this research as it allows the researcher 

to measure overall intern socialisation, intern socialisation by individual dimension, and the 

relationships between the five dimensions under investigation. Therefore, it offers a scale 

that is specifically contextualised for the work placement environment. Crucially, it 

facilitates the measurement of intern conversion and the relationship between intern 

socialisation and conversion. Accordingly, the new scale makes several contributions to 

knowledge by relating the constructs of intern socialisation and conversion intention in a 

new way. It also represents a useful and tailored tool for future researchers and 

practitioners which can be used by them to examine and better understand the 

phenomenon of intern socialisation and its influence on interns’ propensity to “convert”.  

Development of a model to predict interns’ conversion intentions: The literature review 

stressed the challenges cited by graduate employers in identifying, attracting, recruiting and 

retaining graduate talent (Brown et al, 2018) and the attendant limitations of traditional 

recruitment and selection instruments (Bach and Edwards, 2012; Highhouse, 2008). 
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Specifically, it highlighted the potential role of work placement in building competitive 

advantage in the graduate recruitment market. This was supported by the study’s finding 

that there is a significant relationship between interns’ organisational socialisation and their 

conversion intentions. The literature review did not locate any existing model that could be 

used to predict interns’ conversion intentions, based on their experience of socialisation. It 

was considered that the development of such a model would have high utility for 

organisations. Accordingly, a new predictive model was developed, using forward selection 

technique. The predictive power of the model centres on seven factors, with two factors 

accounting for more than 64% of the model’s predictability. Given the existing gap in 

predictive models for internship conversion, the tool makes a very significant contribution 

to both organisational socialisation and graduate employability knowledge and allows future 

researchers to conceptualise conversion prediction in a new way. It also provides employers 

with a theoretically scaffolded tool to guide them in optimising their conversion outcomes.  

Contribution to Practice Knowledge: This study enhances practitioner knowledge of the 

complexity of interns’ experience of organisational socialisation. It also substantiates the 

key relationship between socialisation and conversion intention and demonstrates how this 

relationship can be used to counter the weaknesses in traditional graduate recruitment and 

selection mechanisms. The findings suggest that work placement should be formally 

integrated into organisations’ graduate recruitment and selection strategies. To this end, 

the study provides a rationale and framework for the management of interns’ socialisation 

as a purposeful, overt, separate and systematic process, understood across all functions 

within the organisation. The framework, which is grounded in empirical evidence, is 

designed to maximise positive conversion interns and represents a practical tool that allows 

organisations to operationalise the fussy, messy, complex experience of intern socialisation. 

Limitations  

The limitations of this study are acknowledged. The quantitative strand of the study used a 

survey instrument to gather the data and to measure the phenomena of socialisation and 

conversion intention. This had the advantage of generating precise data within a relatively 

short timeframe. The survey relied on self-reported data to measure the phenomena of 

organisational socialisation and intention. It is accepted that there may have been issues 
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with participant bias around image management, their understanding of question, their 

introspective ability and response bias. This may have affected the reliability and validity of 

the results. The sample size used in the survey was relatively small. However, it is argued 

that it was large enough to perform a meaningful analysis. There were a number of issues 

associated with the qualitative strand of the study. Due to the relatively short timeframe 

within which the research was conducted, it was only possible to undertake interviews with 

twelve participants. This means that the full range of perspectives of the phenomena under 

review may not be reflected in the findings. Although the interviews took place within a 

short timeframe after their placements, the role of memory and bias in participants’ 

accounts cannot be excluded. Aligned to this, the data were highly subjective. 

The mixed methods approach to this study allowed for the triangulation of results and 

served to overcome some of the intrinsic weaknesses of a singular qualitative or 

quantitative approach. It is contended that such a combination of statistics- and 

perspectives-based approaches allowed for the identification of patterns and the generation 

of an enhanced understanding of both phenomena under review. However, the relatively 

modest sample sizes make the findings difficult to generalise with any certainty. Sample 

diversity is important in scholarly research. This study was undertaken in a single setting and 

this also weakens significantly the generalizability of the findings. This is acknowledged.  

 

Directions for Future Research  

This research indicates that the organisational socialisation and conversion intentions of 

student interns are interesting and rich foci for future studies. A number of avenues are 

suggested. The study identified a relationship between intern socialisation and conversion 

intention. However, it was conducted in a single setting. It is therefore recommended that 

future research test the findings across other intern cohorts, to determine whether the 

finding of this relationship holds true for other intern populations and in other settings. 

Such replication of the study will increase confidence in the socialisation and conversion 

instruments used and in their findings. A predictive model for conversion intention based on 

interns’ socialisation experience was developed during this study. However, the scope of the 
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study did not allow for it to be subjected to any empirical testing. It is recommended that 

the validity of this new instrument be tested during future research.  

This study investigated the conversion intentions of student interns, not their actual 

conversion. Longitudinal research would allow future researchers to observe the behaviour 

of a cohort of interns over an extended period of time. Such an approach would allow them 

to examine to what extent conversion intention of interns acts as a proxy for actual 

conversion to a graduate role. Incumbent interns emerged strongly as an important 

socialisation agent in the qualitative strand of this study. Accordingly, it is recommended 

that future researchers focus on this gap in the research to gain a deeper understanding of 

incumbents’ role in newcomer interns’ socialisation. Future studies might also explore, in 

greater depth, any of the single dimensions of socialisation under review in this study. The 

quantitative strand of the research tentatively suggested that there may be a relationship 

between programme of study and conversion intention; and between academic 

performance and conversion intention. An investigation of these relationships may be of 

interest to future scholars. Finally, although the findings of this study have very important 

implications for employers, the study was undertaken from the perspective of the student 

intern. Future studies should focus on examining the socialisation and conversion 

phenomena from the perspective of the host organisation and/or its agents.  
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12. APPENDICES  

 

Appendix 1 – Scatter Plots of Organisational Socialisation Dimensions and Intention 
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Appendix 2 – Welch T-tests for Gender, Course of Study and QCA 

 
 
Gender 

 

 

 

 

 

 

 

 

 

 
Course of Study 
 

 

 

 

 

 

 

 

 

 

 
QCA 
 

 

 

 

 

 

 

 

 

 

 

 



 
 

250 

 

Appendix 3 – Interview Framework 

 

 
Dear Student, 
 
The Cooperative Education & Careers Division is undertaking research which will look at students’ 
experience of placement. We hope that the research will allow UL and employers to gain a better 
understanding of the work placement experience from a student perspective.  
 
The questionnaire should take 5-10 minutes to complete and all answers provided are strictly 
confidential.  You are under no obligation to complete this questionnaire. You do not have to answer any 
questions you are not comfortable with and may skip any question at any time. 
 
We very much value your input and thank you in advance for your time and co-operation. 
 
Regards, 
 
Patrice Twomey 
Director, Cooperative Education & Careers Division 
 
 
 
The following items ask you to give feedback on several aspects of your experience on 
placement. 
 
 
Firstly a little information about yourself: 

Please specify your gender. Male  Female  

 
 

What is your course of study? 
   
…………………………………………………………………………………………………. 

 
 
What is your current QCA? 
 

Under 
2.00 

 
2.00 -
2.59 

 
2.60 -
2.99 

 
3.00 -
3.39 

 
3.40 -
4.00 
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Please indicate by ticking the appropriate box if you agree or disagree with each of the following statements.   
  

 
Strongly 

agree 
Agree 

Don’t 

know 
Disagree 

Strongly 

disagree 

During my placement, I felt confident about my skills and 

competencies. 
     

I feel that I was a good representative of my placement 
company/organisation. 

     

During placement, I considered some of my co-workers as 
my friends. 

     

I have a good understanding of the history behind my 
placement work group/department. 

     

I feel I fully learned the ropes of my placement job.      

My placement supervisor shared with me his/her career 
history. 

     

I would accept an offer of a graduate job from my 
placement employer before considering a job offer from 
another employer. 

     

I believe I was popular in my placement company / 
organisation. 

     

I mastered the tasks required of me on placement.      

I was familiar with my placement company/organisation’s 
customs, rituals and celebrations. 

     

I was often invited to participate in social activities 
organised by my placement employer or colleagues. 

     

I was offered feedback on my performance during 
placement. 

     

I would be very happy to work with my placement 
company when I graduate. 

     

I believe that most of my placement co-workers liked me.      

I can describe very well the background of my placement 
department/work group. 
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Please indicate by ticking the appropriate box if you agree or disagree with each of the following statements. 
 

 
Strongly 

agree 
Agree 

Don’t 

know 
Disagree 

Strongly 

disagree 

When I graduate, I would like to work in a similar 
organisation. 

     

I believe I fitted in well during my placement.      

I understood how to act in order to fit in with my 
placement company/organisation’s values and beliefs. 

     

My placement supervisor increased my contact with 
higher level management. 

     

Before I started my placement, I knew the responsibilities, 
tasks and projects for which I was being hired. 

     

I felt a strong sense of belonging to my placement 
company/organisation. 

     

My supervisor seemed to care about me as a person.      

During my placement, colleagues discussed opportunities 
for graduate jobs in the company. 

     

I understood the goals of my placement company.      

There was someone in work who encouraged my 
development. 

     

I knew my placement company’s long held traditions.      

I plan to apply to my placement employer for a graduate 
job. 

     

Within my work group, I would have been identified as 
“one of the gang”. 

     

I understood which tasks and responsibilities had priority 
during my placement. 

     

My supervisor appreciated the work that I did.      

I felt like part of the family at my placement company.      

The goals and expectations for my placement role were 
clearly set out for me from the start of my placement. 

     

As my placement progressed, I was assigned more 
responsibilities. 
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Strongly 

agree 
Agree 

I didn’t have an 

induction/training 
Disagree 

Strongly 

disagree 

My initial induction/training was 
helpful in settling me in to the 
company/organisation. 

     

 

What was the single best thing about your placement? 

 
 

 

 

 

 

 
As part of a follow-up to this survey, I am hoping to interview a small number of individual students 

on their placement, regardless of their experience.  If you would be willing to be interviewed for this 

research, please give your contact details below: 

 
Email: 

 
Mobile Number:  
 
 

Many thanks for taking part in this survey. 
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Appendix 4 – Data Coding 

On receiving the completed surveys the answers were coded and turned into numbers so that the 

data could be easily collated and analysed by using Statistical Package for Social Sciences (SPSS).    
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Appendix 5 – Pattern Matrix 
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Appendix 6 – Forward Selection  

 

 

 


