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Abstract

This study aimed to develop a comprehensive, context-sensitive model of organizational socialization among public-sector employees in
North Khorasan Province by identifying its central phenomenon, causal, contextual, and intervening conditions, strategies, and
consequences. This applied, exploratory study employed a qualitative grounded theory design. Participants comprised academic experts
in public administration and organizational behavior as well as managers of public-sector organizations in North Khorasan Province.
Participants were initially recruited through purposive sampling, followed by theoretical sampling in accordance with grounded theory
methodology. Data were collected through semi-structured interviews, with sampling continuing until theoretical saturation was achieved
after 17 interviews. Interview data were analyzed according to the Strauss and Corbin approach using MAXQDA. Through open and axial
coding and constant comparison of emerging concepts, the principal categories were identified and subsequently integrated into a
paradigmatic model of public-sector employee socialization. The analysis identified the central phenomenon as the “gradual discovery of
unwritten rules through informal learning,” characterized by a gradual adaptation process, learning through observation and experience,
ambiguity and duality of organizational rules, and perceptual differences between managers and employees. Ineffective formal training,
inconsistent and unstable management, absence of structured guidance, discrepancies between organizational discourse and practice, and
centralized decision-making emerged as major causal conditions. Ethnic and kinship orientations, unfavorable attitudes toward non-local
employees, cultural diversity, patriarchal culture, and geographical remoteness constituted important contextual conditions. Personality
characteristics, local or non-local status, fear of making mistakes, value conflicts, and managerial behavior functioned as intervening
conditions. Employees responded through active questioning, observation, support seeking, strategic silence, and learning local language
and culture. Successful socialization resulted in operational autonomy and social acceptance, whereas unsuccessful socialization was
associated with frustration, turnover intentions or departure, and reduced organizational productivity. Organizational socialization in
North Khorasan’s public sector is predominantly an informal, gradual, and culturally embedded process rather than a systematically
managed organizational practice. Establishing formal socialization programs, structured mentoring, transparent organizational rules, and
intercultural training could reduce reliance on trial-and-error learning and enhance employee adjustment, retention, integration, and
organizational effectiveness.

KeyWOl‘dS: Organizational Socialization; Public-Sector Employees; Grounded Theory; Informal Learning; Organizational Culture; North Khorasan.
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Extended Abstract

Introduction



Organizational socialization is a fundamental human resource management process through which newcomers
acquire the knowledge, skills, behavioral patterns, values, and social competencies required to function
effectively within an organization. Entering a new workplace involves considerably more than learning formal
job duties; newcomers must also understand organizational norms, communication patterns, informal
expectations, power relations, role boundaries, and the unwritten rules governing everyday interactions.
Accordingly, organizational socialization represents a dynamic process through which employees gradually
move from an outsider position toward recognized organizational membership (Karimi, 2019). Successful
socialization facilitates adjustment to organizational expectations, strengthens employees’ sense of belonging,
and supports the institutionalization of organizational norms and values (Makvandi & Jahantabinejad, 2018).
Meta-analytic evidence has further demonstrated that newcomer adjustment is closely associated with role
clarity, self-efficacy, social acceptance, job satisfaction, organizational commitment, performance, and
turnover intentions (Bauer et al., 2007).

Contemporary perspectives emphasize that socialization is not confined to formal orientation programs. New
employees frequently learn through observation, interaction with experienced colleagues, interpretation of
social cues, information seeking, experimentation, and gradual discovery of workplace norms (Korte, 2009).
Socialization therefore involves both formal organizational mechanisms and informal social learning. Its major
dimensions include training, understanding of organizational roles, coworker support, and perceptions of future
prospects within the organization (Hui Yee & Yao, 2018). Effective socialization can stabilize occupational
roles, enhance motivation, promote adjustment, and reduce employee displacement or withdrawal (Banaei,
2025). Conversely, ineffective socialization can increase uncertainty, stress, strain, emotional exhaustion, and
early-career burnout (Frogéli et al., 2022). Organizational socialization has also been associated with
organizational identification, citizenship behavior, teamwork, responsibility, and employee retention (Delfani,
2022; Ge et al., 2010; Haghighatian et al., 2013; Pargoli et al., 2021).

Recent literature increasingly conceptualizes newcomer socialization as an interactive and multilevel
phenomenon shaped by the newcomer, supervisors, coworkers, organizational practices, and contextual
conditions. Supervisors constitute particularly influential socialization agents because they allocate tasks,
provide feedback, clarify expectations, and facilitate newcomers’ access to organizational information and
social networks (Lee, 2023). Supervisor socialization behaviors have consequently been associated with
newcomer adjustment, organizational commitment, and subsequent work outcomes (Lee & Jacobs, 2024).
Evidence from the public sector similarly highlights the importance of supervisory guidance in shaping the
experiences of newly recruited employees (Hein, 2023). At the same time, individual differences influence
employees’ ability to benefit from socialization opportunities. Personality characteristics, adaptability,
resilience, and the capacity to cope with uncertainty may facilitate or constrain adjustment (Park & Song,

2025; Permzadian & Vipanchi, 2026; Taormina, 2019).



The growing complexity of organizational environments has also expanded the conceptual boundaries of
socialization. Digital transformation, remote and hybrid work, generational diversity, and changing patterns of
workplace communication have altered how employees access information and develop social relationships
(Ivanova, 2025). Online environments may support task-related learning but provide fewer opportunities for
spontaneous interpersonal interaction and cultural immersion than face-to-face settings (Ladan, 2025). These
developments have created a need to reconsider both socialization practices and the instruments used to assess
contemporary workplace socialization (Igah et al., 2026). Furthermore, recent evidence indicates that
employee adjustment may unfold through distinct learning stages and that organizational arrangements such
as job rotation can simultaneously facilitate task mastery while complicating social integration (Wu et al.,
2026).

These issues are particularly important in public-sector organizations, where formal bureaucratic structures
coexist with informal networks, administrative traditions, local cultural patterns, and institutional constraints.
Iranian research has emphasized the importance of continuous organizational socialization, managerial
support, organizational culture, and the transparent transmission of expected values and roles (Seyed Javadin
et al., 2020). Studies in public and service organizations have additionally highlighted the relevance of
organizational planning, employee development, value alignment, organizational learning, public-service
motivation, and social validation in shaping effective adjustment (Bahramzadeh et al., 2020; Emrahi &
Gharouneh, 2023; Farajzadeh et al., 2024; Hassanzadeh & Nasehifar, 2025). Nevertheless, socialization
may assume distinctive forms in culturally diverse and geographically specific settings. North Khorasan
Province is characterized by cultural and ethnic diversity, close local social networks, differences between
local and non-local employees, and distinctive administrative conditions. These contextual characteristics
make it necessary to move beyond predetermined variable-based models and examine how organizational
socialization is actually experienced and constructed by employees and managers. Therefore, the present study
aimed to develop a grounded theory model of organizational socialization among public-sector employees in
North Khorasan Province.

Methods and Materials

This study was applied in purpose, exploratory in nature, and qualitative in approach, using grounded theory
as its research design. The study population consisted of two groups of experts with sufficient knowledge and
experience regarding employee socialization. The first group comprised academic experts, including university
professors and specialists in public administration, human resource management, organizational behavior, and
related management disciplines working in universities in North Khorasan Province and possessing relevant
research or teaching experience. The second group consisted of organizational experts and managers who had
at least five years of managerial experience and had served in managerial positions in at least three

governmental organizations or executive agencies within the province. These participants had direct



experience with employee socialization and were familiar with its determinants, mechanisms, challenges, and
consequences.

Sampling initially followed a purposive and judgmental approach and subsequently proceeded according to
theoretical sampling principles. Semi-structured interviews were conducted sequentially, and each interview
was analyzed before subsequent interviews were completed. Sampling continued until additional interviews
no longer generated new concepts or categories. Theoretical saturation was achieved after 17 interviews.

All interviews were transcribed and repeatedly reviewed. Data analysis followed the Strauss and Corbin
grounded theory approach. MAXQDA software was used to organize and analyze the qualitative data. Analysis
involved identifying meaningful units, extracting initial concepts, comparing similarities and differences
among codes, grouping related concepts, and developing progressively more abstract categories. Through open
and axial coding and constant comparison, the conceptual relationships among the central phenomenon, causal
conditions, contextual conditions, intervening conditions, strategies/actions, and consequences were identified
and integrated into a paradigmatic model.

Findings

Analysis of the 17 interviews generated 269 open codes, 55 axial codes, and six principal categories. The
central phenomenon was identified as “the gradual discovery of unwritten rules through informal
learning.” This phenomenon consisted of four main dimensions: a gradual temporal process that could extend
from approximately six months to two years, informal learning through observation and experience, ambiguity
and duality in organizational rules, and perceptual differences between managers and employees.

Eight major causal conditions were identified: ineffectiveness of formal training, inconsistency in management
styles, managerial instability, absence of a structured guidance system, inconsistency between organizational
discourse and actual practice, confusion resulting from structural ambiguity, hidden changes in rules, and
centralized decision-making. These conditions limited employees’ access to reliable formal guidance and
encouraged dependence on informal learning.

Nine contextual conditions reflected the distinctive sociocultural environment of North Khorasan Province.
These included ethnic and kinship orientations, negative attitudes toward non-local employees, advantages
associated with being local, ethnic and cultural diversity, patriarchal cultural patterns, the perceived need to
learn local languages, the small size of the province and consequent transparency of information, geographical
remoteness, and cultural shock among non-local employees.

Eight intervening conditions either facilitated or hindered socialization. These included personality
characteristics, patience and humility versus arrogance, marital status, local or non-local status, structural
barriers such as ambiguity in power relations and information withholding, fear and psychological stress
associated with making mistakes, conflicts between personal and organizational values, and the role of

managers.



The identified strategies included active questioning, developing relationships with organizational gatekeepers,
seeking informal mentors, obtaining support from peers, prolonged observation, active listening, strategic
silence, learning local language and culture, demonstrating an intention to remain in the province or
organization, displaying seriousness through attendance and precision, avoiding gossip, and taking notes.
Organizational measures were comparatively weak and included minimal introductory meetings and an
absence of systematic mentoring, although occasional positive practices such as private meetings with
managers, formal managerial endorsement, and involving newcomers in missions or organizational activities
were reported.

The consequences were divided into successful and unsuccessful socialization. Positive outcomes included
operational independence, social acceptance, linguistic and cultural alignment, and eventually becoming a
guide for newer employees. Negative outcomes included frustration, depressive feelings, incomplete
belonging, turnover or transfer intentions, remaining in the organization while performing at a minimal level,
reduced productivity, replacement costs, and transmission of negative organizational culture and
dissatisfaction.

Discussion and Conclusion

The findings indicate that organizational socialization in the public-sector organizations studied is primarily
an informal, gradual, and context-dependent process rather than a systematically organized organizational
practice. The core mechanism is not merely formal instruction but the newcomer’s progressive decoding of
unwritten organizational rules. Employees learn how the organization actually functions by observing others,
interpreting inconsistencies, asking questions, identifying reliable individuals, and gradually distinguishing
formal regulations from practical norms.

The causal conditions demonstrate that informal learning becomes especially dominant when formal
organizational mechanisms are ineffective. Weak orientation programs, managerial inconsistency, instability,
centralized decisions, and the absence of structured mentoring create informational uncertainty. Under such
circumstances, socialization responsibility shifts from the organization toward the newcomer. Employees who
are more socially active, patient, observant, and capable of developing supportive relationships appear better
positioned to navigate this environment, whereas employees who experience fear, value conflict, or social
exclusion may encounter a prolonged or unsuccessful adjustment process.

The findings also reveal that organizational socialization cannot be adequately understood independently of
local culture. Ethnicity, local status, language, interpersonal networks, and perceptions toward non-local
employees directly influenced access to information and social acceptance. Thus, organizational socialization
in North Khorasan is simultaneously an organizational and sociocultural process. Successful adjustment
requires not only learning job-related duties but also understanding locally embedded patterns of

communication, trust, acceptance, and informal interaction.



Another important finding concerns the asymmetry between employee agency and organizational intervention.
Newcomers employed numerous proactive and adaptive strategies, whereas formal organizational initiatives
were often limited, inconsistent, or dependent on individual managers. This suggests that many employees
compensate for organizational deficiencies through personal effort and informal networking. Although such
agency may eventually produce successful adjustment, excessive dependence on individual initiative can
create unequal opportunities for newcomers and increase the likelihood of exclusion among those with weaker
social resources.

Overall, the proposed grounded theory model demonstrates that public-sector employee socialization in North
Khorasan emerges through the interaction of organizational deficiencies, sociocultural conditions, individual
characteristics, managerial behavior, and newcomer strategies. Successful socialization culminates in
operational autonomy, social integration, cultural adjustment, and the capacity to support subsequent
newcomers, whereas unsuccessful socialization may result in withdrawal, low performance, turnover, and
broader organizational costs. The model therefore highlights the need to transform socialization from an
informal trial-and-error process into a structured yet culturally sensitive human resource management system
that combines transparent rules, effective orientation, mentoring, managerial support, intercultural preparation,

and continuous evaluation of newcomer adjustment.
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