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Abstract
The exploration of newcomers’ work-nonwork preferences gains significance against
the backdrop of recent shifts in individuals’ life orientations. With a growing number
of people aspiring to balance a successful career while maintaining active engage-
ment in nonwork roles, understanding the implications of such endeavors becomes
crucial for theory and managerial practice. This manuscript addresses this inquiry
through two studies, utilizing vignette-based scenarios, involving managers evaluat-
ing hypothetical new team members of their teams who signal high commitment in
both work and nonwork roles. In Study 1, the findings reveal that participants per-
ceived newcomers expressing high commitment to nonwork roles as more capable of
socially integrating in the new team. This relationship was mediated by perceived
warmth. In Study 2, we extend our investigation to the organizational context, dis-
covering that participants in family-supportive organizations evaluated newcomers
signaling high commitment in both work and nonwork roles more positively, per-
ceiving them as warmer. This contrasted with participants in family-unsupportive
organizations. Both studies contribute to outlining potential individual and organi-
zational factors that can accelerate newcomers’ social integration at work.
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INTRODUCTION

Organizational socialization represents a pivotal phase of
the employment relationship. During this period, newly
hired employees (hereinafter newcomers) grapple with the
ambiguity surrounding prevailing norms, expectations,
and social dynamics of the new workplace (Bauer
et al., 2007; Ortileb & Ressi, 2022; Peltokorpi
et al., 2022). A significant challenge for them concerns
the decision of what information sharing (vs. hiding) at
work to convey a favorable first impression. Newcomers
may grapple with the decision of whether to demonstrate
unwavering commitment to their work, aligning with
expectations of job dedication (Williams et al., 2013), or
instead, to signal a more balanced allocation of time and
resources across all professional and nonwork activities.
While this orientation has gained popularity in the after-
math of the Covid-19 pandemic, it carries tangible

implications. Ambiguity surrounds how different work-
place stakeholders, such as supervisors and colleagues,
might perceive this approach and whether it could lead to
reputational costs, social stigma, and/or adverse career
outcomes. Previous studies have shown that emphasizing
involvement in nonwork pursuits can negatively impact
one’s reputation, often being construed as a lack of com-
mitment and dedication to work (Leslie et al., 2012).

Building upon on Signaling Theory (Spence, 1973) and
the Stereotype Content Model (Fiske et al., 2002), this
paper aims to delve into the consequences that newcomers
could experience when signaling at work their intention of
being highly involved in nonwork roles in addition to
work. More specifically, we want to examine whether the
newcomers’ expressed intention to be highly committed in
nonwork activities can influence the observers’ perceptions
of how quickly and effectively newcomers will adjust to
the new work environment. We focus on two dimensions
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of interpersonal evaluation that can mediate this process
as they might be shaped by newcomers’ behaviors and sig-
nals, namely perceived warmth and perceived competence.
Integrating insights from these perspectives, we formulate
and empirically test our hypotheses across two distinct
studies. Using fictional scenarios (Parigi et al., 2017), we
manipulate the newcomers’ demographics and levels of
involvement in nonwork roles alongside their work com-
mitment. In Study 1, we investigate whether the observer’s
perceptions of newcomer competence and warmth mediate
the impact of signals indicating high (vs. low) involvement
in nonwork activities on the expected social integration of
the given newcomer. Additionally, we explore potential
divergences in reactions based on newcomers’ gender. In
Study 2, we examine whether the level of family support-
iveness of the organizational culture of the observers’
workplace – ranging from family supportive to family
unsupportive – shapes how observers evaluate the given
newcomer. A visual representation of the research model
is presented in Figure 1.

Our work offers significant theoretical and practical
contributions. Firstly, to the best of our knowledge, this is
the first study that unveils the mechanism and contextual
factors linking newcomers’ engagement into nonwork
roles to work outcomes as perceived by the observers. In
doing so, we respond to the imperative of understanding
how receivers interpret signals through universal dimen-
sions (Connelly et al., 2011; Landay & DeArmond, 2018).
Our findings demonstrate that signaling a departure from
social expectations surrounding a “good newcomer”
(i.e., a person expected to focus on the job for most of
his or her time) can significantly influence fundamental
attributes by which newcomers are evaluated (Fiske
et al., 2002). While the evaluation of organizational
socialization often encompasses various dimensions, such

as mastering new tasks and understanding role-related
expectations (i.e., role clarity), our manuscript deliberately
narrows its focus to social adjustment. This aspect, gaug-
ing the extent to which the new supervisor and colleagues
perceive the newcomer as capable of a swift social integra-
tion within the new team, is crucial for a positive start.

In a distinctive contribution to the work-life
literature, our study reveals that it is not just a specific
work-family decision, such as using the flexible work
arrangements available at work, taking an extended
parental leave, or working remotely to accommodate
family needs, that could lead to negative career out-
comes, commonly known as flexibility stigma (Williams
et al., 2013). Rather, we show that it is also the expressed
intention to be highly involved in nonwork roles, dis-
closed at work during meals or via informal chats, which
can similarly trigger adverse outcomes for a newcomer.
Finally, we identify the family supportiveness of the orga-
nizational culture as a boundary condition that shapes
this process (Allen, 2001). It represents a critical advance-
ment in current research, given the limited exploration of
the organizational context’s role in influencing people’s
willingness to express their authentic selves at work.

THEORY AND HYPOTHESES

Signaling theory, as proposed by Spence (1973), posits
that numerous market and workplace dynamics are char-
acterized by information asymmetry. In such a scenario,
parties aim to mitigate this imbalance by gathering sig-
nals or information that can help evaluate the quality of
a good, of a relationship, or even of an individual. A clas-
sic example of signaling theory is how employees use the
information about their educational background to

F I GURE 1 Hypothesized research models.
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convey their competences and expertise to potential
employers. Information asymmetry plays a pivotal role
also in organizational socialization, a process that is not
just targeting the mere acquisition of job-related skills
(Bauer et al., 2007). As articulated by Spence (1973: 356):
«in most job markets the employer is not sure of the pro-
ductive capabilities of an individual at the time he hires
him. Nor will this information necessarily become avail-
able to the employer immediately after hiring». New-
comers experience significant information asymmetry
when they start a new job due to a lack of information
about the prevailing cultural norms, social dynamics, and
role-related expectations. Their supervisors and col-
leagues are equally uninformed of their competences
and/or behavioral intentions. Stiglitz (2000) identified
two critical forms of information asymmetry: informa-
tion about quality and information about intent. The for-
mer pertains to a signaling system where both sender and
receiver lack information about each other’s preferences
and characteristics, while the latter involves the inten-
tional and behavioral consequences of such preferences
and characteristics. This paper specifically addresses the
asymmetry related to intent, focusing on the newcomers’
intentions to conform to or deviate from the expectations
of complete devotion to work (Blair-Loy, 2003; Williams
et al., 2016). Supervisors and colleagues can glean
insights into these intentions from various signals, includ-
ing the newcomer’s communication and their responsive-
ness to work-related demands. For instance, several
work-related events that potentially clash with one’s pri-
vate life, such as willingness to work long hours, adapt to
last-minute schedule changes, or undertake additional
weekend projects, may serve as social cues to supervisors
to evaluate newcomers’ intentions and adherence to work
devotion expectations (Williams et al., 2016).

Our objective is to explore the potential repercussions
(if any) faced by newcomers when expressing their inten-
tion of engaging in nonwork activities alongside their
work commitments. When newcomers intend to project a
complete adherence to traditional workplace norms, they
may choose to withdraw from or conceal information
about their involvement in nonwork activities. This strat-
egy is named as “passing” (Goffman, 1963). In line with
this approach, Reid (2015) observed that individuals,
particularly men, often choose to hide the true reason
behind their flexibility requests, especially when driven
by family reasons, to avoid being perceived as too
focused on nonwork responsibilities. Conversely, when
newcomers prefer to signal a departure from traditional
workplace norms and expectations, they may decide to
openly communicate their intention to engage in various
nonwork activities in addition to work. This may include
clearly expressing their ambition of “having it all”
(Hewlett, 2002) and trying to not give up on any personal
or work commitment in their lives. Indeed, in today’s
society men are increasingly signaling their intention to
redefine their professional identities as involved fathers,

leveraging all the available resources and work-family
policies that can support them in this process (Bataille &
Hyland, 2023).

As mentioned earlier, the decision to convey inten-
tions regarding nonwork roles can have significant conse-
quences. Uhlmann et al. (2013) discovered that recruiters
were likely to evaluate candidates more negatively when
they referenced to nonwork activities in their résumé.
Similarly, Cohen & Single (2001) found that employees,
using flexible work arrangements to accommodate family
needs, were often perceived as underperformers and con-
sidered as more inclined to leave the company. Addition-
ally, Hideg et al. (2018) revealed that women opting for
an extended maternity leave were perceived as less
devoted to work than those choosing a shorter leave.
Nevertheless, some studies (i.e., Carlson et al., 2008;
Paustian-Underdahl et al., 2016) found that disclosing
information about involvement in nonwork activities
can lead to positive outcomes (Rothbard et al., 2022).
Sharing personal information at work can favor the
development of closer and more intimate connections
(Park et al., 2011; Trefalt, 2013). A recent study by
Nifadkar et al. (2019) indicated that when supervisors
share details about their personal lives at work, subordi-
nates develop greater trust in their skills. Given our spe-
cific focus on examining the potential impact of these
dynamics on the expected social integration, which
gauges how observers perceive newcomers in terms of
their abilities to integrate into the new team (Bauer
et al., 2007), we argue that signaling the intention of
being highly committed in nonwork roles and activities
can lead observers to positively judge newcomers on the
expected social adjustment.

Hypothesis 1. Observers will perceive new-
comers who signal the intention of being
highly committed in nonwork roles as more
capable of socially integrating into the team.

The stereotype content model and newcomer
adjustment

The Stereotype Content Model posits that competence
and warmth are two fundamental dimensions in social
judgment. Competence reflects the perception of confi-
dence, ambition, practicality, and intelligence, whereas
warmth involves the perception of conciliation, tolerance,
and trustworthiness (Fiske et al., 2002). Previous research
has demonstrated that competence and warmth play a
crucial role in defining relational dynamics, particularly
between supervisors and their collaborators (Cuddy
et al., 2008; Gidakovic & Zabkar, 2022; Yu et al., 2022).

Building on existing literature, we argue that new-
comers’ expressed willingness to be highly committed in
nonwork roles could serve as a signal that influences how
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the observers perceive their levels of competence and
warmth. In many organizational contexts, such signaling
might be perceived as a deviation from established cul-
tural norms, potentially raising doubts about the new-
comers’ professional competences. This phenomenon
aligns with the “set-up-to-fail syndrome” (Manzoni &
Barsoux, 2002), where seemingly minor incidents, such as
a newcomer missing an evening call from the boss or not
joining the team for an after-work drink due to personal
activities, can lead to a shift in perceptions, casting
doubts on the newcomer’s abilities to excel in the organi-
zation. However, it is also plausible that newcomers who
communicate their intentions to be highly committed in
nonwork activities may be perceived as warmer and more
capable of socially integrating into the new team. Sharing
and referencing personal roles at work can foster more
intimate and genuine relationship (Rothbard et al., 2022),
creating a “common ground” of shared experiences that
positively influence social evaluations (Byron &
Laurence, 2015). Research by Lee et al. (2016) suggests
that sharing personal anecdotes at work enhances team
effectiveness by contributing to relational self-affirmation
and highlighting individual qualities and strengths within
the team. The disclosure of personal information may be
interpreted by recipients as signals of possessing addi-
tional competence and being a nice teammate to work
with, reducing information asymmetry and facilitating
both interpersonal evaluations and organizational out-
comes, such as the expected social integration. Thus, we
hypothesize that:

Hypothesis 2a. Perceived competence medi-
ates the effects of newcomers signaling the
intention to be highly committed in nonwork
roles and their expected social integration.

Hypothesis 2b. Perceived warmth mediates
the effects of newcomers signaling about the
intention to be highly committed in nonwork
roles and their expected social integration.

The role of newcomers’ gender

Previous research has extensively documented pervasive
beliefs and stereotypes regarding the expected behaviors
of men and women in society (Eagly & Karau, 2002).
Behaviors perceived as communal, nurturing, empathic,
and centered around the care of others are traditionally
expected from women (Eagly & Karau, 2002). Con-
versely, societal expectations place men in the role of the
family breadwinners, considering work as the central and
most crucial aspect of their lives and delegating most of
the nonwork activities to their partner (Blair-Loy &
Wharton, 2002). Deviating from these role stereotypes
can result in negative consequences and interpersonal
penalties (Williams et al., 2016). Men deviating toward

more communal behaviors often face prejudice and nega-
tive evaluations (Moss-Racusin et al., 2010). On the other
hand, women who prioritize family and caregiving
responsibilities are generally evaluated more positively,
as this decision aligns with societal role expectations
(Rothbard et al., 2022). Supporting this view, Reid
(2015) has demonstrated that women are less inclined to
hide their family orientation at work, embracing it more
openly compared to men. Building on this rationale, we
expect that male newcomers signaling a strong commit-
ment to nonwork activities could be perceived as less
competent than female counterparts signaling a similar
intention. Furthermore, we expect that the positive
impact of this signaling on the perception of warmth will
be more pronounced for female newcomers, given that
such signals align with societal expectations about gender
differences.

Hypothesis 3a. Gender and signaling will
interact to shape the observers’ perception of
newcomers’ competence, with the result that
signaling the intention to be committed in
nonwork roles has a higher negative relation
with perceived competence for male new-
comers rather than female newcomers.

Hypothesis 3b. Gender and signaling will
interact to shape the observers’ perception of
newcomers’ warmth, with the result that sig-
naling the intention to be committed in non-
work roles has a higher positive relation with
perceived warmth for female newcomers
rather than male newcomers.

The moderating role of family supportive
organizational culture

In the assessment of newcomers’ behaviors, we posit
that the observers’ perception of their organization’s
supportiveness, specifically the family-supportive organi-
zational perceptions (FSOP), serves as a crucial bound-
ary condition shaping the interpretation of these
behaviors. Previous research highlighted the substantial
impact of context, defined as the “surrounding associated
with phenomena which help to illuminate that phenom-
ena” (Cappelli & Sherer, 1991, p. 56), on individuals’ atti-
tudes, opinions and behaviors. For instance, Johns (2006)
demonstrated that individuals in individualistic or collec-
tivistic cultures develop distinct interpretations of
observed phenomena. Building on this perspective, we
anticipate that observers might evaluate newcomers who
signal their intention to engage in nonwork roles more
positively on the competence and warmth dimensions
when operating in family-supportive organizations com-
pared to family-unsupportive organizations. This reason-
ing stems from the understanding that in organizations
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perceived as family supportive, employees are not com-
pelled to constantly prioritize work over the family.
Consequently, there could be more opportunities in
managing the work-life interface according to personal
preferences and aspirations (Allen, 2001; Thompson
et al., 1999). Conversely, in family-unsupportive organi-
zations, employees might feel less at ease pursuing non-
work goals and may face social pressure to focus mostly
on work responsibilities. Given the pervasive influence
of culture on individuals’ interpretations of expected
behaviors at work, signaling the intention to be involved
in nonwork roles may be perceived as consistent with
the prevailing organizational norms and expectations in
family-supportive cultures only.

Hypothesis 4a. Organizational culture and
signaling will interact to shape the observers’
perception of newcomers’ competence, with
the result that signaling the intention to be
committed in nonwork roles has a lower nega-
tive relation with perceived competence when
family supportive organizational culture is
strong.

Hypothesis 4b. Organizational culture and
signaling will interact to shape the observers’
perception of newcomers’ warmth, with the
result that signaling the intention to be com-
mitted in nonwork roles has a higher positive
relation with perceived warmth when family
supportive organizational culture is strong.

STUDY 1

Sample, procedures, and measures

Using the Prolific platform, we initially recruited 437 par-
ticipants from the UK and USA based on the following
criteria: holding a managerial position with a 90%
approval rate on Prolific. We deleted 22 participants who
did not complete the entire survey (less than 30%) and
151 participants who declared, in the demographic
section to not hold a managerial position. 264 participants
constituted the final sample, with 57% being male and an
average age of 37 years (SD = 10,8). A majority of
respondents were Caucasian and held at least a 4-year
degree (56,4%). Additionally, 59% reported being in a
stable romantic relationship, with half of them having at
least one child. Most respondents were working full-time
(93,6%).

Participants were informed that they would be pre-
sented with a hypothetical scenario involving a newcomer
who joined their team three months ago. The scenario
depicted a male or female newcomer signaling either a
strong commitment to nonwork roles or a focus on work
roles only. Participants were randomly assigned to one

out of four conditions reported in Appendix: 2 (nonwork
role vs. work role condition) x 2 (male vs. female new-
comer). In the nonwork role condition, the scenario por-
trayed the newcomer as openly discussing his or her
commitment to various nonwork activities and expres-
sing a strong desire to achieve a good work-life balance
even if that would have required some sacrifices in the
career. Conversely, in the work role condition, the new-
comer revealed the intention to focus solely on the work,
aspiring to a successful career despite potential sacrifices
in the personal life. The gender of newcomers was manip-
ulated using different names (John and Rebecca) and
gender-specific pronouns in the text.

Following scenario exposure, participants completed
two manipulation check items related to the newcomer’s
intention to achieve a good work-life balance. Data anal-
ysis revealed significant mean differences between the
conditions, with those exposed to the nonwork role sce-
nario (mean = 4.85) consistently reporting higher scores
on the question: “the newcomer in this scenario cared a
lot about work-life balance” compared to the work-
centric scenario (mean = 1.46, mean difference = 3.39,
t = 38.58, df = 262, p < .001). A similar dynamic was
observed also with the second manipulation check item
as participants who read the scenario describing the new-
comer focused solely on the job reported an average of
4.50 (vs. 1.26 of those participants reading the scenario
about the newcomer interested in participating to both
work and nonwork activities, mean difference = 3.24,
t = 30.48, df = 262, p < .001) on the question: “the new-
comer in this scenario did not care about work-life
balance”.

Perceived competence and warmth were measured
using items adapted from Fiske et al. (2002). Competence
was captured (α = .80) with five items: “competent, con-
fident, independent, competitive, and intelligent”. Warmth
(α = .88) was captured with four items: “tolerant, warm,
good-natured, and sincere”. Each item was measured on
a 7-point Likert scale (1 = Strongly Disagree to
5 = Strongly Agree). We measured the observers’ percep-
tion of newcomer expected social integration using the
5-item scale developed by Ellis et al. (2017) and Chao
et al. (1994). Each item was measured on a 5-point Likert
scale (1 = Strongly Disagree to 5 = Strongly Agree). Par-
ticipants were asked: “After reading this scenario, please
respond to the following statements”. A sample item is “I
think this newcomer is capable of developing friendly
relationships with his/her colleagues”. Control variables
included age, gender, marital status, presence of children
at home, employment status, and work identity (α = .88),
with the latter measured using a scale by Amatea et al.
(1986). Covariates were introduced based on correlations
with mediators and/or outcomes, with their inclusion not
altering the interpretation of results. Presence of children
and work identity only correlated with the mediators
and/or the outcome. We thus introduced those two cov-
ariates in our model (Becker et al., 2016). Integrating or
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removing the covariates did not change the interpretation
of results. Correlation table for Study 1 are reported in
Table 1.

STUDY 1 – RESULTS

The hypothesized research model adopts a multiple medi-
ation framework, wherein the effect of signaling a strong
intention to be involved in nonwork roles on observers’
perceptions of newcomers’ expected social integration is
mediated via newcomer’s competence and warmth (see
Figure 1). To evaluate Hypothesis 1, we assessed new-
comers’ expected social integration, specifically the
observers’ expectations on the newcomers capabilities to
integrate successfully into the new organization. A com-
parison of mean scores revealed a significant difference
between newcomers in the nonwork role condition
(M = 4.14, SD = 0.57) and the work-role condition
(M = 3.30, SD = 0.97, mean difference = 0.84, t = 9.27,
df = 262, p < .001). Thus, Hypothesis 1 is supported
by data.

To examine hypothesis H2, we conducted a series
of mediation analyses using PROCESS model 4
(Hayes, 2013). In testing this hypothesis, we created a
dichotomous variable indicating the nonwork role and
work role conditions, regardless of the actor’s gender. All
the indirect effects underwent bootstrap analysis with
5,000 bootstrap samples and a confidence interval of 95%
(CI, see Table 2). The results presented in Table 1 indi-
cate that signaling the intention to be highly involved in
nonwork roles was significantly and positively associated
with perceived newcomers’ warmth (b = 0.67, p < 0.001).
However, it was not significantly linked to perceived
newcomers’ competences (b = 0.02, p = 0.782). The find-
ings further reveal that perceived warmth had a positive
and significant association with expected social

integration (b = 0.33, p < 0.001). Conversely, perceived
competence was not significantly associated with
expected social integration (b = 0.08, p = 0.089). The
results highlight that significant indirect effects were only
evident when perceived warmth was considered as the
mediator. Perceived warmth demonstrated a substantial
indirect effect on expected social integration, with a point
estimate of 0.22 and CI ranging from 0.14 to 0.32. In
contrast, the indirect effect of signaling the intention to
be highly involved in nonwork roles to expected social
integration via perceived competence was not significant
(CI -0.01, 0.01). Therefore, while H2a was not supported,
H2b received empirical support.

To examine Hypotheses 3a and 3b concerning the
role of the actors’ gender, we compared mean scores of
perceived competences and warmth, comparing male
and female newcomers when signaling a strong inten-
tion to be involved in nonwork roles. The comparison
of mean score for perceived competences between male
(M = 5.69, SD = 0.68) and female newcomers
(M = 5.88, SD = 0.78, mean difference = .19, t = 1.51,
df = 127, p = .13) revealed no significant differences.
Similarly, the mean difference related to perceived
warmth between male (M = 6.02, SD = 0.76) and female
newcomers signaling a commitment to be highly involved
in nonwork roles (M = 6.07, SD = 0.79) was not statisti-
cally significant (mean difference = .05, t = �.34,
df = 127, p = .73). Further analyses were conducted to
contrast men’s values on perceived competence and
warmth in the nonwork role vs. work role conditions.
For men, the only significant mean difference was found
in the perceived warmth score, indicating that male
newcomers were perceived as significantly warmer when
signaling a strong intention to be involved in nonwork
roles (M = 6.02, SD = 0.76) compared to male new-
comers signaling a strong intention to be only focused
on the job (M = 4.53, SD = 0.89) with a significant

TABLE 1 Descriptive statistics and intercorrelations among the Study’s 1 variables.

M SD 1 2 3 4 5 6 7 8 9

1. Age 36.94 10.79

2. Gender .43 .49 .19**

3. Marital status .59 .49 .29** .00

4. Children .50 .50 .39** .15* .45**

5. Employment status .94 .25 .00 �.02 .13* .11

6. Work identity 5.67 1.00 .03 �.10 .09 �.04 .00

7. Scenario - - �.06 .00 .00 .08 .04 .00

8. Perceived competence 5.75 .84 .10 .00 �.02 .09 �.00 .22** .04

9. Perceived warmth 5.35 1.14 .02 .09 �.09 .12* .05 .19** .60** .42**

10. Social integration 3.71 .85 �.02 �.02 �.00 .10 .07 .12* .50** .28** .62**

Note: N = 264. Gender was coded 0 for male and 1 for female. Marital status was coded 0 for single and 1 for “married or domestic relationship”. Children were coded 0
for “no” and 1 for “yes”. Employment status was coded 0 for Part-time and 1 for Full-time. Scenario was coded -1 for the work role scenario and 1 for the nonwork role
scenario.
*p < .05.
**p < .01.
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mean difference (mean difference = 1.49, t = 10.26,
df = 132, p < .001). The same pattern was observed for
female newcomers, who were perceived as warmer
when signaling a strong intention to be involved in
nonwork roles (M = 6.07, SD = 0.80) compared to
female newcomers signaling a strong intention to be
focused only on the job (M = 4.84, SD = 1.12, mean
difference = 1.23, t = 7.15, df = 128, p < .001). Thus,
the results did not support Hypotheses 3a and 3b, as
male newcomers were not perceived as more negatively
in terms of both competence and warmth compared to
female newcomers.

STUDY 1 – DISCUSSION

The findings from this study reveal that when newcomers
signal intention to be highly committed in nonwork roles,
observers are inclined to assess them as more capable of
socially integrating into the new organization. Notably,
our analysis further indicates that the mediating role of
perceived warmth, rather than perceived competence,
explains the relationship between signaling a commit-
ment to nonwork roles and observers’ expectations of
newcomers’ social integration. Contrary to our expecta-
tions, there were no significant differences between male
and female newcomers. In summary, the results of Study
1 suggest that when newcomers express the intention of
being highly involved in nonwork roles, they are more
likely to be perceived as warmer compared to those sig-
naling a focus solely on the job. This likability, in turn,
influences observers’ expectations of social integration.

In our next study, we will explore whether the organiza-
tional context in which observers are employed may
shape the evaluation of newcomers’ expected social
integration.

STUDY 2

Sample, procedures, and measures

We recruited 200 participants holding a managerial posi-
tion through the Prolific platform from the same coun-
tries as Study 1. We used the same selection criteria as
Study 1. We excluded 21 responses from participants
who were no longer in a managerial position at the time
of data collection. The final dataset consisted of 179 par-
ticipants, with 52,5% female and an average age of
39,74 years (SD = 10,00). Most of the respondents were
Caucasian and possessed minimum a 4-year degree
(50,2%). 68,7% of the respondents had a stable romantic
relationship, and 57% of them had at least one child.
Almost all respondents were employed full-time (97.8%).

Similar to Study 1, participants were informed that
they would be presented with a hypothetical scenario
depicting a newcomer who joined their team three
months ago, working under their supervision. After
reading the scenario, participants were required to
answer a set of corresponding questions. They were
randomly assigned to two conditions: nonwork role
vs. work role, employing a similar scenario and manip-
ulation as in Study 1. Following the scenario, each par-
ticipant responded to two manipulation check items,

TABLE 2 Mediation results for the effect of signaling the intention to be highly involved in (non)work roles on expected social integration via
perceived warmth and perceived competence (study 1).

Variables Perceived warmth Perceived competence Expected social integration

Control β β Β

Presence of children .19 .17 .04

Work identity .22*** .19*** .01

Main

Scenario (nonwork role vs. work role conditions) .67*** .02 .19***

Mediator

Perceived warmth .33***

Perceived competence .08

Total R2 .40 .06 .42

F 58.04*** 5.67*** 36.80***

Indirect effect

LLCI ULCI

Total .23 .14 .32

Perceived warmth .22 .14 .32

Perceived competence .01 �.01 .01

Notes: n = 263.
**p < .001.
*p < .05 – number of bootstrap samples for bias corrected interval = 5,000.
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rating on a five-point Likert scale (1 = Definitely not to
5 = Definitely so) assessing whether the newcomer in that
given scenario cared or not about work-life balance. Data
analysis revealed that participants who read the scenario
1 (describing a newcomer signaling the intention to be
only focused on the job) reported an average of 2.07,
compared to 4.57 for those who read the scenario
2 (newcomer signaling a strong intention to be highly
involved in both work and nonwork roles) on the item:
“the newcomer in this scenario cared a lot about work-life
balance” (mean difference = 2.50, t = 16.68, df = 177,
p < 0.001). Similar findings were observed for the second
manipulation check item, “the newcomer in this scenario
did not care about work-life balance”. Participants read-
ing the scenario 2 reported an average of 1.52 (vs. 3.97
for scenario 1), and the mean difference was significant
(mean difference = 2.45, t = 16.47, df = 177, p < .001).
This indicates that participants perceived newcomers to
care more about work-life balance when signaling a
strong intention to be involved in both work and non-
work roles. Moreover, we incorporated a measure per-
taining to observers’ perception of the organizational
culture within their specific workplace. Participants were
asked to assess whether they perceived their organiza-
tion’s culture to be family-supportive, using a five-item
scale (α = .81) developed by Wayne et al. (2013). One
sample reversed item is: “In my organization, the way to
advance in this company is to keep non-work matters out
of the workplace”. Each item was measured on a 5-point
Likert scale (1 = Strongly Disagree to 5 = Strongly
Agree). We controlled for the same variables as in Study
1: age, gender, marital status, presence of children,
employment status, and work identity (α = .86), with the
latter measured using the same scale as in study 1. We
introduce marital status and gender as covariates as they

correlated with the study’s mediators and outcome. The
inclusion or exclusion of covariates did not alter
the interpretation of the results (Becker et al., 2016). Cor-
relation table for Study 2 reported in Table 3.

STUDY 2 – RESULTS

The hypothesized research model (Hypotheses 4a and
4b) is structured as a moderated mediation model,
wherein the effect of signaling the intention to be highly
involved in nonwork roles on expected social integration
is mediated via perceived warmth and perceived compe-
tence. Additionally, this mediation process is moderated
by the family-supportive organizational culture within
the observers’ own organization (refer to Figure 1). To
assess this model, we conducted a series of analyses utiliz-
ing models four and seven in the PROCESS framework
(Hayes, 2013). All indirect effects were subjected to boot-
strap analysis with 5,000 bootstrap samples and a confi-
dence interval of 95% (CI, see Table 4). The same scales
employed in Study 1 were used to measure the observers’
perception of newcomers’ competence (α = .75), warmth
(α = .87) and social integration (α = .89).

Initially, we ran the mediation model. The findings
presented in Table 4 revealed that signaling a strong
intention to be involved in nonwork roles was signifi-
cantly and positively associated with perceived new-
comers’ warmth (b = 1.13, p < 0.001). However, it was
not significantly related to perceived newcomers’ compe-
tence (b = �.03, p = 0.90). Furthermore, perceived
warmth was positively and significantly linked to
expected social integration (b = .49, p < 0.001), whereas
perceived competence did not significantly impact
expected social integration (b = �.01, p = 0.88).

TABLE 3 Study 2: descriptive statistics and intercorrelations among variables.

M SD 1 2 3 4 5 6 7 8 9 10

1. Age 39.74 9.99

2. Gender .53 .50 .13

3. Marital status .69 .46 .03 .11

4. Children .57 .49 .28** .05 .29**

5. Employment status .98 .14 �.12 .01 .06 .02

6. Work identity 5.43 .99 �.07 .10 �.02 �.01 �.05

7. Scenario - - �.02 .04 .08 .00 .14 �.21**

8. Perceived competence 5.74 .79 .08 .21** .11 .02 �.00 .06 �.00

9. Perceived warmth 5.28 1.13 .02 .11 .19* .09 .10 �.07 .52** .50**

10. Expected social integration 3.62 .93 �.12 .08 .13 �.01 .08 �.08 .51** .29** .70**

11. FSOP 3.58 .81 �.08 .00 .07 �.07 �.01 .08 �.02 �.00 �.06 �.09

Note: N = 179. Gender was coded 0 for male and 1 for female. Marital status was coded 0 for single and 1 for “married or domestic relationship”. Children were coded 0
for “no” and 1 for “yes”. Employment status was coded 0 for Part-time and 1 for Full-time. Scenario was coded 1 for the work role scenario and 2 for the nonwork role
scenario. FSOP = family-supportive organizational perceptions.
*p < .05.
**p < .01.
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Subsequently, in the moderated mediation model, we
introduced the moderator and interaction term. The
interaction term (scenario x FSOP) was found to be sig-
nificant when perceived warmth was considered as an
outcome (b = 0.40, p < .05). The results indicated that
the index of moderated mediation (point of estimate
0.20) for the specific indirect effect through perceived
warmth alone was statistically different from zero, with
95% confidence ranging from 0.01 to 0.44. This implies
that this specific indirect effect is contingent upon the
level of family supportiveness in the organizational cul-
ture wherein the observers are employed. However, the
interaction term was not significant when perceived com-
petence was considered as an outcome (b = 0.24,
p = .10), leading to the non-support of H4a (perceived
competence) but the support of H4b (perceived warmth).

A graphical representation of the moderating effect of
FSOP on the relationship between signaling the intention

to be highly involved in nonwork roles (vs. signaling the
intention to be focused only on the job) and perceived
warmth is illustrated in Figure 2. Simple slope tests
indicated that the relationship between the scenario and
perceived warmth was significant at +1SD (b = 3.22,
p < .001) and -1SD (b = 2.46, p < .001) of the mean of
FSOP. It is evident that when observers are employed in
a family-supportive organization, they are inclined to
perceive newcomers who signal the intention to be highly
committed in nonwork roles as warmer.

STUDY 2 – DISCUSSION

Study 2 aimed at validating the results observed in Study
1 and at examining a potential boundary condition shap-
ing the relationship between the decision to signal a
strong intention to be involved in both work and

TABLE 4 Moderated mediation results for the effect of signaling the intention to be highly involved in (non)work roles on expected social
integration via perceived warmth at different levels of FSOP (study 2).

Variables Perceived warmth Perceived competence Expected social integration

Mediation model

Control β β β

Gender .17 .31** .01

Marital Status .35* .16* .01

Main

Scenario (nonwork role vs. work role conditions) 1.13*** �.03 .38**

Mediator

Perceived warmth .49***

Perceived competence �.01

Total R2 .29 .05 .52

F 24.40*** 3.25* 37.88***

Moderated mediation model

Moderator

FSOP �.10 �.02

Scenario x FSOP .40* .24

Total R2 .32 .07

F 16.12*** 2.50*

Index of moderated mediation

LLCI ULCI

Perceived warmth .20 .01 .44

Perceived competence �.01 �.05 .05

Conditional indirect effects of X on Y via perceived warmth at values of the moderator(s)

FSOP Effect LLCI ULCI

Scenario �.8102 .40 .18 .61

Scenario .0000 .56 .33 .69

Scenario .8102 .72 .39 1.08

Notes: n = 179.
***p < .001.
**p < .01.
*p < .05 – number of bootstrap samples for bias corrected interval = 5,000.
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nonwork roles and the observers’ expectations of new-
comers’ social integration. The findings from this study
underscore the influence of the organizational context
on observers’ social evaluation processes. Notably, we
discovered that observers working in organizations char-
acterized by high levels of Family-Supportive Organiza-
tional Culture (FSOP) tended to rate newcomers who
signaled the intention to be highly committed in non-
work roles more favorably.

GENERAL DISCUSSION

In this study, we delved into the repercussions faced by
newcomers when publicly expressing at work the inten-
tion to be committed in their nonwork roles in addition
to their work. Our findings reveal a positive association
between signaling this dual commitment and the
observers’ expectations of newcomers’ abilities to inte-
grate into the social dynamics of the new organization.
Additionally, we found that the observers’ perception of
newcomers’ warmth played a pivotal role in explaining
the effects of this intention on expected social integration.
Contrary to our expectations, we did not find that this
effect was contingent upon the newcomers’ gender. Nota-
bly, our study also highlighted the significant influence of
the organizational culture in shaping observers’ judg-
ments, indicating that individuals were more likely to
view newcomers positively when they signaled an inten-
tion to be highly involved in both work and nonwork
roles when employed in organizations characterized by a
family-supportive culture.

Our overarching aim was to explore whether new-
comers faced social consequences when deviating from
dominant workplace norms that emphasize the impor-
tance of exclusive focus on job responsibilities without
other distractions (Williams et al., 2016). Our findings
contribute to existing research in several ways. Firstly,
this is one of the few studies that examine the observers’

reactions to an individual’s intention to balance both
work and nonwork roles, whereas previous work has pre-
dominantly focused on the perspective of the individual
(Reid, 2015; Rothbard et al., 2022). Furthermore, we
revealed that this intention significantly influences the
perception of the newcomers’ social evaluation, through
the warmth dimension rather than the competence
dimension. This contribution extends the current litera-
ture, which has mostly examined the impact of this
stigma on individuals’ agency and commitment (Hideg
et al., 2018). We demonstrated that expressing the desire
to achieving a good work-life balance can also yield pos-
itive consequences, leading to an enhanced perception of
warmth. This contrasts with previous research associat-
ing such intentions predominantly with negative out-
comes (Leslie et al., 2012; Williams et al., 2016). Our
findings align with the Allport’s seminal contribution
(Allport, 1954) that reactions to stereotypes are rarely
purely negative; instead, they often encompass ambiva-
lent beliefs blending both negative and positive attributes
(Fiske et al., 2002; Yu et al., 2022). Contrary to the tradi-
tional view associating the commitment in nonwork
activities to a worse evaluation, we demonstrated that this
approach can also have a positive connotation, improv-
ing how observers perceive a newcomers’ social skills and
friendliness. Our findings support recent research suggest-
ing that sharing personal information at work can foster
trust (Nifadkar et al., 2019) and interpersonal liking
(Rothbard et al., 2022). By integrating signaling theory
with the stereotype content model, our study introduces a
mechanism linking signals into meaningful interpretation
through the dimensions of competence and warmth. We
found that, of these two stereotypes accounting for over
80% of the variance in forming individual impressions
(Fiske, 2012; Wojciszke, 2005), perceived warmth was
significantly shaped by newcomers’ intentions, emerging
as the primary dimension in the model. This underscores
the assumption that humans, distinct from nonhuman
subjects, prioritize warmth in facing new encounters,

F I GURE 2 The moderating effect of the
Observers’ FSOP on the relationship between
signaling the intention to be involved in nonwork
roles (versus only focused on work roles) and
newcomers’ perceived warmth – study 2.
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answering the fundamental question, ‘friend or foe?’
(Dupree & Fiske, 2017).

Furthermore, our study establishes that the observers’
organizational context plays a crucial role in influencing
the evaluation process, either mitigating or exacerbating
the effects of these dynamics. The findings corroborate
the idea that social cognitions do not develop in a vac-
uum, but they are rather shaped by the broader organiza-
tional context (Johns, 2006). Observers employed in
family-supportive organizations evaluated more posi-
tively those newcomers who signaled the intention to be
highly involved in both work and nonwork roles com-
pared to those observed employed in family-unsupportive
organizations. This insight suggests that individuals tend
to evaluate others based on a potential alignment with
the main cultural beliefs and social norms of their own
organization.

Our paper extends prior socialization research that
often focused on newcomers’ characteristics influencing
the socialization process (Ellis et al., 2017). For example,
Bauer et al. (2021) found that the success of the socializa-
tion process is influenced by newcomers’ resources,
including their personality and precedent relationships
with other member of the new organization. Here, we
shed light on another vital individual characteristic—the
legitimate aspiration to build a successful career without
compromising other life domains. This important life
goal, increasingly sought after globally, serves as a proxy
to consider the implications of a more balanced profes-
sional identity that departs from the moral imperative of
being mostly focused on the job. Our findings demon-
strate that supervisors’ judgments on newcomers’ capac-
ity to socially integrate into a new organization could be
positively influenced by the pursuit of a balanced and
sustainable professional identity, where both work
and other life commitments are deemed important.

Practical implications

Our paper holds significant practical implications, partic-
ularly for newcomers navigating the early stages of join-
ing a new organization. These individuals often grapple
with the dilemma of what information to disclose or con-
ceal to convey a first good impression. By showcasing the
advantages associated with referencing nonwork roles
during the socialization process on perceived warmth,
this paper may encourage newcomers revealing their true
self at work, without the fear of experiencing negative
consequences. Our results underscore the importance of
navigating the socialization process authentically, and
making deliberate and conscious decisions about the
information newcomers choose to share at work to culti-
vate a positive self-image—a primary goal of the signal-
ing process. Previous research (Casciaro & Lobo, 2008)
has shown that individuals prefer to work with lovable
fools (someone perceived as friendly even if less

competent) over knowledgeable jerks (someone perceived
as highly competent but unpleasant). Consequently, new-
comers may intentionally choose to disclose more about
their personal lives to reinforce a warmer and more
approachable image.

Moreover, our research underscores the pivotal role of
a supportive organizational culture in mitigating bias
towards individuals signalling their intention to invest in
and participate in nonwork roles. This extends beyond fos-
tering a family-friendly culture to promoting a broader
culture of work-life balance through policies and practices.
Organizational leaders play a crucial part in normalizing
an interest in work-life balance by adopting role-modeling
behaviors, such as openly embracing or disclosing their
non-work activities to others at work. These behaviors
contribute to the establishment of greater acceptance sur-
rounding work-life balance, creating an environment
where employees feel comfortable sharing the joy derived
from their non-work activities (Rofcanin et al., 2017).
Building on our findings regarding the crucial role of fam-
ily supportive organizational culture, family-supportive
supervisor training (Hammer et al., 2015) would represent
an effective method for improving supervisors’ attitudes
towards newcomers expressing the desire for achieving a
good work-life balance. Such an intervention might help
mitigate the tendency to associate the involvement in non-
work activities with low devotion to work, enabling
employees to freely express and pursue both their work
and nonwork goals (Cable et al., 2013).

Limitations and direction for future research

The study’s hypotheses were tested using data from two
vignette studies, where we manipulated various condi-
tions, including newcomers’ intention to be engaged in
nonwork roles (versus focusing only on the job) and their
gender. The study specifically focused on one facet of the
socialization process – social integration – omitting con-
sideration of other performance-related outcomes, such
as task mastery and in-role performance. This limitation
may explain why the statistically significant relationship
between signaling, competence, and the study’s outcomes
was not observed. Future research is necessary to explore
if similar dynamics apply also to other crucial outcomes
of the socialization process. Performance, for instance,
could potentially mitigate the negative social evaluations
associated with involvement in nonwork roles, as prior
research suggests supervisors respond positively to proac-
tive behaviors exhibited by “stars” (Long et al., 2015).
Therefore, newcomers’ prior professional experience, cur-
rent performance and/or proactive attitude may influence
the interpersonal evaluation process, fostering greater tol-
erance towards investment in nonwork domains.1

1We thank an anonymous reviewer for highlighting this important limitation of
the paper.
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Additionally, future research should examine whether
observers’ reactions would differ based on the role of the
enactor. While a supervisor’s decision to share personal
information at work has been shown to elicit positive
reactions in terms of interpersonal trust (Nifadkar
et al., 2019), it remains uncertain if the same response
would be elicited if such behavior would be exerted by an
executive manager in a traditional organizational setting,
wherein a full commitment to work might be expected. It
is also crucial to investigate how observers’ reactions
would change if they were asked to assume the role of a
colleague rather than the one of the supervisor, and
whether their comprehension of the newcomer’s behavior
differs based on the nature of their relationship with the
focal actor (Russo & Morandin, 2023).

CONCLUSIONS

In the contemporary workplace, employees increasingly
anticipate organizational support for their career and
family/personal life aspirations. This study delves into the
consequences associated with newcomers signaling
the intention to deviate from the traditional expectation
of complete focus and dedication solely to the job, focus-
ing specifically on the potential impact of these dynamics
on social integration—an integral facet of the socializa-
tion process. Our findings reveal that signaling the inten-
tion to be highly involved in nonwork roles, alongside
work commitments, can lead to a more positive evalua-
tion of newcomers’ social integration capabilities, partic-
ularly through an enhanced perception of warmth.
Notably, we demonstrated that the organizational con-
text plays a significant role in this process. The observers
working in family-supportive organizations rated more
favorably newcomers who signaled the intention to invest
in both work and nonwork roles compared to the
observers employed in family-unsupportive organiza-
tions. These insights offer newcomers valuable informa-
tion for making strategic decisions about personal
disclosures to successfully navigate their socialization
process. By understanding the positive outcomes associ-
ated with signaling a commitment to both work and non-
work roles, individuals can align their communication
strategies with organizational cultures that are more sup-
portive of such important life goals, fostering a smoother
and more positive integration in the team.
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APPENDIX

Female (male) newcomer signaling a strong intention to be
involved in nonwork roles.

Rebecca (John) is a recently hired employee who
joined your company three months ago. Rebecca (John)
has many years of work experience and (s)he has a bache-
lor in Journalism. During these three months, you
noticed that (s)he is a conscientious and likeable person,
who masters well her (his) new tasks and who has devel-
oped friendly relationships with the other members of the
team. Talking to her (him), you realized that Rebecca
(John) gives high importance to achieving a good work-
life balance.

For example, during lunch (s)he told you about the
numerous activities in which (s)he is involved during non-
working hours – sport, community, and her (his) strong
passion for photography – and (s)he frequently discloses
to the team her (his) aspiration to have a good career but
also sufficient time to dedicate to her (his) family, friends
and personal hobbies.

Female (male) newcomer signaling the intention to be
involved in work roles only.

Rebecca (John) is a recently hired employee who
joined your company three months ago. Rebecca (John)
has many years of work experience and (s)he has a bache-
lor in Journalism. During these three months, you
noticed that (s)he is a conscientious and likeable person,
who masters well her (his) new tasks and who has devel-
oped friendly relationships with the other members of the
team. Talking to her (him), you realize that (s)he gives
low importance to achieving a good work-life balance.

For example, during a lunch (s)he told you to not be
involved in any particular activity beyond the work, and
(s)he frequently discloses to the team her (his) aspiration
to have a good career even if this would imply some sac-
rifices on the personal side.
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