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Abstract 

This study addresses the critical question as to whether recruiters should provide race-

related realistic organizational previews (ROP) to minority job candidates after the candidate 

receives a job offer to join the organization. Specifically, the researcher argues that social 

identity theory (SIT; Tajfel & Turner, 1985), social exchange theory (SET; Homans, 1958), and 

politeness theory (Brown & Levinson, 1987) represent competing theoretical explanations for 

what to expect from job candidates’ responses to race-related ROPs. The present study explores 

which of the three theories best explains the type of message that is most likely to reap the most 

positive outcomes for recruits and organizations. For example, a positive outcome is a minority 

candidate who decides to join an organization after being made aware of the potential for 

racially-motivated experiences and becomes less likely to exit voluntarily immediately following 

such experiences. 

Specifically, the purpose of this study is to explore what type of race-related ROP 

recruitment message will enhance organizational attraction, motivation to join the organization, 

and intention to accept a job offer from Black job candidates, who are offered a position into a 

predominately White institution (PWI), and who are in the offer consideration phase of 

organizational socialization. The research also explores whether the job candidate may perceive 

the recruiter as more or less credible and polite, depending on the explicitness of the recruitment 

message about race and the racial identity of the recruiter.  

This study discusses the passing of the conversational burden of race-related ROPs onto 

other organizational member who shares the same or similar racial identity as the candidate and 

interrogations barriers to providing race-related ROPs to a job candidate during the offer 

consideration phrase. This study followed a 2 (Black male recruiter vs. White male recruiter) × 3 
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(absent, explicit, and implicit race-related ROP message) message-processing experimental 

design. For this study, results demonstrated the race of the speaker did not yield any significant 

differences. In addition, results demonstrated that the explicit recruitment message was 

significantly different on several of the dependent variables as compared to the implicit and 

absent messages. Among these latter two, there is no difference. Though there is no statistical 

difference between the absent and the implicit ROP messages, the literature provides support for 

why the implicit race-related ROP should be adopted over the absent ROP message. Research 

demonstrates RJPs (and, by extension ROPs) tend to increase employee retention, therefore, the 

implicit ROP message strategy is superior to absent and explicit. Further, arguments were made 

in light of a holistic interpretation of these results for why the implicit-race related ROP message 

was likely most desirable to achieve recruiter image management goals (i.e., credibility and 

politeness) and short-term organizational goals (i.e., organizational attraction, motivation to join, 

and intention to accept offer). The results of this study provide support for race-related ROP 

messages being a strategy recruiters and organizational leaders could potentially use to recruit 

Black candidates into their organization effectively. These results can alleviate fears that 

speaking about race to recruits will undermine important and ethical efforts to achieve a more 

diverse workforce. This study contributes to the organizational socialization literature the idea 

that SIT, SET, and politeness theory are intellectual puzzle pieces needed to understand the 

pattern of reactions Black recruits have when processing a race-related ROP message.  
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Chapter 1: Introduction 

“No one in my family could share advice or expectations because they did not have the 
experience… I wasn’t sure how to handle conversations concerning my ethnicity or 
gender. I wasn’t aware how isolating graduate school can be nor ways to circumvent it. I 
ended up learning a lot through experience and some lessons kinda hurt.” – Blk + in Grad 
School 
 

Blk + in Grad School is a blog written by Black graduate students with the goal of relating 

to other Black graduate students and inspiring them towards graduation. This quote was written 

by a blogger about entering a graduate program without proper socialization of what to expect as 

a Black person entering a predominately White institution (PWI). The average Black-student 

enrollment at PWIs range from a high of 25% and low of less than 1% within the United States 

(U.S. Census Bureau, 2012). The U.S. Census Bureau (2012) estimated 42 million Black people 

are accounted for in the total American population of 316.1 million. This 13.6% includes those 

who identify as “Black only” and as “Black in combination with another race.” Of the 42 million 

Black U.S. citizens, 2.9 million—or 1.4%—are enrolled in colleges and universities, with a 

growing fraction attending PWIs.  

Though unfortunate, the quote mentioned above may be a common experience of Black 

graduate students, who do not know what to expect as a brown body entering a predominately 

White space. The blog notes, “There wasn’t anyone around me having these conversations and I 

entered my Master’s program without the tools I needed for a smooth transition” (Blk + in Grad 

School, 2018, para. 1). The Black graduate student is the specific case of interest for the present 

study due to the prevalence of negative racially motivated experiences at PWIs and voluntary 

exiting of their graduate programs (Austin, in press). Research indicates that the purpose of many 

organizational socialization efforts is to foster smooth transitions into the process of becoming a 

full member. Organizational socialization refers to “the process by which an individual acquires 
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the social knowledge and skills necessary to assume an organizational role” (Van Maanen & 

Schein, 1979, p. 211).  

This socialization process can be used to describe graduate education because one 

important purpose of graduate education is preparing students for a professional role in a 

workplace setting after degree completion (Baird, 1990). Graduate training represents an 

induction stage of organizational socialization for future faculty members, research scholars, and 

professionals (Corcoran & Clark, 1984). Graduate students are often both students and 

employees in the context of US graduate training because graduate students are often granted an 

education and monetary compensation in return for their research or teaching labor—an 

employment arrangement that means many graduate students are both students and employees, 

simultaneously.  Aside from the graduate students’ own information-seeking behaviors (Miller & 

Jablin, 1991), faculty members are primary agents of organizational and professional 

socialization, who have an opportunity to introduce the student to personal and professional 

resources that may aid in success post-graduation. With a longer tenure in the field and a greater 

understanding of disciplinary literature than graduate students, faculty members, and in 

particular faculty advisors, tend to adopt a mentoring and socializing role (Golde, 2000). Golde 

(2000) argued that the relationship with faculty advisors seems more important in graduate 

student completion than relationships with peers. Therefore, this study directs attention to early 

interactions between incoming racial minority graduate students and a faculty member—

specifically, the Director of Graduate Studies—during the pre-entry phase of the socialization 

process and after an offer of employment has been given. The Director of Graduate Studies was 

chosen for this study because they serve as a liaison among the graduate students, faculty, and 
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the college and administrations, while also serving as a point of contact for recruited and 

incoming graduate students (Miller, 2001). 
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Rationale 

The case for a diverse workforce. The subject of workplace interactions between 

members of minority groups and majority group members are important because the U.S. is 

experiencing an increase in numbers of persons of color, people that are differently abled, 

homosexual people, and elderly citizens (Allen, 2011). By the year 2020, people of color will 

account for one-third of the U.S. population and will directly affect the demographic make-up of 

organizations and educational institutions (Allen, 2011; Lorenzo, Voigt, Tsusaka, Krentz, & 

Abouzahr, 2018). Importantly, cultivating a diverse workforce is known to have several positive 

outcomes for organizations. Lorenzo et al. (2018) found racially-diverse teams outperformed 

non-diverse ones by 35% and companies with more diverse management teams reported 19% 

higher revenue, due to innovativeness. Due to the changing demographics of organizations, 

Lewis and Cooper (1995) called for research that identifies and explores trends to help 

practitioners anticipate, understand, and address the challenges of managing a diverse workforce 

and educational departments appropriately. Thus far, previous research has heeded this call by 

focusing on how organizations leverage diversity and benefit from a diverse workforce. 

Viewing diversity as an opportunity creates possibilities for increased organizational 

understanding (e.g., Jackson & Dutton, 1988) and positive, organization-wide change 

(Cooperrider & Sekerka, 2003). Empirical evidence reveals that diversity has material benefits 

for teams and organizations (Galinsky et al., 2015). Examples of these benefits include, but are 

not limited to, effective decision making, innovation, economic growth, and enhanced 

information processing. For instance, experimental evidence shows that ethnically-diverse juries 

consider more perspectives and make fewer inaccurate statements than homogeneous juries 

(Sommers, 2006). In 1992, Nemeth found organizations benefit from the dissent of minority 
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members because dissent stimulates improved performance and decision making. Likewise, 

foundational research by Maier and Hoffman (1961) found that groups of varied personality type 

and gender identification produced higher quality solutions to problems. Similarly, Triandis, 

Hall, and Ewan (1965) reported that solutions offered by heterogeneous groups were also more 

original and practical as compared to homogeneous groups. In addition, a field study conducted 

by Murray (1989) found that firms with diverse top management teams were more adaptive, due 

to innovation, than homogenous top management teams. Also of note, Eagle, Macy, and 

Claxton’s (2010) network analysis of telephone call patterns revealed that social network 

diversity (i.e., interacting with people from different geographic regions) is associated with 

greater economic prosperity of a community. Thus, both laboratory and field studies have shown 

that diversity among organizational members is related to effective decision making, creativity, 

adaptability, innovation, and economic growth. 

Although diversity has tangible benefits, without effective management and 

communication, diverse groups run the risk of descending into disadvantageous conflict (Alesina 

& Ferrara, 2005). According to a survey study of 450 working adults, diversity can also lead to 

miscommunication, dysfunctional adaptation behaviors, and the creation of barriers that reduce 

the benefits diversity can bring to the organization (Al-Jenaibi, 2011). The key is to find ways to 

maximize the benefits and minimize the troubles of diversity—to harness the tangible benefits of 

diversity without producing counterproductive forms of conflict. The benefits can be harnessed 

with adaptive communication, early and often, to manage expectations and intentions of the 

diverse workforce (Galinsky et al., 2015; Al-Jenaibi, 2011). In addition, a study by Plaut, 

Sanchez-Burks, Buffardi, and Stevens (2007) approached diversity in a way that decreased 

conflict and resistance by allowing nonminorities to feel included and respected while 
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simultaneously fostering minorities’ feelings of inclusion and respect. By encouraging all 

employees to feel included in diversity and inclusion initiatives, this approach fosters 

organizational commitment and trust, internal motivation, and satisfaction for both minorities 

and nonminorities alike (Morrison & Milliken, 2000).  

Though previous research identifies numerous benefits of a diverse workforce, changing 

demographics can bring a fear of lawsuits with the increasing demands for equal access and 

equitable work environments (Allen, 2011). The U.S. Equal Employment Opportunity 

Commission (EEOC) reported 91,503 workplace discrimination filings in the private sector 

during the 2016 fiscal year (EEOC Reports, 2016). This trend suggests that with changing 

organizational demographics, discrimination based on age (20,857 filings), race (32,309 filings), 

disability (28,073 filings), gender (26,934 filings), and other factors remain a major 

organizational problem, despite past and present social movements (EEOC Reports, 2016). 

Experiences like these can lead to a dissatisfactory working environment for minority employees 

and increase their voluntary exiting of organizations. Experienced educators and practitioners 

suggest implementing a variety of trainings to challenge discriminatory worldviews and deal 

with subjective issues related to diversity, racism, cross-cultural competence, and the 

marginalization of identities (Hanover & Cellar, 1998; Law, 1998). Additionally, members of 

minority groups are often ill-prepared to enter organizational environments due to unmanaged 

expectations of their potential experience. By managing expectations, organizational members 

may be able to aid minority job candidates in adjusting to problems and potential problems, 

providing support for the job candidate, increasing coping ability, and appreciation of the 

organization for being honest (Costigan, 1995; Earnest, Allen & Landis, 2011).  
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Realistic job previews (RJPs) and realistic organization previews (ROPs). Given the 

positive organizational outcomes of attending to and encouraging a diverse workforce, 

organizations should consider the role of early socialization exchanges in initiating a healthy 

relationship between the organization and minority candidates. In the context of the offer 

consideration period, candidates attempt to manage their own expectations prior to entering an 

unfamiliar organization by seeking information about task expectations, organizational culture, 

organizational beliefs, and organizational identity, which may, in turn, help them align with the 

organization. Examples of information-seeking strategies include observation of verbal and 

nonverbal norms, overt questions and conversations about expectations, and disguising 

conversations that tend to be a more covert strategy (Miller & Jablin, 1991). When recruiters 

share information as a result of the information-seeking strategies, they are communicating 

realistic job previews (RJP; Costigan, 1995; Miller & Jablin, 1991). RJPs are defined as 

programs, materials, conversations, and presentations that provide applicants with realistic and 

balanced (positive and negative) information about a job or organization that provides a picture 

of the organizational reality prior to making their employment decisions (Barber, 1998; Breaugh 

& Starke, 2000; Jablin, 2001; Popovich & Wanous, 1982).  

A realistic preview of the potential experience can have positive and negative outcomes 

for the organization: The information provided during RJPs allow candidates to make an 

informed decision about their intention to join the organization (Bretz & Judge, 1998). Across 

previous RJP literature, scholars have found several benefits of providing an RJP. First, those 

candidates who receive an RJP tend to perceive the organization as having a positive climate, 

and see the organization as supportive, trustworthy, and honest (Crow, Hartman, & McLendon, 

2009; Dean & Wanous, 1984; Laker & Shimko, 1990). Additionally, receiving an RJP increases 
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the candidate’s ability to cope with the new position and the likelihood that more of their 

expectations will be met expectations once joining the organization (Colarelli, 1984; Crow, 

Hartman, & McLendon, 2009; Kramer, 2010; Phillips, 1998). Due to an increase in met 

expectations, newcomers who receive RJPs tend to have higher job satisfaction rates and better 

job performance (Horner, 1980).  

The detail in the RJP can also influence the perceptions of the job candidate: In a study 

by Roberson, Collins, and Oreg (2005), using an experimental design and data from 171 college-

level job seekers, the researchers found that detailed recruitment messages led to enhanced 

perceptions of positive organizational attributes and person-to-organization fit. In addition, those 

results were found to influence intentions to apply under circumstances of explicit recruitment 

information while attractiveness and fit perceptions were shown to influence application 

intentions under conditions of implicit recruitment information (Roberson, Collins, & Oreg, 

2005).  

Studies of RJPs, however, reveal their potential for mixed results. Specifically, an RJP 

can be associated with a reduction in initial acceptance of job offers due to lowered attraction to 

the organization. Although an RJP may prompt job candidates to withdraw from the selection 

process and decline a job offer, those who do accept the job offer are more likely to remain with 

the organization for a longer tenure (Jablin, 2001; Phillips, 1998). 

A realistic organizational preview (ROP) is a specific form of RJP, but the ROP focuses 

on the cultural context in which work will be done and previewing for the candidate potential 

experiences not specific to work tasks. In this way, a ROP is a subset of RJP, in which all ROPs 

are RJPs, but due to the focus on the cultural context and experiences specific to the candidate, 

not all RJPs are ROPs (Earnest, Allen, & Landis, 2011; Phillips, 1998). For example, an RJP 



9 
 

may include on-the-job-training for the work task the candidate will be expected to complete 

once hired, while a ROP would not include such training. Instead, a ROP may focus on the 

history of racism in the organization and the steps organizational members took to reduce the 

likelihood of future occurrences of racism. Therefore, the race-related ROP can help minority 

candidates make an informed decision to join the organization based on their potential racial 

experience. However, a race-related ROP could share similar benefits and downsides as the RJP 

and have positive and negative outcomes for the organization. For example, a positive outcome 

is a minority candidate who decides to join an organization after being made aware of the 

potential for racially-motivated experiences becomes less likely to exit voluntarily immediately 

following such experiences. Though a reduced likelihood of voluntarily exiting the organization 

is a positive outcome, organizations risk reducing their organizational attractiveness by making 

minority candidates less likely to join if they use race-related ROP messages. In other words, 

RJPs may dissuade some from accepting an employment offer, but will also, ultimately, improve 

retention by managing expectations. 

Results of a meta-analysis found that the most effective RJP design may be an oral or 

written RJP delivered post job offer and designed to signal honesty about aspects of the 

organization and potential experiences of new members (Earnest, Allen, & Landis, 2011). RJPs 

are important as they can reduce the likelihood of unrealistic expectations, which are related to 

higher performance and important for reducing voluntary turnover (Louis, 1980; Phillips, 1998). 

With the potential for negative racially-motivated experiences, a race-related ROP can be 

interpreted as an initial attempt to provide support to the minority candidate before such 

experiences arise. Though the RJP and ROP can both occur during the offer consideration phase 

of pre-entry during the anticipatory socialization phase, the ROP and RJP are also distinct from 



10 
 

other socialization phases as they are provided after a candidate has been offered an opportunity 

to join, but before the candidate makes a decision to accept or reject that offer. Realistic 

information allows candidates to make more informed job acceptance decisions by providing the 

ability to compare job alternatives (Breaugh & Starke, 2000). Thus, the hiring entity can expect 

the use of RJPs to be associated with lower acceptance. However, those who do accept the offer 

are less likely to voluntarily exit, and more likely to have positive attributes towards the 

organization and appreciate the willingness of the organization to provide an open and honest 

assessment of the job and work environment (Phillips, 1998; Premack & Wanous, 1985). 

As ROPs are a subset of RJPs, any known benefits and drawbacks of RJPs should relate 

to ROPs. Furthermore, sharing role and organizational-culture related information through a 

ROP can better recruit candidates and aid them in coping with change, difference, and surprise, 

which, in turn, reduces voluntary turnover and increases the probability for organizational 

attraction, motivation to join, and willingness to speak up and contribute to organizational 

learning, which benefits the future newcomer and organization. Within the graduate education 

setting, ROPs may be helpful for easing candidates through this transition thereby improving 

recruitment and retention of Black graduate students. 

Study preview. Broadly, this study focuses on the interaction between a racial minority 

candidate being recruited into a PWI–defined as having 50% to 93% enrollment of White 

members. Specifically, this study explores whether and how early recruitment messages about 

race might enhance potential Black graduate student candidates’ attraction to the organization 

and willingness to accept an offer. In doing so, this study addresses the critical question as to 

whether leaders should provide realistic organizational previews in regard to race, when 

attempting to recruit Black members to their organization and profession.  
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Organizational communication scholars have found it useful to study graduate students 

for organizational socialization research because they are examples of organizational members 

that are entering an organization at regular intervals (Bullis & Bach, 1989), with the assumption 

that they will learn the ropes of the organization and future careers in their field. As Allen (1998) 

argues, it is important to focus on race as it is a salient identity that informs individuals’ 

standpoint and worldview. Specifically, this study examines whether transparent messaging that 

includes an acknowledgement of the recruit’s racial identity are needed and should be used to 

socialize Black graduate candidates into their potential experience more completely.  

Based on the benefits and potential drawbacks of providing recruits with ROPs, an 

intellectual puzzle to be solved is whether recruiters should provide race-related ROPs to job 

candidates? Also, if a race-related ROP is provided, what type of message is most adept at 

information-sharing during early attempts at recruiting candidates, especially when 

communicating sensitive or potentially-unattractive information? In particular, this study focuses 

on solving that intellectual puzzle. If a race-related ROP is provided, this study is interested in 

which type of recruitment message is best to use when socializing a candidate in regard to 

inclusion of their racial identity. Such knowledge is important in that it holds the promise of 

achieving short-term organizational goals of attracting and motivating racial-minority (i.e., 

Black) candidates to join thereby increasing workforce diversity, which benefits the newcomer 

and organization.  

Importantly, social identity theory (Tajfel & Turner, 1986) and social exchange theory 

(Homans, 1958) offer potentially divergent recommendations for how Black candidates will 

respond to race-related ROP messages. A better understanding of how potential candidates 

perceive ROPs can hold the promise of reducing newcomers’ and recruits’ unmet expectations 
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and increasing their coping ability. In the context of recruiting and attracting Black graduate 

students, this understanding could provide key guidance to departmental administrators (i.e., 

Graduate Director, Chair of Department, and faculty members) hoping to attract and retain Black 

graduate student candidates, and by extension, help organizational recruiters attract and retain 

Black job candidates. 

Social identity theory (SIT) explores how individuals come to know who they are as a 

product of the personal and social memberships they claim (Tajfel & Turner, 1986). Examples of 

these personal and social memberships can include tenured identities such as age, race, gender, 

and the intersections of each, and professional identities, which can include organizational 

memberships and vocational roles (Stets & Burke, 2000). SIT predicts individuals are most 

likely to claim membership in new groups that have space for and do not conflict with existing 

personal and tenured memberships (Stets & Burke, 2000). On one hand, race-related ROP 

messages during the offer consideration stage are fraught with danger because such messages 

signal to candidates their membership will be difficult or challenging. On the other hand, if 

members remain silent about the candidate’s personal identity, the candidate may come to 

speculate a lack of fit.  

Alternatively, social exchange theory (SET) explains human behavior is the product of 

weighing the costs and benefits of decision options (Homans, 1958). From this theoretical 

perspective, not acknowledging difference of candidates’ personal identities might be the safer 

option when wanting to increase focus on the benefits and reduce attention to costs, thereby 

making the organization more attractive, at least initially. However, the consequences of not 

having a race-related ROP, that includes the potential costs of joining the organization, can 

increase voluntary turnover (Breaugh & Starke, 2000), which can be detrimental to the potential 
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newcomer and organization (Louis, 1980). A point that is especially relevant in the context of 

attracting and retaining Black graduate students. 

However, this study adds another piece to this intellectual puzzle by highlighting a third 

possibility. Another option is to implement a combination of SIT and SET with the addition of 

politeness theory (Brown & Levinson, 1987) to develop a message crafted with linguistic 

politeness that includes the personal identity of the candidate and the costs and benefits of 

joining the organization. Brown and Levinson’s (1987) foundational work on politeness is based 

on the notion that language use plays a crucial role when developing, enhancing, maintaining, 

and challenging relationships in interpersonal communication. Brown and Levinson (1987) view 

politeness as a system for softening face-threatening acts. Furthermore, if the content of a 

message is socially-appropriate and employs facework strategies, there is a high potential for 

initiating a trusting interpersonal relationship and achieving additional recruiter image 

management goals (Brown & Levinson, 1987; Locher, 2008).  

Though this alternative boasts potential benefits of the individual SIT and SET options, 

and a combination of the two, it also claims their potential negative outcomes. However, if this 

strategy of message is most adept at information-sharing, such an explanation would contribute 

to the organizational socialization literature the notion that a combination of SIT, SET, and 

politeness theory are especially helpful in explaining how individuals with marginalized 

identities respond to race-related ROP messages when the potential for negative organizational 

experiences pertinent to their personal identities (i.e., race) apply. 

Regardless of the specific ROP message content, Goffman (1967) argued communicators 

perform their identities in interactions. During interactions, communicators position themselves 

relative to their own and others’ identities in dialogue. Through this constant iterative process of 
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making meaning from interactions and then re-creating meaning based on subsequent 

interactions, illustrates that identities, relationships and positions are shaped through talk, which 

in turn shape future interactions (Giddens, 1984).  

This study aims to aid well-intended organizational members who are wanting to recruit 

members of minority populations in an effective manner. This study will develop three types of 

race-related ROP messages. One that acknowledges the race of the candidate and the potential 

for racist experiences in an explicit manner, another that alludes to race and racism in an implicit 

manner, and a message that is absent of race, racism, and personal identities of the candidate. All 

messages are developed with the goal to compare the relative effects of these race-related ROP 

messages in attracting potential minority candidates to accept an offer of membership and 

employment. 

The previous section served as an introduction to and rationale of key concepts necessary 

to understand the purpose of this study. After explaining some relevant statistics regarding Black 

student enrollment in the U.S., the researcher defined organizational socialization and identified 

the incoming graduate students and faculty members as serving in primary roles in the 

socialization process as information seekers and information givers, respectively. Then realistic 

organizational previews (ROPs) were explained as a subset of realistic job previews (RJPs). 

Next, the researcher made three arguments outlining the intellectual puzzle of which theoretical 

foundation may support a race-related ROP message to best socialize recruits. SIT, SET, and a 

combination of SIT, SET, and politeness theory are pieces of that puzzle that have the potential 

for positive and negative outcomes for the recruits and organizations. This intellectual puzzle is 

the fodder for the primary goal of this study, which is to address the critical question as to 

whether leaders should provide race-related ROPs when attempting to recruit Black candidates to 
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their organization and profession. If so, it also seeks to answer which theoretical foundation best 

explains the type of message that is adept at reaping the most positive outcomes for recruits and 

organizations.  

In the following section, the researcher expands on these points by beginning with an 

explanation of the organizational socialization process. After taking a historical approach to 

organizational socialization and its phase model, the researcher explains rhetorical absence of 

messaging about race during socialization. Then, the researcher elaborates on the recruiter image 

management goals. Finally, the researcher expands on the SET, SIT, and SET, SIT, and 

politeness theory puzzle piece arguments to explain likely responses by minorities to varying 

forms of race-related ROP messaging. 
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Chapter 2: Literature Review 

Organizational Socialization 

Historically, organizational socialization refers to the process through which a newcomer 

acquires the attitudes, behaviors, and knowledge needed to participate successfully as an 

organizational member (Schein, 1968; Van Maanen & Schein, 1979). Organizational 

socialization has been referred to colloquially as learning the ropes, wherein newcomers must 

acquire the cultural, social, and task skills for effective role performance (Van Maanen & Schein, 

1979) to meet organizational and peer expectations. Finally, socialization involves a process of 

indoctrination and training of what an organization, or some subunit thereof, deems important 

(Schein, 1968). In the late 1980’s, Fisher (1986) redefined organizational socialization as a joint 

process among socialization efforts by organizational members (i.e., existing employees, referred 

to as insiders) and newcomers. That is, organizations seek to shape and influence newcomers, 

while newcomers shape and redefine roles for themselves within the organization (Fisher, 1986). 

Jablin (2001) considers these newcomer socialization efforts as the process of individualization.  

The beginning phases of organizational socialization represents the early experiences an 

individual has with a new role, organization, and workgroup (Kramer, 2010). The socialization 

process may include communication prior to starting a new role, training and onboarding 

sessions when beginning a new role, and continued education during role transformations. A 

possible outcome of adequate socialization by the organization is when newcomers have the 

cultural, social, task, attitudinal, and behavioral knowledge necessary to perform their 

organizational role effectively. Further, other possible outcomes of effective socialization include 

achieving role clarity, enhancing social acceptance, promoting job satisfaction, reducing 

turnover, strengthening organizational commitment, and promoting better job performance 
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(Bauer, Bodner, Erdogan, Truxillo, & Tucker, 2007; Saks, Uggerslev & Fassina, 2007). The 

socialization process is influenced by the interplay of at least three sources: organizational 

practices, insiders, and the newcomer (Reichers, 1987). As later discussed in more detail, 

socialization is now conceptualized in the scholarly literature as an ongoing process, which is 

initiated well in advance of membership through well past discontinued membership. 

Phase Model of Organizational Socialization 

In the following paragraphs, the researcher describes Jablin’s (1987) socialization model, 

which proposes that the process unfolds in four phases: anticipatory socialization, encounter, 

metamorphosis, and exit. Briefly, the anticipatory socialization or pre-arrival phase includes the 

time period prior to joining the organization (Jablin, 1987). The encounter or entry phase 

includes initial participation in the organization (Jablin, 1987). Metamorphosis phase is when a 

member attempts to become an accepted, participating member of the organization and can be 

characterized as an organizational member attaining a new identity, at times due to promotion or 

transfers (Jablin, 1987). The exit phase refers to the disengagement and (voluntary or 

involuntary) exit of an organizational member (Jablin, 1987). The present research is chiefly 

concerned with the offer consideration period of candidates—a period which somewhat overlaps 

between the anticipatory and entry phases, known as pre-entry (Kramer, 2010). During this 

period, the job candidate has already been offered a position in the organization and is in the 

consideration phase of accepting or denying the offer. An important differentiation between a job 

candidate and recruit for this study is that the recruit may or may not have been offered a 

position of membership, while job candidates have been offered a position of membership by the 

organization but have not yet decided whether to accept that membership offer. As the present 

research is focusing on the pre-entry phase of a job candidate, more attention is paid to the 
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specific time period between anticipatory socialization and entry, known as pre-entry. However, 

to promote a holistic understanding of the socialization process, the next sections explains each 

phase in detail. 

Anticipatory socialization. First, the anticipatory socialization or pre-arrival phase 

includes the time period prior to joining the organization. Jablin (2001) divides anticipatory 

socialization into vocational anticipatory socialization and anticipatory organizational 

socialization (AOS). Vocational anticipatory socialization (VAS) refers to the values, norms, and 

beliefs about the type of work done in a particular job and its title (Allen, 1996; Jablin, 1987). 

Vocational anticipatory socialization is a process from childhood to young adulthood of 

gathering information about types of occupations, roles, and vocations intentionally and 

unintentionally (Jablin, 1987). For example, this VAS phase includes being asked and answering 

questions such as, "What do you want to be when you grow up?" Sources of information to 

answer this question includes family members, peers, friends, the media, educational institutions, 

and previous experience including part-time jobs and internship experiences (Kramer, 2010). 

Anticipatory organizational socialization (AOS) refers to selecting the organization or type of 

organization one wants to join (Jablin, 1987). For example, this AOS phase includes being asked 

and answering questions such as, “Who do you want to work for?”  

 The pre-entry period of AOS refers to the time period in which potential newcomers 

decide on the type of job and organization they want to join. Jablin (2001) and Kramer (2010) 

defined pre-entry as the decision-making period between the time an offer is made and an offer is 

accepted or declined. In this offer consideration period, organizational candidates attempt to seek 

out information about the job and the values and norms of the organization and its members as a 

means of informing decision making about whether to take the offer (Jablin, 1987). Some 
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preliminary unofficial information-seeking strategies include talking to peers, current and past 

members of the organization, researching the organization via social media, news media, and 

organizational websites, among other strategies (Kramer, 2010). Some candidates rely on 

institutional mission statements as one way of identifying a potential organizational attraction, 

motivation and intention to join, and organizational fit (Wille & Derous, 2017). However, for 

those candidates interested in learning about the culture and race-related identity fit between 

themselves and the organization, a mission statement about diversity and inclusion could be mere 

“window dressing” of espoused—but not enacted—values. In this way, the values of diversity 

and social justice have become static frames adopted to identify the intention (or myth) of an 

organization (Allen, Orbe, & Olivas, 1999; Byrd, 2017). In organizations, diversity has taken on 

a branding effect in mission statements that allows an organization to market a diverse workforce 

as a quality, not a process. For example, “We value diversity and social justice” is less morally 

obligating than, “We are committed to responding to social injustice to allow for an environment 

that values diversity.” The former refuses to acknowledge enduring acts of social injustice and 

uses diversity and social justice as qualities of the organization (Byrd, 2017). The latter refers to 

social justice as a process of constant vigilance that allows for an environment of social justice 

for diverse organizational members. 

 Another way of discerning potential organizational fit during the offer consideration 

period includes official initial interactions with organizational members, such as interviews, 

realistic job previews (RJP), and realistic organizational previews (ROP). As previously 

mentioned, RJPs and ROPs can help newcomers understand organizational expectations. These 

realistic previews are forms of recruitment strategies that can increase organizational 

identification and provide a realistic picture of the organization or job to applicants during the 
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socialization process (Costigan, 1995). To reiterate, a realistic organizational preview (ROP) is a 

subset of RJP, in which all ROPs are RJPs, but not all RJPs are ROPs. Research demonstrates 

that RJPs (and by extension, ROPs) that include true, but unappealing, information about the 

organization and membership, can result in the reduced effectiveness of initial recruitment 

efforts, but can benefit the organization in the long-term because members are less likely to 

voluntarily exit the organization due to similar experiences. Thus, any known benefits and 

drawbacks of RJPs should relate to ROPs because a ROP can also reduce new hires’ initial level 

of dissatisfaction, reduce the organization's voluntary turnover rate, lessen the ill effects of unmet 

expectations, and increase opportunities for communicative exchanges between leaders and 

members (Costigan, 1995). To date, the distinction of ROPs are not well attended to in the 

organizational communication literature. 

Previous literature used psychometric scales when considering a number of criteria when 

evaluating RJPs. As ROPs are an extension of RJPs, the assumptions for applicability of these 

scales to ROPs are implicated in their usage. These criteria were measured in several ways, 

ranging from ad hoc items to some of the better-known instruments (Wanous, 1977). The 

researcher will highlight some of the better-known and commonly used scales in the 

organizational communication and recruitment literatures to measure 11 of these criteria: 

realistic expectations, role ambiguity and conflict, work-related needs, stress, anxiety, self-

efficacy, credibility of member giving preview, organizational attraction, organizational 

commitment, job satisfaction, and perceived acceptance by organizational members. Realistic 

expectations were commonly measured by a three-item scale developed by Feldman (1976). 

Feldman’s (1976) scale measures the extent to which individuals believe they had realistic 

expectations of the job. The scale developed by Rizzo, House, and Lirtzman's (1970) measures 
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role ambiguity and role conflict when assessing the definition of the newcomer’s role. Alderfer’s 

(1967, 1969) desire questionnaire has been used to measure the work-related needs of 

newcomers (Saks, Wiesner, & Summers, 1994). Caplan et al, 1975 developed a scale used to 

measure affective states indicative of psychological strain and stress. This Caplan et. al. (1975) 

scale is commonly used to measure stress levels of the newcomer after receiving an RJP. 

Anxiety, another affective state is measured using the Taylor manifest anxiety scale (Rizzo, 

house, & Lirtzman, 1970). 

 Self-efficacy of the newcomer was used as a measure of initiation to the task and is 

commonly adapted from a measure used by Bandura (1977). Bandura’s (1977) scale usually 

measured the confidence of an individual to engage successfully in a number of organizational 

tasks (Ellis & Taylor, 1983). Credibility of the member giving the RJP can be measured using 

McCroskey’s (1966) perceived leader credibility scale. Highhouse, Lievens, and Sinar’s (2003) 

Organizational Attractiveness Scale is commonly used to measure how attracted a newcomer is 

to an organization before, during, and/or after a RJP. Organizational commitment was typically 

measured by the Organizational Commitment Questionnaire developed by Porter, Steers, 

Mowday, & Boulian (1974). Specifically, affective commitment and continuance commitment is 

usually measured using the McGee and Ford (1987) scale. Job satisfaction was measured by one 

of the better-known instruments, such as the Minnesota Satisfaction Questionnaire or the Job 

Descriptive Index (Gillet & Schwab, 1975). Perceived acceptance by members of the new 

organization is commonly measured by Fey's (1955) Acceptability to Others Scale. 

Encounter. After the anticipatory socialization phase, the following phase is the 

encounter phase, which includes initial participation in the organization as the candidate accepts 

the job offer and becomes a newcomer (Kramer, 2010). During the encounter phase, newcomers 
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learn the requirements and reality of their role and what the organization and its members 

consider to be "normal" patterns of behavior and thought (Van Maanen, 1975). If newcomers 

have not accurately anticipated the reality of the new job and organization, this period can 

become a traumatic and destructive phase, "which serves to detach the individual from his or her 

former expectations" (Van Maanen, 1975, p. 84). A general example of this trauma is when a 

newcomer is inadequately socialized into the potential experiences of a member holding their 

differing orientations, ethnic markers, beliefs, or values. This inadequate socialization can result 

in members’ detachment or dis-identification with the organization and make the organization 

seem less attractive and in turn reducing their motivation to join (Costigan, 1995). According to 

Mumby (1996), organizational communication during the encounter phase will continue to be 

inadequate until we treat race and gender as defining features of the process.  

We must acknowledge that though individuals may hold membership inside the 

organization, personal factors may still make organizational members feel like outsiders within 

the organization. Allen (1996) and Hill Collins (1990) argue knowledge generated from the 

position of the "outsider within" produces a more complete view of the world and organization. 

Therefore, implementing an "outsider within" perspective can inform the recruitment message 

during the pre-entry period and will help to align the candidate's individual identity with that of 

the organization's. In support of these claims, previous research states racial minority female 

employees report less social support, job satisfaction, job commitment, fewer mentoring 

opportunities, isolation, loneliness, disconnectedness, and personal struggles with issues such as 

voice, silence, and marginalization (Allen, Orbe, & Olivas, 1999; Atewologun, Sealy, & 

Vinnicombe, 2016; Buzzanell, Long, Anderson, Kokini, & Batra, 2015; Johnsrud & Heck, 1994; 

Olsen & Maple, 1993; Walter, et al., 2017; Wright, 2016). To ensure future employees and 
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organizational members are made aware of these experiences, it is integral that organizations 

utilize diverse perspectives in their recruitment messaging, particularly during the pre-entry 

phase. Allen (1996) argues that recruitment and later organizational socialization cannot be 

effective without considering gender, race, and additional ethnic markers. However, giving a 

ROP informed by the personal identity of the candidate is an opportunity to enact the valuing of 

those members who may feel like outsiders within the organization.  

Metamorphosis. During the metamorphosis phase, the newcomer "attempts to become 

an accepted, participating member of the organization by learning new attitudes and behaviors or 

modifying existing ones to be consistent with the organization's expectations" (Jablin, 1984, p. 

596). In addition, metamorphosis can be characterized by an organizational member attaining a 

new position due to promotion or transfers and changes in organizational ownership through 

mergers and acquisitions. Thus, as a result of various reinforcements that a newcomer 

experiences in prior stages, he or she begins the gradual process of using, accepting, and 

eventually internalizing a set of appropriate "constitutive rules through which organizational 

meanings are established and regulative rules through which members coordinate their everyday 

interactions" (Harris & Cronen, 1979, p. 14). This process includes the communication of 

organizational culture, which is a set of shared and taken-for-granted assumptions that underlie 

organizational communication ideology (Jablin, 1987; Keyton, 2011). In other words, culture 

informs employees of organizational values, beliefs, and issues that are important and provides 

expectations for communication behavior and attitudes within the organization and its subunits. 

As is explored later in detail, social exchange theory helps to explain patterns of behavior during 

this phase as newcomers weigh costs and benefits of adjusting their personal behavior to display 

acceptable organizational membership behavior. 
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Brown (1985) proposes organizational narratives or stories as a strategy to foster shared 

meanings. During the metamorphosis phase, narratives or stories can aid in understanding how to 

behave as a member of the organization and can also foster an understanding of one's own 

experience. For example, Allen (1998) reports that once she realized she was partly hired due to 

her race, she was able to make sense of the discrimination and negative behaviors of her 

coworkers. As previously mentioned, the socialization process is effective once newcomers are 

made aware of the aforementioned culture, rules, values, beliefs, and expected behavior. 

However, a newcomer who is effectively socialized is not necessarily one who is "well adjusted" 

(Grusec & Hastings, 2014). Here, the concept of a member feeling like an outsider within their 

organization applies in the sense that understanding the culture and expected behavior does not 

necessarily mean acceptance of or compliance with those expectations. 

 In addition to understanding the culture, the metamorphosis phase is highly influenced by 

gender, age, religion, race-ethnicity, nationality, and sexual orientation (Allen, 1995). These 

factors are usually the reasons why some newcomers have organizational adjustment issues. For 

example, stereotypes cannot only influence the socialization process, but can influence the 

interactions of organizational members. If organizational members have negative stereotypes of 

their coworker, this can contribute to a divisive and defensive climate because negative 

categorizations tend to give rise to contemptuous communication among subgroups (Allen, Orbe, 

& Olivas, 1999; Bisel, Zanin, Rozzell, Risley-Baird, & Rygaard, 2016; Crumpacker & 

Crumpacker, 2007; Mumby, 1996; Parker, 2003). Referring back to Allen's (1996) experience, 

an assumption that all ethnic minority organizational members are under qualified and received 

their position solely due to Affirmative Action initiatives can lead to hostile and defensive inter-

racial interactions. As a result, though an organizational member is well socialized, he or she 
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may not feel well-adjusted nor accepted in the organization, which impedes every day 

interactions. 

Exit. Exit is the phase that sets Jablin's (1987) model apart from previous socialization 

models, albeit the least researched phase. The exit phase refers to the disengagement and 

(voluntary or involuntary) exit of an organizational member. Kramer (2010) describes 

organizational exit as an inevitable transition for all organizational members. Arguably, 

voluntary exiting is a reflection of withdrawal from the organization more than from the job 

(Hom & Hulin, 1981; Tett & Meyer, 1993). Although one can identify many reasons for 

voluntarily exiting an organization, Jablin (1987) describes four prevalent communication 

variables that indirectly cause exit: (1) role ambiguity and conflict, (2) violations of 

communication expectations, (3) frequency and quality of supervisory and coworker 

communication, and (4) lack of network integration. Other researchers argue voluntary exit is the 

result of a general lack of fit between organizational members and the person (Kristof-Brown, 

Zimmerman, & Johnson, 2005; Rich, Lepine, & Crawford, 2010), as well as alternative and more 

advantageous employment offers. No matter the reason, members weigh the costs and benefits of 

remaining with the organization before or instead of voluntarily exiting. 

 The exit phase also encompasses exiting an organization involuntarily. During 

involuntary exiting, supervisors discuss costs and benefits of retaining employees rather than 

dismissing them (Cox & Kramer, 1995; Fairhurst, Green, & Snavely, 1984). Kramer (2010) 

attributes involuntary exiting to multiple organizational and individual factors: For example, an 

organization may be forced to terminate employment due to reductions-in-force, mergers and 

acquisitions, and funding cuts. Examples of individual factors include failure to perform one's 

job duties and illegal activities (e.g., stealing, sexual harassment). In the vein of inter-racial 
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communication, an inability to manage and function in ethnically-diverse environments can 

result in reduced organizational performance, and potentially, termination of employment 

(Kilduff, Angelmar, & Mehra, 2000). 

In the previous pages, the researcher elaborated on the four phases of Jablin’s (1986) 

socialization model, why organizational newcomers that share differing and competing personal 

identities from that of the organization and organizational culture are at risk of reduced 

organizational identification and increased negative organizational experiences. The next section 

raises the question as to why organizational socializers might refrain from discussing race with a 

minority job candidate upfront during the pre-entry phase. 

Rhetorical Absence of Messaging About Race during Socialization 

Rhetorical absence is an answer to why organizational socializers refrain from discussing 

race with a minority candidate during the pre-entry phase. Silence, in this regard, is likely 

strategic. An overt discussion about the race of the candidate may be silenced out of fear of 

offending the candidate, which undermines an otherwise pro-social goal to attract a more diverse 

workforce. However, that strategic silence could have unintended or unexamined negative 

consequences for the organization and job candidate. The importance of organizational leaders 

having conversations about past events pertaining to race and racism is to discontinue the 

perpetuation of rhetorical absence (Bisel, Kelley, Ploeger, & Messersmith, 2011). Rhetorical 

presence is a persuasive strategy that calls listeners’ attention to certain premises, and in contrast, 

Bisel et al. (2011) coined the term rhetorical absence as the intentional exclusion of a premise 

during the course of talk.  

Both rhetorical absence and presence provide the opportunity for the speaker and listener 

to assign meaning to a premise and each has implications for future conversations. For example, 



27 
 

if organizational members do not provide a ROP to a Black job candidate about past racially-

motivated events, it can be interpreted by the candidate to mean that discussions of racism in the 

here-and-now is off-limits in the organization (Bisel, 2018). Therefore, the rhetorical absence of 

past organizational wrongdoing in organizational socialization during the pre-entry phase of a 

job candidate can (a) blindside the newcomer, if history repeats itself, (b) foster an environment 

where conversations about racism must involve an external agency (i.e., EEOC), or (c) perceive 

the absence of the conversation means voluntarily exiting the organization is the only way to 

overcome future occasions of organizational wrongdoing. However, it could be the case that 

disclosing past organizational wrongdoing pertinent to the recruit's tenured individual identity 

will build trust and attraction between the candidate and the recruiting organization. 

Many current initiatives present in the U.S. workforce are associated with increasing 

diverse membership and, in some cases, mandate diversity training of all organizational members 

(Bezrukova, Jehn, & Spell, 2012). Additionally, it is crucial to the experience of 

underrepresented members that spaces are created, which are accepting of cultural differences 

and promote ways different cultures can coincide without a power struggle. To achieve this in 

organizational settings, more education is needed at PWIs about cultural differences and 

strategies for offering support. As Reeder and Schmitt (2013) propose, members’ ability to thrive 

in their organization increases when resources and support are readily available.  Kimbrough 

(1995) posits that Black members’ valuing of leadership skills and participation in activities 

increased due to being supported in their membership.  

In reference to the higher education context at a PWI, Tinto (1990) maintained that "the 

practical route to successful retention lies in those programs that ensure, from the very outset of 

student contact with the institution, that entering students are integrated into the social and 
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academic communities of the college" (p. 44). Many Black students find membership in Black 

Greek-life organizations (fraternities and sororities), multicultural resource centers, Black 

undergraduate and graduate student associations, athletic teams, and special interest groups. In 

these groups, Black students find a sense of belonging due to the similarities in cultural norms, 

appearances and experiences (Kimbrough & Hutcheson, 1998). Educating the faculty about these 

resources at PWIs may increase the prevalence of resources and support that is available to and 

utilized by Black students. In doing so, a recommendation is changing the norms of the 

socialization process of Black graduate students into PWIs by framing messages that are 

inclusive of their personal identities as Black students and the resources that are available to 

them.  

The norms and resources of academic PWIs are typically not rooted in the culture that a 

Black student may come from, and this will add to the significance of the adjustment that some 

students experience when transitioning into graduate school and later into employment 

(Hitchcock, 1998). According to Sinanan (2016), Black students do face conflicts—both 

intrapersonal and interpersonal—associated with adapting to the environments of a PWI. For 

example, researchers argue that African Americans who do not identify with the aforementioned 

student organizations may feel isolated, lack of confidence and have trouble adjusting at a PWI 

(Chen & Starosta, 1996; Cooper, 2012; Freeman, 1998; Rowley, Sellers, Chavous & Smith, 

1998). If faculty members can utilize their interpersonal communication as an opportunity to 

give a ROP of that student’s potential experience pertaining to their racial identity, then that may 

increase identification with the institution and that recruiter, regardless of the racial identification 

of the recruiter. 
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Unfortunately, there are barriers to having these ROPs that develop from a motivation to 

manage impressions stemming from a fear of saying the wrong message and a perceived inability 

to frame the message of transparency appropriately. Impression management (IM) is the process 

by which individuals—knowingly or unknowingly—attempt to influence how others’ view them 

through verbal and nonverbal displays (Leary & Kowalski, 1990) and through the intentional 

inclusion and exclusion of certain topics of discussion. Adame and Bisel (2019) emphasized that 

organizational members’ attempts to influence one another’s impressions are not necessarily 

dishonest or malicious but can come from a place of genuine concern for themselves and others. 

In order to avoid potential incompetent communication with minority recruits and job 

candidates, and circumvent creating poor impressions, recruiters may decide to avoid the topic of 

race or transfer the conversation to someone they perceive as better equipped to have the 

conversation (i.e., minority faculty member).  

Buck-passing. An unfortunate alternative to providing a race-related ROP during the pre-

entry and offer consideration periods is to avoid the conversation by passing the burden to 

another organizational member who shares the same or similar racial identity as the student or 

job candidate (Settles, Buchanan, & Dotson, 2018). At face value, it makes sense to pair a Black 

organizational member with an incoming Black graduate student or job candidate for their 

socialization experience. This pairing will allow for firsthand discussions of one’s potential 

experience with the organizational members, institution, and greater community. However, this 

also creates hyper visibility of minority organizational members while simultaneously and 

paradoxically perpetuating their burden of invisible labor (Settles, Buchanan, & Dotson, 2018).  

Visible labor has traditionally been defined as work that is readily identifiable, overt, and 

typically used to reward faculty work: reappointment, tenure, and promotion (Crain, Poster, & 
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Cherry, 2016; Matthew, 2016). Visible labor is typically paid, directly profit-generating, occurs 

in the public sphere, and has historically been long-term and state regulated. Meanwhile, 

invisible labor refers to work that is not valued by institutions because it does not generate the 

currency they typically use to reward institutionally-sanctioned work (Crain, et. al., 2016; 

Matthew, 2016). Assigned mentorship between a minority organizational member and a graduate 

student or job candidate is invisible labor, which can take valuable time away from visible tasks, 

such as leading research teams, lecturing to students or additional work tasks. By majority 

members passing-the-buck of this conversation to minority members, this leaves their privilege 

unquestioned and unchallenged. Also, passing along the responsibility of having this 

conversation allows those majority members to maintain their regularly-scheduled visible labor 

tasks, while this same time is taken away from the minority members. Regrettably, these may be 

reasons racial majority members do not engage in these transparent conversations about 

organizational wrongdoing and the racial identity of the recruit. 

Assumed EEOC barrier. In addition to impression management being a deterrent from 

recruiters having the transparent conversation that includes the racial identity of the job 

candidate, another hurdle is present: One assumed legal barrier to recruitment during ROP are 

the laws enforced by the U.S. Equal Employment Opportunity Commission (EEOC) that makes 

it illegal to discriminate in making hiring decisions based on individual identities such as race, 

color, religion, sex, national origin, disability, age, and other personal identities (Kramer, 2010). 

Many organizational members in the United States—especially human resource professionals—

know not to ask these questions during the hiring process because improper communication can 

risk an EEOC report against the organization. However, EEOC rules do not prevent 

organizational members from discussing race and racism after hiring decisions and employment 
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offers have been made. Providing a ROP in this context is an instance of offering support and 

aligning expectations on the basis of race (The Civil Rights Act, 1964). Again, EEOC 

requirements do not apply to a ROP during pre-entry because a job candidate has already been 

offered a position in the organization. Furthermore, according to Huq (2017), providing a ROP to 

a candidate is legal because the intent of the conversation is to offer support to the potential 

newcomer, not to discriminate in the hiring of new members. Therefore, the fear of violating 

EEOC regulations is not based in legal precedence. Presumably, this EEOC barrier is an example 

of people’s fear of violating the law—a belief which may inadvertently prevent organizational 

members from doing a moral good (Bisel, 2018). A lack of discussion about individual identities 

caused by EEOC's assumed barrier and the need to manage impressions, can create a disconnect 

between a job candidate's individual identity and potential organizational identity.  

Short-Term Goals and Recruiter Image Management Goals of Organizational Socialization 

The following section describes some short-term goals taken from the RJP, ROP and 

organizational socialization literature (Kramer, 2010; Laker & Shimko, 1991) and recruiter 

image management goals of organizations adapted from interpersonal and politeness literature 

(Brown & Levinson, 1987; Locher & Watts, 2005), which are important for warranting the need 

to provide minority job candidates with race-related ROPs. Specifically, as found in previous 

literature mentioned in the organizational socialization section of this paper, organizations and 

recruiters are likely motivated to achieve the short-term goals of organizational attraction, 

motivation to join the organization, and intention to accept a job offer, and the recruiter image 

management goals of perception of politeness and source credibility of the recruiter with the 

socialization messages they provide to job candidates, and minority job candidates in particular. 
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Each of these goals correspond to dependent variables of interest to the present study and each 

are discussed in the following section.  

Short-Term Organizational Goals: Promoting Organizational Attraction, Motivation to 

Join, and Intention to Accept a Job Offer 

 Despite the complexity of race-related discussions during the pre-entry period, recruiting 

and retaining Black graduate students and job candidates for assistantships is a widely-shared 

goal of many academic programs (Ford, Grantham, & Whiting, 2008; Karsten, 2013). To those 

ends, organizations and academic units likely have short-term goals of enhancing the 

attractiveness of their organization, motivating candidates to want to join, and encouraging 

minority candidates to accept a job offer, after an offer has been extended.  

Minimal levels of identification are necessary for individuals to consider joining 

organizations. Scott, Corman, and Cheney (1998) described organizational identification as the 

degree or sense of oneness when an individual claims belongingness to a group. This 

identification also informs one’s decision at each phase of the socialization model, including 

what type of career they choose, what organization they want to be a part of, their decision to 

accept a job offer and participate in the culture and expected behaviors of that organization, and 

their decision to stay with or leave an organization (Jablin, 1987; Kramer, 2010; Scott, Corman, 

& Cheney, 1998).  

Identification is motivated by attraction to the organization and fear of isolation, wanting 

a sense of alignment with the rules and norms, and wanting to partake vicariously in the rewards 

and successes of the organization (Mael & Ashforth, 1992). Organizational identification is 

important because it can lead to organizational attraction, motivation to join, intention to accept a 

job offer, job satisfaction, job involvement, satisfaction with work, supervision, pay, and goal 
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achievement (Kramer, 2010; Riketta, 2008; Scott, Corman, & Cheney, 1998). These outcomes 

can also reduce intentions to turnover, because identification with organizations blurs the bounds 

of self-concept and makes individuals more persuaded to remain with the organization after 

organizational wrongdoing (Costigan, 1995; Scott, Corman, & Cheney, 1998) or even to defend 

its image to outsiders after wrongdoing (Ploeger & Bisel, 2013).  

In the context of organizational identification, attraction, and intention to accept a job 

offer, social identity theory (SIT), places emphasis on personal identity and various social 

categories with which we may hold membership. In some cases, identification with one 

organization leads to disidentification with another (Kramer, 2010). Therefore, it is likely that 

personal and social identities interact, conflict, overlap, and influence each other (Alvesson, 

Ashcraft, & Thomas, 2008). To that end, the short-term organizational goals may be achieved 

with an acknowledgement of job candidates’ personal identity that allows them to mesh tenured 

personal and potential organizational identities, which should lead to attraction to the 

organization, enhanced motivation to join, and intention to accept a job offer. 

Image Management Goals of Recruiters: Achieving Perceptions of Politeness and Source 

Credibility 

In addition to these short-term organizational goals, recruiters themselves likely have 

image management goals for their pre-entry interactions with minority job candidates. 

Specifically, recruiters likely intend to be perceived as following social norms about what tends 

to be said and how it is said to encourage politeness and afford familiarity with social norms 

(Fraser, 1990). In achieving the interpersonal goal of image management, conversational partners 

attempt to position themselves and each other in a way that avoids offending, insulting, or 

violating social norms (Fraser, 1990). An outcome of achieving image management goals is 
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identification with and perceived credibility of the recruiter and met expectations of interpersonal 

interactions.  

The danger of voicing race-related ROPs after a job is offered can stem from the potential 

for face threat’s relational implications. According to politeness theory, individuals have a 

universal need for positive self-regard (e.g., public image) and attempt to aid others in 

maintaining their public regard through facework and politeness (Brown & Levinson, 1987). SIT 

explains that motivation to hold a positive regard is not only oriented to the self, but also to the 

groups in which we claim salient membership (Tajfel & Turner, 1986). Further, SIT and 

politeness theory predicts that in order to reduce face threat and increase source credibility, 

individuals must aid others in maintaining a positive regard for the personal and social 

memberships they claim and wish to claim.  

The previous section described the short-term and recruiter image management goals of 

organizational socialization during race-related ROPs. The question remains as to whether race-

related ROPs given after a job offer will enhance or diminish the achievement of those goals. In 

the following section, the researcher explains how different theories invite us to expect divergent 

patterns of responses to ROP messaging. Social exchange theory, social identity theory, and 

politeness theory invite us to anticipate different kinds of reactions to recruitment messages 

involving race and which messages may lead to the best quality outcome for achieving recruiter 

image management goals. Once results are known, we can better understand which of those 

theories best explain how minority job candidates will likely respond to varying forms of race-

related ROPs during offer consideration. 
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Social Exchange Theory, Social Identity Theory, Politeness Theory, and 

Job Candidate’s Reactions to Recruitment messages Involving Race 

Saks and Ashforth (1997) argued that "there is no theory" of socialization (p. 235). 

Nevertheless, many socialization researchers study related factors in an attempt to demonstrate 

statistical relationships and predictive models of effective socialization practices. While there is 

no formalized theory of socialization, there are theoretical frameworks that guide many studies 

and the development of socialization models, most notably, Jablin's (1987) model. According to 

Jablin (1987) the process of socializing into an organization has four phases: anticipatory 

socialization, encounter, metamorphosis, and exit, which was explained earlier in this chapter. 

Waldeck and Myers (2007) and Kramer (2010) identify four primary theories that have been 

used to examine the organizational socialization process: social identity theory (SIT; Tajfel & 

Turner, 1985), uncertainty management theory (UMT), sensemaking theory (Weick, 1995), and 

social exchange theory (SET; Homans, 1958).  

The following section contributes a theoretical foundation of the underpinnings of 

Jablin’s (1987) model with additional elaboration on the anticipatory socialization phase. More 

attention is paid to social exchange theory and social identity theory as they are most pertinent to 

this study because they are most apt for potentially explaining what kinds of responses to expect 

from minority job candidates who receive race-related ROPs from recruiters. A final section 

describes a potential synthesis between SET and SIT—along with politeness theory—as a means 

of explaining potential reactions to socialization messaging regarding race. 

Social Exchange Theory 

Social exchange theory (SET) pertains to scholarship that focuses on how individuals 

weigh the costs and benefits of their decision to select, enter, maintain, and end social 
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relationships and organizational prospects (Kramer & Miller, 2014). During anticipatory 

socialization, individuals compare the costs and benefits of selecting alternative careers and 

organizations. A consideration of factors such as salary, time off, intellectual freedom, taint of 

the type of job, and upward mobility (Kramer & Miller, 2014; Parker, 2003) may influence their 

decision. Allen (1996) suggests a person's ethnicity, socioeconomic status, family dynamics, and 

race are also important factors in this decision. If that person was raised by a mechanic and 

cannot afford a television, it is likely that the individual will not have the opportunity to see other 

job or careers as options, other than a mechanic (Lucas, 2011). 

In regards to anticipatory organizational socialization, individuals may weigh the culture, 

location of the organization, comparison level of alternatives, and potential experiences based on 

their personal identities as a pro or con in their decision to join (Kramer, 2010). The present 

study does not focus on location or a comparison level of alternatives. Instead, the study will 

focus on the influence race-related ROPs from recruiters have on job candidates’ intention to 

accept an offer and join the organization. Job candidates’ potential experience based on their 

personal identities will be included in some of the recruitment messaging for this study. In this 

example, social exchange theory applies as minority job candidates may consider the costs and 

benefits of attaining and maintaining organizational memberships, depending on their 

experiences. As previously mentioned, experiences of discrimination, isolation, and ethnic 

incompatibility may warrant weighing those costs over the benefits of salary, status, and 

intellectual freedom (Allen, Orbe, & Olivas, 1999; Parker, 2003).  

Taking a SET perspective leads us to expect that pre-entry recruitment messages that 

involve explicit mention of racial identity and the potential for negative experiences or 

challenges due to one’s racial identity will make the organization less attractive or unattractive to 
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Black recruits. From an AOS perspective, imagine a hypothetical scenario of a job candidate 

who was recently offered employment in an organization. While considering joining the 

organization, the candidate is invited for a day of meeting other candidates, touring the facility, 

chatting with potential supervisors, and learning what to expect. From a SET perspective, 

mentioning racial identity implicitly or explicitly could result in the recruiter confirming that 

racism is possible, creating an immediate interpersonal violation, and creating a deep imbalance 

towards cost and away from benefits of joining. In other words, a SET perspective might 

encourage organizational recruiters to refrain from mentioning racial identity to avoid these 

negative outcomes. A weakness of the SET perspective is that it does not communicate what to 

expect from the recruiter’s racial identity as it pertains to the aforementioned outcomes. 

Social Identity Theory 

In contrast, another major theoretical foundation of the socialization model is Tajfel and 

Turner’s (1985) social identity theory, which may suggest that minority job candidates would 

respond favorably to a recruitment message that includes their racial identity. According to social 

identity theory, individuals have personal identities that are less voluntary (e.g., physical, 

psychological, personality) and social identities, which can be claimed voluntarily (e.g., group or 

organizational membership; Ashforth & Mael, 1989). Together, these identities explain how 

individuals come to know who they are as a product of personal and social memberships they 

claim. These sets of identities overlap, interact, and influence each other (Alvesson, Ashcraft, & 

Thomas, 2008). Job candidates are most likely to claim membership in new groups when they 

are able to add their social identities that complement, as oppose to challenge or conflict with, 

existing and salient group memberships and which offer the opportunity to partake in group 

accomplishments vicariously.  
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Additionally, each identity is characterized by its tenure (i.e., length of time that a 

specific identity has been part of the self). For example, the identities we are born with and into 

(e.g., sex, race, gender, ethnicity) may have the longest tenure. These engrained and tenured 

individual identities may have an influence on our ability to adjoin additional identities (e.g., 

organizational identity). The salience of ethnic identity is a potential confounding variable that 

influences the experience of organizational members. Accordingly, ethnic identity salience is 

used as a control variable in the present study.  

Along the lines of identity salience, there is a potential for Black candidates to identify 

stronger with the organization when being recruited by another organizational member who 

shares the same or similar racial identity as them (Settles, Buchanan, & Dotson, 2018). This 

pairing will allow for firsthand discussions of one’s potential experience with the organizational 

members, institution, and greater community. Due to the initial commonality of shared racial 

identity, the researcher notes a potential for candidates to prefer a race-related ROP recruitment 

message from a Black recruiter. 

During the initial interactions with organizational members, researchers argue that 

understanding ulterior motives for being hired due to one’s personal identity can greatly affect 

that person’s understanding of their "position" in the organization and can set realistic 

expectations for their experience (Allen, 1998; Allen, Orbe, & Olivas, 1999; Parker, 2003). In 

Allen's case, once she joined the organization she learned that she was hired partly due to the 

university's image of being racist. The assumption is that by hiring a Black professor, their image 

will look better. Due to this reasoning, Allen had a traumatic experience as her peers viewed her 

as unqualified, not credible, and a "twofer" hire (race and gender), resulting in unexpected 

experiences of discrimination (Allen, 1996). Though a ROP may not have changed Allen’s 
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experience, the met expectations due to the ROP are “hypothesized to lead to increased coping 

ability and increased appreciation of the organization for being honest" (Costigan, 1995, p. 10).  

Referring back to the hypothetical scenario of a job candidate who was recently offered 

employment in an organization. From a SIT perspective, a recruitment message during this 

scenario would mention race and racism explicitly. The explicitness of the message would allow 

for the recruiter to invite the job candidate’s personal identity to begin meshing with existing and 

salient group memberships of the organization. The recruiter would mention the candidate’s 

racial identity and express concern that the candidate will have a negative experience. However, 

this explicit message would, in certain terms, acknowledge that members of the organization 

absolutely do not tolerate racism and will offer support to the candidate in such events. To be 

clear, the intention of a race-related ROP should not dwell solely on the social identity of the 

recruit, nor should it dwell on past organizational wrongdoing. However, an absence of these 

topics can disconfirm, deny, and strip away tenured identities (e.g., race, color, religion, sex, 

national origin, disability; Dallimore, 2003), and can create a disconnect between the person and 

the organization, diminishing organizational fit, if the "person" is absent in the equation.  

Yet, inclusion of one’s personal identity in race-related ROPs can have implications. 

Linguistically, mentioning one’s identity is fraught with danger because, on one hand, it can fail 

to achieve recruiter image management goals (i.e., credibility and politeness) and short-term 

organizational goals (i.e., organizational attraction, motivation to join, and intention to accept 

offer) by signaling to the candidate that the membership will be difficult; however, on the other 

hand, if the recruiter does not mention candidates’ identity, conjecture and speculation can occur 

and can be accompanied by negative outcomes. In addition, outcomes may be influenced by the 

personal identity of the recruiter. 
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Taking a SIT perspective, leads us to expect that pre-entry recruitment messages that 

involve explicit and unambiguous mention of racial identity and the potential for negative 

experiences or challenges due to one’s racial identity will make the organization more attractive 

to minority job candidates and may act as a springboard for future conversations pertaining to 

race and social injustice. In addition, mentioning racial identity explicitly can result in the 

candidate interpreting that the recruiter intends to provide support for the potential organizational 

experience garnered by that identity. Though this message may draw attention to the costs of 

racism, concurrently it draws attention to the benefit of the organization’s eagerness to support 

the candidate as an organizational member. In other words, a SIT perspective might encourage 

organizational recruiters to mention, unambiguously, the recruit’s racial identity in order to foster 

positive outcomes of organizational attraction, motivation to join, intention to accept the job 

offer, message politeness, and source credibility. 

Social Identity Theory, Social Exchange Theory, and Politeness Theory 

The intellectual puzzle of race-related ROPs during offer consideration, however, may be 

resolved with reference to a combination of three theories: SIT, SET, and politeness theory. To 

recap thus far, while SIT may allow us to anticipate minority job candidates would respond 

favorably to a recruitment message that includes their racial identity; yet, a SET perspective 

leads us to expect explicit mention of racial identity and the potential for negative experiences 

due to one’s racial identity may make the organization less attractive or unattractive to Black 

recruits. A resolution to these divergent explanations, may be addressed by a third puzzle piece, 

politeness theory, in combination with SIT and SET, to help recruiters manage this complex 

conversation. 
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Brown and Levinson’s (1987) politeness theory argues that everyone has a public self-

image (i.e., face) and depending on the actions of the other interactant, one’s face can be 

bolstered, maintained, or threatened. Generally, a positive face is a desire to be treated in a kind 

and friendly manner. A positive face interaction can bolster or maintain one’s face by expressing 

appreciation or approval by the other member(s) in the interaction (Brown & Levinson, 1987; 

Locher & Watts, 2005). Generally, negative face is a desire to be treated as though one has rights 

over their person and property (i.e., to remain unimpeded). A negative face interaction can 

threaten one’s face by imposing on the interactant by negatively violating expectations and 

infringing on one’s freedom of action and freedom from imposition (Brown & Levinson, 1987; 

Locher & Watts, 2005). A race-related ROP is fraught with danger as an interaction without 

proper messaging can threaten the face of the recruiter and job candidate.  

An erasure of one’s personal identities can be face threatening and detrimental to the 

individual candidate as they are not usually able to mesh their personal identity with that of the 

organization and they may experience a violation of expectations when it comes to their potential 

experience. On the other hand, too harsh of a recruitment message about one’s personal and 

social memberships can result in face threat that impedes one’s ability or willingness to mesh 

identities with that of the organization. However, a positive interaction that saves the face of both 

members of the interaction can lead to positive outcomes. A combination of politeness theory, 

SIT and SET could help recruiters manage this complex conversation. 

Referring back to the hypothetical scenario of a job candidate who was recently offered 

employment in an organization. From a perspective that combines SET, SIT, and politeness, a 

recruitment message during this scenario would mention race and racism implicitly, not 

explicitly. Instead of racial identity, the recruiter would mention the candidate’s personal 
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identity and express awareness that the candidate may have a different experience. However, this 

implicit message would, in less certain terms, acknowledge that members of the organization are 

invested in their experience and will offer support to the candidate in such events. 

In this example, by mentioning the potential experience based on one’s personal identity, 

it is less of a cost (as compared to an explicit message involving race and the potential for 

racism) because the candidate is aware of the possibility of racism already, and adding politeness 

to the message may somewhat mitigate the face threat of the immediate interaction. In other 

words, by relaying the message politely, the recruiter is not costing as much in terms of face 

violation and is simultaneously making room for the personal identity of the student (Brown & 

Levinson, 1987).  

If we know, from SET messages, that not including one’s racial identity (i.e., absent 

message) can achieve recruiter image management goals, and according to SIT messages that 

unambiguously include one’s racial identity (i.e., explicit message) can achieve short-term 

organizational goals, by implementing politeness theory to find the balance between SET and 

SIT (i.e., implicit message) that utilizes euphemisms and indirectness but still pertains to the 

personal identity of the recruit, a combination of all three theories can predict the attainment of 

recruiter image management goals, and achieve short-term goals of organizational attraction, 

motivation to join, and perception of message politeness, and goals of retention and potentially a 

willingness to speak up in the long run. An example of this implicit message is referring to one’s 

personal identity instead of racial identity, and potentially experiencing concerns instead of 

experiencing racism.  

The section on recruiter image management goals served to provide and justify the 

importance of the five outcomes of a ROP message: organizational attraction, motivation to join 
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the organization, intention to accept the job offer, perception of message politeness, and source 

credibility. Social exchange theory, social identity theory, and a combination of the two with the 

addition of politeness theory serve to predict which outcomes will result depending on the 

explicitness of the race-related ROP message. The following hypotheses utilizes both 

aforementioned sections and makes predictions of main effects and interaction effects of the 

independent variables (i.e., race of speaker and message explicitness) and the five dependent 

variables (i.e., five outcomes). These hypotheses will lead into the third chapter, which is a 

discussion of the power analysis, participants, experimental design and procedures, and 

measures. 

Hypotheses 

Main Effects: ROP Message Explicitness about Race and Racism 

H1a: Black candidates given an implicit recruitment message have more organizational 

attraction towards a recruiting organization (i.e., graduate program) as compared to those 

given a message-absent of race, who will in turn, be more attracted to the program than 

those given an explicit recruitment message. 

H1b: Black candidates given an implicit recruitment message are more motivated to join a 

recruiting organization (i.e., graduate program) as compared to those given a message-

absent of race, who will in turn, be more motivated to join the program than those given an 

explicit recruitment message. 

H1c: Black candidates given an explicit recruitment message are less likely to accept the job 

offer from the recruiting organization as compared to those given an implicit message, who 

in turn, are more likely to accept than those given no message related to race. 
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H1d: Black candidates given an implicit recruitment message perceive the message as more 

polite as compared to those given a message-absent of race, who in turn, perceive the 

message as more polite than those given an explicit recruitment message. 

H1e: Black candidates given an implicit recruitment message perceive the source as more 

credible as compared to those given a message-absent of race, who in turn, perceive the 

source as more credible than those given an explicit recruitment message. 

Main Effects: Recruiter Identity 

H2a: Black candidates have more organizational attraction towards a recruiting organization 

(i.e., graduate program) with a Black male recruiter as compared to a White male recruiter. 

H2b: Black candidates are more motivated to join a recruiting organization (i.e., graduate 

program) with a Black male recruiter as compared to a White male recruiter. 

H2c: Black candidates are more likely to accept the job offer from the recruiting organization 

(i.e., graduate program) with a Black male recruiter as compared to one with a White male 

recruiter. 

H2d: Black candidates perceive a recruitment message from a Black male recruiter as more 

polite than a one voiced by a White male recruiter. 

H2e: Black candidates perceive a Black male recruiter as more credible than a White male 

recruiter. 

Interaction Effects 

H3a: Speaker identity and message explicitness interact, such that Black candidates report 

greatest organizational attraction to the Black Recruiter and implicit recruitment message as 

compared to all other combinations of race and explicitness.  
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H3b: Speaker identity and message explicitness interact, such that Black candidates report 

greatest motivation to join the recruiting organization (i.e., graduate program) in the Black 

recruiter and implicit recruitment message as compared to all other combinations of race and 

explicitness.  

H3c: Speaker identity and message explicitness interact, such that Black candidates report the 

greatest likelihood to accept the job offer to the Black Recruiter and implicit recruitment 

message as compared to all other combinations of race and explicitness.  

H3d: Speaker identity and message explicitness interact, such that Black candidates perceive the 

greatest message politeness in the Black Recruiter and implicit recruitment message as 

compared to all other combinations of race and explicitness.  

H3e: Speaker identity and message explicitness interact, such that Black candidates perceive the 

greatest source credibility of the Black Recruiter and implicit recruitment message as 

compared to all other combinations of race and explicitness.  
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Chapter 3: Method 

Power Analysis 

To determine the number of participants needed for this study, an a priori power analysis 

using G*Power was conducted. Four power calculations were computed with the power level set 

at .80 and the alpha level set at .05. Each computation was conducted for an Analysis of 

Variance (ANOVA), yielding a sample size requirement. The power calculation with the 

effect size set at .10 indicated a needed sample size of 969. A second power calculation with a 

.15 effect size yielded a needed sample size of 432. The third power calculation with a .20 

effect size yielded a needed sample size of 246. To balance the projected effect size, limitations 

of the race-based inclusion criteria for sample, and financial constraints associated with 

compensating participants, the sample size goal for this study was set to 246. 

Participants  

An online survey platform was used to collect data. Participants were recruited via 

Amazon’s Mechanical Turk® (MTurk) crowdsourcing service. In order to participate, MTurk 

participants needed a 95% approval rating from previous participation on MTurk. Buhrmester, 

Kwang, and Gosling’s (2011) argued that MTurk data “met or exceeded the psychometric 

standards associated with published research” (p. 5). Researchers have also observed that data 

sets drawn from this crowdsourcing service tend to represent diverse samples in terms of age and 

income, but not necessarily race (Berinsky, Huber, & Lenz, 2012).  

Eligible participants followed a link to access the study survey which was hosted on 

Qualtrics. All participants provided informed consent before participating, as required by the 

Institutional Review Board to ensure ethical research practices were planned and implemented. If 

participants met the eligibility requirements and completed the study with genuine answers, 
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without rushing through the survey, they were compensated $3 for their time and participation in 

this study.  

As a requirement for involvement, participants had to self-identify as Black or African 

American, had to have attended some college, be 18 years old or older, and must reside in the 

United States (U.S.). A sample of 505 Black identifying adults participated in this study. After 

removing participants who failed to answer the four attention verification questions accurately, 

who were significantly above or below the average time of survey completion, and those with 

excessive missing data, the final sample after data cleaning consisted of 338 participants. The 

sample included 210 males, 125 females, one transgender male, and one participant identified as 

both male and female. The sample included the following sexual identities: 225 

heterosexual/straight, six homosexual/gay/lesbian, 67 bisexual, four asexual, and three sexual 

orientations not listed. Participants’ age ranged from 18 to 74 years of age (M = 34.51, SD = 

8.73) and lived in 35 states, with the largest amount of participants residing in California, (n = 

58) and New York (n = 33).  

Participants were also asked to describe their disability/ability status. Results include 247 

did not identify with a disability or impairment, 22 with a sensory impairment (vision or 

hearing), 11 with a learning disability (e.g., ADHD, dyslexia), 12 with a long-term medical 

illness (e.g., epilepsy, cystic fibrosis), 24 with a mobility impairment, 13 with a mental health 

diagnosis, four with a temporary impairment due to illness or injury (e.g., broken ankle, surgery), 

and three with a disability or impairment not listed. 

The sample included education levels ranging from some college to a doctorate degree, 

with bachelor’s degree as the most common educational level (50.6%). Of this sample, 34.7% 

has been in the position of considering graduate admission to a predominately White institution. 
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Participants’ total work experience ranged from 0 to 53 years, (M = 10.11, SD = 8.88) with 

58.6% having supervisory experience. See footnote for pilot study information regarding 

demographic information and manipulation checks conducted on speaking identity, message 

explicitness, situational realism, and message realism. 1 

Design  

The messaging-processing experiment utilized a hypothetical scenario that involved a 

socialization experience of a Black graduate student who is already accepted into a graduate 

department at a predominately White institution as a student and offered compensation as an 

employee (i.e., graduate assistantship). The study followed a 2 (Black male recruiter vs. White 

male recruiter) × 3 (absent, explicit, and implicit racial recruitment message) design. The 

recruitment messages were crafted in consultation with one attorney and one university’s Equal 

Employment Opportunity Officer and Title IX coordinator. Their consensus is that such 

messages are legal as well as desirable for remediating past rhetorical absences associated with 

racial diversity in the workplace, and likely rare.  

Though the recruitment messages were crafted in consultation with professionals, it is 

important to highlight the advantages and disadvantages to using hypothetical scenarios for 

conducting research. Martin (2006) found that scenarios allow the researcher to manipulate the 

independent variables studied, while minimizing the influence of extraneous variables. As a 

result, scenarios can keep participants focused on the specific variables that are being 

manipulated (i.e., recruiter race and message explicitness regarding race). Ethical considerations 

were made when choosing this method because a face-to-face interaction would be difficult to 

employ and an observation of a recruitment experience, especially in relation to the racially-

explicit message condition, could be problematic. However, when using scenarios, a concern is 
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that the recruitment messages may not be realistic to the participants, if it is difficult for 

participants to imagine themselves in those situations. Therefore, questions regarding the 

perceived realism were asked of participants in the study (See Appendix C). The results of the 

realism test were successful, and are reported below in the measures section.  

First, all participants read, “You will be asked to reflect on a specific message before 

indicating your level of agreement with multiple statements. Please read the message carefully 

before you advance through the survey.” Then, participants were randomly assigned to one of the 

following six conditions: Black male recruiter/absent recruitment message (message word count: 

n = 9), Black male recruiter/implicit recruitment message (message word count: n = 68), Black 

male recruiter/explicit recruitment message (message word count: n = 67), White male 

recruiter/absent recruitment message (message word count: n = 9), White male recruiter/implicit 

recruitment message (message word count:  n = 68), or White male recruiter/explicit recruitment 

message (message word count: n = 67). Messages were crafted to reflect increasingly greater 

levels of explicitness in reference to the racial identity of the recruit. After reviewing one of the 

randomly assigned recruitment message (see Appendix B for list of messages), participants then 

responded to a series of questions about the recruiter and how the recruitment message 

influenced their perception of organizational attractiveness, student motivation to join the 

department, perceived message politeness, source credibility, and intention to accept the job 

offer (see details for each measure below). All means and standard deviations of dependent 

variables are located in the correlation matrix in Table 8.  
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Measures 

Manipulation checks.  Manipulation checks were conducted to ensure that participants 

perceived the racial identity of the department recruiter and the recruiter’s message consistent 

with the condition to which they were randomly assigned. 

Perception of speaker identity. To ensure participants perceived the message originated 

from a department recruiter with a specific racial identity (i.e., Black or White), participants 

responded to a two-item, 7-point Likert-type measure (1 = strongly disagree, 7 = strongly agree). 

Scale statements include “The recruiter is WHITE,” and “The recruiter is BLACK.” The first 

scale (i.e., recruiter is WHITE) item was reverse coded. An independent samples t-test was 

computed utilizing the two items of the scale. As anticipated, results revealed that participants 

assigned to the Black recruiter conditions (M = 5.92; SD = 1.39) agreed significantly more with 

manipulation check items than participants assigned to the White recruiter condition (M = 2.34; 

SD = 1.51), t(336) = 22.68, p < .01. Thus, the racial identity of the speaker was successfully 

manipulated by the experimental materials. Cronbach’s alpha indicated excellent reliability, a = 

.84.  

Message explicitness about race and racism. Second, to ensure participants perceived 

the nature of the recruitment message as implicit and explicit about racism, participants 

completed a four-item, 7-point Likert-type scale (1 = strongly disagree, 7 = strongly agree). 

Sample items include: “The recruiter’s message is explicit about racism” and reverse coded 

items such as “The recruiter’s message is indirect about racism” (See Appendix C for all scale 

items). There was no manipulation check for those in the race-absent message conditions 

because they did not receive a ROP recruitment message. As anticipated, results revealed that 

participants assigned to the explicit message condition (M = 4.73; SD = 1.85) agreed 
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significantly more with manipulation check items than participants assigned to the implicit 

message condition (M = 3.62; SD = 1.25), t(222) = -5.26, p < .01. Thus, the explicitness of the 

race-related ROP message was successfully manipulated by the experimental materials. 

Cronbach’s alpha indicated excellent reliability, a = .84. 

Covariate. Phinney’s (1992) one-factor, 12-item multigroup ethnic identity measure 

(MEIM) was used to assess ethnic identity across ethnic groups. The survey measures a sense of 

attachment or belonging, achieved identity, and involvement in ethnic practices (Phinney, 1992). 

The first 12 Likert scale items were measured on a 7-point Likert-type measure (1 = strongly 

disagree, 7 = strongly agree). Sample items include, “I have a lot of pride in my ethnic group” 

and “I feel a strong attachment towards my own ethnic group” (See Appendix K for all scale 

items). The measure has been found to be both valid and reliable in previous studies (Adams, 

Kurtz-Costes, & Hoffman, 2016; Roberts, et al., 1999). Cronbach’s alpha indicated excellent 

reliability, α = .94.  

 Dependent variables. The five dependent variables measured in this study were 

organizational attractiveness, student motivation to join the organization, perception of message 

politeness, intention to accept the offer, and source credibility. 

Organizational attractiveness. Participants completed an adapted version of Highhouse, 

Lievens, and Sinar’s (2003) three-factor, twenty-one item Organizational Attractiveness Scale 

(OAS). The scale examined the three components of organizational attraction (i.e., attractiveness, 

intentions, and prestige) that have received the most attention in research on organization choice. 

The scale was used to capture participants’ perception of departmental attractiveness when 

considering entry into a graduate studies program as a student and employee. Each item is 

measured on a 7-point Likert-type measure (1 = strongly disagree, 7 = strongly agree). Sample 
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items include, “For me, this department would be a good place to study and work.” and “I would 

make this department one of my first choices as a graduate student” (See Appendix D for all 

scale items). High scores on the measure indicate high perceptions of organizational 

attractiveness. The measure has been found to be both valid and reliable in previous studies 

(Anderson, Ahmed, & Costa, 2012; Lievens, Van Hoye, & Anseel, 2007). However, to date, the 

author is unaware of any published organizational communication study that employs the 

measure. Cronbach’s Alpha indicated excellent reliability, α = .97. 

Student motivation to join. An adapted version of Christophel’s (1990) Student 

Motivation Scale (SMS) was used. Participants complete a condensed version, including items 1, 

2, 5, 6, 9, 10, 13, and 16 of the original scale. The scale was reduced to the 8-items that were 

most applicable to the study elements and experimental scenario about joining the department. 

Sample items included: “Motivated/Unmotivated” and “Dreading it/Looking forward to it” (See 

Appendix E for all scale items). The measure has been found to be both valid and reliable in 

previous studies (Christophel, 1990; Goldman, Goodboy, & Weber, 2017: Richmond, 1990). 

Cronbach’s Alpha indicated excellent reliability, α = .92. 

Perception of message politeness. An original six-item Likert scale was developed to 

measure participants’ perception of politeness about a message delivered by the department 

recruiter of an organization (i.e., a graduate program). Each item is measured on a 7-point Likert-

type measure (1 = strongly disagree, 7 = strongly agree). Sample items include, “The recruiter 

was polite” and “The recruiter’s message felt like an attack on me” (reverse coded; See 

Appendix F for all scale items). Higher scores indicate perceptions of high levels of message 

politeness and low levels of face threat. Cronbach’s Alpha indicated excellent reliability, α = .91. 

Results of an exploratory factor analysis (EFA) are reported in the Results section.  
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Intention to accept the offer. An original seven-item Likert scale was developed to 

measure participants’ intention to accept the offer presented to them by the departmental 

recruiter of an organization (i.e., graduate program). Example statements are, “I intend to accept 

this offer” and, “I am likely to say yes to this offer” (See Appendix L). The response format was 

a 7-point Likert scale with 1 = not at all likely to 7 = extremely likely. Cronbach’s Alpha 

indicated excellent reliability, α = .87. Results of an exploratory factor analysis (EFA) are 

reported in the Results section. 

Source credibility. Eleven items from McCroskey’s (1966) 12-item perceived leader 

credibility scale were used to measure participants’ perception of the departmental recruiter’s 

credibility (See Appendix G for all scale items). Items were measured on a 7-point semantic 

differential scale. Sample adjective pairs include “pleasant/unpleasant” and “honest/dishonest.” 

The measure has been found to be both valid and reliable in previous studies (Holmes & Parker, 

2017; Teven, 2007). Cronbach’s Alpha indicated excellent reliability, α = .93. 
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Chapter 4: Results 

Data Preparation 

Incomplete questionnaires, those completed in significantly less time than the average 

completion time, or questionnaires that were completed with poor quality answers (i.e., space 

fillers such as “blah” or “I don’t know” for open-ended questions, marking only one answer type 

for scale answers, such as 4,4,4,4,4,4, or incorrectly answering validation questions) were not 

compensated and removed from the dataset prior to analysis. Additionally, duration of time spent 

completing the survey was determined by a stem and leaf plot which identified one extreme case 

that was removed. Of the initial sample of 505 participants, 167 participants were removed, 

which left a total of 338 participants for the final sample. 

Exploratory Factor Analysis 

Exploratory factor analyses (EFA) were used to assess the scale items for the covariate 

and the five dependent variables of interest. The adequacy of all six variable scales for EFA was 

assessed using The Kaiser–Meyer–Olkin measure and Bartlett’s test of sphericity (see Table 1 

for report). Next, an EFA was conducted for each scale in SPSS with the maximum likelihood 

estimation method, without rotation, with all items in a scale forced into one factor extracted, and 

by suppressing the display of any loadings whose value was less than .40 (Beavers et. al., 2013; 

Nunnally, 1978).  

Overall, five scales had Kaiser–Meyer–Olkin measure’s values above .90, indicating a 

marvelous value for factor analysis, and one scale (intention to accept offer) was middling, but 

acceptable because it was above the commonly recommended value of .60 (Beavers, et. al., 

2013; Kaiser, 1974). Also, the percentage of variance for all scales range from 50.13% to 

64.04%. The majority of scholars suggest that 75 – 90% of the variance should be accounted for 
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(Garson, 2010; Pett et al., 2003). However, some indicate that as little as 50% of the variance 

explained is acceptable. Due to four scales having variance levels below 60%, this latter 

recommendation was followed. The following paragraphs provide the results of the EFA for all 

scales of interest. 

Ethnic Identity (Covariate). For the ethnic identity covariate, Kaiser–Meyer–Olkin 

measure’s value was .94, and Bartlett’s test of sphericity, which was significant, χ2(66) = 

2816.46, p < .001, indicating factor analysis was adequate for these data. Twelve items loaded 

exclusively on one factor. The non-rotated factor matrix produced a one-factor solution, which 

explained 59.43% of variance and after computing the scale’s reliability based on Cronbach 

alpha and the value of that was .94 

Organizational attractiveness. For organizational attractiveness measure, the Kaiser–

Meyer–Olkin measure’s value was .97, and Bartlett’s test of sphericity was significant, χ 2(210) = 

6239.64, p < .001, indicating factor analysis was adequate for these data. However, twenty of the 

twenty-one items loaded above a .40 on one factor and the scale explained 61.38% of variance. 

Due to a factor loading less than .40 the 2nd item (“I would not be interested in this department 

except as a last resort”) was removed from the scale and the revised twenty item measure was 

used. The final Kaiser–Meyer–Olkin measure’s value was .97, and Bartlett’s test of sphericity 

was significant, χ2(190) = 6189.08, p < .001. The final twenty item scale was deemed appropriate 

and explained 64.04% of variance. 

Student motivation to join. For student motivation to join measure, the Kaiser–Meyer–

Olkin measure’s value was .92, and Bartlett’s test of sphericity, which was significant, χ2(28) = 

1744.79, p < .001, indicating factor analysis was adequate for these data. All eight items loaded 
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exclusively on one factor. Therefore, all eight items were deemed appropriate and explained 

58.50% of the variance. 

Perception of message politeness. For perception of message politeness measure, the 

Kaiser–Meyer–Olkin measure’s value was .91, and Bartlett’s test of sphericity, which was 

significant, χ2(15) = 1270.87, p < .001, indicating factor analysis was adequate for these data. All 

six items loaded exclusively on one factor. Therefore, all six items were deemed appropriate and 

explained 63.45% of variance. 

Intention to accept the offer. For intention to accept the offer measure, the Kaiser–

Meyer–Olkin measure’s value was .83, and Bartlett’s test of sphericity, which was significant, 

χ2(21) = 1831.97, p < .001, indicating factor analysis was adequate for these data. However, six 

of the seven items loaded above a .40 on one factor and the scale explained 46.10% of variance. 

Due to less than 50% of variance explained and a factor loading less than .40, the 7th item (“I 

would join this department”) was removed from the scale and the revised 6 item measure was 

used. The final Kaiser–Meyer–Olkin measure’s value was .78, and Bartlett’s test of sphericity, 

which was significant, χ2(15) = 1484.85, p < .001. The final six item scale was deemed 

appropriate and explained 50.13% of variance. 

Source credibility. For source credibility measure, the Kaiser–Meyer–Olkin measure’s 

value was .93, and Bartlett’s test of sphericity, which was significant, χ2(55) = 2352.60, p < .001, 

indicating factor analysis was adequate for these data. All eleven items loaded exclusively on 

one factor. Therefore, all eleven items were deemed appropriate and explained 53.65% of 

variance. 
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Table 1  
Reliability Tests of Surveys 

  Exploratory Factor Analysis Table  Cronbach’s 
Alpha 

 
Scale 

Kaiser–
Meyer–
Olkin 

measure 

 
Bartlett’s 

Chi-
Square 

 
Bartlett’s 

df 

 
Bartlett’s 
p-value 

 
% of 

Variance 

 
α 

Ethnic 
Identity 
 

.94 2816.46 66 .000 55.82 .94 

Student 
Motivation 
 

.92 1744.79 28 .000 58.50 .92 

Source 
Credibility 
 

.93 2352.60 55 .000 53.65 .93 

Perception of 
Politeness 
 

.91 1270.87 15 .000 63.45 .91 

Intention to 
Accept Offer 
Initiala 
 

.83 1831.97 21 .000 46.10 - 

Intention to 
Accept Offer 
Revised 
 

.78 1484.85 15 .000 50.13 .87 

Organizational 
Attraction 
Initiala 
 

.97 6239.64 210 .000 61.38 - 

Organizational 
Attraction 
Revised 

.97 6189.08 190 .000 64.04 .97 

Note. a = includes items with loading less than .4 
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MANCOVA 

A one-way multiple analysis of covariance (MANCOVA) was computed to test all 

hypotheses including speaker identity and message explicitness as independent variables, 

organizational attraction, motivation to join, intention to accept job offer, message politeness, 

and source credibility were set as dependent variables, with ethnic identity as the covariate (see 

complete Table at the end of this section). First, H1a-e involved participants’ preference for 

message explicitness about race and racism (i.e., control, implicit, and explicit). The 

MANCOVA also provided evidence that explicitness of the of race-related ROP message was 

significant, F(10, 652) = 2.13, p < .05, Wilk’s λ = .94, partial η2 = .03, showing there was a 

significant difference between preferences for the control, implicit, and explicit messages across 

the dependent variables and confirms responses are consistent with assigned conditions. Then, 

H1a-e was analyzed whether the individual F test was significant for each dependent variable. 

Results revealed that all were significant: Student motivation to join, F(2, 330) = 7.77, p = .001, 

partial η2 = .05, organizational attraction, F(2, 330) = 7.72, p = .001, partial η2 = .05, speaker 

credibility, F(2, 330) = 3.19, p = .04, partial η2=.02, message politeness, F(2, 330) = 4.16, p = 

.02, partial η2=.03, and intention to accept the offer, F(2, 330) = 6.98, p = .001, partial η2 = .04. 

Subsequent pairwise comparisons were used to test each of the predictions of H1a-e. 

Organizational Attraction (3 x 2 Design) 

H1a stated that Black participants who were given an implicit race-related ROP 

recruitment message would have more organizational attraction towards a recruiting 

organization (i.e., graduate program) as compared to those given a message-absent of race, who 

would in turn, be more attracted to the program than those given an explicit recruitment message.  

Results were partially supported revealing no significant difference in organizational attraction 
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between the implicit recruitment message (M = 5.50, SD = .10) and the message absent of race 

(M = 5.56, SD = .10), p = 1.00. However, results indicated that the message absent of race related 

to participants having more attraction to the program than those participants assigned to the 

recruitment message which was explicit in its race-related ROP (M = 5.07, SD = .10), p = .001.  

Table 2 (3 x 2 Design) Organizational Attraction 
                                           Message Explicitness Condition 
 Control Implicit Explicit All 

Mean SD n Mean SD n Mean SD n Mean SD n 
Black 
Speaker 

5.54 1.07 61 5.40 1.07 53 5.06 1.31 54 5.33 1.15 168 

White 
Speaker 

5.58 1.05 53 5.62 0.88 59 5.03 1.26 57 5.41 1.06 169 

All 5.56 1.06 114 5.52 0.97 112 5.04 1.28 111 5.37 1.10 337 
 

Motivation to Join (3 x 2 Design) 

H1b states, Black participants who were given an implicit race-related ROP recruitment 

message are more motivated to join a recruiting organization (i.e., graduate program) as 

compared to those given a message-absent of race, who would in turn, be more motivated to join 

the program than those given an explicit recruitment message. Results were partially supported 

revealing no significant difference in motivation to join between the implicit recruitment 

message (M = 5.04, SD = 0.08) and the message absent of race (M = 5.14, SD = 0.08), p = 1.00. 

However, results indicated that participants assigned to the message absent of a race-related ROP 

were more motivated to join the program than participants assigned to the recruitment message 

condition that was explicit about race (M = 4.73, SD = 0.08), p = .001.  
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Table 3 (3 x 2 Design) Student Motivation to Join 
                                           Message Explicitness Condition 
 Control Implicit Explicit All 

Mean SD n Mean SD n Mean SD n Mean SD n 
Black 
Speaker 

5.17 0.79 61 5.06 0.85 53 4.74 1.04 54 4.99 2.68 168 

White 
Speaker 

5.10 0.77 53 5.06 0.71 59 4.70 0.99 57 4.95 0.82 169 

All 5.14 0.78 114 5.06 0.78 112 4.72 1.01 111 4.97 1.75 337 
 

Intention to Accept the Job Offer (3 x 2 Design) 

H1c states, Black participants given an explicit race-related ROP recruitment message are 

less likely to accept the job offer from the recruiting organization as compared to those given 

an implicit message, who in turn, were more likely to accept than those given no message related 

to race. Results were partially supported revealing a significant difference in the intent to accept 

the offer between the explicit recruitment message (M = 4.70, SD = 0.11) and the implicit 

recruitment message (M = 5.12, SD = 0.11), p = .03. Also, results indicated no significant 

difference in the pattern of participants’ intention to accept the offer between the implicit 

recruitment message and a message absent of race (M = 5.28, SD = 0.11), p =.899.   

Table 4 (3 x 2 Design) Intention to Accept Offer 
                                           Message Explicitness Condition 
 Control Implicit Explicit All 

Mean SD n Mean SD n Mean SD n Mean SD n 
Black 
Speaker 

5.41 1.18 61 5.06 1.30 53 4.76 1.51 54 5.08 1.33 168 

White 
Speaker 

5.16 1.27 53 5.21 1.13 59 4.59 1.28 57 4.99 1.23 169 

All 5.29 1.22 114 5.14 1.21 112 4.67 1.39 111 5.03 1.28 337 
 

Perception of Message Politeness (3 x 2 Design) 

H1d states, Black participants given an implicit race-related ROP recruitment message 

perceive the message as more polite as compared to those given a message-absent of race, who 
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in turn, perceived the message as more polite than those given an explicit recruitment message. 

Results were partially supported indicating no significant difference between perception of 

message politeness by those given an implicit recruitment message (M = 5.63, SD = 0.09) and 

those given a message-absent of race (M = 5.58, SD = 0.09), p = 1.00. Also, results indicated no 

significant difference between perception of message politeness by those given a message absent 

of race and those given an explicit recruitment message (M = 5.27, SD = 0.09), p = .060. 

Table 5 (3 x 2 Design) Perception of Message Politeness 
                                           Message Explicitness Condition 
 Control Implicit Explicit All 

Mean SD n Mean SD n Mean SD n Mean SD n 
Black 
Speaker 

5.55 0.92 61 5.58 1.06 53 5.31 1.42 54 5.48 1.13 168 

White 
Speaker 

5.62 0.89 53 5.71 0.97 59 5.19 1.22 57 5.51 1.03 169 

All 5.58 0.91 114 5.65 1.01 112 5.25 1.32 111 5.50 1.08 337 
 

Perception of Speaker Credibility (3 x 2 Design) 

H1e states, Black participants given an implicit race-related ROP recruitment message 

perceive the source as more credible as compared to those given a message-absent of race, who 

in turn, perceived the source as more credible than those given an explicit recruitment message. 

Results were partially supported indicating no significant difference between perception of 

source credibility for those given an implicit recruitment message (M = 5.02, SD = 0.07) and 

those given a message-absent of race (M = 5.04, SD = 0.07), p = 1.00. Also, results indicate no 

significant difference between perception of source credibility for those given a message-absent 

of race and those given an explicit recruitment message (M = 4.81, SD = 0.07), p = .070. 
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Table 6 (3 x 2 Design) Source Credibility 
                                           Message Explicitness Condition 
 Control Implicit Explicit All 

Mean SD n Mean SD n Mean SD n Mean SD n 
Black 
Speaker 

5.05 0.82 61 5.06 0.81 53 4.89 1.02 54 5.00 0.88 168 

White 
Speaker 

5.03 0.68 53 5.01 0.73 59 4.70 0.82 57 4.91 0.74 169 

All 5.04 0.75 114 5.03 0.77 112 4.79 0.92 111 4.95 0.81 337 
 

Next, MANCOVA results for the hypotheses 2a-2e involved participants’ preference for 

speaker identity, which was hypothesized to favor the Black recruiter over the White recruiter on 

the dependent variables. As mentioned above, the overall MANCOVA test was not significant 

for speaker identity, F(5, 326) = .85, p = .51, Wilk’s λ = .99, partial η2 = .01 showing there was 

no significant difference between preference for the race of the speaker, which confirms 

responses are consistent with assigned conditions. 

The MANCOVA also tested the interaction effect for hypotheses 3a-3e involving how 

speaker identity and message explicitness about race and racism interact on the dependent 

variables of motivation to join, organizational attraction, speaker credibility, message politeness, 

and intention to accept the offer. No significant results emerged for the interaction between 

speaker identity and explicitness of race-related ROP message for H3a-e, F(10, 652) = .57, p = 

.84, Wilk’s λ = .98, partial η2 = .01 on dependent variables. Therefore, no further analyses were 

conducted as the hypothesis was not supported. 

Multigroup ethnic identity measure (MEIM). Phinney’s (1992) one-factor, 12-item 

ethnic identity covariate was significant, F(5, 326) = 18.43, p < .001, Wilk’s λ = .78, partial η2 = 

.22, meaning there were significant differences in the means across levels of the dependent 

variable across the message explicitness conditions. 
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Table 7 MANCOVA Results 
 Recruitment Message 

Absent of Race 
Implicit Recruitment 

Message 
Explicit Recruitment 

Message 
 

Scale 
 

M 
 

 
SD 

 
M 

 
SD 

 
M 

 
SD 

       
Organizational 
Attraction  

5.56 0.10 5.50 0.10 5.07 0.10 

       
Student 
Motivation 
 

5.14  0.08 5.04  0.08 4.73  0.08 

Intention to 
Accept Offer 
 

5.28  0.11 5.12  0.11 4.70  0.11 

Perception of 
Politeness 

5.58 0.09 5.63  0.09 5.27  0.09 

       
Source 
Credibility 
 

5.04 0.07 5.02 0.07 4.81 0.07 

Note. Controlling for ethnic identity.  
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Table 8 

Means, Standard Deviations, and Correlations for Dependent Variables 

 

Variable M SD 1 2 3 4 5 6 

Organizational Attraction 5.38 1.13 —      

Student Motivation 4.98   0.88 .69** —     

Intention to Accept Offer 5.04 1.30 .66** .79** —    

Perception of Politeness 5.50 1.10 .74** .62** .52** —   

Source Credibility 4.96   0.82 .57** .79** .70** .66** —  

Ethnic Identity 4.94 1.15 .40** .37** .34** .42** .40** — 

Note. **. Correlation is significant at the 0.01 level (2-tailed).  
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Chapter 5: Discussion 

This study addressed the critical question of whether recruiters should provide race-

related realistic organizational previews (ROP) to minority job candidates after candidates 

receive job offers and are in the offer consideration phase of organizational socialization. 

Specifically, the purpose of this study was to explore what, if any, features of race-related ROP 

recruitment messages enhance—or reduce—Black job candidates’ organizational attraction, 

motivation to join the organization, and intention to accept a job offer as well as and their 

perception of a recruiter’s credibility and the politeness of the message. In order to achieve this 

goal, this study considered the racial identity of the recruiter and the explicitness of a ROP 

message regarding race.  

Results contribute to the literatures associated with organizational socialization, 

recruitment messaging, recruiter-newcomer interactions, social identity theory, social exchange 

theory, and politeness theory. The following pages outline the key contributions of these results 

for these varying literatures. As a preview, main contributions are listed here and then explained 

in detail throughout the following section. First, and taken holistically, this investigation 

provides evidence to support the idea that race-related ROP messages from a Director of 

Graduate Studies—be they explicit, implicit, or absent of race-related information—are each 

relatively adept at attracting Black candidates, despite communicating sensitive or potentially-

unattractive race-related information. This result, in turn, contributes to three theoretical 

frameworks: social identity theory, social exchange theory, and politeness theory. Specifically,  

(a) a ROP message inspired by an SIT perspective of an explicit race-related ROP is least 

effective at achieving short-term organizational goals (i.e., organizational attraction, motivation 

to join, and intention to accept offer), (b) a ROP message inspired by SET leads us to expect that 
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the avoidance of voicing a race-related ROP is beneficial and most effective to achieve short-

term organizational and recruiter image management goals (i.e., perceptions of recruiter 

politeness and credibility), and (c) an implicit race-related ROP message inspired by a 

combination of SIT, SET, and politeness may help achieve short-term organizational and 

recruiter image management goals. Success and effectiveness are determined based on mean 

scores on dependent variable scales. For example, the message that averaged the highest score on 

organizational attraction is the most successful message on that dependent variable. Again, these 

three points are explained in detail below.  

Second, this study contributes to organizational socialization and recruitment scholarship 

a value argument to be made in light of a holistic interpretation of these results. These results can 

alleviate fears that speaking implicitly about race to recruits will undermine important and 

ethical efforts to achieve a more diverse workforce. Specifically, three benefits of giving an 

implicit ROP are explored: First, these results contribute to recruiter-newcomer interaction 

literature experimental evidence that there were no significant differences detected with speaker 

racial identity in terms of key outcomes in the recruitment of newcomers during the offer 

consideration phase. Second, this study demonstrated that no statistically significant differences 

were detected between a recruiter’s credibility and the explicitness of the ROP recruitment 

message, regarding race and racism. Relatedly, and third, no matter the explicitness of the 

recruitment message related to race, no statistically significant differences were detected in terms 

of participants’ perceptions of message politeness. Finally, a major cost of failing to provide a 

race-related ROP instead of an implicit race-related ROP is that such silence may create a 

perpetuation of rhetorical absence—a normalization of silence about difficult or sensitive 
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subjects (Bisel et al., 2011). The following paragraphs explores each of these contributions in 

detail.  

Organizational Socialization Literature 

Organizational socialization occurs through a process of indoctrination and training in 

which newcomers acquire the attitudinal, behavioral, cultural, social, and task skills from tenured 

organizational members, and tenured organizational members learn from and adapt to the 

newcomer (Schein, 1968; Van Maanen & Schein, 1979). During the joint process of 

organizational socialization, organizational members seek to influence newcomers, while 

newcomers form their roles within the organization (Fisher, 1986; Jablin, 2001). Jablin’s (1987) 

phase model of socialization proposes that this joint process unfolds in four phases: anticipatory 

socialization, encounter, metamorphosis, and exit. Of particular interest to this study is the offer 

consideration period experienced by job candidates—a period which somewhat overlaps 

between the anticipatory and entry phases, known as pre-entry (Kramer, 2010). During the offer 

consideration period, job candidates have been offered a position of membership by the 

organization but have not yet decided whether to accept that membership offer. The offer 

consideration phase is an under-examined period of organizational socialization; however, the 

period is especially relevant to investigations of workforce diversity in that recruitment efforts 

and interactions during this period can influence the candidate’s decision to accept the offer and 

contribute a diverse perspective to the organization, and can be a springboard for normalizing 

accepted and expected future behavior (Weick, Sutcliffe, & Obstfeld, 2005). 

This study directs scholarly attention to the official and early interactions between 

organizational members and minority job candidates. These early interactions may occur as 

interviews, during the offer consideration period when realistic job previews (RJP) and realistic 
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organizational previews (ROP) are present (Costigan, 1995; Kramer, 2010). Across previous RJP 

literature, scholars have found that providing an RJP can allow the newcomer to perceive the 

organization as having a positive climate, and as supportive, trustworthy, and honest. Realistic 

expectations provided by an RJP increases the candidate’s ability to cope with the new position 

(Crow, Hartman, & McLendon, 2009; Dean & Wanous, 1984; Laker & Shimko, 1991). Due to 

the honesty of RJPs, they can dissuade applicants from joining the organization, but those who 

join tend to be more committed and less likely to turnover. ROP is a form of RJP and for this 

investigation, the point is especially relevant to minority job candidates. The results of this paper 

adds to that body of literature by directing attention to the ways race-related ROPs could have 

benefits for minority job candidates and organizations in the sense of managing expectations and 

providing a support system for the possibility of future racial events and for promoting the 

cultivation of diverse workforce. Specifically, this study expounds on ROPs as related to 

potential experiences relevant to the race and culture of the newcomer, that are not well attended 

to in the organizational communication literature.  

Realistic job previews (RJPs) are often recommended by scholars who see them as a 

strategy for managing expectations as RJPs tend to provide newcomers with the task, attitudinal, 

and behavioral knowledge necessary to perform their organizational role effectively (Bauer, 

Bodner, Erdogan, Truxillo, & Tucker, 2007; Saks, Uggerslev & Fassina, 2007). By this 

definition, it seems likely that few RJPs include information related to race and racism. Amongst 

a plethora of topics than can be discussed in an ROP, pertinent to this investigation are ROPs that 

provide the cultural and social knowledge pertaining to that candidate’s racial identity, which 

may increase identification with the institution and recruiter (Kramer, 2010). From this 

perspective, providing an implicit race-related ROP recruitment message can more adequately 
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socialize the newcomer because the newcomer is receiving an RJP in addition to an ROP with 

reference to their racial identity.  

Based on the benefits and potential drawbacks of providing recruits with ROPs, an 

intellectual puzzle to be solved is: Do race-related ROPs dissuade Black recruits from being 

attracted to the recruiting organization and harm their perceptions of recruiters who voice them? 

Results of this experiment suggest the answer to this question is, no, at least not when voiced 

with politeness and equivocation implicitly. An important follow-up question to this is, if a race-

related ROP is provided, what type of message is most adept at information-sharing during early 

attempts at recruiting candidates, especially when communicating sensitive or potentially-

unattractive information pertinent to a job candidate’s racial identity? Results suggest the answer 

to this question is an implicit race-related ROP message or a ROP message that avoids race are 

the most effective types of messaging to achieve recruiter image management goals. Considering 

organizational attraction (H1a), motivation to join (H1b), and likelihood to accept the offer 

(H1c), participants responded more favorably to receiving the implicit and absent recruitment 

messages, than the explicit race-related ROP message. However, no significant differences could 

be detected in participants’ preference for a recruiter message that was implicit about race or 

absent of a comment about race altogether.  

Theoretical Puzzle for Race-Related ROP Message Design 

This investigation relied on insights taken from social exchange theory, social identity 

theory, and politeness theory in order to develop race-related ROP messages, which could be 

used to test the consequences of those messages in terms of minority job candidates’ perceptions 

of the organization and recruiter. Of particular interest is minority job candidates’ attitudes and 

perceptions related to organizational attraction, motivation to join the organization, likelihood to 
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accept the job offer, politeness of the message, and credibility of the speaker. These results offer 

an opportunity to reflect on which of these theories best explain the pattern of minority 

participants’ responses to race-related ROP messages that varied by explicitness and speaker 

identity.   

Social exchange theory. Social exchange theory (SET) explains human behavior as the 

product of weighing costs and benefits before making a decision (Homans, 1958). The theory 

suggests that humans are rational decision makers who avoid options that present more costs 

than benefits; instead, the theory proposes that decision makers select options with more benefits 

than costs (Korte, 2009). Though the theory has other details and permutations, this weighing of 

benefits against costs is a consistent feature of the theory and is pertinent to this study. SET has 

been used to explain socialization phenomenon (Korte, 2009; Payne, Culbertson, Boswell, & 

Barger, 2008) During anticipatory socialization, a SET perspective helps explain how individuals 

select, enter, maintain, and end organizational prospects. Within this decision to accept 

organizational membership is a consideration by the candidate of factors such as salary, time off, 

intellectual freedom, identification with organizational members, taint of the type of job, and 

upward mobility, among other considerations (Kramer & Miller, 2014; Parker, 2003).  

Results of this investigation are consistent with social exchange theorizing in that pre-

entry recruitment messages involving explicit mention of the minority job candidate’s racial 

identity and the potential for negative experiences or challenges due to that racial identity made 

the organization less attractive to Black recruits—although that reduction was relatively small in 

terms of effect size observed (Allen, Orbe, & Olivas, 1999; Homans, 1958; Parker, 2003). In this 

sense, a SET perspective may suggest that avoiding discussions of race-related ROPs during the 

job-consideration phase is most ideal for the organization when recruiting a potential minority 
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newcomer. From the theoretical perspective of SET, results are consistent with the practice of 

not acknowledging difference of candidates’ personal identities as being the safer option 

compared to explicit mention of race when wanting to increase focus on the benefits for potential 

minority job candidates’. When viewed narrowly or in isolation, these results from the SET 

perspective provide some support for the latent fear that discussing minority status could 

backfire and undermine organizational members’ intention to attract and hire a diverse 

workforce. Viewed holistically and in combination with the potential benefits of an implicit race-

related ROP (discussed below), these results provide some support for reducing a candidate’s 

attention to possible future costs by also including the benefits, thereby making the organization 

more attractive to recruits (Homans, 1958). Overall, results of this investigation add to the 

organizational socialization literature a perspective that avoiding discussions of race during 

ROPs can be effective for recruiting Black candidates, but may not be ideal for the long term 

goal of retention. Though ROPs that do not acknowledge race may be effective at attracting and 

hiring a diverse workforce, it is the implicit race-related ROP that may be more effective at 

attracting, hiring, and retaining that diverse workforce and promoting organizational 

commitment of those minority job candidates  

Social identity theory. Tajfel and Turner’s (1985) social identity theory explains how 

individuals come to know who they are as a product of personal and social memberships they 

claim. These memberships are important sources of the self-concept and pride as they garner a 

sense of belonging in the social world (Tajfel & Turner, 1985). SIT has been used to explain 

socialization phenomenon (Flockhart, 2004; Iacoviello & Lorenzi-Cioldi, 2019). SIT predicts 

individuals are most likely to claim membership in new groups that are compatible and do not 

conflict with existing personal and tenured memberships (Stets & Burke, 2000). Although, in 
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order for a candidate to begin meshing their personal memberships with that of the organization, 

the memberships of the candidate and organization must be made salient for comparison. 

Without salience of memberships, the candidate may not be able to identify similar and differing 

memberships within the organization, thereby making assumptions of fit or lack of fit. From this 

theoretical perspective, SIT leads us to expect a pattern of responses among participants such 

that minority job candidates will favor recruitment messages that explicitly includes their racial 

identity (i.e., explicit message). The results of this study challenged the SIT framework, such that 

explicitness about race and racism during a ROP was less successful at achieving short-term 

organizational goals (i.e., organizational attraction, motivation to join, and likeliness to accept 

the offer) as compared to an implicit race-related ROP and ROP message that avoided race.  

The SIT framework was less successful because the explicit message may have been 

interpreted as stressing a definite lack of fit in the organization based on the candidate’s racial 

identity. In this way, the explicit condition may have created fear on the part of the applicant that 

their racial identity would not fit or mesh with the potential organizational identity. Though 

identity salience is important for informed decision making about joining an organization, the 

results support the recommendation for a less explicit approach (i.e., implicit message). Overall, 

results of this investigation add to the organizational socialization literature a perspective that 

explicit discussions of race during ROPs by recruiters risk making the organization appear less 

attractive to candidates as compared to implementing an implicit race-related or one devoid of 

discussions of race. 

As demonstrated, the theoretical approaches of SET and SIT offer divergent 

recommendations for how Black candidates may respond to race-related ROP messages. SET 

focuses on the cost and benefits of a decision and may recommend a ROP message that does not 
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include race (Homans, 1958), whereas SIT focuses on meshing personal identities and may 

recommend an explicit race-related ROP message (Stets & Burke, 2000). Results of this study 

support both theories as being successful in achieving organizational goals if the recruiter 

provides an implicit ROP message that affords the balancing of the pros and cons of the SET 

perspective and attends to the need for identity salience of the SIT perspective.  

Social exchange theory, social identity theory, and politeness theory. Politeness 

theory explains behavioral patterns of individuals interacting with one another. Politeness 

involves practices—especially linguistic adjustments (i.e., facework)—that softening the 

potential to threaten the public image (i.e., face) of those involved in an interaction. Facework 

(positive or negative) is an action taken to protect or correct against face threat. Generally, 

positive facework is helpful to creating and maintaining trusting relationships. A positive face 

can be achieved through positive facework and treating the other interactant in a kind and 

friendly manner (Brown & Levinson, 1987; Locher, 2008). A negative facework interaction can 

involve avoiding imposing on the interactant (Brown & Levinson, 1987; Locher & Watts, 2005).   

As language-use plays a crucial role in interpersonal communication (Brown & Levinson, 1987), 

the third race-related ROP message was crafted by meshing SET and SIT theoretical 

perspectives along with linguistic politeness that includes the personal identity of the candidate 

and the costs and benefits of joining the organization (i.e., implicit ROP message). In regards to 

explicitness of the ROP messages, the implicit message is located between the ROP message that 

avoids the mention of race and the explicit race-related messages based on least explicit to most 

explicit, respectively. The implicit race-related message involved the addition of ambiguity and 

equivocation that functioned to soften the message and the potential for self- and other- face 

threats (Morand, 2000). The equivocation of the implicit message served to soften the threat of 
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potential negative experiences and treated the candidate in a friendlier way, as compared to the 

explicit condition. The implicit race-related message stemming from SET, SIT, and politeness 

theory draws attention to the costs of racism, while concurrently using facework strategies to 

draw attention to the benefit of the organization’s eagerness to support the candidate as an 

organizational member. An example of this is using the term “personal identity” instead of 

“race”, and “different experience” instead of “negative experience.” 

Interestingly, on average, results of the investigation support participants considered the 

recruiter to be polite and credible in all conditions, regardless of message types (i.e., race-absent, 

implicit, and explicit) or speaker racial identity (i.e., Black or White). In other words, the means 

across all conditions tended to be high and exceed the midpoint of scales, suggesting that 

participants tended to think well of the organization and recruiter no matter the message 

condition. This result may be due to an interaction with two people in differing tiers of the 

organizational hierarchy (i.e., candidate and recruiter), as the recruiter may use less facework 

strategies and still be perceived as polite due to their organizational title as Director of Graduate 

Studies and perceived prestige of a graduate program (Locher & Watts, 2005). However, results 

of the investigation support that the implicit race-related ROP message, that used facework 

strategies, was more desirable than the explicit race-related message without facework strategies 

and had no statistically significant difference with the race-absent message—even though effect 

sizes are small.  

This investigation adds to the organizational socialization literature a perspective that 

combines aspects of the SET and SIT theoretical perspectives combined with the addition of 

politeness theory (Brown & Levinson, 1987). This contribution is significant as previous 

research discusses SET and SIT as separate foundational theoretical perspectives for 
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organizational socialization, but have yet to consider a combination of the two theories for 

application to the pre-entry phase. All things considered, the results support all three race-related 

ROP messages as being successful at achieving recruiter image management goals and short-

term organizational goals, with the implicit ROP message being most effective because it has 

implications for more success in a long-term organizational goal of member retention.  

Practical Implications for Providing an Implicit Race-Related ROP Message 

The results of this study support well-intentioned organizational members who desire to 

recruit members of the Black community to join their organization. Results of this investigation 

offers support for providing an implicit race-related ROP recruitment message and avoiding a 

race-related ROP to recruit Black job candidates in a manner that achieves recruiter image 

management goals and short-term organizational goals. Admittedly, not voicing a race-related 

ROP message seems necessarily and comparatively easier than voicing one. Therefore, a critical 

question to answer is: Why should recruiters provide an implicit race-related ROP message 

instead of a ROP message that avoids race? In short, an implicit race-related ROP message can 

more adequately socialize the candidate and may achieve recruiter image management, short-

term organizational goals, and has implications for achieving long-term organizational goals. 

Rhetorical presence. First, pertaining to the racial identity of the recruiter, results 

revealed hypotheses 2a-2e, involving participants’ preference for speaker identity, which was 

hypothesized to favor the Black recruiter over the White recruiter on the dependent variables of 

organizational attraction (H2a) motivation to join (H2b), intention to accept the offer (H2c), 

message politeness (H2d), and speaker credibility (H2e) were not supported. In addition, 

hypotheses 3a-3e involving how speaker racial identity and race-related ROP message 

explicitness interact on the aforementioned dependent variables were also not supported. This 
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means results did not detect that participants favored interactions with a Black recruiter over a 

White recruiter. In other words, for the present study, there was no statistically significant 

differences found for participants being attracted to an organization that provided a race-related 

ROP message from a Black recruiter as they were with a White recruiter.  

This result is an important contribution to the recruitment literature because it 

discourages the passing of the conversational of race-related ROPs onto other organizational 

members who share the same or similar racial identity as the candidate (Chen & Starosta, 1996; 

Cooper, 2012; Freeman, 1998). This result provides support for a discontinuation of rhetorical 

absence by organizational members who do not share the racial-identity of the candidate. 

Rhetorical absence is the intentional and strategic exclusion of a premise or topic during the 

course of talk (Bisel et al., 2011). For this study, the premise that is excluded from ROP is 

messaging about race and racism, pertinent to the newcomer’s racial identity. Calling the 

newcomer’s attention to certain premises (i.e., rhetorical presence) about race and racism is 

important for the moment of the recruitment interaction and for developing a springboard for 

future interactions. 

If organizational members avoid offering a race-related ROP message to a Black job 

candidate, it can be interpreted by the candidate to mean that discussions of racism in the here-

and-now are off-limits in the organization (Bisel, 2018). The absence of race and racism in the 

ROP discourse can create communication norms of silence, which can make emotional and 

ethically-charged topics undiscussable; in turn, that undiscussability can make it less likely for 

social systems to improve and adapt on those undiscussed issues (Bisel, 2018). Therefore, for the 

benefit of the candidate and the organization, an implicit race-related ROP message is likely 

more preferred than the message that avoids the mention of race. This result should be 
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encouraging to recruiters who would like to engage in race-related ROPs, to utilize their 

interpersonal communication to discuss that student’s potential experience pertaining to their 

racial identity, regardless of the racial identification of the recruiter (Chen & Starosta, 1996; 

Cooper, 2012; Freeman, 1998; Rowley, Sellers, Chavous & Smith, 1998).  

Reduced voluntary exiting. The newcomer may be less likely to exit voluntarily 

(Phillips, 1998; Premack & Wanous, 1985), due to organizational members aiding minority job 

candidates in adjusting to problems and potential problems. An implicit race-related ROP 

message can also provide support for the job candidate, increase the candidate’s coping ability, 

and appreciation of the organization for being honest (Costigan, 1995; Earnest, Allen & Landis, 

2011). In turn, may also increase reporting of organizational wrongdoing to the department, and 

decrease reporting to a greater entity (i.e., EEOC). By providing an ROP, the implicit message 

potentially assists in creating more realistic expectations for joining that will result in lower 

turnover. 

This investigation accomplished the initial phase of solving an intellectual puzzle and 

addressed the critical question; Do race-related ROPs dissuade Black recruits from being 

attracted to the recruiting organization and harm their perception of recruiters who voice them? 

The results suggest the answer to this question is, that they do not, if those race-related ROPs are 

implicit and employ politeness and equivocation. In fact, all of the conditions were considered 

attractive to the participants since all mean scores exceeded the mid-point of the scales. Although 

the implicit race-related ROP message had no statistical significant differences from the ROP 

message that avoids the mention of race, the researcher made three moralistic arguments for why 

the implicit race-related ROP message, was in fact, the better and most valuable of the three ROP 

message types. The implicit race-related ROP message is argued as most effective for achieving 
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recruiter image management goals, short-term goals, and long-term goals from a practical and 

moralistic perspective because it reduces rhetorical absence and can reduce voluntary turnover, 

allowing for normalizing discussions related to race and personal identities. 

The data is fascinating because our worst fears of Black candidates being unattracted to 

the organization, demotivated from joining the organization, and discouraged from accepting the 

job offer were not realized when presented with an implicit race-related ROP. In addition, 

regardless of the race of the recruiter and the explicitness of the race-related ROP message, the 

candidates still perceived the recruiter as credible and polite. This investigation provides enough 

data to start the scholarly conversation and exploration of how personal identities of recruits can 

have an influence on the offer consideration phase of organizational socialization. 

Limitations 

The experimental design of the current study is subject to limitations. For example, 

participants responded to a hypothetical recruitment interaction for a position in a graduate 

studies program. As 34.7% of participants have been in the position of considering graduate 

admission to a predominately White institution, it is possible that majority of participants were 

answering questions based on projections about recruiters from different organizational types as 

opposed to personal experience with recruiters of graduate programs from predominately White 

institutions.  

A second limitation concerns the number of hypotheses that were not supported 

pertaining to the credibility of the recruiter and perceptions of message politeness. No support 

was found for a significant difference in perception of credibility and politeness across 

conditions, and that could be a result of the hypothetical situation, which lacks the context that an 

actual experience has. 
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A third limitation of this study concerns the immediacy in collecting perceptions of future 

actions of participants, as opposed to a longitudinal study that would collect the actual actions of 

participants. For example, immediately following the recruitment message, participants were 

asked about their intention to accept the job offer. Within this study design, the researcher was 

unable to collect data that confirmed an acceptance or denial of the offer, post the recruitment 

interaction.  

Also, exploratory factor analyses (EFA) were used to assess the scale items for the 

covariate and the five dependent variables of interest. The adequacy of two scales served as a 

fourth limitation of this study: The “intention to accept the offer” scale and “organizational 

attraction” scale each had one factor loading less than .40 and that item was removed from each 

scale. These two items not loading well with the other scale items may be due to the hypothetical 

nature of the experimental design. 

The final limitation that concerns this study pertains to the researcher not comparing the 

implicit race-related ROP message and recruitment message that avoids the mention of race to 

ensure they were successfully manipulated by the experimental materials in the final study. The 

decision to only compare implicit and explicit in the final study is due to a successful 

manipulation of all three race-related ROP messages in the pilot study. 

Future Research 

This investigation provides avenues for future research on recruitment interactions during 

the offer consideration phase of organizational socialization. Future studies should investigate 

this phenomenon across time in a longitudinal study. A longitudinal study would allow the 

researcher to collect data of confirmed job acceptances following the recruitment interaction. 

Also, longitudinal data would allow the researcher to collect additional information that 
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influenced the candidate’s decision to accept or deny membership to the organization, as well as 

whether race-related ROPs improved members’ later willingness to speak up about racially-

charged problems experienced in the organization. 

Future studies should examine narratives of candidates who experienced a race-related 

ROP message in a real-world recruitment interaction. Open-ended responses would help identify 

what elements of the messages were—or were not—attractive, supportive, credible, and polite 

during recruitment interactions. Furthermore, these retrospective narratives could be analyzed for 

the purpose of learning additional influences on acceptance or rejection of job offers, and how 

race-related ROPs influenced decisions to speak up about race and racism during their tenure at 

the organization. 

Future studies should continue to explore how message designs influence the decision 

patterns of Black candidates. Specifically, future studies should utilize a social exchange theory 

combined with social identity theory and politeness theory perspectives to maximize the benefits 

and reduce the costs of providing a race-related ROP recruitment message to Black candidates. 
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Chapter 6: Conclusion 

This study contributed to the growing literature of organizational socialization within 

organizational communication scholarship. Specifically, this study explored what type of race-

related ROP recruitment message would enhance organizational attraction, motivation to join the 

organization, and intention to accept a job offer from Black job candidates, who are offered a 

position into a predominately White institution (PWI). The study also explored whether a 

minority job candidate may perceive the recruiter as more or less credible and polite, depending 

on the explicitness of the recruitment message about race and the race of the recruiter. This study 

focused on the offer consideration phase of organizational socialization. 

This investigation followed a 2 (Black male recruiter vs. White male recruiter) × 3 

(absent, explicit, and implicit race-related ROP message) message-processing experimental 

design. Results found support for the use of all three race-related message designs, with the 

absent and implicit messages yielding no statistically significant difference from each other, but 

with both of them revealing several differences when compared to the explicit message. 

However, research demonstrates RJPs (and, by extension ROPs) tend to increase employee 

retention, therefore, the implicit ROP message strategy is superior to absent and explicit. Further, 

arguments were made for why the implicit-race related ROP message was most likely most 

desirable to reach short-term organizational goals and long-term organizational goals of 

retention. The results of this study provide support for race-related ROP messages being a 

strategy recruiters and organizational leaders could potentially use to recruit Black candidates 

into their organization. 

This investigation contributes to theorizing about the offer consideration phase of 

organizational socialization answering the question: Do race-related ROPs dissuade Black 
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recruits from being attracted to the recruiting organization and harm their perception of recruiters 

who voice them? Results suggest the answer to this question is, no. In light of these results, the 

next question for well-intentioned organizational members who want to recruit members of the 

Black community to join their organization is: Which type of race-related ROP recruitment 

message will you provide? 
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Footnotes 

 
1Participants for Pilot Study 

A pilot study was conducted prior to the full study to ensure participants perceived the 

experimental manipulations as intended (i.e., speaker racial identity and explicitness of race-

related ROP). A sample of 202 adults participated in this pilot study. After removing participants 

who failed to answer three attention verification questions accurately, who did not identify as 

Black or African American, who were above or below the average time of survey completion, 

and those with excessive missing data, the final sample for the pilot after data cleaning consisted 

of 157 pilot study participants. The sample included 101 males, 43 females, and one participant 

identified as both male and female. The sample included the following sexual identities: 110 

heterosexual/straight, two homosexual/gay/lesbian, 31 bisexual, and two asexual participants. 

Participants’ age ranged from 20 to 58 years of age (M = 31.30, SD = 6.71) and lived in 37 

states, with the largest amount of participants residing in California (n = 25). 

Manipulation Checks for Pilot Study 

Perception of speaker identity. Manipulation checks were conducted to ensure that 

participants perceived the racial identity of the department recruiter consistent with the condition 

to which they were randomly assigned. First, to ensure participants perceived the message 

originated from a department recruiter with a specific racial identity (i.e., Black or White), 

participants responded to a two-item, 7-point Likert-type measure (1 = strongly disagree, 7 = 

strongly agree). Scale statements include “The recruiter is WHITE,” and “The recruiter is 

BLACK” (See Appendix C for all scale items). The first scale (i.e., recruiter is WHITE) item 

was reverse coded. An independent samples t-test was computed utilizing a composite of the two 

items. As expected, results revealed that participants assigned to the Black recruiter conditions 
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(M = 5.30; SD = 1.57) agreed significantly more with manipulation check items than participants 

assigned to the White recruiter condition (M = 2.87; SD = 1.70), t(146) = 9.00, p < .01. Thus, the 

racial identity of the speaker was successfully manipulated by the experimental materials.  

Message explicitness about race and racism. Second, to ensure participants perceived 

the nature of the recruitment message as implicit or explicit about racism, participants completed 

a four-item, 7-point Likert-type scale (1 = strongly disagree, 7 = strongly agree). Sample items 

include: “The recruiter’s message is explicit about racism” and “The recruiter’s message is 

indirect about racism” (See Appendix C for all scale items). As anticipated, results revealed that 

participants assigned to the message explicit conditions (M = 4.15; SD = 1.66) agreed 

significantly more with manipulation check items than participants assigned to the message 

implicit condition (M = 3.32; SD = 1.24), t(94) = -2.87, p < .01. Thus, the explicitness of the 

race-related ROP message was manipulated successfully by the experimental materials.  

Perception of situational realism. Third, to ensure participants perceived the nature of 

the ROP recruitment situation as realistic across conditions, participants completed a four-item, 

7-point Likert-type scale (1 = strongly disagree, 7 = strongly agree). Sample items include: “The 

scenario felt realistic” and “This scenario reflects a credible situation.” (See Appendix C for all 

scale items). There was no detected difference in realism of the recruitment situation across 

conditions as determined by a one-way ANOVA F(17,133) = .97, p = .49. Thus, the ROP 

recruitment situation was manipulated successfully by the experimental materials. 

Perception of message realism. Fourth, to ensure participants perceived the nature of the 

ROP recruitment messages as realistic across conditions, participants completed a three-item, 7-

point Likert-type scale (1 = strongly disagree, 7 = strongly agree). Sample items include: “The 

recruitment messages were unrealistic” and “No recruiter would have spoken that way.” (See 
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Appendix C for all scale items). There was no detected difference in realism of the ROP message 

across conditions as determined by a one-way ANOVA F(18,85) = .88, p = .61. Thus, the race-

related ROP recruitment message was manipulated successfully by the experimental materials. 

Altogether, the success of the manipulation checks implied that experimental materials were 

adequate for the full study and no changes were made.  
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Appendix A 
Table 1 Hypotheses (2 x 3 Design) 

 
Hypothesis IVs DVs Analysis Statistic 

H1a: Black candidates given an 
implicit recruitment message have 
more organizational attraction 
towards a recruiting organization 
(i.e., graduate program) as compared 
to those given a message-absent of 
race, who will in turn, be more 
attracted to the program than those 
given an explicit recruitment 
message. 

Message 
explicitness  

Organizational 
attraction 

One-way 
MANCOVA 

F 

H1b: Black candidates given an 
implicit recruitment message are 
more motivated to join a recruiting 
organization (i.e., graduate program) 
as compared to those given a 
message-absent of race, who will in 
turn, be more motivated to join the 
program than those given an explicit 
recruitment message. 
 

Message 
explicitness 

Student 
motivation 

One-way 
MANCOVA 

F 

H1c: Black candidates given an 
implicit recruitment message 
perceive the message as more polite 
as compared to those given a 
message-absent of race, who in turn, 
perceive the message as more polite 
than those given an explicit 
recruitment message. 
 

Message 
explicitness 

Message 
politeness 

One-way 
MANCOVA 

F 

H1d: Black candidates given an 
explicit recruitment message are less 
likely to accept the job offer from 
the recruiting organization as 
compared to those given an implicit 
message, who in turn, are more likely 
to accept than those given a message-
absent of racism. 
 

Message 
explicitness 

Likelihood to 
accept the job 
offer 

One-way 
MANCOVA 

F 

H1e: Black candidates given an 
implicit recruitment message 
perceive the source as more 
credible as compared to those given 
a message-absent of race, who in 
turn, perceive the source as more 
credible than those given an explicit 
recruitment message. 

Message 
explicitness 

Credibility One-way 
MANCOVA 

F 
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H2a: Black candidates have more 
organizational attraction towards a 
recruiting organization (i.e., graduate 
program) with a Black male recruiter 
as compared to a White male 
recruiter. 
  

Racial identity of 
recruiter 

Organizational 
attractiveness  

One-way 
MANCOVA 

F 

H2b: Black candidates are more 
motivated to join a recruiting 
organization (i.e., graduate program) 
with a Black male recruiter as 
compared to a White male recruiter. 
 

Racial identity of 
recruiter 

Student 
motivation 

One-way 
MANCOVA 

F 

H2c: Black candidates perceive a 
recruitment message from a Black 
male recruiter as more polite than 
one voiced by a White male 
recruiter. 
 

Racial identity of 
recruiter 

Message 
politeness 

One-way 
MANCOVA 

F 

H2d: Black candidates are more 
likely to accept the job offer from 
the recruiting organization (i.e., 
graduate program) with a Black male 
recruiter as compared to one with a 
White male recruiter. 
 

Racial identity of 
recruiter 

Likelihood to 
accept the job 
offer 

One-way 
MANCOVA 

F 

H2e: Black candidates perceive a 
Black male recruiter as more 
credible than a White male recruiter. 
 

Racial identity of 
recruiter 

Source 
Credibility 

One-way 
MANCOVA 

F 

H3a: Speaker identity and message 
explicitness interact, such that Black 
candidates report greatest 
organizational attraction to the 
Black 
Recruiter and Implicit recruitment 
message as compared to all other 
combinations of race and 
explicitness.  
 

Speaker racial 
identity, Message 
explicitness  

Organizational 
attraction 

One-way 
MANCOVA 

F 

H3b: Speaker identity and message 
explicitness interact, such that Black 
candidates report greatest 
motivation to join the recruiting 
organization (i.e., graduate program) 
in the Black recruiter and Implicit 
recruitment message as compared to 
all other combinations of race and 
explicitness.  

Speaker racial 
identity, Message 
explicitness 

Motivation to 
join 

One-way 
MANCOVA 

F 
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H3c: Speaker identity and message 
explicitness interact, such that Black 
candidates perceive the greatest 
message politeness in the Black 
Recruiter and Implicit recruitment 
message as compared to all other 
combinations of race and 
explicitness.  
 

Speaker racial 
identity, Message 
explicitness 

Message 
politeness 

One-way 
MANCOVA 

F 

H3d: Speaker identity and message 
explicitness interact, such that Black 
candidates report the greatest 
likelihood to accept the job offer in 
the Black Recruiter and Implicit 
recruitment message as compared to 
all other combinations of race and 
explicitness.  
 

Speaker racial 
identity, Message 
explicitness 

Likelihood to 
accept the job 
offer 

One-way 
MANCOVA 

F 

H3e: Speaker identity and message 
explicitness interact, such that Black 
candidates perceive the greatest 
source credibility of the Black 
Recruiter and Implicit recruitment 
message as compared to all other 
combinations of race and 
explicitness.  

Speaker racial 
identity, Message 
explicitness 

Source 
credibility 

One-way 
MANCOVA 

F 
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Appendix B 
 

Recruitment messages 
All Conditions 

 

(Context given to all participants) Imagine you were recently accepted into a graduate 
program at a university and offered employment in the department. You are considering 
joining the program. You and all those accepted are invited for a day of meeting one 
another, touring the campus and facilities, chatting with faculty members, and learning 
about what to expect. The Director of Graduate Studies (i.e., Recruiter), who is in charge 
of recruiting graduate students, introduces himself to everyone and addresses the group. 

The Recruiter of the Department is a [BLACK/WHITE MALE]. 
 
(Explicit/Implicit Condition): After the day’s events, the Recruiter requests to talk to you 
and says, “I know your RACIAL IDENTITY/PERSONAL IDENTITY is/may not (be) 
well represented here. I am concerned/aware that you will/may have a 
NEGATIVE/DIFFERENT experience. I want you to know that we ABSOLUTELY DO 
NOT TOLERATE RACISM/ARE INVESTED IN YOUR EXPERIENCE.  Should you 
encounter RACISM/CONCERNS, please tell me immediately. Leadership will HAVE 
YOUR BACK/LEND OUR EAR.” 
 

 
I. Black male recruiter/absent recruitment message 

The Recruiter of the Department is a BLACK MALE. 
 
 

II. Black male recruiter/explicit recruitment message 

The Recruiter of the Department is a BLACK MALE. 
 
After the day’s events, the Recruiter requests to talk to you and says, “I know your 
RACIAL IDENTITY is not well represented here. I am concerned that you will have a 
NEGATIVE experience. I want you to know that we ABSOLUTELY DO 
NOT TOLERATE RACISM.  Should you encounter RACISM, please tell me 
immediately. Leadership will HAVE YOUR BACK.” 
 

III. Black male recruiter/implicit recruitment message 

The Recruiter of the Department is a BLACK MALE. 
 
After the day’s events, the Recruiter requests to talk to you and says, “I see your 
PERSONAL IDENTITY may not be well represented here. I am aware that you may have 
a DIFFERENT experience. I want you to know that we ARE INVESTED IN YOUR 
EXPERIENCE. Should you encounter CONCERNS, please tell me 
immediately. Leadership will LEND OUR EAR.” 
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IV. White male recruiter/absent recruitment message 

The Recruiter of the Department is a WHITE MALE. 
 
 

V. White male recruiter/explicit recruitment message 

The Recruiter of the Department is a WHITE MALE. 
 
After the day’s events, the Recruiter requests to talk to you and says, “I see your RACIAL 
IDENTITY is not well represented here. I am concerned that you will have a NEGATIVE 
experience. I want you to know that we ABSOLUTELY DO 
NOT TOLERATE RACISM.  Should you encounter RACISM, please tell me 
immediately. Leadership will HAVE YOUR BACK.” 

 

VI. White male recruiter/implicit recruitment message 

The Recruiter of the Department is a WHITE MALE. 
 
After the day’s events, the Recruiter requests to talk to you and says, “I see your 
PERSONAL IDENTITY may not be well represented here. I am aware that you may have 
a DIFFERENT experience. I want you to know that we ARE INVESTED IN YOUR 
EXPERIENCE. Should you encounter CONCERNS, please tell me 
immediately. Leadership will LEND OUR EAR.” 
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Appendix C 

Manipulation Check 

I. Perception of speaker identity  

Thinking about the scenario you just read. Using the scale provided, please indicate how 

much you agree with the following statements regarding the recruiter's IDENTITY. 

IDENTITY. (1 = Strongly disagree, 7 = Strongly agree) 

1. The recruiter is WHITE 

2. The recruiter is BLACK 

 

II. Message explicitness about race and racism.  

Thinking about the scenario you just read. Using the scale provided, please indicate how 

much you agree with the following statements regarding the recruiter's MESSAGE. (1 = 

Strongly disagree, 7 = Strongly agree) 

1. The recruiter’s message danced around the issue of racism 

2. The recruiter’s message is indirect about racism 

3. The recruiter’s message did not make any reference to racism  

4. [R]The recruiter’s message did *not* say anything about racism. 

 

III. Realism Check 

Thinking about the scenario you just read. Using the scale provided, please indicate how 

much do you agree with the following statements regarding the recruiting SITUATION. 

(1 = Strongly disagree, 7 = Strongly agree) 

a. Open ended 
i. Was this message realistic, why or why not? 
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ii. Does this message seem like it could be given to a potential graduate 
student? Why or why not? 

iii. What would you suggest be done to increase the realism of the situation 
depicted?  

iv. What, if anything, could he have said in order to increase the likelihood of 
recruiting you to the department, given your racial identity? 

b. Closed ended  
i. I was able to imagine myself in the situation described. 

ii. The scenario reflects a situation that could happen in everyday life. 
iii. This scenario reflects a credible situation. 
iv. The scenario felt realistic 

 
IV. Thinking about the scenario you just read. Using the scale provided, please indicate how 

much do you agree with the following statements regarding the recruiting MESSAGE. (1 

= Strongly disagree, 7= Strongly agree) 

i. The recruitment messages were unrealistic 
ii. No recruiter could have said those things 

iii. No recruiter would have spoken that way 
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Appendix D 

Organizational Attractiveness Scale 
Reverse scored items are indicated by [R]. 

 
Instructions: Thinking about the scenario you just read, how much do you agree with the 

following statements about attraction towards the department. (1 = Strongly disagree, 7= 

Strongly agree) 

 

1. For me, this department would be a good place to study. 

2. I would not be interested in this department except as a last resort [Item Dropped] 

3. This department is attractive to me as a place for graduate school. 

4. I am interested in learning more about this department. 

5. Working at this department is very appealing to me. 

6. I would accept a graduate school offer from this department. 

7. I would make this department one of my first choices as a graduate student. 

8. I would exert a great deal of effort to study in this department. 

9. I would exert a great deal of effort to work in this department. 

10. I would recommend this department to a friend looking for a graduate program. 

11. Graduate students are probably proud to say they study in this department. 

12. Graduate students are probably proud to say they work in this department. 

13. This is a reputable department to be a part of. 

14. This department probably has a reputation as being an excellent graduate program. 

15. This department probably has a reputation as being an excellent place to work. 

16. I find this department a prestigious place to study. 

17. I find this department a prestigious place to work. 

18. There are probably many who would like to work in this department. 
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19. For me, this department would be a good place in which to work. 

20. Studying in this department is very appealing to me. 

21. There are probably many who would like to study in this department. 
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Appendix E 

Student Motivation Scale 

 
Instructions: Below is a list of adjectives. Thinking about the scenario you have just read, please 
indicate which of these adjectives best capture how you feel about joining the department.  

 

 1 (1) 2 (2) 3 (3) 4 (4) 5 (5) 6 (6) 7 (7)  

Motivated o  o  o  o  o  o  o  Unmotivated 

Interested o  o  o  o  o  o  o  Uninterested 

Attracted o  o  o  o  o  o  o  Repulsed 

Don't want to 
study there[R] o  o  o  o  o  o  o  Want to 

study there 

Inspired o  o  o  o  o  o  o  Uninspired 

Unenthused 

[R] o  o  o  o  o  o  o  Enthused 

Excited o  o  o  o  o  o  o  Not excited 

Dreading it 

[R] o  o  o  o  o  o  o  Looking 
forward to it 
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Appendix F 

Intention to Accept the Offer 

Thinking about the scenario you just read, indicate how much you agree with each of the 
following statements about accepting the offer to join the department. (1 = not at all likely, 7 = 
extremely likely) 

 

1) I intend to accept this offer. 
2) I am likely to say yes to this offer. 
3) ®I do not want to join this department. 
4) ®I would not accept this offer to join the department. 
5) ®I would be hesitant to join this department. 
6) I would join this department. 
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Appendix G 

Perception of Message Politeness 
 

Instructions: Thinking about the scenario you just read, indicate how much you agree 

with each of the following statements about the recruiter and his message. (1 = Strongly 

disagree, 7= Strongly agree).  

(Reverse scored items are indicated by [R].) 

1. The recruiter was positive toward you. 

2. The recruiter was understanding toward you. 

3. The recruiter took great care not to impose on you. 

4. The recruiter was appropriate. 

5. The recruiter’s message was proper. 

6. The recruiter was polite. 
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Appendix H 

Source Credibility Measure  
 

Instructions: Below is a list of adjectives. Thinking about the scenario you just read, please 
indicate your feelings about Recruiter of the Department. Select the option toward either word 
that best represents your feelings.  

 

 

[R] Reliable 1 2 3 4 5 6 7 Unreliable 

Uninformed 1 2 3 4 5 6 7 Informed 

Unqualified 1 2 3 4 5 6 7 Qualified 

[R] Intelligent 1 2 3 4 5 6 7        Unintelligent 

[R] Valuable 1 2 3 4 5 6 7 Worthless 

Inexpert 1 2 3 4 5 6 7 Expert 

[R] Honest 1 2 3 4 5 6 7 Dishonest 

Unfriendly 1 2 3 4 5 6 7 Friendly 

[R] Pleasant 1 2 3 4 5 6 7 Unpleasant 

Awful  1 2 3 4 5 6 7 Nice 

[R] Virtuous 1 2 3 4 5 6 7 Sinful 
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Appendix I 

Demographic Questions 

1. In what year were you born? ____________ 
 

2. What is the highest degree or level of school you have completed? If you’re currently 
enrolled in school, please indicate the highest degree you have received. 
(1) Attended some college or university 
(2) Associate’s degree (e.g., AA, AS) 
(3) Bachelor’s degree (e.g., BA, BS) 
(4) Master’s degree (e.g., MA, MS, MEd) 
(5) Doctorate (e.g., PhD, EdD) 
(6) professional degree 
(7) Other not listed _________________ 

 
3. How do you describe your gender identity? (Mark all that apply) 

(1) Female 
(2) Male 
(3) Transgender 
(4) Genderqueer 
(5) Agender 
(6) A gender not listed ________________ 

 
4. How do you describe your sexual identity? (Mark all that apply) 

(1) Heterosexual/straight 
(2) Homosexual/gay/lesbian 
(3) Bisexual 
(4) Asexual 
(5) A sexuality not listed __________________ 

 
5. With which racial and ethnic group(s) do you identify? (Mark all that apply) 

(1) American Indian or Alaskan  
(2) Asian 
(3) Black or African American 
(4) Hispanic, Latino, or Spanish 
(5) Middle Eastern or Northern African 
(6) Native Hawaiian or Other Pacific Islander 
(7) White 
(8) Another race or ethnicity not listed above _______________ 

 
6. How do you describe your disability/ability status? We are interested in this 

identification regardless of whether you typically request accommodations for this 
ability. (Mark all that apply) 
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(1) I do not identify with a disability or impairment 
(2) A sensory impairment (vision or hearing) 
(3) A learning disability (e.g., ADHD, dyslexia) 
(4) A long-term medical illness (e.g., epilepsy, cystic fibrosis) 
(5) A mobility impairment 
(6) A mental health disorder 
(7) A temporary impairment due to illness or injury (e.g., broken ankle, surgery) 
(8) A disability or impairment not listed above _____________ 

 
7. Please describe your salient personal identity(ies)/group membership(s) (e.g., race, 

ethnicity, gender, religious affiliation, ability/disability, veteran status, 
parent/guardian status). ___________________________ 
 
 

8. In which US state do you live? 
 

9. What is your current job title: _____________________ 
 

 
10. How long have you held this position: ______________________ 

 
11. Does your current job duties involve any supervisory responsibilities: Yes/No 

a. If yes, Do you have any employees who report directly to you: 
Yes/No 
 

12. Have you been employed by a college or university: Yes/No 
a. If yes, were you employed by the college or university as a: 

i. Full-time employee  
ii. Part-time employee 

b. If yes, Were you employed while attending the college or university as a 
student: Yes/No 

 

 

 
 

  



120 
 

Appendix J 

The Multigroup Ethnic Identity Measure (MEIM) 

Think about your identity as a Black/African American person. Use the numbers below to 

indicate how much you agree or disagree with the following statements about your racial 

identity. (1 = Strongly disagree, 7 = Strongly agree) 

 
 1. I have spent time trying to find out more about being Black, such as  
 its history, traditions, and customs.        
 2. I am active in organizations or social groups that include mostly Black members.    
 3. I have a clear sense of my Black ethnic background and what it means for me. 
 4. I think a lot about how my life will be affected by being Black. 
 5. I am happy that I am a member of the group I belong to (Black).  
 6. I have a strong sense of belonging to my own ethnic group (Black). 
 7. I understand pretty well what being Black means to me. 
 8. In order to learn more about my Black ethnic background, I have often talked  
 to other people about my ethnic group. 
 9. I have a lot of pride in my Black ethnic group. 
10. I participate in cultural practices of my own Black ethnic group, such as special food,  
 music, or customs. 
11. I feel a strong attachment towards my own Black ethnic group. 
12. I feel good about my Black cultural or ethnic background. 
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Appendix K 

Recruitment Script 

Hello, 

 

We are conducting an academic survey about your perception and potential reaction to 
recruitment messages from a recruiter while considering joining an organization. 

To be eligible, you must be 18 years or older, be able to understand English, and identify as 
Black/African American to participate in this study. 

If you agree to be in this research, you will be asked to read a recruitment message from a 
hypothetical recruitment interaction and then answer questions about the scenario you read and 
other demographic information. 

We estimate it will take you approximately 30 minutes to complete the survey. Please note that 
you can access the survey only once. 

Your answers are important to us we need truthful ones. Please do not rush through the survey. 
In order to compensate you, we will look at how much time it took you to complete the survey 
and whether you completed all attention verification questions correctly. Only those 
questionnaires that do will be compensated. 

At the end of the questionnaire you will be given a validation code – please return here and enter 
this code and submit your HIT.   

 

Thank you in advance for your consideration and participation. 
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Appendix L 

Consent Form 

Consent to Participate in Research at the University of Oklahoma 

[OU-NC IRB Number: 10994              Approval Date: 9/9/19 

You are invited to participate in research about your perceptions about recruitment messages 
while considering joining an organization. You must be 18 years or older to participate. 

If you agree to participate, you will complete this online survey in which you will read a 
recruitment message from a hypothetical recruitment interaction and then answer questions about 
the scenario you read. We estimate it will take you approximately 30 minutes to complete the 
survey. 

There are no risks or benefits from participating in this study. 

If you agree to participate in this study, complete the questionnaire in full and pass all attention 
verification questions, you will receive $2 through your Amazon Mechanical Turk account 

Your participation is voluntary and your responses will be anonymous. 

After removing all identifiers, we might share your data with other researchers or use it in future 
research without obtaining additional consent from you. 

Even if you choose to participate now, you may stop participating at any time and for any reason. 

Data are collected via an online survey system that has its own privacy and security policies for 
keeping your information confidential. No assurance can be made as to their use of the data you 
provide. 

If you have questions about this research, please contact me at Jasmine Austin at 
Jtaustin02@ou.edu (337-247-5120) or my research advisor Dr. Ryan Bisel at ryanbisel@ou.edu. 

You can also contact the University of Oklahoma – Norman Campus Institutional Review Board 
at 405-325-8110 or irb@ou.edu with questions, concerns or complaints about your rights as a 
research participant, or if you don’t want to talk to the researcher. 

Please print this document for your records. By providing information to the researcher(s), I am 
agreeing to participate in this research. 

 

 

 


