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Abstract
In this study, we aim to examine how socialization practices 
predict newcomers' career adaptability during their organiza-
tional transitions. Drawing on career construction theory and 
conservation of  resources theory, we argue that newcomers' 
job embeddedness, as predicted by their perceived organi-
zational socialization tactics, positively predicts their career 
adaptability during career transitions. We investigate the role 
of  past transition experiences (i.e., career variety) in moder-
ating the relationship between job embeddedness and career 
adaptability. Data were collected at three time points from 
492 newcomers in an information technology company in 
China. The newcomers' perceived organizational sociali-
zation tactics (i.e., training, future prospects and coworker 
support) positively predicted their job embeddedness, which 
was positively associated with their career adaptability. Addi-
tionally, career variety weakened the positive effect of  job 
embeddedness on career adaptability. Furthermore, career 
variety moderated the indirect effects of  future prospects and 
coworker support on career adaptability via job embedded-
ness, but not that of  training. We conclude the article with 
discussions of  our theoretical and practical contributions.
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of  resources theory, job embeddedness, organizational socialization tactics

A R T I C L E

Sustaining newcomers' career adaptability: The roles 
of  socialization tactics, job embeddedness and 
career variety

Di Cai1 | Zehua Li2 | Lingxiao Xu3 | Lanyue Fan2  |   
Shanshan Wen4 | Fangmin Li5 | Ziqing Guan6 | Yanjun Guan2

DOI: 10.1111/joop.12423

Received: 17 May 2022    Accepted: 16 December 2022

This is an open access article under the terms of  the Creative Commons Attribution-NonCommercial-NoDerivs License, which permits use and 
distribution in any medium, provided the original work is properly cited, the use is non-commercial and no modifications or adaptations are made.

© 2023 The Authors. Journal of  Occupational and Organizational Psychology published by John Wiley & Sons Ltd on behalf  of  The British Psychological 
Society.

J Occup Organ Psychol. 2023;96:264–286.wileyonlinelibrary.com/journal/joop264

https://orcid.org/0000-0001-5203-8666
http://creativecommons.org/licenses/by-nc-nd/4.0/
https://wileyonlinelibrary.com/journal/joop
http://crossmark.crossref.org/dialog/?doi=10.1111%2Fjoop.12423&domain=pdf&date_stamp=2023-01-05


NEWCOMER CAREER ADAPTABILITY 265

BACKGROUND

In a career world characterized by increasing job mobility and frequent career transitions, career adaptabil-
ity, which refers to individuals' psychosocial resources to cope with developmental tasks, work traumas and 
occupational transitions (Savickas, 2005, 2013; Savickas & Porfeli, 2012), plays a critical role in facilitating 
individuals' adaptation in their career transitions (Savickas, 2005, 2013). It has been found consistently 
that during school-to-work or work-to-work transitions, career adaptability positively predicts self-efficacy 
(Guan et al., 2013, 2014; Matijaš & Seršić, 2021; Pajic et al., 2018), job search success and employment 
quality (Guan et al., 2013, 2014; Koen et al., 2012; Pan et al., 2018; Van der Horst et al., 2021), as well as 
subjective well-being (Ramos & Lopez, 2018). Career adaptability also serves as an important resource 
that weakens the negative impacts of  radical career changes on adapting effectiveness (Rudolph & 
Zacher, 2021). Although studies have shown that career adaptability is predicted by personal factors, such 
as demographic characteristics (e.g., age and education), personality constructs (e.g., proactive personality, 
extraversion, and openness to experience), future temporal focus, core self-evaluations (Cai et al., 2015; 
Hirschi, 2009; Zacher, 2014), vocational identity (Negru-Subtirica et al., 2015) and emotional intelligence 
(Coetzee & Harry, 2014), it can also be shaped by contextual factors, such as parental career-specific 
behaviours (Guan et al., 2015, 2018; Liang et al., 2020), leadership styles (Delle & Searle, 2020), perceived 
social support (Guan et al., 2016; Hirschi, 2009; Ocampo et al., 2018; Tian & Fan, 2014) and the quality 
of  the learning environment (Tian & Fan, 2014).

Despite the accumulated research on the positive effects of  career adaptability and its antecedents, 
little is known about how career adaptability is influenced by organizational factors during transitions. 
This is problematic given that career adaptability is a changeable factor that develops through dynamic 
interactions between individuals and their environments across the life span (Savickas & Porfeli, 2012). As 
posited by career construction theory (Savickas, 2005, 2013), career development is an iterative process 
consisting of  continuously adapting and of  learning circles: while individuals rely on career adaptability to 
facilitate career transitions, their career adaptability is also influenced during the transitions. A few empir-
ical studies have begun to examine this possibility by focusing on the accumulative effects of  career tran-
sitions on career adaptability (Guan et al., 2016) and exploring undergraduate students' career adaptability 
development after internship participation or training (Koen et al., 2012; Ocampo et al., 2020). However, 
no systematic examination of  how organizational socialization tactics may influence newcomers' career 
adaptability during career transitions has been conducted.

Based on career construction theory (Savickas, 1997, 2005, 2013) and conservation of  resources 
(COR) theory (Hobfoll, 1989, 2001), we seek to fill this gap. From a COR perspective (Halbesleben 
et al., 2014; Hobfoll, 2001), the high levels of  unfamiliarity and uncertainty during organizational 
entry may drain newcomers' self-regulation resources (Bauer et al., 2021; Ellis et al., 2015; Gilmore 
& Harding, 2022), and thereby have potentially negative impacts on newcomers' career adaptability. 
In such a demanding situation, organizational socialization tactics (i.e., training, future prospects and 
coworker support; Taormina, 1997) may serve as critical contextual factors that sustain newcomers' career 

Practitioner points

• Organizational entry as a demanding period will drain newcomers' self-regulation resources, 
but organizational socialization tactics can help newcomers to sustain their career adaptability 
by increasing their job embeddedness.

• Newcomers with fewer transition experiences benefit more from job embeddedness to develop 
their career adaptability.

• Organizations should provide well-designed organizational socialization tactics which benefit 
both organizations and newcomers.
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CAI ET AL.266

adaptability (Halbesleben et al., 2014; Hobfoll, 2001). We also propose that this effect can be explained 
by newcomers' job embeddedness (i.e., links, fit and sacrifice; see Mitchell et al., 2001), which indicates a 
state of  abundant resources (Halbesleben & Wheeler, 2008; Harris et al., 2011; Wheeler et al., 2012). That 
is, when newcomers receive these socialization tactics, they are more likely to develop a high level of  job 
embeddedness, which enriches their other psychosocial resources (i.e., career adaptability; Halbesleben 
et al., 2014; Hobfoll, 2001). In addition, we consider career variety as an important moderator that weak ens 
the positive effect of  job embeddedness on newcomers' career adaptability because, usually, individuals 
with a high career variety have developed multiple career-related resources, which may decrease the utility 
of  job embeddedness for career adaptability. Moreover, the potential ‘dark side’ of  job embeddedness 
may further inhibit them from utilizing resources provided by the organization to construct their careers. 
An integrative model representing the above ideas is illustrated in Figure 1.

Our research makes several contributions. First, this study adds new knowledge to the antecedents 
of  career adaptability by focusing on the critical role of  organizational socialization tactics in newcomers' 
career adaptability at Time 3 (i.e., 8 months after entry), with career adaptability at Time 1 (i.e., 2 months 
after entry) controlled. Second, this research extends the literature on organizational socialization, which 
has a strong focus on organizational and work-related outcomes. The findings of  this study highlight 
the importance of  organizational socialization tactics in influencing career-related outcomes, and help 
to bridge the organizational socialization and career management literatures. Third, the inclusion of  job 
embeddedness as a mediator helps in understanding the mechanisms underlying organizational socializa-
tion and career adaptability. Although research has tended to consider job embeddedness as an indicator 
of  organizational adaptation, our results suggest that it also serves as an important resource for newcom-
ers' positive changes in their career adaptability. Fourth, by examining the boundary condition for the 
relationship between job embeddedness and career adaptability through the study of  the moderating role 
of  career variety, we highlight the importance of  previous career experience in newcomers' adaptability.

THEORY AND HYPOTHESES

Career construction theory suggests that individuals draw on self-regulation resources to cope with career 
transitions (Savickas, 1997, 2005, 2013), and career adaptability consists of  individuals' psychosocial 
resources to (a) foresee and prepare for challenges that are likely to occur in the future (career concern), 

F I G U R E  1  Hypothesized model
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NEWCOMER CAREER ADAPTABILITY 267

(b) engage in developmental activities and manage changes (career control), (c) explore potential career 
opportunities and identify situational changes (career curiosity) and (d) remain confident in adapting to 
environments (career confidence; Savickas, 2013; Savickas & Porfeli, 2012).

Career construction theory considers that an individual's career adaptability develops through their 
interactions with environments (Savickas & Porfeli, 2012). It focuses mainly on how individuals' personal 
resources (i.e., willingness or flexibility to make changes) facilitate career adaptability. However, it does 
not provide an explicit explanation for how career adaptability is acquired from environments (Ocampo 
et al., 2018), nor does it explain how individuals' previous career resources may influence the gaining 
of  resources. As a result, we draw upon the COR perspective (Hobfoll, 1988, 1989, 2001), as it offers 
a systematic resource-based account of  how career adaptability might be influenced during newcomers' 
organizational transitions.

The key tenet of  COR theory is that individuals are motivated to conserve their current resources and 
acquire new resources (Hobfoll, 1988, 1989). In this context, resources refer broadly to things that people 
value, with an emphasis on objects, conditions, personal characteristics and energies (Hobfoll, 1989). 
Resources can help people respond to stress, conserve personal strengths and social bonds, achieve goals 
and satisfy needs, and fit into their current environment (Halbesleben et al., 2014; Hobfoll, 1989). As indi-
viduals gain resources, the resource-gain spiral corollary states that their ability to gain further resources 
improves (Halbesleben et al., 2014).

Based on a resource perspective, we argue that to cope with anxiety and uncertainty during organ-
izational entry, newcomers are required to conserve and acquire valuable resources for better effective 
adaptation and career development (Halbesleben et al., 2014; Hobfoll et al., 2018; Savickas, 2005, 2013). 
The organizational socialization tactics (i.e., training, future prospects and coworker support) offer neces-
sary resources that enable newcomers to become embedded in the new organization (Allen, 2006; Allen 
& Shanock, 2013; Halbesleben et al., 2014; Hobfoll et al., 2018) and the acquired resources (i.e., links, 
fit and sacrifice) further enrich newcomers' psychosocial resources (i.e., career adaptability; Halbesleben 
et al., 2014; Hobfoll, 2001). Moreover, the effects of  resources acquired in the organization on career 
adaptability depend on newcomers' past career resources (Hobfoll, 2002; Hobfoll et al., 2018).

Organizational socialization and job embeddedness

Organizational socialization tactics refer to the methods provided by organizations to assist newcomers 
in becoming involved in activities that help them acquire the necessary knowledge, attitudes and work 
behaviours (Allen, 2006; Taormina, 1997), which are valuable resources for newcomers to adapt to new 
environments (Halbesleben et al., 2014; Hobfoll, 1989, 2001; Savickas, 2013). Research on organiza-
tional socialization has commonly applied six tactics: collective (vs. individual), formal (vs. informal), 
sequential (vs. random), fixed (vs. variable), serial (vs. disjunctive) and investiture (vs. divestiture) tactics 
(Van Maanen & Schein, 1979). Based on this conceptualization of  organizational socialization tactics, 
Jones (1986) subsequently grouped these six tactics into three broader factors: context, content and 
social aspects. Following Jones' (1986) framework, we focus on three socialization tactics provided by 
the organization: training, future prospects and coworker support. Training, a context socialization tactic 
that provides information to newcomers, is defined as the method that provides newcomers with the 
necessary functional knowledge, skills and ability to perform their roles. Future prospects, a content social-
ization tactic, provides both sequence arrangement and a likely plan for newcomers' work, and refers to 
the guidance for newcomers to foresee their career pathways in the organization. Coworker support, a social 
aspects socialization tactic that reflects newcomers' interactions with experienced organization members, 
is defined as supports (e.g., emotional, moral and instrumental) provided by other employees in the organ-
ization (Jones, 1986; Taormina, 1997; Van Maanen & Schein, 1979).

Job embeddedness is defined as a collection of  material, social and psychological influences that 
retain employees (Mitchell et al., 2001; Yao et al., 2004; Zhang et al., 2012). It serves as an indicator of  
the match between an individual and the organization (Granovetter, 1995) and the state of  mind in which 
a person decides to stay in an organization (Robinson et al., 2014). Job embeddedness consists of  three 
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CAI ET AL.268

critical dimensions: links, fit and sacrifice. Links refer to the formal or informal connections that an indi-
vidual develops with others or with their institutions; fit refers to an individual's perceived compatibility 
with their job (e.g., knowledge, skills and abilities) and their organization (e.g., values, goals and plans); 
and sacrifice refers to an individual's perceived loss of  material or psychological benefits when leaving their 
current job (Mitchell et al., 2001). Through the lens of  COR theory, researchers have generally treated job 
embeddedness as a state of  access to abundant resources that an employee gains through investments of  
time, energy and effort (Halbesleben & Wheeler, 2008; Harris et al., 2011; Wheeler et al., 2012). For exam-
ple, links represent person-to-person resources; fit describes employees' sense of  match (e.g., knowledge, 
skills, abilities, goals and values) with the working environment; and sacrifice refers to any benefits that 
are likely to be forfeited when leaving the organization.

We argue that organizational socialization tactics (i.e., training, future prospects and coworker support) 
are positively associated with newcomers' job embeddedness. First, training provides ample opportunities 
for newcomers to build and foster links with other professional colleagues through related practices such 
as teamwork (Kiazad et al., 2015; Tian et al., 2016). It also boosts newcomers' fit with the organization 
by equipping them with the necessary knowledge and skills (Gardner et al., 2011; Ng & Feldman, 2007; 
Taormina, 1997). In addition, as training leads to the improvement of  newcomers' human capital, we 
anticipate that the firm-specific knowledge and skills that newcomers learn from training programmes are 
perceived as benefits that may be sacrificed if  they leave the job (Tian et al., 2016).

Second, the organizational socialization tactics about future prospects provide newcomers with 
the expectation of  a rewarding career, stimulating them to be proactive in participating in career devel-
opment activities (e.g., career networking) that enhance their links with others at work (Noe, 1996; 
Taber & Blankemeyer, 2015). Future prospects enable and encourage newcomers to invest in personal 
resources through proactive and foresightful behaviours (Hobfoll, 1989) to adapt their career goals and 
plans to their organization. This adaptation process fosters a strong sense of  fit with their organiza-
tion (Nguyen et al., 2017). Moreover, future prospects provide newcomers with developmental infor-
mation, medium-term promotions, and long-term career development opportunities as conditions 
resources (Hobfoll, 1989), all of  which are promising resources that newcomers are unwilling to sacrifice 
(Allen, 2006; Nguyen et al., 2017).

The third form of  socialization—coworker support—tightens the bond between newcomers and 
coworkers, contributing to the social resources that enable newcomers to expand and enhance their social 
links with others (Bauer et al., 2007; Halbesleben et al., 2014; Yang & Wong, 2020). Coworker support 
also offers newcomers the opportunity to gain help and verbal suggestions from senior employees, which 
further facilitates the newcomers' fit with the organization (Cable & Parsons, 2001). At the same time, the 
established friendships in this organization generated by coworker support are important social resources 
that newcomers are reluctant to sacrifice (Allen, 2006). Therefore, we propose the following hypothesis:

Hypothesis 1 The three components of  organizational socialization tactics, namely training (H1a), future prospects 
(H1b) and coworker support (H1c), are positively related to newcomers' perceived job embeddedness.

Job embeddedness and career adaptability

Career construction theory views career adaptability as psychosocial resources (Savickas, 2005, 2013). At 
the same time, COR theory posits that resources can generate other resources (Hobfoll, 2001; Hobfoll 
et al., 2018). In line with this perspective, we argue that job embeddedness provides newcomers with 
useful resources to leverage in developing career resources (i.e., career adaptability; Hobfoll, 2001; 
Hobfoll et al., 2018). First, the links dimension of  job embeddedness denotes the formal and infor-
mal relationships that newcomers develop with members of  their organization (Mitchell et al., 2001). 
These formal and informal connections offer them a better chance to access career-related resources 
from others (e.g., mentors, supervisors and senior colleagues), which boosts their career adaptability 
(Seibert et al., 2001). To be more specific, newcomers with deep links are more likely to receive vocational 
supports from others than newcomers without deep links, which could enable the newcomers to open 
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NEWCOMER CAREER ADAPTABILITY 269

their minds in terms of  the career opportunities that they could explore (career curiosity). For example, 
newcomers are more likely to engage in exploration activities in related professions and opportunities 
sponsored by their mentors or supervisors (Allen et al., 2004; Hall & Smith, 2009). With the benefit of  
the career experiences shared, and suggestions made, by senior members (Godshalk & Sosik, 2003; Hall 
& Smith, 2009), newcomers are more likely to establish long-term career goals and be aware of  their 
vocation tasks and developmental needs in the distant future (career concern) than they would be without 
access to such shared experiences and suggestions. Moreover, the career guidance on expertize acquisition 
and skill learning gives newcomers the feeling that they can construct their career (career control), while 
the real-life career experiences from senior others may increase newcomers' efficacy in developing their 
careers due to the observational learning effect (career confidence; Bandura, 1977). Empirical evidence 
has found that supportive and influential resources derived from individuals' social networks contribute 
to their career adaptability (Sou et al., 2022).

Second, the fit dimension of  job embeddedness denotes newcomers' accumulation of  relevant knowl-
edge, skills and abilities to meet their role requirements and the adaptation of  their values, career goals and 
plans to the larger organizational culture (Mitchell et al., 2001). A clear understanding of  career goals and 
their environment means that newcomers are more likely to develop a sense of  what they need to learn in 
the future (career concern) and become more self-disciplined in developing relevant knowledge, skills and 
abilities to prepare for their career future (career control) than if  they lack such an understanding (Bauer 
et al., 2007; Qi et al., 2014). In addition, the opportunities that allow newcomers to increase their human 
capital enable them to explore their career possibilities (career curiosity) more effectively than they would 
otherwise. Finally, the experience of  finding a fit between self  and the environment enhances newcomers' 
confidence in facing career transitions, thus contributing to their career confidence (Bandura, 1997; Bauer 
et al., 2007). Studies have provided preliminary support for the benefits of  the fit dimension by show-
ing that employees who develop more (vs. less) knowledge, skills and abilities in the organization have a 
higher (vs. lower) capacity to easily adapt to changes in the internal and external labour markets (De Vos 
et al., 2011) and are more (vs. less) likely to thrive in the ever-changing work environment (Eby et al., 2003).

Third, the perceived sacrifice indicates that newcomers have gained tangible or intangible bene-
fits through proactively interacting with the environment, where tangible benefits refer to, for exam-
ple, pay, advancement opportunities, financial bonuses and office materials, and intangible benefits refer 
to, for example, autonomy, self-esteem, job satisfaction, career satisfaction and reduced stress (Ampofo 
et al., 2017; Ashforth & Saks, 1996; Bauer et al., 2007; Mitchell et al., 2001). According to the resource-gain 
spiral, the material attained in transitions can help newcomers attain further career resources. For example, 
advancement opportunities offer newcomers ‘raw materials’ for thinking and preparing for their future. 
With these opportunities in mind, they are more likely than otherwise to be aware of  the vocational 
choices that they should make and to prepare for their future careers (career concern). These opportu-
nities also signal the directions for individuals to explore their possible selves in the environment. This 
can help newcomers develop abilities in gathering career-related information, thus contributing to career 
curiosity. In addition, the autonomy of  pursuing personal goals (Mitchell et al., 2001) means that employ-
ees can make their own decisions and take responsibility for their actions, thus enhancing their ability to 
control their careers (career control). Furthermore, the subjective benefits gained from the environment 
convince them of  their ability to cope with challenges and difficulties and give them a positive image of  
their career, which contributes to their confidence in constructing their career (career confidence). Thus, 
it is likely that the objective and subjective materials that newcomers attain during their transition serve 
as inputs for their career adaptability. Research has provided preliminary support by showing that those 
with higher (lower) advancement expectations are more (less) likely to gain resources from environments 
(Singh et al., 2009) and those with higher (lower) psychological benefits (i.e., subjective career success) are 
more (less) adaptable in their organization (Blokker et al., 2019).

The effects of  job embeddedness are not universally positive. As Halbesleben et al. (2014) argued, the 
valence of  resources may change as an individual grows in time and experience. For example, a high level 
of  job embeddedness could mean an increased risk of  becoming ‘stuck’ in a job because it reduces employ-
ees' motivations and opportunities to learn and develop career resources that are not firm-specific (Ng & 

 20448325, 2023, 2, D
ow

nloaded from
 https://bpspsychub.onlinelibrary.w

iley.com
/doi/10.1111/joop.12423 by T

est, W
iley O

nline L
ibrary on [24/05/2023]. See the T

erm
s and C

onditions (https://onlinelibrary.w
iley.com

/term
s-and-conditions) on W

iley O
nline L

ibrary for rules of use; O
A

 articles are governed by the applicable C
reative C

om
m

ons L
icense



CAI ET AL.270

Feldman, 2010). However, as our research setting focuses on newcomers, who usually lack the resources (e.g., 
networks, knowledge, skills and ability) to construct their careers, it is reasonable to expect that, overall, the 
resources provided by the organization (i.e., links, fit and sacrifice) should be beneficial to them. Neverthe-
less, the effects are likely to vary between newcomers, and some newcomers may develop multiple resources 
and perceive the detrimental effect of  job embeddedness. This issue is discussed in the next section.

Taking the results of  the discussion together, we propose the following hypothesis:

Hypothesis 2 Newcomers' job embeddedness is positively related to career adaptability (H2a) and mediates the positive 
effects of  training (H2b), future prospects (H2c) and coworker support (H2d) on career adaptability.

Career variety as a moderator

Following career construction theory and COR theory, we propose that an individual's accumulated tran-
sition experiences, as reflected in career variety (i.e., the diversity of  the functional areas and institu-
tional contexts experiences accumulated in an individual's career over time; see Karaevli & Hall, 2006), 
moderates the effect of  job embeddedness on career adaptability. According to COR theory, accumulated 
resources enable individuals to acquire desirable resources, but the amount of  resources already possessed 
by the individuals influences their acquisition of  new resources (Hobfoll, 2002; Hobfoll et al., 2018). In 
line with this argument, we propose that while job embeddedness helps newcomers gain more resources 
(i.e., career adaptability) than before, the effect is influenced by the resources (i.e., career variety) that they 
already possess (Hobfoll, 2002; Hobfoll et al., 2018; Karaevli & Hall, 2006).

First, the utility of  job embeddedness in influencing career adaptability differs among people with 
different career experiences (Hobfoll, 2002; Hobfoll et al., 2018). Newcomers with a high level of  career 
variety have various experiences in different industries, organizations and departments (Karaevli & 
Hall, 2006). They have also established links and accumulated social resources outside the current organ-
ization (Dobrev & Merluzzi, 2018). These newcomers, having a deep understanding of  their career and 
environment, also have established personal resources to cope with challenges during their transition 
(Beus et al., 2014; Beyer & Hannah, 2002; Dobrev & Merluzzi, 2018), and they are more marketable than 
individuals without such resources (Bian, 1997; Dobrev & Merluzzi, 2018; Granovetter, 1995). Thus, this 
dilutes the utility of  resources provided by the current organization (i.e., job embeddedness) in developing 
career adaptability. In contrast, the infusion of  resources (i.e., job embeddedness) for newcomers with few 
resources can have a powerful impact on their career adaptability (Hobfoll et al., 2018).

Second, the valence of  a resource can be idiosyncratically valuable (Freund & Riediger, 2001). As 
we noted before, job embeddedness has potentially negative effects that increase individuals' chances of  
being stuck in the job (Ng & Feldman, 2010). This detrimental effect could be evident in sectors charac-
terized as high mobility, including, for example, the information technology (IT) sector. The people who 
have more transition experiences are more likely to be aware of  or even have experienced such adverse 
effects (Karaevli & Hall, 2006), which makes them less likely to rely on the job embeddedness in this 
organization to develop their career adaptability compared with those with fewer transition experiences.

Based on the above arguments, we propose that career variety mitigates the effect of  job embedded-
ness on career adaptability.

Hypothesis 3 Career variety moderates the relation between job embeddedness and career adaptability, such that the 
effect of  job embeddedness on career adaptability is weaker (stronger) among individuals with a higher (lower) level 
of  career variety.

In addition, given the mediation role of  job embeddedness in the relation between three organiza-
tional socialization tactics and career adaptability, we further propose that the indirect effects of  organ-
izational socialization tactics on career adaptability through job embeddedness are moderated by career 
variety. Accordingly, we propose the following moderated mediation model:
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NEWCOMER CAREER ADAPTABILITY 271

Hypothesis 4 Career variety moderates the indirect effects of  three organizational socialization tactics, namely training 
(H4a), future prospects (H4b) and coworker support (H4c), on career adaptability through job embeddedness, such 
that the mediated relationships are weaker (stronger) under a higher (lower) level of  career variety.

METHOD

Participants and procedures

We conducted this study by investigating newcomers in one of  China's largest IT companies, which 
provided newcomers with intensive socialization tactics at the beginning of  their organizational entry. 
All of  the participants volunteered to join the survey and were informed that the data would only be 
used for research purposes. Data for this study were collected in three waves across 6 months to alleviate 
concerns regarding common method variance. The first wave (Time 1) was conducted 2 months after 
participants joined the company, and measured the independent variables (i.e., training, future prospects 
and coworker support), the moderator (i.e., career variety) and the control variables (i.e., gender, age, 
education, position and career adaptability). At Time 2 (4 months after entry), the participants provided 
ratings on their job embeddedness. At Time 3 (8 months after entry), the participants were asked to rate 
their career adaptability.

We recruited 757 participants at Time 1, and 621 of  them provided valid information. At Times 2 and 
3, valid responses were provided by 600 and 492 participants respectively. Thus, the final sample size was 
492, representing an overall response rate of  65.0%. The sample consisted of  398 (80.9%) males and 94 
(19.1%) females, with an average age of  25.81 years (SD = 2.02). Of  these participants, 326 (66.3%) held 
a bachelor's degree, 161 (32.7%) held a master's degree and five (1%) held a doctoral degree. In terms of  
position, the respondents worked in research and development (63.6%), technical support (8.3%), project 
implementation (13%) and other positions (15.1%).

Measurement

Unless specifically mentioned, all items in English were translated into Chinese following standard trans-
lation and back-translation procedures (Brislin, 1980). Responses were collected on 5-point Likert scales 
ranging from strongly disagree (1) to strongly agree (5).

Training, future prospects and coworker support (Time 1)

We used the 12-item organizational socialization scale developed by Cable and Parsons (2001) to meas-
ure training (e.g., ‘I have been through a set of  training experiences that are specifically designed to give 
newcomers a thorough knowledge of  job-related skills’), future prospects (e.g., ‘The steps in the career 
ladder are clearly specified in this organization’) and coworker support (e.g., ‘Almost all of  my colleagues 
have been supportive of  me personally’) at Time 1. Cronbach's alphas were .92, .91 and .79 for training, 
future prospects and coworker support respectively.

Career variety (Time 1)

Based on the research of  Crossland et al. (2014), we asked the participants to report the number of  indus-
tries and companies for which they had worked, and their positions (e.g., ‘How many different companies 
have you worked for since you had your first full-time job?’). The Chinese version was used by Guan 
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et al. (2016). Cronbach's alpha was .91 and the mean score of  these three items was used to represent the 
participants' career variety.

Job embeddedness (Time 2)

We adopted the 7-item scale of  Crossley et al. (2007) on overall job embeddedness (e.g., ‘I feel attached 
to this organization’). Cronbach's alpha was .91.

Career adaptability (Time 1 and Time 3)

We measured career adaptability at both Time 1 and Time 3 using the 12-item Career Adapt-Abilities 
Scale–Short Form (CAAS–SF) by Maggiori et al. (2017). Sample items included, ‘Thinking about what 
my future will be like’ and ‘Working up to my ability’. Cronbach's alphas at Times 1 and 3 were .96 and 
.97 respectively.

Control variables (Time 1)

We included age (in years), gender (0 = male, 1 = female), education (1 = bachelor's degree, 2 = master's 
degree and 3 = doctoral degree) and position in the organization (research and development position, 
technical support position and project implementation position: 0 = no, 1 = yes) as control variables, 
as research has suggested that these factors influence career adaptability (Schuesslbauer et al., 2018; 
Zacher, 2014). To explore the predictors of  residual change of  career adaptability during the transition 
(McArdle, 2009), we controlled for the baseline level of  career adaptability at Time 1 following the liter-
ature (Hirschi, 2009; Zacher, 2014).

RESULTS

Confirmatory factor analyses

We conducted a series of  confirmatory factor analyses (CFAs) using Mplus 8.3 to assess the measurement 
invariance of  career adaptability, and the extent to which the scale items captured the intended constructs.

Measurement invariance of  career adaptability

Given that career adaptability was measured at two different time points, we examined the measure-
ment invariance between Times 1 and 3 to ensure that measurement differences did not contaminate the 
observed relationships, which should originate from covariance in constructs (Golembiewski et al., 1976). 
As career adaptability has been constructed as a second-order construct with four subdimensions 
(Maggiori et al., 2017; Savickas, 2013; Savickas & Porfeli, 2012), we first examined the model fit of  the 
second-order construct and then the measurement invariance.

Consistent with Spurk et al. (2020), we tested two competing CFA models of  career adaptabil-
ity: a one-factor model and a second-order factor model. The one-factor model, in which all items 
loaded on a single latent factor at each measurement occasion, provided a poor fit to the data, with 
χ 2(df = 251) = 1689.88, a comparative fit index (CFI) of  .88, a Tucker–Lewis index (TLI) of  .87 and a root 
mean square error of  approximation (RMSEA) of  .11 (90% CI [.103, .113]). By contrast, the second-order 
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NEWCOMER CAREER ADAPTABILITY 273

factor model provided an acceptable fit to the data (Spurk et al., 2020), such that χ 2(df = 243) = 917.32, 
CFI = .95, TLI = .94 and RMSEA = .08 (90% CI [.070, .080]). Chi-square difference tests indicated that 
the second-order factor model had a better fit consistently across two time points than the one-factor 
model, with Δ𝐴𝐴 𝐴𝐴2

T1
 (Δdf = 16) = 5430.88, Δ𝐴𝐴 𝐴𝐴2

T3
 (Δdf = 16) = 6245.07 and p < .001.

Following the best-practice recommendations of  Chen et al. (2005) for testing second-order construct 
invariance, we examined configural (i.e., the pattern of  fixed and free factor loadings), metric (i.e., factor 
loadings), scalar (i.e., intercepts) and strict (i.e., residual variances) invariances. The results (see Table 1) 
show that the CAAS–SF measure of  career adaptability demonstrated configural invariance (Model 1), 
metric invariance (Models 2 and 3) and partial scalar invariance (Model 4). Following the criteria suggested 
by Chen et al. (2005) and Chen (2007) that ΔCFI < .01 and ΔRMSEA < .015 indicate invariance, we found 
that the difference in the intercepts of  the first-order factors (i.e., Model 4 vs. Model 5, CFI: .945 vs. .938 
and RMSEA: .072 vs. .077), the disturbance of  the first-order factors (i.e., Model 5 vs. Model 6, CFI: .938 
vs. 937 and RMSEA: .077 vs. .077) and the residual variances of  the measured variables (i.e., Model 6 vs. 
Model 7, CFI: .937 vs. .935 and RMSEA: .077 vs. .076) were not substantial. Therefore, we concluded that 
the measurement invariance of  career adaptability was guaranteed.

Second-order model

Model fit indices Model comparison

RMSEA CFI TLI SRMR χ 2 df Δχ 2 Δdf p

Configural invariance (Model 1) .075 [.070, .080] .946 .938 .035 917.320 243

Metric invariance I (Model 2)

 First-order factor loadings 
invariant

.074 [.069, .079] .946 .940 .038 924.265 251 6.945 8 .542

Metric invariance II (Model 3)

 First- and second-order factor 
loadings invariant

.074 [.069, .079] .945 .941 .045 931.896 254 7.631 3 .054

Scalar invariance I (Model 4)

 First- and second-order factor 
loadings and intercepts of  
measured variables invariant

.072 [.067, .077] .945 .942 .046 938.871 262 6.975 8 .539

Scalar invariance II (Model 5)

 First- and second-order factor 
loadings, and intercepts of  
measured variables and first-
order factors invariant

.077 [.072, .081] .938 .936 .081 1032.451 266 93.580*** 4 <.001

Strict invariance I (Model 6)

 First- and second-order factor 
loadings, intercepts and 
disturbances of  first-order 
factors invariant

.077 [.072, .082] .937 .936 .088 1049.184 270 16.733** 4 .002

Strict invariance II (Model 7)

 First- and second-order factor 
loadings, intercepts and 
disturbances of  first-order 
factors, and residual variances 
of  measured variables invariant

.076 [.072, .081] .935 .936 .090 1090.343 282 41.159*** 12 <.001

Note: N = 492. Unstandardized results are presented. **p < .01. ***p < .001 (two-tailed tests).
Abbreviations: CFI, comparative fit index; RMSEA, root mean square error of  approximation; SRMR, standardized root mean square residual; 
TLI, Tucker–Lewis index.

T A B L E  1  Measurement invariance of  second-order factor model of  career adaptability
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CAI ET AL.274

Measurement of  intended constructs

We conducted a series of  CFAs to test whether scale items captured the intended constructs in the 
research model. The hypothesized 7-factor measurement model (i.e., single measures of  training, future 
prospects, coworker support, job embeddedness and career variety as well as repeated measures of  
career adaptability) fitted the data well, as χ 2(df = 968) = 2890.87, χ 2/df = 2.99, p < .001, CFI = .91, 
TLI = .90, RMSEA = .06 and SRMR = .05. A test of  alternative models showed that the hypothesized 
7-factor model had a better fit than a 5-factor model that combined all three socialization approaches—
training, future prospects and coworker support—measured at Time 1 into one factor, Δχ 2 = 921.40, 
Δdf = 11 and p < .001; a 3-factor model that combined all of  the factors measured at Time 1 into one 
factor, Δχ 2 = 3827.39, Δdf = 18 and p < .001; and a 1-factor model that combined all of  the factors, 
Δχ 2 = 10,825.36, Δdf = 21 and p < .001.

Descriptive statistics and correlations

The means, standard deviations and correlations for all of  the variables are shown in Table 2. All three 
organizational socialization tactics—training, r = .34, p < .001, future prospects, r = .37, p < .001 and 
coworker support, r = .34, p < .001—were positively related to job embeddedness. In turn, job embedded-
ness was positively related to career adaptability, r = .27, p < .001. Following Li et al. (2014), we calculated 
the mean level and rank-order change of  career adaptability. The mean level of  career adaptability at 
Time 1 was significantly lower than that at Time 3, Cohen's d = .69, t = 9.96, p < .001 and the rank-order 
change—typically indicated by correlations of  the variable at different time points—was .37, suggesting 
career adaptability was not stable during the transition. However, the change in mean level and rank 
order did not prevent us from further studying the individual difference in change (Roberts et al., 2008; 
Roberts & Mroczek, 2008).

Hypothesis tests

We conducted path modelling to test our hypotheses using Process v3.5. The results, based on 5000 boot-
strap replicates (see Table 3), demonstrated that after controlling for the effects of  the control variables, 
Time 1 training, β = .13, p = .025, future prospects, β = .19, p = .004 and coworker support, β = .17, 
p = .007, were positively related to job embeddedness. Thus, H1a, H1b and H1c were supported. Job 
embeddedness was found to be positively related to Time 3 career adaptability, β = .16, p < .001, after 
controlling for Time 1 career adaptability, thus supporting H2a. The indirect effects of  training (.02), 
future prospects (.03) and coworker support (.03) on Time 3 career adaptability via job embeddedness 
were significant, with bootstrapped 95% CIs of  [.003, .043], [.007, .060] and [.006, .055] respectively. 
Thus, H2b, H2c and H2d were supported.

In terms of  the moderation hypothesis, the results based on 5000 bootstrap replications (Table 4) 
show that after controlling for the effects of  control variables, career variety moderated the effect of  job 
embeddedness, β = − .07, p = .047. The relationship between job embeddedness and career adaptability 
was significant when the level of  career variety was low (1 SD below the mean), β = .22, 95% CI = [.122, 
.327], but it was not significant when the level of  career variety was high (1 SD above the mean), β = .09, 
95% CI = [.008, −.191]. These findings supported Hypothesis 3 (see Figure 2).

We then tested the moderated mediation hypotheses (Hypotheses 4a, 4b and 4c). With 5000 bootstrap 
replications, the results (see Table 5) show that after controlling for the effects of  control variables, career 
variety moderated the indirect effects of  future prospects and coworker support through job embed-
dedness. Specifically, the indirect effects of  both independent variables were significant when the level 
of  career variety was low but were not significant when the level of  career variety was high. However, 
the moderated mediation effect of  training was not significant, 95% CI = [−.0221, .0004]. Overall, the 
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moderated mediation effects proposed in Hypotheses 4b and 4c were supported, whereas the effect 
proposed in H4a was not supported.

DISCUSSION

In this study, we drew upon career construction theory and COR theory to examine how and when organ-
izational socialization tactics influence newcomer career adaptability. Although the mean level of  career 
adaptability at Time 3 was lower than that at Time 1, newcomers' perceived organizational socialization 
tactics were positively related to their job embeddedness, which in turn positively predicted their career 
adaptability. In addition, the positive effect of  job embeddedness on career adaptability was significant 
among those who had a lower level of  career variety. Furthermore, career variety moderated the indirect 
effects of  future prospects and coworker support on career adaptability, but did not influence the indirect 
relationship between training and career adaptability. The theoretical and practical implications of  these 
findings are discussed below.

First, career adaptability was lowered during organizational entry, which suggests that career adapt-
ability is a malleable construct (Negru-Subtirica et al., 2015; Ocampo et al., 2020) and that organizational 
entry is a demanding period (Ellis et al., 2015; Gilmore & Harding, 2022). This is consistent with other 
research findings and arguments in the literature. These findings offer important evidence for the dynamic 

Job embeddedness—Time 2 Career adaptability—Time 3

β (SE) t p β (SE) t p

Constant .94 (.66) 1.43 .153 1.28* (.57) 2.25 .025

Control variables

 Age .02 (.03) .75 .453 .02 (.03) .62 .534

 Gender .14 (.09) 1.58 .114 −.04 (.07) −.52 .605

 Education .03 (.12) .28 .781 −.03 (.10) −.33 .744

 Position 1 .15 (.10) 1.47 .142 .12 (.09) 1.37 .171

 Position 2 −.08 (.14) −.60 .549 −.002 (.12) −.01 .989

 Position 3 .07 (.12) .60 .548 −.04 (.11) −.40 .687

 Career Adaptability (CA)—Time 1 −.07 (.07) −1.08 .279 .32*** (.06) 5.49 <.001

Predictors

 Training (TR)—Time 1 .13* (.06) 2.26 .025 .09 (.05) 1.80 .073

 Future prospects (FP)—Time 1 .19** (.07) 2.86 .004 −.12* (.06) −2.15 .032

 Coworker support (CoS)—Time 1 .17** (.06) 2.72 .007 .11 (.05) 1.96 .051

 Career variety .01 (.03) .29 .773 .06 (.03) 1.96 .051

Mediator

 Job embeddedness (JE)—Time 2 .16*** (.04) 3.94 <.001

R 2 .18*** .21***

Bootstrap results for indirect effect Estimate SE LL 95% CI UL 95% CI

TR→JE→CA .02 .01 .003 .043

FP→JE→CA .03 .01 .007 .060

CoS→JE→CA .03 .01 .006 .055

Note: N = 492. Unstandardized coefficients are presented. *p < .05. **p < .01. ***p < .001 (two-tailed tests).
Abbreviations: CI, confidence interval; LL, lower limit; Position 1, research and development position; Position 2, technical support position; 
Position 3, project implementation position; SE, standard error; UL, upper limit.

T A B L E  3  Results of  path analysis for mediation model (bootstrap = 5000)
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nature of  career adaptability (Savickas, 2013). Moreover, we reveal that organizational socialization tactics 
might sustain career adaptability, or prevent it from decreasing through job embeddedness. This indicates 
the co-existence of  resource consumption and resource gain during a career transition. Moreover, the fact 
that career adaptability at Time 3 was lower than that at Time 1 offers initial support to the corollary of  
COR theory, which states that resource gain tends to be weak and develop slowly, and is usually slower 
than resource loss (Hobfoll et al., 2018). We expect future longitudinal research to take these results a step 
further by directly analysing the changes in career adaptability during career transitions.

Second, the positive effects of  organizational socialization over career adaptability extend the liter-
ature on career construction theory. Career adaptability is viewed as a set of  accumulated resources 
gained through social experience and relative intervention (Cheung & Jin, 2016). Recent studies have 
revealed the effectiveness of  contextual factors, such as parental behaviour (Guan et al., 2015, 2018; 
Liang et al., 2020), leadership styles (Delle & Searle, 2020) and organizational support (Guan et al., 2016; 
Ocampo et al., 2018), in developing employees' career adaptability. In this study, organizational social-
ization tactics positively predicted newcomers' career adaptability through job embeddedness, further 
extending the existing career adaptability literature. Given that our focus was on tactics (i.e., training, 
future prospects and coworker support) during organizational entry, future research could add to the field 
by investigating the longer term effects of  these tactics and alternative organizational factors, such as the 
quality of  leader–member exchange, leadership, management styles, human resource management prac-
tices, task characteristics (Ghosh & Gurunathan, 2015) and workplace culture (Schein, 2004).

In addition, by involving newcomers' career adaptability as the outcome variable, we bridge career 
development research and organizational behaviour studies. In particular, we contribute to the socializa-
tion literature by incorporating career-related outcomes (i.e., career adaptability). Our results are consist-

Job embeddedness—Time 2 Career adaptability—Time 3

β (SE) t p β (SE) t p

Constant −2.36*** (.66) −3.60 <.001 1.78**(.58) 3.08 .002

Control variables

 Age .02 (.03) .78 .435 .02 (.03) .72 .471

 Gender .14 (.09) 1.63 .105 −.05 (.07) −.65 .514

 Education .03 (.12) .26 .792 −.04 (.10) −.42 .676

 Position 1 .14 (.10) 1.46 .146 .13 (.09) 1.47 .143

 Position 2 −.09 (.14) −.68 .495 .02 (.12) .14 .893

 Position 3 .07 (.12) .56 .578 −.04 (.11) −.35 .727

 Career Adaptability (CA)—Time 1 −.07 (.07) −1.06 .290 .33*** (.06) 5.67 <.001

Predictors

 Training (TR)—Time 1 .13* (.06) 2.27 .024 .09 (.05) 1.78 .076

 Future prospects (FP)—Time 1 .19** (.07) 2.85 .005 −.12* (.06) −2.19 .029

 Coworker support (CoS)—Time 1 .17** (.06) 2.73 .007 .10 (.05) 1.91 .057

 Career variety (C_var) .06 (.03) 1.90 .059

Interaction term

 JE × C_var −.07* (.03) −1.99 .047

Mediator

 Job embeddedness (JE)—Time 2 .16*** (.04) 4.02 <.001

R 2 .18*** .22***

Note: N = 492. Unstandardized coefficients are presented. *p < .05. **p < .01. ***p < .001 (two-tailed tests).
Abbreviations: Position 1, research and development position; Position 2, technical support position; Position 3, project implementation position; 
SE, standard error.

T A B L E  4  Results of  path analysis for moderated mediation model (bootstrap = 5000)
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ent with findings that organizational socialization benefits the organization (e.g., through retention, 
organizational commitment, organizational identification and organizational citizenship behaviour) and 
newcomers' work (e.g., job performance, job satisfaction and turnover intention; see Bauer et al., 2007; 
Saks & Ashforth, 1997; Saks et al., 2007). We add to the literature because our results indicate that social-
ization not only benefits the organization but also benefits individuals' career development. This aligns 
with the argument that organizational socialization tactics are beneficial for newcomers' careers (Fang 
et al., 2011). Future research could involve more distal career-related outcomes (e.g., career commit-
ment or career satisfaction) to enrich the understanding of  career-related outcomes (Chan & Mai, 2015; 
Savickas & Porfeli, 2012).

An intriguing result of  our study is that future prospects had a negative effect on newcomers' career 
adaptability (coefficient = −.12*), while its indirect effect through job embeddedness was positive. 
This result contrasts with the literature, which has suggested that the prospects of  one's career future 
contribute to career adaptability (Kidd et al., 2003; Praskova & Johnston, 2021). It is possible that after 
controlling for the mediating effect of  job embeddedness, other mechanisms exist that lead to these nega-
tive effects. For example, future prospects may create a gap between newcomers' current and ideal states 
during organizational entry. Newcomers who drained their psychological resources during organizational 
entry tend to be sensitive to the gap, either low or high, created by future prospects. When newcomers 
perceive that future prospects create a large gap between their current and ideal state, they may find that 

F I G U R E  2  Moderating effect of  career variety on the relationship between job embeddedness and career adaptability. 
Note: N = 492. SD, standard deviation. The relationship between job embeddedness and career adaptability was insignificant when 
career variety was high (Mean + 1SD).
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NEWCOMER CAREER ADAPTABILITY 279

their future work selves are hard to imagine and achieve (Strauss et al., 2012). Therefore, we encourage 
future research to further explore these potentially negative and mixed effects of  future prospects.

Third, our results show that job embeddedness fully mediated the effects of  organizational socialization 
tactics on newcomers' career adaptability. Based on COR theory, we find that while career transition is a 
stage of  resource consumption, where newcomers' career adaptability is drained, organizational socializa-
tion tactics supplement newcomers' career adaptability through job embeddedness. In other words, organ-
izational socialization tactics serve as a source of  resources (i.e., job embeddedness) for newcomers. More-
over, job embeddedness itself  is a resource that newcomers can leverage to sustain their career adaptability. 
This finding is consistent with the arguments and findings of  studies that have suggested that job embed-
dedness is a valuable resource (Halbesleben & Wheeler, 2008; Harris et al., 2011; Wheeler et al., 2012).

Our results add to knowledge on the effects of  job embeddedness, which has sometimes been consid-
ered as detrimental to an individual's career (Ng & Feldman, 2010). The overall positive effect found in our 
study suggests that newcomers, who usually lack the resources to construct their careers, tend to rely on 
resources provided by the organization (i.e., links, fit and sacrifice) to develop their careers. More over, we 
considered newcomers' individual differences by incorporating career variety as a moderator, which eluci-
dates the complicated effects of  job embeddedness on a newcomer's adaptation and career management. 
Building on findings that employees' efforts in further self-development decrease as job embeddedness 
increases (Ng & Feldman, 2010), future research could adopt a longitudinal design to explore whether and 
when the positive effect for newcomers may disappear or become negative.

Fourth, we reveal a novel interaction between job embeddedness and career variety in predicting 
career adaptability, answering calls to explore how the interaction of  different factors may facilitate or 
inhibit the development of  career adaptability (Johnston, 2018). Prior work has revealed the main effect 
of  career variety on career adaptability (Guan et al., 2016), and we provide new evidence that career 

Career adaptability

Estimate 95% CI

Training

 Indirect effect .02* (.01) [.003, .043]

 Moderated mediation effect −.01 (.01) [−.0221, .0004]

  Low career variety (Mean − 1SD) .03* (.01) [.005, .059]

  Mean .02* (.01) [.003, .043]

  High career variety (Mean + 1SD) .01 (.01) [−.002, .033]

Future perspective

 Indirect effect .03* (.01) [.007, .060]

 Moderated mediation effect −.01* (.01) [−.0310, −.0001]

  Low career variety (Mean − 1SD) .04* (.02) [.012, .082]

  Mean .03* (.01) [.008, .060]

  High career variety (Mean + 1SD) .01 (.01) [−.003, .047]

Coworker support

 Indirect effect .03* (.01) [.006, .055]

 Moderated mediation effect −.01* (.01) [−.0322, −.0001]

  Low career variety (Mean − 1SD) .04* (.02) [.009, .079]

  Mean .03* (.01) [.006, .057]

  High career variety (Mean + 1SD) .02 (.01) [−.003, .041]

Note: N = 492. Unstandardized coefficients are presented. *Indirect effect was significant if  the confidence interval did not contain zero.
Abbreviations: CI, confidence interval; SD, standard deviation.

T A B L E  5  Conditional indirect effects based on 5000 bootstrap replications
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variety serves as an important moderator that mitigates the positive effect of  job embeddedness on 
career adaptability. Based on COR theory, experienced newcomers may benefit less than less experienced 
newcomers from embedding themselves into their current organization to enhance their career adaptabil-
ity because the utility and valence (i.e., the negatives vs. the positives) of  the resources (i.e., job embed-
dedness) vary between newcomers with different career experiences (Hobfoll, 2002; Hobfoll et al., 2018). 
Newcomers with a higher (lower) level of  career variety have greater (less) alternative job opportuni-
ties (Bian, 1997; Dobrev & Merluzzi, 2018; Granovetter, 1995), have accumulated more (less) resources 
outside the current organization (Beus et al., 2014; Beyer & Hannah, 2002; Dobrev & Merluzzi, 2018) 
and are more (less) likely to be aware of  the negative effects of  job embeddedness (Ng & Feldman, 2010). 
This decreases (increases) the need of  the experienced (less experienced) newcomers to depend on the 
resources obtained in the current organization (i.e., job embeddedness) to acquire new resources (i.e., 
career adaptability). In summary, the results suggest that conceptualizing career variety as a moderator of  
newcomers' socialization process advances our understanding of  career adaptability development. Future 
research could explore the role of  other individual factors, such as learning goal orientation (VandeWalle 
& Cummings, 1997) and protean career orientation (Briscoe et al., 2006), as moderators.

The results of  this study also show that individuals' career variety moderates the indirect effects of  
future prospects and coworker support on career adaptability via job embeddedness, but it does not 
have an impact on the indirect relationship between training and career adaptability. These findings indi-
cate that the degree of  influence of  career variety can differ depending on the types of  organizational 
socialization tactics. It is possible that although future prospects and coworker support can be replaced 
by newcomers' career prospects and social networks gained from experience, company-specific training 
is unlikely to be replaced by previous experience, and it remains important for both inexperienced and 
experienced newcomers during the transition process. We focused on the quantitative aspects of  career 
variety, namely the number of  industries, companies and positions, and did not consider the qualitative 
aspects of  career variety, such as involuntary versus voluntary transitions (Guan et al., 2019), or the char-
acteristics of  individuals' jobs, such as autonomy, complexity, significance and feedback (Hackman & 
Oldham, 1975). It would be interesting to examine how these complicated aspects of  career variety affect 
career adaptability development.

Practical implications

Our findings provide several practical implications. First, given that organizational entry is a 
resource-exhausting period, we suggest that organizations pay attention to and take care of  their newcom-
ers by offering them the required and valuable resources during this stage, such as mentoring and proper 
leadership behaviours at work. This helps address and compensate for newcomers' resource losses when 
coping with anxiety and uncertainty during organizational entry.

Second, we show that career adaptability, as a malleable construct, can be developed by organizational 
socialization tactics through job embeddedness. Therefore, to ensure that the socialization intervention 
is perceivable to newcomers and to increase their involvement with it, we recommend that organizations 
value and invest in well-designed organizational socialization tactics. Especially when providing future 
prospects, organizations should involve newcomers in effective career discussions to establish reason-
able and practical goals for them to pursue. These interventions could benefit both organizations and 
employees.

We also suggest that organizations, especially those within sectors characterized by abundant mobility 
opportunities and high turnover rates, such as the IT sector, include retention strategies when designing 
socialization practices to maximize the benefits of  their organizational socialization tactics. This would 
effectively foster resource acquisition by newcomers and facilitate their adaptation to the new environ-
ment. Furthermore, it would help retain these well-adapted newcomers in the organization and could 
therefore help reduce or even eliminate potential ‘sunk costs’ caused by turnover.
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NEWCOMER CAREER ADAPTABILITY 281

Furthermore, considering the moderating role of  career variety, organizations should provide sociali-
zation tactics for newcomers that are tailored to their differing career experiences. Inexperienced newcom-
ers should take advantage of  the opportunities provided by the organization to accumulate resources and 
enhance their career adaptability at the early stage of  their career, whereas experienced newcomers should 
avoid overreliance on their previous experience and consciously take advantage of  organizational oppor-
tunities to develop their career adaptability further.

Limitations and future research directions

Despite the useful implications of  this study, some limitations must also be acknowledged. First, although 
we provided evidence of  the mediation effects of  job embeddedness and the 3-wave design adopted 
helped to eliminate potential reverse causality, we were not able to establish causality. For example, it is 
possible that newcomers with higher (lower) job embeddedness are more (less) likely to perceive organiza-
tional socialization tactics rather than the reverse relationship. It is also possible that an increase in career 
adaptability leads to high job embeddedness, given that employees with higher (lower) career adaptability 
are less (more) likely to leave their organizations (Zhu et al., 2019). Consequently, longitudinal research 
is required to address this limitation. In addition, although the time-lagged design helped to mitigate 
common method bias (Podsakoff  et al., 2003), we collected self-reported data from a single source (i.e., 
newcomers). Therefore, we encourage future researchers to address this limitation by incorporating infor-
mation from different sources, such as supervisors and company owners.

Second, we call for future research to test the generalizability of  our findings, given that we utilized 
data collected from a single company established within a particular cultural background (i.e., China). 
Although conducting this study in a single organization helped to control the effects of  organizational 
practices varying between organizations, it might have limited the generalizability of  our findings. Future 
research is needed to test our model in different companies to examine whether our findings are repli-
cable. Moreover, we conducted this study in the Chinese context and cultural characteristics could have 
influenced our findings. Given that China is characterized by high levels of  collectivism, which is char-
acterized by concerns with adherence to a group (Hofstede, 2001), the effects of  socialization practices 
and job embeddedness may be more prominent in such a culture than in non-collectivist cultures. Future 
research could consider such differences when generalizing our findings to other countries.

Third, although our study included several individual factors (e.g., age, gender, education and posi-
tion) as control variables when examining the proposed model, future studies that aim to explore the 
unique effect of  contextual factors on career adaptability development should control individual factors, 
such as personality constructs (e.g., extraversion, neuroticism, openness to experience and proactive 
personality), positive emotional disposition, core self-evaluations and future temporal focus, which have 
been identified as important predictors of  career adaptability (Cai et al., 2015; Hirschi, 2009; Tolentino 
et al., 2014; Zacher, 2014). Furthermore, given that career adaptability develops through dynamic interac-
tions between individuals and their environments over time (Savickas & Porfeli, 2012), it would be more 
interesting to test how contextual factors and individual factors interactively predict career adaptability 
change (Ocampo et al., 2020).

CONCLUSION

By introducing the COR perspective, we provide novel insights into career construction theory by reveal-
ing that during the stressful organizational entry period, newcomers can benefit from organizational social 
tactics that supplement their career adaptability via job embeddedness. We show that these effects depend 
on the newcomers' previous career experiences, and hope that this finding will stimulate new directions 
for future research.
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